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* FOREWORD

A task force was ca11ed in April, 1971, by Jerris Leonard, Administrator
of the Law Enforcement Assistance Administration, to study LEAA and its
organ1zat1ona1 structure, and to redesign the organ1zat1on where neces-
sary, in order to more effeut1Ve1y meet the needs of criminal justice.

A part of the resulting reorganization involved the creation of the Man-
power Development Assistance Division, under the Office of Criminal Justice
Assistance, charged with the respons1b111+y of developing and 1mp1embnt1ng
programs to meet the educational and training needs of the nation’s criminal
Justice pract1t1oners ;

In recognition of the need to determine wherein manpower development pri-
orities prevailed, it was felt that leadership from within the criminal
justice system should be convened to identify those priorities, and to
communi cate commori needs within the system to the representat1ves therefrom.

With this in mind, the Manpower Deve]opment Assistance Division designed
the Omaha Conference. The goals were general; the organization permitted
flexibility with some necessary structure. The results led us to appre-
ciate the merits of this type of conference in resolving concerns and in
achieving the goals which we had established for the Conference.

The following pages provide the addresses of the plenary session speakers,
the questionnaires, and the workshop findings, all products of the Con-
ference.

But the products of the Conference which have already proven rewarding and
sat1sfy1ng are those intangible ones: the increase of communications with-
in the system; the identification of manpower development need responding .
to more than one component; the reassessment of goals and priorities re-
quiring attention. It was for these reasons that the Conference was con-
vened. :

We feel that our Conference goals were met. We receive continuing indi-
cations as to the success of the venture. The real success, however, will
be measured by the willingness of those who attended, to see that the goals
which were established at the Conference are continued in the various

" states and regions represented. It was toward this ultimate objective that

the Cohference was presented.

Attendees were selected on a nationwide basis, from all components of the
system, -and from many organizational ‘and hierarchical levels within each
component. APerhaps no other conference has experienced the diversity of
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cross- sect1ona1 representat1on Each de]egate who attended was charge
with the responsibility of exhanging counsel and observations, assisting
in identifying manpower development goals and priorities, and prov1d1ng
1eadersh1p thereafter 1n the1r respective reg1ons and states

~ We feel that the LEAA Reg1ona1 Offtces who had been asked to deswgnate
- the various representatwves from each state to represent police, courts,

corrections and state planning agencies, made generally outstanding choices.

As a result of the quality of their cho1ces, s1gn1f1cant and tang1b1e
results were ach1eved : R

Ne are deeply 1ndebted to a]] those who took time from their schedules to
attend to contr1bute, and to make this Conference the success it was.

CARL W. HAMM ‘Director

Manpower Deve?opment Assistance ‘Division
Law Enforcement Assistance Administration
Washington, D.C.

MARTIN R. GARDNER, SR.

Omaha Conference Coordinator

Chief

Manpower Development Branch o
Manpower Development Assistance Divisijon
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Manpower Development Needs and Goals in Criminal Justice ;

(as addressed at the various workshop sessions) ) 89 ;é |

L o 2dd : : : ‘ . S o Senator Roman Hruska
L Closing ress , R ¥ ; , 7 ’
Jerms Leonard v , 99

: Keynote Address

One of my great interests in the Senate has been in the field of
criminal justice. I spent 25 years in the general practice of law in
this county before I went to the Senate, and it was with a great deal
! of gratification that I found myself on qhe Judiciary Committee,

:
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I would like to begin my remarks on criminal justice by recalling
that not long ago I met with a group of people engaged in the heavy
construction industry. One asked me how I liked politics, and I

; : ; mentioned the quip of a member of the House of Representatives:

o : , = V ;, ‘ "I like polities because you meet a lot of ‘nice people and besid_,‘
” : S o ' ' there 1is no heavy lifting to do."

Despite that comment, let me suggest that there is "heavy lifting"
for all of us in the field of criminal justice and we all know what

that means: Not in the sense of a steel beam or a hod of bricks,

but heavy lifting in terms of the future of this country and its
citizens,

oA g i s

I intend today to review the origin and basis of LEAA, to lay a foundation
for some propositions I would like to have you consider with me. In
1968, when this bill was enacted, it was a time when the nation became
[t dware of crime in a big way--crime as a threat to national survival,

Many people thought America had seen its finest day because of widespread
violence, I don't agree with that, but it was evident that law
enforcement was grossly behind in the war against crime., There was

an urgent need for a new, vigorous, and forceful thrust to jar law
enforcement out of its old habits--so it would discard ineffective

ways,; ways that had grown obsolete, but which were tolerated simply by
force of momentum, It was time to restructure and to modernize; to
indulge in much innovatiomn; to develop needed new programs for

, : management of personnel, for training and pay scales. 1t alsy was .

g ‘ : , ‘ ‘ B Lo . evident that much would have to be done to provide additional funds

a S Co ~ ’ to support law enforcement improvement efforts,

i (I might interject here that the President during the past three
: years has consistently requested, and Congress has approved, larger
budgets each year for the LEAA program, And in those areas where
Federal government has direct criminal justice responsibilities, he
; 5 has fashioned bold new programs which deal effectively with narcotics
: . : AT , ok : h ) § anQ'organized crime and civil disorders, on a nationwide scale.)
B ‘ . - : : . , g Co A There were certain principles we kept foremost in our minds as we
o , v ; , T SR i formulated this legislation in 1968, -and one was that the scope of
Sage S e : law enforcement is broad. Not only:police must do their job more

: : : effectively; this also includes the prosecutor, the judge, the probation
officer, corrections, and post-convicti_u treatment--all of those things.
§ We felt that it was essential £o improve and reform every aspect of
= : ’ ‘ R » the criminal justice system~-ranging all the way from prevention of
i ' ~ ‘ ‘ ‘ ‘ : ¢rime to the rehabilitation of offenders.

