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EXECUTIVE SUMMARY

A. STUDY OBJECTIVES AND TASKS (CHAPTER I)*

On behalf of the Commohwealth of Massachusetts Committee on Criminal
Justlce (MCCJ), Arthur D. Little, Inc. (ADL) evaluated the Massachusetts

- Police Institute (MPI) in order:

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

‘& to assess MPL's impact;

,e"as compare TA provided by MPI with that provided by
other organizations; and

e to assess MPI's cost~efficlency,
We carriéd‘out the following tasks
1. Document MPL project ilmplementation
‘2.‘ Select research samplés |
3. Assess MPI approach
4. Assess impact of MPI
5, Asséssycost~efficiency of MPL operations
;6. ‘Gompare MPT apﬁroaches with other approaches

7. Integration and management

B, ADL STUDY METHOD (CHAPTERS I.B., IV)

The work began with a broad statistical overview of MPI operations
(Task 1) and continued with a similat broad review 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
received help from MPL (we examined 26 projects carried out for these
departments); a control group of 15 cases (Group B) which had requested
but not received help; and a comparison group of five cases (Group C)

* In this Executive Summary, the chapters where thé reader can obtain
detailed information on each section are pointed ouat in parentheses.

Xi
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which received help from other organizations. In Task 3, 4, and 6, we
carried out a series of case studies on the members of the sample. In
additien, we added a relatively small task in which we contacted 11
police departments (Group D) which had neilther requested nor recelved TA
help from MPI. Task 7 comprilsed on-going management and integration
throughout the project, culminating in the production of this findl
report. ,

Our field work depended upon MPT briefings and interviews about project
procedures, review of MPIL files, intetviews, and observations of police
departments, We generally ilnterviewed those members of a department
who participated or could have been affected by an MPI TA project. In
some cases we also interviewed Selectmen or other munilcipal officials
knowledgeable about an MPI TA project or its dmpact, All respondents
were agsured of anonymilty. Interviews were based on standardized dnter-
view guldes. These helped to assure objectivity and prevent '"leading
the witnesses," Write-ups of interviews and observations were cilrcu=~
lated among all ADL team members. Subcommittees discussed a given proj-
ect area (e.g., Rules and Regulations); one team member wrote up each
project area; thils write-up was then reviewed by all team members. Thus,
every effort was made to iInsure objectlvity and Lhc contribution of
iﬂsights by all team members,

C. _SERVICES PROVIDED BY MPI (CHAPTER ITI)
ADL assessed the impact of MPT TA in the following project areas where
MPI has completed projects. The project descriptions and the evalua-
tions of impact of the followlng project areas ave presented in sections
D. through J. of this Executive Summary
{a‘ Information Glearing Hours, Legal Assilstance, (IL)
®» Newsletter and Monthly Bulletins (NB)
® Rulés and Reguiations (RR)
' Records and Information Systems (RI)
e Manpower Resources (MR)
o Personnel Management (PM)
e  Mutual Aid Agreements (MA)

MPI has also éompletedkone project in the area of Budget and Pragram
Planning (BP) but this was not assessed by ADL. Slightly more than one

- percent of MPI's efforts in 1975 and the first half of 1976 were devoted

_to this project area. MPI describes this project in the following
termst ' , ' : :

xidi
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Budget and Plogram Plannlng (BP)

' Assist requecting chiefs in establishing bookkeeplng pro~-
cedures. . e

.. Objective - demonstrate the benefits of USLng the budget
process as an annual pxogram plannlng tool."

MPT carried out enght projects in the area of Departmental Overview (DO),~
devoting slighfly more than seven petcent 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 dts cOVerage of impact, because the
eight projects were listed under the Manpower Resources (MR) project

area in the Program document and other MPL listings available to ADL

at the time we chose the sample nf projects-to be evaluated MPI 8
Program describes DO in the following terms:

Department Overview (DO)“,

"~ Provide a general overview of police department resources
and operaLian in small communilties (under 10,000 popula-
tion) .

Review department functioning in specific problem areas.
' Introduce improvements and standardized procedurss iIn records,

vehicle maintenance, communications, reporting work flow and
management information."

The 1976 Program of MPI 1ndicated 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:

@ Incidént~Ana1ysis (T4):

o Crime Prevention (cp) .

D, MPL'S RECOGNITION AND REPUTATION (CHAPTER V)

MPL's reputation among police chiefs is outstanding. MPI and its staff
have gained widespread, indeed universal, recognition, credibility, and

a reputation as competent, helpful, professionals. Police chiefs belileve
that MPI i1s sincerely on thelx side. MPI's reputation is based on a
number of ﬂactors.

e Its close assooiation with ﬁhe Massachusetts Chiefs of

Police Associlation (MCPA5 which gave MPI dnstant credi-
bility and an excellent forum to advertise its services.

xiid
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s :

‘A qualified staff, inciuding regpected, knowledgeable, and
experienced retired Chiefs of Police to make initial conLacL
with police departments. :

o A low-key approach, in which MPI provides the assistance '
réquested in the way in which a chief wants it.

o Placing highest priority on teehnical assistance to small
and medium—sized police departments,

‘o Enlightened responsiveness and exclusive commitment to

~police chiefs., The commitment precludes blind responsive~
ness. We saw instances where MPI successfully and legit~
 imately persuaded chiefs that the projects for which they

_ had originally asked were not the ones which would help

© the mogty dlnstances where MPIL offered advice to chiefs’
which was not what they wanted to hear, but was accurate
and well-taken,

o A record of satisfactjcn of police chiefs with technica]
~ assistance offered, which spreads by word of mouth.,

E. IMPACTS OF MPI PUBLICATIONS, ADVICE, AND ASSISTANCE (CHAPTER VI)

Lo Introduction

- the project area, but we have been able to discern SOme‘COmmonalities

~Program document.

In this and the succeeding five sections, we concentrate on the impart
of each MPL project area on the police departments which have received
that kind of project, in-our sample. Impacts were varied, even within

and general trends. Each area is introduced by a description from the
Throughout our: iﬁterviews, 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:

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

e Was the department operating mote efficiently or efiectlve—
v ly as-a result of TA° L '

e Did Lhe department implement MPI recommendat30n59
¢ Did changes in the department represent solutlons to the

problems which stimulated its original call for MPI
assistanoe? :

xiv:
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Our evaluatlon of the impact of a project was based on collation of all
the information We‘gathered by interview and observation and careful
weighing of the evidence. This was necessary, for a number of reasons,

all of whloh add to the difficulties of evaluating impact.

First, impect is quite different from subjective elient satisfactjon.i
We had to- separate -out the natural tendencies of Chilefs of Police to.

‘tell us that they were satisfled with the MPI TA they had requested,

from an objective evaluation of whether that TA.caused anythlng new to f
happen in their departments. .

Second, 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

;about an impact of which the ohief evidently was not aware.

~‘:Th1rd impact assessment ig quite different from an assessment of ithe

professlonal competence of an organization (such as MPL) furnishing
technical asslgtance. 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

“(MPL). The second element is the acceptarce of recommendations by the

immediate clilent (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 om-
the alloaation of funds by these offlcials.

~I£ aex‘of the three elements in the production functlon is lackmng, the

product is zero: no impact. Only the first element is under the direct

cortrol of an organization like MPI. But we deemed it possible that

MPL 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 :
S to implement recowmendatiOns and allow the project to'have an impact.

Tinally, impact sometimeq depends on fortuitous events. Theirkimpore
tance is described Ln Chapter XIT. - ‘

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 TA

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 projects in a project area have been, and whether progects in

that area ere,w01th continuing

The esLimates of cost per completed project and proportlon of MPI effort
devoted to each project area, provided in the follow1ng sectlons, are

: documented in Attachment L.

Arthur D Li t»tle, Inc.




" were able to cite examples of how MPI literature had been directly. relemg "t

2. Publicétidns'and Legel ASSiStence

Newsletter and Monthly Bulletins (NB)

Provide all Messachusetts police chiefe wlth continuing :

1ega1 and crlminal Justice 1nformatlon Lhrough the means
K f : ; , : ; :

S a) Mbnthly Newsletter. ~ o
b) Special bulletins on Lopical issues.
¢) Periodic, in-depth research papers.' =

‘Information'Clearlng House, Legal’ASsiStanCe'(lL)

' Meintaln a pollce and crimlnal Justice llbrary for municrpal
pollce B

PrOVlde requestlng pollce chlefs w1th answers and alternatives
to thelr legal and non~legal questlons.f :

"'~ Serve as a date base and. 1nformation center on mtnic1pal police

resources for Lhe Massachusetts Chiefs. of Pollce AsSoclatlon.,

‘About 12, 37 of MPI's efforts between January 1975 and June l976 were
‘,devoted to newsletters, legal agsistance, and bulletlns.' MPI publicem
tions provide police departments with lucid and succinct guldance on
current problems, They keep chiefs abreast of their fields. : In'some
cases, chiefs mention that the MPI llterature was the only literature
that they reviewed on a regular basis. Most police. chiefs intervlewed

vant to a problem or question of theirs, and had provided clarification
abotit laWS, procedures, and other police matters “which concerned them,_ .
Many chiefs use selected MPI publlcetlons as the basis for training of §
new officers and other in-service training. Msny routinely distribute S
the monthly informatlon packages o their men. : :

MPL's legal advnce and assistance prov1des 1mpartlal and We11~researched.~7
- answers. to questions of 1mmed1ate concern to Chiefs of Police. Such '

- services are usually ‘not available. elsewhere. “The 1mmediate responsive~,

- mess of MPI legal advice not only solves the problems of the moment, buts
~supports Chlefs of Police by giving them the feeling that ”they are not.

alone.'" This MPI service also enables it to "keep its finger on the

‘ pulse” on items of concern to Chiefs of Police.

B ,3; MPI Assrstance to MCPA and Pr\“eratlon of Policles and
Procedures StaLementu o .

' Standards and Goals (SG)'

Provide staff assistance to the Massachusetts Chlefs of
Police Association in the development of statements on-
Standards and Goals for municlpel police in Maasachusetts,

‘vai
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‘ Policy and Procedures jPP)

S M Prepare written Policy and Procedure Statements on a =

- variety of police operational subjects for lnclusion
as Section llI of the Police Manual."

We did not directly assess the dmpact of- 1he Standards and Goels and

“Policies and Procedures project areas, since these projects are not

provided directly to police departments., Together, they‘constltute :

- about 3 5% of MPT! s efforts

- F.v COSTS AND. IMPACT oF TECHNICAL ASSISTANCE N RULES AND REGULATIONS

~ (CHAPTER VII)

" Assist munlcipal police chiefs in preparing rules and
= regulations mAnuals (speclflc to each department)

- Manuals contaln three sectlons" Section I~ Rules and S
Regulatlons, Section IL = Job Des criptions, Section IIT ~
Pollcy and Procedure Statements :

~ On completion of Sections I and II all SWOTD personnel
1eoe1ve copies of Poltcy and Procedure Statements

‘MPI costs for the average rules and regulations progect were: about §7OO

During 1975 and the first half of 1976, MPI devotéd about 17% of its
efforts to thils project area. (See Attachment 1, the report on cost
efficiency, for documentation of #ll cost and effort estimates.) The
costs of all projects (witb the exception of Records and Information
PrOJects, which will be discussed below) are borne by MPIL; services are
£ree, as far as the recelving police department.

'We did not ftequently'findrthet the Rules‘end Regulations, Position

Descriptions,’and'?oliCy and Procedure statements were used to bring

about any significant tangible changes in the surveyed police depart-

ments or thelr members As far 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 account-—

 ability. There was some evidence that written Rules and Regulations,
~etc., act as benchmarks for expected behavior by the department.  But

~ there was little evidence that these constituted any more than a clarifi-
cation of extsting guidance,  The lack of impact can be ‘summed up in the

comment of one patrolman, "Performjng the same duties all along "

As a bymproduct the RR progect area served as an ideal "foot in the

'~door“ sultable to gaining coverage quickly in many communities, because

it fulfilled a perceived need, it was easily replicated, and 1t ‘was

- basmcally noncontroversial

“xvld
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'G; IMPACT OF TECHNICAL ASSISTANCE IN RECORDS AND INFORMATION
T ‘SYSTEMG (CHAPTER VIII)

M Assist police chiefs in evaluating their present 1ecords

system, moderniZing it and installing new equjpment, foxms
and procedures. ‘

fee PrOJect includes technical assistance with purcheSe of
equipment, forms and planning new procedures b

The avorage Records and Informatlon (RI) project costs $6 800 in MPT~
‘covered services. During 1975 and the first half of, 1976, MPI 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 o
other equipment This is paid ior by the communitv :

TA in RI typically had’ high impact in providing more effective recotds’7
system. The system saves time for the officer on patrol or other field‘
- activities. We saw that such improved record keeping allowed improve-—
ments i management and control of patrolmen's activities. 1In addition,
once implemented, the new lecords system provided a ‘potential for incident ‘
analysis and improvements in manpower resource allocations, The system -
ds simple to use and to train people to use. Accessibility was improved
It was easier to find records for court: appearances.'

_ H._COST AND IMPACT OF TBCHNICAL ASSISTANCE IN MANPOWER RLSOURCES
T “(CHAPTER IX) e |

= Study manning problems and propose alternative strategles

~and solutions.‘j'”
M- Assist requesting municipal police chiefs in determining
«"manpower allocation and asslgnment. Sl
"»»SelectfprOJect*focus: The project could take one of several
directions (e.g., organization, ellocation, workload distr1b~ X
ution, patrol availability, or special problems guch as: dis~ i
’opatch, supervision, etc.), e

—there necessary, conduct analysis of ! calls for serVice by‘
time -and location to determine workload.ky

The cost for an average Manpower Resourcestprojectqis $9,600. Duringjf~
1975 and the first half of 1976, MPI devoted about 21% of its efforgs .
- to ‘this progect area. In order for an MR project to have impact, the
,recommendations of ‘its report must be implemented 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 -

Cwvidd
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rate improved uramatical]y and- the enforcement mndex very significantly.s
In three out of four MR projects that we examined we found 81gnificant
‘changes in the police department which can be fairly attributed to the
~cartying out of the MPI TA project. In some instances, this involved:
more appropriate or efficlent utilization -of existing police resources
N rathel than tho additlon of new ones. :

I, “costrs AND IMPACT OF TECHNICAL ASSISTANCE IN PERSONNEL MANAGEMENT
_ (CHAPTER X) ,

,%~Assist police chiefs in the esLabllshment of a personnel ‘
managemenL system‘ :

w‘Provide forms and prooedures for;personhel management .
- Conduct limitedfseminars on peréonnel”issues.‘
,rylnstall a system consistent wilth existing uepartment rules

~and regulations, collective bargaining agreements, civil

service and local pzocedutes. Write ot update job descr1p~ :
tlons

Wlthout tangible direct lmpact, this small activity provided some admin-
istrative improvement and augmented confidence 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 vehicle 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 prOJecL area. Tach progect cost abouL 81, OOO

J. G T AND IMPACT OF TECHNICAL ASSISTANCE IN MUTUAL AID AGREEMENTS
(CHAPTER XI) ' :

". Agsist reglonal grOupiﬁgs of police‘depaxtmentsdln dtafting‘
contracts providing for law enforcement mutual aid "

o The average Mutual Ald (MA) prOJect cost about $300 During 1975 and .
" the first half of 1976, MPT devoted less than 0. 5/ of its efforts Lo
thlS progect area.

- We found rather low meact as a result of TA in assisting the formatlon
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, MPI does not

serve as a coordinator to deal with problems that any. of the towns may
have in implementing the agreement.

xix
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‘K; COMPARISON oF PROJECTS AGCOMPLISHED BY MPI AND THOSE ACCOMPLISHED
- BY OTHER DRGANlZATTONS (CHAPTER XII)

» l ¢
| | l |
ll :

: o e S
Wé'found many dissimilarities and scme~similarities between the approach S
in MPI 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 projects 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 asslstance supplied by MPI and that supplied by other agencies,

L. COST EFPICIENCY (CHAP'I‘ER xm)

‘ MPI operations are typlcally conducted with considerable cost~ef£iciency.
- Evidence for this could be found in a number of areas, including their
costs for personnel, rent, and printing operations. An' exceptilon, where

cost-efficlency 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 1Ls project areas,
;reducing their costs over time. o :

M. REGOWENDAT]:ONS

Recommendations are made in Chapters VII through XIV We believe that

: the most . mportant are the follow:mg BRI SR et l .

L. We recommend that MPI take activn ateps to provlde assis~ ‘

' tance to new Chiefs of Police, They need most help and
realize most that they need it. We believe that technical
assistance furnished to them can have most impact, since
they are not- tied to the policies and procedures of their
fpredecessors ~ :

2.‘ We recommend that MPI retain its decision to phaae out the
“RR project area. It has had little impact on police depart-
: ments, and has achieved the exposure of many departments tq
MPIL. ,

XX
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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 recbmmendation for a number of reasons:

® The project areas in which impact appeared: greatest,
guch as Manpower Resources (MR) and Records and
Information Systems (RI) are those which require the
greate¢t MPI efforts in depth.

‘@ TFollow~up and other work oriented toward implementation ‘
1s needed to achieve impact. This was shown in many of
vhe 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 MPI RR project
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 Seléct-
men and othetr town/city offiicials in Manpower Resources
and other project areas which depend on their approval or

concur1§nce for Lheir implementation (see recommendatxon
4 bhelow

4.  Tinally, where (as in Manpower Resoutces Projects)
~ the approval of municipal officials is necessary in
implementing recommendations, we recommend that MPI
, ylnclude thoge 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 MPI and the police department, upon the unwill-

ingness of the municipal officials to implement réacommenda~
tdlons., ,

% In response to a draft version of this report, MPI commented as fol-
lowq on the original wording of this recommendation.
"This recommendation occurs in the Executive Summary, but
does not seem to be generallyksupported in the body of the
report (except in the Mutual Aid area). There seems to be
a conflict between thlS suggestion and other recommendations,
guch as the proposed 'Future Activitles and 'small task ser-
vices'." ;
- We have added more detail in the. rationale, for this recommendatxon,
in response to MPI's comment.

el
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I, OBJECTIVES AND TASKS

A.  OBJECTIVES

- On behalf of the Commonwealth of Massachusetts Committee on Criminal
~ Justice (MCCJ), Arthur D. Little, Inc. (ADL) carried out an evaluation
of' the Massachusetts Police Institute (MPI) The evaluation wag almed
at the followimg objectives: :
To provide information to the Committee and its staff about
the benefits that have been obtalned through MCCI's funding
of the MPI* ‘

To summatrize the kinds of technical assistance (TA) which the
,MPI provides, and the procedures and methods they usej

To assess,the impact of MPL as51stancefto local police depart=
ments,

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

To test whether MPT operates with sufficlent cost-efficlency.

By TASKS
We carried out the following Lasks.‘
1. Documcnt MPI project implementation
2. Select research samples
3, Assess MPI approach
[ Asséss‘impact of MPI
S; Assess éost—efficiency’of MPI operations
6, GOmpare MPL approaches with other approachas
7. Intagration 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 received help from MPI (we examined 26 projects carried out for

Arthur D Little Inc



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 Tasks 3, 4,
and 6, we carried out a series of case studies on the members of the
sample. In addition, we added a,small study of Ll police departments
(Group D) which had neither requested nor received help from MPI.
Task 7 comprised on-going management and integration throughout the
project, culminating in the production of this final report.

“Arthur D Little Inc l




e

I1. THE HISTORY, MODUS OPERANDI, AND PLANS OF THE
" MASSACHUSETTS POLICE INSTITUTE

A BRIEF HISTORY AND STATEMENT OF PURPOSE

The Masgachusetts Police Institute (MPI) is a non-profit service

- agency established in August 1973 “to provide requested technical
 asgistance to municlpal police departments in the Commonwealth..

The Institute is funded by grant awards from the Massachusetts Commit~
tee on Criminal Justice."

B, POLICY

"The goal of the agency is to develop a permanent resource gapable of
‘asslsting the police chilefs of Massachusetts in thelr efforts to
improve local police admipilstration and operationsi"** MPT exists in
order to provide technlcal agsistance to small police departments.
"Services of the Institute are provided only on the written request
of a munlcipal police chief," as stated in Program.

The Institute was founded with its orientation to small police depart-
ments because many people believed that such small departments were
tecelving less than thelr needed shave of assistance through federal
programg. Although a few MPL projects have been carried out for the
departments of larger municipalities, the high-priority clients of

MPI have been and remain, small police departments.

From its earliest inception, MPL has been affiliated with the Massa-
chusetts Chiefs of Police Associatlon (MCPA). The Program states that
such affiliation "has assured the agency's relevance to the day-to-
day problems and needs of municipal police." The Executive Director
of MPI 1s on the agenda at each monthly meeting of the MCPA.

MPI also has gought and achieved a broad base of particlpation of

“police chiefs dn some of iflts activities,l.e., task forces on Policies

and Procedures, Standards and Goals, etc, When chiefs participate in

Massachusetts Police Institute,; Technical Assistance Projects--Pro-
gram, Berlin, Massachusetts, 1976, This publication, henceforth

referred to as "Program" is vecommended to the reader as a concisé
deseription of MPI and its functlons. «

RN " .
Program,‘gp.,c1t‘~
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these task forces, they not only contribute thelr owi experiences and
Insights to them, but also gain dncresaded familiarity with and confi-
dence  in MPI. ,

MPL has been careful to proceed slowly to galn the confidence of police
- chiefs. As a new agency attempting to help police chiefs, they real-
lzed that they would never be called upon for help without such confi-
dence, MPI began offering services in only a limited set of project
areas which were considered of high priority by the MCPA and in which
MPI had capability. Their choice of personnel and procedure, thelr
policy of working closely and sensitively with police chiefs to meet
thelr needs, and their low key approach (which did not threaten Chiefs
of Police) all served to instill confidence fa MPI's motivations and
capabllities in the chiefs for whom they carried out technical assist~
ance asgignments, 'Satisfied users' told other chiefs, and a snowball
effact occurred, in which increasing numbers of police departments
asked MPL 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
nunber of project areas in which it offers assisténce., Almost all
thege project areas center around means of bullding up what might be
called the administrative infrastructure in police departments. That
ig, MPL TA projects have enabled the police chiefs to improve the ways
in which they manage and administer theilr depattments.

It appears Lo be an implicit policy of MPL to carry out only one pro—.
ject at a time for a gilven department, even if a department has put
in a number of project requests at the same time., In part, this is
because the walting time for different project -‘ateas varies. It also
‘geemd that MPL has deliberately chosen thils course in order not to up-
set the balances in a police department and to keep change incremental -
and evolutionary. Turther, the policy allows MPL to begin by changing
“and dmproving administrative sub-~strata which then act as a foundation
for LaLer changes and improvements., «

C.  MARKETING

The MCPA provides ab"megaphone" which enables the MPT to broadcast its

capabilitlies and achievements widely among Chilefs of Police in Massa~-
chusetts. - The newsletters and bulleting which MPT sends automatically
to every Chief of Police in Massachusetts also spread the word about
it. Probably the most important and influential marketing medium,
“however, 1s not under the direct control of MPIL, It is the "word of
mouth" recommendation of MPI which circulates among police chiefs.

A factor which has helped MPL to gain acceptance and elicited requests
for technical assistance from police departments is that, by and large,
MPI TA does not cost anything. The only exception consists of the
Records and Information (RI) project, in which the police department
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Incurs expenses for files and related equipment needed to Carry out
- MPT recommendations., In RI projects, as in all the others, there is

no charge for professional services. This clroumstance will change,
to some. unknown extent, as the Municipal Pollce Institute, Iné.  (MPL,
Inc.) gets into operation. As will be discussed below, this is an
organization recently set up by the MPL, which will allow charging
for services.

By and‘iarge, MPT has usually waited for a department to submiil a ré~

quest for assistance; MPL has rarely visilted police departments, prior
to such a request, to "sell their services.,"

D, RESOQURCE ALLOCATION

How does MPT decide in which project areas to provide technilcal assist-
ance and how to allocate ilts resources among project areas? WMPI cliose
to focus on project areas which meet needs as assessed by the MCPA,

For example, the first need listed by the MCPA was to "clearly define
the police role, function, and policy;" an MPL project area set up to
meet this need was that of Rules and Regulations (RR) in which MPI pro-
vides a police department with sets of written rules and regulations,
policles and procedures, and job descriptions. Since this need appeared
to MPIL to be a bagle one, without fulfillment of which 1t would be
difficult to develop improvements in other project areas, MPL has
carried out more RR projects than any other kind, (See below for de-
tall about how many of each kind of project were carried out,)

Glven their devlsion about the‘project areas in which to provide tech-
nlcal assistance, MPI has set annual goals for the number of projects
to be accomplished in each project area annually. This Lls 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 area. Projects dn each area are carried out on a
first—-come, first-gserved basis, with waiting time a function of the
backlog and the length of time it takes to accomplish a project in an
area. ; ;

E.  PERSONNEL

As of January 1, 1974, a few months after its founding, MPI had a
gtaff of six, including two half-time Police Advisors, By July 1,
1976, MPL's staff numbered 21, including four Police Advisors (still
half-time) and some other part-time people., The four Pollce Advisors
are cruclal parts of the operation. They are retired Chiefs ox ’
Superintendents of Police, with great experience and state-wide and--
in some cases--even natloual reputations. They are thus particularly
useful in initial visits to recipients of TA, instilling confidence
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in them. The staff is headed by an Executive Director well knowu in
Massachusetts police circles; it includes lawyers, ‘technical special-
ists, Northeastern University co-op students, a research assLsLant,
and & suppomr gtaff. f

P, PROCEDURE AND UNDERLYING PHILOSOPHY

An MPT TA project always begins with a written request From a Chlef of
Police. MPL acknowledges the request and indicates the length of the
waiting period. Work on the project always begins with an initial
visit which serves the purposes of problem definition, development of
rapport, and gathering of information about unusual circumstances of
the department to which TA is being furnished. The initial visit is
followed by a data-gathering and analysis phase consistent with the

~type and complexity of the project. A draft report is generated. Data

gathering, analysis and the draft report atre based on standard proce=
~dures and report outlines developed by MPI., The draft report is sub-
nitted for review to the Chief of Police (and in somé cases to the
town uelectmen**) Based on discussion ‘of review comments, a final
teport is then prepared and submitted to the Chief of Police in an
appropriate number Of copies, vaxying by project Lype

Soon after completlon of each project, MPT requests from the Chief of
Police comments about the process by which the work was accomplished,
and suggestions for improvements, In some cases, additional formal
~or informal follow-up is made asklng about implementation of recommen-
dations.

‘Underlying the above procedure is a conscious phildsophy of technical
assistance which is consonant with commonly accepted tenets of techni-
~cal assistance, The primary elements of this philosophy are:

@ MPI‘prOVidesystaff‘assistance to Chiefs of quiee.

e The Chief defines’a need and»is free to accept or reject
- the product of the ‘TA.

e MPIL staff are free to make suggestions and comments on the
functioning of the police department, both directly within
the scope of the project 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 progect ared covered
dun this study are provided below. ,

ke - '

Because most of MPI's clients are police departments in towns with a

Selectman type of government, we will use "Selectmen” ag- a shorthand

for "town offL01als" in this report
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® But the Chief has the final responsibility for the department

and 1its functioning, and is free to accept or reject any MPI

comment, suggestion, or recommendation.

