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EXECUTIVE SUMMARY 

A. STUDY OB~ECTIVES AND TASKS (CHAPTER 1)* 

On behalf of the Commonwealth of Massachusetts Conunittee on Criminal 
justice (MCCJ), Arthur D. Little, Inc. (AD1~) evaluated the Massac.husetts 
Police Institute (MI?I) in order: 

o to describe the kinds of teChnical assistance (TA) which 
MFI provides, and the methods they use; 

• to assess MJ?I' s impac t; 

f!I t::; compare TA provided by HPJ: with that provided by 
other organizations; and 

til to assess MPI's cost-·efficiency. 

We carried out the following tasks: 

1. Document MPl project implementation 

2. Select research samples 

3. Assess Ml?I approach 

4. Assess impact of MPl 

5. Assess cost-efficiency of Ml?I operations 

6. Compare MJ?I approaches with other approaches 

7. lntegl.'ation and management 

lL.....-ADL STUDY' NETtlOD (CllAPTERS LB. t...JYl 

nle work began with a broad statistical overview of MPI operations 
(Task 1) and continl..ted with a similar broad review of the cost­
efficiency of those opera tions) (Task 5) • In Task 2 we used random 
procedures to choose a sample of 46 cases. These included an experi­
mental group (Group A) of 24 police departments which had requested and 
received help from HPI (we examined 26 projects carried out for these 
departments); a control group of 15 cases (Group B) which had requested 
btl!: not received help; and a comparison group of five cases (Group C) 

*' In this Executive-Sununary, the chapters where the reader c.an obtain 
detailed information on each section are pOinted out in parentheses. 

Arthur [) Little, Inc 



Which :t:eceived help from other organizations. In Task 3 t 4, and 6, we 
carried out a series of case studies on the members of the sample. In 
additiun, we added a relatively small task :l.n which we cOl1tacted 11 
police depar.tments (Group D) which had neither requested nor :t:eceived 'l'A 
help £:t:om MPI. Task 7 comprised on-going management and integration 
throughout the project, c1.11minating in the production of this finetl 
repol't. 

Our field work depended upon MPT. briefings and interviews about project 
procedures, review of MPI files, interviews, and observations of police 
departments. We generally interviewed those members of a department 
who participated or could have been affected by an MJ'I TA project. In 
some cases we also interviewed Selectmen or other municipal officials 
kno\Yledgeable about an MPI TA project or its impact. All respondents 
were assured of anonymity. I'ntervif;1.W8 ri"ere based on standardized itl..ter~· 
view guides. These helped to assure objectivity and prevent "leading 
the witnesses. 1I Write-ups of interviews and observations were circu ... 
laced among all'ADL team members. Subcommittees discussed a given proj­
ect area (e. g.) Rules and Regulations); oue team member ~V'l:ote up each 
proj ec t area; th:f.s write-up was then reviewed by all team member s. 'rh\!s, 
every effort was made to insure objectivity and the contribution of 
insights by all team members. 

C. SERVICES PROVIDED BY MP! (CHAPTER III) 

Ant assessed the impact of MPI TA in the following project areas where 
MPI has completed projects. The project descriptions and the evalua­
tions of impact of the following proJect areas are presented in sections 
D. through J. of this Executive Summary: 

1& In£o:t;mation Clearing Rours, tegal Assistance, (:(t) 

• Newsletter and Monthly Bulletins (NE) 

• Rules and Regulations (RR) 

• Records and Information Systems (RI) 

• Manpower Resources (~m) 

• Personnel ~nagement (PM) 

• Hutual Aid Agreements (MA) 

MPI has also completed one project in the area of Budget and Program 
Plmming (DP) but this was not assessed by AnL. Slightly more than one 
percent of MP!'S efforts in 1975 and the first half of 1976 were devoted 
to this project area. MP! describes this project in the follot.,ring 
terms: 
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Budg~t~nd Program Planning (BP2 

"- Assist requesting chiefs in establishing bookkeeping pro­
cedures. 

"- Objective - clemonstrate the benefits of using the budget 
process as an annual program planning tool," 

MP! carried out eight projects in the area of Departmental OVerview (DO), 
devoting slightly more than seven percent of its efforts in this area 
in the period January 1975 to June 1976, inclusive. However, ADL did 
not include the DO project area in its coverage of impact, because the 
eight pt'ojil:lcts wet'e listed under the Manpower Resources (MR) project 
area in the program document and other MPI lisdngs available to AnL 
at the time we chose the sample of projects to be evaluated. MPI's 
lro&!:,~ describes DO in the following terms: 

Department Overview (DO) 

"- Provide a general overview of police department resources 
and ope:r.ations in small communities (under 10,000 popula­
tion) • 

"- Review department's functioning in specific problem areas. 

"_ Introduce improvements and standardized procedut'P-s in records, 
vehicle maintenance, comn~nications, reporting work flow and 
management :i.nformation." 

The 1976 Program of MPI indicated that TA was available to police depart­
ments in the following project areas, By June 30, 1976, no project had 
been completed in these areas: 

III Incident Analysis (IA); 

o Crime Prevention (CP). 

.p. MPl I S RECOGNITION AND REPUTATION (CHAPTER V) 

~wr'S reputation among police chiefs is outstanding. MPl and its staff 
have gained widespread, indeed universal, recognition, credibility, and 
a reputation as competent, he1p£ul~ professionals. Police chiefs believe 
that MPI is sincerely on their side. MPI's reputation is based on a 
number of factors: 

" Its close associat:i.,on with the Massachusetts Chiefs of 
Police Association (MCPA) which gave MJn instant credi­
bility al1.d an excellent forum to advertise its services. 

xiii 
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@ A qualified staff, including respected, knowledgeable, and 
experienced retired Chiefs of Police to make initial contact; 
with police departments. 

~ A low-key approach, in which MPI provides the assistance 
requested in the way in which a chief wants it. 

f) Placing highest priotity on technical assist.ance to small 
and medium-sized police departments. 

& Enlightened responsiveness and e~clusive commitment to 
police chiefs. The. commitment precludes blind responsive .... 
neSS. We saw instances whete MPI successfully and legit­
imately, persuaded chiefs that the projects for which they 
had originally asked were not the ories which would help 
the most; instances where MP! of.fered advic,e to chiefs 
which was not what they wanted to hear, but was ac.curate 
and well·' taken • 

«I A record of satisfact:f.on of police chiefs with technical 
assistance offered, which spreads by woord of mouth. 

E. IMPACTS OF MPI :PUBLICATIONS, ADVT.,9E2 AND ASSISTANCE (CHAPTER VI) 

1. Introduction 

In this and the succeeding five sections, we concentrate on the impact 
of each MPI project area on the police departments which have received 
that kind of project, in our sample. Impacts were varied, even within 
thepr:oject area, but we have been able to discern some connnonalities 
and general trends. Each area is introduced by a description from the 
Program document. . 

Throughout our interViews, we were particularly interested in the 
impact of MP! TA on the IJolice departments which received it. Impact 
can be described in a number of ways: 

e Did the department do anything differently after TA than 
before? 

@ Was the department operating more efficiently or effective­
ly asa result'of TA? 

G Did the department implement MP! reconunendations? 

® Did changes in the department represent solutions to the 
problems which stimulated its original call for MPI 
assistance? 

xiv 
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Our evaluation of the impact of a project was based on collation of all 
the information we gathered by interview and observation and c~a"~.ful 
weighing of the !2:lTidence. This was necessary> for a number of reasons , 
all of which add to the difficulties of evalua,ting impact. 

First, impact is quite different from subjective client sai:isfacdon. 
We had to" separaf:eout: the natural tendencies of Chiefs of Police to 
tell US that they were satiBfied with the MPI TA they had requested, 
from an objective evaluation of whether that TA caused anything new to 
happen in their departments. 

Second, the perspectives ()f our respondents varied. A chief might tell 
us that a. project had major impact, while one of his subordinates l)light 
describe it as having no major impact. Or) a sergeant might tell us 
about an impact of which the chief evidently was not aware. 

Third, impact assessment is quite different from an assessment of ~',he 

professional competence of an organization (such as MPl) furnishing 
technical assistance. The impact of a TA project depends upon what econ­
omists call a production function. The first element in the function 
is the professional competence of the work done by the TA organization 
(MPI) • Th.e second element is the acceptance of recommendations by the 
inunedic'l:te clie!),t (Police Chiefs). The third element, necessary for 
impact of many recommendations by MPI, is acceptance by organizations 
superordinate to the direct client (e.g., town officials). This hap­
pens because many recommendations depend fOr their implementation on 
the allocatiotl of funds by these officials. 

If ~y of the three elements in the production function is lacking, the 
product is ~: no impact. Only the first element is under the direct 
.s:..qntrol of an organization like MPI. But we deemed it possible that 
MPI could do a fine professional job, work closely with the Chief of 
Police, and present their findings and conclusions persuasively to town 
officials, and still find one or both of the latter two parties unwilling 
to implement recommendations and allow the project to have an impact. 

Fil1ally) impact sometimes depends on fortuitous events. Their impor­
tance is des cribed in Chap ter XII. 

We bel~eve that the impact of projects is the single most important 
variable in assessing their value. Precisely because so much of the 
impact is determ:f.ned by variables not unde'!" the control of the TA 
organizatiol1~ it is important to carry out evaluation studies such as 
the present one. Only in this way can one tell what the final outcomes 
of the projects in a project area have been, and whether projects in 
that area are worth continuing. 

'l'he estimates of cost per completed project and proportion of NFl effort 
devoted to each project area, provided in the following sections, are 
documented in Attachment 1. 
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2. Publications and Legal Assistance 

Newsletter and Monthly Bulletins (NB) 

"- Provide all Massachusetts police chiefs with continuing 
legal, and criminal justice information through the means 
or: 

a) Monthly Newsletter. 
b) Special bulletins on topical issues .• 
c) Periodic, in-depth research papers." 

Information Clearing House, . Legal Assistance' (11) 

"- Maintail,1 a police and criminal justice library for municipal 
police. 

H_ Provide requesting police chiefs with answers ~nd alternatives 
to their legal and non-legal questions. 

"- Serve as a data base and information center on municipal police 
resources for the Massachus.etts Chiefs of Police Association. " 

About 12.3% ofMPI 's efforts between January 1975 and June 1976 were 
devot~d to newsletters, legal assistance, and bulletins. MP! publica~ 
tions provide police department!;! tvith lucid and succinct guidance on 
current problems. They keep chiefs abreast of their fields. !nsome 
cases, chiefs mention that theMPI literature was the only literature 
that they reviewed on a regular basis. Most police chiefs interviewed 
were able to cite examples of how MPIliterature had beenciirectly rele­
vant toa problem or question of theirs,and had provided clarification 
about laws, procedures, and other police matters which concerned them. 
Many chiefs use selected MPI publications as the basis for training of .' 
new officer.s and other in-service training. Many routinely distribute 
the monthly information packages to their men. 

MPI's legal advice and assistance provides impartia;l. arid we;l.l~researched 
answers to questions of ilnmediate concern to Chiefs of Police.. Such 
services-are usually not ayailable elsewhere. The ,immediate responsive­
ness of MPI legal advice not only solVes the problems of the moment,but 
supports Chiefs of Police by giving theiil the feeling that "they are. not 
alone. Ii This MPI service also enables it to likeep its finger on the 
pulse" on items of concern to Chiefs 'of Police. 

~ MP! Assistance to MCPAand PreEar~tion of Policies and 
Procedures Statements 

Standards and Goals eSG) 

"- Pro'\7ide staff assistance to the Massachusetts ChiefS of 
Police Association in the developm~mt of statements on 
Standards and Goals for municipal police in Maa$achusetts. 
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Policy and Procedutes (PPl 

11_ Prepare w:diten Policy and Procedure Statemen ts on a 
variety of police operational subjects for inclusion 
as Section II! of the Police Manual." 

We did not directly assess theitnpact of the Standa:r.ds and Goals and 
Policies and Procedures project areas, since these projects are not 
provided directly to police departments. Together, they constitute 
about 3.5% of MPt's efforts. 

F. COSTS AND IMPACT OF TECHNICAL ASSISTANCE IN RULES AND REGULATIONS 
(CHA'PTER VII) 

"- Assist municipal police chiefs in preparing rules and 
regulationstn.."I.nuals (specific to each department). 

It_ Manuals contain three sections: Section I - Rules and 
Regulations; Section II - Job Descriptions; Section III·" 
Policy and Procedure Statements. . 

"_ bn completion of Sections I and II, all sworn personnel 
receive copies of Policy and Procedure Statements." 

MPJ: costs for the average rules and regulations proj eC.t were about $700. 
During 1975 and the first half of 1976,MPI devot~d about 17% of its 
efforts to this project area. (See Attachment I', the report on cost 
eff:Lciency, for documentation of .all cost and effort estimates.) The 
costs of all projects (with .theexception of Records and Information 
Projects, ~vhich will be discussed below) are borne by MPI; services are 
free, as far as the receiving police department. 

We did not f:r;equently find that the Rules and Regulations, Position 
Descriptions,and Policy and .Procedure statements were used to bring 
about any significant tangible changes in the surveyed police depart­
mellts or their members. As fat as police chiefs were concerned, .written 
Rules and Regulations gave them a kind of peace of mind, in that they 
felt more secure and protected in their position and in that they believed 
that the presence of written Rules and Regulations had increased acc.ount­
ability. There was some evidence that written Rules and Regulations , 
etc., act as benchmarks for expe:cted behavior by the department. But 
there was little .evidence that these constituted any more than a clarifi­
cat~on of existing guidance. The lack of impact' can be summed up in the 
comment of one patrolman, "Performi.ng the same duties all along." 

As a by-product, the RR project area served as an ideal IIfoot in the 
door" suitable to gaining coverage quickly .in many communities, because 
it fulfilled a perceived need, it was easily replicated j and it was 
basically noncontroversial. 
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p. IMPACT OF TECHNIC.AL ASSISTANCE IN RECORDS AND INFORMATION 
SYSTEMS (CHAPTER VIII) -

"- Assist police chiefs in evaluating their present records 
system, modernizing it and installing rtew equ::i.pment, forms 
and procedures. 

"- Project includes technical assistance With purchase of . 
equipment, forms and planning new procedures." 

The av.e.1'ageRecords and Information (RI) project: costs' $6,800 in :tvIPI­
covered services. During 1975 and the first half of.,1976, NFl devoted 
.about 12% of its efforts to this project area. In addition, the project 
necessitates an investment of $1,000-$3,000 for purchase of files and 
other equiplnen t. This is paid for by the community. 

TA i11 RI typically had high impact in providing a more effective re.cords 
system. The system saves time for the officer on patrol or other field 
activities. We saw that such improved record keeping allowed improve­
ments in management and control of patrolmen's activities. In addition, 
once implemented, the new records system provided a potential for incident 
analysis and improvements in manpower resource allocations. The system 
is simple to use and to train people to Use. Accessibility was ilnproved. 
It was easier to find records for court appearanCes. 

H. COST AND IMPACT OF TECHNIC.AL 'ASSISTANCE IN. MANPOWER RESOURCES 
(CHAPTER IX) 

"- Study manning problems and proposealte1'11ative strategies 
and solutions. 

"- Assist requesting municipal police Chiefs in. determining 
manpower allocation and. assignment. 

"- Select project focus: The proJect could take one of several 
directions (e.g.) organization, allocation, workload distriJ:>­
ution, patrol availability~ or special problems such as dis­
patch, supervision, etc.). 

"- Where necessary, conduct analysis of "calls for se.rvice" by 
time and location to determine workload." 

The cost for an average Manpower Resources project is $9:i 600. buring 
1975 and the first half of 1976, MPI. devoted about 21% of its eifor.ts 
to this projectq.rea. In order for an MR project to have impact, the 

.recommendations of its report must beimpiemented. This, in turn, 
depends upon whether town Selectmen allocate reSOurces to implement 
these recommendations, when they involve additional personnel, which 
has budgetary implications .We found major impacts, where such recom­
mendations were indeed implemented. In one instance,the clearance 
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rate improved dramatically and the enforcement index very significantly. 
In three out of four ~i:R projects that we examined, we found significant 
changes in the police department which can be fairly attributed to the 
car17ing out of the MPI TA project. In some instances, this involved 
more appropr:i.ate or efficient utilization 'of existing police resources 
rather than the addition of new ones. 

I, COSTS AND IMPACT OF T.!Q!!!iICAL ASSISTANCE IN PERSONNEL MANAGEMENT 
(CHAPTER & 

" ... Assist police chiefs in the establishment of a personnel 
manager.nent system. 

"- Provide forms and procedures for personnel management. 

Ir~. Conduct limited seminars on personnel issues. 

"- Install a system cortsistent with existing &epartment rules 
and re.gulations, collective bargaining agreements, civil 
service and local procedures. Write .or update job descrip­
tions. " 

Without tangible direct impact, this sm'illl activity provided some admin­
istrative improvement and augmented conf.idence in MPI. In two out of 
three cases surveyed, the project was not yet completely implemented, 
so no type of "impact" was possible. Interestingly enough, however, 
the veh:i.cle cost module appended to the Personnel Management package 
was being used and apparently had an impact on vehicle turn-in policy. 
During 1975 and the first half of 1976, MPI devoted less than one per­
cent of its efforts to this project area. Each project cost about $1,000. 

J. COST AND IMPACT OF TECHNICAL ASSISTANCE IN MUTUAL AID AGREEMENTS 
(CHAPTER xrl 

"- Assist regional groupings of police departments in drafting 
contracts providing for law enforcement mutual aid." 

The average Mutual Aid (MA) project cost about $300. During 1975 and 
the first hal£' of 1976, MPI devoted less than 0.5% of its efforts to 
this project area. 

We found rather low impact as a result of. TA in assisting the formatiol1. 
of MA agreements. Largely, this was because MPI ceases its contribution 
to the process at an early stage. MPI meets with the chiefs concerned ' 
with the Mutual Aid Agreements, obtains direct input from them, and 
drafts a Mutual Aid Agreement. However, after this point, 1:<1PI does not 
serve as a coordinator to deal with problems that any of the t.owns may 
have in implementing the agreement. 
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K. COMPARISON OF PROJECTS ACCOMPLISHED BY hlPI .AND THOSE ACCOMPLISHED 
BY OTHER ORGANIZATIONS (CHAPTER XII2 ,---

We found many diss.imilarities and some similarities between the approach 
in hlPI technical assistance and that used by other organizations pro·­
viding help to police departments. Primarily, the latter carried out 
broad projects in which particular segments could be recognized as 
corresponding to MPI project areas. We found that the degree. of impact 
of the. proj ects done. by other agencies was dependent on a variety of 
internal and external reasons particular to the police department of 
the city or town. We did not find that impact differed significantly 
between assistance supplied by 11FI and that supplied by other agencies. 

L. COST EFFICIENCY (CHAPTER XlIr) 

hlPI operations are typically conducted with considerable cost-effid.ency. 
Evidence for this could be found in a numb er of areas, in.cluding their 
costs for personnel, rent,and printing operations. An exception, where 
cost-efficiency could be considerably improved, is the use of leased 
automobiles, which MPI is phasing out. We also found that MPI has 
successfully and efficiently standardized some of its project areas, 
reducin.g their costs over time. .. 

M. RECOMMENDATIONS 

Recommendations are made in Chapters VII through XIV. We believe that 
the mas t important are the following: 

1. We recommend that hlPI take activ'=! steps to provide assis­
tance to new Chiefs of Police. They need most help and 
realize most that they need it. We believe that technical 
assistance furnishe<l to them can have most impact,. since 
they are not tied to the polid.es and procedures of the it 
predecessors. 

Z. We recommend that MPI retain its decision to phase out the. 
n project area. It has had little impact on police depart­
ments, and has ac.hieved thee.xposure of many departments tQ 
MPI. 
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3. We recommend that MPI shift its focus to carrying out fewer 
projects, but each with greater depth.* We make this over­
arching t'econnnendation for a number of reasons: 

III The project areas in which impact appeared greatest, 
such as Manpower Resources (MR) and Records and 
Information Systems on) are those which require the 
greatest MPI efforts in depth. 

QI Fol10w .... up and other work oriented toward implementation 
is needed .:!:9 achieve impact. This was shown in many of' 
:he MPI projects we assessed, as well as in some of the 
work 'done by other agencies delivering TA to police 
departments. This includes, for example, the training 
and indoctrination that is not part of the !:{PI RR pl;'oject 
area) but was part of the package furnished by another 
consultant; more extensive follow-up on each Mutual Aid 
Agreement Which would help to resolve problems that 
prospective members of the MAA are having in surmounting 
obstacles in signing the agreement;, and work with Select­
men and other town/city officials in Manpower Resources 
and other project a'reas which depend on their approval or 
concurrence for their implementation (see recommendation 
t~ below). 

if. Finally, where (as in Manpower Resources Projects) 
the approval of municipal officials is necessary in 
implementing recommendations, we recommend that MPI 
include those officials as part of its client system, 
from the beginning of the project, if the requesting 
Chief of Police agrees to do so. This will help to 
avoid projects which founder, after much effort has been 
expended by MP! and the police department, upon the unwill­
ingness of the municipal officials to implement recommenda­
tions. 

W In response to a draft version of this report, MPI commented as fol-
lows on the original wording of this reconunendation. 

I'This recommendation oc.cursin the Executive Summary, but 
does not seem to be generally supported in the body of the 
report (except in the Mutual Aid area). There seems to be 
a conflict between this suggestion and other recommendations, 
such as the proposed 'Future Activities' and 'small task ser­
vices' ,II 

We have added more detail in the rationale, for this recommendation, 
in response to MPI t s comment. 

xxi 

Arthur D little/Inc. 

-------------------------'--------



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

I. OBJECTIVES AND TASKS 

A. OBJECTIVES 

On behalf of the Commonwealth of Massachusetts Conunittee on Criminal 
Ju.stice (MeCJ), Arthur D. Little, Inc. (ADL) carried out I1n evalua.tion 
of the Massachusetts Police Institute (MPI). The evaluation was aimed 
at the following obj ecti.ves : 

To provide information to the Committee and its staff about 
the benefits that have been obtained through MCCJ' s fundil1g 
of the HPI; 

To sununarize the kinds of technical ass'is tance (TA) which the ' 
HPI provides, and the procedures and methods they use; 

To assess the impact of MPI assistance to local police depart ... 
ments; 

To compare the processes and the products of MPI TA with TA 
provided by other organizations; and 

To test whether MPI operates with sufficient cast-efficiency. 

B. TASKS 

We carried out the following tasks: 

1. Document MPI project implementation 

2. Select research samples 

3. Assess MPI approach 

4. Assess impact of MP! 

5. Assess cos t-efficiency of MPJ: ope'rations 

6. Compare HPJ: approaches with other approaches 

7. Integration and management 

The work began with a broad statistical overview of MPI operations 
(Task 1) and continued with a similar broad overview of the cost­
efficiency of those operations (Task 5). In Task 2 we used random 
procedures to choose a sample of 46 caseS. These included an experi­
mental group (Group A) of 24 police departments which had requested 
and l:eceived help from HPI (we examin'ed 26 proj ects carried out for 
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these departments); a control group of 15 cases (Group B) who had re~· 
quested but not received help; and a comparison group of five cases 
(Group C) who received help from other organizations. In 'rasks 3, 4, 
and 6, we carried out a series of case studies on the members of the 
sample. In addition, we added a~s1Uall study of 11 police departments 
(Group D) which had neither requested nor received help from MFr.. 
Task 7 comprised ou-going management and :I.ntegration throughout the 
project t culminating in the production of this final report. 
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n. WE H.!STORY! MODUS OPERAN~]; > AND PLANS OF 'l1lE 
MASSACHUSETTS POLICE INSTITUTE 

A. BRIEF H!S~ORY AND STATEMENT OFPURP~ 

The Massac.husetts Police Institute (HPl) is a non-profit service 
agency establ:lshed in August 1973 lito provide requested technical 
assistance to municipal police departments in the Commonwealth.,. 
The Institute is funded b~ grant awards from the Massachusetts Commit­
tee on Criminal Justice." 

B. POLICY -
"'1'he goal of the agency is to develop a permanent resource capable. of 
assisHng the police chiefs of Massachusetts in their efforts to 
improve. local police administt'ation and operations ,"** HPI exists in 
order to provide technical assie tance to small police departments. 
"Services of the Institute are provided only on the written request 
of a municipal police chief, It as stated in Program. 

The Institute was founded with its orientation to small police depart­
ments be.CltlUse ma11Y people believed that such small departments were 
teceiving less than their needed share of assistat1Ce through federal 
p:):ograms. Although a few HPJ: projects have been oarried out for the 
departments of larger municipalities, the high-priority clients of 
HPJ: have been and remain, small police departments. 

F'rotn its earliest inception; HPJ: has been affiliated with the Nassa­
chusetts Chiefs of Police Association (MCPA). The Progr~m is tates that 
such affiliation "has assured the agency 1 s relevance to the day-to·· 
day problems and needs of municipal police. tI The Executive Director 
of 11Ft is all. the agenda at each monthly meeting of the MCPA. 

HPI also has sought and achieved a hroad base of participatic)11 of 
police chiefs in some of its activit:l.es, Le., task forces 011 Policies 
and Procedures, Standards and Goals, etc. When chiefs participate in 

)~ 

*)~ 

Massachusetts Police Institute, 1'ec11nical Assistance Projects"'-Pro-
grant, Berlin, Massachusetts, 1976. This publication, henceforth 
referred to as "Programlt is l'ecommended to the reader as a concise 
description of HPJ: and its functions. 

Program, Dp. cit. 
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these task forces, they llot only contr:tbute th~ir 0~V't1 e:x:periences and 
insights. to them, but also gain increeAed familiarity with and conH ..... 
dence :I.n MP!. 

):vIP! has been careful to proceed slowly to gain the confidence of police 
chiefs. As a new agency atte1'1ptitlg to help police chiefs, they real­
ized that they would never bec.alled upon for help without such confi­
dence. MPI began. offering services in only a limited set of project 
f.treas which were considered of high priority by the MCPA and in which 
MP! had capability. Their choice of personnel and procedure, their 
policy of workil1g closely and sensitively with police chiefS to meet 
their needs, and their low key approach (which did not threaten Chiefs 
of Police) all served to instill confidet1.ce in :ViPI I S motivations and 
capabilities in the chiefs for whom they carried out technical assist ... 
ance assignments. "Satisfied users tl told other chiefs, and a snowball 
effect occurred·, in which increaSing llumbers of: police departments 
asked MP! for TA, each year since 1973. All this has contributed to­
ward helping to set up MPI as a permanent presence which chiefs can 
continue to rely upon. MPI has gradually and carefully expanded the 
number of proj ect areas in which it offers assis tance. Almos tall 
these project areas center around means of building up what might be 
called the adm:Lnistrative infrastructure in pOiice departments. That 
is, MJ:1. TA projects have enabled the police chiefs to improve the ways 
in which they manage and administer their departments. 

It appears to be an implicit policy of MPI to carry out: only one pro­
ject at a time for a given department. even if a d~partment has put 
in a number of proj ect requests at the same time. In part) th:l.s is 
because the waitit1g time for different project areas varies. It also 
seems that MPl: has deliberately chosen this COurse in order not to up­
set the balances in a police department: and to keep change incremental 
and evolutionary. Further, the policy allows MPI to begin by chat1.ging 
and improving ai.lmin:l.strative sub ... strata which then act as a foundation 
for iater changes and improvements. 

C. MAIUZETING 

'the MCPA provides a "megaphone" whi(!h enables the MPt to broadcast its 
capabilities and achievements widely among Chiefs of Police in Massa­
chusetts. The newsletters and bulletins which MPI sends automatically 
to every Chi~f of Police in Massachusetts also spread the word about 
it. Ptobably the most important and in.fluential market:ing medium, 
however) is tlot under the direct control of !vIP!. It is the "wo'rd of 
mouth" recommendation of MP! which drculates among police chiefs. 

A factor iyhich has helped MPI to ga1.n acceptance and elicited reque.s ts 
for techl1.ical assis tance from police departments is that, by and large) 
lvm! TA. does not cost anything. The only exception consists of the 
Records and Inf;ortnation (In) project, in ~V'hich the police department 
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incurs expenses for files and related equipment Lteeded to carry out 
HPJ: recommendations. In RI proj ects, as in all the othet's, there is 
no charge for professional. services, This cir cures tance will change, 
to some ' unknown e:lttent, as the Municipal Police Institute, Inc. (Ml'I, 
Inc.) gets i1.11::0 operat:iOtl. As will be discussed belOW, this is an 
organization recently set up by the MP!, which will allow charging 
for servi.ces. 

:By and large; MPI has usually waited for a department to submH a re­
quest for assistance; MPI has rarely visited police departments, prior 
to such a request, to "sell their services.1! 

D. RESOURCE ALLOCATION 

How does NFl: decide i~t which proj ect areas to provide techt1ical assis t­
ance and how to allocate its resources among project areas? NFl chose 
to focus On proj ect areas which meet needs as assessed by the MCPA. 
For e:xample, the first need listed by the MCPA was to "clearly define 
the police tole, fut1ctioil~ and policy;" an lvll?! project area set ut> to 
meet this need was that of: Rules and Regulations (RR) in t'lhich MPl pro­
vides oS police department with sets of written rules and regulations, 
policies and procedut:'es, and job descriptions. SinCE! this need appeared 
to }11?! to be a. basic one, without fulfillment of Which it would be 
difficult to develop :!.mprovelnents in other project areas, HPJ. has 
carried out more RR proj ects than any other kind. (See below for de­
tail about how man)7 of each Idtld of p'roject were canied out.) 

Given their deciSion about the p'roject areas in which to provide tech­
nical assistance, MPI has set annual goals for the number of projects 
to be accomp1:Lshed in each proj ect area atlnually. This is done on the 
basis of the staff available to cover each project area and the number 
of person-days> as indicated by experience, that it takes to complete 
a project in each a'rea. Projects in each area are carried out on a 
first-come, first-served basis) with waiting time a function of the 
backlog and the length of time it takes to accomplish a project in an 
area. 

E. PEM ONNEL 

As of January 1, 1974, a few months after its founding, MIlI had a 
staff of six, including two half-time Police Advisors, By July 1, 
1976, NFI1s staff numbered 21, including four Police Advis~)rs (still 
half-time) and some other part-time people. The four Polic~ Advisors 
are crucial parts of the operation. They are retired Chiefs o~ 
Superintendents of Police, with great experience and state-wide and-­
in some cases-'"'even national reputations. They are thus partio,\~larly 
useful in initial visits to recipients of TA, instillitlg confi(J,e.nce 
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in them. The staff is headed by an Executive D:l!:ector well known in 
Massachusetts police circles; it includes lawyers, technical· special~ 
ists, Northeastern University co-op students, a research ass;Lstant, 
and a support staff. 

F. PROCEDURE* AND UNDERLYING PHILOSOPHY 

An MPI TA project always begins with a written request from a Chief of 
PoUce. MP! acknowledges the request and indicates the length of the 
wai.ting period. Work on the project always begins with an initial 
visit which se'eves the purposes of problem definit.Lon, development of 
rapport~ and gathering of information about unusual circumstances of 
the department to which TA is bej,ng furnished. The initial visit is 
fOllowed by a data-gathering and analysis phase consistent with the 
type and comple:ltity of the proj ect. A draft report is generated. Data 
gathering, analysis and the draft report are based on standard proce­
dures and report outlines developed by MFI. The dra:Et report is sub­
mitted for review to the Chief of Police (and in somlB cases to the 
town Selectmen**). Based on discussion of review comments, a final 
report is then preparEld and submitted to the Chief of Police in an 
apptopriate nun~berof copies, varying by proj ect type. 

Soon after completion of each project, HPI requests from the Chief of 
Police comments about the process by which the work was accomplished, 
and suggest:i,ons for improvements. In some cases, additional formal 
or informal follow-up is made asking about implementation of recommen­
dations. 

Underlying the above pr.ocedure is a cons ciuUs philosophy of technica'l 
assistance which is consonant with commonly accepted tenets of techni­
cal assistance. The primary elements of this philosophy are: 

** 

~ MFI provides staff assistance to Chiefs of Police. 

Q'II The Chief defines a need and is free to accept or rej ect 
the product of the; 'fA. 

o MPI staff are free to make suggestions and comments on the 
functioning of the pol:t..ce department, both directly within 
the Scope of the proj ect area in which they have been called 
to work and on any other aspect of departmental policies or 
procedures. 

Detailed descriptions of procedures for each project area covered 
in this study are provided below. 

Because most of MFI' s clients at''i:: police departments in towns with a 
Selec.tman type of government, we will use "Selectmen" as a shotthand 
for "town officials" in this report. 
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II) But the Chief has the final responsi.bility for the department 
and its functioning, and is free to accept or reject any MP! 
comment, suggestion, ot' recommendation. 

o MPI1 as the provider of techn:J.cal assis tance l has no leverage 
to compel the Chief to do anything. 

G MPI depends on the goodwill of police chiefs toward them and 
confidence in them. Attempting to ram innovat:l.ons down the 
throats of Chiefs or to put pressure on them to accept recom­
mendations would des troy that goodw'ill and confidence, not 
only itl itldividual Ohiefs exposed to such tactics, but among 
Chiefs in general) as the word spreads. 

& Thus, MPI has successfully avoided the reality and the appear­
ance of being an outsider attempdng to force change on police 
departments., Instead ~ they are and are viewed as part of the 
police system, aSsisting Chiefs to make improvements of their 
OWll choosing. 