1
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" We also believed that it was important to keep fi?mly’in mindfghgt. .
state and local authorities have the chief and primary responsibilities
for law enforcement and c¢criminal justice. To cite ?ust.oqe example:
Less than 10 percent of ail inmates are in Federal institutions; the -
balarice are in state and local institutions. : :

Another fundamental feeling by the citizens of this nation: None of
us wants a-national police-force, none of us wants any nathnal‘agency
to usﬁrp state and local responsibilities in any part of the criminal
justice field,

Those of us in the Congress who favored the concepts which became part
of the Omnibus Crime Control and Safe,Streets-Act also were awarg_qf.
two other things: One was that certdin conflicts ?ften ex1§t between
localities and their state government; conflicts that sometimes are
political, and conflicts which sometimes center on how resources are
to be allocated for various government programs.

Another was that there obviously are differenc?s‘i? the way §tat¢.ast .
cities, and counties discharge their responsibilities .to th?lr citizens;
in short, how responsible and efficient they’are. Some ciFles %et

more done than others, just as some states are more ef?ectlve than
other states. 1t also is true that officials in one city or state

may have a greater séuse of integrity and honesty; they_h?ve‘a greater
sense of responsibility to the people they serve, the citizens,

Those, then, were some of the fundamentals that many of us had in:mind
when the Congress: was debating in 1967 and 1968,the §h§pe of a newl
national anti-crime program, President Johnson.g‘oFlglnal‘proposa

for a program to fund state and local criminal justice prOJe?ts‘ﬁag

not acceptable to the majority of the Congress., The reason is ;iat

it would have required the Federal goveriment to 3ward every dollar

on d project-by-~project basis,‘throughouF the country. - Congress .
rejected that approach, . Instead, it devised the blo¢k grant apprgac .
Under this concept, the bulk of LEAA's funds each year are awarded

to states based upon their population, The states tﬁen havg grga?
discretion on how to use the funds, in cooperation.W}th their cities
and counties. This approach gives basic responsibility ?o? Fh? program
to the levels of government which have the basic responsmbll%tles

for criminal justice, It has created a dynamic new leadership at the
state and local levels in criminal justice; it has done much to eraie
old rivalries; and it has dome much to improve those state and local
governments which had been lagging in crime control.. The block grant
concept has worked extremely well, But tberexare,stlll some--. .
including some city officials~--who periodically keep trying to cbange
the LEAA program back to a categorical grant program.' They may eh
motivated in part by a feeling that some cities haven t;recelved \ agl )
they feel is an.adefquate share of LEAA funds. But I thlnk earlz'pto ems
with funding have been-solved. And»themoyer~a11‘pfogram is wor 1fg
extremely well, I don't blame some grou?s for trying Fo change sle
program-~that . is their right. But: I don't feel they will succeeh.

The block grant concept is too deeply rooted to be changed. It has

too many supporters, s ’ ‘
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The block grant concept may. be modified a little, but basically iﬁ
will stay there. For as Attorney General John Mitchell has said; a
direct grant.program to the cities would make Washington a dictator

over every anti-crime project in the country, That would be neither
proper nor effective, : :

The LEAA program has been under some criticism., But when criticisms

are made against the present block grant system, we ought to consider

not only the criticism but also the alternative which the critic '
advances. Well, the fact is that the ceritics have no workable alternatives,
except the old categorical grant idea, The idea that a Federal officer
knows more about state and city needs than state or city officials. is

a ludicrous idea. It cannot be done. State governments are responsive

to the needs of the city. And there is representation of the big

cities on the state crime commissions.. If cities want moxe, they

have to speak up and be heard and achieve what they want. . ot

Those who keep insisting on a categorical grant program point to what
they consider to be shortcomings of the present block grant system,
They pick out a state plan here and there. to criticize, complain. about
an dlleged lack of audit Or program control., They don't point out,
of course, what would happen if there was a categorical grant program,
and the Federal government had to hire thousands of auditors to audit
tens of thousands of projects each year, At present, under the block
grant program, LEAA itself does a major auditing job, but with a
reasonably small number of auditors, Again, as with other parts of
the program, audit responsibilities rest where they should---with the
state governments, and they are responding well to the assignment.

Under the block grant approach, 85 percent of the action money goes
directly to the states on a population formula., Each state then subgrants

not less than 75 percent to its localities, and there is a priority
for high-crime areas.

3
The responsibilities for use of the block funds are .fastened upon the
state, and that is where it belongs. It has to be there. TFor if the
responsibilities aren't in the states, they have to be in the PFederal
government; and whoever heard of the Fedsral government trying to

assign beats. to policemen in Wichita, Kansas, or Wahoo, Nebraska.
That wouldn't work. ‘ - .

And T want to say this. I am not apologetic for any part that I had
in setting the pattern for spending those funds. .TIn my judgement,
the tempo is about right. When we get sufﬁicieng,expertise,5ﬁore
funds ‘will be available and the security of the people will be
increased immensely, -

Now, what about the criticism of LEAA? What are the sources of this
criticism? 1 don't want to appear unsympathetic, but most big cities -
seem to think they would be much better off if they were just handed
large sums of money instead of direct and specific grants, That is
one of the sources of sur criticism, , oo

Another one is the on-coming election campaign, There are some

R
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politicians who will use any means at their disposal to get elected-=
including attacking one of the finest Federal programs to fight crime
that was ever devised. ’ -

I think politics is fine as long as you keep it above board and as

long as you hit hard and clean., But some people are going around and
suggesting that the best way to end the criticism is to abolish LEAA.
I don't think they really want to do that, but that is what they are

saying.