‘e MPI, as the provider of technical assistance, has no leverage
to compel the Chief to do anything.

e MPL depends on the goodwill of police chiefs toward them and
confidence in them. Attempting to ram inmovatlons down the
throats of Chiefs or' to put pressure on them to accept recom-
mendations would destroy that goodwill and confidence, not
only in individual Chiefs 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 attempting to force change on police
~ departments.. Instead, they are and are viewed as part of the
police gystem, assisting Chiefs to make ilmprovements of thelr
- ownt 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 from the Massachusetts Committee on Criminal

Justice~-such funds have constituted the sole support of MPL--MPI has

recently formed the Municipal Police Institute, Inc. (MPL, Inc.).

MPI, Inc. is a corporation which can charge for its services, and

intends to do so. Tentative.plans are under discussion within MPIL
and between MPI and other interested parties about the organization,

functioning, charge structute, and other aspects of MPI, Inc.

ArthurDLittleInc.
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ITL. SERVICES PROVIDED BY MPL OR DEFINED BY
MPI'S PROGRAM, 1976

“A.  PROJECT ARTAS

1. Technical Assistance Projects Provided

Ag of June 30,k1976, MPI had completed technical assistance (TA) pro-
jects to police departments in the following areas. Project area
summary descriptions are quoted verbatim from Program.

Ruies and Regulations (RR)

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

. Manuals contain thtee sections: Section I ~ Rules and.

Regulations; Section II - Job Descriptions' Sectlon III -
Policy and Procedure Statements

- On completion of Sections I and II, all sworn personmnel
receive copies of Policy and Procedure Statements."

Mutual Ald Agreements (MA)

"~ Assist regional groupiﬁgs of police departments in drafting
contracts providing for law enforcement mutual aid." :

Records and Information System (RI)

"~ Assist police chiefs in evaluating their present records
system, modernizing it and 1netalling new. eQuipment, Formsg
and procedures

"~ Project includes technical assistance with purchase of
~ equipment, forms and planning new procedures,"

Manpower Resources (MR)

Study mannlog probleme and propose alternative strategies
and soluLions :

~ Assist requesting municipal pOllce chiefs in determining
manpower allocation and agslgnment.

 Arthur D Little Inc - :
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Select project focus: The project could take one of several
direetions (e.g., organization, allocation, workload dis-
tribution, patrol availability, or special problems such as
dispateh, suﬁervlslon, ete.). :

~ Where necesgary, conduct apalysis of "ecalls for servmce” by

time and location to determine workload."

Perqonnel Managﬁment (PM)

"- Agsist police chiets in the establxshment of a personnel
mdnagement system.

- Provide Forms and procedures for personnel management.
- 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-

tiong,"

 Budget and Program Planning (BP)

'~ Assist requestmng chiefs 1in establishing bookkeepmng pr0m
cedures. :

"~ Objective - demonstrate the benefits of uSing the budget
process 4s an annual program plannlng tool."

Department Overview (DO)

- Provide a general overview of police department resources and

operations in small communities (under 10,000 population).

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

"~ Introduce improVements and standardized procedures in records,
vehicle maintenance, communlcations, reporting work £low and:

management 1nfommation.

PrOJecL Areas Offered But NoL Gompleted

The 1976 Progran indlcated that TA was avallable in the followmng pro—
ject areas. By June 30, 1976, no project had been completed in these

~dareas.

10
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Incidenthnalysis (IA)*

"~ Provide police administrators with an actlvity report, based
on an analysis of "calls for service." Analysis will provide
management and planning information relative to volume and
type of incidents by time of day, day of week, month, and by
geocoded locatdon. :

SR Pijecﬁ will consist of analysils of'Policé Incident Card Data
for a minimum of three morths 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."

Crime Prevention (C?)

Assist munilcipal police chiefs in the creaLion and programmatic
developmenL of a crime preventlon program.

"~ Provide exposure in the area of residential and business
security surveys, utilization of crime data, security hardware
capabijitieq and community involvemernt,

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

3, Projects Not QOffered to Police Departments before June 30, 1876

 Policy and Procedures (PP)

"-Prepare written Policy and Procedure Statements on a varLety
of police operational subjects for inclusion ag Section III
of the Police Manual." ~ ~ :

E Before June 30, 1976, Pdlicy 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 firvearms and
high~speed putrsuit have been adopted statewlde, the latter at the urging
of the Governor. Recently, MPI has begun to provide individual police
depactments with Policy and Procedure statements, even without thedr
previous acceptance of Rules and Regulations. :

Incident analyses have been carried out as part of Manpower Re-
‘sources projects, but prior to June 30, 1976, MPI had not done any
purely Incildent Analysis projects, labelled as such.

11
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- Standards and Goals‘(SG),

e Provide staff assistance to the Massachusetts Chiefs of Police

hssoctation dn the development of statements on Standards and
Goals for municipal police in Massachusetts."

4, Publications

The following constitutes the Program descx:ptlon of- publications put
out sporddlcally or periodically by MPIL.

Newsletter and Monthly Bulletins {NB)"

~ Provide all Massachusetts police chiefs with contlnuing legal
and criminal justice 1n£ormation through the means of:

a) Monthly Newsletter.

b)  Special bulletins on topical 1ssues‘
¢)  Periodic, in~depth research papers.

5.. Advice, ASsistance, and Resources

Information Clearing House, Legal AssiStahce (IL)

'~ Maintain a police and crlminal justlce library for munic1pa]
. police,

e Provide requesting pbliée chiefs with answers and alternatiVes
to their legal and non~legal questions.:

'« Serve ﬂu a data hase and information center on municlpal
police resources for: the Massachusetts Chiefs of Pollce
Association.' ' ,

B, PROJECTS REQUESTED AND COMPLETED

Table 1 shows projects requested and cbmpleted in each calendar year
between the founding of MPI in August 1973 and June 1976.% During
this period of less than three years, the police departments in the

*The information in Tdble 1 was obtained mainly from the Pragram
document. Since we compiled the information in Table 1, MPI has
pointed out to us that some seven completed projects, orlginally

~ labelled as Manpower Resource projects, and so indicated in Table 1,
were reclassified as Departmental Overview projects. Because our
original information indicated that no DO projectd had been com-~
pleted, we did not 1nclude DO as a project area to be assesSed

12
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TABLE 1
PROJECTS REQUESTED FOR MPI-TA COMPARED

TO PROJECTS COMPLETED BY MPI
THROUGH JUNE, 1976

| . Year | | o |
| 1973 N 1974 B 1975 " 1976 __ Total
~ Project Req. Compl. Z Compl. Req. Compl. % Compl. Reg. Compl. % Compl. Req. Compl. Z Compl. Req. Compl. % Compi.
R 10 10 100 58 57 98 9% 42 4 45 0 0 209 109 52
R 4 4 00 13 13 100 vfs PR 80"’ 6 0 0o 28 21: 75
MR 6 5. . 83 115 8 53 7 3 43 o o o 28 16 57
IA 0o 0 0 o o o 1 o0 g 0 0 o 1 o o
BP 0 o 0 0 0 0 1 i 100 6 0 o 7 1 14
M s 0 0 0 0 0 14 13 93 33 100 17‘:: 16 94
no* 0 0 0 0 o 0 2 0 o 0 0 0 20 0
MA 1 1 100 18 17 94 35 33 94 6 o o 60 51 85
e o o 0 o o o o 0 0 1o o 1 0 0
WK _0 _0 _o 3 o 0o 17 o o 1 _o 0oz _8 _o
Totals 21 20 95 107 95 89 178 96 54 e 3 4 3 2k 57

% ; o
- See footnote on page 12.



Commonwealth had requested 374 projects, of which 214 had been com~
pleted. Of those completed, the majority (109) were in the RR area.
Next most common among completed projects were the 51 MA projects,
Note that MPIL counts each town participating in a Mutual Ald Agree-
ment as a separate progect. ‘Thus, the 51 represent about edght Mutual
Ald Agreements. ‘

Projects in the Records and Information System (RIL) area were next
most common, with 21 completed. Sixteen Manpower Resources (MR)
projects (seven of which were reclassified under DO) and 16 Personnel
Management (PM) projects have been completed, In the latter case,
four seminars had been held to ingtruct chiefs from 16 towns in the
esLabllshmenL of Personnel Management Systems, TFinally, one project ,
in Budget and Program Planning (BP) had been completed. :

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

Incident Analysms (L4)
Crime Prevention (CP)

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 assistance 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 1s assigned to a known project area.

C.‘ MPI'S CLIENT POPULATION

Table 2 shows the MPI's high prmorlty (called "eligible" in the table)
population. We see that out of the 351 municipalities in Massachusetts,
344 have populatilons which place them in the high priority client
category. The criterion generally applied is that of having a popu~
lation of 100,000 or less. Larger municipalities are eligible for
technical assistance through Region I of the Law Enforcement Assistance
Administration (LEAA). Seventy-six percent of the population of
Masgachusetts lives in the municipalities which constitute MPIL's high
priovity c¢lient group. These municipalities constitute 98% of those

in the Commonwealth. -

As of June 30, 1976 MPI had received requests from 223 or 65/ of -the
high priority munlcipalities 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" population category had requested at least one TA
project from MPL, - 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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MPI'S ELIGIBLE CLIENT POPULATIO’Q

" Total Number Cities/Towns Eligible for MPI-TA

Number Cities/Towns Eligible for Altermative

© LEAA-TA Provisions (Boston, Cambridge, Fall

River,. Lynn, NeW’Bedford Sprlngfleld and

Worcester)

Total Number Cities/Towns Eligible for
Preferred MPI-TA

e With Population Under 2.5K
e With Population Bewteen 2. 5-10K
e Wtih P0pu1atlon Between 10-50K |
a With.?ogulatlon Between 50~100K

TABLE 2
1975 ; AT ES
Percent of . Percent of
1875 Mass. Total Population
Number Total 1975 Total ~ Eligible for
Cities/Towns  Population Population Preferred MPI-TA
351 5,789,478 100 -
7 24 -
344 4,427,346 76 100
88 103,622 2 2
115 640,940 11 15
126 2,654,344 46 60
15 1,028,440 18 23

* Lynn (pop. 85,018) is considered a major city and is not included.
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i
TABLE 3 l
RECORDED REQUESTS FOR MPI-TA ,
POPULATION CA'.EE'GQLE% AND YEAR REQUESTED I :
, "Yeér Reqﬁesﬁed , ; : I |
Population Category 1973 1974 1975 1976  Totals N
Under 2.58 0 o 3 1 14 88 Iﬁ
2.5%-10K 4 30 % 16 96 115 i
10K-50Kk w4 9 106 126 l
S0R-100K 0 2 s 2 9 s 1
Totals 15 67 103 38 223 344 '
I
1
i
i
i
i
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towns in the first category is very low, since a large proportion of
these towns do not have police departments. These figures indicate
that MPL's marketing strategy has been a guccess, with very sizable
proportions of the towns with between 2,500 and 50,000 population
requesting MPI technical assistance at least once. :

Table 4 shows how requestors were distributed geographically through-
out Masgachusetts. In all state planning areas, except I and ITL, 75%

‘to 100% of the municipalities had requested assistance of MPIL at least

once. We can explain the low request rate (36%) for state plaonilng
Area I, Western Massachusetts, in that this area contains 63 out of

the 88 communities with populations under 2,500; as mentloned above,
many of these towns do not have police departments which could re=
quest aid of MPI. We are not certain why Area IIL, Northeastern Massa-
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 Northeastern Middlesex Law Enforcement Council, which may perform
for them some of the funotions that MPI carries out for municipalities
throughout the state. :
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TABLE 4

NCMBER OF REQUESTORS OF MPI~TA BY STATE PLANNING AREAS AND REGIONS
THROUGH JUNE 1976 :

Population Category

Under -2.5K O 2U5KSI0K : I0K-50K SDE-T00K Total
. . Total : Total . Total © Total
. State Plamning Total G % in LR - in % in % in B
Code Areas and Regions c.in Area- Requestors - Requesting Area . ‘Reg. Reg. Area ' Req. Reg- Area Reg. Reg. ' _Area. Req. Reg.
1. %.  Western Massachusetts a3 6 Lo 22 i7 77 ¥4 i3 77 IR 50 104 37 35
2 II." Central Massachusetts 11 P TS 33 26 79 16 .15 0 94 - ~ - 60 45 75
3 III. Northeastern Haséachizsetts 1o S0 Cn= gL F 78 <11 6 55 2 4] - 22 13 57
4. ¥.. ‘Southeasterp Massachusetts 11 5 45 27 22 82 27 23 &5 1 SR 1 &6 51 - 77
s IV. "Metropolitan Boston :
% s Region B: North Metro & 6 75 20 16 80 2 2 100 30 24 80
25 Region ' C: Forthwest: Metro , 6 6 100" 8 6 75 2 150 %6 13 81
35 " . ‘Region D; West Metro ‘ o AR 5 4 80 10 9 .90 4 30075 1@ 16 . 84
45 Region E: Southwest Merro ’ 5 5100 10 8 . 80 - = L 5 13 87
55 Region F: South Metro - L 2.2 100 7 7. 100 [ R Ay 1 s 11 - 11160
Totals , 8 15 17 1177 95 81 126 163 82 15 18 67 B4 223 65

* Communities of Mashpee (2,496} and Northfield (2,470}, rounded to the nearest kundred in the computer rum,
explain the discrepancy with the toral figure of commmities within a population category of earlier tables.




IV, A DESCRIPTION OF THE ADL METHOD
IN TASKS 2 THROUGH 4, 6, AND 7%

A,  OVERVIEW

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

: Grbup A, projects which MPI had completed;

Group B, municipalities which had requested but had not recelved
TA £rom MPI*

Group C, municipalities which had recelved TA (similax to the
kind furnished by MPI) from organizations other than MPI'

Group,D, mundcipalities which had never requasted TA from MPL,
although‘they have police departments.

Below we show the geographical~distribution of the towns in Groups
A~C. These are distributed throughout Massachusetts, in a fashilon
similar to that of departments which have received MPL TA.

Western Massachusetts 4
Central Massachusetts 18
Northeastern Massachusetts 4

Southeastern Massachusetts 13

Mettropolitan Boston 5

The sample for Groups A and B was reviewed by MPI, MCGJ reviewed all

samples., Letters from Chief Henry Malolini, President of the MCPA,

Me. Robert Kane, Executive Director of the MCCJ, and Dy, Anton S.
Morton, the ADL Project Director, were sent to the Chiefs of Police

of the towns in the Group A, B, and C samples, asking for thelr cooper-
ation. (The letters are contained in Appendix A.) These letters ‘
explained the nature of the project, including the provision of con~
fidentiality for information gathered during the course of thils project;

the letters were followed up by telephome calls from ADL study team

members, arranging appointments. ALl police departments contacted
cooperated with the study teanm. ‘

The 1eport of Task 5, Assessment of Costunfficiency, AtLachment 1 to

this report, describes the meLhods used in that task.
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MPI briofed us extensively on its procedures, the respousibillties of
its fleld staff, and its philosophy. MPI also coopetated instintingly
with ADL by. answering questdions, giving us relevant writLen material,
and opening their files to us.

ADL, drafted interview guides for each Group. The interview guides were
thoroughly reviewed, first among the members of the ADL team and then
by MCCJ., - Findl versions of the interview guides (shown in Appendix B)

tepresented inprovements tresulting from the reviews. .

‘Bach town in the sample was. assigned to one ADL team member for cover—
age. That team member reviewed the MPT files on the town, atrranged
and carried out interviews there, and wrote up his interviews and ob-
servations. The write-ups were circulated among all ADL 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 ADL member was assigned to write
up each project area: These project area write-ups were then reviewed
by all team members, with comments made that helped to improve them
for their final versions. Each such write-up constitutes a. chapter

of this report, presented below.

B, TASK 2: CHOOSING THE SAMPLE

L.  Group A:  Bxperimental CGroup

For Group A, thersampling 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.

These areas, plus the BP and DO areas, comprised those where MPL had
‘completed at least one project. Since only one BP project had been
completed by June 30, 1976, and since this number was much smallet
than the number of completed projects in auy other project area, we
decided not to cever BP, in otder to concentrate out efforts in the
other areas. We discussed above why DO'was not inC1uded

Since we intended to choose 25 projects out of 214 completed ones
our basic sampling ratio was approximately one in nine. This meant,
for example, choosmng 13 out of the 109 completed RR progects.

In order to choose the speciflc projects in each project area, we
arranged them in a table by the population categorv of the town (rows)
and 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 with 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 prOJect areas were properly emphasized in
the sampling.
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Using our basic sampling ratio, we would haVe choeen slx MA projects

We decided to undetrsample in the MA area, choosing only three projects,

because the 51 towns which had received MA TA from MPL constituted

really 4 much smaller sample (about 8) of MA agreements catalyzed by
“MPI. We then randomly added one each to the samples of RI, MR, and M
_projects that would have resulted from the basic sampling ratdio.

After we had chosen our gample and sent a copy of the sampling frame
to MPL, they pointed out that none of the three MR projects chosen for
the sample constituted a Manpower Study, the most inteusive kind of
manpower resources assignment that they carry out. We agreed that we-
should include one such, and therefore randomly chose and added one

of the Manpower Studies to the 25, making 26 projects Ln all to cover
as part of Group A

Table 5 shows the population of comple*-ad projects, in each area, and
the ganple contalned ln Group A for those areas.

In carrying out this random stratified‘sampling, there were two in-—

‘- stances in which we chose two projects each from a given town., Thus,

the 26 projects covered in Group A came from 24 towns. This agaln
shows that we had a representative sample, since ocur Task 1 report
showed Lhat quite a few towns ‘had received more than one compleLed TA
from MPL S

2. Group B: Control Group

The Request for Proposal and the proposal specilfied that we would

choose a sample of 15 towns in Group B. The criteria for inclusion

would be that the town had requested at least one TA 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: Comparison Group

We chose five municipalities which had received technical assistance
from organizations other than MPI. In order to do this, we received

Lists of contracts for guch TA from MCCT and Region T of the LEAA. In

order to compose this small sample, we first 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 interviewing. 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 projects, we chose those which had been accompllshed

most recently.
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TABLE 5

POPULATION AND ADL SAMPLE, COMPLETED MPI PROJECTS
| | (GROUP A)

Project ' ‘ Number Number in
Area o Completed ' ; Sample

RR [ o109 o 13

RI L '  a1 R 3
R | 1 B

. I

MA ' T | g
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% Group Di Municipalities Which Have Never Requested TA from MPI«

Sampling of these municipalitles was rather informal with an effort

made so that they would reflect the size distribution of mnnicipalities'
~1n Massachusetts which had not requested MPL TA.

C. FIELD PROCEDURES

1, Group A

Table 6 shows the kinds of people interviewed for each Group A project
area, For all project areas, and all interviews, Iinterviewers were
guided by a set of "Instructions for Interviewers--Evaluation of MPI"
shown in Appendix B. The points made in "Instructions to Interviewers
Were trelterated durimg interviewer orientation.
For all project interviews, we used Instrument 1 (shown in Appeﬁdix~B
with all other instruments mentioned in this section) as a guilde for .
interviewlng the Chief of Police. We covered the following major
toples: : ' .

o Introduction

@ Connection with MPIL:

# Problem identification

® Processing of request and timing of TA provision

@ Quality of MPT staff members,

o Impact of TA .

o MPI follow-through

o Other TA or coneultation

® Bvaluation

® Ghief's_backgreund

e Open questions.

A data’ sheet was filled out. with numerical information gathered during
this inLerview o ,
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MPT PROJECTS AND KINDS OF PERSONNEL

Project. Area

CALL

“Rules and Regul&tions

Records and Information

Manpower Resources

Personnel Management

Mutual Aid-

TABLE 6

TO BE INTERVIEWED

24

information specialist

Personnel administrator

Intervieweé.
Chief of Police

First line supervisor
Two patrolmen

Selectman

Supervisory records and
information specialist

Operational records and
Selectmén (if Board of Selectmen
~gpecifically authotrized funds
for records and information

‘system)

Person knowledgeable in manpower
resources :

Selectman‘ 
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Throughout oux interviews, we were particularly interested in the
impact of MPI TA on the police departments which received 1t . Impact
can be described in a number of ways: '

o Did the depaxtment do anything differently after TA than
 before?

» Was the department operating more effmciently or effectively
as a result of TA?

e Did the department implement MPI recommendations?

b, Did changes in the department representAsolutions to the
problems which stimulated its original call for MPI assistance?

Our evaluation of the impact of a ploject was based on collation of
all the information we gathered by interview and observatlon and care-

ful welghing of the evidence. This 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 satisfactidon.

We had to separate out the natural tendencies of Chlefs of Police to
tell us that they were satisfied with the MPI TA they had requested,
from an objective evaluation of whether that TA caused dnything new

to happen in their departments.

Secqnd, the perspectives of our respondents varied, ‘A chief might =
tell us that a project had major impact, while ome of hils subordinates
might 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 1s quite different from an assessment of the

professional competence of an organization (such as MPI) furnishing
technical assistance. The impact of a TA project depends upon

what economists call a production function. The first element iun the
function is the professional competence of the work done by the TA
organization (MPL). The second element is the acceptance of recommen-
dations by the immediate client (Police Chiefs). The third element,
necessary for impact of many recommendations by MPI, is.acceptance by
organlzations superordinate to the direct client (e.g., town officials).
This happens because many recommendations depend for thelr implementa—
tion on the allocatlon of funds by these officials .

If a 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 an organizat;on like MPL. But we deemed it possible that

MPI could do a fine professional job, work closely with the Chilef 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, impact sometimes depends on fortultous events . Their’impor~
‘tdnce 18 described in Chapter XII, :

We believe that the impact of progects 48 the single most meortant
variable in assessing thelr value. ‘Precisely because so much of the
dmpact is determined by variables not under the control of the TA
organization, it is dimportant 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 woth continuing.
We wished to test whether the completion of a Rules and Regulation o
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 manuals. TFor these reasons, at each department in the sample
which had received RR TA, we interviewed two patrolmen and one first
Line supervisor. Toples covered for the patrolmen included:

e Introduction

® Use of Rules and Regulations

o Exlstence and nature of RRs

o Effect of RR changes on‘job

e Duties by rank and agsignment

] Polic1es and procedures.

The same toplcs were covered in SUPELVinE inLervmews Instruments
-2 and 3 were the interview guides used. :

We used Instrument 8 as a guidé for interview1ng a Selectman or former
Selectman knowledgeable about the municipality's police department or
Rules and Regulations Manual Instrument 8 shows that the topics
covered were: : ~ o

» Introduction

@ Problem identification

e - Review. of drafE RR book

® ‘Overview.
Where a municipality had received a Records and Information pfoject,

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 descriptions in the police department, Instru—

ment 5 shows that the topics covered included:
k ® ’Iﬁtroduction: |
é Présent record=~keeping éystém
(3 Previous record-keeping System:

o Comparlson and contrast.

Since in many cases of the furnishing of RI TA, Selectmen specifically
authorized funds for the RI system, we interviewed a Selectman about
this process, where applicable. This interview, gulded by Instrument 9,

covered the following topilcs:
® Introduction ‘
o Prqbiém identification
o Review of request for RI‘funding

¢ Overview.

Where a Manpower Resources TA had been furnished, we interviewed the

person most knowledgeable of this area, using Instrument 63 this

usually turned out to be the Chief of Police. We covered the follow-

ing topilces:

o Section 1. Bédkground
:Introduction
Type of MR done
| Manpower Review
Manpowér Survey
Manﬁower Study
Need for-aésistance 
@ Section 2. Manpower Review

Information gathered

MPI recommendations and reaction of department‘to them

27

ArthurD.Littl«e,'l'né .



Impleméntétion of recommendations
Imbact of implémentea reconmendatilons
® Sectibn 3, Manpower Survey,”
xnformation gathered
‘MPIL recommendations and reactign 6f departmént to them’
Implementation of recommendations
Impact of dimplemented recommendétioné'
o Section 4. Manpower Study
Covered both Sections B‘and 4.
Where a Personnel Maﬁagement TA had been accomplished, we- uged Instfu-
ment 4 to interview the person most knowledgeable about personnel
adnministration in the department. This usually wag the Chief. We
“covered the following toplcs: ~ ,
e Introduction
@ Changes in personﬁel administration.

o Effects of changes

e Training in personnel administration or use of personnel forms

» Vehicle costs

‘The last topic was included gince MPIL, for historical reasons, has
included in the Personnel Management package a system for keeping
track of vehicle maintenance repalr costs. Where the Chief of Police

or other interviewee asked about the previous toplcs wag not knowledge- -

able of these vehicle cost records, we discussed the subject with
gomeone 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 InstrumenL 7.to discuss
this with him. The topics in the interv1ew 1ncluded: :

® Direct uses of Mutual Aid Agreement B

o Indirect sbin—offs of Mutual Aid Agreement’

e MPL's role and‘open,questiOn‘
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Since the town Selectmen need to sign off on a Mutual Add Agreement ,
we discussed this with one of them, guided by Instrument 11, Which ‘
dncluded the following toples:

] Introduction

@ Problem identification

o Review of MA Agreemenh

‘@  Overview.

2. Group B

Instrument 10, a guideline for an interview with the Chief of Police,
was the only one used for municipalities which had requested but had
not yet received MPI TA. This instrument covered:
e Introduction
e Connection with MPI
e Problem identification
. Ptoeessing of request and timing of TA provision

~®  Present Rules and Regulations

& Expectations of MPI TA.

3. Group C ~

The five towns which formed the Group C sample had received TA. from
organlzations other than MPI, in the project areas of Rules and Regu-
lations, Records and Information, or. Manpower Resources. For this
teason, we adapted the instruments used for these project areas, )
Specifically for Group:C use,  To avoid repetition, the adapted. instru-
ments are not shown in an appendlx, although copies are on file at

MCCJ and ADL. :

These instruments differed from thefGroup A instruments in one impor-

“tant vespect. Since some of these five towns had received TA from

MPI ag well 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 fur-
nished by the other organization.
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4, 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:
o Knowledge of the existence of MPT

o Perceptions of MPIL's functions and capabilities

~#  Reasons why the department had never requested MPL TA.
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V. MPL'S RECOGNITION AND REPUTATTON

A. INTRODUCTION

 This chapter is the first to present the results of ADL's fileld work,

As ADL promised respondents, the informatfon in this and the following
chapters will not enable ldentification of any specific police depart-

“ment or individual interviewee. We present general tendencies found

among the departments where we carried out our Eleld work.

B, RECOGNITLON

ALl police chiefs inﬁerviewed, even those who had not requested MPI
~TA, were aware of MPL and, in differing degrees, were knowledgeable

about MPL's services and activitles. Many had learned of MPL and its
activities from talking to other police chiefs who had eilther received
agglatance from MPL or who had heard of them. Some police chiefs had
learned about MPI from reading dite publicatilons., Yet the majority of
police chiefs had first heawrd of MPI through the Massachusetts Chiefs;
of Police Assoclation (MCPA). ;

The tdes between MPT and the MaSSachusetts Chiefs are extensive and
elose. MPL's Advisory Board conslsts largely of police chiefs and -
officers of the MCPA and the Chailrman of MPI's Board is also (ex

officlo) the President of the MCPA. MPI was initiated by the Associa=

tion and remains affiliated with dit. In addition, the Executive
Director of MPI is placed on the agenda at each monthly meeting of

the MCPA to address the membership about MPI's plans and activities.

It is difficult to overstate the benefits aceruing to MPL from its
close affiliation and ldentification with the MCPA. 1In its early
stages, MPIL's association with the MCPA gave the former both instant
credibility with local police departments and an excellent forum to
advertige its services. These advantages continue. :

There 18 aiso gome evidence to suggest that MCPA may benefit from its

relationship with MPIL; MCPA 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 medium~sized

~and small departments, may serve to mute some of this criticism.