G. PLANS 

In order to maintain their permanent presence, to allow latitude for 
providing new kinds of services, and to guard against the effects of 
possible cuts in funding hom the Massachusetts Committee On Criminal 
Justice--such funds have constituted the sole support of MPI--MPI has 
recently formed the Municipal Police Institute, Inc. (MPI, Inc.). 
MP!, Inc. is a corporation which can charge for its services, and 
intends to do so. Tentative/plans are under discussion within MPI 
and between MP! and other interested parties about the organizatj.on, 
functioning, charge structure, and other aspects of MP!, Inc. 
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III. SERVICES PROVIDED BY MPI OR DEFINED BY 
~I'S PROGRAM> 1976 

A. ~ROJECT AREAS 

1. Technical Assistance Projects Provided 

As of June 30, 1976, MPI had completed technical assistance (TA) prQ­
jects to police departments in the following areas. Project area 
sutntnary descriptions are quoted verbatim from Program. 

,Rules and Regulations (RR) 

"- Assist municipal police chiefs in preparing rules and 
regulations manuals (specific to each department). 

tI_ Manuals contain three sections: Section I - Rules and 
Regulations; Section II - Job Descriptions; Section III ~ 
Policy and Procedure Statements. 

It_ On completion of Sections I and Il, all sworn personnl:ll 
receive copies of Policy and Procedure Statements." 

Mutual Aid Agreements eMA) 

II .... Assist regional groupings of po:J..ice departments in drafting 
contracts providing for. law enforcement mutual aid." 

Records and Information System (Rr) 

"- Assbt police chiefs in evaluating their present records 
system, modernizing it and installing new equipment, forms 
and procedures. 

"- Project includes technical assistaTice with purchase of 
equipment, fort'ls and planning new procedure~. II 

Manpower Resources (MR) 

"_ Study ntanning problems and propose alternative strategies 
and solutions. 

"_ Assist requesting municipal police chiefs in determining 
manpower allbcation and assignment. 
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11,- Select project focus: The project could take one of seve·ral 
directions (e.g.) organization, al1ocation~ workload dis~' 
tributiol'l., patrol availability, or special problems such as 
dispatc.h; supervision, etc.). 

"- Where necessary, conduct analysis of "calls for service" by 
time and location to determine workload." 

"- Assist police chiefs in the establishment of a personnel 
m.anagement system. 

"- Provide forms and procedures for personnel management. 

11- Conduct limited seminars, on personnel issues. 

"- Install a system consistent with existing department rules 
and regulations, collective bargaining agreements, civil 
service and local procedures. Write or update job descrip­
tions." 

Budget and Program. Planning (BP) 

"- Assist reqtlesting chiefs in establishing bookkeeping pro­
cedures. 

"- Objective - demonstrate the benefits of using the budget 
process as an annual program pianni~'l.g tool. 11 

Department Overview' (DO) 

JI_ Provide a general overview of police department resources and 
operations in small conununities (under 10,000 population). 

tI_ Review department's functiclning in specific problem areas. 

"- Introduce improvements and standardized procedures in records, 
vehicle maintenance, communications, reporting work flatrl and 
management information." 

2. Project Areas Offered But Not Completed 

'1:he 1976 Program indicated that TA ,vas available in the follOWing pro­
ject areas. By June 30, 1976, no project had been completed in these 
areas. 
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3. 

I id An 1 (IA'* ne . ent aysis _ ~ 

't_ Provide police administrators with an activity report:, based 
on an analysis of "cal1s fO'!: setvice." Analysis will provide 
management and planning information relative to volume·and 
type of inc:l.dents by time of day) day of week, month, a.nd by 
geocoded location. 

"- Project will consist of analysis of Police Incident Card Data 
for a minimum of three months and a maximum of six months. 

"- Two stages - implementation of data gathering package; analysis 
of data provided in the form of graphs and/or charts and a 
brief narrative report. 1f 

Crime Prevention (OP) 

"- Assist municipal police chiefs in the creation and programmatic 
development of a crime prevention program. 

"- Provide exposure in the area of residential and business 
security surveys, utilization of criute data), security hardware 
capC1bilities and community involvement. 

"- Where applicable, select a specific crime based on crime 
analysis for an impact crime prevention effort." 

Projects Not Offered to Police Departments before June 30, ~ 

Policy and Procedures ~ 

tl-Prepare written PaHey and Procedure Statements on a var:Lety 
of police operational subjects for inclusion as Section III 
of the Police Manual.o 

Before June 30, 1.976, Policy and Procedure statements were available to 
PDs only as part of an RR project. By this date, 31 such statements 
(e.g., on firearms and high-speed pursuit) had been completed by task 
forces meeting at MPI. Various subsets of these have been adopted by 
over 110 mUnicipalities in Massachusetts. The ones ·on firearms and 
high-speed pursuit hrl.v(!:.\ been adopted statewide, the latter at the urging 
of the Governor. Rec.ently, MPI has begun to provide individual police 
departments with Policy and Procedure statements, even without their 
prev:J..ous acceptance of Rules and Regulations. 

--*-----------------
Incident analyses have been carried out as part of Manpower Re-
sources projects, but prior to June 30, 1976, ~~I had not done any 
purely Incident Analysis projects, labelled as such. 
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Standards and Goals (SG) 

fI~ :Provide staff assistance to the Massachusetts Chiefs of Police 
Association in the development of statements on Standards and 
Goals for municipal police in Massachusetts." 

4. Publications 

The following constitutes the Program descr:i.p1;:ion of publications put 
out sporadically or periodically by MFI. 

~sletter and Monthly Bulletins (NB) 

"- Provide all Massachusetts police chiefs with continuing legal 
and criminal justice information through the means of: 

a) Monthly Newsletter. 
b) Special bulletins on topical issues. 
c) Periodic, in-depth research papers. 1I 

5. Advice, Assistance, and Resou~ 

Information Clearing House, Legal Assis tat1ce (IL) 

"_ Maintain a police and criminal justice library for municipal 
police. 

"_ Provide requesting police chiefs with answers and alternatives 
to their legal and non-legal questions. 

1I,~ Serve as' a data base and information center on municipal 
police resources for the Massachusetts Chiefs of Police 
Association. It 

B. PROJECTS REqueSTED i\NDCOMPLETED 

Table 1 shows projects requested and completed in each calendar year 
between the founding of 'J:'IPI in August 1973 and June 1976. * During 
this period of less than three years, the police departments in the 

* The information in Table 1 was obtained mainly from the Program 
document. Since we compiled the information in Table 1, NFL has 
pointed out to us that some seven completed projects, originally 
labelled as Manpower Resource proj ects, and so indicated in Table 1 ~ 
were reclassified as Departmental OvervieW' projects. Because our 
original information indicated that no DO proj ec.d had been com­
pleted, we did not include DO as a project area to be assessed. 

12 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Arthur D Little, Inc. I 



-------------------
TABLE 1. 

PROJECTS REQUESTED FOR'MPI-TA COMPARED 
TO PROJECTS COMPLETED BY MPI 

THROUGH JUNE, 1.976 

Year 
1.973 1.974 1975 1976 Total 

Proleet Reg. CompI. % CompI. Reg. Compl. % Compl. Reg. CompI. % CompI. Reg. CompI. % CompI. Reg. CompI. % CompI. 

RR 10 10 100 58 57 98 96 42 4' .LJ- 45 0 0 209 109 52 

RI 4 4 100 13 13 100 5 4 80 6 0 0 28 21 75 

MR 6 5 83 15 8 53 7 3 43 0 0 0 28 16 57 

IA 0 0 0 0 0 0 1 0 0 0 0 0 1 0 0 
I-" 
W 

BP 0 1 14 0 0 0 0 {} 1 1 100 6 0 0 7 

PM () 0 0 0 0 0 14 13 93 3 3 100 1.7 1.6 94 

DO* 0 0 0 0 0 0 2 0 0 0 0 0 2 0 0 

~fA 1. 1. 1.00 1.8 1.7 94 'l~ 
oJJ 33 94 6 0 0 60 51 85 

CP 0 0 0 0 0 0 0 0 0 1. 0 0 1. 0 0 

UNK 0 0 0 3 0 0 17 0 0 1 0 0 21 0 0 

Totals 21 20 95 107 95 89 178 96 54 68 3 4 374 214 57 

» ., 
* ~ See footnote on page 12. ::r c ., 
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Commo~1.Wealth had requested 374 projects, of which 214 had been C01'n­

pleted. Of those cOIll.pleted, the majority (109) were in the RR area. 
Next most common among completed projects were the Sl MA projects. 
Note that MPI counts each town pal;ticipating in a Mutual Aid Agree­
ment as a separate proj ect. Thus, the 51 represent about eight Mutual 
Aid Agreements. 

Projects in the Records and Information System (R1) area were ne~t 
most common) with 21 completed. Sixteen Manpower Resources (MR) 
projects (seven of which were reclassified under bO) and 16 Personnel 
Management (PM) p'roj ects have been completed. In the latter case, 
four seminars had been held to instruct chiefs from 16 towns in the 
establishment of Pe:r.sonnel Man.agement Systems. Finally, one project 
1.n Budget: and Program Plant'ling (EP) had been completed. 

Note also that at least one request has been made, but no project 
completed, in each of the following areas: 

Incident Analysis (IA) 

Crime Prevention (el?) 

There Were 21 instances in which a department had requested assistance, 
but it was not clear from the initial requests which category of pro­
ject area the assistance pertained to, or, indeed, whether the request 
for assis tance was in an area covered by the project areas provided by 
MPI. None of these requests has been completed. When work begins on 
a request, it is assigned to a known project area. 

C. }~I'S CLIENT POPULATION 

Table 2 shows the MPI' s high priority (called lIe ligible" in the table) 
population. We see that out of the 3Sl municipalities in Massachusetts, 
344 have popUlations which place them in the high priority client 
category. The criterion generally applied is that of having B, popu­
lation of 100 ,000 or less. Larger municipalities are eligible for 
technical assistance through Region I of the Law Enforcement Assistance 
Administration (LEM). Seventy-six percent of the population of 
Massachusetts lives in the municipalities which constitute hlPI's high 
priority client group. These municipalities constitute 98% of those 
i1.1 the Commonwealth. 

As of June 30, 1976, hlPI had received requests from 223 or 65% of the 
high priority municipalities in Massachusetts, as shown in Table 3. 
We see in 'Table 3 that 14 out of 88, or 16% of the municipalities in 
the "under 2,500 1i population category had requested at least one TA 
project from hlP!. Eighty-three percent in each of the next two popu­
lation categories had made such. requests, as had 60% of those in the 
"50,000-100,000" population category. The percentage of requesting 
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TABLE 2 

MPIfSELIGIBLE CLIENT POPULATION 
1975 

Total Number Cities/Towns Eligible for MPI-TA 

Number Cities/Towns Eligible for Alternative 
LEAA-TA Provisions (Boston, Cambridge, Fall 
River, Lyrln, New Bedford, Springfield, and 
Worcester) 

Total Number Cities/Towns Eligible for 
Preferred MPI-TA 

~ e With Population Under 2.5K 

• With Population Bewteen 2.5-10K 

e Wtih Population Between 10-50K 

* e With Population Between 50-lOOK 

Number 
Cities/Towns 

351 

7 

344 

88 

115 

126 

1.5 

1975 
Total 

Population 
5,789,478 

4,427,346 

103,622 

640,940 

2,654,344 

1,028,440 

* Lynn (pop_ 85,018) is considered a major city and is not included. 

Percent of 
1:fass. 

1975 Total 
Population 

100 

24 

76 

2 

11 

46 

18 

Percent of 
Total Population 

Eligible for 
Preferred NFl -TA 

100 

2 

15 

60 

23 



TABLE 3 

RECORDED REQUESTS FOR MPI-TA 
BY 

POPULATION CATEGORY AND YEAR REQUESTED 

Year Reguested 
Population Categot.l 1973 1iZi 1m.. 1976 

Under 2.S1\ 0 0 3 11 

2.5K-I0K 4 30 46 16 

10K-50K 11 35 49 9 

SOK-lOOK ~ 2 ...2 _2 

Totals 15 67 103 38 

16 

Tota1~ 

14 

96 

104 

9 

223 

N 

88 

115 

126 

.Jd 
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t.owns in the first ca.tegory is very low, since a large proportiott of 
these towns do not have police departments. These figures indicate 
that MP!' s marketing strategy has been a ,~uccess, with very sizable 
proportions of the towns with between 2,500 and 50,000 population 
requesting Ml'I technical assistance at ·least once. 

Table 4 shows how requestors were distributed geographically through­
out Massachusetts. In all state planning areas ~ except I and n.! I 75% 
to 100% of the municipalities had requested assistance of MP! at: least 
once, We can explain the low request rate (36%) for state planning 
Area I, Western Massachusetts, in that this area contains 63 out of 
the 88 c01ll!nunities with populations under 2,500; as mentioned above, 
many of these towns do not have police departments which could re ... 
quest aid of MPI. We are not certain why Area III, Northeastern MctSsa.­
chusetts, has only a 57% request rate. This may be related to the fact 
that Area III has the lowest overall serious crime rate of any area in 
Massachusetts or to the fact that the communities in it have organiZed 
the Northeas tern Middlesex Law Enforcement council, which may perform 
for them some of the functions that MPl cardes out for municipalities 
throughout the state. 
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TARLE 4 

NIJ~mER OF REQL"ESTORS OF ~lPI-TA BY STATE pu..!>."1\"IXG ~.REAS Mill REGIONS 
THROUGH JU~"E 1976 

POEulation Categorv 

Under 2.5K 2.5K-lOK 1OK-50K 
Total Total 

State Planning Total r; in ~, in ~; " Code Areas and Regions in Area Requestors Requesting ~ Reg. Reg. Area Reg. Reg. ----
I !. Western Massachusetts 63 6 10 22 17 77 17 13 77 

2 II. Central ~lassachusett$ 11 4 36 33 26 79 16 15 94 

3 III. Northeastern ~lassad.usetts 1 0 9 7 78 11 6 55 

4 v. Southeastern ~assachusetts 11 5 46 27 22 82 27 23 85 

IV. Metropolitan Boston 

15 Region B: North Metro 8 6 75 20 16 80 

25 Region C: Northwest Metro 6 6 100 B 6 75 

35 Region D: Hest Hetro 5 4 80 10 9 90 

45 Region E: Southwest Metro 5 5 100 10 8 80 

55 Region F; South Hetro 2 2 100 7 7 100 

* Totals 86 15 17 117 * 95 81 126 103 82 

* Communities of ~lashpee {2.49b} and Northfield (2,470). rounded to the nearest hundred in the computer run, 
explain the discrepancy with the total figure of communities within a population category of earlier tables. 

50K-lOOK 
Total 

in 
Area Reg. 

2 I 

2 0 

1 1 

2 2 

2 1 

4 3 

2 2 

15 10 

- - - - - - - - - - - - - -

Total 
Total 

., in % 
~ Area Reg. Req. 

50 104 37 36 

60 45 75 

23 13 57 

100 66 51 77 

100 30 24 80 

50 ,~ 

... 0 13 81 

75 19 16 84 

15 13 87 

100 11 11 100 

67 ;Y.4 223 65 

- - - -
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IV. A DESCRIPTION OF THE AnL METHOD 
lli1.!SKS 2THROtJGg 4, "6! AND 7,* • 

A. OVERVI~ 

In Task 2, we chose samples of projects or towns which would be re'" 
presentative in each of four groups: 

Group A, proj ects which MPI had completed; 

Group 13, municipalities which had requested but had not received 
TA from hlP!; 

Group C, municipalities which had received TA (similar to the 
kind furnished by MPI) from organizations other than MPI; 

Group D) municipalities ".;rhich had never r.equested 'fA from MPI) 
although they have police departments. 

Below we show the geographical distribution of the tOWl"I.S in Groups 
A ... C. These are d:Lstributed throughout MassachUsetts, in a fashion 
similar to that of departlnent.s which have received MPI TA. 

Western Massachusetts 4 

Central Massachusetts 18 

Northeastern Massachusetts 

Southeastern Massachusetts 

Metropolitan Boston 

4 

13 

5 

The sample for Groups A and 13 was revie~.;red by MP!. MCCJ reviewed all 
samples. Letters from Chief Henry Maiolini, President of the MCPA, 
Mr. Robert Kane~ Executive Director of the MCCJ, and Dr. Anton S. 
Morton, the AnL Proj ect Director, Were sent to the .chiefs of PoJ.ice 
of the towns in the Group A, B, and C samples, asking for their cooper­
ation. (The letters are contained in Appendix A.) These letters 
explained the nature of the project, including the provision of con~ 
fidentiality for infortnatil.:>n gathered during the course of this proj ect; 
the letters Were followed up by telephone calls from Ant study team 
n\embers, arranging appOil'1tments. All police departments contacted 
cooperated with the study team. 

* The t'eport of 'task .5, Assessment of Cost"'Ef'ficiency, Attach\llent 1 to 
this report; des cribes the me thods used in that task. 
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MPI briefed uS extensively on its procedures, the responsibilities of 
its field staff, and its philosophy. Ml'I q,lso cooperated instintingly 
with ADt by answering questions, giving us relevant written material, 
and opening their files to us. 

ADI, drafted interview guides for each Group. The interview guides were 
thoroughly reviewed, first among the members of the ADL team and then 
by MCCJ. Final versions of the interview guides (shown in Appendix B) 
represented improvements resulting from thj~ reviews. 

Each town in the sample was assigned to one ADL team member for cover­
age. That team member reviewed the MPI files on the town) arranged 
and carried out interviews there, and wrote up his interviews and ob­
servatiO'l;l.s. 'l'he write-ups were circulated among all AnL team members. 
Subcommittees of ADL members who had covered a given project area 
(e.g., Rules and Regulations) then met and discussed what had been 
learned about that project area. One P~L member was assigned to write 
up each project area. These project area write-ups were then reviet>;red 
by all team members ~ with comments made that helped to improve them 
for the:i.r final versions'. Each such write-up constitutes a chapter 
of this report, presented beloW. 

~TASK 2: CHOOSING THE SAMPLE 

1. Gt'OU}) A! _ Expe.rimen tal Group 

For Group A, thesampHng unit: was the project. We decided to choose 
a total of 25 projects (as specified in the Request for a Proposal) 
representing the following .project areas: RR, RI, MR. TM, and MA. 

T11.ese areas, plus the BP anclDO areas, comprised those where MPI had 
completed at least one project. Since only one BP project had been 
completed by June 30, 1976, and since this number was much smaller 
than the number of completed projects in ati.~; other project area, we 
decided not to cover BP, in order to concentrate our efforts in the 
other areas. We dis cussed above why DO was not included. 

Since we intended to choose 25 projects out of 214 complete.d ones, 
our basic sampling ratio was approximately one in nine. This meant, 
for exanlple, choosing 13 out of the 109 completed RR proj ects. 

• 
In order to choose the specific proj ects in each proj ect area, we 
arranged them in a table by the population category of the town (rows) 
arid the year in which the request for TA was made (columns). We then 
chose every ninth project. This made sure that the projects in the 
sample were representative of the size of towns for which that kind 
of project was carried out, and further that they were adequately 
spread ~vith respect to the time in which they were initiated. We are 
satisfied that we obtained a representative sample for each project 
area, and that the various proj ect areas were properly emphasized in 
the sampling. 

20 

I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

I 
I 
I 
I 

Arthur D Little/Inc I 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Using our basic sampling ratio, We would have chosen si:)!: MA proj ects. 
We decided to undersample in the MA area, choosing only three projects, 
Decause the 51 towns which had received MA TA from MPI constituted 
really ct much smaller sample (about 8) of MA agreements catalyzed by 
hlPI. We then randomly added one each to the samples of RI, MR, and PM 
projects that would have resulted from the basic sampling ratio. 

After we had chosen our sctmple and sent a copy of the sampling frame 
to MPI, they pointed out that none of the three MR. projects chosen for 
the sample constituted a Manpower Study, the most intensive kind of 
manpower resources assignment that they carry out. We agreed that we 
should il'lclude one such, and therefore randomly chose and added one 
of the Manpower Studies to the 25, making 26 proj ects :In all to cover 
as part of Group A. 

'l'able 5 shows the population of comp16 .... ~d projects, in each area, and 
the sample contained in Group A for. those areas. 

In carrying out this random stra.tified sampling, there \'lere two in­
stances in which we chose two pTojects each from a given town. '.thus, 
the 26 projects covered in Group A came from 24 towns. This again 
shows that we had a 'tepresentative sample, since our Task 1 'teport 
showed that quite a few towns had received more than one completed TA 
from MFl. 

2. Gro,gj? B: Control Group 

The Request for Proposal ru1d the proposal specified that We would 
choose a sample of 15 towns in Group B. The criteria for inclusion 
wo\lld be that the town had requested at least one 'fA project, but had 
never, through August 1976, had any project commence. There were 
about 20 such towns. We eliminated five randomly, coming up with 15 
municipalities for Group B. All of these had requested RR TA. 

3. Group c: ComE.§!-!ison Group 

We chose five municipalities which had received technical assistance 
from organizations other than hlPl. In order to do this, We l"eceived 
lists of contracts fat' such TA from MCCJ and Region I of the LEAA. In 
order to compose this small sample, we firs.t eliminated large munici­
palities (over 100,000 population). We also eliminated municipalities 
that had already been included in Groups A and B, in order not to 
overburden them with inte.t'viewing., We chose a group of municipalities 
that had had RR, MR., or RI projects done, in order to make this sam­
ple of five as similar as possible to that in Group A. Finally, out 
of the remaining p'tojects, we chose those which had been accomplished 
most recently. 
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TABLE 5 

POPULATION ANDADL SAMPLE, COMPLE~ED MPl PROJECTS 
(GROUP A) 

Project Number Number in 
Area Completed Sample 

RR J.09 13 

IU 21 3 

MR 16 4 

PM 16 3 

MA 51 3 
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4. Group D: Municipalit:les Which Have Never Requested TA from MP! 

Sampling of these municipalities was rather informal~ with an effort 
made so that they would reflect the size distribution of municipalities 
in Massachusetts which had not requested MPI TA. 

C. FIELD PROCEDURES 

1. Group A 

Table 6 shows the kinds v,f people interviewed for each Group A p'roject 
area. For all project areas, and all interviews, interviewers were 
guided by a set of "Instructions for Interviewers--Evaluation of ~1PllI 
shown in Appendix B. The points made in ltlnstructions to Interviewers" 
were reiterated during interviewer orientation. 

For all project interviews, we used Instrument 1 (shown in Appendix B 
with all other instruments mentioned in this section) as a guide for 
intervj.ewing the Chief of Police. We covered the following maj or 
topics: 

CII- Introduction 

$ Connection with MPI 

~ Problem identification 

• Pr.ocessing of request and timing of TA provision 

~ Quality of MJ?I staff members 

@ Impact of TA 

e MPl follow~through 

@ Other TA or consultation 

G Evaluation 

$ Chief's background 

e Open questions. 

A de.ta sheet was filled out with numerical information gathered during 
this interView. 
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TABLE 6 

hlPI PROJECTS AND KINDS OF PERSONNEL 
TO BE INTERVIEWED 

Proj ect Area 

All 

Rules and Regulations 

Records and Information 

Manpower Resources 

Personnel Management 

Mutual Aid 

24 

Interviewee 

Chief of Police 

First line supervisor 

Two patrolmen 

Selectman 

Supervisory records and 
information specialist 

Operational records and 
j.nformation specialist 

Selectman (if Board of Selectmen 
specifically authorized funds 
for records and information 
system) 

Person knowledgeable in manpower 
resources 

Personnel administrator 

Selectman· 

Arthur D Little, Inc. 
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Throughout our interviews, we were particularly interested in the 
impact of MPI TA on the police departments which received it. Impact 
can be described in a number of ways: 

e Did the department do anything differently after ~tA than 
before? 

ID Was the department operating more efficiently or effectively 
as a result of TA? 

/I) Did the department implement MPI 'recommendations? 

$ Did changes in the department represent solutions to the 
problems which stimulated its original call for MPI assistance? 

Our evaluation of the impact of a project was based on collation of 
all the information we gathered by interview and observation and care .... 
ful weighing of the evidence. TIlis was necessary, for a number of 
reasons, all of which add to the difficulties of evaluating impact. 

First, impact is quite different from subjective client satisfaction. 
We had to separate out the natural tendencies of Chiefs of Police to 
tell us that they were satisfied with the MEl TA they had requested, 
from an objective evaluation of whether that l'A caused anything new 
to happen irl their departments. . 

Seco,nd, the perspectives of our respondents varied. A chief might 
tell 'us that a project had major,'impact, while one of his subordinates 
might describe it as having no major impact. Or, a sergeant might 
tell us abol..tt an impact of which the chief evidently was not aware. 

Third, impact assessment is quite different from an assessment of the 
professional competence of an organization (such as MPt) furnishing 
technical as'sistance. The impact of a TA project depends upon 
what economists call a production function. TIle firs t element in the 
function is the professional comp~tence of the work done by the TA 
organization (MPI). The second elelnent is the acceptance of tecommen~ 
dations by the immediate client (Police Chiefs). The third element, 
necessary for impact of many recommendations by MPI, is, acceptance by 
orgarLizations superordinate to the direct client (e. g., town officials). 
This happens because many recommendations depend for their implementa­
tion on the allocation of funds by these officials. 

If any of the tqree elements in the production function is lacking, the 
product is zero,: no impact. Only the first element is under the direct 
control of an organization like MPI. But ~ve deemed it possible that 
MPI could do a fine professional job, work closely ~vith the Chief of 
Police, and present their findings and conclusions persuasively to 
town officials, and still find one or both of the latter two parties 
unwilling to implement recommendations and allow the project to have 
an impact. 
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Finally, imp&ct sometimes depends on fortuitous events. Their :Ltnpor­
tance is described in Chapter XII. 

We believe that the impact of projects is the single most important 
variable in assessing their value. 'Precisely because so much of the 
impact is determined by variables not under the control of the 'rA 
organization, it is important to carry out evaluation studies such as 
the present one. Only in this way can one tell what the final outcomes 
of the proj ects in a proj ect area have been) and whether proj ects in 
that area are worth continuing. 

We wished to test Whether the completion of a Rules and Regulation 
project and the distribution of the RR manuals would make a difference 
in the day-to-day functioning of the police department which received 
these tn&nuals. For these reasons, at each department in the sample 
which had received RR TA, we interviewed two patrolmen and one first 
line supervisor. Topics covered for th6 patrolmen included: 

t1! Introduction 

@ Use of Rules and Regulations 

o Existence and nature of RRs 

• Effect of RR changes on job 

o Duties by rank and assignment 

61 Policies and procedures. 

The same topics were covered in supervisor interviews. Instruments 
2 and 3 were the interview guides used. 

We used Instrument 8 as a guide for interviewing a Selectman or former 
Selectman knpwledgeable about the municipality's poHce department or 
Rules and Regulations Manual. Ins trument 8 shows that the topics 
covered were: 

ClJ Introduction 

e Problem identification 

o Review of draft RR book 

• Overview. 

Where a municipality had received a Records and Information project, 
we interviewed one Supervisory Records and Information .Specialist and 
one Operational Records and Information Specialist, where there were 
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people of both these desc'riptions in the polic,e department, Instru­
ment 5 shows that the topics covered included: 

@ Introduction 

o Present record-keeping system 

... Previous reco'rd-keeping system 

4l) Comparison anti contras t. 

Since in many cases of the furnishing of RI 'fA, Selectillen specifically 
authorized funds for the RI system, we interviewed a Selectman about 
this process, where app1i.cable. This interview, guided by Instrument 9, 
covered the following topics: 

iii Introduction 

I/) Problem identiHcation 

\1lI Review of request for R:r: funding 

III Overview. 

Where a Hanpower 'Resources TA had been furnished, we interviewed the 
person most knowledgeable of this area; using Instrument 6; this 
usually turned out to be the Chief of Police. We covered the follow­
ing topics: 

o Section 1. Background 

Introduction 

Type of MR done 

Manpower Revj.ew 

Manpower Survey 

Manpower Study 

Need for assistance 

e Section 2. Manpower Review 

Information gathered 

MPI recommendations and reaction of department to them 
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Implementat:l.on of recommendations 

Impact of impletnentecl recommendations 

11/ Section 3, Manpower Survey. 

Information gathered 

MPI recomlnendations and reaction of department to them 

Implementation of recommendations 

Impact of implemented recommendations 

o Section 4. Manpower Study 

Covered both Sections 3 and 4. 

Where a Personnel Management TA had been accomplished, we used Instru­
ment 4 to :lnterview the person most knowledgeable about personnel 
administration in the department. 'Llhis usually was the Chief. We 
covered the following topics: 

., Int1:oduction 

o Changes in personnel administration 

G Effects of changes 

I» Training in personnel administ'tation or use of personnel forms 

~ Vehicle costs 

The last topic was included since MPI, for historical reasons, has 
included in the Personnel Management package a system for keeping 
track of vehicle maintenance repair costs. Where the Chief of Police 
or. other interViewee asked about the previous topics was not knowledge­
able of these vehicle cost records, we disc'.lssed the subject with 
someone in the department who was. 

Since the Chief of Police was likely to be the person most knowledge­
able about a Mutual Aid Agreement TA, we used Instrument 7 to discuss 
this with him. The topics in the interview included: 

III Direct uses of Mutual Aid Agreement 

o Indirect spin-offs of Mutual Aid Agreement 

e MPI's role and open question. 
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Since the town Selectmen need to sign off on a Mutual Aid Agt'eel'nent, 
we discussed this with one of them, guided by Instrument 11; which 
included the following topics: 

e Introduction 

o Problem identification 

@ Review of MA Agreement 

e Overview. 

2. Group B 

Instrument 10, a guideline fot' an interview with the Chief of Police, 
was the only one used for municipalities which had t'equested but had 
not yet received MPI TA. This instrument covered: 

iil Inttoduction 

• Connection with MPI 

$ Problem identification 

e Processing of request and timing of TA provision 

~ Present Rules and Regulations 

~ Expectations of MEl TA. 

3. Group C 

The five towns which formed the Group C sample had received TA from 
organizations other than MPI, in the proje(!t areas of Rules and Regu­
lations, Records and Information, or Manpower Resources. Fot' this 
reason, we adapted the instruments uSed for these p~oject areas, 
specifically for Group C use. To avoid repetition, the adapted instru­
ments are not shown in an appendix, although copies are on file at 
MCCJ and AnL. 

These instruments differed from the Group A instruments in one impor­
tant respect. Since some of these five townS had received TA from 
MEr as w·ell as from the other organization whose TA We were primarily 
investigating, we asked interviewees who were knowledgeable to compare 
and contrast the style and impact of TA furnished by MPl and TA furw 
nished by the other organization. 
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If. Group D 

Interviews with the ten towns that had never requested MPI TA were 
carried out over the telephone and were relatively informal. They 
centered around the following topics: 

GI Kt1.oWledge of the axis tenc.e of NFl 

o Perceptions of p~Ils functions and capabilities 

$ Reason~' why the department had never requested NFl TA. 
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V .MPI I ~J.uJ:COGNIl':tON AND l1EPU'l'ATION 

L .... IN'l'lWDUC'l'ION 

This chaptt'ar is the first to present the results of Ant's field work. 
As AOt promised respondents, the information in this and the following 
chapters will not enable identification of any specific po1i.ce depart­
ment or individual interviewee. We present general tendencies found 
among the departmtlnts where we carded out our field wor.k. 

~~ECOGNI'l'ION. 

All police chiefs intervi.ewed, even those Who had not requested MJ?I 
'l\A~ \l7e1'e aware of MPI and, it1 diff.ering degrees) were knowledgeable 
about: Ml?!' s services and aC tiv:i. ties • Many had learned of MPI and its 
activ1.ties from talking to other police chiefs who had either received 
ass;lstance from Ml?I or who had heard of them. Some police chiefs had 
leat'tl,ed about MPI from read;Lng its pUblications. Yet the majority of 
police chiefs had firs t heaJ.7d of :t-1P! through the Mass achusetts Chiefs 
of Police Association (MOPA). 

The ties between MPI and the Massachusetts Chiefs are extensive and 
close. MPI's Advisory Board consists largely of police chiefs and 
officers of the MOPA and the Chairman of MPI's Board is alao (ex 
oHid.o) the Ptesident of the MOPA. hlPI was initiated by the Associa­
tion itld remains ~1ffiliated with it. In additiot'l, the Executive 
Director of MPt is placed on the agenda at each monthly meeting of 
the MaPA to address the membership about MPI' s plans and actiV:l.ties. 

It is difficult to overstate the benefits accruing to hlP! from its 
close affiliation and identification with the MaPA. In its early 
stages, MP! t s association with the MCPA gave the former both instant 
credibility with local police departments and an excellent forum to 
advertise its services. l'hese advantages continue. 

There is also some evidence to suggest that MCPA may benefit: from its 
relationship with hlPI; MOPA was criticized during interviews with 
several chiefs for an orientation toward the larger police departments. 
Its support of MPI, whose primary mission is to assist 111eclium ... sized 
and small departments, may serve to Inute some of this criticism. 

There may also be some constraints for MPL in its close relationship 
with the Association: the Association is .g, very powerful, yet cautious 
and conservative, organization and reinforces MPI's own conservative 
orientation. This reinforcement may work against MPI expand:Lng its 
activities and assistance into more sensitive or controversial areas, 
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as will be discussed later. Several of the police chiefs interviewed 
expressed an interest in having MPI expand into such areas but expres­
sed reservations about the likelihood of this happening with the pre­
sent MPI-MCPA relationship. 

c. REPUTATIQB. 