Those irregularities and inadequacies that do, in fact, exist within
the agency's program, are being pursued by the LEAA leadership. They
have  asked those states that were running some shoddy programs to
reimburse LEAA for the misspent monies. They are also requesting the
prosecution of those persons involved in conflicts of interest or
other violations of the law,

There have also been a number of allegations that we are doing some
thing wrong. There have been allegations that LEAA has spent most of
its money buying police equipment of questionable value or utility
or that it has neglected other important aspects of criminal justice,

These charges are unfair, They are also untrue. The critics purposely
ignore the President's demonstrated concern that every part of
America's system of criminal justice share in this Federal program,.
Moreover, the critics would suggest that the country's police officers
continue to work with inferior crime-fighting tools. I simply will

not accept such nonsense,  Nor should you.

LEAA has a good program and with your help it can be made even better,
Because the agency has made a significant start in the battle for

a safer society, it would be a great disservice to allow it to

become discredited,

We owe it to the thousands of dedicated officials involved in the
program around the country to defend LEAA in those areas where it has.
been right, where it has led, and where it has achieved things,

that have never been done before. '

The Safe Streets Program has brought law enforcement and courts and
correcitions together for the first time in history. Today, they
operate a true system for criminal justice,

People who make decisions about policing, adjudication, and offender
rehabilitation now sit down and talk to one amother, They plan ahead:
to solve mutual problems. They discuss how omne part of the system
affects the whole, They recognize that they are all part of one team
performing 4 single service for the community. :

s ;
The goal of the LEAA program is simple--to slow the rising spiral of
crime, and then to actually reduce crime. It's a major order., Crime
rose an average of almost 15 percent a year in the 1960's.

However, this trénd is now being reversed. There were 53 major cities

4
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that reported a decrease in serious crime in 1971--¢ompared with

22 cities in 1970, and 17 such cities in 1969, What is more, although
serious crimé!did increase nationally somehwat during 1971 it rose

by the smallest percentage in six years, , '

And in Washington, D.C., the nation's capitol, armed robbefy declined
by nea?ly one-third in the first quarter of 1972, Take'.: tagether

all major crimes against persoms and property--murder,lfape,,assaalt

robbery, burglary, automobile theft, and larcenies of more than $SO~:
decreased by 17.5 percent in the same petiod of time., ILast Janhary,

sgrious crime in Washington reached the lowest monthly level in almost
five years. # o ‘

Never before in our history has a promising new program praved itself
so rapidly. This is a true innovation. It is a systematic program,
for getting people together to solve their common problems. Before
the 1968 Omnibus Crime Control and Safe Streets Act there was neither
a plan nor funds., Now we have both,

There is simply no substitute for LEAA in a country as large and as
complex as ours, With this program great progress has been made and

more is to come, Crime will be fough i i
. ght throughout the nat
reneved and unparalleled vigor. ; ron wieh

Without LEAA and it§ support of local law enforcement and criminal
Justice efforts, crime would become so severe that the Federal
Government might sooner or later have to step in.and £ill the

breach witn a national police force. That would be something that
none of us wants,

Therefore, we can be thankful we have a program such as LEAA's., We
can be thankful, too, that we have an Administration that really cares

about having safer streets and communities
v 50 tha
at night, s t - we can all sleep

-

‘What good is government if we are not safe in our own country?

The answer is obvious. And with the help of LEAA and iall the men

and women who are cooperating in the Safe Streets Program we will be
safe and secure,’ That T promise you,
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Orientation

Martin R, Gardner

Let's look back to February, a hundred years ago. February is the
montk. during which we celebrate the birthday of a man considered by
many to be the greatest leader ever to come out of our country - '
Abraham Lincoln. Abraham Lincoln made a presentation which most of

us learned at one time or another in our life---the Gettysburg Address.
In this very moving address, Lincoln stated: 'today we are engaged

in a great Civil War, testing whether that nation or any nation so
conceived and dedicated can long endure."

Ladies and gentlemen, today we are engaged in a great Civil War
referred to in other words as the "War on Crime." Though I think
the name now is ocut-dated, and has been supplanted by other apparently
more appropriate names, it is nonetheless a war in which we all, in
varying degrees, are involved. We are all combatants, either on the
line or as adminigtrators. We serve in varied capacities, from
operational levels to battle strategists. It appears, from what we

hear and what we see nationally, that preparation is going to make

the difference between the win and the loss. And the stakes are

so high! Manpower development has been identified by many thought
leaders as being the most essential aspect of criminal justice developmer
in the next decade.

Y

Now this week, we have gathered here in Omaha, Nebraska, probably

the greatest cross-sectional representation from three components that
have ever met together at any one time in this country. We have come
here with three objectives~-~-interdisciplinary communications, developmer
of cooperative approaches to problem solving, and the development of
prototype programs to "start the ball rolling.'" Let me emphasize to
you however, that a participative-type program which is going to

impose upon you some very specific demands. As I told you this morning,
we didn't establish any ultimate goals, As a result, I had people

call me continually and say, "Well, what are you really going to
identify?" Well, we didn't identify any problems, and we didn't
identify any goals, because that is going to be your responsibility

in this conference. There will be persons here before you at the
podium making statements, many of which you may not agree with,

Perhaps we are going to irritate you with some of the concepts that

we toss out as input to your workshop activities; but please,remember
that the pebble, the small grain of sand, is the irritation in an oyster
which gives us a pearl. Certainly you might get irritated, and

perhaps irritated to thé point where you come up with what you feel

is a better solution. Great! That is the name of the game!