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

C._ REPUTATION

Trom our dnterviews with police chiefs we can conclude without quali-

- fleatlons that MPL has already established an excellent reputation.
There were very few negative comments and much positive enthusiasm .
about the quality of its work and the knowledge, experience and help-
fulness of its staff. The followlng comments were mentloned most often
by chiefs in describing MPIL staff: 'knowledgeable," "organized,"
"business~like," "professional," "low-key," "experienced," "confident "
and "always available." 8everal chiefs emphasized thelr posture of
helpfulness and low-key assistance. As two chilefs put it, "they don't
try to shove things down your throat'" or "direct your department."

Even those chilefs who were initilally skeptical of "outsiders'" changed
their minds after working with MPL.

There are reasons why MPI has established this excellent reputation.
Of particular importance is their use, on a part-time basis, of former
Chiefs of Pollice who are respected, knowledgeable, experienced, and
can relate directly to the problems of othexr chiefs. Those former
chlefs are used by MPI in many instances to make the initial contact
with police chiefs whom they usually know from thelr past experiences.
- This gives MPL a certain measure of credibility bhefore they even begin
helping the chiefs. '

A second factor in their success is thelr low-key approach. They do
not try to advocate a certain approach ot practice, or push aggres~ |
slvely for changes, Rather, they provide the assistance requested in
the way in which the chief wants it. This apptoach can be criticized
for belng too narrow and limited and for not taking advantage of their
credibility with, and access to, police chiefs to advocate reforms.
Yet Lt should be recognized that much of their credibility and access
hag resulted from this low-key approach and a more aggressive approach
would reduce their credibility and access,

By dts charter and practice, MPI regards small and medium-sized town
police departments as its high-priority clients. They are aware of
this, and appreciate MPI's efforts. Many of them perceive that MPI

ils one of the few organizations with thelr interests in mind. MPI

also is familiar with the level of sophistication of such small depart-
ments. For this reason, it has justifiably avoided attempting projects
that are too grandiose, or that assume an advanced administrative
infradtructure in these departments. MPI has, instead, concentrated
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on basics, on bullding the administrative infra%tructure. We will
discuss this in greater d detall below.

But perhaps the most dmportant factor in MPL's success is theilr respon-
slveness and exclusive commitment to police chiefs., They consider
themselves and are seen as an organization dedlcated to assisting
pollce chiefs: they will provide assistance only at the request of

the chiefs, not police officers, or other town officials. The chiefs
appreciate this and view MPI staff members as someone to turn to when
they need advice information, or assistance.

~AlLL four of the above factorg--the qualified staff--especially the

former police chiefs, the low-key approach, the orientation to medium~

~alzed and small police departments, and the ovientation toward police

chiefs~~stem from MPIL's hypothesis that in order to produce improve=

Cments in law enforcement MPL must get a "foot in the door" by earning

the support and confidence of the police chiefa., That MPI has gotten
itg "foot in the door" by developing an excellent reputation among
police chiefs there can be no doubt. The service they now perform,
although limited in scope and relatively routine, are highly valued
by police chiefs. The question remains, however, whether MPL will
seek or be given the opportunity to broaden or change its scope of
services and, 1f given the opportunity, whether this change would

 peduce thelr credibility with, and access to, police chiefs.

D, MPI'S OBJECTIVES VIEWED IN CONTEXT

MPL endeavors to aid the police chiefs of smaller and medium-sized
communilties within the Commonwealth of Massachusetts by showing them
how to manage better. This is appropriate, considering the lack of
awareness of management principles within police departments that was
ildentified as early as 1940 by Bruce Smith's Police uystems in the
Unlted Stateg:

"The problems of administrative structure arve larvgely

dgnotred, despite the fact that certain broad principles
of organization have won wide acceptance in mildtary,
~commeresial, and industrial undertakings and are readily
adaptable to many of the problems arising in connection
with such governmental functions as police protection,
The fallure 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 beginnings and have only -
gradually acquired those complex structural features

~ which are now so common. From mere lapse of time various
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stop~gap and temporary devices have come 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-
czation may consist in the fact that only in the rarest
instances have American police forces heen led by men

with prior experience in large-scale operations or by
men who have enjoyed a sufficient background of general
knowledge and administrative performance to make them
even aware of the existence of a problem of organiza~
tion. Cu

Today, more than 35 years later, the problem remains but the emphasis
hag switched from the awareness of management pxinciples to their
utilization,

The President's Commission on Law Enforcement and Administration of
Justice, in its Task Force Report:  The Police, pointed out the re-
luctance of the police to change and to adopt new ideas for organlza-
tion and management. Thus, when considetation is given to the '"state-
of=the~art" of police departments and to the lack of administrative
abilities generally found in the administration of smaller and medium-
‘gized police departments, MPI's potential contrlbutnon to law enforce~.
ment becomes important. ,

L, NON~REQUESTORS OF MPI TA A8 INDICATORS OF MPI'S REPUTATION

1. Purpose and Method

In Taslk Ll we learned that 83% of Masaaohusetts communities with popula~
‘tions 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 within the Commonwealth with populations

between 50,000 and 100,000 and about 187—19/ of the other communities
had not requested MPI TA-.

We conducted informal telephone interviews with a small sample of
police chiefs in those communities in order to gain some 1nsights

' about their reasons for not requesting MPIL TA. We contacted 11 com-
muniLies from the followmng population categorles

Bxuce SmLLh Polioe Systems in the United SLates, Harper and Brothers,
New York, 1940 p. 251, ‘ -
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POPULATION CATEGORY

2.5-10K  10-50K ~ 50-100K  Total -

Nutber of Clties/Towns ’ 4 4 3 5
"Contacted : '

2, Findings

All the police chiefs had heard of MPI elther through MPL's monthly
bulletins or from recipients of MPL TA, MPI provided informal assis-
tance, usually in response to telephone inquiries, to five of the
departments. There were also five departments that stated that they
expect to seek assistance from MPI in the near future. The following

- reasons were given for being non-requestors at this time:

) preéent‘political proBlems make TA infeasible;
- @ presently an acting‘police chief}
) ﬁblice departmant‘ié in the process of relocating
® recéntly apﬁointed pplice chief~-not too familiar‘with‘MPI;
o presently embroiled with union;
e M?I projects not congidered impfovementé for departmént;
] MPI‘projects princip;lly'fof sméiler towns ;
@Y‘MPI projects more’adaptable to smallgr‘towns;
e have own resourgés;
@: no particular veason,
The police chief who felt MPI,TA was'méfe appropriate to smaller towns
and “the chief who stated he had his own resources are police chiefs
for larger communities. The other police chief who felt MPI TA was

principally for smaller towns is the chief for a community with a
population of 30,000-35,000, and indicated he may seek assistance on

RRs. 1

- This cursory review of non-requestors indicates that two out of three

of the non-requestors in the 50,000-100,000 population category either

- are self-sufficient with their own resources or feel MPI TA is more

sultable to smaller departments. The othexr eight communitiesftypicaily
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cited internal problems that prohibited them from seeking MPT TA up 'til
now; four of them indicated that they expect to seek assistance from MPI
in the near future. :

3, ) Summary and Concluéions

It is noteworthy that no chief stated a reason for not requesting MPI TA,
which showed it in a bad light.  Sizdble portions of the nonrequestors
have received advice over the telephone from MPI, 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 MPI
for help. This tends to validate the reasonableness of MPI's gilving
priority to the smaller departments and thelr concerns.

F.  TOWNS THAT WITHDREW TA REQUESTS

L. Purpose”

During the course of the evaluation, nine cities/towns were found to
have requested MPI TA but withdrew their request or withdrew from parti-
~clpating in an ongoing MPI project. We conducted telephone interviews

~ with the chiefs of these nine police depaerents to find out why they
withdrew.

2. ' Findings

Two departments could not receive the financial support from their respec-
tive communities, and one department could not obtain a federal grant to
cover the municipality's cost assoclated with a RI project. Two depart~
- ments could see no improvement in their present RRs compared to what MPL
" offered. One police chief requested MPIL assistance in Rules and Regula-
tions because of mayoral pressure for improvements. The chief told us
that MPI 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
give him the written documentation or support he needed. 'Two departments
withdrew from a MPI RR project when the city/town officials would not
accept the draft RRs, and one department withdrew because of union objec~

tion to MPI'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 had been contacted

~ to perform an evaluation of the police department.
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3. Summary aﬁd‘Conclusionsk

The eleven police departments queried as to their reasons for their with-
drawal withdrew for valid reasons and genelally due- to no fault on the

part of MPI,
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VI. MPI'S ACTIVITIES OTHER THAN TECHNICAL ASSISTANCE
~ 1IN THE FIELD

In addition to the direct technical assistance in the project areas dis- -
cussed below, MPIL also carries out several other activities 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 prlice officials it

‘is clear that these other activities comstitute a significant part of

MPI's workload and a primary means of interacting wilth police depart~
menrs

‘A, PUBLICATIONS

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

o “write and distribute lO Newsletters,

o write and distribute approximately 24 teports
(Monthly Bulletlns),

e write and distribute two‘résearch papers.
No objective was stated for ”In—Brief” responses.
From January thr0ugh June, 1976, MPL 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 '"In-Brief"
responses, and "Monthly Bulletins' developed that month. This packet is
mailed to all police chiefs in Massachusetts, as well as other interested
parties. The coverage appears to be adequately comprehensive. -From the
structured intetrviews with police officials, we were able to assess the

utility of the publications to the interviewees.

1. MPI Reporter

‘The pollce chiefs interv1ewed were almost unanimous in thelr praise for

the MPI publications. Although many police chiefs were not able (and
did not see the need) to dlstlngulsh among the three fypes of publlcationu
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in their monthly MPI packet, all expressed satisfaction with the informa-
tion received from MPIL, and most were enthusilastic about its usafulness
to them.

~Most~frequently cited by the police chiefs wasg the newsletter, the "MPI
Reporter." This is a short two to four page report containing:

(1) summaries of the impact of recent court decisions and leglslation

on police activities; (2) deseriptions of MPIL, MCPA, and LEAA activities:
and, (3) articles of general interest to police chiefs. The adjectives
most often used to describe the newsletter were: 'timely," "up~to-date,"
"easlly read and understood," 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 natlonal publications which were written in
highly technical language and were directed to the larger more urban
deparrments.

Several police chiefs indicated that the MPI "Reporter' and MPI's other
monthly information congtituted the only literature they reviewed on a
regular basis. Thls was evidenced by the fact that many chiefs kept the
MPT literature dn a binder or folder on their desks for easy reference.
Several chiefs praised MPI's method of indexing. When asked whether

and how the information in the MPI Reporter was used, most police chiefs
dnterviewed were able to cite examples of how the MPI newsletter had been
directly relevant to a problem or question of theirs, and had provided
clarificatlon about laws, procedures, and police matters which concerned
small Massachusetts poche departments.

There were no negative comments about the information or format of the
-"MPI Reporter."

2. In-Briefs

Other popular publications distributed in the monthly MPI information
packet are the "In~Briefs'--short concise responses to questilons submit-
ted by police chiefs. At first, MPI sent "In-Briefs" only on request.
So many requests were received that MPI sends them routinely to all
chilefs in Massachusetts, without waiting for requests., A list of the

24 "In~Brief" inquiries which have been researched and answered by MPI
through June, 1976, is found in Appendix D.  Since these questions are
gubmitted by police chiefs, their relevance to police concerns is virtu-
-~ ally guaranteed. This enhances MPIL's reputation for, as one officer

put it, "keeping its finger on the pulse' of local police concerns.
During a recent 4-month period, 87 police chiefs requested a total of
296 copies of "In-Brlef” responses prepared by MPI. :

The "In—BrlefS" also constitute a very efficient use of resources. The

material contained in them has been tresearched in response to a particular

~dnquiry. (See discussion of legal assistance below.) It is then simple
and inexpensive to type the material, publish, and disseminate it The
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chiefs appreciate the ability to read responses to questions which, even
though asked by another chief, almost always are of interest to them in
their posmtions as chief.

3. Monthly Bulletins

The "Monthly Bulleting" were also praised highly by the police chilefs

interviewed. These represent longer articles or reports explaining

recent court declsions or laws, or discuss issues in police operatilons.
A list of the 33 Monthly Bulletin igsues by MPL through June, 1976, is
included in Appendix D. The police chiefs found the "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 MPIL publications as a basis for the training of new
officers and other in-service training for their departments. Many

routinely distribute the monthly information packet to theilr 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" on the new gun law and
collective bargaining issues.

Several chiefs praiséd the ”Monthly Bulletins" and "In-Briefs" (again
often failing to distinguish between the two) for their timeliness, cit~

~ing cases where their Selectmen had asked them questiong for which they

had ready answers from reading the previous monLh’ﬂ MPL literatures
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: '"The Authority of Police Chiefs in
Massachusetts Towns.'" MPI reports "many requests for copies" of dit.

They plan to publish a second paper, '"Police Manpower Alternmatives; Use
of Special Police," in November 1976.

5, Summary

In summary, 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 MPL publications more than any other law enforcement publications
because of thelr clarity, relevance, and timeliness.
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B, ~ PROVISION OF ADVICE, ASSISTANCE, AND RESOURCES

The MPL 1976 Program outlines three objectives for the project area
entitled "Information Clearinghouse, Legal Assists:"

® mamntain a police and criminal. justice library for
municipal police'

8  provide requesLing police chiefs With answers and
' alternatives to thelr legal and non-~legal questions,

e serve as a data base dnd information center on muniCL“

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-
stantial number (approaching 50 percent) of the police chiefs we talked
to had requested and recelved legal advice from MPI. While some’ chiefs
had requested advice only once, a few called MPI ag 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" (d4if
MPL had prepared one relevant to the question), or a letter or phone
call from MPIL to the police chief, With only one exception, the police
chiefs we interviewed were pleased with the response they received from
MPI, - They found their -answers to be prompt (usually within a week or
two for a written response and often within the same day in response to
a call) and sound advice, The exception was one chief who felt that an
‘MPT staff member was unsure of the advice he had given him and thus the
chief did not have confidence in the advice. He felt that the MPIL staff
consisted of a lot of young people who were probably trying to build up
their experience in this field and would probably move on to another job
~idn a short time.

HOWever, this chief's view was clearly the exception. Many police chiefs

preferred- to consult with MPIL rather than their own Town Counsel. The
- reasons glven for this were varied, but included: '

o the Town Counsel is often unavailable;

e the Town Counsel works for the Selectmen and, on sensitive
matters, police chiefs would rather seek advice from MPIL
- to keep it "in the family", particularly on matters involv-
ing disagreements with the Selectmen or when the Chilef
‘does not wish to appear uninformed by having to ask the
;Town Counsel for advice;
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e the Selectmen must approve the Town Counsel's devoting
- time to researching a questilon posed by a police chief;

o the Town Counsel 4s not familiar with police matters and
operations. As evidence of this one chief cited an
instance whent the Town Counsel and MPL gave him conflict-
ing legal advice on a police matter. Tater, the Town
Counsel changed his position upon discovering that the

MPT advice was correct.

Several chiefs were impressed with the impartiality o MPI's advice and
mentioned instances where MPI's advice was not what they had hoped to
hear, but proved corrvect in the end. Their acceptance of MPI's unpleas-

~ant advice is further evidence of the trust which police chiefs have in

MPI. Those who more frequently request advice from MPI seem to share
the view of one chief who stated that~the axistence of MPI epables him
"not to have that alone feeling anymore." They appreciate the ability
to call domeone familiatr with their local. problems and: get a quick
response.

'Although those who sought advice and guldance from MPL were almost always

satisfied with the response, many police chiefs had not sought its advice,
In most of these cases, the chiefs eilther sald that they did not need any
legal advice or that the MPI publications were sufficlent. However, some
chiefg were not aware of MPL's availability to provide advice--a situa-
tion which MPI might easily take steps to remedy.

2. Law Library

kFew police chiefs knew of the existence of the MPI library and few had

used it. However, all assumed that MPI 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 while visiting the Berlin headquarters of MPI, Those who had used
the library found it very complete and useful. Although a few of the
chiefs interviewed stated that there was a real need for a legal library
in each police department, it appeared that MPI's publications and legal
advice in many ways reduced the need for local libravies,

Although few of MPI's clients use its law library, MPI staff members use
it to ecarry out legal research on their behalf, in formulating responses
to legal questions, preparing 'In-Briefs,'" ete. Thus, the library forms
a distinctly useful portion of MPI's LaciliLles, :

3. Other Assistance

MPI staff provides other assistance in both a formal and informal manner.
The MPI staff serves as the staff for the Standards and Goals Committee
of the Massachusetcs Chiefs of Police Association and provides facilities
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for its meetings. While most polide chiefs were aware of this, they
could not assess MPI's performance since they were not familiar with the

- Committee's yet unfinished work. MPI also spomsors Task Forces on Policies

and Procedures‘

; MPI sLaﬁf menbers have also provided 1imited assistance to several police

chiefs in developing grant proposals, particularly in the case of propos-

‘als requesting state or federal support for radio equipment. There were

also references in MPI's filles of assistance to a small number of police
departments in the area of lease negotiations. This assistance was neil-

,thpr frequent nor extenslve.

We askedychmefs whether MPT had ever refused to provide assistance or
had put off a police department's request. Only in one case, involving

“the writing of job conmtracts with the Board of Selectmen, did MPI refuse

to provide assistance on the grounds that each contract would have to be
handled separately. In all other instances, the chilefs had received
aselstance or been put on a list of those awalting the provision of assis-
tance, . Remarkably, very few chiefs were upsget or expressed impatience

abeut having to wailt to recelve assistance. ALl recognized that MPL had
limited staff and was facing a backlog of requests.

C.  SUMMARY

In summary, MPI's "other activities" may well be onme of their most sig-

“nificant contributilons to improving law enforcement in Massachusetts.

Two comments which were heard repeatedly about the information and advice
provided by MPL publications .and staff concerned the tremendous time sav-
ings they tepresented and the fact that MPI was the "only place to turn
to" for information and advice. Police chiefs wholeheartedly appreciated
and clearly benefilted from the information and advice provided by MPI,
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VIL. TECHNICAL ASSISTANCE IN RULES AND REGULATIONS

A, CONTROL GROUP

1. ?urpose

The Control Group consisted of 15 police departments wh’ch have requested
but not yet recelved a MPI TA project, ALL 15 departments were walting
to recedve assistance in establishing, updating, or revising written
rules and regulations, job descriptions and policy and procedure state-
ments. We interviewed the Chief of Police and/or his liaison with MPI,
using Instrument 10-~Group B (Appendix B) as a gulde to aid us in deter-

mining the following:

8 ‘Ihe Police Chiefs' perceived needs for RRs
o Why they went to Mﬁl for assistance
‘a What they expected as a result of MPL assistance
Our primary purpose in dodng g0 was to investigate the oiiginal motiva=~
tions that impelled police chiefs to call on MPL for assistance, and the

original expectations they hold, for the outcome of the TA. We believed
that asking about these matters before TA was provided would elicit an-

‘swers unaffected by the actual experience of receiving TA.

2. ’Problem ITdentification

The great majority of Chiefs of Police from the Control Group (Group B)
stated that the need for assgistance in establishing, updating, or reévig-
ing written rules and regulations, job descriptions, and policy and pro-
cedure statements has exlsted ag long as they have been chiefs. The few
other chiefs identified the need as developing aver the period of years

- from the date of their last set of RRs or "just over the years.'" 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 petriod of time for these 15 police

departments.

Specific incidents recounded by these chiefs as indicating the need for
new or revised rules and regulations varied in number and with the pecul-
larities of each department. However, the "causes' mentioned could be
generally categorized as follows:

w labor problems (i.e., 1nabillty to enforce present
policy adequately; subordinates taking advantage of
unwritten rules; i1lgsues being made during the collective
bargaining process);
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o need for uniformity (L.e., to clarify, interpret and
enforce rules fairly, to clearly define appropriate
conduct, appearance or behavior; to "lay the ground
ruleg");

o exlstence of outdated, obsolete, unrealistic, or
 repetitive rules and regulations, many of which were
not consonant with State legislation or Civil Service
regulations: ;

e to partially satisfy requests from Selectmen to update
or improve departmental operations;

® gxeater protection against eivil liberties sults and

the need for standard rules and regulations against
which to hold pergonnel accountable.

3, Selection of MPI

Prior to requesting MPI TA, approximately ome-half of the departments
‘attempted to solve the problem of inadequate or nonexistent RRs themselves.
Many found the process of developing RRs 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, the chiefs turned to other sources for help. The
police chiefs requesLed TA from MPI because: :

¥

(1) they heard favorable comments about MPI from recipiehts
of MPI TA;

(2) MPL TA was free of monmey charges or the least expensive
alternative in terms of departmental time spent;

(3) MPT had the staff and necessary experience;

(4) Chiefs had previous favorable involvements with MPI;

(5) MPI is associated with MCPA; and/or

(6) they knew of no other sources of assistance.
If MPI assistance were not available, two~thirds of the police chiefs
stated they would have edither written or updated the RRs themselves ot
asked theilr cilty/town counsel for assistance. The other one~third
stated that they 'would have continued on as is" or "didn't know what
‘they would do." The fact remains that one half of the police chiefs had

tried to write or update RRs for their departments with little Or no suc-
cess prior to requesting MPIL TA. , :

46

ArthurD Little Inc. . |

l’ )



4, Present Situation

Table 7, Number of Police Departments (Control Group) with Existing
Written Rules and Regulatilons, Job Descriptions, and Policles and
Procedures, indicates that 6 out of 15 departments or two~-fifths arve
presently operating without any writtem Rules or Regulations. Over
one-half of those reporting do not have written job descriptions on
policy and procedure statements. It is vather clear that a major por-
tion of small and medium size police departments are requesting MPL TA
to establish thelr first set of written rules and regulations (RRs),
job descriptions (IDs), and policy and procedure sta.ements (PPs). The
other police departmints have requested assistance from MPIL to update or
revise thelr present sets of RRs, JDs, and PPs because of the percelved
inadequacies mentioned earlier.

TABLE 7

NUMBER OF POLICE DEPARTMENTS (CONTROL GROUP) WITH
EXISTING WRITTEN RULES AND REGULATIONS, JOB DESCRIPTIONS,
AND POLICIES AND PROCEDURES

Numbeyr of Number of
Police Departments Police Departments
With Without Total
Rules and Regulations : 9 o 6 o 15
~ Job Descriptionsk , 7 el 8 15
Policies and Procedures 7 ' 8 15

5. Expectations

The majority (12 of 15 IDs) believed MPL will provide a model set of
written RRs capable of being tailored to each department. Other police
chiefs expected a comprehensive set of specific RRs. Additional;y, .
gsome police chiefs hoped to gain asgistance in establishing a;fullwtime~ 5
police department ot help in just being a police chief. = One hoped to
gain an informal review and audlt of his management and one was looking
only for assistance, not investigation. o :
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G Suminary

In summary, the need for MPIL TA, as identified by the Control Group,
stemmed from a variety of problems which the Police Chiefs were encoun~
tering in thelr departments. They felt the problems stemmed from not
having a written set of RRs or inadequacies in their present RRs. They
expected MPL to give them assistance in developing a seL of RRs tallored
to thelr departments. ,

'B.  EXPERIMENTAL GROUP

A Purpose

These 13 police departments consist of that portion of the Experimental
Group to which MPI provided assistance in establishing, updating, or
revising written rules and regulations, job deseriptions, and policy.

and procedure statements.  In addition to serving as part of the Experi-
mental CGroup, the departments served as the basis for comparison with
the Control Group and those departments in the Comparison Group that

had recelved assistance in rules and regulations. In all interviews,
‘Instrument 1 - Group A (Appendix B) was used to elicit respouses from
the police chiefs. If applicable, Instrument 2 - Group A (Appendix B)
was used to elicit responses from police officers; Instrument 3 - Group
A (Appendix B) for the filrst line supervisors; and Instrument 8 - Group
A (Appendix B) for cmty/Lown officials, :

‘2,; Problem Ldentification

As with the Control Group, the Experimental Group stated that the need
for asslstance 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 MPL TA
for an MR project, but due imostly to MPI's program constraints were
satisfied to receive MPL TA assistance in updating the present RRs
before receiving MR assistance., As with the Control Group departments,
the need for new, revised or updated RRs had 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 mneed
~ 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 outdatcd due to new laws
or the growth of the police department.
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3. Selection of MPI

As with the Control Group, approximately one-half of the departments in
the Experimental Group attempted to write or revise their RRs prior to

‘requesting MPI TA. They, too, found the process of developing RRs them~

selves to be slow and time-consuming. They 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 MPL from recipients of MPI TA:; (2) MPL TA was
free; (3) MPL had the staff and necessary experience; (4) they had had
previous favorable involvement with MPI and/or (5) MP. is associated
with the MCAP. Table 8, Reasons for Requesting TA From MPI, demonstrates
the similarities of the responses trecorded from the police chiefs of the
Experimental 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 MPI TA were
not avatlable. 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

Lhemselves, added qualifiers such as “eventually" or "when I found the

time.,

4, " Procedure

The standard Operating procedure to receive MPI TA assistance begins

with the police chief's written request to MPI, MPI logs the receipt

of the written request and usually within 5 days sends a letter: bo-the
police chief acknowledging receipt of his request and notifying him of
MPI's current time comstraints. This proved to be good policy for there
were very few dissatisfactions recorded with the speed with which MPI
responded from the time of the police chief's formal requast to initia-

“tion of the field Work

MPI's modus operandi for an RR project usually consisted of a serles of
3~5 conferences with only the police chief and two or three MPI staff,
one of whom was a Police Advisor (retired police chief worklng partétime
for MPI), in attendance. A total of 2~3 man-days was spent "on-site'' by
the MPL Police Advisor and staff. In one half of the departments, MPI -
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 explain-

dng MPI's approach and style, what the chief could expect from MPI, and
current police problems in general. The first meeting was mainly to

establish a rapport between the police chief and MPI personnel. Later
conferences focuged on adapting a falrly standard set of RRs to the
particular department.

In all cases the police chiefs felt that MPT understood their departments

and made any necessary changes in the RRs to fit their departments. MPIL
did in fact respond to changes recommended by the police chief; some of
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TABLE 8

REASONS RECORDED FOR REQUESTING TA FROM MPI: EXPERIMENTAL GROUP

VS. CONTROL GROUP

Reason for Requesting TA from MPI

Experﬂmental Group

Li Favorable comments were heard about

MPL from recipilents of MPI-TA

2, MPI~TA was free

3. MPI had the staff and necessary
experilence

4, Previous favorable involvement
wlth MPI

5. Assoclatdion with the MCPA.

1.

Control Group

Same

Same

Same

Same

Same

known to be available.

these were generated from members of his staff, Selectmen, or union

of ficials.

There was an overpowering regard by the police chiefs for the

MPI staff who assisted their parLicular departments. The MPI personnel
were considered: : ~

@

&

“experienced"

"knowledgeable"
"understanding"
"ikeable"
"interested"

"eooperative"

"professional"

"capable."
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5 Product and Impact

In all instances the police chiefs received from MPI what they expected,
a good set of RRs or a new set of written guidelines. We did not fre- =
quently find the RRs are presently being used to bring 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 from the RR project, Changes
directly related to the RR projects and perceived by the police chiefg
from two departments, consisted of s

‘,(l)“Ability to enforce officers' hair length,

(2) Changed one officer's upnauthorized behavior pattern
to an authotrized pattern as set forth in the RRs.
Three police chiefs felt that there was no impact to date as a result of
the RR project and one stated it was difficult to measure the immediate
effect. Secondary impacts or "spin-offs" as a result of the TA in RR
projects were ldentified as follows

(1)  Job descriptlons 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)  Comducted classes in-crisis handling.
(5) ‘USed\as study.material fbr promotional exams.