From our interviews ~Y'i,th police chiefs we can conclude without 'luaU'" 
fications that MPI has a1'ready established an excellent reputation. 
There were very few negative comments and much positive enthusiasm 
about t'he quality of its work and the knowledge, e:!Cperiel1.Ce and help­
fulness of its sta.ff. 'rhe following conunents were mentioned most oftet'), 
by chiefs in describ1.ng MPI staff: "knowledgeable ~ II "organized," 
"business ... like," "professional," Blow-key," "experienced," "confident,1t 
and "always available. II Several chiefs emphasized their posture of 
h.elpfulness at'l.d low-key assistal1.Ce. As two chiefs put it, "they dOt1.'t 
try to shove things down your throat tt or "direct your department." 
Even those chiefs who were initially skep tical of "outsiders" changed 
their minds af ter ~qorld"ng wi t11 MPJ:. 

There are reasons why MP! has established this excellent reputation. 
Of part:I.cular importance is their use, on a part-time basis, of former 
Chiefs of Police who are respected) knowledgeable, experienced) and 
can re:Late directly to the problems of other chiefs. Those former 
chiefs are used by HEI in many it'lstances to make the initial contact 
~.;rith police chiefs whom they usually know from their past experiences. 
'l'his gives MPJ: a cer.tain measure of credi.bility before they even begin 
helping the. chiefs. 

A second factor in their. success is their low-key approach. ~hey do 
not; try to advocate a certain approach or practice, or push aggres­
s:I.vely for changes. Rather) they provide the asais tance reques ted in 
the way in which the chief wants it. ~his approach can be uri ticized 
for being too narrow and limited and for not taking advantage of their 
credibility with, and access to, pol.ice chiefs to advocate reforms. 
Yet :It should be recognized that much of their credibility and access 
hM resulted from this low-key apprQach and a more aggressive approach 
would reduce their credibility and access, 

l3y its charter and practice, MPI regards small and medium-siZed town 
police departments as its h:tgh-pt~.ority clients. ~he.y are aware of 
this, and appreciate MPI's efforts. Many of them perceive that MPI 
is one of the few organizations with their interests in mittd. MPI 
also is :familiar with the level of sophisticatiol1. of such small depart­
ments. For this reason, it has justifiably aVOided attempting projects 
that are too grandiose, or that assume an advanced administrative 
infrastructure in these departments. MPI has, instead) concentrated 
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on basics> on building the administrative infrastl·ucture. We wiJ.l 
discuss this in g'teater detail below. 

But perhaps the most important factor in MP1's SuccesS is their respon­
siveness and exclusive conunitment: to pol:Lce chiefs. Irhey considor 
themselves and are seen as an organizatio'l1 dedicated to assisting 
police chiefs: they will provide assis tance only at the regues t of 
the chiefs, not police officers, or ol:.her town officials. The chiefs 
appreciate this and vie\v MPI staff members as son)t~Oti.e to turn to '~hen 
they need advice) information, or assistance. 

All four of the above factors--the qua1J.£ied staf!--especially the 
former police chiefs, the low-key approach, the orientation to medium­
sized and small police departments ~ and the orientation toward police 
chiefs--stem from MPI I s hypothesj,s that in order to produce improve .... 
ments in law enforcement MPI must get a "foot in the door II by earning 
t.he support and confidence of the police chiefs. That }1Plhas gotten 
its Ilfoot ill the door" by developing an excellent reputation among 
pol:tcc chiefs t.here can be no doubt. rrhe serv'ice they now perform, 
although limited in scope and relat:tvely routine, are highly valued 
by police chiefs. The question t'emains, hmvever, whether mI will 
seek or be given the opportunity to broaden or change its scope of 
services and, if given the opportunity, ,,,hather this change would 
reduce their credibility with, and access to, police chic;Es. 

D. MPI'SOBJECTlVES ~fEWED IN CONTEXT 

MFI endeavors to aid the police chiefs of smaller and medium-sit,ed 
communities ~vithin the Commonwealth of Massachusetts by showing them 
how to mat'l.age better. This is appropriate, considering the lack of 
awareness of management principles within police departments that was 
identi:E:i.ed as early as 1940 by Bruce Smith I s Polige Systems itt the 
United States: 

"The problems of administrative structure are largely 
ignored, despite the fact that certain broad principles 
of organization have won wide acceptance in military, 
commercial, and industrial undertakings and are readily 
adaptable to many of the problems ariSing in connection 
with such governmental functions as police protection. 
The failure of police forces to take advantage of the 
knowledge which organization techniques now place at 
their disposal is probably due to two causes. In the 
first place, nearly all police agencies, even the largest 
of them, have sprung from small beginnil'l..gs aud have only 
gradually acquired those complex stt'uctural features 
\vhich a:re now so COllU\\On. From mere lapse of time vat'iou$ 

33 

Arthur D Littkdnc 



stop-gap and temporary devices have (!ome to be accepted 
parts of the police organism and procedures have grown 
up around them which resist all but the most vigorous 
efforts at uprooting. 

A second underlying cause of defective police organi­
zation may consist in the faot that only i.n the rarest 
instances have American police forces been led by men 
with pd.or experiel'lce in large-s cale operations or by 
men who have enjoyed a sufficient background of general 
knowledge and ad.ministrative performance to make them 
even aware of the existence of a problem of organiza­
tion. "* 

Today, more than 35 years late).", the prob lem remains but the emphasis 
has switched from the awareness of management p:t:inciples to their 
utilization. 

The President I s COlTllllission on. Law Enforcement and Administration of 
Jtlstice, in its Task Force Report: The Police, pointed out the re­
luctance of the police to change and to adopt new i.deas for organiza­
tion and management. Thus, when consideration is given to the "state­
of .... the-art It 1)£ police departments and to the lack of administrative 
abilities ge1".Gral.1y found in the administration of smaller and medium­
s:l.zed police departments, MPI I s potential contribution to law enforce­
ment becomes important. 

E. NON-lmguEsToRS OF MPI 'rA AS INDICATORS OF MPI I S REPUTATION 

.1. Pur120se and Metll2.st 

In Task 1 W'e learned that 83% of Massachusetts communities with popula­
tiol1s under 2,500 had not requested MPI TA, probably because most of 
them do not have full-time paid police officers, We also indicated 
that: 33% of the 15 communities tv! thin the Commonwealth with populatione 
between 50,000 and 100,000 and about 18%-19% of the other communities 
had not requested J:1Pl TA. 

We conducted informal telephone interviews with a small sample of 
pol:l.ce chiefs in those communities in order to gain some insights 
abOl~t: their reasons for not reques ting MEl TA. We contacted 11 com­
munities from the following popUlation categories: 

* Btuce Smith, Police Systems in the United States, Harper and Brothers, 
Ne,v York, 1940, p. 251. 
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Number of Cities/Towns 
Contacted 

2. Findin@. 

FOPU~ATION CAtEGORY 

2.5-l0K lO-50l< 

4 4 

50-lOOK l'otal 

3 11 

All the police chiefs had heard of MPI either through MPI r s monthly 
bulletins or hom recipients of MPI TA. BPI. provided informal. assis­
tance, usually in 't~sponse to telephone inquiries, to five of the 
departments. There were also five departments that stated that they 
expect to seek assistance from MI?I in the near future. The following 
reasons tvere given for being t1on-requestors at this time: 

® present political problems make TA infeasible; 

Il!I presently an acting police ch:tef; 

~ police department is in the process of relocating; 

~ recently appointed police chief--not too familiar with MPI; 

l\) presently embroiled with union; 

e MPI projects not considered improvements for department; 

Ql MPI proj ects principally for smaller towns; 

@ MJ?1 projects more adaptable to smaller towns; 

o have own resources; 

~ no particular reason. 

The police chief Who felt l:1PI TA was more appropriate to smaller towns 
and the chief who stated he had his own resources are poHce chiefs 
for larger communities. The other police chief who felt MPI TA was 
principally for smaller towns is t.he chief fat' a community with a 
population of 30)000-35)000, and indicated he may seek assistance on 
RRs. 

This cursory review of. non-requestors indicates that two out of three 
of (:he non-requestors in the 50,000-100,000 population category either 
are self-s.ufficieht with their OWn resources or feel l:1PI TA is more 
suitable to smaller departme11ts. The other eight communities typically 
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cited intc~rnal problems that prohibited them from seeking HPI 'I'A up 'til 
now; four of them indicated that they expect to seek assistance from MPI 
in the neat future. 

3. Summarx and Conclusions 

It is noteworthy that no chief stated a reason for not requesting MPI 'rA, 
which showed it in a ba.d light. Sizable portions of the nonrequestors 
have received advice over the telephone from MP!, or intend to request 
formal TA) or both. Finally, Chiefs of Police with larger departments 
have their own resources and understandably feel no need to call on MP! 
for help. 'I~is tends to validate the reasonableness of MP!'s giving 
priority to the smaller departments and their concerns. 

F. TOWNS THAT WITHDREW 'l'A REQUESTS 

Purpose 

During the course of the evaluation, nine cities/towns were found to 
have requested MP! TA but withdrew their request or withdrew from parti­
cipating in an ongoing MPI project. We conducted telephone interviews 
with the chiefs of these nine police departments to find out why they 
withdrew. 

2. Findings 

I 
I 
I 

I 
I 

I 
I 
I 

Two departments could not receive the financial support from their respec-
tive communities, and one department could not obtain a federal grant to I 
cover the municipality's cost associated with a RI project. Two depart-
ments could see no improvement in their present RRs compared to what MPI 
offered. One police chief requested MP! assistance in Rules and Regula- I 
tiona because of mayoral pressure for improvements. The chief told us 
that MP! agreed that his present Rules and Regulations were good but 
refused to document its thoughts in writing to the Mayor. This chief 
stated that he supports MPI but is somewhat unhappy' that it would not I 
give him the written documentation or support he needed. 'll;V'O departments 
withdrew from a MPI RR project when the city/town officials would '!lot 
accept the draft RRs, an.d one department withdrew because of union objec- I 
tion t.o lvlPI's involvement in writing or revising the rules and regulations. 
The other department withdrew when the newly appointed police chief was 
notified by town officials that another organization ha.d been contacted I 
to perform an evaluation of the police department. 
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3. Su~nary and. Conclusions 

'rhe eleven police departments queried as to their reasons fOl: their with­
drawal withdrew for valid reasons and generally due to no fault on the 
part of MPI. 
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VI. MPI'S ACTIV!TIES OTHER TItAN TECHNICAL ASSISTANC! 
IN THE FIELD 

In addition to the direct technical assistance in the project areas dis­
cussed beloW', MP! also carries out several other acti,vi.ties on both 
organized and ad hoc bases. These activities are of two kinds--the 
development and distribution of several publications, and the provision 
of assistance and advice. From our interviews with prJ.l.ce officials it 
is clear that these other activities constitute a s.ignificant part of 
MPI's workload and a primary means of interacting with police depart­
ments. 

A. PUBLICATIONS 

The publications issued by MPI are of three kinds: a newsletter called 
the "MPI R.eporter," a series of Monthly Bulletins, and "In-Briefs," 
short written responses to specific questions submitted by police o£:.ei­
cials. In addition, MPI's program calls for the development of periodic, 
in-depth research papers on topics of inte1;'est to Massachusetts police 
chiefs. MPI's 1976 objectives concerning these publications were to: 

$ write and distribute 10 Newsletters, 

el W'rite and distrj.bute approxima.te1y 24 reports 
(Monthly Bulletins), 

ill ~.,rite and distribute two research papers. 

No objective ~TaS stated for "In-Brief" responses. 

From January through June~ 1976, MPI had written and distributed six 
newsletters, thirteen Monthly Bulletins, nine "In-Brief" responses, and 
one in-depth research paper. Thus, MPI's publications have been developed 
as regularly as planned. The 'publications are distributed monthly as a 
packet of materials containing the monthly "MPI Reporter)" the flIn-Brief" 
responses) and "Monthly Bulletins ll developed that month. 1'his packet is 
mailed to all police chie~s in Massachusetts, as W'ell as other interested 
parties. The coverage' appear's to be adequately comprehensive. From the 
structured interviews with police officials, we were able to assess the 
utility of the publications to the interviewees. 

1. MEL Reporter 

The police chiefs interviewed W'ere almost unanimous in their praise for 
the MPI publications. Although many police chiefs were net able (and 
did not see the need) to distinguish among the three types of publications 
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in their monthly hlP! packet, all expressed satisfaction with the informa­
tion re.ceived from MPI, and most were enthusiastic about its usefulness 
to them. 

Most frequently cited by t.he police chiefs was the newsletter, the "MP! 
Reporter. " '1'his i.s a short two to four page report containing: 
(1) summaries of the impact of recent court decisions and legislation 
on police activities; (2) descriptions of MP!, MCPA, and LEAA activities; 
and, (3) at'tic1es of general interest to police chiefs. The adjectives 
most orten used to describe the newsletter were: "timely," "up-to-date," 
tleas ily t'ead and utl.derstood,11 relevant to local matters and small depart­
ments. The chiefs particularly appreciated the emphasis of the "Reporter" 
on matters of concern to the smaller) mote rural police departments, and 
contrasted this with other national publications which were written in 
highly technical language and were directed to the larger more urban 
departments. 

Several poH.ce chie:J:::. indicated that the hlP! "Reporter" and MPI' s other 
motlthly information constituted the only literatu.re they reviewed on a 
regular basis. This was evidenced by the fact that many chiefs kept the 
MP! literature in a binder or folder on their desks for easy reference. 
Several chiefs praised lYIPI's method of indexing. When asked whether 
and how the information in the hlPI Reporter was used, most police chiefs 
interviewed were able to cite examples of how the MPI newsletter had been 
directly relevant to a problem or question of theirs~ and had provided 
clarification about laws, procedures, and police matters which concerned 
small Massachusetts police departments. 

rL'here were no negative COUllllents about the information or format of the 
"MP! Reporter. tt 

2. In-Briefs 

Other popular publications distributed in the monthly MP! information 
packet are the tfln-Briefsll--short concise responses to questions submit­
ted by police chiefs. At first, MPI sent IIIl1-Briefs ll only on request. 
So many requests ..,,,ere received that MPI sends them routinely to all 
chiefs in Massachusetts, without waiting for requests. A list of the 
2lf BIn-Brief" inquiries which have been researched and answered by :trIPI 
through Ju.1te) 1976, is fo~nd in Appendix D. Since these questions are 
submitted by police chiefs, their relevance to police concerns is virtu­
ally guaranteed. TItis enhances MPI's reputation for, as one officer 
put it, "keeping its finger on the pulse tl of local police concerns. 
During a recent l~-month pel:iod, 87 police chiefs requested a total of 
296 copies of IlIn-Brief" l'esponses prepared by MPI. 

'1'he "Irt-Br:i,e£s" also constitute a very efficient use of resources. The 
material contained in them has been researched in response to a particular 
inquiry. (See discussion of legal assistance below.) It is then simple 
and inexpensive to type the material, publish, and disseminate it. The 

40 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Arthur D Little, Inc.1 



I 
I 
I· 
I 
I 
I 
I 
'I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

chiefs apprec:i.ate the ability to read responses to questions which, even 
though asked by another chief, almost always are of interest to them in 
their positions as chief. 

3 ,;;.,.. _.-;:M.;;;.;o;..::n:..::t:.:;.:;ho.:;l~:.t-y._B::.u=:;l:::..:l=.::e::...:t:::;;i;;;;cn::.::.s 

The "Monthly Bulletins" were also praised highly by the police chiefs 
interviewed. These represent longer a.rticles or reports explaining 
recent court decisions or laws, or discuss issues in police operations. 
A list of the 33 Monthly Bulletin issues by MPI throu,5f1 June, 1976, is 
included in Appendix D. The police chiefs found the t"Monthly Bulletins" 
to be very helpful in establishing policy for their departments. Many 
policy chiefs, although not a majority, used the Monthly Bulletins and 
selected other MPI publications a.s a ba.sis .\~or the tra~\ning of new 
officers and other in-service training for their depar'tments. Many 
routinely distribute the monthly information packet to their men. Again, 
they stated that they used MPI literature because it was concise, direct­
ly relevant, and easily understood. Most often mentioned as being 'par ... 
ticularly helpful were the "Monthly Bulletins ll on the new gun law and 
collective bargaining issues. 

Several chiefs praised the "Monthly Bulletins" and "In-Br:i.efs" (again 
often failing to distinguish between the two) for their timeliness, cit­
ing cases where their Selectmen had asked them questions for which they 
had ready answers from reading the previous month1s MPI literature. 
This was quite gratifying to the chiefs. 

4. In-Depth Research Papers 

We received no comments from chiefs on the research paper that MPI com­
pleted within the study time frame: tiThe Authoril::.y of Police Chiefs in 
Massachusetts Tmrns. tI MPI reports "many requests for copies" of it. 
They plan to publish a second paper, "Polic.e Manpower Alternatives: Use 
of Special Police," in November 1976. 

5. Summary 

In sununary, the MPI publications must be considered among the most val­
uable and valued activities of MPI in terms of their acceptance and 
utility. They are an excellent teaching mechanism for keeping chiefs 
abreast of their field. Almost all police chiefs interviewed value and 
use the MP! publications more than any other law enforcement publications 
because of their clarity, relevance, and timeliness. 
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B. PROVISION OF ADVICE~ ASSIS~ANCE, AND RE.S~OURCES 

lJ:he 11PI 1976 Program outlines three objectives for the project area 
entitled tfInformation Clearinghouse, Legal Assists:" 

(II maintain a police and criminal justice library for 
municipal police; 

@ provide requesting police chiefs with answers and 
alterna.tives to their legal and non-legal questions; 

fl serve as a data base and information center on munici­
pal police resources for the Massachusetts Chiefs of 
Police Association. 

L. Legal Advice, 

Of the three objectives, the response to requests for legal advice is 
the most important in the minds of police chiefs interViewed. A sub-
s tanUal number (approaching 50 percent) of the police chiefs we talked 
to had requested and received legal advice itom MPI. While some chiefs 
had requested advice only once, a few called MPI as often as once a 
week. Requests were submitted in written form or through phone calls to 
an MPI staff member. The response was either a written "In-Brief" (if 
MPI had ptepared one relevatlt to the question), or a letter or phone 
call from 11PI to the police chief. With only one exception, the police 
chiefs we intervie~yed were pleased with the response they received from 
11PI. They found their answers to be prompt (usually within a week or 
two for a written response and o:l;ten within the same d~y in response to 
a call) and sound advice. The exception was one chief who felt that an 
:!YiPI staff member was unsure of the advice he had given him and thus the 
chief did not have con£1.dence in the adv1.ce. He felt that the MPI staff 
consisted of a lot of young people who were probably try1.ng to build up 
their experience in this field and would probably move on to anothet job 
i1'l. a short time. 

However, th~8 chief's view was clearly the exception. Many police chiefs 
prefened to consult with MPI rather than their. own ''fown Counsel. The 
reasons given for this were varied, but included: 

(II the Town Counsel is oft~n unavailable; 

II) the Town Counsel works for the Selectmen and, on sensitive 
matters, police c.hiefs would rather seek advice from W?I 
to keep it 11in the family", particularly on matters involv­
ing disagreements with the Selectmen or when the Chief 
does not wish to appear uninformed by having to ask the 
Town Counsel for advic.e; 
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III the Selectmen must approve the Town Counsel's devoting 
time to researching a questiotl posed by a police chief; 

11'1 the Town Counsel b not familiar with police matters and 
operations. As evidence of this one chief cited an 
instance when the Town Counsel and hlP! gave him conflict­
ing legal advice on I:t po lice ma t tel' . La tel', the Town 
Counsel changed his position upon discovering that the 
MFI advice was correct. 

Several chiefs were impressed with the impartiality 0 M.l?X I S adv:lce altd 
mentioned instances where MP!'s advice was not what they had hoped to 
hear) but proved correct in the end. Thei'.\:' acceptance of NP! I S unpleas­
ant advice is further evidence of the trust which police chiefs have. in 
MPI. Those who more :h:equently request advice from 1tlP! seem to share 
the 'lieN' of one chief who stated that the existel1ce of NPl enables him 
"not to have that alone feeling anymore,lI They appreciate the ability 
to call someone familiar with their local problems and get a quick 
response. 

Although those who sought advice and ~uidance from MP! were almost always 
satisfied with the response~ many police chiefs had not sought its advice. 
In ntos t of these cases, the chiefs either said that they di.d not nee.d any 
legal advice or that the NFl publications were sufficient. However, some. 
chiefs were. not aware of ~~rls availability to provide advice--a situa­
tion which MPI ntight easily take steps to rentedy. 

2. Law Library 

Few police Chiefs kne,., of the existence of the MPI library and few had 
used it. However, all assumed that NFl must and should have some form 
of library to draw upon for their legal advice, "In-Briefs" and other 
publications. Of those who were aware of the library, most had learned 
of it wh:tle visiting the Berlin headquarters of MP!. Those who had used 
the library found it very complete and useful. Although a few of the 
chiefs interviewed stated that the.re was a real need for a legal library 
in each police department, it appeared that MPI's publications al"'l.d legal 
advice in many ways reduced the need for local libraries. 

Although few of MPI' s clients use its law libra:t:y, lvD?I staff lnembers use 
it to car-ry out legal research on the:t.r behalf, in formulating responses 
to le.gal ques tiona, preparing "In-Brief s, It etc. Thus, the library forms 
a d:i;,:stinctly useful portion of MPl's facilities. 

3. Other Assistance 

MPI staff provides other assistance in both a formal and informal manner. 
The HPl staff servns as the staff for the Standards and Goals Conunittee 
of the Massachuset:cs Chj.efs of Police Association and provides facilitieq 
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for Us meet1.ngs. While most police chiefs were aware of this, they 
could not assess M:PI's performance since they were not familiar with the 
CoItmtitt(~e' s yet unfinished work. MPI also sponsors Task Forces on Policies 
and Procedures. 

Ml?l staff members have also provided limited assistance to sever.a1 police 
chiefs in developing grant proposals, particularly in the case of propos­
als requesting state or federal sLtpport for radio equipment. There were 
also references in MPI's files of assistance to a small nunlber of police 
departments in the area of lease negotiations. This assistance was nei­
ther frequent nor e~tensive. 

We asked chiefs whether MPI had ever refused to provide assistance or 
had put off a police department's request. Only in one case, involving 
the writing of job contracts. with the Board of Sele.ctmell, did MPI refuse 
to provide assistance. on the grounds that each contract would have to be 
handled separately. In all other instances, the chiefs had rece:l.ved 
assistance or been put em a B.st of those awaiting the provision of assis .... 
tal1ce. Remarkably, very fe.w chiefs were upset or e~pressed impatience 
about having to wait to receive assistance. All recognized that MPI had 
limited staff a.nd· was facitlg a backlog of reques ts. 

C. SUMMARY 

In summa.ry> 1:<!PI's "other activities" may well be one of their most s1g­
nific&nt contributions to improving law enforcement itl Massachusetts. 
Two comments whic.h were heard repeatedly about the information and advice 
provided by MPr publications and staff concerned the tremendous time sav­
ings they rep'l:esented and the fact that MPI was the "only place to turn 
to" for information and advice. Police chiefs wholeheartedly appreciated 
and clearly benefited from the information and advice provided by MJ'I. 
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yn. TECHNICAL ASSISTANCE IN RULES AND REGUtAl'IONS 
~ --

A. CONTROL GROUE 

1. Purpose 

The Control Group consisted of 15 police departments tArh: ch have requested 
but Ilot yet re.ceived a Ml?I TA proje.ct. All 15 departments were waiting 
to receive assistance in esta.blishing, updating, or revising written 
rules and regulations, job descriptions and policy cmd procedut'e state·· 
ments. We interviewed the Chid of Police and/or his liaison w:Lth MPI, 
llsing Instrument lO--Group B (Appendix B) as a guide to aid us in deter .... 
mining the following: 

~ The Police Chiefs' perceived needs for RRg 

\'t Why they went to HPI for aSsistance 

f) What they expected as a result of MPI assistance 

Our primat'y purpose in doing so was to inve.stigate the original motiva" 
tions that impelled police chiefs to call on J.v1P! for aSSistance, and the 
or:tginal expectations they hold, for the outcome of the 'rA. We believed 
that asldng about these matters before TA was provided would elicit an­
swers unaffected by the actual experience of receiving 'rA. 

2. Problem Identification 

The great majority of Chiefs of Police from the Control Group (Group B) 
stated that the need for assistance in establishing, updating, or revis .... 
ing written rules and regulations, job descriptions, and policy and pro ... 
cedure statements has existed as long as they have been chie:Es. '£he few 
other chiefs identified the need as developing aver the period of years 
from the date of their last set of Illis or IljuSt: ovel," the years. II There 
is little doubt, based on the responses of those interviewed, that the 
need for new, revised, or updated rules and regulations has been a result 
of problems extending over a long period of time for these 15 police 
departments. 

Specific incidents recounded by these chiefs as in.dj.cating the need for 
new or t'evised rules and t'egulations varied in number and with the pecul­
iarities of each department. However, the "causes li mentioned could be 
generally categorized as follows! 

m labor problems (i.e., inability to enforce present 
policy adequately; subordinates taking advantage of 
unwritten rules; issues being made during the collective 
bargaining process); 
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o need for uniformity (:Le., to clarify, interpret and 
enforce rules fairly, to clearly define a.ppt'opria.t.e 
conduct, appearance or beha.vior; to "lay the groLUld 
rules" ) ; 

II' existence of outdated, obsolete, unrealistic, or 
repetitive rules and regulations, many of which wet'e 
not consonant with State legislation or Civil Service 
regulations: 

". to partially satisfy requests ft'om Selectmen to update 
or improve departmental operations; 

o greater protec.tion against civil liberties suits and 
the need for stamdard rules aJld regulations against 
which to hold per.sonnel accountable. 

.2'. Selee tion of MPI 

Ptio'r to requesting MPI TA, approximately one-half of the departments 
attempted to solve. the problem of inadequate or nonexistent RRs themselves. 
Many found the process of developing ruts to be a slow process and too 
time-consuming. In those instances where departments obtained results, 
the RRs developed were found to be lacking in objectivity and generally 
Unsatisfactory. Thus, th~ chiefs turned to other sources for help. The 
pqlice chiefs requested '£A from MPI because: 

(1) they hea'td favorable comments about MPI from rec.ipients 
of MP! TA; 

(2) MPl: TA was free of money charges or the least expensive 
alternative in terms of departmental time spent; 

(3) MPI had the staff and necessary experience; 

(l~) Chiefs had previous' favorable involvements with MPI; 

(5) M.P! is associated with MCPA; and/or 

(6) they knew of no other sourc.es of assistance. 

1£ MPI assistance. were not available, t~vo-thirds of the police chiefs 
stated they t'lOuld have either wr.itten or updated the RRs themselves or 
asked their city/town counsel for assistance. 'rhe other one-third 
stated that they trwould have continued on as iSI' or "didn I t know ~<1hat 
they would do. 1I The fact remains that one half of the police chiefs had 
tried to wl';ite or update RRs for their departments with little ,or no .suc­
cess prior to requesting ~mI TA. 
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if. Ptesent Situation 

Table 7, Number of Police Departments (Control Group) with Existil1g 
Wri ::ten Rules and Regulations $ Job Descr:tptions, and Policies al1.d 
Procedures, indiMtes that 6 out of 1.5 depattments ot' two-fifths are 
presently operating without any written Rules or Regulations. Over 
one-half of those reporting do not have w'titten job descriptions or 
policy al1d procedure statements. It is rather clear that a majol;' por­
tion of: small and medium size poLf..ee departments are requesting MPI 'rA 
to establish their first set: of: wd.tten rules and reg1ulations (RRs) , 
job descriptions (JDS) > and policy and procedure eta .. ements (Ph). '1,'he 
other police depar.tmtmts have requC\sted assistance from MP.! to update or 
revise their present sets of RRs, JDs, a,nd PPs because of the perceived 
inadequacies ment:i.oned earlier. 

TABLE 7 

NUMBER OF POLICE DEPARTMENTS (CONTROL GROUP) WI'1,~ 
EXISTING WR1TTEN RULES AND REGULATIONS, JOB DESCRIPTIONS~ 

AND l)OLICIES AND PROCEDURES 

Number. of Number of 
Police De.partments Police Departments 

With Without 

Rules and Regulations 9 6 

Job Descriptions 7 8 

Policies and Procedures 7 8 

? EXEectatio~ 

'rotal 

15 

15 

15 

'l'he majority (12 of 15 :PDs) believed MPI will provide a model set of 
written RRs capable of being tailored to each department. Other police 
chiefs expected a comprehensive set of specific ruls. Additionally, 
some police chiefs hoped to gain assistance in establishing a full..-time 
police department or help in just being a police chief. One hoped to 
gain an informal review and audIt of his managemeltt ati.d one was looking 
only for assistance, not investigation. 
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6. SU,!:lllnarx 

In sUllnnary, the need for MEl TA, as identHied by the Control Group, 
stelnmed from a variety of problems which the Police Chiefs were enCOun­
tering in their departments. They felt the problems stemmed from not 
having a written set of RRs or inadequacies in their present RRs. They 
expected ME! to give them assistance in developing a set of RRs tailored 
to their departments. 

}3. EXPERIMEN'I'AL GROUP 

1. . PU.!I?..9.§3.. 

'111ese 13 police departments consist of that portion of the Experimental 
Group to which MEl provided assistance in establishing, updating, or 
rev:tsing written 'rules and regulations, job descriptions, and policy 
and procedure statements. In addition to serving as part of the Experi­
mental Group, the departments served as the basis for comparison with 
the Control Group and those departments in the Comparison Group that 
had received assistance in rules and regulations. In all interviews, 
Instrument I - Group A (Appendix B) was used to elicit responses from 
the police chiefs. If applicable, Instrument 2 - Group A (Appendix B) 
was used to eli.cit responses from police officers; Instrument 3 - Group 
A (Appendix B) for the first line supervisors; and Instrument 8 - Group 
A (Appendix B) for city/town officials. 

2. Problem Id~ntification 

As with the Control Group, the Experimental Group stated that the need 
for assistance in establishing, updating, or revising written rules and 
regulations, job descriptions, and policy and procedure statements had 
existed as long as they have been police chiefs or as a need that had 
developed over a period of years. Two departments had requested MPI TA 
for an MR project, but due mostly to MEl's program constraints were 
satisfied to receive MPI 'I'A assistance in updating the present RRs 
before receiving MR assistance. As with the Control Group departments; 
the need for new, revised or updated RRs hp"d been perceived as a prob­
lem of long duration for the departments in the Experimental Group. 

Specific incidents with which the Control Group identified their need 
for new or revised RRs were not present with the police chiefs of the 
Experimental Group. The resounding response from these police chiefs 
was that the present RRs were just generally outdated due to new laws 
or the growth of the police department. 
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3. Selection of HP! 

As with the Control Group, appro:Kimately one...,half of the depar.tments in 
the E~petimental Group attempted to write or revise their RRs prior to 
requesting hlPI TA. They, too, found the process of developing RRs them­
selves to be slow and time-consuming. 111ey also noted an inability to 
obtain necessary legal advice in developing RRs. The police chiefs of 
the Experimental Group requested TA from MPI because (1) they heard 
favorable comments about HPJ: from recipients of MPl TA; (2) MF! TA was 
free; (3) MPl had the staff and necessary experience; (4) they had had 
previous favorable inv01'lrement with MPI and/or (5) MP. is associated 
with the NCAP. Table 8, Reasons for Requesting TA From MEl, demonstrates 
the similarities of the responses recorded from the polic.e chiefs of the 
E~perimental Group with those of the Control Group. As with the Control 
Group, approximately two thirds of the Experimental Group stated that 
they would have written or updated the RRs themselves, if MPl TA were 
not available. The other one third responded that they "would have con·· 
tinued on as is." It should be noted that the majority of the police 
chiefs whose respOnse was to the effect that they WOuld have done it 
themselves, added qualifiers such as tleventuallY" or "when I fourtd the 
time." 

1.:.... _....:P.-.r;.,.;.o..,;;:c.,;:;e.-.d-".ur;;...,e;;,. 

The standard operating procedure to receive MPI rrA assistance begirts 
with the police chiefls written request to MPI. hlP! logs the receipt 
of the written request and usually within 5 days sends a, letter to the 
police ,chief acknowledging receipt of his request and notifying him of 
MPI's current tUle constraints. This proved to be good policy for there 
were very few dissatisfactions reco:r.ded wHh the speed with which MPJ: 
responded from the time of the police chief's formal request to initia­
tion of the field work. 

HP!'s modus operandi for an RR project usually consisted of a series of 
3-5 conferences with only the police chief and two or three MPI staff, 
one of whom was a Police Adv'isor (retired police chief working part-time. 
for MPl), in attendance. A tota.l of 2-3 man-days was spent "on-site" by 
the. MPJ: Police, Advisor and s taU. In one half of the departments, MP! 
personnel talked to other police. department employees. With whom MPI 
staff talked was left to the police chief's discretion. The dis­
cussions during the series of conferences initially centered on e~plain­
ing MPl's approach and style, what the chief could expect from }iPI, and 
current police problems in general. The first meeting was uiainly to 
establish a rapport between the police chief and MPl personnel. Later 
conferences focused on adapting a fairly standard set of RRs to the 
particular department. 