In the Pre-Conference Questionnaite  that we will go through; I found

a predominance of responses which seems to indicate to me that you
wanted at least two things: development of inter- and intra-componentia
communications, and addressing of common problems. If that is really
what you wart, then here is your chance. Once we have fianished these
formal data input and informational presentations, this conference

7




will, for all intents and purposes, be all yours, I realize tgat wfhalf
are attempting to do what we say we are go?ng Fo do, in twg agf gneou
days; and that constitutes a formidable objective. I woul o e1 v

some ideas which you may want to reflect on in reaching your goa S,

711 ; : "think." It sounds elementary. It's almost an
Ei:i;t?fi:i}t it? And yet Dr. Albert Schweitzer, when intervmewgd
briefly just before his death, stated that, of all the problems ‘e L
had observed in this country today, one of the greatest was_that peop
really didn't "think." Well, I'm not going to insult your 1nte}liggnce,
because if you weren't "thinkers" you wouldn't be he:e today. However,
T am going to ask you perhaps to "think" in a different way, :

There is a remarkable book predicated on a new concept of thinking,
written by an English author, named Edward DeBono. DeBono appro?chis
thinking in what he calls, "lateral approach:” Instead of the hlgﬁ y
structured, vertical, logical approach to thinking, DeBono‘tages the
lateral approach where he gets at the solution.throug§ an 1nd1rect

path, I won't go into explaining how he goes into thl? t?eory, but

let me give you an example that will make you chuckle %n91de.

Remember back to when you were young, if you took'a chicken and put

a short fence up and put some corn on the other side of the'fenc§,

the chicken would try to get through that fence. He wouldn't thl?k cion
about going around the end of the fence. Put a dog in.the same ﬁmtua ion
and he will go around the fence to the food.'.The dog is uding X at
appears to be lateral thirking. He is no% going the direct ??t .‘d

He is going around, He focuses on the objectives, the goal instea

of the methodology.

In the presentation of DeBono's concept, he uses what he callg
"the hole theory." Let's pretend we're looking_at an excavation.
This hole is in the ground and this hole symbolically constitutes an
area of familiarity, of expertige, which each of us‘kgows guite well,
We move around in that little hole; we are very familiar with that
little hole, and when we are going to expand our expe¥tise, we can
only expand sideways or downwatrd. We make the‘hole wider or deeper.
DeBono says: consider the possibility ?f gettl?g ?ut of t?e hoii
and going somewhere else to dig,  What is the'31gn1fica?ce. We ’d
we don't know where other solutions may prevail in meeting our needs
of the day. DeBono says that a lot of people don't.like to do
this. He says that when we have achieved an expertise in an area
we don't like to give up that expertise, which is what getting .
out of the hole would amount to. This is so for three reaso?s.

irst of all you've constructed for yourself that hole. You've dugh
it, with blood, sweat and tears., Secondly, some?imes.whe? we s?y-t at
we are trying a different approach, we might be implying in cergaln
respects that the old approach wasn't good enough, and that maybe
we were in error in pursuing it, How many of you can stand to ghrowr
away an old pair of shoes or an old Pair of pants or an old‘car: You
know howdéou feel when you get into a new suit and'lt doesn't fit
exactly right. We are familiar with the old. It is so much gasier
to fit into the mold that is already there., Yes, thlnk% n?t Ju§t .,
"think," but possibly "think in a new direction or a new dlmen51on.‘

8
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Our second point is: "communicate." Thomas Mann once said that
speech is the essence of civilization itself and the word---even the
most contradictory«--preserves contact, It is silence which isolates.

Our words must also be wéll-defined. Takéléhe word "round." The

word means many things to many persons<--boxing round, round of ammunicion,
round of drinks, We have to define it, . .

“

There are barriers to communications, semantic barriers, carrier made
barriers, volume barriers, In order to get an idea into actiom 1
it has to be encoded, sent to a receiver, received, decoded and acted
upon. Communications between two persons is an interesting thing,
Here, in this overhead Projection, we have a basic attempt at comminication,
Subject number one has an idea. He attempts to communicate, that idea

to subject number two, but remember it has to go through a process,

If the process ig complete, communication ig achieved, B

. Our third and last theme, if you will, is "dedication." We want you

to think about what ig going on today and tomorrow and Wednesday.