(6) . Ability to establlsh a standdrd set of 0perating procedures
for all shift commanders

(N Established standatd . raddio procedurs.

The impacts which police chiefs anticipated WOuld be derived from thé‘

RR'project were expressed in general terminology such as:
(L) General improvement in the department.
, (25 More efficient departmént.
'(3) More professiopal departiment.

(4). Greater morale within the department.
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(5) Provides a good base on which to develop a good '
department.

(6)  ALL personnel now know their jobs.

(7)  Should assure sélectiqn‘of‘the best candidate for
- promotions. :

“Additionally, nost: of the police chiefs expressed or implied that having
wrltten RRs gave them a peace of mind in that they felt more secure and
protected in their position and that RRs had increased accountability.

One police chief did not expect the RR project to have any impact on his

-~ department, two police chiefs had yet to begin distribution of the manu~
als, and one police chief was still in the process of distributing them.
The remaindng department chiefs felt that the RR project had a posltive
lmpact on the department as a whole, while only two police chiefs reported
resistance of a few officers to selected rules (l.e., smoking, ete.) and
concern from some that the RRs implied a lack of trust in them as police
offilcers.

There was a sharp contrast in the perceptions that the police sergeants
and patrolmen we interviewed had toward the RR project when compared with
those of the police chiefs. Tor 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, " dmproved
department," and "perhaps able to avoid favoritism or appearance of
Favoritdsm."* 1In 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 respoﬁdenta to the specific questions contalned
in Instruments 2 and 3 (Appendix B) resulted in little more than conments
which indicated. only possible effects or no effect. These comments

include:
o Possible
No . Possible Direct
Effect Effect‘ Effect
"No real change' X
"Some slight change" o ox
"Same as ‘befora" : Ly

% 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 1nterview notes and not tape recordings

oz ¢
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"NO;SPecific examples"

"Just up-dated"

"Just for reference"

"Good to have current, written rules”

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

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

"More confidence on the job"

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

"gyf1l performing duty in proper manner'

"Know where you stand"

MClarified thinking"

"All know them better, because available
in writing"

"Discussions are now resolved more easily"

"Now at least they are written out"
"They provide guidelines in writing"

"Just adjusted with conditions over the
years"

"Retter informed about duties"

"Just being in black and white"

”Good_fbr the~younger officers”

"Just feel bétter about‘the joby now
that the RRs are documented"
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i Fall ‘back on"

"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"

"Just made the chain of command
clear

"Feel better‘under these conditions"

These tesponses 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 regulatiouns,
job descriptions, and policy and procedure statements which act as bench
marks for expected behavior by the department.
documents describing their specific duties and responsibilities, what
they are allowed to do, and what they are prohibited from doing.
is no differerce in the responses about impact from those police officers
from (1) two departments who had received formal discussions on topical
areas of the RRs at Police Association meetings or those officers who
~utilized the RRs as study material for promotional exams, compared to

Possible
No Possible Direct
Effect: - Effect ~Effect.
X
X
%
b
o
X
%
brs
x

The officers now have

(2) those who have not recemved any training with respect to the RR

project.

As could he expected, the city/town officials'

regarding the RR projects were considerably management oriented.
- 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.
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 concern over overtime costs.
official concerned with overtime costs did nct expect less overtime as
a result of the RR project, but a firmer base for appraising performance.
All city/town officials 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 wvery
thorough review, All city/town officlals' concerns with the RRs were
answered either by clarification or changes in the final versions.

‘The two cities/towns whose officials recognized the need for assistance
in RRs were more specific in identifying the results of the RR plojectd
Their statements are 1isted below. :

(D
(@
3)

@

(5)

6)

(7)

Improved morale; less griping;‘
Improved the dispositions of the police.
Improved appearance and neatness.

Cleax, stricter rules will allow greater management
initiative.

Will avoid confrontations by having rules in writing.

Spelling out duties will have an impant on crime;

(e.g., on breaks, officer is required to get out

of vehicle and look arcund)s

Demonstrate a measure of suppott. to introducmng
managenent principles.

. The other city/town officials' responses were more generalized and

consisted of comments such as:

"Probably wnll 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 courze positive.

"They are more to avomd future problems than solve present
problems."

"Better performance generally, and better understanding of
B Lhe Jobn" .

"More professional."

One city/town official recognized a number of potential uses of RRs Such

as a guide in problem situations, useful for in-service training, and as
a public relations vehicle in the school system and various community

v grolips for discussions or seminars explaining how the police department

functions according to the rules and regulatlons, job descriptilons, and
pollcies and procedures, :
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" The eilty/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 MPI. There was
no feeling that admindstrative control is lost or jeopardized by this
requiremant. , o

';‘6. MPT Follow~Through

, Follow~through on-the RR progects 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 ox, in one case, by a
drop~in visit to the police department. Two departments received form
letters (questionnaires) and one department recalled a telephone inquiry,
MPL's questions were related to the police chief's satisfaction with
MPL's service or generally "How are you doing?"

7 Satisfaction’

ALl but two of the police chiefs have or-had requested other TA from
"MPI., Only 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—
pardable with MPI, for MPI keeps close contact and offers professional -
help at no cost., A few police chiefs responded that they had looked
around for other assistance but none was available, none compared to
what. MPI offered, or funds required to obtain the assistance were not
avallable. ‘

CALL Lhe chiefs reported that they would recommend MPI TA to others, and
only two chlefs 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 thelr responses
with "ifs" such as: 'with enough persuasion'" or ''in the future when
funds are more available." On the other hand, the city/town officilals
were not quite so optimistic as the chiefs. Although more than half
gtated that the members of the Board of Selectmen would personally be
willing to pay MPL for its services in providing the RR, only two
responded that their city/town would probahly apprOpriate the required
funds.. R

8. - Utdlization 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 MI'T TA for an RR
project equal 64% of the 344 citles/towns eligible for preferred MPI TA.
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- There is little doubt that the police chiefs have demonstrated receptiv-
ity to MPI's TA with rules and regulations. The RR project has served
 MPI's purpose well, not only in reaching its objective to agsist police
chiefs dn the development of police manuals, but also assisting to
achieve, rather quickly and easily, acceptance, vxsibllity, and approval,
L of MPL as a source of agsistance to police chiefs. ‘

9. Summary

The RR projebt,area served as the ideal initial proje.t offerding., It:
o fulfilled a perceived need,
& was easlly replicated

@ was non-controversial;

e was sultable to gaining coverage quickly and in as
many Massachusetts communities as possibled

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

A box score on impact of the 13 RR TA projects covered reads as follows:

Nuﬁber of ,
Depts. ; Impact ; Comments

3 ~ None Not distributed or distribution incomplete.

8 Little or none  Provided basis for Standardization, reiﬁ«

: ; B forcement of status quo. Little or no
attempt by chiefe to indoctrinate department
in provisions. Potential use gilves chief
greater feeling of security.

2 ~ Some Used to deal with unauthorized behavior,

We concur with MPI that the RR project served as the ideal "foot=-in-the-
door" project and established MPI as a credible source of assistance to
police chiefs. Previously we noted that the impact of a RR project
within individual departments varies, but overall is not signiffcant,

We found little evidence that chiefs followed up on the receipt of the
documents by an aggressive campailgn to indoctrinate their departments

in the provisions contained in the RRs. This is not surprising, since
the publications rarely contained anything other than a codification of
~existing policies and practices. However, the credibility and acceptance
" MPI has received by providing TA 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 chilefs. The RR project no longer serves this purpose, for
acceptance of the police chiefs has been acquired by MPIL, and it 1g no
longer substantially necessary to constrain initial requests by police
chiefs to RR project. MPI has already stated that responses to requests
for RR projects will be discontinued after December 31, 1976 except to
new police chiefs, We agree with this action aud believe that the RR
project willl serve as an excelLent entrée to new ehdefs.

F In reaponding to a draft velsion of this report, 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 chilefs have had an opportunity to request it,
and it ds time to invest federal funds in new areas. In
the future, we will do R & R projects for new chiefs only
1f they are partly paild for by the requesting department."
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VIIL. TECHNICAL ASSISTANCE IN RECORDS
AND INFORMATTON SYSTEMS

A, PURPOSE AND BACKGROUND

Our purpose was to evaluate the,impact of MPI TA on departments for whom
a Records and Information System (RI) had been devised and implemented.
Among the stated general objectives of MPL is a program addressing a

“problem area said to have been identified by police chiefs: "the need
for improved collecting and utilization of operational information as a

crime control tool.'"* RI is categorized by MPL as an Operational and
Crime Control Project Area. MPIL describes RI projects as efforts to
assilst police chiefs in evaluating their present records system, modern—
1zing it and installing new equipment, forms and procedures; projects
include technical assistance with the purchase of equipment, forms and

“planning new procedures.

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

The three departments were located in different counties. Their popula~
tions were roughly three, ten and fifteen thousand, Land areas for two
were about fifteen square miles, while the third was around thirty square
miles. All three chiefs had long service in thelr departments. Tenure
as chief ranged from over five to about twenty years. The number of
officers in the departments varied from seven to twenty.

In one dinstance, the chief was able to provide valid reasons for con-
ducting fewer than the four interviews, but no essential information was
lost., In 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 Lhis eval-
vation and data from the chief provided the useful facts.

In addition to asking questions, the interviewers examined the files and
procedures to assess the appropriateness and usefulness of the new system.
Some observations and impressions were recorded as bearing dirvectly upon
the evaluation of impact.*# : :

* As stated in Program,
%% For example, one department was crowded into 1ittle more than two

rooms, with the resulting clutter dand lack of operational space. The
second department had relatively better facilities, but was planning
a new station more sultahle for the activities and needs of the com~
munilty. The third station was constructed in recent years. It was
noticeable, however, that all three chilefs and other personnel took -

pride in the improved appearance of the new type of files and procedures,
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CInterviews for other types of TA included departments which had received
records improvement through MPI, The reported comments and observatious,
beyond the scope of the assigned project, but relevant to this RI eval-
uation, have been used to substantiate conclusions within this section,
at times supplementing the limited samplc, and will be cited where appro-

-priate. ,

B. PROBLEM IDENTIFICATION

Before MPI TA, all departments had '"records.,'" One department had what
could hardly be called a system; since the use of plain paper, the pro-
cedures for posting information, and problems in retentdon, filing, and
retrieval pregented serdous difficulties. The other two departments
had existing systems with imperfections, recognized within the depart-
ments, In one department the inadequacy of the system for recording
became more acute when new quarters provided cells for the fiirst time,
with added responsibilities, and the chief felt Lhat Lhc MPI project
could be very timely. ;

The files themselves were in disrepair, aud procedures were not spelled
out or followed tn the extent necessary for effective adninistration,
nor for operational requirements, While a time 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.

Two of the chiefs stated that they had recognized the need for ilmproved
records for many years, but for both this need reached the critical
stage when they were appointed to head the department, Until the MPI
project, one was plagued with miefiles and time spent locating recor¥ds
for court. The second saw opportunities for analysis which had been a
growlng concern but not possible before the TA project. The third chilef
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
RL project. He had maintained records for some years, assisted by his
‘wife, and a formal system was urgently needed. :

In two cases, the departments had sizable increases in personnel and
resulting activities which emphasized the need for proper records. "I
was unable to administer the department the way I wantad to" was the
way one chief expressed the problem,

C. SELECTION OF MPI

ALl three chlefs Lurned to MPT because of their membership in and involve~
ment with the Massachusetts Chiefs of Police Association. One request

for TA on RI was one of the first to MPA, almost in i1ts experimental
stage, because of early awareness of MPI plans. All chiefs have kept
informed on MPL's capabilities and accomplishments, and have served on
comnittees at the Institute headquarters. The cost factor was mentioned
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by every chlef, and corroborated by the interviews of Selectmen, Lhe
project was callad a bargaln by all.

Three interviewees made reference to technical ald available on record-

“keeping from organizations other than MPL. One c¢ited a prior report

from a large organization which had provided '"no depth of understanding

~or help." A second mentioned that help would not be sought for a records

system from a specific agency which offers assistance on an elaborate
natlonal basis, but was felt to lack knowledge of the requirements forx
gmall towns., A third chief was influenced by talk about a consultant
who ‘charged an exorbitant amount of money for such service. ~In one
instance a records survey had been made, which turned out to be marely
a proposal to change the type of filing and sell a particular project,
and ddd not qualify as technical asgigtance ili records systems.

The cholce of MPL to provide help with an RI project was made intention-
ally, with expectations of improvement, in each of the departments sampled.

D. MPI PROCEDURE

In the description of this project, MPI specifies lts own participation
‘as seven steps: (1) conduct field visits and evaluate present records,
- (2) make recommendations and discuss with chief, (3) order needed equip-

ment, (4) assist records personnel iIn setting up new procedures, (5) con-
duct twalning sessions for police personmel, (6) assist with problems

related to conversion to new system, and (7) evaluate system three months
after start-up.

In addiﬁion, MPI reQuites‘loéal participation in seven ways: (1) appro%
prlation of funds, part of total cost, to buy equipment, on a scale

‘according to size of population, (2) letter of request from the chief,

(3) assignment of one department member as "in-house" coordinator, (4)

~ full cooperation of all personnel, (5) Ffull access to present records,

(6) some training for all personnel, and (7) in-depth training for
records personnel.

ALl departments made formal, written request for the RI assistance, - An

 initial visit vas made by MPL staff members to discuss the project,

exhihit awareness of the problem, and introduce those staff members who
would work on site.

One chief made specmal mention of the appearance of a staff member of

MPI at a meeting of the Finance Board to explaln the appropriation
required. The standing of the other two chiefs, and thelr presentation
of the budgetary request with justifivation to the Selectmen and Finance
Committees, made supporting appearances by MPL staff unnecessary., In two
other interviews concerned with other types of projects, mention was madu
of the welcome appearances in support of funding for RI, with expressiouu
of appreciation for that type of direct and understanding involvement,

as well as the detalled work that had gone into presentations of costs.
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After 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-
gonnel, observing procedures, examining existing forms and files, and
paying close attention to details so that the changeover wotld retain
desirable features, faclilitate conversion; and effect improvement. An
~dmportant requirement was the coding of areas for incident recording,
and the coded maps were on display in each of the stations, as well as
being apparent in other locations sutveyed, as tangible evidence of
up~to~date records procedures. These, like the new type of files, were
pointed to by chiefs and others with a sense of pride when commenting
~upon. the assistance rendered by MPIL. :

While some "ride-alongs" have been a source of criticism in the past as
geeming to create instant experts on local problems in the eyes of offi-
cers who constantly patrol- the routes observed, the one mention of MPI
staff accompanying on patrol was praised as valid testing 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 essentlal for large departments, for those smaller departments
1t proved to be partlcularly new and useful, in preparatlon for inc1dent
analysis. ‘

A‘manual is provided for the department when the new RI system is in-

. stalled. A '"Manual for Records and Information System," prepared by
‘Bernard A. Lech, Technical Specialist, dated November 1, 1974, was avail-
able to ADL for a step~by~step examination of the principles embodied in
the MPIL 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 different specialist, followed the same general format.
. ADL used this manaal during examination of and comments upon the new
system. ~Some key pages from an MPI RI Manual havp been extracted and
appendea to this document. (See Appendix C.)

MPI introduCQd forms which were standsrd in skze, data, and usage,
Departments requesting this type of TA were shown a system aiready in
operation in another department. Key personnel, accompanied by MPIL o
Cgtaff; made a fileld visit and discussed on site another installation.

This has proven to be not only an affective selling and training idea,

but the installations surveyed have since become systems shown to other
progpects. " MPI has been able to check-on conformlty to some extent dur-

ing such visits.

MPI»refersfto Phase I of its procedure as Incident and Dispatch Recording.
A standard incldent 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 1f a major activity, become the basis 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 of ficer adds informatius
before signing, there is then a review by the ShifL commandet .,

Phase I is the forms package,fcomprisxng Officer's Report, Supplementary -
Report form, a Daily Log or Shift Report, and the Major Incidents Report.
These provide a simple but accurate reporting system., They provide a
degree of standardization for small departments.

In the brieflng session provided by MPI to ADL concernmng the RI prOJch,
a staff mewber explained that the forms originally had numbers assigned
and printed with items of information on the forms. when some officers
made reference to the data numbers without the title of the data in other
references, MPIL retrenched. Instead of pressing for tralning im propar
use to avoid such confusion, MPI 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
numbering for 1tems was recognized,

Phase III is the ordering of files. The greatest delay has occurred in
this stage of the project. MPI moves expediriously on actual file study
and conversion, but after approprilation 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. MPL has pro-
posed bulk purchases of files to expedite this part of the program.

E. MPL STRATEGY

The MPI approach for providing a standard, unéompiicated‘reoord 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 vears a Manual for Police Records which has contained
a set of forms and procedures. MPI, however, has provided personal asgsis-
tance and on-site training, and has remained during implementation to

 assure proper performance. The FBI and other authorities and authors

have stressed that the effectiveness of a police administrator is directly
related to the quality of his records. MPIL has provided improved record-
keeping without dropping it on the department, has tailored it to the

size and needs of its clients, and by -an understanding interested approach
has won. great praise.

By a low-key approach, MPL impressed department persommel., By competence,
cooperation, and common sense, MPI won praise din the interv1ews for.
results beyond expectations, and satisfaction beyond claims. -~ This cop~
trasts with some forms of expertrness or authority which make personnel
with limited records-responsibility, but often with thoce same three
attributes, feel belittled.
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In recognizing that a department must have sgome detailed knowledge of

its activities in order to document its needs as well as accomplishments,
and to make appropriate allocdtion of its resoutces, MPIL has concentraLed
on simple improvements, with basic standards, at minimal cost.

7. FOLLOW-~THROUGH

MPL, through its continuing concern for the departments it has served,
makes Inquiries at meetings of the MCPA and its own seminars. Informal
follow-up of installations occurs when such units are used for later
demonstrations, or even on a drop-in basis, Sustained interest during
‘a more Fformal follow-up came to light with one of the departments. Dur~
ing a visit the MPIL specialist found that a clerk was making many errors,
so he showed the chief the correct procedures and the chief upndertook to
make the corrections himself immediately.

While such procedure seems adequate, and does not give the lmpression 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 persomnnel for the records system may have ideas to ghare
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,
Within the three departments sampled, each chief voiced satisfaction with
the accomplishments of MPL. One expressed enthusiasm with "Great!" The
others chose the "Highly Satisfied" category as evaluation. The persons
, intervieWed as records supervisors were also pleased with the new systems.

In thege small departments, the chief has a close contact wiLh the records,
with processing and maintenance, and with all personnel. The chiefs cited
 areas of improvement over prioxr RI systems. The records supervisors also
freely admitted some prior deficiencies and acknowledged improvement, but
explained, if not defended, prior systems under pre-existing difficulties
and before help became available. As one commented, the older system was
"not that bad,’ considering what was available to work with, and the
amount of concern generally shown for 'unglamorous' record-keeping until
actually needed. Expenditures for administrative procedures often appear
to have little velationship to street problems, but these persons with
whom the interviewers spoke appreciated the new attention given to docu-
menL proce5s1ng, in which they were directly <involved,

Since the chmefs and other personnel had worked reasanably well under
a&verse conditions in some circumstances, with sincere efforts, MPI shows
wisdom in the cooperative approach, without claiming great impacﬁs for

~ its projects. ,
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The interviews disclosed a consensus that time was saved for the offuid.

on patrol or other field activities, MPI has provided for hand-prepared
forms which cam become the permanent legible record. ' One of the chiefs
still requires they be subsaquently 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 accildent
reports which are transmitted to the Registry of Motor Vehicles oft its
forms, TFigures for actual typing time would probably not exhibit any
dramatic saving, even if readily available and compiled. But our general
impression was that the valuable time and training of the working officer

- have been more effectively utilized. MPI is generati 4 satisfaction
with improved document processing. o '

One officer who was interviewed expressed satisfaction as a user of the
new system, and then admitted his surprise as he completed his reports

 from Incident Cards. The accurate stamping of times of dispatch, arrival.

and clearance made him realize that he had previously been very wrong on
occasion, sometimes over-estimating and sometimes under-estimating response
or elapsed times. He was high in his pxaise of the new system, and did
not’ view Lt as’ a threat. ~

This can be contrasted with the other type of benefit. A chief noted
discrepancies in the time one officer received calls and time arrived |

at scenes, found them to be related to unauthorized actlvities, and took
corrective action. .

When compared to previous logging of activities, the accurate recording
of recelpt of call, dispatch, arrival, and final clearance all prepare
for automated incident analysis. For those departments receiving only
TA in RI, preparation is provided for a future project in MR. This goes
beyond simple standardization, but allows for off-site processing for

- those departments not having access to necessary equlpment.

Thlough comparison of responses by records superv1sors aud users, by ,
references to the manual of procedure, and in observation of actual pro-

cedures, some variances from the MPI-prescribed procedures were disclosed,

although no serious breaches were evident, In two of the departments,

the records personnel mentioned that some thoughts as to guggested changes
of a minor nature had occurred. These persons intend to keep informal
notes on suggestions which will be communicated back to MPL for fukure
cvn51deration. :

The encoﬁragementhf and,proVision for two-way communicatdion by MPL con=-

trasts with those projects which end with final payment. One department

modified the Incident Card, and another is adding names to the MPI unit;
they felt that MPI discouraged deviations, but went ahead anyway. MPL.
stressed--possibly overemphas1zed~~standardizatlon, ‘and - discarded pro~
cedures deemed unnecessary or unecoaomlcal

One department has changed the basic incident card in a minor way A
paper copy of the face data is provided without carbon. The back of both
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card and papex brovided for additional data. The departmenttadded a’
second card for any additional data so tnat Only facing sides would be
. used, and deleted back printiug..

One department also deviated from MPI procedure by inserting additional
fiive cards of departmental interest into the Master Name Index File of
iteident 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 beatring 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 when this type of ready
access was missed, the f£ile was relmstituted on recommendation of the
records supervisor and with approval of the chief. This department plans
to seek the dpproval of MPI, if not actual adoption for other departments,
In. future contacts, as-a necessary and Worthy supplement to the MPI
recomnendations,:

One of the three departments still exercises a measure of judgment on
incident cards and discards some Lhat are. deemed unimportant by the
chief %

A commot, complaint among department 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 often locked
when the department does not have personnel to stay in a separate file
room, oOr space to keep them near centers of activity, and similar prob~
lems related to quarters and staffing. Files under the control and
observatlon 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 must be locked, with limited authorized access after
hours.

In two of the departments, the chiet, the Records Supervisor, and the
user interviewed commented upon accessibility of files under the new ‘
system. The simplicity of the mew color-coded folders, the compactness
of the records into shelf files, and the ready-reference made access at
all hours possible after proper training. Lost or misplaced reports or
- pases had been a problem for one department, particularly when needed

~ for court on short notice. In this and another department am open-file
policy exlsted because records were in the center of activity, so
accurate filing, rather vhan physical security from outsmde personnel,
was at thp root of the problem,

% Because this jeopardizes file integrity and could affect any future
incident analysis when types of activiiy must be tabulated, the
interviewer suggested that this procedure 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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MPT considers rate of expansion for the departments it has assisted. i
policy of purging is intended to minimize the size of active files, but
since a cut-off date for the old system is used when changing to the new
method, old files must be referred to for some time, and no conversion

~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, undertaking first purging. That records supervisor
noted some procedures which might be modified and intended to make nota~
tions which could be communicated back to MPL, even before any follow-up
visit, , :

The presence of accurate and sLandardided records provides the Ioundation
for incident analysis and other kinds of operational amalysis. Thus,

RI TA has a potential impact. This was actualized in one of the three
departments studied:  the chief recognized the possibility of examining
what is happening with cases din 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 verify
some suspiclons about matters which directly affect the efficiency of
his department. » ,

Anothet chief has exercised his authority W1Lh greater assurance of pro-
priety., His files are gtill left open and available, as mentloned 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 filrst misfile would result in locking the files, and he now finds
that all persomnel have careful access, and: there have been no losses,
which has made all concerned quite happy.

H. SATISFACTION OF SELECTMEN

- The endorsement,of the Selectmen who were intérviewedyreflected‘another
-~ type of satisfaction. One, a businessman in the community, expressed

his awareness that improved record-keeping was as much a requivement for
police departments as for his activities. He commented that good business
practices and professionalism were expected of the police. While not
critical of operations under existing 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 of
Police and MPI was ddvantageOus.f

A Selectman in another town said that he had expected ifmprovement from
the MPI project, but from his observations the system Lnstal]ed exceeded
his expectations.

Both Selectmem felt that the low cost of the project was aﬁ'impbrtant
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 Meeting. One pointed to the fact that a new station was strain-
ing finances; the other said that records systems ave intangibles in the
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View‘of voters, and do not easily generate support for expenditures.

The two Selectmen interviewed were asked about the requirements that
nequests for assistance must come through the Chief of Police to MPI,
and could not originate directly from Selectmen. Both indicated that

he was the proper person to request Such TA, having respon31bility for =

the department he headed.

I RECOMMENDATIONS

‘ Based on our interviewa, analysis, and observatmon, we propose the fol—
lowing recommendations to MCCJ and MPI, in the spirit that they can
improve an already useful project area. Some of these were made by the
people we ilnterviewed. ‘

L. ‘When reordering existing formg for continued use, and for

~future installations and project manuals, MPI should give
serious consideration to re-instituting a standard 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 inltially have two active systems of
files after change to MPI's procedures, and will have two
wopes of idnactive files for a long time, particularly after
. purging starts, it is recommended that MPIL consider, or
allow if possible, some selective conversion of documents
in those instances where an old record can be found quickly
-~ by insertion of a converted reference in the new type files.
This dis particularly sulted to name cards on active subjects
dutring 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 MPL consider a plan for utilization
for the space over shelf files for inactive records of the
neweyr system. Shelf files take more wall space, while saving
floor space over the sugpension-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
sheres for some departments as better use of alr space.*®

* In responding to a draft version of this report MPT has characterlzed
this as an "excellent” suggestion.
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4. While the MPL evaluation form provides for feedback on
~ the gystems installed, by or through the chief, MPI
should make every effort to maintain lialson directly
with records personrel whenever possible, unless such
contact is against the wishes of the chief., - This will
serve to disclose variations which may be proposed or
© even dmposed from other sources.®

5. We recommend that MPI consider offering some spacific
: dagsistance for files of photographs; fingerprints, and
related documents as an extension of the recoids sysLem,
or even as a separate project, Microfilming can be tied
“with records for protection, storage; and retrieval when
inactive, It may be that MPI could provide some central-
‘d1zed support for this, as well as data processing.#*

'J._ SUMMARY AND CONCLUSIONS

A box score on impact of the 3 RI projects covered reads as follows:

Number of

Depts., Impact ‘ Comments

30 “ 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 apnalysils,

ete.,

+
* MPI comment: "We believe that we do this adequately now; in fact,

‘we have a systematic procedure for following up on completed paojects.

*% MPT commenL. "This is an excellent suggestlcn thar Will require
additional funding to be implemented." ,

69 ; ,
Arthur D Little Inc.