In all cases the police chiefs felt that MP! understood their departments 
and made any necessary changes in the RRs to fit their departments. HPI 
did in fact respond to changes recommended by the police chief; some of 
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TAnLE 8 

REASONS RECORDED FOR REQUESTING TA FROM MP!: EXPERIMENTAL GROUP 
VS.CONTROL GROUP 

Reason fOl' Requesting TA from NPI 

E:xper1.mental GrouE 

1. Favorable comments were heard. about 
MEl from recipients of hlPI-TA 

2. hlPI-TA was free 

3. hlP! had the staff and necessary 
experience 

4. Previous favorable involvement 
with MPI 

5. Association with the MCPA. 

Control Group 

1. Sartle 

2. Same 

3. Same 

If. Same 

5. Same 

6. Other sources were not 
known to be available. 

these were generated from members of his staff, Selectmen, or union 
officia.ls. There was an overpowering regard by the police chiefs for the 
hlPl staff who assisted their particular departments. The hlPI personnel 
~qere considered: 

10 Hexperienced" 

0 "knowledgeable" 

II) "understanding ll 

II!I "lil<eable" 

.. "interested" 

e "cooperative" 

4fJ IIpro fessional,t 

Q) "capable. " 
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.;...5_, __ P_l"..;..o_d_uc t and Imp.§:£t 

In all instances the police chiefs received from Ml?I what they expected) 
a good set of BRs or a new set of written guidelines. 'We did not fre .... 
quent1y find the RRs are preseL1.tly being used to brit1g about any signif .... 
icant tangible changes~ positive or negative~ either in the police depart .... 
ment (PD) or its members. However, we did find that the police chiefs 
foresee substantial future benefit deriving ft'om the RR project. Changes 
directly related to the RR projects and perceived by the po1:Lce chiefs 
from two departments, consisted of: 

(1) Ability to enforce Officers' hair length. 

(2) Changed one officer's unauthorized behavior pattern 
to an authorized pattern as set forth in the RRs. 

'rtwee police chiefs felt that there was n~) impact to date as a result of 
the RR project and one stated it was difficult to measure the immediate 
effect. Secondary impacts or I'spin-offs ll as a result of the TA in RR 
projects were identified as follows: 

(1) Job descriptions used as a reference point in developing 
policies for the department and delegating new authority. 

(2) Established firearms qualification on ranges. 

(3) Policies and Procedures used to develop directives and 
orders which are posted and read at roll call. 

(4) Conducted classes in crisis handling. 

(5) Used,as study, material for promotional exams. 

(6) . Ability to establish a standard set of operating procedures 
for all shift cOnIDlanders .. 

(7) Established standard radio procedurs. 

The impacts which police chie~s anticipated would be derived frml\. the 
RR'project were expressed in general terminology such as: 

(1) General improvement in the department. 

(2) More efficient department. 

(3) More professional department. 

(4) Greater morale within the department. 
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(5) Prov:i.des a good base on which to develop a good 
department. 

(6) All personnel now know their jobs. 

(7) Should assure selection of the best candidate for 
promo tions • 

Additionally) most of the police chiefs expressed or :i.mplied that having 
written RRs gave them a peace of mind in that they felt more secure and 
protected in their posit:l.on and that RRs had increased accountability. 

One police chief did not expect the RR project to have any impact on his 
depar'tment, two police chiefs had yet to begin distribution of the manu­
als, and one police chief was still in the process of distributing them. 
'l'he remaining department chiefs felt that the RR project had a positive 
impact on the department as a whole, while only two police chiefs reported 
resistance of a few officers to selected rules (i. e., smoking, etc.) and 
concern from some that the RRs implied a lack of trust in them as police 
off:1.cers. 

There was a sharp contrast in the perceptions that the police sergeants 
and patrolmen we interviewed had toward thi~ RR project when compared with 
those of the police chiefs. For instance, in only two departments were 
any changes noted in their behavior as police officers or in the depart­
ment as a result of the RR project. These changes could not be more 
specifically defined by them than "Morale is probably better, II improved 
department, II and "perhaps able to avoid favoritism or appearance of 
favoritism."* In fact, there was no evidence of any measurable effect 
of the RR project generated from the interviews with the sergeants or 
patrolmen. 

Continuing probing of the respondents to the specific questions contained 
in Instruments 2 and 3 (Appendix B) resulted in little more than comments 
which indicated only possible effects or no effect.. These conunents 
include: 

"No real change" 

"Some slight change" 

"Same as before" 

No 
Effect 

x 

x 

x 

Possible 
Effect 

Possible 
Direct 
Effect 

* Statements from the interviews presented in quotations in this report 
are not meant to be exact quotations, but substantial paraphrases, as 
they are based on interview notes and not tape recordings. 
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"No specific examples tl 

"Just up-dated tl 

"Just for reference" 

"Good to have current, written rules" 

"Positive effects, just because the 
new RR are tlvailable" 

"If still unwritten, there could be 
conflicts in interpretation" 

"More confidence on the job It 

"Basically, . they are just common--sense 
statements" 

No 
Effect 

x 

"Still performing duty in proper manner" x 

"Know wherE~ you stand" 

HClarif ied thinking!! 

ftAll know them better, because available 

Poss:i.ble 
Effect 

x 

in writing" x 

"Discussions are now resolved more easily" 

llNow at least they are wrH:ten oue' 

"They prOvide guidelines in writing" 

"J1lst adjusted with conditions over the 
years" 

"Better informed about duties" 

"Just being in black and white" 

"Good for the younger officers" 

IIJust feel better about the job; now 
that the RRs are documented" 
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liTo fall back on ll 

"Just keeps aware of proper actions" 

"Just something that is spelled out 
instead of taken for granted" 

"Ingrained in you by experience" 

"Just do what I'm told" 

"Performing the same duties all 
along" 

"No special use - know them ll 

"Just made the chain of command 
clear ll 

"Feel better under these conditions" 

No 
Effect 

Possible 
Effect 

Possible 
Direct 
Effect 

These responses to a set of very specific questions seems to indicate 
that the impact of an RR project at the sergeant and patrolmen level is 
one of standardization. This takes form in written rules and regulations) 
job descriptions~ and policy and procedure statements which act as bench 
marks for expected behavior by the department. The officers now have 
documents describing their specific duties and responsibilities, what 
they are allowed to do, and what they are prohibited from doing. There 
is no difference in the responses about impact from those police officers 
from (1) two departments who had received formal discussions on topical 
areas of: theRRs at Police Association meetings or those officers who 
utilized the RRs as study mated.al for promotional exams, compared to 
(2) those who have not received any training with respect to the RR 
project. 

As could be expected, the city/town officials' responses to inquiries 
regarding the RR projects were considerably management oriented. In all 
but two cities/towns the recognition of need for assistance on RRs orig­
inated with the police chief; therefore, no specifiC incidents related 
to the origin of the needs could be given by the town officials. Elected 
officials of two cities/towns recognized the need jointly with the police 
chief as a result of events relating to growth of the department, issues 
over length of hair, and concetn over overtime costs. The city/town 
official concerned with overtime costs did not expect less overtime as 
a result (,1£ the RR proj ect, but a firmer base for appraising performance. 
All city/town offic'ials expected some improvement would result within 
the police department as a result of the RR project. 
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In all cases, the city/town officials were given opportunity to review 
and comment on the draft RRs. This varied from a cursory to a very 
thorough review, All city/town officials I concerns with the RRs were 
answered either by clarification or changes in the final versions. 

The two cHies/towns whose officials recognized the need for.assistance 
:in RRs were more specific i.n identifying the results of the RR project. 
Their statements are. listed below. 

(1) Improved morale; less griping. 

(2) Improved the dispositions of the police. 

(3) Improved appearance and neatness. 

(4) Clear, stricter rules will allow greater n~nagement ' 
initiative. 

(5) Will avoid confrontations by having rules in writing. 

(6) Spelling out duties will have an impa':!t on crimej 
(e.g.) on breaks, officer is required to get out 
of vehicle and look around). 

(7) Demonstrate a measure of support to introducing 
management principles. 

The other city/town officials' responses were more generalized and 
consisted of comments such as: 

llprobably w:i.l1 be useful in the future as a frame of reference 
for management." 

"The impact has been in having a good set of RRs and this is 
of couriile positive,lI 

"They are mOre to avoid future problems than solve present 
problems. II 

"Better perfOrlllanCe generally, and better understanding of 
the job." 

"More professional. 1I 

One city/town. oHi'cial recognized a number of potential uses of RRs such 
asa ,guide j.n prable'lll situations, useful for in-se'rvice training, and as 
a public relations vehicle in the school system and various community 
groUps for discussions or seminars e:kplaining how the police department 
functions according to the rules and regulations, job descriptions, and 
policies and procedures. 
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The city!toWn officials unanimously felt the RR project was worthwhile 
and generally were not uncomfortable with the requirement that only a 
request for TA from the police chief will be accepted by MFI. There was 
no feeling that administrative control is lost or jeopardized by this 
requirement. 

6. MPI Follow-Through 

Follow-through on the RR pr.ojects was made by MPI in all but three police 
departments. The follow-through's consisted mainly of personal contacts 
by a member of MPI! s staff at chiefs' meetings or ~ in one case, by a 
drop-in visit to the police department, Two departments received form 
letters (quesUonna:i.res) and one department recalled a telephone inquiry. 
MPr's questions were related to the police chief's satisfaction with 
MP!' s service or generally "How are you doing?tf 

7. Satisfaction 

All but two of the police chiefs have or had requested other TA from 
MPI. On.1y one police chief had received TA from an organization other 
than MPI. He felt that the organization did a good job but is not com­
parable with MPI, for :t<1PI keeps close contact and offers professional 
help at no cost. A idW police chiefs responded that they had looked 
around for other assistance but none was available, none compared to 
what MPI offered, or funds :t:'equ:l.red to obtain the assistance were not 
available. 

All the chiefs reported that they would reconunend }!PI TA to others, and 
only two chiefs stated that they had not as yet done so. All the police 
chiefs would have been willing to pay for the TA they received, assuming 
they had it in their budget and it cost $1500 (a realistic estimate for 
an RR project). However, only three of the chiefs believed their city/ 
town would have allocated the funds. All three qualified their responses 
with "ifs" such as: "with enough persuasion" or "in the future when 
funds are more available." On the other hand, the city/town officials 
were not quite so optimistic as the chiefs. Although more than half 
stated that the members of the Board of Selectmen would personally be 
wiJ.1ing to pay MPI for its services in providing the RR, only two 
responded that their city/town would probably appropriate the required 
funds. 

8. Utilization by MPI 

MPI has successfully used the RR project as an example to police chiefs 
of the kind of assistance MPI offers. MPI has received 219 total requests, 
as of October 1976, from Massachusetts police chiefs for a RR project. 
The 219 communities whose police chief has requested MrJ: TA for an RR 
project equal 64% of the 344 cities/towns eligible for preferred MFI TA. 

56 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

ArthurD Little/Inc I 



I 
I 
I 
I 
I 
I 
I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

There is little doubt that the police chiefs have demonsc'rated receptiv­
ity to MPT.'s'I'A with rules and regulations. The RR project hariiserved 
MPI's purpose well, not only in reaching ,its obj ective to assist police 
chief f. in the developmerlt of police manuals, but also assisting to 
achieve, rather quickly and easily, <:lcceptance, visibility, and approv<:ll 
of NFl <:lS a source of assistance to police chiefs. 

9. Summary; 

The RR project are<.l. served as the ideal initial proje ~t offering. It: 

G fulfilled a perceived need; 

• was easily replicated; 

o was non-controversial; 

• was suitable to gaining coverage quickly and in as 
many Massachusetts communities as possible~ 

o served as a basis for a degree of standardization 
within and between police departments. 

A box score on impact of the 13 RR 1'A proj ects covered reads as :tollo~V's: 

Number of 
Depts. }:ll!paCt Comments 

3 None Not distributed or distribut:lon incomplete. 

8 tittle or none Provided basis for standardization, rein-
forcement of ~l.ls gJ.Io., tittle orhO 
attempt by chiefs to indoctrinate department 
in provisions. Potential use gives chief 
gl:eater feeling of securif:y, 

2 Some Used to deal with unauthorized behavior. 

We concur with ME! that the RR project served as the ideal "foot-in-t:.he­
door!! project and established MPT. as a credible source of assist:.ance to 
police chiefs. Previously we noted that the impact of a RR project 
within individual departments varies, but overall is not significant. 
We found little eVidence that chiefs followed up on the receipt of the 
documents by an aggressive campaign to indoctrinate their departments 
in the provisions contained in the RRs. l'his is not surprising; since 
the publications rarely contained anything other thal1. a codification of 
existing policies and practices. Ho\vever, the credibility <:lnd acceptance 
ME! has received by providing 'fA in RRs to police chiefs cannot be over­
looked. The RR project served extremely well as a first project,offering 
by a newly established organization that was offering technical assistance 
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to police chiefs. '1'1e RR proj ect no longer set'ves this purpose, for 
acceptance of the police chiefs has been acquired by MPI, and it is no 
longer substantially necessary to cortstrain irtitial requests by police 
chiefs to RR project. MPI has already stat~d that responses to requests 
ro:!: RR projects will be discontinued after December 31, 1976 except to 
new police chiefs. W~~ agree with this action ~ncl believe that the RR 
project wiU serve as an excellent entree to new ohiefs.* 

* Ilt resp01tditlg to a draft version of this repor t, MPI commented, 
"We will phase this out as a fully subsidized project, 
not because we feel it was lacking in impact, but because 
all current chiers have had an opportunity to request it, 
and it is time to invest federal funds in new areas. :tn 
the future, we will do It & R projects for new chiefs only 
if they are partly paid for by the requesting clepartlnent." 
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VIII. TBCHNICAL ASSISTANCE IN RBCORDS 
AND INFORMATION SYSTEMS 

A. PURPOSE AND BACKGROUND 

OUl; purpose was to evaluate the impact of MPI TA on departments for whom 
a Records and lnformation System (R1) had been devised and implemented. 
Among the stated general objectives of MPI is a progrC11U addressing a 
problem area said to have been identified by police chiefs ~ "tlie need 
:Eor improved collecting and utilization of operational information as a 
crime control tool. "* RI is categorized by MP:r. as an Operational and 
Crime Control Project Area. 111'1 describes R1 projects as efforts to 
assist police chiefs in evalUating their present records system, modern­
izing Hand installing net.! eqUipment) forms and procedures; projects 
include technical assistanc()'! with the purchase of eqUipment, forms and 
planning new procedures. 

Three departments were randomly selected from among those which had 
received a1 TA. In each clepa'rtment, we interviewed the Chief of Police) 
the Records Supervj,sor, an authorized user, and a Selectman having direct 
knowledge of and concern with the department's records. 

The three departments were loca ted ill differen t counties. '!'heir popula .... 
tions were roughly three; ten and fifteen thousand. Land areas for two 
were about Hfte·en square miles, While the third was around thirty square 
miles. All three chiefs had long service in their departments. Tenure 
as chief ranged from over five to about twenty years. 'rhe number of 
officers in the departments varl.ed from sever!. to twenty. 

In one instance, the chief was able to provide valid reasons for con­
ducting fewer than the four interviews, but no essential information was 
lost. It'). this case, a legal dispute was in progress concerning access 
to the records of the department. The importance of record-keeping was 
obvious within the dispute, but sensitivity on legal issues made some 
inquiries and actual examination inadvisable for purposes of this eval­
uation and data from the chief provided the useful :/;acts. 

In addit.ion to asking questions, the :lnterviewers examined the files and 
procedutes to assess the appropriateness and usefulness of the new system. 
Some observations and impressions were recorded as bearing directly UPOtl 

the evaluation of impact.** 

"* As stated in Program. 
** For e:kample, one department was crotV'ded into little more than two 

rooms, with the resulting clutter and lack of operational space. 'rhe 
second department had relatively better facilities, but was planning 
a new station more suitable for the activities a'nd needs of the com­
munity. The third statiOn was constructed in recent years. It was 
noticeable, however, that all three chiefs and other personnel took 
pride in the improved appearan.ce of the new type of files and procedures. 
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!n.tervj.ews for other types of TA included depat'tments which had received 
l~ecords imp'l;ovement through MFI. The reported comments and observations, 
beyond the scope of the assigned project, but relevant to this aI eval ... 
uatiofi, have been used to substantiate conclusions within this section, 
at times supplementing the limited sample, and will be cited where:! appro .. 
pri~te. 

B. PROBLEM IDENTIFICA~:IO.N. 

Before MFI TA, all departments had "records," One department had what 
could hardly be called a system) since the:! use of plain paper, the pro'" 
cecltttes for posting j.nform.a.tion, and problems in retention, filing, and 
retrieval presented serious difficulties. The other tl;'1O departments 
had existing systems with imperfections, recognized w:Lthin the depart ... 
ments. In one department the inadequacy of the system for recording 
became more acute when new quarters provided cells for the first time, 
with added responsibilities j and the chief felt that the MPI project 
could be very t:lmely. 

The files themselves were in disrepair, and procedures were not spelled 
out or followed to the extent necessary for effective admil'l.istration, 
nor for operational requirements. While a t:i.me was assigned to the 
initiation of most departmental actions, there was nothing to compare. 
with the detailed accuracy which the MPI project recommended and installed. 

lwo of the chiefs stated that they had recognized the need for improved 
records for many yeats, but for both this need :r~~ached the critical 
stage when they were appointed to head the department. Until the MPI 
project, one was plagued with misfiles and time spent locating records 
for court. l'he second saw opportunities for analysis which had been a 
growing COnce'1:''\.1, but not possible before the TA project. The third chief 
had obtained a new set of Rules and Regulations through MPI, and then 
was pressured by the Selectmen to speed up implementation of a pending 
R! project. He had ntaintained records for some years, assisted by his 
t'1ife, and a formal system was urgelltly needed. 

In two cases, the departments had sizable increases in. personnel and 
resulting acHvities toJhich emphaSized the need for proper re.cords. "I 
\vas unable to ac1min.i.g ter the department the way I wanted toll was the 
way one chief expressed the problem. 

C. SELECTION OF MPI 

All three Chiefs turned to MPI because of their membership itl and involve ... 
men!:: ~vith the Massachusetts Chiefs of Police Association. One request 
for :rA on RI was one oJ: the first to MFA, almost in its experimental 
stage, because of early awareness of MP!plans. All chj.efs have kept 
infotmed on Mt'!'s capabilities and accomplishments, and have served On 
comulit::tees at the Institute headquarters. The cost factor was mentioned 
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by every ch.ief, and corroborated by the interviews of Se.lectmen; the 
project was called a bargain by all. 

Three interviewees made reference to techn:tcal aid available on record­
keeping from organizations other than MP!. One cited a prior report 
from a large organization whiCh had provided fino depth of understanding 
or help. II A second mentioned that help ~'1ould 110 t be sought for a records 
system from a specific agency which offers a.ssistance on Em elaborate 
national basj.s, but was felt to lack knowledge of the requl.rements for 
sn1B.ll· towns. A third chief was influenced by talk about a consultant 
who charged an exorbitant amount of money for such se'·':l.ce. Itl one 
instance a records survey had been made) which turned out to be merely 
a proposal to change the type of filing and sell a particular project, 
and did not qualify as technical assistance in records systems. 

The choiceQf MPI to provide help ~'1ith an aI project was made intention­
ally, with expectations of improvement, in each of the departments sampled. 

P: M1?I PROCEDURE 

In the descript.ion of this proj ec t, MPI specif:i.es its OWn participation 
as seven steps: (1) conduct field visits and evaluate present records, 
('2) make recoillmendations and discuss with chief, (3) ordli!t nQeded equip .... 
fllent) (4) assist records personnel in setting up new procedures, (5) con"" 
duct tt'~itl.1i'1~ sessions for police personnel, (6) assist with problems 
related to conversion to new system, and (7) evaluate system three months 
after start-up. 

In addition, MPI reqUires .local participation in seven ways: (1) appro .... 
priation of funds, part of total cost, to buy equipment; on a seal.a 
according to siZe of population, (2) letter of request from the c.hie.f, 
(3) assignment of one department lnember as "in-house ll coordinator) (4) 
full cooperation of all personnel, (5) :Eull access to present records, 
(6) some training for all personnel, and (7) in'-depth trainj.llg for 
records personnel. 

All departmet'l.ts made formal, written request for the RT. assistance. An 
initial visit: ~<1as made by MPI staff members to discuss the project, 
exhihit awareness of the problem, and introduce those staf'E members who 
would ~qorkon site. 

One c.hief made special mention of the appearan¢e of a staff member of. 
MPI at a meeting of the Finattce Board to explain the apPl'opriation 
required. The stattding of the other two chiefs, and their presentation 
o.f the budgetary request with justification to the Selectmen and Finance 
Committees, made supporting appearances byMPI staff unnecessary. !n two 
other interv;!\'lt\lS concerned \\lith other types of projec.ts, mention \'1£1.8 mach .. l 
of the welcome appearallces in support of funding for Rt, with expressiottw 
of apPl"eciation for that type of: direct and understandittg involvement, 
as well as the detailed work that had gOt10 into presentations of costs. 
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Mter an initial conference, MPI evaluated the existing record system 
for each department. MPI spent considerable time and effort becoming 
familiar with the existing files. This involved discussions with per­
sonnel, observ:lng procedures, examining existing forms and files, and 
paying close attention to details so that the changeover would l.'etain 
desirable feetures, facilitate conversion; and effect improvement. An 
important requirement was the coding of areas for incident recording, 
and the coded maps were on display in each of the stations, as well as 
be.ing apparent in other locations surveyed, as tangible evidence of 
up-to-date rec.ords procedures. These, lilee the new type of files, were 
pointed to by ·chiefs and others with a sense of pride when commenting 
upon the assistance rendered by MFl. 

While some "ride-alongs" have been a source of critic:1,sm in the past as 
seeming to create instant experts on local problems in the eyes of offi­
cers who constantly patrol the routes observed, the one ment:ion of MPI 
staff accompanying on patrol was praised as valid te.sting of area coding 
with relation to logical geographical boundaries, in the RI module of a 
larger project. While the development and use of such districting is 
usual and essential for large departments~ for those smaller departments 
it proved to be particularly new and useful, in preparation for incident 
analys:l.s. 

A manual is provided for the department when the new Rl system is in­
stal.led. A HManual fot' Records and Infonna tion Sys tem," prepared by 
Bernard A. Lech, Technical. Specialist, dated November 1, 197Lf, was avail­
able to AnL for a step-by-step examination of the principles embodied in 
the MPI Record and Information System. These are keyed to specific 
forms and processes in the following text of that manual, along with 
sample forms. The manuals produced for the departments surveyed, even 
when prepared by a differen.t specialist, followed the same general format. 
Ant used this manual during examination of and comments upon the new 
system. Some key pages from an MPI RI Manual have been extracted and 
appended to this document. (See Appendix C.) 

MPI introduced forms which were stand8.:rJ. in 6'.<.ze, data, and usage. 
Departments requesting this type of TA were shown a system already in 
operation in anothet' depat'tment. Key personnel; accompanied by MPl 
staff, made a field visit a.nd discussed on site another installation. 
This has proven to be not only an ~;£fective selling and training idea, 
but the installations surveyed have since become systems shown to other 
proe;pects. MPI has been able to check on conformity to some extent dur­
ing such visits. 

MJ?I refers to Phase I of its procedure as Incident and Dispatch Recording. 
A standard incident card has been introduced into all three departments, 
and a time recorder is used by the desk officer or dispatcher to record 
the times a call is received, officer dispatched, arrival at scene, and 
time cleared. These incident cards are the basis for log entires, are 
assigned numbers if a major activity, become the hasis for further 
reports when needed, and are filed as the Master Name Index File. The 
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cards are grouped by patrol, and the cognizant officer adds inIornlat,.\.vlI 
before signing; there is then a review by the shift connl1andet. 

Phase II is the forms package, compris;i.ng Officer I s Report, Supplementary 
Report form, a Daily Log or Shift Report, and the Major Incidents Report. 
'rtlese provide a simple but accurate reporting system. They provide a 
degree of standardization fox: small departments. 

In the brIefing session p:r.'ovided by MPlto Ant concerning the RI project, 
a staff member. explained that the forms originally had numbe'l:'s assigned 
and printed with ;i.tems of information on the forms. when some officers 
made reference to the data numbers without the title of the data in other 
references, MPI retrenched. Instead of preSSing for training in prop':!r 
use to aVoid such confusion, HPI deleted the numbers but not the title 
of the data in subsequent printing of forms. As presently used by the 
three departments surveyed, the lack of numbering for items is not yet 
felt, but in discussion on the potential for incident analysis and even 
in other simple applications, the advantage of printing with standardized 
nunlbering for items was recognized. 

Phase III is the ordering of files. The greatest delay has occurred in 
this stage of the project. Ml)I moves expeditiously on actual file study 
and conversion, but after appropriation of funds by the town, and the 
processing of individual documents for the matching funds, there is still 
a long delay before actual delivery from· the manufacturer. MPI has pro­
posed bulk purchases of files to expedite this part of the program. 

.E. MPI STRATEQI 

The MPI approach for providing a standard, ut;l.compli.cated record system 
for small police departments is not the first such attempt, but through 
practical experiences and direct involvement provides a realistic approach. 
The Federal Bureau of InVestigation in the Department of Justice has made 
available for many years a Manual for Police Records which has contained 
a set of forms and procedures. MFI, however, has provided personal assis­
tance and on~site training, and has remained during implementation to 
assure proper performance. The FBI and other authorities and authors 
have stressedtha.t the effectiveness of a police administrator is directly 
related to the quality or his records. MPI has provided improved record­
keeping wi.thout dropping it on the department, has tailored it tD the 
size and needs of its clients, and by an tlllderstanding interested approac.h 
has won great praise. 

By a lOW-key approach, MPI impressed department personnel. By competence, 
cooperation, and connnon sense, HPJ: won praise in the intervie1ilS :for 
results beyond expectations, and satisfaction beyond claims. This con­
trasts with some forms of expertness or authority which make personnel 
with limited records-responsibility, but often with those same three 
attributes, feel belittled. 
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In recognizing that a department must have some detailed knowledge of 
its activities in order to document its needs as well as accomplishnlents, 
and to make appropr:i.ate allocation of its resources, 1:viPl has concentrated 
on simple improvements, with basic standards, at minimal cost. 

F. FOLLOW~THROUGH 

MEl, thl"ough its continuing concern for the departments it has served, 
makes inquiries at meet;ings of the MCPA and its own seminars. Informal 
fo.llow-up of installations occurs when such units are used for later 
demonstrations, or even on a drop-in basis. Sustained interest during 
a more formul follow-up came to light with one of the departments. Dur­
ing a visit the MPI specialist found that a clerk was making many errors, 
so he showed the chie:E the COrrect procedures and the chief undertook to 
make the corrections himself inuuediately .. 

While such procedure seems adequate, and does not give the impression of 
dictating to or checking on the department, it appears that most later 
contacts or reports are with the chief. We note, however, that the 
actual operating personnel for the records system may have ideas to share 
with MPI. 

G. IMPACT 

MPI attained its goal in all three departments, by serving the needs of 
the requestors in providing an improved, more effective system of records. 
With:ln ·the three departments sampled, each chief voiced satisfaction with 
the accomplishments of MP!. One expressed enthusiasm with "Great!1I The 
others chose the "Highly Satisfied" category as evaluation. The persons 
interviewed as records supervisors wet~e also pleased wi~h the new systems. 

Int:hese small depal:tments, the chief has a close contact With the records, 
With processing and maintenance, and with all personnel. The chiefs cited 
areas of improvement over prior RI systems. The records supervisors also 
freely admitted some prior deficiencies and acknowledged improvemlent; but 
explained, if not defended, prior systems under pt'e"'existing d1ff:tculties 
and before help became available. As one conwented; the older system was 
"not that bad, il considering what was available to work with, and the 
amount. of concern generally shown for "unglamorous" record-keeping ulltil 
actually needed. Expenditures for administrative. procedures often appear 
to have little relationship to street problems, but these persons with 
whom the interviewers spoke appreciated the new attention given to docu­
ment processing) in which they were directly ,inVOlved. 

Since the chiefs and othe)::' personnel had worked reasonably weil under 
adverse conditions in some circuntstances, with s:l.ncere e£f01:ts, MPI shows 
wisdom in the cooperative approach, without claiming great impacts for 
its projects. 
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The interviews disclosed a consensus that time was saved for the offh: .. 1 

on patrol or other field activities. MPI has provided for hand~prepared 
forms which can become the permanent legible record. One of the chi.efs 
still requires they be subsequently typed by the secretary. Another is 
satisfied with hand preparation because poor typing by officers previous­
ly was not as neat. He still has SOme temporary help type accident 
reports which are transmitted to the Registry of Motor Vehicles on its 
forms. Figures for actual typing time ,,,"Quld probably not exhibit any 
dramatic sav1.ng, even if r.eadily available unci compiled. But our genet'al 
impression was that the valuable ti.me and tra:i.ni:ng of the working o£f:lcer 
M.ve been more effectively utilized. MPI is generaU 5 satisfacHon 
with improved document processing. 

One officer who was inter.viewed expressed satisfaction as a user of the 
new system, and then admitted his surprise as he cotllp1eted his reports 
from Incident Cards. The accurate stamping of timeEl of dispatch, arrival. 
and clearance made him realize that he had previously been very wrong on 
occas:i,on, sometimes over-estimating and sometimes under-esti1l'1Jlting respomli~ 
or elapsed times. He was high in his pra.ise of the new system) and did 
not view' it as a threa t. 

This can be contr.asted with the other type of beltefit. A chief noted 
discrepancies in the time One officer received calls and time arrived 
at scenes, fOllnd them to be related to unauthorized ,a,ctivities, and took 
correctiVe action. 

When compared to previous logging of activities, the accurate recording 
of receipt of call, dispatch, arrival, and final clearance all prepare 
for aut,omated incident analysis. For those departments receiving only 
l'A in RI, preparation is provided for a future project in HR. Thisgoes 
beyond simple standardization, but allows for off-site processing foal' 
those departmen.ts not having access to necessary equipment. 

Through comparison of responses by records supervisors and users, by 
references to the manual of procedure, and in observation of. actual pro­
cedures, S0111e variances from the MPt-prescribed procedures were disclosed, 
although no serious breaches were evideli.t. In twu of the departnlents ~ 
the records personnel mentioned that:: some thoughts as to suggested changes 
of a minor nature had occurred. These persons intend to keep intorlnal 
notes on suggestions which will be communicated back to MPI for future 
consideration. 

The encouragement of and provision for two-way communication by MPI can .... 
trasts with those projects which end ~qith final payment. One department 
modified the Incident Card, and another is adding names to the M.PI '(.tl'),it; 
they felt that MPI discouraged deviations, but went ahead anyway. MPI 
stressed--possibly overemphasized--standardization, and discarded pro­
cedures deemed unnecessary or uneconomical 

One department has changed the basic incident card in a minot' way. A 
paper copy of the face data is provided without carbon. The back of' both 
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c.Etrd and paper provided for additional data. The department added a 
second card for any additional data sO that only facing sides would be 
used, and deleted back printing. 

One department also deviated from MPI procedure by inserting addi.tional 
. ~~a cards of departmental interest into the Master Name Index File of 
\.ri.cident Cards, in order to provide one complete check for any names 
being searched. Further, this department had a cross~reference by crime, 
as an index card bearing date, location, crime and case number; which had 
provided a quick reference when information other than that pertaining 
to the offense was not readily recalled. MPI wanted this type of file 
discontinued as part of the improvement. But ,.,hen this type of re.ady 
access was missed, the file was reinstituted on recownendation of the 
records supervisor and with approval of the chief. This department plans 
to seek the approval of MPI, :l.r: not actual adoption for other departments, 
ill future contacts, as a necessary and worthy supplement to the M:PI . 
reconunenda tions • 

One of the three departments still exercises a measure of jUdgment on 
incident cards and discards some that are deemed unimportant by the 
chid.* 

A common complaint among departmetLt personnel is that the records are 
inaccessible except during daytime. It is essential that a measure of 
control be established in smaller departments, but files are orten locked 
when the department does not have personnel to stay in a separate file 
room, or space to keep them near centers of activity, and similar prob­
lems related to quarters and staffing. Files under the control and 
observation of a dispatcher and/or shift commander can be deemed secure 
when left unlocked, while files in custody of a secretary or day-shift 
records personnel mus·t be locked, with limited authorized access after 
hours. 

In two of the departments, the cltiet, the Records Supervisor, and the 
user interviewed con~ented upon accessibility of files under the new 
system. The simplicity of the new color-coded folders, the compactness 
of the records into shelf files, and the ready-r(~£erence made acceSs at 
all hours possible after proper training. Lost Or misplaced reports cir 
eases had been a problem for one department, particularly when needed 
ror court on short notice. In this and another department an open-file 
policy existed becaUSe records were in the center of activity, so 
accurate £ili11g, rathr;ir than physical security from outside personnel, 
was at tht2 root of the problem. 

~'C Because this jeopardizes file integrity and could affect any future 
incident analysis when types of activii>y must be tabulated, the 
interviewer suggested that this procedtlre be called to the attention 
of MPI by the department in future contact so that another effort can 
be made to assure conformity. 
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1:1PI considers rate of expansion for the departments it has assistad, ,~ 
policy of purging is intended to minimiza the size of active files, but 
since a cut .... off date for the old system is used when changing to the new 
nlethod, old files must be referred to for soule. time, and no converSiOl"l 
of old records is recommended or provided. One department had just 
reached the end of two years after receipt of RI TA and was, in the month 
of the interview, undartaking f:Lrst purging. That records supervisor 
noted some procedures which might be modified and intended to make nota ... 
tions which could be communicated back to NPl, eve!'l. before any follow-up 
visit. 