Think about different ways of approaching the same old problem, We
want you to communicate and to get cother ideas from other attendees,
and then, once you have determined your goals and objectives, we want
you to dedicate yourself; in your own way, to achieving them. .
Vince Lombardi, the coach of the Green Bay Packers, reportedly had

a certain philosophy about dedication, He said that if you are going to
be a success in life, you have got to dedicate yourself to three things--~
your family, your religion and your profession. His own record

stands as a testimonial, He wasn't wrong three years in a row, I

guess, in winning the football world championship. '‘Dedicaticn' -

dedicate yourself to achieving what we hope you are going to come
up with,

What ideal might we be looking for in the next two and one-half

days? 1In other words, "What's the name of the game?" I have done

a litqle audio-visual thing here that I think you will find different.
I hrig two presentations that are pre-vecorded, both are audio and
sync...xuized with some slides. The slides depict, in abstractions,
what we feel the criminal Justice system should ultimately achieve,

---Siide Presentation---

How important might this conference be? Can we really say, at this
stage, what the impact of this meeting is going to be, as far as long-
term berafits to society? I, for one, feel that the time is’ right
for,~2§ changes, and apparently, judging from your responses to the
questionnaires, many of you feel the samg, «

William Shakespeare, in many of his tragedies, seemed to set out
individuals who were incapable of responding adequately or who were
unprepared for what was. to come. In Julius Caesar, Cassius said to
Brutus, "There is a tide in the affairs of men which, when taken at
the flood, leads on to fortune; but omitted, all the void of their

life is bound in shallows and in miseries. On such a full sea are
we now afloat."




Ladies and gentlemen, I'think we in criminal justice are afloat on
a full sea, We feel that’ now can be the time for giant steps.

We ask of you the next 50 hours of your life. This future you are
going to begin to design will affect us and ‘affect those who
follow., Don't forget: Perhaps today ‘15 the tomorrow that we
didn't didn't plan for yesterday; hence our problems. - We have

provided- multiple incentives for:you here; everything has been provided
for your needs. The rest must depend on your willingness to "think,
communicate and dedicate,'" From here on out, it's your conference.

Have a good one and the best of 1uck
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Law Enfdreement Manpower Development - The State of the Art

Dr. Victor G. Strecher

A title of this kind assumes first of all that the state of the art

in law enforcment manpower development can be truly assessed, That .
it can be characterized at a certain level of development. There is
also the implication of what is next in a long pattern of orderly
development and progress in law enforcement capability -~ movement

toward professionalism, if you will, It must be said at the outset

that an overview of the law enforcement manpower situation at this

time ‘leads ta a conclusion that never before in the history of policing

has there been so much confusion, ambiguity, contradiction-and disagreement

about where we stand.  If we look at the matter of police capability
alone we are at once struck by the wide disparity between current ‘'
manpower needs, and the numbers and variety of manpower readily
available to meet those needs; by the wide range of competence of the
police -- both within individual departments and among the many agercies.
This range of capability is not merely associated with size and

degree of specialization of our law enforcement agencies. The continuum
from excellence to mediocrity, from sophistication to primitivism

, may be found among the large and the small. And what is more striking

is that a wide range of development may be found within individual
departments ,~- sometimes associated with the line-staff dichotomy,

in other casges within the line or staff components themselves.

The variety of localized police personnel policies coupled with our
diffused and separate educational programs have 1éd us to this most
confusing of times, when compared with the immediate past. A past
when the high school dimploma represented more than enough education
for this low status, low pay occupatlon. There was, after all,
consonance between the public's conception of the police and how their
pollcemen were educated, selected trained and paid.

For these reasons this presentation will not be an assessment of”

where we stand in a systematized movement toward improvement, but

instead will be an attempt to describe the categories of manpower

problems confronting us,. the magnitude of those problems, and some
points of entry, some pesitive objectives and strategies which may
be employed to establish a genuinely systematlzed program for law

enforcement manpower development, :

Also, you W111 see, manpower development can't be easily abstracted,
from law enforcement functioning as a uoncept of action, Two’other
c¢omponents of police programming ~- technology and systems -- will
unavoidably be part of our dlscusslon because of their 1nterdependence
with manpower. , ‘

Following are some of the central issues which emerge in consideration
of a systematized manpower development objective:

PROBLEMS OF THE OCCUPATION

1. nghly valued traditional single p01nt of entry to the occupation,

1




The occupational belief that all members
3 whether investigators, planner, trainers,
¢ . helicopter pilots, or policy
trolmen and become adept in that role before
i{s dying the slowest

computer programmers,
enter the system as pa

proceeding to specialized or managerial roles,

of deaths.

THE MANPOWER POOL, concept is 4 natural consequence of this
point of entry to the ocqupation. Quite simply,
ads can be adequa
here is that the criteria for the
discover not only patrolman
all the other operational,

es at any hierarchic level of law

wide variety of police-manpower ne
this pool. The hidden assumption

selection of patrolmen are S0 protean as to
material, but also men fully capable of assuming

technical and administrative rol
" enforcement,

Clearly, the selection eriteria for patrolme
as to eventually engender a high level of di,
extraordinarily capable men, or, if properly
policemen specifically for the operative level,

of the police establishment -~

dispatchers, managers,

for the many other roles of the police system,

7. Growing array of police manpower needs,
Rather than enumerate the roles and position. cla
found in law enforcement, it-1is perhaps more use
change originating in our technology, environment,
values and social structure have intruded upon the tradit
law enforcement, have introduced radical
and thus produced a felt nced for new and more sophisti

Tesources.,

There is a discernible patter of manpower requirements,

complexities to

as a matrix. On one axis is a set of functional categor

other, the hierarchic levels of any

illustrated by the following few examples,

it assume

~-makers ~- must

single
s that the
tely met by tapping

n are either so broad
ssatisfaction. among these
designed to select
inadequate as criteria

A matrix of roles.
ssifications presently
ful to say that
institutions,

ions of

the occupation,
cated manpower

best expressed
ies, on the
law enforcement organization,

Line - Admini- Technical -
Operational strative specialized
Operations Examples: Examples: ‘ Examplesi i
patrolman, . planning asst., ID technician,
meter maid budget analyst computer Progr.,
criminalist
Supervision Patrbl Sgt. Records/super-
Detective Sgt. visor ‘
Middle Management} Disctrict Cmdr. 4. Training Lab Director
Director