IX. TECHNICAL ASSISTANCE IN MANPOWER RESOURCES

A. PURPOSE AND BACKGROUND

Our purpose was to evaluate the impact of MPIL techﬂiaal agsistance in.
the area of manpower resources (MR). MPI describes the MR project area
as follows in its Program.book: ‘ :

"~Study manning problems and propose alternatixw strategles
and -solutions.

~Asgist requesting municipal police chiefs in determining
manpower allocation and assignment,

~Select project focus: The project could take one of
gseveral directions (e,g., organization, allocation, work-
load distribution, patrol availability, or special problems
such.as dispatch, Supervision, ete.).

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

We selected four munlclpalltles which had received TA in this project
area and discussed MPI procedure and its dmpacts with the chilef and the
MPL liaison in each department. As preparation for interviews and obser-

vations, we studied the MPI reports for each municipalmty, focussing on
the recommendations.

B. PROBLEM IDENTIFLCATION

Typlcally, the four Chilefs of Police in our sample who called upon the
MPI for help with manpower tesources (MR) had been aware of the problem
which motivated them to do so Ffor some time; usually they had been aware

~of it from the time they had assumed responsibilities as chiefs. In one

instance, the particular precipltating event that causecd a request for

‘help was the moving of a department to a new building. A subordinate of

this particular Chief of Police requested more manpower to accomplish
the functmons 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, MPI, in convincing the Board of Selectmeén about

something of which the Chief of Poliilce was already certain: the need
for additions to the politce force.

In one out Of‘four instances~examined, the police department asked fox

‘an MR project almost as an afterthought. They had already decided to

ask for a Rules and Regulations (RR) project and decided to request an

7L

Arﬂnw[)Lﬂﬂelnc .




MR project at the same time. The belief of the Chief of Police that he
needed people in two specific additional job slots was a contributing
factor, :

" The sequence of events during one project ds unusual. The chief requested
an MR project from MPL, because he believed that he was understaffed.

Ater the Initial wvisit, MPL supgpested to the chief that it catrry out tech-
nlcal analysis with respect to the department's records and information
Csystem, rather than the MR TA originally requested., This wids because the
department had at that time no central communications/dispatch center,
thege functions belng accomplished in private homes. Thus, there was no
way for MPI expeditiously to gather the information needed for carrying

out an MR, Further, MPT identified the records and informatiOn processing'

gygtem as the chief problem in the deparhment.

MPIL pexsuadud the chief to change the focus of work accordlngly. This
conglbitutes real help in problem identification, rather than solely
regponding to needs perceived by client. MPIL thereupon carried out a
study of the records and information aystem of the department, noting
which kinds of information were entered into what forms for what kind of
incident, and how the files of these reports were collected, crosgs-indezed,
and maintained., MPI made recommendations for standardization and other
lmprovements in the records system. The project did not, bowever, meta-
morphose into a full-fledged RIL project; e.g., 6o equipnent was purchased,
The project was retained in MPIL's files under the description of "MR,"
and 1s therefore covered in this section.

G, SELECTION OF MPI TO PROVIDE TEQHNICAQ ASSISTANCE

Gilven the desire for technical assistance in MR, why did the Chiefs of
Police go to MPI? - An important motilvation was MFI's close relationship
with the MCPA, mentioned by all chiefs. It was mentiloned directly in
the context that the MCPA supports MPI, in the context of hearing abeut
MPI and its ability to do MR TA at MCPA monthly weetings, and in that
meeting or getting to know Mr. Joseph Shannon, the Executiwve Director of
the MPI, at monthly MCPA.meetingc pl@vidcd the mohlvation or opportunity
for a request for EA. ;

A not entirely separate reason for asking for TA from MPL was the con-
fidenée that the Chiefs of Police felt dn the ability of MPL to help

them. This was expressed in terms of the professional competence and
ability of MPL, and in terms of a clear perception of the Chiefs of Police
that MPI has a sincere desire to help police departments and to improve
the quality of police work in Massachusetts. In some cases; confidence
in MPT was budilt up after the Chief of Police heard that they had success~
fFully provided TA to anothe: Lown.
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D, MPL PROCEDURE

The chiefs' estimates of how much time MPI épent on the gite in carry-
ing out thelr project varied widely from about five days in the case of

the project devoted to records and dnformation TA to three .weeks'

(two instances) to "more than 135 days."* 1In the three ilnstarces in
which an MR project was carried out in the usual manner, MPI did a
thorough analysis of the actual manpower availlable, in total and by
shift., They looked at manpower requirements in terms of service calls,
coded by time of day, area of town and the type of incident which led
to the service request. Often, information about the department (clear-
ance rate, number of sworn personnel per thousand population, etc.) was
compared ko natilonal averages. - Information on a number of other indi~
cators of the balance between police requirements and police assigned
was ascertained and presented in reports. Generally, MPL staff also
went on ride-alongs in patrol cars, so that they could visually survey
the town and thus become more aware of idodyncratic features related to
police requirements, 'The weports make clear that assessment of the
requirements for police fls an art and not a scilence.

Our respondents gave MPI staff who had worked with Lhem almost unlformly
high ratings as to professionalism, competence, and appropriate qualifi-
cations for thelr work, One chief, for example, lauded the MPI staff

as excellent organizers. He sald that "they are very well organized
themselves and help others, by their force of example, to become organ-
ized. They 'help make you get it together.' They help us to be more
professional ourselves." :

Instances were mentioned of MPI staff working nights, holidays, and
weekends with the police departments to whom they provided TA., The
chiefs and members of the police departments appreciated the dedication,
combined with the previously mentioned high professional quality, of

MPI staff.

In some instanCes, where 1Lt was requested by the Chief of Police, the
MPI staff met with membets of the Board of Selectmen, Finance Board, or

other appropriate town body to explain thelr findings, conclu&Lons or
recommendations.

Chiefs of Police felt that, at least by the conclugion of their studies,
MPI staff understcood thelr departments. One Chief commented that "MPI

tried to work with what we had and they did not use pressure of any kind

to enforce thelr way.'" (This was the department whose MR project con~
centrated on records and information.)

% Although this is an extremekcase, comparad to the other projects car-
rled out, it accurately reflects the chief's veport that two MPIL staff
menbers spent at least three months full time. Most of this time was
devoted to transcribing and analyzing by hand information from uhe
records of the department.
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F. IMPAGT OF MPI PROJECT

The impact of these four completed projects varies extremely widely. In
oné instance there was absolutely nome; in the three other instances, we
conelude that there were significant chdnges in the police department
which can be fairly attributed to the carrying out of the MPI TA progect.
The reason for the differences between the two extremes is worth noting:
the extent of impact, when MPI-recommended changes involve additional
costs, 1s 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 ilmpact. 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 had been refused.
The MPIL report, which recommended an Increase of about 25% in the force,
was similarly not acted upon by the Board of Selectmen, in splte 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- thig iInstance, MPI also recommended changes which did not depend upon
additional manpower or funding. In spite of this lack of resource con-
straints, the chief, evidently discouraged by nonacceptance by the Boaud

~of Selectmen of the key recommendations, has not acted to implement those
recommendations. :

A “success'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.
MPL recommended almost- doubling the police force and included in its
report an estimate of the costs of this, the costs of some additional
police vehicles and a floor plan change, and even the expected increase
in the town's tax rate. The Board of Selectmen largely "bought" the
MPL 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 addltlonal ¢rulsers, a new radar, and a remodellng of
the station. ~ :

MPI estimated that the clearance rate of Index Crimes for 1972 and 19?3
in the department had been less than 5% each year. When we interviewed
 the chief, he asserted that the clearance rate has risen to 637%.%

* To quote the MPT report for this town, "One unlversally accepted
method of ascertaining the investigative effectiveness of a police
department is by use of cleararce 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] are also recorded in exceptional
“eclrcumstances when some  element beyond police control precludes plac-
ing formal charges against the offender.’
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Similarly, ‘during the‘périoﬁ before the study, MPI found a Traffici
Enforcement Index* of 4,3, At the time that we interviewed him, the
chief stated that this Traffic Enforcement Index had risen to 15.7.

In the other two instances covered, impacts on the police department

 were tangible, and rank between the two extremes in thelr 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 period of time. Major MPI recommendatis .s relating to
the chief's delegation of responsibilities to his sergeants and addi-

tiomal 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 tecord keeping pro-
cedures, with more work, but of a simplified nature, that enabled cross—
referencing and more efficient finding of desired information. The
othet instance, in which the project was re-oriented Loward record keep-

ing, hds been commented upon extensiVely above.

“F. o CLIENT SATISFACTLION AND WILLINGNESS TO -PAY FOR MPT SERVICES

As already indicated, all of the chiefs interviewed were pleased with
what MPI had done for them, (Some of them had benefited from instances
of MPI TA in addition to the MR projects.) We asked them whether they
would have been willing to pay for the TA they recedived, giving them a
fairly realistic estimate of $8,500 for an MR study. Three indicated
that they would havej one would not-have. But when we agked whether

they thought that their towns would have approved this budget expendlu

‘ture, all anwered in the negative.

G. SUMMARY AND CONCLUSIONS

Provision of TA in manpower resources is a project area in which MPI has

accomplished considerable impact. It is important to note that the

impact of an MR TA project depends upon what economists call a production
function. The first element in the function is the professional compe-
tence of the work done- by MPI. The second element is rhe’acceptance of

*The Indeh is 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 comsists of the
number of personal injury (including fatal) accidents. The MPIL report
states that "Experience 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 was'a factor which could-

- not be ignored in the assignment of sufficient personnel to cover work

shifts and was, therefore, taken into consmderatlon Ane determinlng the
final manpower requlrememts
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recommendations by the police department. (Both these elements are
factors dn the impact of any TA project, MR or other.) The third ele-
ment, necessary for impact of many recommendations of an MR TA, is
acceptance by the Board of Selectmen. This happens because many recom-
mendationg depend for Lhelr 1mplementation on the allocation of funds
by the Board.

‘If any of the three elements in the production function is laeking, the
product is zero: no impact. -Only the first element is under the direct

control of MPL. They may, and do, try to influence the other two. But
it 1s possible, and indeed happens, that MPI can do a flne professmonal
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 productlon
function wete typically prQSent, and we were able to document magor
impacts.

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

Numbar of : , S ;
Depts. - Impact : . - Comments

1 None -  Selectmen did notkaccept recommendations.
Chief did not implemenL recommendations under
his" control.

. Very high ‘Selectmen accepted,recommendations.‘

k Major increase in‘resources,~

Major improvement in clearance rate and
Traffic Enforcement Index.

L. High Project”requested as afterthought.

: Selectmen‘acCepted some of recommendations.

‘Some increases in personnel.
Improvements in’ record keeping.

1  High k Re~oriented to records andfinformation :

All recommendatlons 1mplemented or about to
“be- Jmplemented

System has brought dlrectlon to the department,
operatlons are smoother,

Chief lsvbetterilnformed.
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X. TECHNICAL ASSISTANCE IN PERSONNEL MANAGEMENT

' A. PURPOSE AND BACKGROUND

lOur 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
Adn-seminars concerning use and applications.

Three departments were‘randomly chosen from a list of those which had -
received Personnel Management (PM) TA from MPI. In addition to the
general interview with the chief (Instrument 1), questions were compiled
to be asked of the personnel administrator (Iustrument 4

Within this progect, MPI included guldance and procedures relating to
the maintenance of motor vehicles within the department, since this was
a toplc:which could be discussed during the training seminars and stan~

dardization could be provided. Specific questions on this topic were

included in the persomnel questionnaire, for responses by the. individual
having responsibility for records of vehicles. However, in all three
departments, because of limited staffing, the chief responded to all
questions as having the sole responsibillty, 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. Two of the departments had very few
officers; the third was more than twice as large, still a "small' depart-
ment, but needing files for additional personmel. Folders 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 auxxllaly OffiCEla under

a program already started

‘These departmentS'were in'communities at approximately the six, eight,
“and twelve thousand levels of population. Two were about thirty square

miles in area, and the third only about fifteen; hence all could be
considered,small departments, wjth few personnel ‘

Two ‘of the departments came under a personnel evaluation system used for
all town employees, not speeifically attuned to law enforcement, “but Lhe
third had no eva]uatlon procedure, :

77

Arthu;f* D Little,'hﬁc




' 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 welghing heavily on police admiuistra~"'

tors in small communitles. As a step towards overall improvement of

departments, appropriate for on-site training at MPI, the problem identi-

filecatlon can be saild to have originated with MPI, 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 8

- name or filed under subJect heading.

C. SELECTION QF MPI

In this type of TA there did not seem to bhe any major competition, gsince
the departments did not represent a market for sizable sales of forms or-
‘services. Two 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 1ts inception. . The third chief learned about this TA
from MPI correspondence and then made his own further inquiries. All
three departments had completed another MPI TA project prior to request
for the PM prOJeot. This increased thelr 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 consultants. Responses indicated that the informal
discussion of personnel matters in a seminar at no cost, and providing
combined purchasing when only a few coples of personnel forms were needed
for each department, made this simple project attractive. :

D. MPI PROCEDURE

MPI described this TA project as assisting the police chiefs in estab-
lishing a persomnel 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 ilssue. It could include performance evaluation forms and provide
guldelines for uses; » ‘

The PM project is distingulshed from the RR project but MPI in brief-

ings and literature indicates desirability of RR, including updated jobh
~descriptions, as a prerequisite. Attendance at MPI workshops must pre-
cede delivery of the packets. A full day tralnlng session is spec1fied,
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with allowance 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 falrly consilstent,
but the length of time devoted to each by MPI staff seems to vary depend~
ing upon the number of attendees and the volume of questions and comments
during the informal meetings. The informality of the discussions among
qualified technicilans and receptive chiefs appears to be a hallmark of

~MPI, and being used effectively. It is possible that the types of coun-

sel, guidance and/or training in the PM seminars may not be quantitatively

or qualitatively comparable or consistent for different sessions or dif~

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 oxr discrimination, periodic
evaluation and promotion, commendations, and dmsoipllnary actions were
covered at length, citing actual cases and experiences. Interviewees
commented on the value and appropriateness of guidance in consideration
of minorities, collective bargaining, performance review and evaluation,

and all types of personnel problems faced by the small- tOWn Chlef 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 training. MPI either sends the personnel packets or
delivers them at MCPA,meetlngs. ’

E. MPI STRATEGY

From a practical as well as a cost viewpoint, this basilec project can be
pronounced well-chosen, based on the acceptance and satisfaction of the
chiefs interviewed. In total tecords systems MPI must provide individual,
on~site study and guidance, and cannot overlook deficiencies encountered,:
even though not claiming tremendous improvements. Response indicated
that MPI did not have to belittle limited collections of data on person-.
nel as they existed, but could point to ideas and suggestions from which
obvious through undramatlc improvements could be realized, and the help
was apprec1ated ~

The geminar approaoh to PM was described by the chiefs ag a productive, .

welcome exchange ¢f ideas, rather than a formal training session. -

‘From material regeived after this evaluation project was begun, not

encountered in tle three departments surveyed, we conclude that MPI has
continued to makeé progress and develop its PM procedures. MPI'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 mailled evaluation questionnaires and discu551ons at other
“types of meetings or individual Porrespondence.

7, M’OTOR; VEHTCLE RECORDS

Reflecting béth[proceﬁure and strategy, MPL 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 recommerid purchase of new vehieles at appropri~
~ate intervals, as well as prepare adequate budgets for mailntenance, but
the number of vehicles in no case was large. Daily records were com-
pleted by OfflCerb and recorded by someone other than the chief, but he
was the person most familiar and making decisions in these small depart-
ments.

G. IMPAGT

“Iwo 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 cousidered the.project incomplete l
because the folders had not been implemented for all persomnel at the ‘
time of interviews, so no type of "impact" was identified or to be : :
expected. In the other case, we found no evidence that the information ‘ l

cin 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 persomnel management in the police department.
The project carries out functions which could intersect with the respon-
sibilities of these Boatds.

Another form of impact cqncerns the vehlcle cost module. -While not
~actively sought by the departments, it appears as an "extra' that two -
of the departments now use. Both these departments had a form for
recording vehicle costs before, but both gathered information and applied
formulas from MPI recommendations which resulted 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 evaluating a different department on another type of TA
learned that the department has already copied the MPI PM forms and pro-
cedures from a neighboring department and has used them in accordance
~with MPI principles, without MPI being aware of dit, While lacking the
complete discussion provided by the MPI seminars, the chlef 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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© H._ SATISFACTION !

endorsement. MPI should further stress the value of attendance at PM
seminars, even for informal dlsuu551on, 80 that the standardization will
niot be lost or circumvented.

The three chiefs expressed satisfaction with MPI on this type of TA and
in its general approach to problems. One did not ddentify impact because

 he was still compiling the personnel folders, but proudly displayed a

completed one. Praise was given MPL for the promised availability to
aid if problems arose in future applications of PM. From the three
interviews and others we know that some chiefs had recommended this

‘project to other chiefs. Those questioned about what they wou'ld have

done if MPI had not given this TA said they would have lived wjith exist—~
ing procedures or worked out something on their own, but MPI has offered
something that is needed and had not been provided by others. .  The forms
and procedures might be simply copied by PDs, but upkeep would require

a continued interest in current persommel problems, and MPI should have
a compl@te list of users in order to provide bhackup TA.

.

T, SUMMARY AND CONCLUSTIONS

Without tangible direct dimpact, this small activity provided some
administrative improvement and augmented confidence in MPI. The budget
reallocations, change in priorities, and redistribution of personmel-
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 dts identity by
blending into Manpower Studies or other TA prOJects we believe that it
w1ll retain acceptance by Chlefs of Police.-

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

Number of , ‘ :
Depts. Impact ; - Conmments
S 20 Low ‘Foldérs not completely implemented.
' . One depaerent changed vehicle turn-in
policy. ‘ -
“1 ' ‘ Low ! No tangible effect of personnel policies and

procedures, i.e., use of information in folders.

Changed vehicle turn-in policy.

81

" Arthur DLittleInc.







~ XI. TECHNICAL ASSTSTANCE TN MUTUAL ALD AGREEMENTS

A.  PURPOSE

Threevdepartmeuts,were randomly selectad from,those which MPI ddent i~
fied as completing a Mutual Aid Agreement (MAA) project in order to
evaluate the impact of TA in the MAA project area.

B. PROBLEM IDENTIFICATION

The requests for MAA from two departments were initlated for the same
treasoni  a Mutual Add Agreement would legally protect theilr towns when
responding to requests for or receiving police services from another
town for emergency purposes., Both expressed concern over the possibility
of situations in which members of their department or the town could be
sued for actiong during performance of police services in towns where
they did not have legal jurisdiction. These two departments perceived
the MAA as a device to be used only for emergency situations which their
usual manned patrol forces could not respond to or control adequately,
i.e., large crowds of juveniles or major catastrophes. In these situa-

~tions, it is standard practice for neilghboring towns to provide asgsls~

tance to one another, upon request,

The third department which requested MPI assistance din drafting a MAA
was also concerned with the legal jurisdiction question, but thelr objec~
tive was quite different from the two towns above. This department was
concerned over narcotiles trafficking in the area, which has been increas-~
ing rapidly for elght to ten years. The surrounding departments had
tried informally to trade personnel and pool "buy money,'" but had run
into problems because of differences in attitudes, policles and pro-
cedures with respegt to the drug problem. This resulted in a loss of
control in a number of drug cases when they moved across jurisdictional
lines.  One department wanted to establish a separate unit with wultdi=
jurisdictional authority to deal with the problem more effecLively. The
MAA appeared to be the proper vehicle for achiev1ng this goal. f

C. SELECTION OF MPI

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

In two cases, MPI developed and delivered Mutual Ald Agreements which

. took into conslderation the specific needs and legal concerns of each
“department. MPL accomplished this through a series of meetings with
prospective signatories. During these meetings, staff members from MPL
explained the type of TA which they were capable of providing in asslst-
ing the dnterested towns in developing Mutual Aid Agreements. These
meetings also provided the opportunity for the chiefs to volce questions
o and have direct dnput into the drafting of the MAAs for thelir respectiVe

LOwnL . ; ;

I, IMPACT

“One of the towns has successfully implemented the MAA within the depart-
ment by establishing wrltten policies and procedures governing the use
of MA wher responding to or requesting assistance from other signatories
of the Agreement, . This town has successfully used the agreement on two
known occasions with satisfactory results. This department expressed
confidence in the agreement becauge they now have a legal document which
protects all parties concerned in the event of any law suit. It further
clarified the financial 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 evidently the only town which had done so, ‘Thus, no lmpact was pos—
sible yet. '

In the third case, the type of MAA which MPI developed was consildered 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 never signed because the prospective participants in the MAA had not
adopted Massachusetts State Law Ch. 40, Sectdion 8G, the adoption of
~which is required prior to entering into the MAA.  One of the prospective
slgnatories within this MAA compact expressed displeasure that MPI 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 satisfy applicable Massachusetts State law. Another reason why
the agreement was never signed is that several of the prospective signam
tories also objected to the financial impllcaLions of the MAA

¥, MPL FOLLOW THROUGH

In the latter two cases,'aftef‘MPI‘had completed and delivered the MAA
Agreement, 4t 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 MPI had delivered

everything they had outlined dn 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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G. SATISFACTION

Two chiefs expressed satisfaction with the MPL staff that worked on
these projects with them. They stated that MPI had provided a valuable
service to their towns in developing the Mutual Aid Apreement and at no
cost or expense. Both believed that an MAA was a very 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 oceur
in the future,

H. SUMMARY AND CONCLUSIONS

In both the signed and in-process cases, MPI previded the TA as outlined |
in their Program. These towns expressed satisfaction with MPI's high
level of professional expertise in developing these Mutual Add Agreements
for their towns. But even in the case of the group that signed an MAA,
there was no tangible impact. Mutual aid was provided amoug them, but
this was only a continuation of existing practices. The only new element
was the satisfaction that (1) possibilities for law suits were averted,
and (2) that clear and mutually acceptahle provisions for financiul
responsibillties and authority were spelled out. :

The group which withdrew thedir request had not adopted the necessary

‘enabling legislation, M.G.L.C. 40 S, 8G. We are not convinced that MPI

gshould be cxitxcmzed for not pursuing altetnative methods of implementlng;
the MAA

The one major problem that does exist is the requirement Ffor total adop-
tion and dmplementation by all parties to the Mutual Aid Agreements.
This could be rectified by implementing the recommendatlon below.

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

Number of - ‘
Depts. Impact Comments
1 Low MAA signed by all towns.
No change in provision of Mutual Assistance.
1 . None ~ Only one prcspECtiVe signatory has’sigﬁed MAA.
1 None | Noktown.signed the MAA, because towns refused

to conform to legal requirements for MAA, and
because of some reservatmons about its fmnancial
implications.f

85

Arthur D Little Inc.



T. RECOMMENDATION

We recomtiend that MPI include as part of thils project a liaison staff
membier to assist in following up prospective signatories to the MA
Agreement. This MPI gtaff menmber could serve as an overall coordinator
to deal with particular problems that a town may have in dmplementing
the total Mutual Aid Agreement with other signatories. It would also
help insure successful dmplementation by all departments.*

% MPI has responded as follows to thils racommendatlon: '"Presently, one

- gtaff member is assigned to each Mutual Ald Region. Responsibilities
include not only meetings with chiefs and municipal officials (select~
men, - ettty councidl, town counsels, city golicitors) to assure the pro-
duction of an acceptable contract, but also assisting in coordinating
the signing and distributlon of finalized agreements. It is beyond
the scope of M.P.I. services to become involved in assuring adoptilon
of MGL ¢.40, s.8b by the various town neetings or city councils.
This is the single largest reason for delay in implementing the
agreements." , g
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XLI, COMPARTSON GROUP

'A.__PURPOSE,

In order to form some judgments on the services MPT provides to the

Commonwealth's pollce departments in comparison to services which other
technical assistance or consulting delivery mechanisms provide, we chose
a sample of filve cases (Group C) where it seemed that thve problem(s)
around which assilstance centered or was planned to center were as closely
matched oy possible to the problems addressed by MPT TA.

The targeted problem areas we addressed, using methods of data gathering
silmilar to those employved in agsessing MPL'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 in this endeavor, we have avolded listing the other "delivery
mechanisms." They did, however, range from Natlonal Law Fuforcement -
Assigtance Administration Technical Assistance to managenent studies of
criminal justice agenciles by established consulting firms, They were

“eonduated between 1970 and 1976.

The following analysis of the data gathered is exclusively judgmental

Hbecause‘

(L Fihdings and conclusions are based on only five data points.

(2) Lack of current data, The most current applicable studies
were utilized in the sample selection, but these include
studles as far back ag 1970, Detalled data for these
studiles were often unavailable.

-(3) The approach and the product were very dissimilar from
those used by MPI, In all cases, the aspects of studies
which covered an area (e.g., Rules and Regulations) similar
to an MPL project area were portions of broad management
studles, It was difficult to ascertain the effect of one
portion, as separated from the effect of other portions.

It was also not possible to make cost estimates of one
'portion. ‘

 (4) Lt is very difficult to evaluate the impacts of studius
that Look place ag much as six years ago,
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'B. PROBLEM IDENTIFICATION

As with the prerlmentai (4) and Control (B) Groups, the Comparison

Group eought assistance for problems that had been plaguing their police

departments for a perilod of time. However, in the wajority of the Com—
parison Group instances,. the request for assistance was initiated by

the city/town governing officilals. In all comparison cases, it was

felt that the studles were generated to -doctument problem areas that were
elready known... el

The documentation of the problem areas Was,oin turn; uged:

(1)  for an overall professional assessment of ‘the city/LOWn~
police-deaprtments; and,

(2) to effect slgnifieanL changes in the police departments
‘personnel or operat:ons.

The compatison studies covered many problem areas. They were frequested

for problems which it was believed could not or would not be solved :
internally. In contrast, MPI delivers assistance on a specific problem

area and only upon request of the police chief.

C. CONSULTANTS' MODUS OPERANDI AND STYLE

The comparison group consultants generally talked with numerous person-
nel within the police department and, more often than not, included
observation (ride alougs) and records search. On-site visitations
lagted from two to four days for Natilonal (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-
ment 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' recommendations, in that they were considered not
applicable to thelr particular departments,

ALL comparison consultants were liked by the respective police chiefs,
who felt the consultants were generally knowledgeable and had the back—
ground and experience necessary to provide professional essistance."

- These depnrtments capable of comparing the Comparison Group's style to
MPL's style offered the following comments'f

"MPI is more tuned - Lo Massachusetts po]ice departments
needs and Operatn.ons

”MPI is a completely different type of operatioh, they

understand police work and become completely 1nvolved
with your problem
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”Style is. the same, a survey 18 a-gurvey. ‘MPI'couldn't
do a better job. MPI would not point out the problems."

The Group‘c consultants' reports included both general and specific
(detailed) recommendations. MPI assignments limit themselves to spe-
elfic (detalled) recommendations. MPI assignments limit themselves to

specific recommendatilons, which not only tell the’ department whaL to do,
“but describe din detall how to do it. .