The presence of accurate and standardized records provides the foundation 
for incident analysis and other kinds of operational analysis. Thus, 
RI TA has a potential impact. This was actualized in one of the thra.e 
departments studied: the chief recognized the possibility of examining 
what is happening with cases in court. from the uniform and convenient 
formats. He has undertaken a compilation of data on court appearances, 
dispositions of cases, and related information to seek answers and ver:l.fy 
some suspicions about matters which directly affect the efficiency of 
his department. 

Another chief has exercised his authority with greater assurance of pro­
priety. His files are still left open and available, as .mentioned above. 
When the new system was installed, the color-coding and uncomplicated 
procedures gave him greater confidence in leaving them open. He announced 
that the first misfile would result in locking the files, and he now finds 
that all personnel haVe careful access, and there have been no losses, 
which has made all concerned quite happy. 

R. SA1'ISFA9TI.Q!'LOF SELECTMEN 

The endorsement of the Selectmen who were interviewed reflected an9ther 
type of satisfaction. One, a bus:i:nessman in the conmlunity, expressed 
his awarel1ess that improved record-keepi.ng was aiS much a requ:i.rement for 
police. departments as flOr his activities. He commented that good business 
practices and professiona.lism were expected of the police. While not 
critical of ope,rations under axisting handicaps, but supportive of the 
department for continuing efforts, he felt that the new record system 
showed progress! and stated that the understanding between the Chief o:E 
Police and NFl was Cldvantageous. 

A Selectman in another town said that he had expecte.d irnprovement from 
the MPI proje'ct, but from his observations the system installed exceeded 
his expectations. 

Both Selectmen felt that the low cost of the project was an important 
factor. Both stated they would support a budgetary item for full cost, 
but felt that: approval might be fought, and the item could be defeated 
in Town Heating. One pointed to the fact that a new station was strain­
ing finances; the other said that records systems are intangibles in the 
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view·of vote't's, and do not easily generate suppo't't for expenditures. 

The two Selectmen interviewed were asked about the requirements that 
r.equests for assistance must come through the Chief of Police to MPI, 
and could not originate directly fl:om Selectmen. Both indicated that 
he was the pt'opar person to reque.st such TA, having responsibility for 
the department he headed. 

It RECOMMENDATIONS 

Based on our interviews, analysis, and observation, We propose the fol­
low:tng rec.otnmendations to MGGJ and MPI, in the spir.it that they can 
improve an already useful project area. Some of these were made by the 
people we interviewed. 

1. When reordering existing forms for continued use, and for 
future instal1aUons and project manuals, 1Y.lPI should give 
serious cons:i.detation to re-instituting a s t::andard series 
of numbers for items of data on all forms for quick refer­
ence and location on the form, for obvious standardization 
of repetitive items on varied documents, and for economy of 
space for possible storage, retrieval and analysis capability 

. with data processing equipment. * 
2. Since departments initially have two active systems of 

1:11es after change to MPT.' s procedures, and will have two 
tjpes ofinacti.ve files for a long time, particularly after 
purging starts, it is recommended that MP! consider, or 
allow if possible, some selectiVe conversion of documents 
in those instances where an old record can be found quickly 
by insertion or a converted reference in the new type files. 
This is particularly suited to name cards on active subjects 
dU:til1g the period when two systems must be maintained, so 
that old-type files may be removed from the limited space 
which characterizes many departments.* 

3. It is also suggested that MP! consider a plan for utilization 
for the space over shelf files for inac.tive records of the 
newer system. Shelf files take more wall space, while saving 
floor space over the suspension-drawer type, but combined 
spaces for active and inactive files do constitute a space 
problem for SOme departments having limited room. If shelf 
files are to be purchased in quantity, it is possible that 
higher units may provide some inactive record space in top 
shelves for some departments as better use of air space.* 

* In responding to a draft version of this report, MPI has characterized 
this as an "excellent" suggestion. 
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4. While th~ MPI evaluation ;form provides for feedback all 

the systems installed, by or through the chief, MPI 
should make ev~ry effort to maintain liaison directly 
with records personnel whenever possible, unless such 
COl').tact is agains t the wishes of the chi~f. This will 
Serve to disclose variations which may be proposed or 
even imposed from other sources.* 

5 • We recommend that MPI consider of£er:Lng some specific 
assistance for files of photographs, fingerprints, and 
related documents as an extension of the recOl,ds system, 
or even as a s~parate project. Microfilming can be ti~d 
with records for protection, storage, and retrieval when 
:Lnactive. It may be that MPI could provide some central­
ized support for this, as well as data processing. ** 

J. SU~~Y AND CONCLUSIONS 
".-" 

A box score on impact of the 3 RI proj~cts covered reads as follows: 

Numb.er of 
Depts. Impact Comments 

3 High More effective records system. 

Improved management and control. 

Saved time of patrolmen. 

Improved accessibility. 

Standard, Simple to train for and Use. 

Provided potential for incident analysis) 
etc. 

* MPI conunent: "W";; believe that we do this adequately now; in fact, 
we have a systematic procedure for following up on completed projects. 1t 

** MPI comment: ItThis is an excellent suggestion that will require 
additional funding to be implemented." 
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IX. ~:'JWHNICAL ASSISTANCE IN MANPOWER RESOURCES 
oOj,,,,"",,, w" 

A. PURFOSE AND BACKGROUND 

Our purpose was to evaluate the impact o:E MPI technical assistance in 
the, area of manpower resources (lrm.). hlP! describes the MR project area 
as fOllows in its Program book: 

"-Study manning problems and propose alternatiw! strategies 
and solutions. 

.... Assist requesting municipal police chiefs :l.n determining 
manpower allocation and assignment. 

-Select project focus: The project could tElke one of 
several directions (e.g.) organiza.tion, allocation, work­
load distribution, patrol availability, or special problems 
such as dispatch, supervision, etc.). 

-Where necessary, conduct analysis of "calls for service" 
by time and location to determine workload." 

We selecte-d four municipalities which had received 'fA in this project 
area and discussed MPI procedure and its impacts with the chief and the 
MPI liaison in each department. As preparation for interviews and abser .... 
vations., we studied the MPI reports for each municipality) focussing on 
the recommendations. 

B. PROBLEH IDENrrrFICA'fION 

'typically, the four Ch:l.efs of Police in our sample who cEllled upon the 
MPI for help with manpower resources (MIt) had been aware of the pl.'oblem 
which motivated them to do So for some time; usually they had been aware 
of it from the time they had assumed responsibilities as chiefs. In one 
instance, the particular precipitating event that caus(;d a request for 
help was the moving of a department to a new building. A subordinate of 
this particular qtie£ of Police requested more manpower to a.ccomplish 
the functions for which he was responsible; this also contributed. 

A common motiVation for seeking an MR study was to obtain the support 
of an outside agency> hlP!, in convincing the Board of Selectmen about 
something of which the Chief of Police was already certain: the need 
for additions to the police force. 

, ' 
, '. 

In one out of four instances examined, the police department asked for 
an MR prl'lj ect almost as an afterthought. They had already decided to 
ask for a Rules ~ind ~egulations (RR) project and decided to request an 
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Mit pr.oject at the same time. The belief of the Chief of Police that he 
needed people in two specific additional job slots was a contributiti.g 
factor. 

The sequence of events during olte proj ec t is unusual. The dd.ef reques ted 
an MR project from Ml>I, because he believed that he was understaffed. 
Ater the initial v:lsit, 'MPI suggested to the chief that it carry out tech­
nical Iil.nalysis with respect to the department's records and information 
sY$tem~ rat.her than the MR 'J:A originally requested. This was because the 
department had at that time no central communications/dispatch center, 
these functions being accomplished in private homes. Thus, there t"as no 
way for MJ?J. e:x:peditiously to gather the information needed for carrying 
out an MR. Further, MPI identified the records and information processing 
system as the chief p'roblem in the department. 

')yIPI pet'suaded: the chief to change the focus of work accordingly. 'l'his 
constitutes real help in problem iderttHication, rather than SOlely 
'responding to I~ee,ds perceived by client. MPX ther,eupon canied out a 
study of the records and infortllfltion systenl of the departme.nt, noting 
which Id.nds of informat:ton were entered into \1hat forms for what kind of 
incident, and how the f:1.1es of these reports were collected, cross-inde~ed, 
and maintained. hlP! made recommendations for standardization B.nd other 
improvements in the records system. The project did not, however, meta­
morphose into a full-fledge.d Rt project; e.g.! C,Q equipment was purchased. 
The project: was re.tained :I.n MPI I S files under the description of "MR, II 

and is therefore. cove17ed in this section. 

C. SEI,ECT:tON OF hlPI TO PROVIDE ~,ECHN;I:"CAt ASS!f?TANCE 

Given the desil!'e for technical assista;nc$ in. MR, why did the Chiefs of 
Police go to MPH An important mot~.vation \i1aS MP! I s close relationship 
with the MCPA, mentioned by all chiefs. :tt was mer~tioned directly in 
the non text that the MCPA supports hlP!, in the ccmtext of hearing ab<t,ut: 
Ml?! and its ability to do MR TA at MCPA monthly lYielii\t:l.ngs, and in that 
meeting or ge.tting to kl1.ow Mr. Joseph Shatlnon, t:\:1.e F,)(:e.cutive Director of 
the MFI, at monthly MCPA meetinge pl:16vide:d the mo(:,ivation or opportunity 
fo'r a request for TA. 

A not entirely separate reason Eor asking for TA from IYIP:t was the con­
ficlence that the Chiefs of Police felt in th~. ability of H111 to help 
them. '1'his was expressed in terms of the professional competence and 
ability of !vIP!, attd in t~rnts of a clear perceptio11 of the Chie.ill) of Police 
that 'MP! has a si1tCere desire ttl hel,p poliQ.e departments and to improve 
t.he qualit:yof pol:i.ce work in Hassachusetts. In stlme cases; confidence 
in MPI was built up after the Chief of Police heard that they had success­
fully provided TA to ana the1: town. 
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p. t-U'I PROCEDURE 

The chiefs' esti.ma tea of how much time HP! spent ~~2lli. in carry­
ing out their project varied widely from about five days in the cllSe of 
the project devoted to records and information TA to three weeks 
(two instances) to "more. than 135 days."* Xn the three instances in 
wh:l.ch an MR proj ec t was carried out in the usual manner, hlP! did a 
thorough analysis of the actua.l manpower availa.b1e, in. total and by 
shift. They looked at manpower requirements in terms of service calls~ 
coded by time of day) al,'ea of town and the type of incidetl.t which led 
to the service tequest. Often, information about the dl:!partment (clear­
ance rate, number of sworn personnel per thousand population, etc.) was 
compared to national averages. Information on a number of other indi­
cators of the balance between police require.ments a.nd pol.ice assigned 
was ascertained and presented in reports. Generally> MPJ: staff also 
went on ride"'alongs in patrol cars, so that they could visually survey 
the town and thus become mote aWa:l:'e of idodyncratic fea.tures relatadto 
police requirements. The reports make clear that a.ssessll1ent of ·the 
requirements for police is an art a.nd not a science. 

OUt' respondents gave MPI staff who had worked with them almost uniformly 
high ratings as to professionalism, compet.ence, and approp'l:':i.ate qualifi­
cations fot' their work. One chief, for example, lauded the HPI staff 
as excellent organizers. He sa.id that "they a.re very well organized 
themselves and help others, by thei1: force of: example, to bebome organ­
ized. They 'help make you get it together.' They help us to be more 
professiottal ou'rse1ves. It 

Instances were mlilntioned of HPI sta.ff working nights, ho1ida.ys, and 
weekends with the police departments to ~.,hom they provided TA. The 
chiefs and members of the police departments a.ppreciated the dedication, 
combined with the previously mentioned high professional quality, of 
MPI staff. 

In some instances, where it WIlS requested by the Chief of: Po1.ice, the 
MPJ: sta.ff met with members orehe Board of Selectmen, Finance 13ot~rd; or 
other appropriate town body to explain the:!.! findings t conclusions) Ot' 
recommendations. 

Chiefs of Police felt that, at lea.st by the conclusi(m of their studies) 
BPI staff undE:lrstood their departments, One Chief commented that IIMPI 
tried to work with what we had and they did not use pressure of any kind 
to enforce their way," (This was the department whose MR project con­
centrated on records a.nd inforulation.) 

* Although this is a.n extreme case, compared to the other projects car~ 
ried out, it acc.urately refl~cts the chiee s :report that tw'O MP! staff 
mambeI'S spent at least three months full time. Most of this time was 
devotE~d to transcribing and analyzing by hand inform,ation from the 
records of the department. . 
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.!:h XMPMJT OE' MPI PROJECT 

'111e impact of these four completed projects varies extremely widely. In 
one instance there was absOlutely none; in the three other instances, we 
conclude that there were significant changes in the police dGlpartment 
which can be fairly attribut.ed to the carrying out of the MPI TA project. 
The reason for the differences between the two extremes is worth noting: 
the extent of impact, when MPI-l:ecommended changes involve additional 
costs, is not up to the police department alone; approval of the town 
Board of Selectmen is also required. 

Let us first discuss the one case where there was no impact. In this 
instance, the chief had believed a long time that he needed additions to 
his force, had asked the Board of Selectmen for them, and hael been refused. 
The MPI report, which reconunended an increase of about 25% in the force, 
was similarly not acted upon by the Board of Selectmen, in spite of the 
fact that MPI discussed their findings, conclusions, and recommendations 
with both the Board of Selectmen and the Finance Board of the town. 

In this instance, MPI also rec~)mmended changes which did not depend upon 
a.dditional manpower or funding. In spite of this lack of resource con­
stra1.nts, the chief, evidently discouraged by nonaccl:!ptance by the Boa::d 
of Selectmen of the key reconnnendations, has not acted to implement those 
recommendations. 

A t1success story" on the other exteme contrasts with the previous instance. 
As in the previous instance, the Chief, whose manpower had been reduced, 
had unsuccessfully asked the Board of Selectmen for increased manpower. 
HPI recommended almost doubling the police force and included in its 
report an estimate of the costs 0'£ this, the costs of some additional 
police ve.hicles and a floor plan change, and even the expected increase 
in the town's tax rate. The Board of Selectmen largely "bought" the 
MPI recommendations, adding $90,000 per year to the police department's 
budget. and allocating a significant increase in the number of patrolmen, 
one detective, two additional cruisers, a new radar, and a remodeling of . 
the s ta Hon , 

MPI estimated that the clearance rate of Index Crimes for 1972 and 19113 
in the depa'ttment had been less than 5% each year. When we inter,riewed 
the chief, he asserted that the clearance rate has risen to 63%.* 

* To quote the MPI report for this town, "One universally accepted 
method of ascertaining the investigative effectiveness of a police 
department is by use of clearance rates of Index Crimes (Part I 
Crimes), The police clear a crime when they have identified the 
offender, have sufficient evidence to charge him, and actually take 
him into custody. [Crime clearances] ar,e also recorded in exception~l 
circumstances when some element beyond police control precludes plac­
ing formal charges against the offender." 
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Similat'ly, during the period before the study, MPI found a Traffic 
Enforcement Inde:ll:* of 4.3. At the time that we interviewed him, the 
chief stated that this Traffic Enforcem~nt Inde:ll: had risen to 15.7. 

In the other two instances covered, impacts un the police department 
were tangible~ and rank between the two extremes in their significance. 
In one instance, the MPI report recommended two additional people for 
the police force, one of them for a slot that already existed but had 
never been filled. Because of factors evidently beyond the control of 
the police department, neither has been permanently filled, although 
one was for a pel"iod of time. Maj or MPI recomrnendati( _1S relating to 
the chief's delegation of responsibilities to his sergeants and addi­
tional training for the sergeants and patrolmen had not beem implemented 
at the time of our interview; we were told that the police department 
plans to implement them. There were improvements in record keeping pro­
cedures, with more work, but of a simplified nature, that enabled cross­
referencing and more efficient finding of desired information. The 
other instance, in which the project was re-oriented toward record keep­
ing, has. been commented upon extensively above. 

F. CLIENT SATISFACTION AND WILLINGNESS TO PAY FOR hlPl SERVICES 

As already indicated, all of the chiefs interviewed were pleased with 
what MPl had done for them. (Some of them had benefited from instances 
of :t<lPI TA in addition to the 1:1R proj ects.) We asked them whether they 
would have been wi11:i.ng to pay for the TA they received, giving them a 
fa.irly realistic estilMte of $8) 500 for an MR study. Three indicated 
that they wbuld have; one would not have. But when we asked whether 
they thought that their towns would have approved this budget expendi­
ture, all amvered in the negative. 

G. SUMMARY AND CONCLUSIONS 

Provision of TA in manpower resources is a project area in whichHPI has 
accomplished considerable impact. It is important to note that the 
impact of an 1:1R TA project depends IIp on what economists call a production 
function. The first element in the function is the professional compe­
tence of the work done by "t-fPI. The second element is the acceptance of 

*The Index ris a ratio, in which the numerator consists of the number of 
hazardous moving violations With penalty plus one-third of the number 
of warnings or notices of violation. The denominator consists of the 
number of personal injury (including fatal) accidents. The MPl re.port'. 
states. that "Experj.ence indicates that in order. to keep serious accidents 
to a minimum, the Enforcement Index should be between 15 and 30 ... A very 
apparent weakness in Traffic Enforcement Activity tvas a factor ~vhich couid 
not be ignored in the assignment of sufficient personnel to cover work 
shifts and was, therefore, taken into consideration in determining the 
final manpower requirements. 
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recommendations by the police department. (Both these elements are 
factors in the impact of any TA project, MR or other.) The third ele­
ment, necessary for impact of many recollunendations of an MR TA, is 
acceptance by the Board of Selectmen. This happens because nmny recom­
mendations depend for the.ir implementation on the allocation of funds 
by the Board. 

If any of the three elements in the production function is lacking, the 
product is zero: no impact. Only the first element is under the direct 
control of ~~I. They. may, and do, try to influence the other two. But 
it is possible, and indeed happens, that MPI can do a fine professional 
job, work closely with the Chief of Police, and present their findings 
and conclusions persuasively to the Board of Selectmen, and still find 
one or both of the latter two parties unwilling to implement recommenda­
tions and allow the project to have an impact. 

In the situations that we examined, all three factors in the production 
function were typically present, and 'We were able to document major 
impacts. 

A box score on impact of the four MR projects covered reads as follows: 

Numb3't of 
Depts. 

1 

1 

I 

1 

Impact 

None 

Comments 

Selectmen did not accept recommendations. 

Chief did not implement recommendations under 
his control. 

Very high Selectmen accepted recommendations. 

High 

High 

Major increase in resources. 

Majo'r improvement in clearance rate and 
Traffic Enforcement Index. 

Project requested as afterthought. 

Selectmen accepted some of recommendations. 

Some increases in personnel. 

Improvements in record keeping. 

Re-oriented to records and information. 

All recommendations implemented or about to 
be i.mplemented. 

System has brought direction to the department, 
operations are smoother. 

Chief i.sbetter informed. 
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X. TECHNICAL ASSISTAliICE IN PERSONNEL MANAGFMEl'fT 

A. PURPOSE AND BACKGROUND 

Our objective was ·to evaluate the impact of the MPI in providing a 
standardized type of personnel folder to police departments, with the 
benefits of reduced cost through quantity purchases and group training 
in seminars concerning use and applications. 

Three departments were randomly chosen from a list of those which had 
received Personnel ManagelMnt (PM) TA from MPL In addition to the 
general interview with the chief (Instrument 1), question.s were compiled 
to be asked of the personnel administrator (Instrument 4). 

Within this project, MPI included guidance and procedures relating to 
the maintenance of motor vehicles within the department, since this was 
a topic which could be discussed during the training semi.nars and stan"" 
dardization could be provj_ded. Specific questions on. tbis topic were 
included in the personnel questionnaire, for responses by the individual 
having responsibility for t:ecords of vehicles. However, in all three 
departments, because of limited staff:Lng, the chief responded to all 
questions as having the sole responsibility, and most extensive knowledge, 
in all these areas. 

Two of the chiefs had been police officers for many years. The third 
had held the position of department administrator for only a short time, 
but had been associated with the department and with the subject of 
personnel records for a long time. 'rwo of the departments had very few 
officers; the third iqaS more than twice as large, still a "small" depart­
ment, but needing files for additional personnel. F0lders were provided 
for auxiliary officers in One department, but the phasing out of a large 
number of special officers for stores foreshadowed changes in status and 
in the processing of personnel records for them. Another chief planned 
future expansion of personnel folders to cover auxiliary officers under 
a program already started. 

These departments were in communities at apprmdmately the six, eight, 
and twelve thousand levels of population. 1'wo were about thirty square 
miles in area, and the third only about fifteen; hence all could be 
considered sn11lll departments; ~.,ith few personnel. 

Two of the departments came under a personnel evaluation system used for 
all town employees, not specifically attu.ned to law enforcement, but the 
third had no evaluation procedure. 
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B. PROBLEM IDENTIFICATION 

The personnel forms and procedures provided by MPI address themselves 
to a problem whose importance becomes more obvious in the training pro­
vided and related discussion, than weighing heavily on police administra­
tors in small communities. As a step towards overall improvement of 
departments, appropriate fC't' on-site training at MPI, the problem identi­
fication can be said to hili.Ve originated with NFl, and to have been pub­
licized by that agency. All departments had some forms, orders and 
correspondence relating to personnel, in jackets bearing the person's 
name or filed under subject heading. 

C. SELECTION OF MPl 

In this type of TA there did not seem to be any major competitionji since 
the departments did not l=epresent a ma.rket for sizable sales of forms or 
services. '!'wo chiefs turned to MPI for this TA after announcements and 
discussion at meetings of the MCPA~ one of these having kept abreast of 
MPI progress from its inception. The third chief learned about this TA 
from NFl correspondence and then made his own further inquiries. All 
three departments had completed another MPl TA project prior to request 
for the PM project. This increased their propensity to turn to MPI for 
TA in PM. 

All three turned to MPI because of the benefits to be derived at very 
low cost. One interviewee had strong remarks about the high prices 
charged by police consultal1ts. Responses indicated that the informal 
discussion of personnel matters in a seminar at no cost, and providing 
combined purchasing when only a few copies of personnel forms were needed 
for each department, made this simple project attractive. 

~ MP! PROCEDURE 

MPl described this TA project as assisting the police chiefs in estab­
lishing a personnel management system, providing forms and procedures, 
with due consideration for existing rules and regulations, collective 
bargaining agreements, civil service or other town government require­
ments, and any local procedures. 

The Personnel Folder Package was to include employment application, 
emergency information sheet, health questionnaire, and forms reporting 
formal education, police training, vacation and sick leave, and equip­
ment issue. It could include performance evaluation forms and provide 
guidelines for use. 

The PM project is distinguished from the .RR project, but MPI in brief­
ings and literature indicates desirability of RR, including updated job 
descriptions, as a prerequisite. Attendance at MPI workshops must pre­
cede delivery of the packets. A full day training session is specified, 
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w:lth al,lowance for travel time, but one chief stated he had attended a 
half-day seminar.. From description of what took place by the chiefs 
interviewed, it appears that the topics covered are fairly consistent, 
but the length of time devot,ed to each by MPI staff seems to vary depend­
ing upon the number of attendees and the volume of questions and conunents 
during the informal meetings. The informality of the discussions among 
qualified technj,cians and receptive chiefs appears to be a hallmark of 
MP!, and being used effectively. It is possible that the types of coun­
sel ~ guidance and/or training:/.n the PM semiriars may not be quanUtatively 
or qualita~tively comparable or consistent for different sessions or d:l.f­
ferent attendees. 

The interviews substantiated that training sessions present information 
on necessary background data on applicants and the elimination and selec­
tion processes. Proper records before and after hiring were discussed. 
The complicated provisions of perference or discrimination, periodic 
evaluation and promotion, conunendations, and disciplinary actions were 
covered at length, citing actual cases and experiences. Interviewees 
conunented on the value and appropriateness of guidance j.n consideration 
of minorities, collective bargaining,' performance review .q,nd evaluation, 
and all types of personnel problems faced by the small-town Chief of 
Police. 

A small amount of time is allocated to records of motor vehicles relating 
to cost analysis and budgeting, including trade-in factors. One chief 
stated that the session he attended included no coverage of this topic, 
but he was using the forms and procedures, and was not critical of any 
neglect in the train:l.ng. MP! either sends the personnel packets or 
delive~s them at MCPA meetings. 

E. lv1PI STRATEGY 

From a practical as well as a cost viewpoint, this basic project can be 
pronounced well-chosen, based on the acceptance and satisfaction of the 
chiefs interviewed. In total records systems MPI must provide individual, 
on-site study and guidance, and cannot overlook deficiencies encountered, 
even though not claiming tremendous itnprovements. Response indicated 
that MPI did not have to belittle limited collections of ,lata on person­
nel as they existed, but could point to ideas and suggesdons from which 
obvious through undramatic improvements could be realized, and the help 
was appreciated. 

The seminar approach to PM was described by the chiefs as a productive, 
welcome exchange cif ideas, rather than a formal training session. " 

From material re~:;eived after this evaluation project was begun, not 
encountered in tllte three departments surveyed, we conclude that MPI has 
continued to makE!! progress and develop its PM procedures. MPI I S evalua­
tion forms will tend to disclose minor problems in this and other prob­
lems. Follow-through, not requiring a separate heading for this TA, 
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will be possible without formal. visits, and any problems or ideas will 
surface in mailed evaluation questionnaires and discussions at other 
types of meetings or :Lndividual correspondence. 

g. MOTOR VEHICLE RECORDS 
\ 

Reflecting both procedure and strategy, MPI included this topic as a 
concern of the chief, not warranting gathering of lower-ranking adminis- / 
trators for the single, limited discussion of vehicle maintenance. 
Those interviewed had to recommend purchase of J,1ew vehicles at appropri­
ate intervals, as well as prepare adequate budgets for maintenance, but 
the number of vehj~cles :In no case was large. Daily records were com­
pleted by officers and recorded by someone other than the chief, but he 
was the person most familiar and making decisions in these small depart­
ments. 

G. IMPACT 

Two of the departments cited delay in delivery of forms; in one case, 
it was clearly outside the control of MPI, involving a confusion of 
addresses which continually plagues the department. 

Two of the departments contacted considere.d the,.project incomplete 
because the folders had not been implemented for all personnel at the 
tinle of intervi.ews, so no type of "impact" was identified or to be 
expected. In the other case, we found no eviden(~,e that the information 
in the folders was used in ways that reflected changes in the department. 

Reference was made by some chiefs to the concern, and interests of the 
Town Personnel Board in personnel management in the police department. 
The project carries out functions which could intersect with the respon­
sibilities of these Boards. 

Another form of impact concerns the vehicle cost module. While not 
actively sought by the departments, it appears. as an "extra'i that two 
of the departments now use. Both these departments had a form for 
recording vehicle costs before, but both gathle-red information and applied 
formulas from ME! reconunendations which resultti~d in changes in their 
vehicle turn~in policy, with documentation for budgetary submissions. 

One type of "impact" could be termed a "spin~off" from MPI's TA. An 
interviewer evalua.ting a different department on another type of TA 
learned that the department has already copied the !YIPI PM forms and pro~ 
cedures from a neighboring department and has used them in accordance 
with MPI principles, w'ithout MPI being aware of it. While lacking the 
complete discussion provided by the MPI seminars, the chief of this 
department has gained an insight through contact with his nearby chief 
for guidance. Small departments must practice all types of economies, 
and copying a good idea is one of them; it constitutes a valid form of 
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endorsement. MPI should further stress the value of attendance at PH 
seminars, even for informal discu~;sion, so that the standardization will 
not be lost or circumvented. 

H. SATISFACTION 

The three chiefs expressed satiMaction with MPI on this type of TA and 
in its general approach to problems. One did not identify impact because 
he w'as still compiling the per!!lonnel folders, but proudly displayed a 
completed one. Praise was given MPI for the promiseci availability to 
aid if problems arose in future applications of PM. From the three 
interviews and others we know that some chiefs had reconmlended this 
project to other chiefs. Those questioned about what they wou1d have 
done if MPI had not given this TA said they would have lived w;l.th exist­
ing procedures 01" worked out something on their. own, but MPI has offered 
something that is needed and had riot been provided by others. The forms 
and procedures might be simply copied by PDs, but upkeep would require 
a continued interest in current personnel problems, and MPI $hould have 
a complete list of uset's in order to provide backup TA. 

I. SUMMARY AND CONCLUSIONS 

Without tangible direct impact, this small activity provided some 
administrative improvement and augmented confidence in MP!. The budget 
reallocations! change in prioritj.es, and redistribution of personnel 
eventually required at MPI may require adjustment or phasing out of this 
type of· TA, perhaps because of its very simplicity and the fact that a 
department could copy the main features without enlisting MPI support. 
However, the interviews did corroborate the importance of seminar-type 
discussions on the problems of small .... department chiefs, with shared 
experiences related to elected officials and unions as well as depart­
mental personnel. Even if the basic packets are distributed without 
related training seminars, or the project area loses its identity by 
blending into Manpower Studies or other TA projects, we believe that it 
will retain acceptance by Chiefs of Police. 

A box score on impact of the three PM projects covered reads as follows: 

Number of 
Depts. 

2 

1 

Low 

Low 

Comme,nts 

Folders not completely implemented. 

One department changed vehicle turn-in 
policy. 

No tangible effect of personnel policies and 
procedures, i.e., use of information in folders. 

Changed vehicle turn-in policy. 
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A. PURPOSE 

'Three departments were randomly selected from those which '!YIP! identi­
fied as completing a Mutual Aid Agreement (MM) project in order to 
evaluate the impact of TA ;l.n the MM project area. 

B. PROBLEM IDEN'rIFICATION -- _. -

The requests for MAA from two departments were initiated for the same 
reason: a Nutual Aid Agreement woul.d legally protect their towns when 
responding to requests for or receiving police services from another 
town for emergency purposes. Both expressed concern ove.r the possibility 
of situations in which members of their department or the town could be 
sued for actions during performance of police services in towns where 
they did not have legal jurisdiction. These two departmpnts perceived 
the lvIAA as a device to be used only for emergency situations which their 
usual manned. patrol forces could not respond to ot' control adequately, 
:Le., large crowds of juveniles or major catastt'ophes, In these situa­
tions, it is standard practice for neighboring towns to provide a,ssis­
tance toone another, upon request. 

The third department which requested MPI assistance in drafting a MAA 
was also concerned with the legal jurisdiction question, but their objec­
tive was quite different from the two towns above. This department was 
concerned over narcotics traff:tcking in the area, which has been increas­
ing rapidly for eight to ten years. The surrounding departments had 
tried informally to trade personnel and pool "buy money," but had run 
into problems because of d1fferen(!es in attitudes, policies and pro­
cedures ~yith respect to the drug problem. This resulted in a loss of 
control in a numbe'l.' of drug cases when they moved 1:1CrOSS jurisdictional 
lines. One department w'anted to establish 0, separate unit with multi­
jurisdictional authority to deal with the problem more effectively. Th~ 
MAA appeared to be the proper vehiCle for achieving this goal. : 

C. SELECTION OF MPI 

The agencies from the above three groups requested TA in developing 
Nutual Aid Agreements by formally writing for such assistance to HPL 
They believed that NPI was the type of organization that could best 
provide special expertise in developing a Mutual Aid Agreement, while 
taking into consideration the unique needs of theit' departments and 
towns. 
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D. MEL PROCEDURE 

In two easEls, ME! developed and delivered Mutual Aid Agreements which 
took. into consideration the specific needs and legal concerns of each 
department. MEL accomplished this through a series of meetings with 
prospective. Signatories. During these nleetings, staff members from ME! 
explained the type of 'l'A which they were capabJ.e of providil'l.g in assist­
ing the interested towns in developing Mutual Aid Agreements. These 
meEltings also provided the opportunity for the ch:tefs to voice questions 
and have direct input into the drafting of the HAAs for their respective 
town. 

One of the towns bas successfully implemented the MAA within the depart­
meut by estabJ.ishing written policies and procedures governing the use 
of !vlA ~vher:. responding to or requesting assistance froul other Signatories 
of the Agreement. 'rhis town has successfully used the agreement on two 
1m own occasions with satisfactory results. TI1is department expressed 
c:onfidence in the agreement because they now have a legal document which 
protects all parties concerned in the event of any law suit. It further 
clarified the f:i.nancial responsibilities (such as salaries), injury to 
officers, and the authority of such officers when providing assistance. 

The other department whiCh had the MAA signed and accepted by the town, 
was eviden,tly the only town which had dane so. Thus, no impact was pos­
sible yet. 

In the third case) the type of MAA which MEl developed was considered a 
standard type of: agreement although MPI did incorporate some specific 
items into the MAA upon the request of a department. However, the MAA 
was nevel' Signed because the prospective participants :I.n the MM had not 
adopted Massachusetts State Law Oh. 40, Section 8G, the adoption of 
which is required prio'r to entering into the MAA. One of the prospective 
signatories wHhin this MM compact expressed displeasure that MPl did 
not develop or pursue an alternative method for adopting an MAA, but we 
are uncertain whether alternative methods for developing an MAA exist, 
which satis:Ey applicable Hassachusetts State law. Another reason why 
the agreement was never signed is that several of t.he prospective signa­
tor:l.es also obj ected to the financial j.mplications of the MAA. 