Deputj Chief,

i Executive Deputy Chief
i Field OPNS Staff'Services
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It i
requirzlzgit redundant to observe that the emergence of ney role
kg tfgditi within the police establishment, taken in combination
pith Lrad muzga;rzzéécetggrsongil values, create an unusually profound
. . : r than Qr narv‘ la i R g v 2l
to ne o ae "  ardshat; g in adaptive regpon
iy gonditions. Defimitlans of problems and possible solutions
. other in a sea of ambiguity, while the institutions of

‘() u thn sta ”d 1 irm in thelr Self defeating postures
Of mutual eXCluSI VENESS ¢ |

Iy

iécrﬁggruitmgntrand Selection of Police Manpower
iargeiymiZSQig EﬁipiS? wiih th; mgnpower‘pool concept, is oriented
ly o active of obtaininy tiol Y
Recruiting bait is la D oAl Manpower.
i rgely appealing to th i

|' £ 2 ‘ g to those interested i
szgg::t?i356do§;?g;tion an: is not pitehed to those who mighi have

, s, capabilities and aspirat: »

2 , , spirations,. Nor is targ g
of recruitment efforts in the main calculated to reach and atizaiiip‘

m g ) B s N N
! =] omet
t}lQS(’ Wh.() i ht have e hl[lg tou Offer in the SPECiallzed and ["a“ager lav l

Selection cri lect
levelt;gnlzzlzezia also reflect: a preoccupation with the operational
o edtice oad Znggiwent.k gitegorizing selection criteria as motor
ffective skills, we find considerabl i iven
fopnipiue and s erable adtteuntion given
aLiity éidst;n ;?? form.of general physical condition, strengtﬁ, and
ey nc.to gnt:§;§ aLtemﬁcs to measure cognitive capacity, usually
_ gence testing; and very lit b iver
the a T i y little attention given
managgizﬁilzg cowponeqt of personal makeup, considered by most Eurrént
management eor%sts to-be tﬁe e¢ritical element in both streéet nolive
nork and poiizzlaéfieadegshlp. Thus we find nothbnly a sigﬁiflvé“;
officers unequal to the i i ios of the
e : € emotional exigencies of their
supp{? gEkCZEEiggzzslgggrtantly th; soicalled manpower pool in short
of ‘ managerial roles extendin from first 1i
supervision through the policy sector of managemcn%. ™ First Hne

gé Education and Training .
un:gistzgaioa;ti?nment in all but' a very few police agencies. is
olice personnel policies. With o exc
Ehere 1 ce | ) . ith one or two exceptions
o manzzezgéirigizzlii ?f cho;ce for any of the operational, specialized
C . aw enforcement. This cau b
Phe peropeetive of th . can be looked at from
e agency or of the havi irati '
1A L ; . man having aspirations:
ey tr:?igngocigigii d;partmentskin,our country specify educational
nd trai a for assiguments and promoti i ‘
virtually impossible to responsi e 16 ineract
v T respongibly advise a man who i
e Ap : : 1a¥: ; o is interested
i tr:gs;;élgh}ag enfg;ceTent role, regarding a course of edycation
: ich would give him more than ch ‘ Lha ‘
Ho g ] 31 in chance acasss to that vole,
i anog;gigzbzfegzi;izg;hassignmints and promotions in law enforcement
biguous . ere is lack of explicit cri iz .
of management and in m atials e era
0 : most cases credentials are irrel 7
ol ment LR ti relevant., There
promoiznglnuxng tendency'to relate opportunity for assignment and
pro ”bion to competence in the line work of the organization or to
the: D gcc§s?, a kind of jack-pot visibility. The most common and
[oma gaiist;izfgigggYi.inf:'egv available to men seeking advancement
5 L ility in anv vember of ways, ma
s 82 : , s ny of them counte
zggggzutze,v ?he lav enforcement occupation and highez education ’
covin :‘konq ari sh1p§ passing in the night with their wireless
pmant out of service, The high school diploma is not truly a
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credential of choice; it is merely a convenient criterion for
narrowing the recruiting base, inasmuch as many high school graduates
do no better in police performance than those who have not earned
the credential. A young person who asks how he might prepare himself
for advancement in law enforcement educationally cannot be given -
an unambiguous ‘answer' at the present time. K

Police training also ig focused primarily at the line operational

level of law enforcement, Pre-service training for the manpower

pool may be seriously challenged with respect to. its adequacy, quality
and focus. Curricular allocation in most police trailning programs -
relates well to the self-concept of the police occupation but very
poorly to the daily work requirenients of police officers. In-service =
training where it exists at all is largely operational or at most h
line-specialized, ~ On'a national basis there is almost no attention
given to managerial preparation; and where there is management
training, seldom does it precede promotion to advanced rank responsibility
or differentiate between the substantially different requiremerts of

first line supervision, technical specialization, middle management

and executive functions. ’ '

5.  Lack of Long Time-Horizon Manpower Forecasting.

In most police agencies manpower forecasting consists of annually
increasing the salary budget request so that the police-to-population
ratio might be maintained for the coming year, Rarely dqe§ this
ferecasting include other than operational manpower needs. There

is probably not a police agency in the nation which forecasts it
supervisory, technically specialized, middle managerial and executive
manpower requirements for an extended time-frame, and then systematically
prepares several candidates for each of these roles prior to the time
of actual need. o K

6. The polemic on the spurious issue of training versus education

for law enforcement, : ’
In many ways this polemic has served largely to obscure and obstruct =
manpower development needs for the police. The following definitions
serve to cut across and vaporize what seem to many to be firmly drawn

battle lines.