'D. IMPACT OF COMPARISON GROUB'S CONSULTING SERVIGES

L ‘General

Similar to MPI TA impact, the impact of recommendations made by the
Compatrison Group consultants ranged from none to significant. The ,
‘recommendations were accepted by the departments on a selective basis,
For dnstance, one report listed 135 recommendations, of which 107 were .
implemented, The remaining recommendations were congidered by the

department as unrealistic, Another report listed 10 general recommenda-

tions and 20 gpecific recommendations, of which only 1 specific recom-
mendation was implemented. The reason for wide varlance in the accep-
tance and implementation of the Comparison Group's recommendations is
similar to the wide variance found in the acceptance and implementation

~of MP'I's TA recommendations; the acceptance and implementation of the

recormendations dn elther case are affected by a myriad of phenomenon
thatv differ by department and by each recommendation submitted by a
consuluant.

It would be a colossal task to account for the "why (not) and wherefore'

“of each recommendation's implementation for each individual depatrtwment.

However, examples by project area, comparing and contrasting MPI's prod-
uet impact to others' product dmpact, offer some illumination dinto the

~similarities and/or differences between the two products' impacts. It

should be noted that, while MPI's TA is specific to a predetermined
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 MPL was the

- mogt appropriate with which to begin. Another consultant from the

Comparison Group cilted the MPL RR manual developed for the department as

“an excellent base from which to develop a comprehensive set of rules

and regulations. Apparently, the RRs for the department were never

implemented; but the consultant found them, in general, to be potentially

useful. Tor example, the MPIT manual stated that the department members
will conform to uniform policiles established by'the‘department‘ but  the
department had no uniform policy. It was the consultants' recommendatlnn
that MPL's RRs be made more specifmc and tallored 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 gilven to a depart-
any source.  For example, the litigation in Project 3 pre-

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
In another case, Selectmen called in
an outside consultant without the knowledge of the Chief of Police. He
therefore never accepted the contents of the report, reducing impact of
Finally, our definition of "impact" is not necessarily what
‘One study was used to provide

ment from

vented extensive lmpact.
that significant impact occurred.

the study. : !
the initlators of a study had in mind.
the framework for appointment of a new police chief from outside the

dppartment.

The following are examples of Comparlson Group 1mpacts by plogect area

and study.

2. Manpower Resources

Project
1;

- Impact on Area

The study was'hampéred by lack of time and read~-
1ly available data. Study conclusions were siml~
lar to the follow1ng example:

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

fRecommendatlons in the manpower area were 31milar

to the following example:

 Dispatching currently faquires the services
of officers around the clock. Such activi-
ties could be transferred to c1vilians

vThis'study was virtually limited to documenting

known. problem areas and confirmed the departments’
preconceived solutions. The study probably served
as an impetus to ilmplement some of the recommenda-
tions on a selective basis.
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Project ' : R R ,‘ , o Impact on Ares
: 2 The study was hampered by time and lack of avail- none . -

able data such as crime rates, reported offense
cleatrances, 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'
regommendatlons are in a state of 1imbo for a
varlety of ‘teasons,

3 The study was comprehensive and determined that limited
the department had insufficient manpower in several
areas. The study documented the already-known
need for additional manpower and assisted in
obtaining additional personnel. However, the cou~
sultant was late in delivering the report, prompt- "
ing legal action on the part of the municipality.

The delays in delivery and legal actions distracted
attention from ths substance of the recommendations
when the report was delivered. The study did pro-
vide documentation of known problem areas and perhaps
served as an impetus to implement some of the recom-
mendatlons on a selective basis.

In Chapter IX, we found MPI TA in MR (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 small 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 (MPI TA vs. other
assistance) on police departments were essentially the same, in regards
to problems in the agrea of manpower resources., We did not evaluate the
quality of the assistance given, so comparison caunnot be drawn on who
has given better recommendations, ‘ ‘ : :

3. Rules and Regulations

Project ‘ S ‘ : ‘ | | Impact on Area

4 A comprehensive management study that provided significant
model rules and regulations for the department ‘
to use as a guide in reviging and.improving their
existing rules and regulations. ‘A concerted
effort was made in implementation. '

i

‘A comprehensive management study that provided - none
model rules and regulations for the department '

to use as a guide in the revision and improvement

of existing rules and regulaticns. No Amplementa-

tion was accomplished.
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In Project 4, where we labeled impact to be "significant," we have done
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 pag-
sage of time and change of personnel that 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 recommendatins 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
percelved, also suggested similar methods to assist in implementing RRs,
but they were not used.) In Project 4, the department formed an imple-
mentation committee that evaluated recommendations, assigned prioritiles

to each committee-dpproved recommendatlon, and established deadline dates

for implementation. The consultants were 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 impacte.

- The impact as a result of assistance with rules and regulatlons from
consultants within the Comparison Group varied between the two examples
quite similarly to the impact found in MPI's TA for RR (rules and regu-
lations). The impact in the MPL 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 1mpacts differed
signiflcantly :

4, Recofds;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 1 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 1s little comparabillty in the delivery mechanisms of MPL TA
(Bxperimental 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 signlflcantly between the
different sources or types of assistance.
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XIII. ANALYSIS OF COSTﬁEFFICIENCY’OF MPI OPERATIONS

A, PURPOSE-

Thé objective of Task 5 was to assess the cost-efficiency of MPI opexr-
ations--that is, whether MPI operations have been performed fox the
lowest feasible costs. Thus, we sought answers to the following ques-
tions: S o N ‘

s What are the operat¢onal cost Lrends which MPT has
experlenced? :

® 'For the major cost eléments, are expenditures‘in
line with accepted good business practice?

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

The detailed description of method and of:finding5~is;contéinedfin our
Task 5 interim report: Massachusetts Police Institute-—Assessment of
Cost-REfficlency, submitted as Attachment 1 to this report. In this chap~

~ter we willl show only the highlights of ‘our conclusions and recommenda-

tions.

B. CONCLUSIONS

On balance, we give MPI good marks for an effic1ently Tun 01ganlzat10n.

“We find major strengths 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,
MPL 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 progects to practice

 W1thout "reinventing the wheel' is worthy of special note. MPI's declin-

ing unit cost trend for its major product--Rules and Regulat10ns——prov1dcs

evidence that the above pollcies and practices have had a positive effect

on staff productivity.

MPI's choice of locatlon 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 easily accessible from all parts of
the state and located close to the populatlon center of gravity of the.
state. MPI's cost per square foot of space ($5.25) implies a saving of
$2 = 84 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 1mplles a relative savings of between $8,000
and $l6 000 a year..

Salarles in professional and nonprofessional categories seem appropriate

to the organlzation and the kind of work portrayed in job descriptions.

MPL s diIECt labor costs have ranged from about $2O 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. The fact that MPT has dits own internal printing -
operation saves between $6,000 and $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
autog, -in favor of using the cars of gtaff and paying mileage.

There are also areas where MPI may continued to improve. We believe

thetre are opportunities to cost reduce projects further through selective

- use of consultant time, setting deadline dates for completion of interim

project tasks, 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-

- sion will provide the most cost-effective solution. Finally, MPI should

implement a more rigorous time recording system, especially if it is to
manage grants from more than one agency and sell its services.

C. RECOMMENDATIONS

Baged on Lhe above flndings and conclu310ns, we recommend the fOllOWLng
ateps ‘to strengthen MPIL:

® 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 Justiflcatlon of staff time on various ‘grants. L

® Tnvestlgate further opportunttles for progect coet reduction
includlng.

- Selective use of consultant time**

"= Flow. charting project work plans and analy51s of
streamlining possibilities¥#%

* OMPL responded that they "welcome this euggestion and have implemented
R 4 PR , : SR - v
%% MPI responded that 'we do not expect to be able to reduce our use

of congultant time." i .

#%*MPI responded that "these are all good suggestions that we will
implement."
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-

- anreas1ng seminars and MPI meetdngs for mulLiple
cllents*

- Settmng specmflc deadline dates for project tasks
and 1ntegrate these into.the scheduling system¥

= Creating project time and cost budgets to be used
in managing individual aSsignments *

® lnvestlgate further opportunltles for overhead cosL reduction
including:

=~ Redu¢ing the freqﬁency‘and duration of "staff days”** :

- Establishing a celling on Staff;tiﬁe charges to
~general overhead (nonproject) accounts#®*%

- Avoiding excessive consultant time at MPI head-
quarters,*®*

" Develop the capabLllty to perform cost/bencfit analyses and
use this tool in advance of major fund commitments to ensute
cost—effective deci81ons Ak

* MPI responded that "these are all good suggestions that we will
implement."

. %% MPI responded that "we do not feel we. tvan-give up this opportunity

every 2 weeks for the staff to confer with each other and for
clients to come to M.P.I, for meetings."

*%% MPI considered these '"good suggestions."

®%%% MPT '"will begin to do these whenever possible.,"
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XLV, CONSIDERATION OF FUTURE AGTIVITIES FOR MPI

A, INTRODUCTZION

As discussed earlier, the present MPI program involves a standard set

of services., Setting aslde the question of future financlal support
for MPI, it is clear that MPI has the potential to move beyond its
present range of services and into other areas of assistance to police
departments. One of the few criticisms of MPL during our interviews
came from a police officer who asked, '"Why doesn't MPI ask (police)
departments for input about what their needs are, rather than impm41nb
a limited range of services on departments?" : :

B. BSUGGESTIONS OF POLICE CHIEFS

. When asked in what addxtional ways MPT could be useful to them, police

chiefs responded with the following categories of suggestions:

1. ~General Expansion

e obtain additional funding}

o recrult morve staff to provide more of the same kind of
services,

- & expand into new areas of gervice (uﬁspeaiﬁied);'

o actively seek out police'departments which might need
help rather than wait for requests;

@ do not limit MPI contact to police chiefs, but ineclude -
all police personnel in thelr mailing lists and provide
assistance to the entire department. 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 thelr
assistance; : :

o seek out innovations around the country and expose them
to Massachusetts cbiefs of police.
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2. Training Suggestions

.

‘provide standards and a program for training of policemen
(in conjunction with the Massachusetrs Police Training

Counctl),
provide instruction in the handling of rape cases;

provide instruction in when and how to use weapons;

‘provide training in proper drilving habits;

provide specialized training In areas of lumediate

but temporary concern (such as drug abuse);

prepare guidelines on how police departments should
conduct in-setvice training: '

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

provide training to police officers in courtroom and
prosecution procedures.

3. Other Supgestions

o

develop an Executive Management team to work with all

new police chilefs to orient thein to their new respon-

kdevelop more fraquent opportunities for the exchange of
. ddeas among po1iue chiefs

become 4 clearinghouse for new ideas of interest to

collect data of interest to police chiefs;

- provide assistance in obtaining grants)#

develop a guildebook for uniform arrest, search, and

provide information and assistance in building new

gibdlitiesy
o
)
police chigfgy®
°
&
@
selzure procedures;
L1}
police statdions.
does this now.

* MPT
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e act as a nucleus for reglonalization; their help in
standardizing departments makes regilonalization easiler.
Further than this, they can act as a catalyst for set-
ting up regional groupings which would agree to share
personnel and equipment. The same chilef who suggested
this commented that he understood the difficulties
involved in implementing any regilonalization.

¢ develop guldelines concernlung police contact with the
publicy

@  develop recommendations for the Legislature concerning

procedures for hiring policemen and 1ecruitmenL stand~
ards;

& move away from close agsocdation with the Massachusetts
Chiefs of Police Association (MCPA). Although it is
valuable for the MPI to be associlated with Chiefs of

~Police as a group, an organization which is more repre-
sentative of Chiefs of Police would be a more useful
asgoclate of MPL. 'The chief who made this suggestion
was concerned that if a chief who is a member of the

- Board of Directors of MPI asks, e.g., for an MR study,
that chief can put pressure on the MPI to provide the
results the chief desilresg.#®

While some of the above are clearly beyond MPI's current resources ot
authority, and others are, in fact, being done by MPIL, these suggestions
evidence a desire among police chiefs for MPI to become involved in
other activities. L

C. CONCLUSTONS

Of the possible areas for MPIL to become more involved in, wé see the
following as particularly promisging.¥#

o develop a TA program for new chiefs, on-site in thedlr
~departments, This would involve ddentilfying problems,
helping to establish procedures, and easing the -transi=-
tion during the initial few weeks on the job.

*  Our Task 1 report showed that, at least judged by one measure, MCPA

- members exercise no undue influence on MPL., The walting time between
request for a project and initiation of work on it is no different
for MCPA members than for Chiefs of Police who are not MCPA membexs.

#% MPI commented that '"these are all excellent suggestions. As stated
in the report, implementation will depend on the source and lpvel
of funding we receive in the future."

Arthur D Little Inc




develop and disseminate information about new ideas in
police work from around the country which could be use=~
fully applied in Massachusetts;

expand MPL's mailing list and information services to all
police offlcers unless specifically requested not tuv by a
police chief;

develop guidelines, handbooks, and information concerning
routine procedures for small departments such as purchas~
ing practices, budget procedures, equipment care, etc.

develop and disseminate information about possible cost
gavings through the consolidation of services, joint
purchasing agreements, regionalmzation5 ete., for small
police departmaan,

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

We have noted in‘Chapter IX the dinstance of an MR project
carried out for a Chief of Police; then the Board of Select-
men and Finance Board of the town rejected the recommenda-
tions of the MPI report. It appears to-us that MPI did all
that they possibly could, under the circumstances, after
they began the project, to implement it, However, we con-
clude that in a situation like this, it might be useful for
MPI to discuss, before initiation, with the Board of Select-
‘men or the Finance Board or both, whether they would be
willing to listen to the contents of an MPI report with
recommendations for additional 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
begt, 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 Finance Board) from the beginning, and smooth the way
for acceptance of MPL recommendations. It might well mean
that the Board of Selectmen, the Filinance Board, or bhath,
would be involved, at least in some monitoring capacity,
during the course of the study. This might make the study
~executilon 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 MPI 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 spounsor a needs assessment to ascertain the needs of police
departments. Informatlon gained through this can be helpful,
not only to MPI, but also in guiding other actiV1ties spon~
sored by MCCJ. :
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Obviously the extent of new activities will be affected by the source
and level of funding which MPL receilves in the future. Several chiefs
suggested that MPI begin seeking mote permanent funding from either

Selectmen or police chiefs so that their services would still be avail~
able when federal funding ended,

MPI has dits own plans f01 the future, embodied in the formation of the
Municipal Police Institute, Inc. (MPT, Inc.) which will enable charging.
for services. We are aware of gome of these tentative plans, but have

not addressed them in detaill, since they are outside the scope of the
praject.
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/\I’ ‘th‘ur D Littl(ﬁ, [ﬂC. ACORN BARK> © aMARIDGE MA 02140+ (617) 88455770 « TELEX 921436

Dear Chief of Police:

Your department is one of 25 chosen to represent departments in Massa-
chusetts to which the Massachusetts Police Institute has supplied tech-
nical asgistance., In order to evaluate what the MPI has done, we want
to talk to people who know about it or its effects: you, other 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 gulde (except that for the Chief of Police, which 1s more
general) lists toplcs that the team members will cover; the topiles are
different for each type of project which 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 ADIL team member who contacts you will ask you to suggest people
on your force to talk with, and ask you to notify them that we would like
to interview them, provide a guiet room for interviewing, and set up a

- schedule, All interviews will be. voluntary

All interviews and other information gathered in this study will be held
confidential in accordance with our established professional standards.
We will, of course, collate information gathered, and present this sum-
‘mary information in the reports, showing trends and general tendencies.
Note also. that we are not evaluating police depdrtments' we are evaluats~
ing MPI.

We look forward to finding out from you and some membets of your police
force the facts about what MPI did for you, how they did it, and what
the effects have bheen.

Sincerely yours,

\cWZaW e Wbm&cm

Anton S. Morton, Ph.D-
Project Director

ASM:ad.

cc: with attachments
MGCCJT
MPL
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Arthur D Little Inc. acoan PARK: CAMBRIDGE MA 02140 (617) 864-6770 - TELEX 921436

~Déar Chief of Polices:

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,
(We will also be talking with the Chiefs of Police and other personnel
~of 25 departments which have received completed technical assistance
projects from MPL.)

All interviews and other information gathered in this study will be con=
fidential, Our reports to the Massachusetts Committee on Criminal Justice
will not identify any individual or police department. We will, of course,
collate informatilon gathered, and present this summary information in the
reports, showing trends and general tendenciles, Note also that we are

not evaluating police departments; we are evaluating MPI. ‘

We look forward to a relatively short interview with you.
Sincerely yours,

52~Mﬁ4ma~, ,4 4?LL@~V“£QMM—

Anton S. Morton, Ph.D.
Project Director

‘ASM:ad
ced MCCJ
MPL .
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Bucorgorgted
fMuy 2, 1943

Organized
November 3, 1287

HENRY Fo MAIOLINI PRESIDENT

28D 3. Hanlen.,

SECRETARY.TREASURER
commoer, MASSACHUSETTS=0nsas: (1608 o

wor‘ces tEY‘TEL 6178wl B b -

N UNITY THI:RE IS STRENGTH 1R8]

POLGE HEADQUARTERS
FAURANE, MASSACHUSETTYE DRuI2 .
TEL, 617:759.4451

August 4, 1976

Dear Chief of Police:

~ The Massachusetts Committee on Cr1m1ha1 Justice haé engaged Arthur D,

Little, Inc. (ADL) to perform an evaluation of the Maasachusetts
Police Institute (MPI). ‘

The evaluation will include 1nterv1ewq of po11ce personne? of se]ected
departments that have received services from the Institute. The
executive board of the Massachusetts Chiefs of Police Association has

reviewed and approved the quest1onna1re that will guide these inter-
views.

We wou1d encourage you to tooperate fully WTth the evaTudt1on of ‘MPI.
The evaluation will provide valuable 1nfornat1on about the accomplish-
ments of MPI ta all concerned.

Thank you for your cooperat1on,

Very tru]y yo

Q§§éi;;:i?’ ,ﬂuaé~cixuu;/

Henry F. Maiolini

President

MassachUSetts Chiefs of Po11ce
Assocwation

HFM:JF

B T B S w&u : ‘
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AR 41 CVS
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COMMITTEE ON CRIMINAL JUSTICE

80 aoYLgTbN STREET . SUITE 726.740 = . HOSTON 02116
PROGRAM B17) 7275497

) : ADMINIGTRATION (B17) “727.4320 . S . .

MICIHAL“,L S, DURAKIS _ CEXEGUTIVE o AB17Y 7R7.6302 - : " UROBERT J. KANE
GOVERNGR , o C ~ A EXECUTIVE DIRECTOR
FRANGIS X, BELLOTTI L i R : ‘

| ATTORNEY GENERAL : CAugust 4, 1976
. GHAIRMAN ' : ‘

Dear Chief of Paolice:

The Massachusetts Committee on Crlmlnal Justice (MCCJ) has
engaged Arthur D. thtle,;Inc. (ADL), a management consultant firm
with considerable experience in law enforcement and evaluation,
to carry out an evaluation of the accomplishments of the Massachu-

setts Police Institute (MPI). We believe that the best sources
of information for the MPI evaluation are (1) the police depart-
ments to which the MPI has provided technical assistance and (2)
those who have requested such assistance, but not yet received it.

“Accordingly, ADL has used a random procedure to select
departments from both groups; your department has fallen into this
gample., A member of the ADL team will contact you soon to arrange g
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 requested MPI technical
assistance? (2) what MPI did for your department9 and (3) what was- -
the outcome of the MPI services? . . ; T

The MCCJ believes that this project will assist MPI in pro-
 viding services useful to the police departments in Massachusaths
“We aek that you oooperate with the ADL project team.k

A member of the ADL team Wlll call you and provmde further
details. If you have any questions do not hesitate to call the
ADL Project Dlrector, Dr. Anton 8. Morton. (15F Acorn Park,

' Cambridge, Mass. 02140, (617) 864~5770) or Mr, Cicero Wilson,
Director of Evaluation, (Massachusetts Committee on Criminal
Justice, 80 Boylston Street, Boston, Mass. 02116 (617) 727-7099).
The Massachusetts Committee on Criminal Justlce apprecmates your )
cooperat;on in this effort. : :

~Sin¢erély'y0urs,

,,,5( (fc«u\,

Robert J. Kane
. ‘ Executive Director
RIK s cwm




 APPENDIX B

INSTRUCTIONS FOR INTERVIEWERS AND INTERVIEW GUIDES
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INSTRUCTIONS FOR INTERVIEWERS
EVALUATION OF MPI

L. General

The interview is voluntary. The potential respondents havé been

asked to come to the interviewers and tell them whether they will or

will not participate, Howévgr, we may Egg'put any pressure on the rew
spondents to participate. If the respondent is undecidéd, you may show
him the intérview’orvteli him what it dis. about.  You should assure him
that the intetview wiil not take much time,
You are’the interfacé with the respondent.
kYodr job is té find out what the‘respondént has done, thinks,
knows,nand waﬁts.
Your rolerié to ask questions; the reSpondént‘s role dig to answer’
them.
’ Db'not correct or judge the respondent;
Make sure ycg~understand what the regpondent says,  If not, probe,
, If the resﬁondent geems inconsistent,‘prdbe. |
But‘dcﬁ't contradict, or tall the resﬁoﬁdent what you think the
answer should be. |
The interview is anonymous and confidentiai} Do not repeat lnter-

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 tu get across the

information as printed.

5 ) o SRR
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You méy find‘iﬁ ugeful to aék respoﬂdents otﬁer than ﬁhe Chief
bf Police what they have been told about the purpose'and‘content of
Che Interview, before you téll thém the materialyiu the Introduction,‘
and then correct or supplemént'what they téli‘you.

If Ehe regpondent (R) wants to know,more'about the study, other
than the material in the Introduction’or cgntent of the,interview it
gelf, say that you will‘tall him after the interview,kso tﬁat you don't
“blag the answers. Aftef #he interview, you’may tell him/herkanything
“he/she wants to know, 1f you have time. |

| Do not give the respondent help, information, or advice during
the interview., Again, you may do éo after the interview, if yOu wish

and 1f you have time.

Material in brackets constitutes ingtruections for the interview- -

er, which should not be read to the reSpondent;

Ao 8, Morton

79742-3
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. Grbup;A (25 completed)

~Group B (15 requested)’

DATA._SHERT
(To be used with Instruments L and 10. Fill in all for Instrument

FLll da 1-4, 5A, 5B, for Instrument 10.)

ek S,

Group C (5 other than MPI) ___

Name of city or town

Tnterviewer ge ‘ o ASM.

KM ‘ CLH L ‘ RR

I it L T B Y P T R ——

Type of Project

“RR RL MR _BM MA

‘Dates (Use numerical coding; e.g., May 1975 =5 75.)'

Month Yeat Month Year

W, A o | C.
| B e D,
o
.
kSatisfaction ‘
Highly = Some ' Some ; Highly
Sat. . Sat. Dissat. Digsat.
w, 6. L. R
V. G20 ﬂg_mé; G
Mandéys
SV R

1.
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LL.

FINAL

INSTRUMENT 1

INTERVIEW FOR CHIEF OF POLICE
AND/OR LIALSON WITH MPI =- GROUP A
(RECEIVED COMPLETED TA)

Sample chosen to be representative of departments which

iuck of the draw. [Show alphabetical list of towns

This interview generally concentrates on one

INTRODUCTLON
A. Purpbses and expected outcome of thils project,
; ,
have recedived TA.
in sample.]
request.
C, Confddnntialmty of all interviews
De '[Optional] Content of this interview
B

- [Optional] Content of other interviews in thils department

(Optional] Interviewer's background in Criminal Justice work

‘CONNECTION WITH MPI

Al

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

"hat else did vou Bear ahout them?

What MPT activities other thap providing staff who give you

technical assistance, are you aware of?

1

3s‘

4,

Nawsletter/monthly'bullatin

Are the topics useful to

kyou” How? Why? . (Probe for

comparison to other available magazines, ete.)

Special Reports

Are the topilcs useful to
Law Libtary |

Bave you used it? How?
Legal Assistance |
Have you requestad any?
it to~be'sound‘adviée?

-1

you? How? Why?
Why MPI's?

How? Why MPT's? Did you find

Was the response time adequate? _
Ammemehm



III,

PROBLEM IDENTIFICATION

AH

Gy

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

5,‘ St&ndardé and Goals

How?
6, Other~(e.g., grant applications, lease negotilations, étc.)
Havé thére‘been'any accasions when you have requésted assistance

from MPL and were refused or put off? What? When?“Why?

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

Erobes: How was. that problem? Why'did yOu‘needktbat?*‘

What happened that caused you to feel thé need? k

Discuss your process of identifying'tbe'speéific problem

for which you requested assist&ﬁca: | |

L. st the problem Specific?

2. Did it éhaﬁge as you thbugﬁf about it?

3. " Did it change as you fofmalized yoﬁr requeét? If SO,
was this as a reéult of a’new uﬁderstanding of:thé problem’
of coqstraints of MPI's service of ferings? o

4, Was the problem of long duration or fecenﬁ?

vou asked MPT for technical assistance?
6. When did you decide to ask MPI for technical assistance?
How did you decide that MPI technical assistance was the

wéy to proceed?”

*Bear this answer in mind, when you talk with Chief and others about impact
Be sure to discuss in the trip report whether the 1mpact solves
the problem as orLgLnally perceived by the Chlef

“of TA.

Arthur D Little Inc.




E.  What would you have done, 1Lf MPI technical assistance were
© not availlable?

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

IV. PROCESSING OF REQUEST AND TIMING OF TA PROVISION
*A, Month and year of first informal contact with MPIL about request.

#B, - Month and: year of written request.f Interviewer £ill in on data
sheet beforehand.

%C.  Month and year MPIL began work in the field.
AD. ¢ Month and yeat MPI provided sritten or oral Interdim reporL

*E,  Month and year‘MPI conqludgﬁ its work (e.g., on RR, giving
police department (PD) a draft for approval by town officials).

~HF, Moﬁth’and‘year PD began to implement MPI recommendations,
‘ [During TA is an acceptable possibility.]

G. Satdsfuction with speed of response.’
*1.  From formal réquest tO'initiation'of field work,
T Highly satisfiled
Somewhat satisfied
Somewhat dissatisfied
Highly dissatisfied
%2, From initiation to conclusion of MPI's work.,
*Highly satisfied
 Somewhat satisfied ;
 Somewhat dissatisfied R , .
~ Highly dissatisfied
V. MPI'S MODUS OPERANDI AND STYLE

A, With whom in the PD did they work7 You9 Others?
[Include tltles] :

B. = How many of thelr staff w01ked here with your depaxtment?
Names

% Record exactly on data sheet

1-3 : AR SR ‘AﬁthUﬁhhd,




VI.

H.

QUALITY OF MPL STATF MEM»

Ao

IMPACT OF TA

[A different set of impaét‘questions goes to other respondents)

AQ

B‘

. [May refer this and V.E~V.H, VI. to person(s) named dn V.A]

~department on thls prOJect?

; Did you have the impression they were giving you a report

Probe: Why’

‘Did you like the MPL staff person/people who worked on this

‘PD o this project?

| What did the MPI-TA accomplish?

- Was 4t what you expected?

 Probe: Why? How?

: Probe for supervisory follow-up that product 1s belng used

What did they do while they were here on thig pTOJect7

(Talké~with whon?; go through records; observe 0peratlons;
work with PD personnel to develop product together)

What did they find out that 4s special/unusual/idosyncratic
about~this PD; that affectad thelr report and recommandations?

About how many man-days did they spend here, working with Your

Did you have the Jmpression that they understood your PD?
Probe: Why?

and recommendations specifically tailored to your PD, or
something pretty standard for all the PD's they work with?

Probe: Why?

Did you think that was appropriate for your department’

project?
Prober Why?

Did he/they have the background and experience to help the

Probet  Why?