F. NPl FOLLOW THROUGH 

In the latter two cases, after MPl had completed and deliv~red the N'AA 
Agreement, it made no follow-up or inquiries with the prospective signa­
tory departments to find out whether the agreement had been accepted by 
all of the other. signatories to the Agreement. Although MPl had delivered 
evetything they had outlined in the Program document in regard to this 
project, the lack of follow-through may have contributed to the absence 
of impact. 
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~ SATISFACT!ON 

'lwo chiefs expressed satisfact:l.on with the Ml?I staH that worked on 
these projects with them. They stated that Ml'I had provided a valuable 
service to their. towns in developil.i.g the Mutual Aid Agreement .and at no 
cost Ot expense. Both believed that an MAA. was a ver:y necessary and 
valuable management tool; removing the legal concerns present in its 
absence. Even though one department did not have signatures by the other 
towns within the compact~ the chief was hopeful that adOPtion would occU'J:' 
in the future. 

H. SUMMARY AND CONCLUSIONS 

In both the signed and in-process cases, Ml'! prc-vided theTA as outlined 
in their Program. These towns expressed satisfaction withMPI I s high 
level of professional expertise in developing these Mutual Aid Agreetnents 
for their towns. But even in the case of the group that signed an MM., 
there was no tangible impact. Mutual aid was provided among them, but 
this waS only a continuation of existing practices. The only rlew li:llement 
was the satisfaction that (1) possibilities for law suits were aVG.rted, 
and (2) that clear and mutually acceptable provisions for fin.ancil!l.l 
responsibilities and Iluthot'ity were spelled out. 

The group whi(~h withdrew their request had not adopted the necessary 
enabling legislation, M.G.L.C. 40 S. 8G. Weare not convinced that MPI 
should be ct'iticizedfor not pursuing altetnative methods of implementing 
the MAA. 

The one major problem that does exist is the requ:trement :Eor total adop .... 
tion and implementation by all. parties to the Mutual Aid Agreements. 
This could be rectified by illtp.lementing the recommendation below. 

A box score on impact of the three MA projects covered reads as follows: 

Nunluer of 
Depts. 

1 

1 

1 

Impact 

Low 

None 

None 

Q.0ll1ments 

MAA signed by all towns. 

No change in. provis:l.on of Mutual Assistance. 

Only one prospective siglu!.tory has signed HM. 

No town. signed the }~, because towns refused 
to conform to legal requirements for MM, and 
becattse of SOUle reservations about its financial 
implications. 
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T. • . RECOMMENDATION _ ... - -
We recomtHend that MPI ll1clude as part of this project a liaison staff 
member to assist in following up prospective signatories to the MA 
Agl:eement. 'l'his MPI staff member could serve as an overall coordit1ator 
to deal wit:h pa'rticular problems that a town may have in impleme11ting 
the total Mutual Aid Agreement with other sigl'l,atoties. It would also 
help insure successful implementation by all departments .. * 

* MPI bas responded as follows to this r~connnendatlon: t1Presently, one 
staff member is assigned to each Mutual Aid Region. Responsibilities 
include not only meetings with chiefs and municipal officials (select­
men, city council, town counsels, city solicitors) to assure the pro­
duction of an acceptable contract, but also assisting in coordinating 
the signing and distribution of finalized agreements. It is beyond 
the scope of M. P. I. services to become involved in assuring adoption 
of MGL c ,lfO, s. 8bby the various town meetings or city councils, 
This is the single large~'jt reason for delay in implementing the 
agreements ,II 
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JCII. caMP ARI~lON GROUP 

f.:.. PURl'OS}j~ 

In ot.-der to form scnne judgments on the setvj,ces MPI provides to the 
Commonwealth I s police departments in comparison to services which other 
technical assistance or cOl1sulting delivery mechanisms provide, we chose 
a sample of five cases (Group C) where it seemed that' t'1e problem(s) 
around Which assistance centered or was planned to center were as closely 
matched as possible to the problems addressed by MPI 'rA. 

The targeted probJ.em area.s we acicl'1:essed, using methods of data gathering 
similar to those employed in assessing MPI's TA, included Manpower 
Resources (MR), Rules and Regulations (RR) , and' Records and Information 
(RI). In order to provide anonymity of the police departments that 
assisted us i11, this endeavor, we have avoided lis ting the other "delivery 
mechanisms." 'they did, however) range from National Law Enforcement 
Assistance Administt'a,tion Techn:i.cal Assistance to manager.lent: studies of 
criminal justice agencies by estab1:tshed consulting fit'ms. 'l'hey w'ere 
conducted bet\ileen 1970 and 1976. 

The followll'lg analysis of the dat~k getthured is exclusl.vely judgmental 
because: 

(1) Findings and conclusions are based 011 on;'y five dat.a points. 

(2) Lack of current data. The most current applicable studies 
wer.e ut:Llized :I.n the sample selection, but these include 
studies as far back as 1970. Detailed data for these 
studies were often unavailable. 

(3) The approac.h and the product were very dissimilat' from. 
those used by lvlPI. In all cases, the aspects of studies 
which covered an area (e.g., Rules and Regulat:Lons) sim:f.lar 
to an MPI project area were pot'tions of broad management 
studies. It was difficult. to ttscertain the effect of one 
pot'tion~ as separated from the dfeet of {)ther portions. 
It was also not possible to lUc'1.ke cost estimntes of one 
portion. 

(4) It is very difficult to evaluate the impacts of studies 
that took place as much as six yeat's ago. 
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B. PROBLEM IDENTIFICATION 

As with the Experimental (A) and Control (B) Groups, the Comparison 
Group sought assistance for problems that had been plaguing their police 
departments for a period of time. However, in th,e, majority of the Com­
parison Group instances, the request for assistance was initiated by 
the city/town governing officials. In all comparison cases, it was 
felt that the studies were generated to document problem areas that were 
already known. 

The documentation of thEl! problem areas was, :Ln turn, used: 

(1) for an overall professional assessment or the city/town 
police deaprtments; and, 

(2) to effect significant changes in the police departments' 
'personnel. or operat:i.ons. 

The compat:i.son studies covered many problem areas. They were requested 
for problems which it was believed could not or woul.d not be solved 
internally. In contrast, MPI delivers assistance on a specific problem 
area and only upon request of the police chief. 

C. CONSULTANTS t MODUS OPERAND.r AND STYLE 

The comparison group ~onsultants generally talked with numerous person­
nel within the police department and, more often than not, included 
observ$,tiQn (ride alot1.gs) and records search. On-site visitat:l.ons 
lasted from two to four days for National Contract LEAA-TA, to three to 
four weeks for comprehensive management studies. It was generally 
agreed that the consultants understood the peculiarities of the depart­
Ole1;lt with which they were working and that the recommendations made were 
for the most part germane to the police department. There was, however, 
a definite resistance noted in all comparison cases to a small portion 
of the consultants' reconmlendations, in that they were considered not 
applicable to their particular departments. 

All comparison consultants were liked by the respective police chiefs, 
who felt the consultants were generally knowledgeable and had the back­
gl:ound and experience necessCl.ry to provide professional assistance. 

'1'hose departments capable of comparing the Comparison Group's style to 
MPI's style offered the fo:t;lowing comments: 

l 

liMP! is more tuned to Massachusetts police departments' 
needs and operations." 

liMP! is a completely different type of operation; they 
understand police work and become completely involved 
with your problem." 
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"Style is the same; a survey is a survey.MPI couldn't 
do a better job. M1~I would not point out the problems. tt 

The Group C consultants 'reports included both general and specific 
(detailed) recommendations. MPI assigl'lTnents lim.i.t themselves to spe­
cific (detailed) recommendations. MPI assignments limit themselves to 
specific recommendations, which not only tell the department what to do, 
but describe in detail ho'W to do it. --" 

D • IMPACT OF COMPARISON GROUP'S CONSULTING SERVICESl 

1. General 

Similar to MPI TA impact) the impact of recommendations ma.de by the 
Compa'rison Group consultants ranged from none to significant. The 
recommendations were accepted by the departments on a selective basis. 
For instance, one report listed 135 recommendations) of which 107 were 
inlp1emented. The remaining recommendations were considered by the 
department as unrealistic; Another report listed 10 general reconunenda .... 
tions and 20 specific recomnlendations, of which only 1 specific recom­
mendation was implemented. The reason for wide variance in the accep~' 
tanr.e and implement.ation. of the Comparison Group IS reconunendations is 
similar to the wide variance found in the acceptance and implem,entat1.on 
0.1: WII' s TA reconunendations; the acceptance and implementation of the 
recolJI.LIlendations ;In either case are affected by a myriad of phenomenon 
that differ by department and by each recommendation submitted by a 
consultant. . 

It would be a colossal task to account for the "why (not) and wherefore" 
of each recommendation's implementation for each individual department. 
However> examples by project area, comparing and contrasting MP!'s prod­
ttct impact to others' p'l:'oduc.c impact, offer some illumination into the 
sj.milarj.ties and/or d.ifferences bet\yeen the two products' impacts. It 
should be noted that, while MPI's TA is specific to a predete+'l'\1ined 
problem area, the Comparison Group's assistance was usually more general 
or covered many areas. For instance, one consultant of the Comparison' 
Group recommended that the department should implement a centralized 
records system and that the records system developed by MPI was the 
most apP'ropriate with which to begin. Another consultant from the 
Comparison Gto.up cited the NFl RR manual developed for the department as 
an excellent base from which to develop a comprehensive set of rules 
and regulation6l. Apparently, the RRs for the department were never 
implemented; but the consultant found them, in general, to be potentially 
useful. l!'or ex,ample, the Ml?I manual stated that the depa1:tment members 
will conform to uniform policies established by the department, but the 
department had no uniform policy. It was the consultants' recommendation 
that NFl's RRs be made more specific and tailored to the department. 
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These studies also provide insight into the previously-mentioned myriad 
of phenomena that can affect the impact of assistance given to a depart­
ment from any source. For example, the litigation in Project 3 pre­
vented extensive impact. In one case, selectmen called in a consultant 
because they believed that the department was not functioning properly 
and wished to improve its performance; this was the case where we believe 
that significant impact occurre~l. In another c8;se, Selectmen called in 
an outside consultant without the knowledge'of the Chief of Police. He 
therefore never ac~epted the contents of the report, reducing impact of 
the study. Finally, our definition of "impact" is not necessarily what 
the initiators of a study had in mind. One study was used to provide 
the framework for appointment of a new police chief from outside the 
departmen t • 

'1'he following are examples of Comparison Group impacts by project area 
and study. 

2. Matl.E,ower Resources 

,Project ~act on Area 

1 The study was hampered by lack of time and read- limited 
i1y available data. Study conclusions were sim~-
lar to the following example: 

By reorganizing the police department, revis­
ing procedures, and training police personnel, 
the present authorized Utunber of police employ­
ees should provide adequate staff to meet the 
city's/toml's present police needs. 

Recommendations in the nlanpower area were similar 
to the following example: 

Dispatching currently requires the services 
of officers around the clock. Such activi­
ties could be transfe\';'red to civilians. 

This study was virtually limited to documenting 
l\:;noml problem areas and confirmed the departments' 
preconceived sOlutions. The study probably served 
as an impetus to implement some of the recommenda­
tions on a selective basis. 
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Project 

2 

3 

Impact on.~ 

The study was hampered by time and lack of avail- none 
able data such as crime rates, reported offense 
clearances, etc. Study conclusions in the man-
power area were centered on problems with foot 
beats, cruiser assignments, and school crossings. 
Recommendations made in the manpower area have not 
been implemented. All but one of the studies' 
recommendations are in a state of limbo for a 
variety of reasons. 

The study was comprehensive and determined that limited 
the department had insufficient manpower in several 
areas. The study documented the already-knot'ffi 
need for additional manpower and assisted in 
obtaining additional personnel. However, the con-
sultant was late in delivering the report, prompt-
ing legal action on the part of the municipality. 
The delays in deli.very and legal actions distracted 
attention from th,";\ substance of the recommendations 
when the report was delivered. The @tudy did pro-
vide documentation of knotm problem areas and perhaps 
served as an impetus to implement some of the recom­
mendatic>1'ls on a selective basis. 

In Chapter IX, we found MPI TA in HR (manpower· resources) had virtually 
the same degree of spread in impact although the distribution tended to 
be on the side of high impact. But because of the sm~ll number of data 
points' in both samples, and because of· the lack of control over the 
conditions under which consultation was carried out, we must conclude 
that the impacts of the two delivery mechanisms (HPI TA vs. other 
assistance) on police departments were essentially the Same, in regards 
to problems in the area of manpower resources. We did not evaluate the 
quality of the assistance given, so comparison cannot be drawn on who 
has given better reconunendations. 

3. Rules and Regulations 

Project 

Lf 

5 

Impact on Area 

A comprehensive management study that provided significant 
model rules and regulatio~s for the department 
to use as a gui.dein revising and improving their 
existing rules and regulations. fA concerted 
effort was made in implementation. 

A comprehensive mal1agement study that provided none 
model rules and regulations for the department 
to use as a gUide in the revisiQlil and improvement 
of existing rules and regulations .No implementa­
tion was accomplished. 
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In Project 4, where we labeled impact to be "significant," we have doi1e 
so conditionally. We were unable to obtain, the rather extensive and 
detailed data on the impact of rules and regulations from the variety 
of sources that we had from the Experimental Group (A) due to the pas­
sage of titne and change of personnel t,hat had occurred over the five to 
seven years from the date that the study was conducted. We termed the 
impact significant because the study also included reconnnendatins that 
the department adopt a system of control through inspections and that 
they should develop checklists (illustrated in their study) to assist 
in the line and staff inspection program. (Project 5, with no impact 
perceived, also suggested similar methods to assist in implementing RRs, 
but they were not used.) In Project 4, the department formed an imple­
mentation connnittee that evaluated recommendations, assigned priorities 
to each cotnmittee-approved recommenda,tion, and established deadline dates 
for implementation. The cOl1sultants we,re called back a number of times 
to provide advice and assistance in the implementation of their recom­
mendations. In our judgment, this program of implementation would have 
assured some significant impacts. 

The impact as a result of assistance with rules and regulations from 
consultants within the Comparison Group varied between the two examples 
quite similat'ly to the impact found in MFI's TA for RR (rules and regu­
lations). The impact in the MPI RR projects tended to be distributed 
at the low end of the continuum. But for the same reasons as in the 
previous section, we cannot say that the two sets of impacts differed 
significantly. 

4. Records and Information 

Projects 4 and 5 include components on Records and Information (RI) 
systems. The impacts of these two studies on Records and Information 
systems is the same as that just stated for Rules and Regulations; it 
varied by department. 

E. SUMMARY 

In our judgment, the Comparison Group data indicates that, although 
there is little comparability in the delivery mechanisms of MPI TA 
(Experimental Group) vs. other sources of assistance (Comparison Group), 
the degree of impact of the recommendations on individual departments 
is dependent on a variety of internal and external reasons particular 
to a police department and does not differ significantly between the 
diffe'tent sources or types of assistance. 
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XIII. ANALYSIS OF COST-EFFICIENCY OF MPI OPERATIONS 

A. PURPOSE 

The objective of Task 5 was to assess the cost-efficiency of MPI oper­
ations--that is, whether MPI operations have been performed fo:t: the 
lowest feasible costs. Thus, "Ie sought answers to the following ques­
t:i.ons: 

® What are the operational cost t:t:ends which MPI has 
experienced? 

14') For the major cost elements, are expenditures in 
line with accepted good business practice? 

@ Is there evidence of an effort toward cost-reduction, 
as reflected in MPI administrative and operational pro­
grams and planning methods? 

The detailed descriptiol1. of method and of findings is contained in our 
'rask 5 interim report: Hassachusetts Police Institute--Assessment of 
Cost-Efficiency, submitted as Attachment 1 to this report. In this chap­
ter we will show only the highlights of our conclusions and recommenda­
tions. 

B. CONCLUSIONS 

On balance, we give MPI good marks fo:t: an efficiently run organization. 
We find major stre~1gths in executive and supervisory management systems, 
beginning with concrete goals for each project area and including super­
visory attention to project progress, scheduling, and accomplishment. 
MPI evidences generally sound office and administrative practices and 
has shown a continued interest and investment in improving efficiency 
and controlling costs. The search for reducing new projects to prac.tice 
without "reinventing the wheel" is worthy of special note. MPI's declin­
ing unit cost trend for its major product--Rules and Regtllations--provides 
evidence that the above policies and practices have had a positive effect 
on staff productivity. 

HPI's choice of location has been beneficial in terms of both costs and 
effectiveness. In terms of effectiveness, its offices are close to the 
intersection of Routes 90 and 495 (in fact within less than a mile of 
an exit from Route 495) making MPI eas:i.ly accessible front all parts of 
the state and located close to the population center of gravity of th~ 

state. MPI's cost per square foot of space ($5.25) implies a saving or 
$2 - $4 over comparable space in suburban Boston and is about half as 
much as comparable space in center-city Boston. With about 4,000 square 
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feet of space used, this implies a relative savings of between $8,000 
and $16,000 a year. 

Salaries in professional and nonprofessional categories seem appropriate 
to the organization and the kind of work portrayed in job descriptions. 

MPI IS di1:ect labor costs have ranged· from about $20 to about $25 per 
professional hour, which compares very favorably with costs for similar 
organizations. Staff utilization has been high, with less than 3% for 
illness or absence. TI1e fact that MPI has its own internal printing 
operation saves .between $6, 000 a;n.d $7, 000 a year, However, their leased 
auto fleet has resulted in annual costs of about $4,000 more than alter-­
native arrangements would indicate. They are phasing out the leased 
autos, in favor of using the cars of staff and paying mileage. 

There are also areas where MPI may continued to improve. We believe 
there are opportunities to .cost reduce projects further through selective 
use of consultant time, setting deadline dates for completion of interim 
project ta.sks, and analysis of project work plans to remove all unneces­
sary steps. Also, MPI should use some form of before-the-fact cost/ 
benefit analysis for major purchases to ensure that the resulting deci,. 
sian will provide the most cost-effective solution. Finally, MPI should 
implement a more rigorous time recording system, esped.al1y if it is to 
manage grants from more than one agency an.d sell its services. 

C. RECOMMENDATIONS 

Based on. the above findings and conclusions, we recommend the followin.g 
steps to strengthen MPI: 

o Establish a more formal time reporting and cost allocation 
system (see Attachment 1 for suggested format and detail) for 
purposes of project pricing, cost control, and separation 
and justification of staff time on various grants.* 

® T.nvestigate further opportunities for project cost reduction 
including: 

- Selective use of consultant time** 

- Flow charting project work plans and analysis of 
streamliningpossibilities*** 

)~ MPI responded that they "welcome this suggestion and have implemented 
it." 

** J.vlPlresponded that "we do not expect to be able to reduce our Use 
of consul tan t time." 

**)~1Y!PI responded that IIthese are all good suggestions that we will 
implement. II 
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- Increasing semj.nars and MPI meet:i.ngs for multiple 
clients* 

- Setting specific deadline dates for project tasks 
and integrate these into the scheduling system''c 

- Creating project time and cost budgets to be used 
in managing individual assignments. i'< 

I'll Investigate further opportunities for overhead cost reduction 
including: 

- Reducing the ft"equency and duration of "staff daysll** 

- Establishing a ce:Lling on staff time charges' to 
general overhead (nonproject) accounts*** 

- Avoiding excessive consultant time at MPI head­
quarters. l'¢*"~ 

~ Develop the capability to perform cost/benefit analyses and 
use this tool in advance of major fund commitments to ensute 
cost-effective decisions.**** 

* MPI responded that "these are all good suggestions that We will 
implemen t . 11 

** MP! responded that "we do not feel we can give up this opportunity 
every 2 weeks for the staff to confer with each other and for 
clients to COnle to M.P.I. for meetings." 

*** MPI considered these "good suggestions," 
**** MPI "will begin to do these whenever possible,ll 
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XIV. 

A. INTRODUCTION 

As cliscussed earlier) the p:r:esent MPI progran. involves a standard set 
of services. Setting aside the question of future financial support: 
for MPI; it; is clear that MEL has the potential to move beyond its 
present range of services and into other areas of assistance to police 
departmen ts • One of the hw criticisms of MPI during our interviews 
dame from a police officer who asked, "Why doesn't MPI ask (police) 
departments for input about what their needs are ~ rather than impQ~~.1J.g. 
a limited range of services on departments?" 

B. SUGGESTIONS OF POLICE CHIEFS 

When asked in what addition,al ways MPI could be useful to them, police 
chiefs responded with the following categories of suggestions 1 

1. General Expansion 

• obtain additional funding; 

III recruit more staff to provide more of the same kind of 
services; 

\lJ expand into new areas of service (unspeL!.ified); 

., actively seek out police departments which might need 
help rather than wait for requests; 

• do not limit MPI contact to police chiefs, but include 
all police personnel in the:lr mailing lists and provide 
a.ssistance to the entire departmetl.t. This would help 
broaden MPI's base of support as well as acquaint them 
with the officers they will be working with in the future 
as police chiefs. Also, all police officers need their 
assistance; 

$ seek out innovations around the country and expose them 
to ~~ssachusetts chiefS of police. 
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2. l'rainj.ng Suggestions 

~ provide standards and a program for training of policemen 
(in conjunction with the Massaohusetts Police Training 
Counc:ll) ; 

iIIl provide ins truc tion in the handLing of 'rape cases; 

III provide instruction in when and how to use weapons; 

~ provide traini~'tg in proper driving habits; 

'II pt'ov:l.di.r 6pp',~.ia:J;j,M,d t:r.f.dnill.g tn. a,r.elits c,f :i.1]J.J),ed:f,a.t.e 
but tempo:rary concern (such as drug abuse); 

Q! prepare guidelines on how police departments should 
condua t in-serv:tce tra:l.ning; 

e prepare legal training bulletins for officers in the 
field on recent court cases and laws;* 

$ provide training to police officers in courtroom and 
prosecution procedures. 

3. Other Suggestions 

~ develop an Executive Management team to work with all 
·new police chiefs to orient the~n to their new respon­
sib i11 ties; 

.. develop more frequent opportunities for the exchange of 
ideas among poH ce chiefs; * 

II become a clearinghouse for hew ideas of interest to 
police chiefs;* 

GI collect data of interest to police chiefs; 

.,. provide assistance in obtaining grants;* 

OJ develop a guidebook for uniform arrest, search, and 
seizure procedures; 

., provide information and assistance in building new 
police stations. 

* MP! does this noW'. 

98 

I 
I 
I 
I 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

Arthur D Little,lncl 



I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

@ act as a nucleus for regionalization; their help in 
standardizing departments makes regionalization easier. 
Further than this, they cat1 act as a catalyst for set­
ting up regional g,toupings which would agree to share 
personnel and equipment. n1e same chief who suggested 
this commented that he understood the difficulties 
involved in implementing any regionalization. 

~ develop guidelines concerning police contact with the 
rJublic; 

o develop recoltunendations for .the Legislature concernit'lg 
procedures for hiring policemen and recruitment stand ... 
ards,; 

61 move away from close association with the Massachusetts 
Chiefs of Police Association (MCPA). Although it is 
valuable for the hlPl to be associated with Chiefs of 
Police as a group) an organization which is more repre­
sentative .of Chiefs of Police would be a more useful 
as socia te of hlPL 'the chief who made this sugges tion 
was concerned that if a chief who is a member of the 
Board of Directors of MPI asks, e.g., for an}ffi study, 
that chief can put presso.re on the MP! to provide the 
results the chief desires.* 

While some of the above are clearly beyond 1:<1P!' s curreu.t resources or 
authority, and others are, in fact, being done by MPl, these suggestions 
evidence a desire among police chiefs for ~1PI to become involved in 
other activities. 

C. CONCLUSIONS 

Of the possible areas for MPI to become nlore involved in, we see the 
follow'ing as particularly promising, ** 

i\) develop a TA program for new chiefs> on ... site in thei'r 
departmeli.ts. 'l'h:ts would involve identifying problems, 
helping to estabJ.ish procedures, and easing the transi­
tion during the initial few ,.,eeks on the job. 

* Our Task 1 repori:- showed that, at least judged by one measure, MCPA 
members exercise no undue iti.fluence On MPI. The waiting eime between 
request for a project and initiation of work on it is no different 
fO'.!: MCPA members than for Chiefs of Police who are not MCPA members. 

'/(* hlP! COllmlented that "these are all excellent soggestions. As stated 
in the report, implementation will depend on the source and level 
of funding we receive in the future." 
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o develop and disseminate infopliatiol1 about new ideas in 
police work from around the country which could be use­
fully applied in Massachusetts; 

.. expand Ml?I 16 mai1:l.ng list and il).£o-rmat.ion services to all 
police officers unless specifically requested not to by a 
police chief; 

1\1 develop guidelil1es, handbooks, and inf,.::)'rmation concerning 
routine p'l:ocedures for small departments such as purchas'­
ing practices, budget procedures, equipment care, etc. 

• develop and disseminate information about possible cost 
savings through the consolidation of services, joint 
purchasing agreements, regionalization~ etc., for small 
police depa'.t'tments; 

• organize conferences on selected topics of direct relevance 
to small town police departments, 

@ We have noted ~,n Chapter IX the instance of an. MR project 
carried out for a Chief of Police; then the Board of Select­
men a.nd Finance Board of the town rej ec ted the reconunenda-· 
tio1.16 of the MPI report. It appears to us that MPI did all 
that they possibly could, U11der the. circumstances, after 
they began the project, to imp1ement:!.t. However, we con­
c1t.lde that in a situation like this) it might be. useful for 
'MPI to discuss> before :f.nitiation, with the Board of Select­

-mel'). or the F:l.nal').~e Board or both, whether they would be 
willing to listen to the contents of an MPI report with 
tecommendations for add:f.tional budget. At worst, such prior 
meetings would establish the futility of carrying out the 
project. (We document a case like this in Chapter V.) At 
best, such an approach would build an understanding among 
all the parties concerned from the beginning, involve two 
very clearly interested parties (the Board of Selectmen and 
the ll'imlnce Board) from the beginning, and smooth the way 
for acceptance of M1?I,recommendations. It might well mean 
that the Board of Selectmen, the Finance Board, or both, 
would be involved, at least in some monitoring capaCity, 
during the c.ourse of the study. This might make the study 
execution less sensitive to the needs of the police depart­
ment and more to the needs of the Selectmen and the Finance 
Board. Such a change might make M'PI TA less attractive to 
Chiefs of Police, but concurrently more attractive to the 
town bodies. 

• As a recommendation to MCCJ, we suggest that it carry out 
or sponsor a needs assessment to ascertain t:he needs of police 
departments. Information gained through this can be helpful, 
not only to hlPI, but also in guiding other acti~ities spon~ 
sored by MCCJ. 
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Obviously the extent of new activities will be affected by the source 
and 1 evel of funding which Ml?I receives :I.n the future. Several chiefs 
suggested that MPI begin seeking more permanent funding fronl ei.th(!!r 
oelectmen ot' police. c.hiefs so that their services would still be avail­
able when federal funding ended. 

MPI has its own plans for the future, embodied in the formation of the 
Municipal Police Institute, Inc. (MPI, Inc.) which will e.nable chargitlg 
fOl: services. We are aware of some of these tentatiVe plans) but have. 
not addressed them in detail, since the.y are outside the SCOpe of the 
projec.t. 
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Dear Chief of Police: 

YOllr department is one of 25 chosen to represent departments in Massa­
chusetts to which the Massachusetts Police Institute has supplied tech­
nical aSl?listance. In order to evaluate what the }rPI has done, we want 
to talk to people who know about it or its effects: you) othe't members 
of your force, and (where a Rules and Regulations project or a Records 
and Information project was carried out) to a member of the Board of 
Selectmen. 

We have prepared a set of interview guides for our field team. Each 
interview guide (except that for the Chief of Police, which is more 
general) lists topics that the team members will cover; the topics are 
different for each type of project ~vhich MPI has carried out. In your 
department) we will want to talk about the _______________ --:-. 
project. The attachment shows the kinds of people we will want to talk 
to. The AD!.. team member who contacts you will ask you to suggest people 
011 YOllr force to talk with, and ask you to notify them that we would l:1,ke 
to interview them, provide a quiet rOom for interviewing, and set up a 
schedule. All interviews will be voluntal:Y. 

All interviews and other information gathered in this study will be held 
c'onfidential in accordance with our established professional standards. 
We will, of course, collate il)formation gathered, and present this sUJ;U­
mary informa don in the reports, showing trends and general tendenc:i,es. 
Note. aho that We are not evaluating police depattments; W(3 are evaluat­
ing MFI • 

We look forward to finding out from you and some members of your police 
force the facts about ~vhat MFI did for you, how they did it, and what 
the effects have been. 

ASM:ad 
cc: with attachments 

MCCJ 
lYrPI 

Sincerely yours) 

Anton S. Morton, Ph.D. 
Project Director 

ATHENS BRUSSE'l S tONDON PARIS RIO nE JANElllO \iAN i RANGIS.:' 1(,RONl'O WASHING I)N Wltsr1AflFN 

A-I 



Arthur D Little, Inc. ACORN PARK· CAMBRIOGE.MA 02140· (617) 864 5770· TELEX 921436 

Dear Chief of Police: 

Your department is one of 15 which has requested but not yet received 
technical assistance in a Rules and Regulations Project from the Massa­
chusetts Police Institute. As part of our evaluation of the MPI, we 
want to talk with you about your request. how it came about, and what 
you expect that MPI will do for your department. Naturally, we do not 
expect you to be able to tell us anything about what MPI has accomplished 
for. your department" since they have not yet begun the project for you. 
(Wfe will also be talking with the Chiefs of 'Police and other personnel 
of 25 departments which have received completed technical assistance 
prl:ljects from MPI.) --- . 

A.11 interviews and other information gathei:ed in this study w:Ul be con'­
fidential. Our reports to the Massachusetts Committee on Criminal Justice 
will not identify any individual or police department. We will, of course, 
colla~information gathered, and present this summary information in the 
reports, showing trends and general tendencies. Note also that we are 
£2! evaluating police departments; we are evaluating MPI. 

We lOOk forward to a relatively short interview with you. 

ASM:ad 
cc: MeCJ 

MPI 

Sincerely yours, 

Anton S. Morton, Ph.D. 
Project Director 

ATHENS BRUSSELS LONDON PARIS RIO DE JANEIRO SAN FRANCISr.o roRONTO WASHIN(1"·JN WleSBADI:N 
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~:rt'b 
N outllthrr 5, HHI7 

1 t1rarVXlr~Itl' {) 
£attn 2. H149 

Hl':.NRY F. MAIOLlNI, F'RE;SIOE;NT 
John J. Hanlon'--~'­

-HE6'F0A ~J.:. of1.£.b..~€';j:~~ 
SECRETARY .TREASU R ER 

"C::l1"\)!\!,:~. MASSACHLiS.e:TTS-<.h."'!:~S-

Worc es terTEI-.. 617.ilf:l.a~1·HH" 

INUN/TY TI-IERE IS STRENGTH 753-6321 

August 4,1976 

Dear Chief of Poli~e: 

The Massachusetts Committee on Criminal Justice has engaged Arthur D. 
Little, Inc. (ADL) to perform an evaluation of the Massachusetts 
Police Institute (MPI). 

The evaluation will include interviews of police personnel of selected 
departments that have received services from the Institute. The 
executive board of the Mas~achusetts Chiefs of Police Association has 
reviewed and approved the questionnaire that will guide these inter­
views. 

We would encourage you to cooperate fully with the evaluation of MPI. 
The evaluation will provide valuable information about the accomplish-
ments of MPI to all concerned. ' 

Thank you for your cooperation. 

l-IFM:JF 

V~l--Y truly yo~ \ 

~o/-~~ 
Henry F. Maiol;ni 
President 
Massachusetts Chiefs of Police 

Association 

AllR 41976 
DOMrMmE G~ 

LAW ENFORCEMENT AND 
AIJi'.jilr'{. Of CRIMINAL JUST/CE 
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COMMITTEE ON CRIMINAL JUSTICE 
eo BOYL.SiON SiR!!E:T • SUITE 725.740 • eOSTON 02116 

PRCGRAM (617) 727.5497 

I 
I 
I 

MICHAEL S. PUI<.AKIS 
GOVE:RNOR 

FRANCIS X. BELLOnl 
A'rTORNE:Y GJ::NE:RAI. 

CHAIRMAN 

AOMINlstRATION (617) 727·43~0 
li.:XE:curIV~ (617) 7;,(7·6302 

August 4, 1976 

ROSERI J, I<ANE 

E:Xli.:CUTIVE: 0IRECT~R I 

Dear Chief of Police: 

The Massachusetts Committee on criminal Justice (MCCJ) has 
engaged Arthur D. Little, Inc. (ADL), a management consultan~ firm 
with considerable experience in law enforcement and evaluation, 
to carry out an evaluation of the accomplishments of the Massachu-· 
setts Police Institute (MFI). We believe that the best <:lources 
of information for the MPl evaluation are (1) the polioe depart­
ments to which the Ml?I has provided technical assistance and (2) 
those who have requested such assistanc€h, but not yet received it. 

Accordingly, ADL has used a random procedure to select 
departrnen'cs fl.'om both groups i your department has fallen into this 
sample. A member of -che ADL team will contact you soon to arrange 
interviews with you, members of your department, and (in some 
cases) a member of your town's Board of Selectmen. The ADL team 
will want to discern: (1) how and why you l.'equested NPl technical 
assistanc.e? (2) what MFI did for your department? and (3) what was 
the outcome of the MPI services? _ 

The MCCJ believes that this project will assist MPI in pro­
viding services useful to the police departments in Massachusetts. 
We ask that you cooperate with the ADL project team. 