Iraining: Development activity which tends to narrow the range of

a person's responses to specific stimuli (conditions, situations;
problems). Training is functional when habitual action, patterned
_behavior, and a 'best way' of meeting a situation has been empirically
demonstrated with little expectation of change. oo :

Education: Development activity which extends the range of personal

response to stimuli, Developing the person's capacity to deal creatively’

with varied and complex,situatidns,ﬁpgimarily through his learning
of the nature of the world about him (physical and social), by his
gaining a '"feel for phenomena," S IR

Both education and training are essential to cbmpetent pefforménce

in any law enforcement tole from operational through the eéxecutive,
Every role has a certaln number of elements which are best served
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gg;;agégnal al;hough'it has become customary to think of trag %nithe
behavior fzti? men. On the other hand the rich complexities Zénﬁ
domestic QUZr;:§ aAC;eativ: approach whether it be concerned withuranan
> upervisory moti i '
development and imPlemen‘t‘ationyissue‘.latlon problem, or a policy

;25 z:;iiiz;:gzona:ngfgrowing significance o
ini

education the wérk of tﬁgaigzsgrgigg e g e et pesin =nd
academies and universities engage iz'bo
programming, and that these two forms of
enmeshed in any sector of learning (skill
role concepts) that they cannot be neatl

§t different times in different pPlaces Y
18 to consider which aspects of education
within law enforcement agencies, which by

by junior colleges, universities and gradu

§, general knowledge,

categorized and served
A mo?e appropriate approach
-training are better accomplished
regional training centers
ate institutions, ,

have
soZie:;rf?W§:ri:i reﬁruiting base to a very small segment of Admerican
vorkin familygm y ;ferworking class, Having grown Up in an industrial
vart of fam sociZie/b have no inclination to disparage thig substéntial
OF any sqny sociyl uf merely observe that the soclal perspectives
valoes ongle. al stratum privide an inadequte base of social
net. derongine zstﬁz;eizza?:f§:$ement occugation. These working
mani o conservatives, the nouveay f
hugan :gngo middle clasg respectability," bring to the workxo;riivei

uct a relatively restricted set of social values and izgu aeiog

many cases a strong personal as
o be migale SyXen expectationsg}ration to meet what they believe

géryLzzéliasxpléci; attention to management development,
training £ :: orcement organizations offer specific .education and
Tntevensy o tpzivisors, middle managers and executive officers
hae tot angr r rniggihas grown at the operational level and thére
(g, oo ve Ztgrea . gcrease in training opportunities for specialists
Cnforcers; Juvenile officerss eie .t ooy Ty SO Crimes; traffic
i ; V¢ H oJ ever, we find that i
o?otizggugsgicgge desartment's policies and-who direct tE:Laggiv:szgials
Sheinose offt S and speclalists have had much less training f

an their subordinates have had for theirs, Strgnggit

, somehow
govers' as marksmanship
which may have been
management,

9. Status-motivati
motiy on problems of t ! : .
dissonance on the Saily job oday's patrolmen:

Foll '
owing are a number of elements which combine to produce within

cognitive
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‘9, . Selection gritevid

died s cognitive
the large body of police patrolmen a co?dlt;9nhgnggnaié mo%iVated
d~iqona§ce - a psychological cond%tlon fn'Whlcbaﬁsing e
t;';ccept directly contfadictorz 1?fo§@it102ég£é58ive them B ttered
i frustrated, hostile, ¢ ;
become confused, then : ' , agere
by kheir inability to resolve the contradiction

i aniz ‘ the
the police service 18 organized around

L Recrul g ot excellent 0pportunities for

Foexd ighting and
ncepts of crime fig : e ‘
;iomoﬁion A man's occupation with a future.

) . Ky < am ‘ae
14 of intelligence, phy51¢a1 V1gpx szhigig =4
also organized on this central thrust of crime £ighlini
are . ]
and the man's occupation.

| ice agencies entrate heavily
rricula for lice agencies conceln
ini curricula for most po ~agenc £t e ous
3. Tralnlngme fighting, physical condltlonlng and meeLl?i‘Firgarms
et Where we spend forty to sixty hours in %

L toe one. hours suffice for learning to handle the

practice, one Or two
domestic disturbance.

| i i ght , the
ues of the police support erime fighting

! 1 R 8 A 5 .
4. Ocowparions 0% the man's occupation, and "mustang'’ managers

self-concept of

. e ion into

5. 'Mgyeccess' in law enforcement 1s llm;§ed1to giz?iztzve!form o
. management. There is presently no viable af SR e

gueeass in the operational sector of law en oeria1<statu5,

deéﬁctive role is a weak second best to manag |

‘ ‘ i ) -einforced set of values and exper¥ences
e round in gf gg;i Siizgiig zzlpolice work for most ?frourdpzilﬁiy
e mel. %'e t ofya1i~ the work is between gixty~five %§ teg
e e ?lzsoriented,rather than crime and emergency illenare.
g SBEV1C iricél studies support this figure. Patro mi2~concept
e ‘?mi the choice of accepting che occupatlo?al Sé] oneeD e
thus ?aceduwit and’thus denying the validity of their dal.x iag _
O tonve Fl% Figsin ﬁaith in the values and'sglf~concep§s Ziily
O sozeament ynd accipting the service orientation of thelrc ;e
en?orcemeﬂt athe tob. More often the first is the case, éfhtthe —
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B e Bequs i for trivial services through which they-mufwbp;
l?y“hour'Te'(m'eztsa Ygood case,' the good case,‘ofvcourse,.get;; @
1n.?rif;ciim§~ot emergency gituation. ?hey‘co?e tznzzgzi ‘
;iEEZn; and trivial aspects of their daily perform

' ttribute t demands
. s from outside the police world, and attribute these

. " T f .
to POllLlClanS or Welf sta « - 3
4 are & £ tism }le seco[ld Sourcc Q dlSSOIlatlce

. s piven & large
: ‘uni which ‘is generally giv -
otional opportunity, : SR er of policemart

ci?cezzgoﬁzoiecruitmént efforts. ‘In fagn a Sm&l;fngwaiiezfuisitions‘
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level itself.