[Compare with III.E}

How have you used the report and recommendations?
Probe for whether how much;, product is used.
14
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VIII.

X,

K,

Did the MPT~TA have any impact on the PD?

[1f "yes," probe in detail: who, what, how much, when, where,
how. . Compare with ILI A. Include expected, dlrect, as well
as unexpected and indirect.]

Please tell me which of those impacts have been positi&e, which
negative, and which inconclusive, in your opinion?

Probe: Why?

MPI FOLLOW-THROUGH

A

B.

Did MPIL get in touch with the PD, after MPI handed in 1ts
product, to inquire about the PD's implementation? When?

What did MPI ask about?l

OTHER TA OR CONSULTATION‘

A

Did PD ask for any other TA £rom MPI, before or after
~subject project?

If "Yes.':

‘How did one TA project lead to the mext? [Probe for
information relevant to 'foot in the door" hypothesis.]

If "No.":

Why not? (No need, waitlng time,’ MPT project constraints,
MPI~TA not" helpful, etcﬂ)

- Have you sought any other outs1de help or TA from an

organization other than MPI? -
If "Yeg.":

‘Have you received any other outside help or TA from an
organization othet than MPI°

‘ If "Yeg.'

Can you descrjbe what was similar and what was dlfferent about -
the way the MPI sLaff and the other people worked with you?

Arthur D Little Inc.



XI.

XIL.

. EVALUATION

N

CHIET‘S BACKGROUND

A.

OPEN QUESTIONS

Aﬁ

Would you recommend this kind of MPI~TA to others?

‘e generally

~=— this speCific conSultant

-— about this specific problem

Have you ‘recommended this to others? Who? What was theilr
reaction?

Wbuld 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 - 86,000 for RI; $8, SDO for MR Studx don't
mention cost for others]

Do you think your town would have allocated that amount for
MPIwTA?

Can you tell me ‘a llttle about your own experience and training
in police WOrkV o ‘

[Notekyears of experience: total and in present force; years
as a chief; significant training and educatiom.]

Can you sum up your experience on this project with MPI,
its positiva and negative agpects? .

What rccommendations would you want us to make about
MPI? How could Lhey be more useful to you?.

Lf yvou were in our posmtmon, evaluating MPI—TA to police
departments, is there anything else you. would ask? Is
there anything else you would like to tell us?

16 L
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CITL

A,

FINAL-

INSTRUMENT 2 —- GROUP A

RULES AND REGULATIONS (RR) - POLICE OFFICER

- INTRODUCTION

We'tre looking at~chaﬁges that have taken place in police
depaftments in Massachusetts. k |
Sample chosen tb inciude departments in differentusize&
cities and towns. Luck of the drvaw, Talking to pblice |

at various levels in departments.

Confidentiality of all interviews

‘[Opticnml] Content .of this interview

[Optidnal] Content. of other interviews in ‘this department

[Optional] In;evViewer's background in‘criminal Justice work

May I talk to you?

USE- OF RULES AND REGULATIONS

A

B,

C.

. Let's talk about the RR's of the department :

Do you have a copy of the Rules and Regulations?

When did youyréceive‘it?

Have you read the Rules and Regulations?

~Have you received any training on the Rules and

Regulations?

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

When was the last time you referred to them?

How do you use them? E.g., do they affebt,the way you,dd things?

2-1
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ITI, BXISTENCE AND NATURE OF RR'S

Iv.

A Have there’élways bheen written‘RR's gince you've been
with the department?

B. How'long have‘you'been with the’departmént?

" C. Have the RR's changed or your use of them, in any way

since this time? HOW? Why? Wheﬁ? |

Can you be specific?

1.
2.

3,

4‘

Have your superiors/supervisors done anything to make sure
‘you and other patrolmen conform to these changed Rules
and Regulations?

(Probe, if "yes": Can you give me some exanples?

EFFECT OF RR CHANGES ON JOB

A. Do you believe the éhénges you just mentioned have affected
you,. your jéb, or how you feel abouf your jbb?
~IF Yes: How?' (Probe:) 

B. Do you believe this wduld héve happéned if RR's were not

changed or adopted?  Why?

Conflict of Interest

Otders

Required conduct

Pr§hibited conduct

Uniforms and appearaﬁceé
Depattmental propérty and eqdipment~
Disciplinary actions |

Other (specify)

2-2
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_DUTIES BY RANK AND ASSIGNMENT

When was the last time ydu gaw a copy of a description of
Have they changed in any way since being in this posiﬁion?

What has been the result of your belng given or shown,a

copy of youtr duties? - Hag it affected the way you perform

V.
A,
‘your:duties?
B.
© When? How? Why?
¢,
your -job? ﬂow? Why ?
(Probe for specificity.)
VI.. POLICIES AND PROQEDURES

kA.o

How do you use policy and procedure statements?

Haye they changed in anylway over the yearS?

When? How? Why?

Do you use them,différently in any way now compared
to before? How? = Why?
Have the changes affected the way in which you do yout fob?

“(Probe--specific for PP.) How?

ArthurD Littié, Inc.
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TINAL

INSTRUMENT 3 = GROUP A

‘ RULES AND REGULATIONS (RR) ‘
(FIRST LINE SUPERVIBOR ~- TO BE DE&IGNATED BY POLICE LﬂIhﬂ)

INTRODUCTLON

A. We're looking at changeé that have taken place in peidce
departments in Massachusetts.

B. Sample chosen to include departments in different-silzed
cities and towns. Luck of the draw, Télking to police

at various levels in departments.

C.  Confidentiality of all iﬁﬁerviews

D.. [Optiqnal] Content of this interview

E. [Optional] Content of other inteirviews i1n this department,

F, [Optional] Interviewer's background in Criminal Justice work
G. May I talk to you? | |

USE OF RULES AND REGULATIONS

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

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

B, When did you receive it?

C. Have you read the rules and regulations?
D When was the ldst time you refgrred to them?
E.  How do you use them? E.g., do they atfect the way you

do things?

Arthur D Little Inc.



IIT.

V.

BXISTENCE AND NATURE OF RR'S

A

B,

‘Have there always been written RR's aince you've been with the
department?

Hnw,long have vout been witﬁ*thé department? |

Have the RR's changed, ox your use of them, in any way

since the time ydu Joined the department? How? Why? When?
Can,you be apecific? ' |

1. 'Conflict of intereét

2. Orders

3. Required conduct

4. Prohibited conduct

5. Uniforms and éppearances

6. Departmental property and equipment

7, Disciplinnry actions

8. Others

EFFECT OF RR CHANGES ON JOB

A,

Do you believe the‘changeé you just mentioned naveyaffected

yon and your job?

CIf yest How? (Probe: Problems of implementing change,

better/worse, appearance, conduct, morale, etcy

Have you noticed any effects on the police officers you
supervise? What? Hnw? |

What doyyou attribute éhese effects to?

Have you or anyone else in the department done anything in the
way of in~service training of your subordinates on the new/

changed RR's?
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Lf yes: Who, what, how much, how?
Have you personally taken any action to see that your

subordinates follow the new/changed RR's?

If yes: Canm you give me a couple of examples?"(Probe:

Why, when, how, problems,)

V. DUTIES BY RANK AND ASSTGNMENT

~A. Do you use the statement of dutles and assignménts for
police officers? How?
B, Have they changed or has the use of them changed over the
yeaf?, When?  How? Why? - | |
C; How have the changes affected the way the department works?
D. Do you Qse the statement of your own dutiés and assignments?
E. Héve the duties fot’your rank and assignment changed 1u any
way since you‘vé~5een in this position? When? How? Why?
f, How have the changes affectéd thé way the departmént worké?
YT, POLICIES AND PROGEDURES o
A. How do you use palicy‘énd procedure statements?
B, Havékthey changed in any way over the years?
When? How? Why? |
¢. Do you use them differéntly in any way now compared
| to befgré? “How? Why? S |
D. Do you believe the changes you have just mentioned haye

had no effects, positive effects, or negative effects, in

enabling youvto;pérformKas a superVisbr i an effective
and efficient manner?
‘Probe for specifics: How, when, where, why?

35-'3
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,g“Which ahanges have had the greatest,effécts?

. Do you feel that these changes have affected any

“whole, works?

Probe for specifics: 'wa, when, where, why?

particular aspect of the way this department, as a

If yes:
Have these changes been for the better or worse, or

inconclusive? (Probe for specifics: How, why?)

Arthur D) Littié, I,
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FINAL
| LNSTRUMENT 4 -~ GROUP A
 PERSONNEL MANAGEMENT (PM) :
PERSONNEL ADMINLSTRATOR, KELPER OF VEHICLE COST RECORDS
(INTERVIEWEE (8) TO BE DESIGNATED BY POLICE CHIEF) :
“mNTRODUdTIQﬁ 1
A, We‘ré léoking at changés that have taken place in'pclicé
departmenns in Massadhusetts. |
B.k Sample chosen to inClude'departments in different~sized
cltles and towné. Luck of the draw., Talking“to'police
at vﬁrioﬁs levéis in departments, |
Cs Confidentiality of all interieWs
'D. [Optional] Content of this interview
’E; [Optilonal] Content of other interviews in thilg department
¥, {opnionalj‘Xnterviewer's background in Criminal Justice work
G, May T talk to you?
CHANGES 1IN PERSONNEL ADMINISTRATTON
Our disduséion will be centered around personnel administration:
A,  How long ﬁave you been ihvolved in thé pérsonnel
| administration of this department?
Bs  What changes in personnel administration have you notdced
over this time? When? How? Why? Which newkformé do you use?
C., -Has a personnel evalﬁation gyaten beeﬁkestablished during the
time you'ye been wlth the department? ' |
gf_gggi For which ranks? How does it work?
Al Arthur D Little Inc



IIT. EFFECTS OF CHANGES L Lo |

A

If yes: How? (Easier/harder, more/less efficient, etc.)
. functions?

. How did those changes come about? (Probe for effect

 How have those changes affected your job in personnel

Have any of these changes affected your job?

Have these éhanges affected the way your department
If yes: How? (More/less efficient or effective, morale, etel)

of MPI-TA.)

Do you find that ﬁhe amount of,information you have on
department peréonnel‘is more or\less‘cqmplete’now;compared

to the past. (Probe: What informatioﬁ, th? ) |

What effects have thése changés had on you?" On the way

your départmEnt works? ' (Probe fof: viess/more tiﬁé spent on
record,méintenance, more/lesé accurate and timely data, etc;)
Can you think of any Sther‘areas of personnel admiﬁistraﬁibn‘
in this‘department that have‘changed QVér the years, "that L

didkhOt ask about? (Prbbe fors what? when? why? how?)

administration?

How have those changes afféqted the‘waybyour department
worké? k |

How did t,hoseycﬁangeé*come,about?L (Probe for effect of

MPI=TA.)

42 | |
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Did any of the chianges we talked about result in othex changes?
For examplé, is- your departméntvdoing something else new, that

may or may not be directly related to personnel administrationm,

‘that was an outgrowth of the changes you made in your peréonnel‘

administration or personnel forms? (Probe: ‘What, how, why, when?)

IV, TRAINING IN PERSONNEL. ADMINISTRATION OR USE OF,PERSONNEL,FORMS”

A.

G

Have you received any training in personnel administration
or the use of personnel forms since you joined the depactment?

If MPT training is mentioned:

Can you tell me about it?~_(Probe: When, what was covered,)
Would you say you learned nothing, 'a little, a fair amount:,

or a lot that was new?

How much that ydu learned have you used since?  (Probe: What;”

why soma”was'hot‘used (if applicable);}‘

Is there anythinglelSe you wish had been coverEd in the training?

Lf yes: What? Why?

Would you recommend this training to peopie who have the

same respousibilities as you in-other departments like yours?

Why? /Wty not?

V. YVEHICLE COST*

A.

B.

c.

How do-you determine the cost of vehicle operation per mile?
Does this differ from previous cost methods? How? When? Why?
What’effect have these changes had?"(Prbbé: More accurate

cost data; etc.)‘

*Ask of person who keeps vehicle cost records.

43
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FIVAL

INSTRUMENT 5 —- GROUP A

RECORDS AND INFORMATION
(TO BE DESIGNATED BY POLICE CHIEF,

ONE ADMINTSTRATIVE/BUPERVISOR INTERVLEWLE ONE OPERATIONAL INTERVIEWEE)

Il

II'

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

departments 1n Massachusettsg.

‘B, Sample chosen to‘include‘depaftments in different-sized

cities and towns. Luck of the draw. Talking to police

A

at various levels in departments.

C. ’Gonfidentia;ity of all interviewé

D.  [(Optional] Content of this iﬁterView'

8, [Optionall Content of éther interviews in this department
F. [Optibnél} Interviewer% background in Criminal Justice work

G. May I talk Lo you?
PRLSENT RECORD KEhPING SYSTEM

'd 1ike to talk about the records and informatlon system in

L your department.

A. How long have YOu been iﬁvolved with records and

information in this depattment?
B. Could you please describe, step~by-step, the record keeping
gystem you use now?

Starting with:

le‘ Receipt of complaint (reportable~inCidant). How? By whom?

~a. What 1s done with general calls, non-reportable incidents?

N%WDUMQM




III.

Iv.

C. [Interviewer‘nota deséription of key elements of phySical,

PREVIOUS RECORD KEEPLNG SYSTEM

A,

~ COMPARISON AND CONTRAST .

C A,

3. Complete Incident Card. If major incident? Disposition

facilitles of record system. ]

[Repeat IT.A.1.-5. above, probe and‘nbﬁekchanges.]

Were the physical facilities any different? If yes: How?

2. Initiate Incident Card. What is rvecorded? When?

How? For what purpose?

of event recorded?

4. Process Incident Card. Where/whom does it go to? What
" happens to it? What information is transfefred; verified
approved, summarized, ete. How? By Whom?

5. Departmental file opened? When? Who? What information

is retrieved? How ?

Now, please describe, step—b7~5tep, the fecord keeping system

you used [before MPL completed RI project]. Starting with:

Why did they change?

For each Change noted:

L. whybdid you change? (Probe fdt perceived reasoné
as Wellkés reiationship to MPI~TA.) . ‘

2. Which way did vyou feel'was more efficiéﬁt? Moré effective?

3. Why? (PrObe'for less/more time‘consuming; fréed/took up
étaff time; better/worse récords{ ﬁore/leSs secu:eé
more/less "ost" informatioh; etc,) Be sure to aSk TR

How do you know this to be true?

5-2
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+ Topiles to be discussed if MPI is mentioned in Av, abbve:

‘1. Did MPI develop/revise a written records procedure

for you? Did you have one before? How was (is) it used by

:‘you? Others?

2. Has there been more/less maintemance in your cross

referencing system?

3. Has it dncreased/decreased typing? By whom? (Probe for

“police officers or clerks.)
4. Did the new hardware (files,~forms,‘etc.) increasé/decfease'V
file space? Eéée and effectiVeness,of'filing? |
CheckFBack for’other changes |
1. Are theré’any other chahges in your record'systém or
other aréas that affect your record system that we have :
not already discussed? | |
2. [Cyc1e back’to‘IV.A, and B. for additional changes
brought up in response to C.]
Did any of the changes we talked about resuit’in~other
éhanges? For example, i1s youf department doing something’

else new, that may ox may not be directly related to your

‘record system, that was an outgrowth of the changes yéu made

in your record keepiﬁg system?"

[Probe: What, how, Why,'Whén?]
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| II

FINAL

INSTRUMENT 6 ~=_ GROUP A
INTERVIEW WITH MOST KNOWLEDGEABLE PERSON ON MANPOWER RESOURCES
IN PD, TO BE IDENTIFIED BY CHIEF
MANPOWER RESOURCES ‘
SECTION 1. BACKGROU&D
I.  INTRODUCTION
A, Purposes and expected outcome of this projedt.
B. Sample chogen to Be repfesentative of departmenﬁs which.
have received TA. Talking to police at Various:leveié
dn departments. ’
C. Confidentiality’of al1,interviews
D.‘ [Optioﬁal] Content of this intefview‘
B [Optional] Content éf other interviews in this department
F. [Obtional] Interviewer's backgrbund 1n Criminal Justice work
G, May I télk to you? | |
TYPE OF MR DONE
~ Based on quarterly report and files, checking with réspondént,
was it: |
__.Manpower Review
. Manpower Survey
~__- Manpower Study
61 ,
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III. NEED FOR ASSISTANCE i
i?x‘obe especially‘whether it Was to obtain outside objective
, confirmaﬁion~of requirement for more police, to‘be furnished
to l'océl. town offilcials, - If so, did project substantlate
the need? |
A‘ When ddid the,departmenﬁ 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?

C6e2 e o
Arthur D Little Inc.

C. . What did you expect would result from MPI-TA? k : I




A, What kinds of information did the MPI staff gather as part

C.

Crime statistics

 SEGTION 2. MANPOWER REVIEW.

of the manpower review?
, P “About

About

Dept. Under»Study Other Depts.

Per capita cost of pdlice service ;
Policé budget (% increase, etc.)

Ratdo of policé per thousand -
Authorized/assigned strength

Patrol coverage vs. population density
Available vehicles per officer

Relative strength of part-time officers

Non~sworn personnel

Other -

What did MPT recommend?

[Probe for detail:  Who, what, how much, when, where, how?]

Fhoiiaadi

enhiindn ot

[IErerT—.

Did they make clear to you, what they based their recommendations

on?

Probe: What were the findings and cdndlusioné on which the

recommendations were based?

Did you and your department agree with the recommendations?

[Probe: What, why?]

ANMWDUuMMC‘
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H.

What has your departmeht done since you received recommendations

from MPI?

[Probe for detail: Who, what, how much, when, where, how? Make

 sure you understamd~which departmental actions coincide with MPT

recommendations, which contradict them or follow them partially,
which (by process of eliminatiOn and comparigon with B, above)

were not carrled out. Ask for and bring back relevant copies of

forwg, ddcuments, ete,]

What other MPI recommendations if any, does your department

plan to implement? [Probe for detail, as in E. Also find out about

reagons for time phasing.]

Have the implemented changes affected the way your department

works?

If yes:

In what ways? (Better coverage, ability to respond to calls,

more effective or efficient use of availablé personnel, etc,)

~ ArthurD LittleInc. I
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SEGTION 3.  MANPOWER SURVEY

What kinds of information were gathered; and who pathered them,

ag part of the manpower surVey?

Incident recafder

Patrol assignment

Patrol availlability

Patrol allocation

Patrol distributlon

Needs fér investigative manpower
Functioning of records system
Functioning’of traffic enforcement
,Departmeﬁt otganization

Other (specify)

of detail, etc.]

What did MPI recommend?

By Pers. of

By Dept. Under
MPL Study

[Obtain details on each: how information was gathered, what level

[Probe fbr‘detail: ‘Who, what, how much, when, where, how?]

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?

Arthur D Little Inc



D Did you and yeour department agree with the recbmmendations?

[Probe: What, why?]

E+  What has your department done sin¢a~you recelved recommendations
~ from MPIL? |
[Probe for detail: Who, what, how much, when, where, how?‘ Make
sure you understand which departmental actions coincide with MPI
recommendatiéns, whieh contradict them ox follow themkpaftially‘
which (by’process of elimination and comparison with B, above)
were not cafried out. Ask for and bring back releyant coples of

- forms, documents, stc.]

F. What other MPI recommendation, 1f any, does your department pian
to implement? [Probe for detail, as in E. Also find out about

reasons for time phasing.]

. G, Have the implemented changes affected the way your department
works?
If ves:

H.  In what ways? (Better coverage, abllity to respond to calls,

more effective or efficient use of avallable personnel, ete.)

SECTION 4. MANPOWER STUDY

[AskkqueStions in Sections 2 and 3]

6-6 RN
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L.

FINAL

INSTRUMENT 7 == GROUP A

INTERVIEWEE = CHIEF OF POLICE
MUTUAL ALD ‘

DIREGT USES OF MUTUAL ATD AGREEMENT

A, About how many times since the agreement was signed, have

you asked any of the other signatériésyfor'aid?

If at least once:

B, Can you describe those dnstances? ([For each one, ascertain]

Why was help needed?
Whom did you ask for help?  (Include non~signatories)

Were all these gslgnatories of the MA dgreement?

What kind, amount, and time?

Was the help beneficial to youy departmenﬁ?

1L

24

3,

4, Who furnished help?
If some help furﬁished:

5.

6.

How?  Why?
7,

Do you  think you would have teceived it; without a
mutual aid agreement?

Why?/Why not?

C. [Effect on manpower requirements

1.

Has signing the MA agreement had anyfeffect on

your department's needs for police manpower?

If’xeé:

2,

In what way? (Probe for details.)

7-1
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1f

“L'About how many  times since the agfeement was signed,

has another signatory asked your department for aid?

If

dtvleast onee !

| Can you describe ﬁhose instances? [For each one, asceftain]
li Why did they need help?
2. Did you;furnish‘help?

3.  Why?/Why not?

IL. INDIRECT SPIN-OFFS OF MUTUAL AID AGREEMENT

'A.

some help furnished:
4. What kind, amount, and time?
5, Do yOu’think the help wag beneficial to the
‘requesting department?k ; : - ,;
How? Why?
6. Do you -think your departmenﬁ wOuld ha?e furnished‘
‘help without a mutuai aid agreementfv

Why?/Why not?

Is there any way in which the process of arriviﬁg at the

mutuai aid agreement or the fact ofvhaving a mutual aid_

agréément has‘changed thé relationship between youf,department
’and any of the other signatory departments?

if yes: | |

In what way?

(Probe for specifics, evaluation.)

7-2
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C. Can you think of any‘other way that‘the;mutﬁal aid agreement
has changed thé’way iﬁ‘whichkyour department WOiks?
o If yes: | | | ‘
'D. In what way?

(Probe for specifics, evaluation.)

ITI, MPI'S ROLE AND OPEN QUESTION
A.‘ Do you think that the‘ﬁutual aid agreement could have been
signed, withoﬁt MET's participation?
B, Why? Why not?
C. Is theré anything,élse you'd like to édd‘abOut mutuél aid

agreements, and the particular onme your department signed?

=8 Sl
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II.

FINAL

INSTRUMENT 8 -~ GROUP A

SELECTMAN/FORMER SELECTMAN -

(DESIGNATED AS MOST KNOWLEDGEABLE ABOUT POLICE OR RR BY CHIEF)

A

RR

INTRODUCTION

A, Purposes aﬁd expected outcone Gﬁ this projecﬁ.

B, Sample choseﬁ to be representative of depa;;ménns~which~

| have received TA. Luck of the draw. [Show list of towns
in sample{j This inter&iew generally COncentraﬁes Oﬁ one
reque‘st.'

C.. Confidentiality of all interviews

D. [Optionél]‘Content of this intefview

B, [Optional],Content of other interviéstin’this departmént

. [Optional] InterViewér's BaCkground‘in Criminal Juétice

- and town' government work :
G,  May I talk to you?

- PROBLEM IDENTIFICATION

Where did the tecognition of the need for help ‘on
RR originate?
Why was the need félt?

What did you expect would result from the RR project?

- 8~1
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LII.

V.

REVIEW OF DRAFT RR BOOK

A Did anydné on the Bdérd’of Sélectmen‘actuaily thoroughly review
the RR Dfaft, or did the Board delegate this to‘the |
Chief of Pdlice?k |

B.  What kinds of cbncerns did the Boatd, the Chief,

‘or both, have in mind in reViewiﬁg'thé draft?

c. Did -the Board vote any changes in the draft?~

CIf yes: |
‘What weré‘they?

_E; Why were the. changes votéd?

ﬁ. Wefe the Board's changes~incorporated‘into the
final version? |

" G.  Why?/Why not?

OVERVIEW

As o Since the‘RR;was adoptedf have any changes ﬁaken place -
in the way fhe‘police department WOrks, to your knowiedge,
reléted to the adOption of the RR?

If zes: | | k

B. What are they?

[If "yes," probe in detail: who, what, how much, when, where,

how. Include expected, diréct, as well as unexpected and .

“indirect.]

82

“ArthurDlLittleInc.




F.

Please telikﬁe which of tﬁose~impaéfs have been poéitivé,

which ﬁegative, and which inconélusive, in yourfbpinion?

Probe: | Why ? |

Dd you fhink, in’summary, the RR préject was useful to
yourfcommunity's police department? |

Probe: Why?/Why not?

Do yéu think the Boétd'Of Selectmen would have been

willing to pay‘MPI for its Serviceé in providing the RR,

say $l,500. |

As you probably know, the MPI now will accept oﬁly reqﬁest8~fof

technical assistance signed by a police chief. For example,

they presently do tiot furnish TA on a request sighed by a board,

of Selectmen. Do you feel comfortable with that?

Why?/Why not?

“If you were in our position, evaluating MPI-~TA to police

depaftménts, ig there anything else yoﬁ would ask? ,Is’,

there anything else you would like to tell us?

- 8-3
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II.

111,

INSTRHMENT 9 e GROUP A

SELECTMAN/FORMER SELECTMAN
(DESlGNATED AS MOST KNOWLEDGEABLE ABOUT POLICE OR RI BY CHIEP)

Use only¥if Selectmen?specifically anthorized funds for RI

RI

INTRODUCTION

A, Purposes andkexpectad outcome of thig proiéct

B Sample chosen to be representative of departments whlch have reccmved
- TA. Luck of the draw. [Show list-of towns in sample,]

This interview generally concentrates on one-request,

C. Confidentiality of all interviews

D. [Optional] Content of this interview

B, [Optionall Content of other interviews in thiskdepartmént

F.  [Optional] Interviewer's background in Criminal Justice

and town government work

PROBLEM IDENTIFICATION

A

BQ

Co
‘REVIEW OF REQUEST FOR RI Eunding

A,

Where did the recognition of thefneed'for'help‘on'Recdrds
and Tnfbrmation originate?

Why was the need felt?
What did you expect would result from the RL project?

; Was there‘dmscussion among the Board of Selectmen‘WEen they
decided aboutvwhether to fund the request for h;rdWare for RI?‘
‘What kind of concerns did the board have‘in regard to funding?

| What benefits did they expect?

[Whaﬁ'standardé or criteria were uéed?]

Why was the request granted?

9-1 e 5
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v.

OVERVLEW

A.

¥,

Gll

‘Since the new RI system was adopted, have any’cﬁanges taken
placé in the way the police department works, to your know-
ledge, related to the adoption of the RI?’ |
Lf ves: |

What are they?

[If ﬁyes," prdbe in detail: wﬁo, What,‘how much, when,

where, how. Include expected, direct, as well as unexpectéd

“and indirect.]

Please tell me which of thosge impacts have been positilve,
which negatiVe, and which inconclusive, in your opinion?

Probe: Why?

Do you think, in summary,: the RL project was useful to

your cqmmunity*s police department?

Probé: Why?/why not?

Do you think the Board of Selectmen would ha#e‘been Wiiling
to péy MPI fof its services in providing the RI, say $4,000’

“to §6,000, including the cost of MPL staff and your‘hardware.

As you probably know, the MPT now will accept only requests

for techuical assistance signed by a police chief. For

example, they presently do not fufnish TA on a request signed by a

Board-of Selectmen. Do you feel comfortable with that?

Why?/Why not?

If you were in our position, evaluating MPI-TA tb police
departments, is there anything else you would ask? = Is

there anythiﬁg;else you would like to tell us?

9-2 ; : ‘
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IT.