A member of the ADL team will call you and provide further 
details. If you have any questions do not hesitate to call the 
ADL Project Director, Dr. Anton S. Morton (15F Acorn Park, 
Cambridge, Mass. 02140, (617) 864-5770) or Mr. Cicero Wilson, 
Director of Evaluation, (Massachusetts Commi-t:.tee on Criminal 
Justice, 80 Boylston street, Boston, Mass. 02116 (617) 727-7099). 
The Massachusetts Committee on Criminal Justice appreciates your 
cooperation in this effort. 

RJI<:cwm 

A-4 

Sincerely yours, 

aCl{!a{~ 
Robert J. Kane 
Executive Director 

ut· __ .t"'Viiliz ... _mlllllir.I.f'_7'~'IIl'<:!mJt _____ ;~ __ -* .,...,...-------~.----~.-----.-.-.~--
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INSTRUCTIONS 'FOR INTERVIEWERS 
EVALUATION OF NPI 

'rhe interview is voluntary. The potential respondents have beet). 

asked to come to the interviewers and tell them ¥1hether they will or 

will 110t pl:'l.t'ticipate. However, we may E:2! put any pressure on the re.,. 

spondents to partic:l.pate. If the respondent is undecided, you may show 

him the interview or tell him what it is about. You should assure him 

that the intervie\~ will not tal,e much time. 

~ are. the interface ~~ith the respondent. 

Your job is to find out what the respondent has done, thinks, 

l<no¥1s, and ~o1an ts • 

Your r.ole is to ask questions; the respondent's role is to answer 

them. 

Do not correct or judge the respondent, 

Make sure you understand what the respondent says, If: not, probe. 

If the respondent seems inconsistent, probe. 

But don't contradict, or tell. the respondent what you think the 

answer should be. 

The interview is anonymous and confidenda1. Do not repeat inter­

view information from a respondent to any other respondent or any other 

person. 

Use your own good judgment about how to express the questions 

or the introductions to the respondent. But be sure tCl get across the 

information as printed. 

B-1 
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'lou may find it: useful to ask respondents other than the Chief 

of PoHca what they have been told about the purpose and content of 

the interview; before you tell them the tnateria),. in the Introduction; 

and then cO'J:"rect or supplement what they tell you. 

If the respondent (R) wants to know mote about the study, other 

that1 the IM.teria1 in the Introduction or content of the intervietq ;i.t-

(;elf, say that you will tell him after the interview, so that you don't 

. bias the answers. After the interview, you may tell him/her anyth:l.ng 

he/she wants to know, if you ha.ve time. 

Do ~. give the reBpondent help, information, or advice during 

the :l .. nterview. Again, you IMy .do so after the intel"vietv, :i.f you wish 

and if you have time. 

Material in brackets constitutes :tnstructions for the l.t'ttet"View-

at', which should not be read to the respondent. 

B-2 
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(To be used with instruments 1 at1d 10. Fill in all for Instrument 1. 
Fill in l- ll-, 'sA, Sll, for Instrument 10.) 

1. Group A (25 completed) 

Group B (15 requested) 

Group q (5 other than MPI) 

2.. Name of city or tOWt)' _____ _ 

3. Interviewer JC 

KM __ CLlr ---

4. Type of Project 

RR __ RI __ _ MR __ _ PM __ _ 

ASM. __ ._ 

RR 

MA_ 

5. Dates (Use numerical cod:tng; e, g. , May 1975 '" 5 75. ) 

Month ~ tI.21lih Je~ 

IV. A, C. 

B. ""'-- D. 

E. 

F. -

6. Satisfaction 

Highly Some Some Highly 
ful:.h.- ~ bissat. Dissat:. 

tV. G. 1-

IV. G. 2. -- -

7. Mandays 

V. E. 

B-3 
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INS'l'RUMEN'l' 1 

INTERVIEW FOR CHIE]' OF POLICE 
AND/OR LIAISON WITH ~~1 -- GROUP A 

(RECEIVED COMPLETED TA) 

FINAL 

IN:mODUCTION 

A. Purposes and expected outcome of this project. 

13. Sample chosen to be representative of departt1~ents which 

have received TA. Luck of the draw. (Show alphabetical list of towns 
. 

in sample.] This interview generally concentrates on ~ 

request. 

C. Conf:Ldotl.tiality of all interViews 

D. [Optional) Content of this interview 

E. [Optional] Content of other :f.nterviews in this department 

F. (Optiona11 Interviewer's background in Criminal Justice work 

CONNECTION WITH MPI 

A. How did you first hear about MPI and its TA Program? 

:;hat elGu d:::d you he;!l.r ahout them? 

13. What MFI activities other than prov:f.ding staff who give you 

technical assistance, are you aware of? 

1. Newsletter/monthly bulletin 

Are the topics useful to you? How? Why? (Probe for 

comparison to other available magazines, etc.) 

2. Special Reports 

Are the topics useful to you? How? Why? 

3. Law Library 

Ra:ve you used it? How? Why MPI's? 

4. Legal Assistance 

Have you reques ted an:)!? How? Why IMPI 1 s? Did you find 

it to be sound advice? Was the response time adequate? 
Arthur D Little,lnc 
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III. 

5. Stal'ldards and Goals 

How? 

6. Other (e.g., grant applications, lease negotiations, etc.) 

C. Rave there been any occasions when you have requested assistance 

from MPI and were refused or put off? What? When? Why? 

PROBLEM IDENTIFICATION 

A. 

B. 

c, 

D. 

When did you first feel the need for this kind of help? 

Probes: Row tvas that problem? * m1ydid you need that? 

What happened that caused you to feel the need? 

Discuss your procesS of identify:i.ng the spec:ific problem 

for which you requested assistance! 

1. Was the problem specific? 

2. Did it change as you thought about it? 

3. Did it change as you formalized your request? If so, 

was this as a result of a new understanding of the problem 

or constraints of MPI' s service offerings? 

4. Was the problem of long duration or recen'.;? 

5. Did you make any attempts to solve the problem, before 

you asked MPI for technical assistance? 

6. When did you decide to ask MPI for technical assistance? 

How did you decide that MPI technical assistance was the 

way to proceed? 

*Bear th1;.s answer in llIind,when you talk with Chie'f and others about impact 
of TA. Be sure to discuss in the trip report whether the impact solves 
the problem as originally perceived by the Chief. 
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E. What would you have done, if MPI technical assistance were 

not available? 

F. What did you expect would result from the MPI-TA?' 

IV. PROCESSING OF REQUEST AND TIMING OF TA PROVISION 

V. 

*A. Month and year of f:lrst informal contact with MPI about request. 

*B. 

*C. 

*F. 

G. 

Month and year of written request. Interviewer fill in on data 
sheet beforehand. 

Month and year NPl began work in the field. 

Month and year MPI provided ,".,riUen or oral i.nterim report. 
i 

Month and year MPI conc1,ud~~i its work (e.g" on RR, giving 
police department (PD) a draft for ~pproval by town officials). 

Mon th and year PD began to :tmplement MPI recom:menda tions. 
[During TA is an acceptable possibility.] 

Satisfaction with speed of response,' 

*1. 

*2. 

From formal request to initiation of field work. 

Highly satisfied 

Somewhat satisfied 

Somewhat dissatisfied 

Highly dissatisfied 

From initiation to conclusion of MPI' s work. 

*Highly satisfied 

Somewhat satisfied 

Somewhat dissatisfied 

Highly dissatisfied 

MPI'S MODUS OPERANDI AND STYLE 

A. With whom in the PD did they work? You? Others? 
[Include titles] 

B. Row many of their staff worked here with your departnlent? 
Names 

* Record exactly on data sheet 
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VI. 

vn. 

c. 

D. 

F. 

G. 

What did they do whila they were hare on this project? 
[May refer this and V.E-V.H, Vx. to person(s) named in V.A] 

(Talb .... -wlth whom?; go through records; observe operations; 
work with PD personnel to develop product together) 

What did they find out that is special/unusual!idosyncratic 
about this PD) that affected their report and reconuuendations? 

About hm.:r many man-days did they spend here, working with your 
department on this project? 

Di.d you have the :i,mpression that they understood your PD? 

Probe~ Why? 

Did you have the impression they were giving you a report 
and recommendations specifically tailored to your PD, or 
something p1:etty standard for all the PUIS thay work with? 

Probe: Why? 

H. Did you think that waS appropriate for your department? 

Probe: Why? 

QUALITY OF MPI STAFF MEM'11,)?~S 

A. Did you like the NPl staff person/people who worked on this 
project? 

Probe: Why? 

B. Did helthey have the background and experience to help the 
PD on this project? 

Probe! Why? 

IMPACT OF TA 

[A different set of impact questions goes to other respondents] 

A. What did the MPI-TA accomplish? 

.13 • 

c. 

Was it what you expected? 

[Compare ,,,i th III. E J 
Probe: Why? How? 

How have you used the report and reconllnenda tions? 

Probe for supervisory follow-up that product is being used. 

Probe for whether, how much, product is used. 
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D. 

E. 

Did the MPI-TA have any impact on the PD? 

[If I·yes ," probe in detail: ~vho, t>.1hat, how much, when, where, 
how. Compare with III A. Include expected, direct, as well 
as unexpected and indirect.] 

Please tell me which of those impacts have been positive, 'l1hich 
negative, an.d which inconclusive, in YOU1' opinion? 

Probe: \lIlly? 

VIII. MPI FOLLOW-THROUGH 

rx. 

A. Did MPI get in touch with the PD, aftet MPl handed in its 
produc t, to inquire about the PD I S implementation? When? 

B. What did MPl ask about? 

OtHER TA OR CONSULTATION 

A. 

B. 

c. 

D. 

E. 

Did PD ask for any other TA frOm HPJ:, before 01:' afte~ 
subject project? 

If IIYes.": 

How did one tA project lead to the next? [Probe for 
information relevant to "foot in the door" hypothesis.] 

If "No. tl: 

WhY not? '(No ilsed, waiting time, NPl project constraints, 
MPI-TA not helpful, etc~) 

Have you sought any other outs'ide help or TA froIl\ an 
organization other than MPl? 

If IIYes.": 

Have you received any other outside help or TA fr~1l1,an 
organization other than MPI? . 

If "Yes.": 

Can you descdbe what was similar and what was different about 
the way the MPI staff and the other people worked with you? 

Arthur D Little, Inc. 



X. EVALUATION 

A. Would you recommend this kind of MPI-TAto others'? 

getlerally 

about this specific problem 

this specific consultant 

B. Rave you recommended this to others? Who? What was their 
reaction? 

C. Would you have been willing to pay for the TA you received, 
assuming you had it in your budget and it cost about [$1,500 
for RR; $4,000 - $6,000 for RI; $8,500 for MR Study; donlt 
mention cost for others]. 

D. Do you think your town would have allocated that amount for 
MPI-TA? 

XI. CHIEF'S BACKGROUND 

A. Can you tell me a little about your own experience and training 
in police work? 

[Note years of experience: total and in present force; years 
as a chief; significant training and educ~tion.J 

XII. OPEN QUESTIONS 

A. Can you sum up your experience on this project with MPI, 
its positive and negative aspects? 

B. ifuat recommendations would you want us to make about 
MPI? Row could they be more useful to you? 

C. If you were in our position, evaluating MPI-TA to police 
departments, is there anything else you would ask? Is 
there anything else you would like to tell us? 

1-6 
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II. 

INSTRT)MEN'I' 2 -- GROUP A 

RULES AND REGULATIONS (RR) - POLICE OFFICER 

INTRODUCTION 

A. We're looking at changes that have taken place in police 

departments in Massachusetts. 

B. Sample chosen to include departments in different-sized 

cities and towns. Luck of the draw. 'talking to police 

at various levels in departments. 

C. Conficie.ntiaHty of all interviews 

D. [Option/all Content of this interview 

E. [OptiOl'lal] Content of other interviews in this department 

F. [Optiona.l] Interviewer's background in Criminal Justice work 

G. May I talk to you? 

USE OF RULES AND REGULATIONS 

Let's talk about the M'S of the department: 

A. Do you have a copy of the Rules and Regulations'? 

B. ~len did you receive it? 

c. Have you read the Rules and RegulaC:lons? 

D. 1:lave you received any training on the Rules and 

Regulations? 

(Probe, if "yes": Kind and amount of training.) 

E. When was the last time you referred to them? 

FINAL 

F. How do you use them? E. g.. do they af£erc t the Vlay you do things? 
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III. 

IV. 

~--------~----------------------~---------------

EXISTENCE.AND NATURB OF RR'S 

A. Have there always been written RRls since you've been 

with the department? 

B. How long have you been with the department? 

C. Have the RR I s changed or YOU1: use of them~ in any way 

since this time? How? Why? When? 

Can you be specif:Lc? 

1. Conflict of interest 

2. Orders 

3. Required conduct 

4. Prohibited conduct 

5. Un:l.forms and appearances 

6. Departmental property and equipment 

7. Disciplinary actions 

8. Other (specify) 

D. Have your superiors/supervisors done anything to make sure 

you and other patrolmen conform to these changed Rules 

and Regulations? 

(Probe, if Ilyes ": Can you give me some exanlples? 

EFFECT OF RR CHANGES ON JOB 

A. Do you believe the changes you just mentioned have affected 

you, your job, or how you feel about your job? 

,If Yes: How? (Probe: ) 

B. Do you believe this would have happened if RR's were not 

changed or adopted? Why? 
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v. 

VI. 

DUTIES BY RANK AND A~SIGNMENT 

A. When was the last tima yo'u saw a copy of a'description of 

your duties? 

B. Have they c.hanged in any way since being in this position? 

Whelt? How? Why? 

C. What has been the result of your being given or ShOWl1 a 

copy of your duties? Has it affected the way you perform 

your job? How? Why? 

(Probe for specificity.) 

POLICIES AND PROCEDURES 

A. How do you use policy and procedure statements? 

B. Have they changed in any way over the years? 

When? How? Why? 

C. Do you use them differently in any way 110W compared 

to before? How? Why? 

D. Have the changes affected the r,\fay in \.;rhich you do your job? 

(Probe--specific for PP.), How? 

2-3 
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FINAL 

INSTRUMENT 3 ~- GROUP A 

RULES AND REGULATIONS (RR) 
(FtRST LINE SUPERVISOR .... - TO BE DESIGNATED BY POLlCE CHl.1:n~) 

1. INTRODUCTION 

A. We're looking at changes that have taken place in pOLice 

departments in Massachusetts. 

B. Salnple chosen to include departments in different-sized 

cities and towns. :Luck of the draw. Talldng to pol:tce 

at various levels in departments. 

C. Confidentiality of all interviews 

D. [Optional] Content of this j.nterview 

E. (Optional) Content of other interviews in this department 

F. [OpHonal] Interview'e'X" s background in Criminal Justice worl~ 

G. May I talk to you? 

n. USE OF RULES AND REGULATIONS 

We are going to talk about the RR I s of the department: 

A, Do you have a copy of the rules and regulations? 

B. ~1en did you receive it? 

C. Have you read the rules and regulations? 

D. When was the last time you referred to them? 

E. How do you use them? E. g., do they affect the way you 

do things? 
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III. EXISTENCE AND NATURE OF RR'S 

A. Have there always b(~en written RR I s since you've been with the 

departmel"l.t? 

n. How long have you been with the department? 

C. Have the RR t s changed) or your tiSe of them, in any way 

since the time you joined the departmenc? How? Why? When? 

Can you b'e specific? 

1. CanUiet of interest 

2. Orders 

3. Required conduct 

4. Prohibited conduct 

5. Unifonns and appearances 

6. Departme.ntal property and equipment 

7. Disciplinary actions 

8. Others 

XV. Ell'FECT OF RR CRANGES ON JOB 

A. Do you believe the changes you just mentioned have affected 

you and your job? 

If yes: How? (Probe: Problems of implementing change, 

better/worse, appearance, conduct, morale, etc.) 

B. Have you noticed any effects on the police officers you 

supervise? What? How? 

C. What: del you attribute. these effects to? 

D. Rave you or anyone else in the department done anything in the 

way of: in-service training of your subordinates on the new/ 

changed RRts? 
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If yes: Hb,o j wha t:, how mu(~h, how? 

E. Have you personally taken a.ny action to see that your 

subordinates follow the new/ t~hanged RR t s? 

If yes! Can you give me lit couple of examples? (Ptobe: 

Why, when, ho\'1 > problems.) 

V. DUTIES BY RANK AND ASSIGNMEN'1i 

A. Do you use the statement o:E duties and assigrunents for 

police officers 7 How? 

B. Have they changed or has the use of thent changed over t;:he 

year? When? How? Why? 

If yes: 

C. How have the changes affected the way the department works? 

D. Do you use the statement of your own duties and assignments? 

E. Have the duties for your rank and assignment chE1Uged ,it), at11 

way since you lve been in this position? When? HOi'1? Why? 

F. How have the changes affected the way the department: works? 

VI. POLICIES AND FROCEDURES 
--- j ...... 

A. How do YO\l use policy and procedut'e statements? 

B. Have they changed in any way over the years? 

When? How? Why? 

c. Do yOll use them differently in any way now compared 

to before? How? Why? 

D. Do you believe the changes you have just mentioned have 

had no effects, positive effects, 017 'negative effects, in 

enabling you to perform as a supervisor in an effective 

and efficie11t manner? 

Probe for specifics: How, when, where, why? 
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E. ! Whi(~h changes have had the greatest effects? 

~~ Do you l:e.el that these changes have affected any 

particular aspect of the way this department, as a 

whole, worl<:s? 

Prob e for spec.if ics : Ho~q, whetl, whet."a, why? 

If xes: 

G. Have these changes been for the better or worse, or 

inconclusive? (Probe for specifics: How, why?) 
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J:Ns'rRUMEN'r 4 -... GROUP A 

PERSONNEl. MANAGEHEN'r (PM) 
PERSONNEL ADM!NIS'rRNtOR, KEtPER OF VEHICLE COS'J; RECORDS 

(INtERVIEWEE(S) 'to BE DttSXGNATgD BY FOLICE CHIEF) 

A. We're looking at changes that have taken place in police 

departments in Massachusetts. 

13. Sample chosen to include depart.ments in different ... sized 

cities and towns. Luck of the draw, Talking to police 

at vario1ls levels in departments. 

C. Confident:iality of all interviews 

D. [Optional] Content of this interview 

E. [Optional] Content of other interviews in this department 

F. [Optional] Interviewer's background in Criminal Justice work. 

G. ~~y! talk to you? 

II. CHANGES 11'1 PERSONNEL ADMINIs'rRAtION 

Our discuss::l.on will be centered around personnel administration: 

A. How long haVe you been involved in the personnel 

administra.Uon of this department? 

B. t~lat changes in personnel a.dministration have you noticed 

over this time? When? How? Why? Which new forms do you use? 

C. Has a personnel evaluation system been established during the 

time you've been with the department? 

If yes: For which ranks? How does it work? 

FINAL 
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III. EFFECTS OF CHANGES 

A. Have any of these changes affected your job? 

If yes: How? (Easier/harder, more/less efficient, etc.) 

B. Have these changes affected the way your department 

.' func t.ions? 

]:I yes: How? (More/less efficient or effective, morale, etc.) 

C. How did those changes come about? (Probe for effect 

of MPI-TA.) 

D. Do you find that the amount of information you have on 

department personnel is more or. less complete now compared 

to the past. (Probe: What information, why? ) 

E. What effects have these changes had on you? On the way 

your department works? (Probe for: less/more time'spent on 

record maintenance, more/less accurate and timely data, etc.) 

F. Can you think of any other areas of personnel administration 

in this department that have changed over the years, that I 

did not ask about? (Probe fo.r: what? when? why? how?) 

G. How have thos~ changes affected your job in personnel 

administration? 

H. How have those changes affected the way your department 

works 1/ 

I. How did those changes come about?' (Probe for effect of 

MPI-TA. ) 
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J. Did any of the changes we talked about result in other changes? 

'For example, is your department doing something else new, that 

mayor may not be directly related to personnel administration, 

that was an outgrowth of the changes you made in your personnel 

administration or personnel forms? (Probe: What, how; why, when?) 

IV. TRAINING IN PERSONNEL ADMINISTRATION OR USE OF PERSONNEL FORMS 

A. Have you received any training in personnel administration 

or the use of pe.rsonnel forms since you joined the depa.t:tment? 

If MEl training is mentioned: 

B, Can you tell me about it? (Probe: When, what was covered,) 

C. Would you say you learned nothing, a little, a fair amount, 

or a lot that was new? 

D. How much that you learned have you used since? (Probe: What; 

why Some was not used (if applicable).) 

E. Is there anything else you wish had been covered in the training? 

If yes ~ What? Why? 

F. Would you recommend this training to people who have the 

same responsibilities as you in· o·ther departments like yours? 

G. Why?/Why not? 

V. VEHICLE COST* 

A. How do you determine the cost ofvehic1e operation per ntile? 

B. Does this differ from previous cost methods? How? When? Why? 

C. What effect have these changes had? (Probe: More accurate 

cost data, etc.) 

*Ask of person who keeps vehicle cost records. 
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FINAL 

INSTRUMENT 5 -- GROUP A 

RECORDS AND INFORMATION 
(TO BE DESIGNATED BY POLICE CHIEF) 

ONE ADMINl.STRA'I'IVE/ SUPERVISOR INTERVIEWEE, ONE OPERATIONAL INTERVIEWEE) 

I. INTRODUCTION 

A. We're looking at changes that have taken place in police 

departments in Massachusetts. 

B. Sample chosen to include departments in different-shed 

cities and towns. Luck of the draw. Talking to police 
<, 

at various levels :Ln departments. 

C. Confidentiality of all interviews 

D. (Optional} Content of this interview 

E. [Optional] Content of other interviews in this department 

F. [Optional] In t e rviewe r's background in Criminal Justice work 

G. May ! talk to you? 

II. PRESENT RECORD KEEPING SYSTEM 

I'd like to talk about the records and information system in 

your department. 

fl.. How long have you been involved with records and 

information in this department? 

B. Could you please describe, step-by-step, the record keeping 

system you use now? 

Starting with: 

1. Receipt of complaint (reportable incident). How? By whom? 

a. What is done with general calls, non-reportable inc:l.dents? 
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III. 

IV. 

2. Initiate Incident. Card. What is re.Mrcled? Whe11? 

How? Fot" what purpose'? 

3. COiUplet:e tncident, CarEl. tf major incident? Dispos:i.tion 

of eVet1't recorded? 

4" Process Incide~~. Where/whom does it go to? What 

. happens to it'? What information is transferred, verified 

approved, sununarized, etc. How? By whom? 

5. Departmental file opened? When? M10? What information 

is retrieved? How? 

C, [Interviewer note description of key elements of physical 

facilities of record system.] 

PREVIOUS RECOHD KEEPING SYSTEM 

A. Now, please describe, step-by-step, the record keeping system 

you used [before Ml?I completed RI project]. Starting with: 

[Repeat II.A.1.-5., above, probe and note changes.] 

B. Were the physical facHi ties any different? If yes: How? 

MW did they change? 

COMPARISON AND CONTRAST 

A.For each change noted: 

1. Why did you change? (Probe for perceived reasons 

as well as relationship to MP'I-'£A.) 

2. Which way' did you feel was more effic:i.ent? More effective? 

3. Why? (Probe for less/more time consuming; freed/took up 

staff time; better/worse records; more/less secure; 

more/less "lost!! information, etc.) Be sure to ask 

How db you know this to be true? 
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C. 

D. 

--- ------~ --~------~ 

Topic,s to be discu.ssed if MPI is mentioned in A., above: 

1. Did MP! de.velop!revise a writ ten records procedure 

for you? Did you have one befo·r.e? How was (is) it used by 

you? Others? 

2. Has there 'been more/less maintenance in your cross 

referencing syste.m? 

3. Has it increased/decreased typing? By whom? (Probe for 

police officers or c.1erks.) 

if. Did the new hardware (files, forms, etc.) increase/decl::e.ase 

file space? Ease and effectiveness of filing? 

Check-back. for other changes 

1. Are there any other changes in your record system or 

other areas that affect your record system that we have 

not already discussed? 

2. [Cycle back to IV.A. and B. for additional changes 

brought up :1.11 response to C.] 

Did any of the changes we talked about result in other 

changes? For example, is your department dOing something 

else new) that mayor may not be directly related to your 

record system, that was an outgrowth of the changes you made 

in your record keeping system? 

[Probe: What, how, why, when?] 
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INSTRUMENT 6 -- GROUP A 

INTERVIEW WITH MOST KNOWT"EDGEABLE PERSON ON MANPOWER RESOURCES 
IN PD, TO BE IDENTIFIED BY CHIEF 

MANPOWER RESOURCES 

SECTION 1. BACKGROUND 

1. INTRODUCTION 

A. PUl.-poses and expected outcome of this project. 

B. Sample chosen to be representative of departments which 

have received TA. Talking to police at various levels 

in departments. 

C. Confidentiality of all interviews 

D. [Optional] Content of this interview 

E. [Optional] Content of other interviews in this department 

F. [Optional] Interviewer's background in Criminal Justice work 

G. May I talk to you? 

II. TYPE OF MR DONE 

Based on quarterly report and files, checking w'ith respondent, 

was it: 

__ Manpower Review 

__ Manpower Survey 

____ Manpower Study 
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III. NEED FOR ASS!STANCE 

PX'obe especially whether it was to obtain outside objective 

confirmation of requirement for more police, to be furnished 

to local town officials. If so, did proj ect subs tantia te 

the need? 

A. When did the department first feel the need for help 

on manpower resources? 

Probes: How was that a problem? Why did you need that? 

How waS the need communicated up the line in the department? 

B. What happened that caused the department to feel the need? 

C. What did you expect would result from MPI-TA? 

Arthur D Little/Inc. 
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SEC~ION 2. MANPOWER REVIEW· 

A. What kinds of information did the MPI staff gather as part 

of t.he manpower review? 
About About 

pept. Under Study Ot_h~~pts. 

Per capita cost of police service 

l?olice budget (% increase, etc.) 

Ratio of police per thousand 

Author:l.zed/assigned strength 

Patrol coverage VS. population density 

Available vehicles per officer 

Relative. strength. of part-time officers 

Crime statistics 

Non- sworn personnel 

Other 

n. What did MPI recommend? 

(Probe for detail: Who, what, how much, when, where, how?] 

C. Did they make clear to you) what they based their rec.ommendatiolls 

on? 

Probe: m"l.at were. the findings and conclusions on which the 

recommendations were based? 

D. Did you and your department agree with the recommendations? 

[Probe: What, why?] 
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G. 

H. 

What has your depE:trtment done since you received :recommendatio11S 

tram MFI? 

[Pt'ohe fat' detail: Who, what> how much~ when) whet's, how? Make 

sure you understand which departmental actions coincide with MPI 

recommendations) which contradict them or follow' them partially, 

which (by process of elimination and comparison with B, above) 

were not cat'ded out. Ask for and bring back relevant copies of 

forms, dClcuments, etc.) 

What other MPI tecolllmendations if any, does your department 

plan to implement? [Probe for detail, as in E. Also find out about 

reasons for· time phasing.] 

Have the implemented changes affected the way your department 

w()rlts? 

1:i.Y9s : 

In ,.,hat ways? (Better coverage, ability to respond to calls, 

mot'e effective. or efficient use of ava:llable persoltnel, etc.) 
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SEOTION 3. MANPOWER SURVEY 

A. What ldnds of it'l.fortnat~;on were ga.thered> and who gathered them, 

as pat"1; of the trtanpowel." survey'? 

Incident recorder 

'Patrol assignment 

Patrol ava.i1abi.lity 

Patrol allocation 

Patrol distribution 

Needs for. investiga.tive manpower 

Functioning of records system 

Futlctioning of traffic enforcement 

Department organization 

Other (specify) __________ ~. 

By 

MEl 

By Pers. of 
Dept. Under 

S.t.udl 

'-
[Obtain details on each: how information was gathered, what level 

of detail~ etc. J 

B. Wha tdid hlP! r econunend ? 

[Probe for detail: Who, ~rhat, how much) when, \\1here, how?] 

C. Did they make clear to you, what they based their recommendations 

on? 

Probe: What were the findings and conclusions on which the 

recommendations were based? 
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D. bid you and your department agree with the reco1l1.lnenda tiona? 

[Probe~ miat, why?] 

E. What has your depar.tment done since you received reco1l1.lnEl.t1dations 

:er.om MPI? 

[Probe for de tail: Who, what, how much; when ~ where l how? Make 

sure you understand which elepartmemtal actions coincide with hlP! 

recommendations, which contradict them or follow them partially. 

which (by process of eHminati.on and comparison with B 1 above) 

were not carried out. ,A,ak for and bring back relevant copies of 

fo:rms, documents) etc.] .... 

F. Wb.a.t other MP! rec6:1l1.luendatiou, :1.£ any, does yo~rr departmel1.t plan 

to implement? [Probe fo'1': detail, as in E. Also find out about 

Eeasons, for time phasin.g. J 

G. Ha'I.'Te the implemented changes affected the way your department 

works? 

If yes: 

H. In what ways? (Better coverage, ability to respond to calls, 

more, effectilTe or efficient use or available pe'tsonnel, etc.) 

SECTION 4. MANPotvER STUDY 

[Ask questions in Sections 2 and 3] 
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INSTRUMENT 7 -~ GROUF A 

INTERVlmQEE .... CHIEF OF POLICE 
MU'IDAL AID 

DIRECT USES OF MUTUAL AID AGRE~rmNT 

A. About how many times sillce the agreement was signed, have 

you asked any of the other signatories fot aid? 

.ft...§!."t leas t once': 

B. Can you describe those instances? [For each one~ ascertain] 

1. Why was help needed? 

2. Whom did you ask for help? (Include non-signatories) 

3. Were all these signatories of the MA agreement? 

4. Who furnished help? 

5. \Vhat kind; amount, and time? 

6. Was the help beneficial co your department? 

How? Why? 

7. Do you think you would have received it, without a 

mutual aid agreement? 

Why? Iwny nut? 

C. Effect on manpower requirements 

1. Has signing the MA agreement had any effect on 

your department's needs for police manpo\>ter? 

If yes: 

2. In Whl;tt way? (Probe :Eor details.) 
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n. 

D', About how malty times since the agreement was signed, 

has another signatory asked your departmet1.t for aid? 

If at least once: 

E, Can you describe those instances? [For each one, ascertain] 

1. Why did they need help? 

2. Did you furnish help? 

3. Why?/Why not? 

If some help furnished: 

4, What kind, ameunt, and time? 

S. Do you think. the help was beneficial to the 

requesting department? 

Hew? Why? 

6. Do you ·think your department would have f.urnished 

help without a mutual aid agreement? 

Why? /Why not? 

INDIRECT SPIN-OFFS OF MUTUAL AID AGREEMENT 

.' i 

A. Is there any way in which the gocess of arriving at the 

mutual aid agreement or the fact of having a. mutual aid 

agreement has changed the relationship between your department 

and any of the otl'et signatory departments? 

If yes: 

B. In what way? 

(Probe for specifics, evaluation.) 
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C. Can you think of any other way that the ulutual aid agreement 

has changed the way in which your department works? 

If yes: 

D. In what way? 

(Probe for specifics, evaluation.) 

III. MPI' S ROLE AND OPEN QUESTION 

A. Do you think that the mutual aid agreement could have. been 

signed, without 'MJ?I' s participation? 

E, Why? Why not? 

C. Is there anything else you'd like to add about mutual aid 

agreements, and the particular one your department signed? 
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INSTRUMENT 8 -- GROUP A 

SELECTMAN/FORMER SELECTMAN 
(DESIGNATED As HOST KNOWLEDGEABLE ABOUT POLICE OR Rll BY CHIEF), 

RR 

INTRODUCTION 

A. Purposes and expected outcome of this project. 

B. 

c. , 

D. 

E. 

F. 

Sample chosen to be representative of departments which 

have received 'rA. Luck of the draW'. [Show list of towns 

in sample.] This interview generally concentrates on ~ 

request. 

Confidentiality of all interviews 

[OptiOnal] Content of this intervie\v 

[Optional] Content of other interviews in this department 

[Optional] Interviewer's background in Criminal Justice 
and to,m goVe1.11mEmt work 

G. May I talk to you? 

PROBLEM IDENTIFICATION 

A. Where did the recognition of the need for help on 

RR originate? 

B. Why was the need felt? 

C. What did you expect would result. from the RR project? 
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II!. REVIEW OF DRAFT RR BOOK 

A. Did anyone on the Board of Selectmen actually thoroughly review 

the RR Draft, or did th(~ Board delegate this to the 

Ch:Lef of Police? 

B. What kinds of concerns did the Board, the Chief, 

or both, have in mind in reviewing the draft? 

C. Did the Board vote any changes in the draft? 

If yes: 

D. What were they? 

E. Why were the changes voted? 

F. Were the Board's changes incorporated into the 

final version? 

G. Why?/Why not? 

IV. OVERVIEW 

A. Since the RR was adopted, have any changes taken place 

in the way the police depa'.ttment works, to your knowledge, 

related to the adoption of the RR? 

If yes: 

B. What are they? 

[If "yes," probe in detail: who, what, how much, when, where, 

how. Include expected, direct, as well as unexpected and 

indirect. ] 
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C. Please tell me which of those impacts have been positive, 

which negative, and which inconclusive, in your opinion? 

Probe: Why? 

D. 

E. 

F. 

G. 

H. 

Do you think, in summary, the RR project was useful to 

your.conununity's police department? 

Probe: Why?/Why not? 

Do you think the Board of Selectmen would have been 

willing to pay MP! for its services in providing the RR~ 

say $1,500. 

As you probably know, the HPJ: now will a.ccept only requests for 

technical assistance signed by a police chief. For e~ample, 

they presently do not furnish TA on a request signed by a l:loard 

of Selectmen. Do you feel comfortable with that? 

Why?/Why not? 

If you were in our position, evaluating MrI-TA to police 

departments, is there anything else you would ask? Is 

there anything else you would like to tell us? 
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1. 
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III. 

INSTRUMENT 9 -- GROUP A 

SELECTMAN /FORMER SELECTMAN 
(DESIGNATED AS MOST KNOWLEDGEABLE ABOUT POLICE OR RI BY CHIEF) 

Use only if Selectmen sEecifically authorized funds for RI 

RI 

INTRODUCTION 

A. Purposes and e~pectecl outcome of this pro1ect. 

B. Sample chosen to be representative of departments which have received 
'tA. Luck of the draw. [Show lis t of towns in sample.] 
This interview gen~rally concentrates on £~ request. ' 

c. Confidentiality of a11. interviews 

D. [Optional] Content of this :i.nterview 

8. [Optional] Content of other interviews in this department 

F. [Optional] Interviewer's background in Criminal Justice 

and town gove:t'nment wor1<. 

PROBLEM IDENTIFICATION 

A. Wheredicl the recognition of the need for help on Records 

and !nfonnation originate? 

B. Why waS the need felt? 

C. What did you e~pect would result from the RL project? 

REVIEW OF REQUEST FOR RI funding 

A. Was there ,diSCUSSion among the Board of Selectmen when thef 

decided about whether to fund the request for hardware for Rl? 

,B.. ,What kind of concerns did the board have in regard to funding? 

What benefits did they e~pect? 

[What standards or criteria were used?] 

c. Why was the request granted? 
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IV. 

i 
" 

OVERVIEW 

A. Since the new RX system was adopted, have any changes taken 

place in the way the police department works, to your know ... 

ledge, related to the adoption of the iI? 

If yes: 

B. What are they? 

[If "yes," probe in de tail: who, what, how much, when, 

where, how. Include expected. direct, as well as unexpected 

and indirect.] 

C. Please te11 me which of those impacts have been positive., 

which negative, and which inconclusive, in your opinion? 

Probe: Why? 

D, Do you think, in summary, the Rt project was useful to 

your community's police depart.ment? 

Probe: Why?/Why not? 

E. Do you think the Board of Selectmen would have been willing 

to pay MPI for its services in providing the RI, say $Lf, 000 

to $6,0~0> including the cost of MPI staff and your hardware. 

]', As you probably know, the MPI now will accept only requests 

for technical assistance signed by a police chief. For 

example, they presently do not furnish TA on a request signed by a 

Board of Selectmen. DQ you feel comfortable with that? 

G. Why?/Why not? 

H. If you were in our position, evaluating MPI-TA to police 

departments, is there anything else you W'ould ask? Is 

there anything else you would like to tell us? 
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INSTRUMENT 10 -~ GROUP 13 

INTERVIEW FOR CHIEF OF POLICE AND/OR LIAISON WIl'H Ml?I 

INTRODUCTION 

A. Purposes and expected outcome of this project. 

13. Sample chosen to include departments which have requested 

but not yet received MPl-':t'A. We ate. also conducting 

separate and different :Lnterviews with departments 

which have received TA.) 

c. Confidentiality of all inte:t'views 

D. [OptiOlial] Content of this interview 

E. [Optional] Intervi,ewer t s background in Criminal Justice 

work 

CONNECTION WITH MPI 

A. How did you first hear about MPI and its TA Program? 

Hh.at else did you hear about them? 

B. 17hat "1P1: activities other than providing staff: nho g:tve 

you technical assistance, are you aware of? 

1. Newslet ter /Monthly Bulletin 

Are the topics useful to you? How? Why? 

(Probe: for comparisons to other available 

magazines, etc.) 

2. Special Reports 

Are the topics useful to you? How? Why? 

3. LaW' Library 

Have you used H? How? Why MPI IS? 

:F'lNAL 
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III. 

4. Legal Assistance 

Have you l."eques ted any? How? Why MP!' s? Did 

you Hnd :Lt to be sound advice? Was the respons~ 

time adequate? 

5. Standards and Goals 

How? 

6. Other (e.g., grant applications, lease negotia­

tions, etc.) 

C. Have there been any occasions when you have requested 

assis tance. from !v1P:( and were refused or put off? What? 

When? Why? 

PROBLEM IDEN~IFICATION 

A. When did you first feel the need for this kind of help? 

Probes: How \\I"aS that a problem? Why did Y01..1 need that? 

B. What happened that caused you to feel the need? 

C. Discuss yoru process of ident:1.fying the specific problem 

for which you requested assistanne: 

1. Was the problem specific'l 

2. Did it change as you thought about it? 

~. D;i.d it change as you formalized your request? If so, 

was this as a result of a new understanding of the problem 

or constraints of MPI's charter? 

'I. Was the problem of long duration or recent? 

5. Did you make any attempts to solve the problem, before 

you asked MPI for technical assistance? 

6. When did you decide to ask MPI for technical assistance? 
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D. How did you decide that Mp1 technical assistance was the 

way to proceed? 

E. What would you have done, if Mp1 technical assistance 

were not available? 

IV. PROCESSING OF REQUEST AND TIHING OF TA PROVr.Sr.ON 

*A. Honth a nd year of first inforlnal contact with MPI about 

request. 

*13. Month and year of written request. Interviewer fill in 

on data sheet beforehand. 

V. PRESENT RULES AND REGULATIONS 

A. Does your department now have a set of written Rules and 

Regulations? Job Descriptions? Policies and Procedures? 

If Hyes ll to any of these: 

B. Why do you want a new set? 

[Probe in detail: E. g., what will a new set do for you 

that the present set does not? Hill a new set positively 

influence the Board of Selecttlten? Probe further :I.f response 

is that present set is outdated.) 

If llno": 

C. Why do you want one? 

[Probe in detail, similar to 13. J 

VI. EXPEC'fA':CIONS OF Mp1 .... RR 

A. What do you think MPI will provide you with~ in the way 

of a new set of Rules~and Regulations? 

[Probe for detail: Format, content, degree of standardiza­

tion/tai10rmade for his department.] 
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B. If you were in our position, evaluating Ml?X""'l'A to police 

departments, is there anything else you would ask? Is 

there anything else you would like to tell us? 
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INSTRUMENT 11 

SELECTMAN/FORMER SEt'ECTMAN 
(DESIGNATED AS MOST KNOWMJDGEABLE ABOUT POLICE OR MA BY CHIEF) 

MA 

I. INTRODUCTION 

A. Purposes artd expected outcome of this proj ec t. 

B. Sample chosen to 'be representative of departments which have received 

TA. Luck of the draw. [Show lis t of towns in sample.] This 

interview concentrates on one request. 

C. Confidentiality of all interviews. 

D. [Optional] Content of: this interview. 

E. (Optional) Content of: o ther intervie~oJ's in this department. 

F. [Optional] Interviewer's background it). criminal justice and 

town government tvorh~ .. 

G. Hay I talk to ~'ou? 

U. PROBLEM IDEN1'!FICA.TJ:ON 

A. Where did the recognition of the need for help on Mutual Aid 

(MA) or.1. .. ginate? 

B. Why was the need felt? 

c.. What did you expect would result from the MA agreement? 

II!. REVIEtv OF MA AGREEMEN'I' 

A. Did anyone on the Board of Se18ctmen actually thoroughly review 

the MA draft agreement; ~r did the Board delegate this to the 

Chief of Police? 

B. Wh.at kinds of con.celtns lid the Board! the Chief, or both, have 

in I11ind in reviewi).1g thE. draft? 
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C. Did the Board vote any changes in the draft? 

If Yes: 

D. What were they? 

E. Why were the changes voted? 

F. Were the Boardfs changes incorporated into the final version? 

G. Why? /Why not? 

IV. OVERVIEW 

A. Since the new MA agreement was adopted, have any changes taken 

place in the relations of the police department to the other 

departments in the compact, to your knowledge, related to the 

adoption of the MA agreement? 

l3. \vhat are they? [If If yes , " probe in detail: who,what, how much, 

w·here, when, how? Include expected, direct, as well as unexpected 

and indirect.] 

C. Please tell me which of the change.s have been posit:lve~ which 

negativ~, and which inc0nclusive, in your opinion. Probe: Why? 

D. Do you think, in summary, the MA project was Jseful to your 

conu'n.unity's police department? Probe: Why'(/Why not'? 

E. As you probably know~ the Ml'! now will accept only requests 

for techuica,l aSSistance signed by a police chief. For example, 

they presently do not furnish TA on a request signed by a BQiard of 

Selectman. Do you feel comfortable w'ith that? 

F. Why? /Why not? 

G. If you were lln. our position, evaluating MPI-TA to police departments, 

is there anything else you would ask? Is there anything else yon 

would like to tell us? 
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EXCERPTS FROM MPI RI MANUAL 
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The records management system suggested meets these criteria: 

- It provides a record of every reported crime or event •. 

- :(t includes an index system that is a one-source reference 
to the tnaj or records mainta.ined by the depal.'tment. 

- It provides for the centralized control of the records 
function and the most efficient use of clerical personnel. 

- It is simple, flexible and encourages prompt processing 
and filing of reported data. 

- It is an easy system to follo,v and lends itself to summari­
zation and analysis . 

. - It is designed to require a minimum number of record personnel 
to maintain an adequate system. 
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Q!lOGRAPHICAL (GEO) ..92DE ~tl\p 

FIGURE :5 

A map of pntrol areas is posted in the, communicatj.on center with sub­
divisions of the areas indicated by borders' and nt.lmerical designators. Use 
of this geocodec1 map by ofHcers p:r'ov:ldes data for analyzing patrol activity 
()'1 location by nature and volume in daily, hourly and seasonal variations. 
The Chief of Police is.provided with an additional management tool. 
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~3!'CHER/..9£FICER STATUS RACK, 

FIGURE 4 

------~----~ --

This status rack p:rovidos police dispatchers \"it:h a handy storage 
area for active incident cards. It enables the dis-pat.cbet' to inst~mt15' 
iclen'tify the 10cGi.tion of "on call" patrol units for officer'S safety 
and quick response for back up units. Each patrol unit is monitot'eO. from 
dispatch,' to arriva1 on scene> 'lmtil unit is clea);' and avaiJ.able for other 

assignments. 

DT.SPATCF-IER/OFFICERS ST~TUS~ RACK 

.-___ ,-_......:FIGURE 4 
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INCIDENT CAftD~1 " ! 'I' 
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POLICE Of=f=ICER'S INCIDENT REPORT 

__ .01 __ 

FIGURE 8 

RECORD N 

ARREST # 

A. 

I 
b INIl'IAL RlOflORT I o FOLLOW-UP REP;RT " 

INCIDeNT ~ .-_-_-~~~~~~:-,--_.~-_'---..,...-~ -~ -_-_ -_ -_rl .... -_IN_C_,~_C,O~_D_E +~LO-::C~A"::TI_O~N-:-:--:-:--:-:-_-:-:-:-:-:-~ ___ -r-='-I.G'=D'j 
DAt€ & WA\~ OCCURRED DATE & TIME REPORTED DATE S, TIME Or: THIS REPORT 2~~1~~ II~ MORE 0 '. ,I 

SUPPLEMENT 

I CODES ro 1310 USED BELOW WINWBIOX M
S
N1KEDp P'CAOQEN"T 

)-INVOLVED V-VICTIM - TNES • I~" 
PAlmCIPANT 

RP·REPORIINO PAATY DC-DISCOVERED CRIME 
.~ I 

COde I 
'PRINCIf'AL PAHTY'S (OR FIRM'S) NAME (LAST,FIRST,M.I ) RESIDENCE ADDRESS . 1'i6SIDENCE PHONE 

Date of Blrlh BUSINESS ADDRESS (SCHOOL IF JVNL,) BUSINESS PHONE I 
I 

OCCUPATION, LD. I Sex I RACE I AGE 

I 
~" I NA~;"(LAST'F"ST'M"I RESIDENCE ADDRESS RESIDENCE. PHOI~E , 

I Sex I I I 
BUSINESS ADDRESS (SCHOOL IF JVNL.) OCCUPATION.I.D, RAOE AGE Data of Birth BUSINESS PHONE 

Cod'J I NAME· (LAST,FIRST,M.I.) RESIDENCE ADDRESS I'iESIDENCE PHONE 

RACE OCCUPATION.I.D I Sax I I 
AGE 

I 
Dale 01 Birth BUSIN!:;SS ADDRESS (SCHOOL IF JVNL.) BUSINESS PHONE 

SUSPECT NO. I (LASr,F1RST,INITlAL) I Sa)( 1 Raca Age I Hgi. 1 Wgt. 1 Hair 1 Eyes Data 01 Birth Arrested 

DYes 0 No 

I 
I 

ADDRESS, CLO'rt'IING& OTHER IDENTIFYING MARKS 8. CHARACTERISTICS S.S. # COmplexion ., I - -SUSPECT NO, 2 (LAST,r-II~ST,INITIALl 

I 
Sex I rlnea 

I 
Age 

I 
Hgi 

I 
Wgl. 

I 
Half I Eyes Data of Blrlh ArrestGd 

i/ o YaG tl No 

I' JReSS,OLOTHING & OTHER IDENTIFYING MARI<S & CHARACTERISTICS $.S. H Complexion I 
I . '" 

VtiH INVOLVED.cOLOR 

1 

YEAR MAKe I BOd~ Slyle I'~EG' 1/ STATE 'I QISPOSITION VALUE I 
Pr\OPERTY -DESCRIPTION VAl.UE 

REPORT: COMPLETE ALL APPROPRIATE ITt2MS ABOVE AND DESCRIBE INCIDENT AND ACrlON TAKEN.BELOW.USE SUPPLEMENT IF NECESSARY. I 
, -- " 

- - I 
I 

-....,.- -- I 
-.-' 

CONTINUED 
DOVER 

-- o S~LEMENr I 
CASE SfATUS I HE.REBY CERTIFY THAr THE CONTENTS OF THIS REPORt ARE TRUE &. COMPLAIN ANT'S SIGNATURE 

CORRECr. 
n ACnVE 

NACIIVr: REPORTING OFFICER SECOND OFFICER FURTHER ACTION I 
U UNFOUNDED 

tJ CLE.AAE.O 
, 

COPIES TO 

SHIFTCOM~DER REVIEWER I 
C-6 

FORM NO MPI (J)'RFoa-4176 
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FIGURE 9 

POLleE OFFICEH;S INClD.K~T Hf~PORT SUPPLEMENT RECORD N 
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pOLICE ~CBR I S XNCIDEN'1' REPORT AND SUPPLEMENT I 
Completion of the report is required only for major incidents. Before I 

being submitted for processing, the report is to contain a record ntCIber and 
s:tgnatul,'es of officers> shift commander, and reviewer. The form is highly 
structured, thus reducing the narrative section substantially and giving a I 
"check list" of basic information. Perhaps the most important procedurlll 
difference is that the report is designed to be completed :tn hand printing 
without further need of typing of legible reports. The repQ'1.'ts are 2-part. I ' 
One police department> fo'l' example .. uses a 2-part form (copy 1 for central 
file;, copy 2 for Chief ,and Investigators). 
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ARREST - CUSTODY REPORT Nlfl[ST I 

o 
I 

\0 

o ARREST IBOOKNG REPORT 

o PROTECTIVE CUSTODY REPORT 

NA.'.IE {lAST. FiRST "HlD~E} 

~.~--------------------------------------,-----------~ o ""LIAS I TEL NO 

o MAlDEN ~I\"'E 
RESIDENCE ADDRESS NO. STREH rriY. Sf ATE 

SEX: Ow r.ACE I AGE pIT {iN 1 IWT (;.!lSI I HAiR lEr::S, 

o F I I I . I 
BJILD l?£cuuA.t;,rfES .. SCAGS. WARKS. TATJOOS, Ctorrll~J3 

CCMPLEXIOt-; 

!PLACE OF EiR"'H 'T""oCIo,t SEctiRfiY ! 

I I -

I..J I 
OTHER DE::-cRIFnVE !~,=mlflf.Trm. rPER LtC ~ & srATE 

OATE OF BIRTh 

1 
"AmER s :{I\. ... ~E 1 MO'\'i4ER S MI\.:CEN NA!f.E 

OCCUPATION i a.1P~CYERISCHOOl LOCATlCtI OR ADDRESS 

1 
rpOUSE'S NAME !MkDENJ I T" ... L '<0. JF DiFFERENT o MA.:::R!£C 0 SEDAR 

o SI',GtE 0 :)!VO<;CED 

! to.ave been 3CVGed of my r'g~~s to :e:T,a:t.rr s';er:t. 
to t .. $e a phof"e. to CE~.t a '{a""jrc!" "'l!" f1a' .. "'e ctte p~a~ 
V'fde1. Z. fo tlaue my Q'"/m: pry-s.~clar! !est f.l! aico!"',oi' 

TE'E A&:lVE ArGH:'S AOV'SW BY: 

'=-----' 
FERSCN6.L vAtUA6!.ES 

5 . .1;n: 

~ rDATE & TIME 

1 

t 

PHONE USED 

YES 0 "10 0 
I CASH 

Is 

I "--lliE ABOVE usr t5 r .. -fY F?OPERTY t i rAVE RECE~JED: THE A90;r:. i'rtOr::rtTY 

Slg,,- Sig~: 

SEAAOiED BY ft COMFLAlN;"~ RELAriO~'f 

R:FQi:ril"'{G iJff!CER f 'T"r-tASS.~. OFF 

t 
I 

1 

A 

OFFENSES· REASON FOR CUSTODY 

IINC CODE 

CTHE-.'l FERSONS ARRESTED WITH 

LOCATION·WHERE TAKEN !N70 CUSTODY 

o WI'RRANT o ONViEW .1 WARRANT e 
o NJWAAllANT o Rrysul! o! ca .. 

VEli COLOR I YEf,R rAl{E r<>d¥ Sty!" 

r 
0 N~lC+lEAPS C?eCk~Nilme 0 lnca} W2~ted 

NCiC-!£APS C""Ck- Chec, 0 V~~~cTe 0 Wantpd 0 N~t V-;an1e.j 

DESCHIBE CONOmON WHEN CONTACTED 

o DETOX NOTIF'EO o TAKE.>: "CME o TAKEN 10 DETOX o TAKEN TO HOSi'. 

FI~,GERPfllNTS [PHOTeS iB?EATHA!.Y2ER 

l I IAEA!)'NG 

. [] YES O:m IOYESONCI _ o. 
JtJVEN!!.£ OR. M~}':OR - ?CJiSCN NOTIFiffi 

ADSRESS 

NOTtRED BY 

c· ,,,. 

rEG. !' 

lV/ANTED BY' 

I 

I HOS?ITAL TAKEN TO 

i 
f SREATHALYZ£R BY. 

fit FtiOaATiCN CFFlCER I RELEASED TO 

.. I I FlE.WRl(S. 'l'I'CL. DrS?OsmON 

- - -
o !~lC\cENTRE!'ORT ATIAOiEE 

o NOI~lC!OENrAEPORT 

I DATE & TIME 

I_a a,.= 

AllBEST t 

- -
A 
AllREST P 

- -
A 

WAFRANT FROM 

I 
STATE riS!'osmm~ 

FOR 

ViS!BLE lNJ(;RY OR ILLNESS 
o YES o NO 

o REH1~F 

'iE'LAT!:J~ 

1 TELEPHONE 

! 
I 
1 :JATE i. TIME 

i S·~~i.. CGM,"~~~3['::~..;~*& 
i 

Af,,/r s,;:", f'ATE So TlME 
jl BCOK;rlG OFF':'l;-';;i.fA~-~ -l~. -- J REPOR7tNG C:=F .Cffi - S'GNATUPE 

LEGEND r;. \L/\C':I( 
fl~"I1i;.l)NCE 
HUJ-"!.iJ( 
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MEO-MEOIUM 
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SECTION III 

RECORDS MANAGmrl:NT 

'111e records system described thus far implies unity of purpose and 
organized inttn'~rcl ationship among the component parts. To achieve maximum 
functioning of this system one must periodically audit the records ,for 1'0-' 

lIlova.l of out-·of-date files to prevent waste space. The following describes 
a basic purging procedu?-,e. 
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1. RECORDS PURGING 

The purging of a report o:r :record is defined as the 1:emoval of in­
formation from a filing system. 

Purging of reco'rds typioally takes the form of either transfer of 
location of the record (active file to de,ad storage), change of medium 
(e.g., to mic.rofilm, computer storage~ etc.) or destruction. 

It is l'cquired by statute in Massachusetts t1mt la'w enforcement 
agencies establish and adhere to w-ritten departmental records procedures 
for the cont;t'ol, security, dissemination and purging of Criminal Offender 
Recol'd Information. 

(Unlike othel.' categoi:r:es of records> C.O. R. 1. in dead storage must 
be protected in the same fashion as if it Ivere in active files. Further, 
purging of ar:rest records for incidents not resulting in conviction must 
be by destruction). 
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RECORDS STORAGE ANDRETENTtON 

'rhe life cyelc of law enforcement reeQ1'ds should be' determined by the 
departmental administration considering all legal requirements. Basically, 
records systems sh.ould be Classified and maintained in one of the following 
thTee stages: 

1. :!:eriou of active use. Reference is frequent and irrunediate access 
is important. These records usually do not exceed the statutes of 
limitations or .la\~s l'ega:1':ding privacy of criminal records (Major 
Incident) . Ottring this period» records remain in the records 
cabinet in the office. 

2. Period of inactive use. The records have had little if any use 
over an extended period of time as indicated on the record folder; 
howeve',r> they must be maintained to meet legal requirements_ 
(Figure ) During this period, records are audited and purged 
from the records cabinet and placed in appropriate storage out­
side the records office area. The records \.;hich are purged 
should be maintained in chronological order (year-no.) in 
alphabetica.l sequence. 

When a record becomes inactive', the records number becomes avail­
able for use again to identify a new record. This is accomplished 
by making 'the appropriate change on the (1) Departmental Record 
Numbers and (2) Departmental Arrest Record Numbers forms. Figure 

Incident cards may be purged when records are removed for storage 
and placed in the record folder or may remain active with annota­
tions identifyi.ng the new location of the record. Purging makes 
additiona.l space for active files and saves time and money in 
rctl'ieving information. 

3. Destrtlction. These documents have served their full purpose and 
are of nOfuture value to the agency. A final audit should be made 
by an experienced records person preceding destruction. 

0-12 

.' 

:1 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I' 
I 
I 
I 
I 
I 
:1 
I 
I 



:1 

I 
I 

I 
I 
1 
I 
I 

:1 

:­
I 

1. 

2. 

5. PO'LICE OFFICER'S INCIDEN1.' REPORT - S'UPPLE~fEN1" 

CASE STATUS: ShQuld be completed by a Commanding Off.icer or Reco'l.'ds 
section person in accordance withdepar'trnental polic-y. Following UCR 
definitions, Active :is a case cLu:rently under investig~ltion; in2.ctive 
is one not cleen-ed but for which no means of investigation re;a3.in (lack 
of l.1Tlfollowed leads, lack of evidence, etc.); cleared is a case in i-ihich 
all per,petrators hEwe been arrested, perpetrator is known but flO\ffi, in­
carceratod in another jurisdiction, dead or unprosecutable (as by ar­
rangement with the DA) J or when the Victim reftises to assist prosecu­
tion of 2. known perpe'trator. 

REVIEI1ER: Some departments have a special person designa:ted to revieii' 
all reports for consistency, adherence to good form and departnent 
pol icy) etc. As wi th the Commander. the Reviei.;er then beco::les re­
sponsible for the condition and adc:quacy of any reports signed. 

3. FURTHER ACTION: Either 'recommended by the Eeporting Officer or 
assigned by the supervisol-. 

The above information should be cottpleted as desc:dbed anel in su.r.h"na-:::ion .. 
item 3; the FURTHER ACTION block should contain a Purging Date. 

Refer to Form,No. ~I.P.I. (1}-RFOl~6/74 for instrtlctiQns on completing 
the Police Officer I s .Incident Report and Supplement. 

1. 

2. 

RECORD FOLDERS PURGING INDEX 

Figure 21, on the following page is for the greater part self 
explanato:ry. 

Briefly, Example I, on the folder cover. indicates the year the folder 
is to be andited and purged. Also, each time the record is used the 
folcier should be initiated by the using party. 

Example II illustrates an optional index for a purging date. This 
circular tab (stick-on) is dated and/or color coded indicating the 
purge date. The color scheme, for example is the follm<ling: 

Purge in 4 years - Orange 
Purge in 6 years Reel 
Purge in 8 years - Green 
Purge in 10 years Blue 

etc. 
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RECORD POLDERS PURGING INDEX 

FIGURE 20 

00-00-01 

---------'--~------------------------~ 

CLERK'S CHECK MARK 

1976 

1977 
r---"~+---I 

1978 

1979 

1980 

PURGING DATE -t ~1,.::::,9~81=-t1_--l 
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CampI eting the POLICE OFFICE,R 1 S INCIDENT REPORT - 4 

15. RESIDENCE PHONE: Should be given with Area. Code, thus: (617)-, 
562-757.l. 

16. OCCUPATION: Enter the Principal Parties t main types of work. If it 
is a business and the name of the organization does not convey its 
major function, enter that here. This kind of information often 
makes the follow-up investigator's work much easier;, saving much 
fruitless running around trying to locate persons. 

Some departments prefer to have the officer give some other identifying 
material in this space, such as the party's Social Security Number, so 
that if they must be sought later or,a records check on them is wanted, 
it can be done more easily. 

17. RACE: Use standard abbreviations so that if an NCIC check or other 
teletype message must be sent, no translation will be necessary: 

w = White C = Chinese 
N ;:: Negro J ;:: Japanese 
I Indian X ;:: Mexican 

18. SEX: Customarily given as F or M for Female or Male. 

19. AGE: Should be given exactly, but only where kno'~l. An estimated age 
should never be entered as though it were kno\ffi; instead, bracket your 
best estimate by a five-year span. Thus, if you figure the subject is 
about 27, give a range like 25-30. This tells the ~eader of the report. 
that you are not being spuriously accurate and alerts him to the possible 
variance .in age he should be looking for. 

20. DATE OF BIRTH: Should be given in the same form as for Date of 
Occurrence and Date Reported: Day of Month. Month in Caps, year. If 
(13) Principal Party's Name is the name of a firm o~ ol'ganization j Date 
of Birth should be left blank. 

21. BUSINESS ADDRESS: If the victim is an individual, enter the address 
at which he or she is employed. If a :firm or organization, enter the 
actual street location as well as the mail address. 

22. BUSINESS PHONE: Give area code. exchange and number; extension if 
appl icabl e. 

23. CODE: For any additional victims, or other persons such as Reporting 
Party if different from Victim, and give Code fro~ the line above these 
boxes and complete as for the first set of boxes for persons . .. " .. 

45. SUSPECT NO. I: If a person is al'rested, enter all information about him 
in these boxes and check the final box, Arrested, Yes, No. If only 
partia.l identifying information about an unknown person is available, 
enter what is known. 

[Continues in detail. Similar detail available for Arrest-Custody Report.] 
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APPENDIX D 

IN-BRIEFS AND MONTHLY BULLETINS 

Arthur D Little, Inc 
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Number 

74~1 

75-1 

75-2 

7S-3 

75-4 

75-5 

75-6 

75-7 (1) 

(2) 

75-8 

75-9 

75-10 

75-11 

75-12 

75-13 

76-1 

Docs an ofF-duty pulice officer retaLn tho authority to mako arrests? 

Must a mun1clpality accept tho provisions of G.L. c. 40, s. 8G bofore 
it can enter lnLo n law enforcement mutual aid agreement? 

Maya munidpaU ty senu police officers into another municipality 
to perfonn paid dutails? 

Is it proper for ;1/ ,xiUary police officers to perform routine poUee 
Function:;., il\cltldln~; paid details? 

If a store is allowed to stay open on Sundays) must it remove items, 
\'1hich aro prohi.hitod from being sold on Suntlu.ys) hom its shelves? 

Can a Board of S(;)10ctmen order El po lice chief to wear a uni form 
while on dLlty? 

Is it permissable for a police chief to order one of his officers 
to take a lie detector test in connection with an internal 
administrativo investigation? 

Maya pOlice officer rOfLtSC to answer questions asked of him 
during an internal administnltive investigati.on by claiming 
the privilege against self-incrimination? 

Maya police officer be discharged for claiming the privilege 
against self .. incrimination during an internal administrative 
investigation? 

Are police officers required to assist the building inspector in 
checking on building permits a.nd code violations? 

What proccdur(~ must be followed by a. rcgUltn' police officer who 
wants to become n pormanent intermittont officer? 

Whatproceduro must an tlppointing authority fo110\'i for civil 
sorvice disclplinary henrings? 

On what legal holidays do the Sunday tlblue laNs" apply? 

Is there any prohibition on the tlissemLnation of crinrl.na1 in­
formation rolative to juvenile offenders? 

Docs a police chiC'c have to comply with an orden' of the Board of 
Selectmen that they bo allowed to ddo in polico cruisers? 

Is a special police officer entitled to munlcipnl indemnification 
for injuries ond damages pursuant to G.L. c. 41, s. 100? 
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Doos a police chief have the authority to require that a company 
doing troe work a.long a public \IIay hire a police officer to 
direct traffic? ' 

76-3(3/3/76) What procedul'es f!:,re involved in nccepting c. 41> s. 97A? 

76~4(3/18/76) What method should be used in computing salary increases due pOlice 
officers under the career incentive pay program (Quinn Bill) far 
earning higher education credit:;;? 

76-5(~/28/76) What is the law in Massachusetts governing shoplifting? 

76-6(4/28/76) What is the Chief's responsibility when a member of his depart:lent 
(1) fails the E.M.T. examination and renlses to ro-take same? 

(2) What is tho authority of the Chief when a member of his depart-;:;ent 
refuses to take the E.M,T. training unless said training is given 
during his duty hours? 

76-7(6/8/76) Maya police department tape record telephone calls made to and 
front the station house? 

76~8(6/22176) Do chiefs who are appointed after June 26, 1974 have the benefit 
of the Ratio Pay Law? 
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FOR YOUR INFORMATlbN 

The ~ssachusetts Police Institute has prepared and distributee!., 
to police chiefs throughout Massachusetts "monthly reports tl on a broad" 
range of subjects, as listed below. If you misplaced or failed to J:'eceive 
any of thes~. repol'ts, let us know Whl.ch one(s) you would like a copy of, 
and we will fotward it to you in our ne~t monthly mailing. Your sugges~ 
tions for future topics are welcomed and desired. 

Monthly Reports 

Subject 

Authority of Massachusetts Police Chiefs* 
Civil Service Suspension Procedures* 
Fair Labor Standards Act 
Fingerprinting and Photographing Prisoners 
Some Questions and Answers Concerning the New 

Collective Bargaining Law* 
Ambulance Law 
Gun Law* 
Recent lYf..'lssachusetts Cases and Statutes 
Mutu<ll Aid Agreements 
Sunday Laws and Legal aolidays* 
Statutes of T.rimitations in Criminal Cases 
Framingham Hair Suspension Case* 
Civil Liability of Police Chiefs 
Tenure and Job Security 
Civil Lia.bility of Police Chiefs - l)art XI 
"Idle a.nd Dj.sorder1y Person" Statute 
Lost, Stolen or Abandooed Property 
Civil Liability Relating to Polic~ Vehicles 
Collective. Bargait'\ing - Bargaining Units and Repre-

se.ntatives 
Dissem:Lnation of Criminal Offender Record Information* 
Good Conduct Letters - CORI* 
Natick Colle.ctive Bargaining Case 
Role of Police in Strike.s and Labor Disputes 
Applying for Tenure Under the 5-Year Te.nure Statute 
Lead Poisoning in Indoor Firing Ranges 
Recrea.tional Vehicles 
Military AWOL Apprehe.nsion Program 
U.S. Supreme Court Hair Regulation Case 
A Review of 1975 Police Related Legislation 
The Intentional Use of Deadly Force 
Police Responsibilities Relative to A:i.rcraft Operation 
Collective. Bargaining"" Impasse Settlement Procedures 
Puhlic Access to a. Police Department's Daily Log 

Qate of Iss~ 

July~ 1974 
January, 1975 
Febl:ua:t:y $ 1975 
February, 1975 

March, 1975 
April, 1975 
May, 1975 
May, 1975 
May, 1975 
.June, 1975 
July, 1975 
July, 1975 
July, 1975 
October, 1975 
Octobe:r, 1975 
Octobel", 1975 
November, 1975 
November, 1975 

December, 1975 
December) 1975 
January, 1976 
January, 1976 
January, 1976 
February, 1976 
February, 1976 
March, 1976 
Harch, 1976 
April, 1976 
April, 1976 
.Hay, 1976 
May, 1976 
June, 1976 
June, 1976 

* Recent statutory amendments or court decisions affect the continuing 
validity of parts or all of these reports. 
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