INSTRUMENT 10 =~ GROUP B

INTERVIEW FOR CHIEP OF POLICE AND/OR LIALSON WITH MPI

INTRODUCTION

A, Purpoges and expected gutcome of thié project,

B.  Sample chosen to inclﬁde,departments which have reQueéted‘
but mnot yet received MPI-~TA. We‘areka180~condu¢ting
separate and different interviews with departments
whicﬁ have received TA.) | |

G.  Confidentiality of ali interviews

D, [Optional] Gontentfoflthis interview

. ;

[Optional] Interviewer's background in Criminal Justice

worlk

CONNECTION WITH MPI

A,

B,

3, Law Library

How did you first hear about MPL and its TA Program?

What else did you hear about them? |
That MPT activities Other‘than providing staff ~ho give
you téchnical assistanée, are you aware of? | ’
1. VNewsletter/Monthly Bulletin
Aré the topics useful to you? ,HoW? Why?
(Probe: for comparisons tQ‘other'available
magazines, etc.) | | |
2. Special Reports |
Afe the topiés useful to you? How? Why?

Have you used it? How? 'Why MPI's?

10-1
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4. Legal Assistance
ﬁave you requeéted‘any? How? Why MPL's? Did
ybu find 1t to be sound advice? Was the response
time adéquate? |

5. Standards and Goals

How?

6. Other (é.g‘, grant applications, lease negotia~
tibns, ete.)

G, Have there been anykoccasioﬁs whén yoﬁ have requested
assistance from MPL and were refused or put off? What?

When? Why?

TLL,  PROBLEM IDENTIFICATION
A. When did you first feel the need for this kind of help?
Probesi How was that 4 problem? Why did you need that?

B. - What happened that caused you to feel the need?

C. Discuss‘yoﬁr procéss of identifying the sﬁecific problem

for which you requested assistance: |
| 1. Was the problem specific?
‘ 2...Did it’change ag you thought about it?
’ 3. 'Did it change as you férmalized your request? JIf so,
| - was this as a result of a new understanding of the‘problem
’ or constraints of MPL's charter? |
’ 4. Was the pfoblém of long duration or recent?

5. Did you’make‘any attempts to éolve the problem, before

you asked MPL for téchnical assistance? |

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

10-2.
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D. Ho& did yéu decide that MPL technical assistance was‘tﬁe
wéy tprfOCéed?
 E¢ What would you have done,fif_MPI téchnical assilstance
were not aﬁailéble? : |
IV, PROCESSING OF REQUEST AND TIMING O? TA PROVISION
%A, Month énd‘year of first informal contact with MPL about
request, | :
%3,  Month and year of written request. Interviewer fill in
on data sheet befofehand, | -
V. PRESENT RULES AND REGULATIONS
A, Does your department now have a set of written Rules and
Regulations? Job Despriptions? Policiesfand~Procedures?
Xf‘"yes" 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? Will a new set‘positively,
iﬁfluence the Board of Seleatmen? Probe fhrther 1f response
is that present set is outdated.]
1f “no":," | | |
G, Why do ydu want one?
[Prdbe in detail, simdlar tokB;]
VI, EXPECTAEIONS QF MPI~RR ‘
A. What do you think MPL will provide you with, in the way
of a new set of Rules. and Regulationb?
[Probe,for'detailz Format, content, degree of standardiza«

tion/tailormade for his department.]

10-3 L
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B. If you were in our position, evaluating MPI-TA to pold
departments, 1s there anything else you would ask? Is

there anythiug else you would like to tell us?

L R N ©10=4
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INSTRUMENT L1

SELECTMAN/FORMER SELECTMAN
(DESIGNATDD AS MOST RNOWLEDGEABLE ABOUT POLICE OR MA BY CHIEP)

MA

INTRODUCTION

A Purposes and expected outcome of this project.

B, Sample chosen to be representative of departments which have received
TA. Luck of the draw. [Show list of towns in sample.] This
interview coacentrates,onroneyrequeét‘

C. Confildentiality 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 and:
town government work. '

G. 'May I talk to ybu?k‘

PROBLEM IDENTIFICATIQN

A. Where did the recognition of the need for help on‘Mutual Ald

(MA) originate?

B, Why was the need felt?
G, What did you expect would result from the MA agreement?

REVIEW OF MA AGREEMENT

A, Did anyone on the Roard of Selectmen actually thorOughly‘reviéw
the MA draft agreement; or did the Boérd delegate this to the
Chief -of quice? ; |

B.’ What kinds nyéoncerns.ﬁid the Board, the Chief, or both, have

in mind in reviewing the draft?

11-1 Ry | o , A’rthurDLittle,lhcf
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G, Did the Board vote any changés in the draft?
If Yes:
D+ What were théy?
E.  Why were the changes voted?
ﬁ, Were the Béérd's chaﬁges incorporated into the final vexsion?
G. iWhy?/Why not? |
OVERVIEW
‘ A“ Since the new MA #gréemeﬁﬁ was adopted,‘ﬁave‘any‘changes taken
place in the relations 6f the police deparﬁment to the other
departments in the compact, to your knowledge, 1eldted to the
‘adoptlon of the MA agreecment?
If Yes:
B, What ére‘they? [1f "yes," probe in detail' ‘who, what, how much
,where, wheny -how? Include expected direct, as. well ‘as unexpected
; and Indirect. ]
E, Please tell me which of the changes hdve been positilve, which
‘ negative, and which inconclusive, in your opinion Probe. Why?‘
D. Do you tthk, in summary, the MA proJect was ‘useful to your
community's police department? ,Probe.‘ Why?/Why not?
E. As you probably know, the MPI now will accept~§nly requests
for teChnical assistancé'aigned bf a-police chief, For example,'
they pre&ently do not furnlsh TA on a reéuest signed by a Board of
Selectman. Do you feel comfortable with that? ’
F.  Why?/Why not9

would like to tell us?

L ydu were in our position, evaluating MPI-TA to policé departments,

ls there anything else you would ask? Is there anything else you

i-2 Gk L ArthLll‘DLitt]é,II“lC,
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“The records maﬁagement systém suggestéd meets these criteria:

It provides a record of every reported crime or event. .

‘Tt dncludes an index system that i1g a one-gource reference

to the major records maintained by the department.

It provides for‘the‘centralized control nf the records
function'and'the most effieient use of clerical personiel.

It is simple, flexible and encourages prompt processing
and filing of reported data.

It is an easy sgystem to follow and lends 1tself Lo qummari~

zation and analybis.

It 1s designed to require a rinimum number of record personnel
to ‘maintain an adequate system.

;Arthur DlittleInc, |
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GEOGRAPHICAL (GRO) CODE MAP

FIGURE 3

, A map of patrol areas is posted in the, communication center with sub-
divisions of the areas indicated by borders and numerical designators. Use
of this geocoded map by officers provides data for analyzing patrol activity
allocation by nature and volume in daily, hourly and seasonal variations.
The Chief of Police is provided with an additional management tool. :

.

Sy A e bt 7

e ’\.pL ot b

C~4 -

- DR 1 . . .
a2 el e, : . ) ; :
- Thg ¥ - : .
¥ s i . : :




DISPATCHER/OFFICER STATUS RACK

FIGURE 4

: This status rack provides police dispatchers with a handy storage
area for active incident cards. It enables the dispatchexr to instantly
sdentify the location of 'on calll patrol units for officer's safety

and quick response for back up units. " Bach patxol unit is monitored from
dispatch, to arcival on scene, until unit is clear and available for other
assignments. , : : R

'DISPATCHER/OFFICERS STATUS RACK
FIGURE 4

™
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INCIDENT CARD| |
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POLICE OFFICER'S INCIDENT REPORT

REGORD # |
ot FIGURE 8 | _ ~ ~
ARREST # {21 INITIAL REPORT
' A - {J. FOLLOW-UP REPORT
INGIDENT "ING. CODE | LOGATION GEOCQDE
DATE & TIH# OCCURRED DATE & TIME REFORTED "DATE & TIME OF THIS REPORT GHEK | MORE -
; v SUPPLEMENT
3 D aE 0 D 'CoDE. o e R G
CORES YA VREDATHOW I\ AREMETER GEBT  me.repORTING PARTY  DC.DISCOVERED GRIME

PARTICIPANT , ; ‘ : :
Code | PRINGIPAL PARTY'S (OR FIAM'S) NAME (LAST, FIRST,M.{ ) RESIDENCE ADDRESS | RESIDENGE PHONE
OCGUPATION, 1D, Sox | RAGE AGE Date of Birih BUSINESS ADDRESS (SGHOOL IF JVNL.) BUSINESS PHONE
Coda | NAME ~(LAGT, FIRST .M. ) RESIDENGE ADDRESS RESIDENCE PHONE
OCCUPATION, 1.D. “Sex | RAGE AGE. DalaolBith | BUGINESS ADDRESS (SCHOOL IF JVNL.) BUSINESS PHONE
Cots | NAWIE - (LAST,FIRST,M.1.) RESIDENGE ADDRESS RESIDENGE PHONE
OCGUPATION, 1.D. Sox | RAGE™™ AGE Date of Birth BUSINESS ADDRESS (SGHOOL IF JVNIL,) "BUSINESS PHONE
SUSRECT NG, 1 (LABT, FIRSTINTTIAL) Sax | Raca | Age | Hat. | Wal.| Wair | Eyes Daleol Birth | Aftesied

: ; o ' , 03 Yes [ No
ADDRESS, GLOTHING & OTHER [DENTIFYING MARKS & GHARACTERISTICS - 8. Complexion
SUSPECT NO. 2 (LASTFIRGT,INITIAL) Sex | Race | Age | Wgl | Wal. | Har | Eyes DatoolBirth | Arrested
( s ot : : o ves 1Mo

 JRESS,CLOTHING & OTHER IDENTIFYING MARKS & CHARACTERISTICS SS. 4 Complexian
VEH. INVOLVED-COLOR TYEAR MAKE Bady Slyla | REG. # STATE | DISPOSITION VALUE
FROPERTY - DESGRIPTION VALUE

REPORT: d)MPLETE ALL APPROPRIATE ITEMS ABOVE AND DESCRIBE INCIDENT AND ACTION TAKEN‘BELOW‘USE SUPPLEMENT IF NEGESSARY,

e

CONTINUED
[ over -
, ‘ . : ‘ . L] SUPPLEMENT
CASE STATUS - [ HERE%Y GERTIFY THAT THE CONTENTS OF THIS REPORT ARE TRUE & GOMPLAIN ANT'S SIGNATURE
, , CORREQT, ; '
L AGTIVE ‘ ~ ,
NACTIVE REPORTING OFFICER |_SECOND OFFICER FURTHER ACTION
- L UNFCUNDED ' ' T : -,
[ cLEARED COPIES TO
SHIFT COMMANDER _ REVIEWER ' o ,
' FORM NO MPI)-RFO3-4/76
C-6 ; :




l ‘ . _FIGURE 9

‘4l

I ' SIAYAYATAR Falinh s X} +1 ‘t n ; “r‘ Q ’ al nl v H OD
POLICE OFFICER'S INCIDENT REPORT SUPPLEMENT |07 _
" S . [RRRESTT ‘ - s
SRR s L} SUPPLEMENTAL REPORT
' ol A : - [ FOLLOW UP REPORT
| HOENT NG COBE TLOCATION GEORODE | BATE OF TS
l( : ; € | RERSRY |
- PRINGIPAL PAATY S (OR FIRN ] NAME « LAST.FIRGT,INITIAL ADDRESS PHONE -
v TREPORT ,
'
1 : CONTINUED
‘ CIover .
: I ‘ - L : NS o | ) suPPLEMENT
JCASESTATUS LHEREBY GERTIFY THAY THE CONTENTS OF THIS REPORT ARE THUE & COMPLAINANT'S SIGNATURE
) U agTive ~ : FURTHER ACTION
¢ l O wAGTIVE REPORTING OFFICER SEGOND OFFIGER iy
= (O3 UNFOURDED -
: B [ .
S TlheLeARED : , COPIESTO
[ R SHIFT-COMMANDER - REVIEWER _
: - - e ) FORM 0. MPI -RSO2:4/76 .




POLICE OFFICER'S INCIDENT REPORT AND SUPPLEMENT

Completion of the report is required only for major incidents. Before

being submitted for processing, the report is to contain a record number and
signatures of officers, shift commander, and reviewer: The form is highly

structured, thus reducing the narrative section substantially and giving a
''check 1list" of basic information. Perhaps the most important procedural
- difference is that the report is designed to be completed in hand printing
without further need of typing of legible reports. The reports are 2-part.
One polxcp department, for example, uses a 2-part form (copy 1 fox central
ffliﬁq nopy 2 for Chief and Investmgators)
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, FIGURE 10 , - Fecconos
; : : ARREST — CUSTOBY: R EPORT : Ty ‘ -
{3 ARRESTfBOOKZIG REPORT o Lo % ) [ BICIDENT BEPGRT ATTACHEE
{1  PROTECTIVE CUSTODY BEPORT ; : , : = [ HOIKCIDENT REPORT
WAME HLAST, FIRST MEDDLE} ) ; CEFENSES - REASON FOR CUSTODY i . : DATE & TIME
3 aums - B “T7:L o, , ' ~ WG CoDE . | MGL. CH.SEC.
I manes Name ;
BES:DENCE ADDRESS. NO. STREET ] oy, sTate | GTHER PERSONS ARRESTED WiTH
| sex- i RAGE AGE HE. {iN}  IWT (bsy {BRA EYES COMPLEXIOH : ’ ‘ ABREST. 2
SEX: W !
£ r , - , : X ; 0 : | A ~
BJD PECULIARITIES - SCARS, MARKS. TATYGOS, CLOTHING : LOCATION-WHERE TAKEN IN7C CUSTODY f : “ABREST F
) . A
DATE OF BIRTH PLACE OF BiATH 500 Y . ] WARRANT £ WARRANT FROM
ATE : OF BiwTR AL sscﬁam £ waamans - O onwview ARBANT :
: ; ] no wasmanT [ mosute ot Cas ’ )
| OTHER DEZCRIPTIVE INEGRIATIOH - - CPER LIC £ & STATC {VEn CoLoR YEAR MERE Sady Sfyle - |REG. 4 e STATE | DiSPOSITION
FATHER S RAME MOTHER'S MAIDEN NAVE ) [0 HOCAESSS CreckName [} Laca Wanted WANTED BY: FOR
‘ NCICLEAPS. Chack- Check
C‘) . : . : wehige [1 Wanten £1 ot wanted ) . )
O OCCURATION ‘ i EMPLOYERFSCHODL | " LOCATION CR ADDIESS i BESCq!EE CONDITION WHEN CONTACTED - ; MSIBLE IHIGRY QR HINESS
, 3 no
O wasmze [ seesn SFOUSE'S NASE MADEN] TEL NO.IFDIFFERENT. | [ pevox noTeen [ TAxeN POME |HOSPIIAL TAKEN 7O
3 smaie [ ovoscen : ' 3 7aven 7o DETOX £} 7Taken To HOSP. : :
| N INT FHOTOS PEATHALYZER BREATHALYZER BY. F ——
i have been acvised of my 1'ais o remein slent] : FINGERPRINTS PHOTGS ggi’é,\,gt YZER REATHALYZ £I seruse
o use & ghore, {o ceti'a tawyer 7r have one pro- .
vt 2 1o have my Qv physician lest for 2iconat Signo ) Foves O wo ElvesTnc g, e
THE ASOVE RIGHIS ADVISED 5Y: ‘ DATE & TME PHONE USED "SUVENILE OR I4NOR - PERSON NOTFIED ] , RELATION
_ ‘ ves £ wo D3 ‘
FEASONAL VALUABLES . ' e #DTRESS ‘ ‘ o TELEPHONE
k 3
NOTIFIED BY ‘ : . . DATE & TiME
THE ASOVE LIST 1S MY PROPERTY : i HAVE RECEWED THE AEGYE PACPEATY . FHOBATION GFFICER © . ‘ : ASLEASED TG
Sign: . . S :
SEARCHED gv COMPLANARE | RELATION | FREMARKS, INCL. DISPOSTION
BEPOATING OFFICER : < 1 ASSTH OFF ] -
AT B | B¥C COMWSTILNER . } {OATE & TIME. . BODHNG OFF . SIGNATURE P REPOATING CFFICER - SGNATURE. . # i
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SECTION 11X

RECORDS MANAGEMENT

The'rccordsySystém described thus far implies unity of purpose and
organized inter-relationship among the compofent parts. To achieve maximum
functioning of this system one must periodically audit the records for re-

moval of out-of-date files to prevent waste space. The following describes -

a basic purging procedure.
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1. RECORDS PURGING

The purglnw of a repori or record is defined as the removal of in-
formatlon from a filing syetem v

Purging of records typ1cally takes the form of either transfer of
location of the record (active file to dead storage), change of medlum
(e g.; to mLcrofilmg computcr storage, etc, ) or destruction.

It is required by statute in Massachusetts that lay enforcement
agencles establish and adhere to written departmental records procedures
for the control, seCurlty, dissemination and purging of Cr:mlnal Offender
Record Information

(Unlike other categoives of records, C.0.R.I. in dead storage must
be protccted in the same fashion as if it were in active files. Further,
purging of arrest wrecords for incidents not resulting in conv1ct10n must

be by destructlon)

C=11




RECORDS STORAGE AND RETENTION

The life cycle of law enforcement records should be determined by the
departmental administration considering all legal requirements. Basically,
records systems should be classified and maintained in one of the followxng

Lhwee stages: R

1.

PerLod of actmve use. Reference is frequent and immediate access
is important. These records usually do not exceed the statutes of
limitations or laws regarding privacy of criminal records (Major
Incident). During this perlod records remain in the records
cabinet in the offlce

Period of inactive use. The records have had little if any use

over an extended period of time as indicated on the record folder;
however, 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 yecords office area. The records which are purgod

should be maintained in chronologlcal order (year~no ) in
alphabetical sequence

When a record becomes inactive, the records number becomss avail-
able for use again to 1dent1fy a new record. This is accomplishead
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 renoved for storag°”

and placed in the record folder or may remain active with annota-

tions identifying the new location of the record. Purging makes
additional space for active files and saves time and money in
retrieving information,

Destruction. - These documents have served their full purpose and

arc of no Future value to the agency. A fimal audit should be made

by an experienced records person preceding destruction.

6-12.
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‘3. POLICE OFFICER'S INCIDFN' REPORT - SUPPLEMENT
PURG[VG TN U““KTIDV

CASE- STATUS:  Should be completed by a Commanding Officer or Records
section person in accordance with departmental pollcy, Following UCR
definitions, Active is a case currently under investigation; inz utiva

is one not cleared but for which no means of investigation wemain (lack
of unfollowed leads, lack of evidence, etc.); cleared is a case in which

all perpetrators have been arrested, perpetrator is known but flowm, in- -

carcerated in another jurisdiction, dead ox unprosecutqble (as by ar-
angcment with the DA), oxr when the Victim refuses to a551qb Prosecu-

tion of known perpstrator.

REVIEWER:  Some departments have a special person designated to review
all reports for consistency, adherence to good form and departnent
policy, etc. As with the Commander, the Reviewer then becomes ra-
sponsible for the condition and adequacy of any reports signed..

FURTHER ACTION: Either Tecommended by the Regorulnﬂ Offlce“ or
aSSL"H°Q by the supeTV1sor' o

The above information should be c0ﬂpleted as describsd and in summa_won,

3, the FURTHER ACTION block should contaln a Purging Date.

- Refer to Form N . MUPLY. (1} RF01-6/74 for 1nstrucL10ns on cdmpleting
the Police Offlcer’s JIncident Report and Supplement.

RECORD FOLDERS PURGING INDEX

Figure 21, on the follow1ng page 15 for the greater part sclf
explanatoxy. : : , v

Briefly, Example I, on‘the folder'covér‘indicates the year the folder
is to be audited and purged. Also, each time the record JS used the
foldcr should be 1n1t1ated by the u51ng party.

Example IT illustrates an optlonal index for a purging date Thxs'
circular tab (stick- on) is dated and/or color coded indicating the
purge date, The color scheme, for example is the following:

Purge in 4 years - Orange
Purge in 6 years - Red

~ Purge in 8 years ~ Green
-~ Purge in 10 years - Blue
‘ ete.

‘C._‘l_g‘
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" RECORD FOLDERS PURGING INDEX

FIGURE 20
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15,

16.

17.

18.

19,

20,

21.

22,

23.

45.

Completing the POLICE OFFICER'S INCIDENT REPORT - 4

'RESIDENCE PHONE: Should be given with‘Area,COde, thus: (617)- .
562-7571. o , ; ; ‘

OCCUPATION: Enter the Principal Partles 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 1nformat10n often
makes the follow-up investigator! s work much easier, saving mucl
fruitless running around trying to locate persons

Somesdepartments prefer to have the offlcer,gLVe some other identifying
material in this space, such as the party's Social Security Number, 50
that if they must be sought later or a records check on them is wantad
it can be done more easily. :

RACE: Use standard abbreviations so that if an NCIC check or other
teletype message must be sent, no translation will be necessary:

W = White - € = Chinese
N-= Negro . - .J = Japanese
I - Indian X = Mexican

SEX: Customarily giveh as F or M for Female or Male.

AGE:  -Should be given exactly, but only where known. An estimated age
should never be entered as though it were known; instead, bracket your
best estimate by a five-year span. Thus, if you figure ‘the subject is

~abaut 27, give a range like 25-30. This tells the reader of the report .

that you are not being spuriously accurate and alerts him to the possible
varlance in age he should be looklng for. :

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 or organization, Date
of Birth should be left blank. :

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 1ocat10n as well as the mail addxess ,

BUSINESS PHONE: Give area code, exchange and number; extension if
applicable. DL : s

CODE: " For any add1t10na1 v1ct1ms, or other persons such as Reporting
Party if different from Victim, and give Code from the line above these
boxes and complete as for the first set of boxes for persons

'SUSPBCT NO. 1: If a person is arrested, enter all 1nformat10n about him

in these boxes and check the final box, Arrested, Yes, No. If only
partial ldentlfylng information about an unknown person is avallable

enter what is kuown..

 [Continues 4in detail. BSimilar detail available for ArreSt—Custody’Report.}
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APPENDIX D

IN-BRIEFS AND MONTHLY BULLETINS
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CHIN-BRIBE"™ INQUIRY

Number, Inquiry
T4-1 Docs an of f-duty pulice officer retain the authority to make arrests?
75-1 ~ Must a municipality accept the provisions of G.L. c. 40, s. 8G before

it can enter Into a law enforcement mutual aid agreement?

75-2 May a municipality send police officers into another municipality
to perform paid details?

75-3 Is it proper for anxiliary police officers to perform routine police
functions, includiog paid details? :

75-4 CIf a store is allowed to stay open on Sundays, must it remove items,
which are prohibited from being sold on Sundays, from its shelves?

75-5  Can a Board of Selectmen order d poliue chief to wear a uniform
while on duty?

75-6 Is it permissable for a police chief to order one of his officers
to take a lie detector test in connection with an internal
admlantratlvc investigation?

¥

75-7 (1) - May a palice officer refuse to answer questions asked of him
during an internal administrative investigation by claiming
the pr1vx19gc against self-incrimination?

(2) May a policc officer be dischargod for claiming the privilege
: ‘against self-incrimination durmng an internal administrative
investigation?

75-8. Are police officers required to assist the building 1nspector 1n
checking on building permits and code violations?

75-9 ‘What procedure must be followed by a regular police officer who
'  wants to become a permanent intermittent officer?

75-10 What procedurc must an appointing authority follow for civil
: “‘sch1ce disciplinary hoarlngs? : '

- 75-11 On ‘what 1cg41 holiddys do the Sunday "blue laws' apply?
75-12. Is there any prohxbltmon on the dissemination of criminal in-

formation relative to juvenile offenders?

75-15 - Does a police chicf have to comply with an order of the Board of .
: a Selectmen thut thcy be allowed to ride in polico cruisers?

76-1 - Isa spe0141 police officer entitled to municipnl 1ndemn1£1catlon
for injuries ond damages pursuant to G.L, ¢. 41, s. 100r7



Numbq£v~

s s

76-2

76-3(3/3/76)
76-4(3/18/76)

76-5(4/28/76)
766 (4/28/76)
e8]

@)

' 76»7(6/8/76)

76-8(6/22/76)

fails the E.M.T. examination and refuses to re-take same?

‘What is the authority of the Chief when a member of hié‘depar&ment

Inquiry

Does a police chief have the authority to require that a company
doing tree work along a public way hire a police officer to
direct traffic? ’ -

What procedures are involved in accepting ¢. 41, s. 97A%
What method should be used in computing salary increases due police

officers under the career incentive pay program (Quinn Bill) for
earning higher education credits? S

What is the law in Massachusetts governing shoplifting?

What is the Chief's responsibility when a member of his departuent

refuses to take the E.M.T, training unless said training is given
during his duty hours? , ;

May a police department tape record teléphnne calls made to and
from the station house? . o '
Do chiefs who are appointed after June 26, 1974 have the benefit
of the Ratio Pay Law? : ‘
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FOR_YOUR INFORMATILON

The Massachusetts Police Institute has prepared and distributed,
to police chiefs throughout Massachusetts "monthly reports" on a broad’
range of subjects, asg ligted below. Lf you misplaced or failed to recelve
any of these reports, let us know which one(s) you would like a copy of,
and we will forward it to you in ouxr next monthly mailling. Your sugges=-
tions for future toplcs are welcomed and desired. ;

Monthly Reports

Subject ' , ‘ Date of Tssue

Authority of Massachusetts Police Chlefs® July, 1974
Civil Service Suspension Procedures® ‘ PR January, 1975
“Fair Labor Standards Act February, 1975
Fingerprinting and Photographing Prisoners ' February, 1975
Some. Quastilons and Answers Concerning the pr :
Collective Bargaining Law* S Maxch, 1975
“Ambulance Law ; ; ‘ © o Aprdl, 1975
Gun - Law® ' ' ; May, 1975
Recent Massachusetts Cases and Statutes May, 1975
Mutual Aild Agreements ' May, 1975
Sunday Laws and Legal Holidays# June, 1975
Statutes of Idmitations in Criminal Cases ‘ July, 1975
Framingham Hailr Suspension Case® o July, 1975
Civil Liability of Police Chiefs , , July, 1975
Tenute and Job Security ' October,; 1975
Civil Liability of Police Chilefs - Part II ‘ Qetober, 1975
"Idle and Disorderly Person' Statute R : Octobet, 1975
Lost, Stolen or Abandoned Property ~ . November, 1975
Civil Lilability Relating to Polilce Vehicles November, 1975
- Collectdive Bargaining ~ Bargaining Units and Repre=- , o
‘sentatives - December, 1975
Dissemination of Criminal Offender Record Informatiou* - December, 1975
Good Conduct Letters — CORI%* , January, 1976
Natick Collective Bargaining Case RO January, 1976
Role of Police in Strikes and Labor Disputes January, 1976
Applying for Tenure Under the 5-~Year Tenure Statute - February, 1976
Lead Poisoning in Indoor Firing Ranges Pebruary, 1976
Recreational Vehicles ‘ . ; , Mateh, 1976
Military AWOL Apprehension Program March, 1976
U.8. Supreme Court Halr Regulation Case o April, 1976
A Review of 1975 Police Related Legislation - April, 1976
The Intentional Use of Deadly Force ; ' May, 1976
Police Responsibilities Relative to Aircraft Operation  May, 1976
Collective Bargaining -~ Impasse Settlement Procedures June, 1976

Public Access to a Police Department's Daily Log ~June, 1976
* Recent statutory amendments or court decisions affect the continuing

valldity of parts or all of these reportb.
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