10. Resistance to new modes of management, _
Analysis of hard data by Likert, Scott, McGregor ‘and others indicates
that certain managerial patterns achieve superior results in almost
any kind of enterprise. As might be expected, these managerial styles
are not simply a matter of the nanager's personal behavior (i.e. the
simplistic notion that "nice guys" get better rasults) but rather a
crucial interplay between personal leadership style, division of work,

and managetrial communicative systems, In other words a reconceptualizing
of the entire approach to getting work done.

The hithy{valued quasi-military structure of most police‘agencies,
the mustang approach to management development, the absence of a
standardized educational or training input at the managerial levels,
and certain of the law enforcement self concepts combine to make
exceedingly difficult the adoption of new modes of management.

11, ‘Last universal man concept.

At the operational level the concept of generalization has been

carried to the extreme point where law enforcemeat has become process
oriented rather function oriented in its division of work. The prime
example in any police agency is the patrol division, whose responsibilities
are 5o broad and diffuse as to defy clasgsification. In terms of
priority by social importance patrol duties run the gamut from the

most trivial and virtually meaningless service tasks to some of the

most important questions of individual physical survival and social
order, 'In terms of personal skills required, the range .is equally

wide, extending from those tasks easily enough performed by a clerk

or messenger to those requiring the competence of a behavioral clinician,
A medical analogy would find a manpower pool for the hospital whose
members were randomly dispatched to sign in patients, fill in the

charts of patients, hourly measure the vital signs, carry the bed-

prans, perform neurosurgery, wash backs, fill prescriptions, administer
aspirin and all of the other duties from orderly to licensed practical
nurse, registered nurse, intern, resident, staff physician, all from

the same educational recruitment.and selection base. Of course,

one lucky member of this pool would. eventually be‘designated'hoapital

administrator on the basis of his demonstrated capability in various
of those roles.

Any personnel specialist would be offended by the manpower model
found in law enforcement; both by its use of relatively expensive
manpower for trivial tasks requiring a low order of skills -and
representing low social priorities, and also by the lack of
differentiation and adequte preparation for the most sophisticated
and important roles. This is not so much a question of police
management development but rather an issue found at the operational
With a suitable division of work along priority lines,
an alternative to management '"success' already exists unused at the
operational level., There is an adequate priority range and competence
range at the operational level to afford hierarchic distinctions which
would provide for occupational mobility for more capable pérsons
without a venture into managerial promotion., This would require a

major reorienting away from process and toward a functional concept.
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12, The ringing telephone priority system of law enforcement.

Law enforcement has become‘almost entirely reactive and not initiatory
in priority setting and resource allocation. However, it is not
reactive in the sense of peérception and measurement of social goals.
and priorities but rather to the simple expedient of answering the .
telephune, In nearly all agencies the utilization of police manpower
is determined almost solely by the sequence of telephoned requests

for service and the resulting dispatch of manpower to answer those
calls, Indeed, in most agencies theré is not even a method of
avoiding the full commitwent of manpower to low priority assignments,
so that high priority needs might be served should they arise..

This lack of attention to priority of police functions is found both
at the policy level andgat the point of dispatching police units

upoti request. - Nobody has seriously considered a hierarchy of goals
for the police department, a division of work based upon goals and
sub-goals, .and a specific allocation of resources according to these
priorities. There is, in other words, no stratification of the basic’
police function either according to social priority or competence

of the practitioner.

In place of this the police have a process -~ that of pldacing manpower
in the field twenty-four hours a day to answer requests for service.
In their devotion to this process the police have accepted the most
outlandish assortment of functions, many of them having little to

do with law enforcement, public¢ order or commuinity well being. And
even wvhere a case can be made for the performance of low priority
duties by some governmental agency there is very little to argue for
their performance by this very expensive mode of govermnmental service.
One study of the Chicago police department indicated a sixty-five
percent low priority resource allocation against thirty-five percent
high priority. Mauny observers have pointed to this aspect of police
wvork and suggested that manpower selection and training should reflect
this reality rather than blind adhérence to the concept of crime
fighting., Certainly one alternative way of perceiving this situation
is to suggest that many of these functions are not appropriate to

the police service and should be handled in some other way. Another
way of dealing with the issue is to accept even the most trivial of
these functions as part of police responsibility but to stratify this
work load and to stratify police manpower in accord with it.

PROBLEMS OF HIGHER EDUCATION

1. Education-training conceptual ambiguities,

Higher education for criminal justice and law enforcement has not
successfully sorted out its role in police manpower development,

Even while junior colleges, four-year programs and graduate institutious
convey increasing numbers of students through their programs, they

have not yet discovered how they relate to manpower naeds at the
operational, supervisory, middle managerial ‘and exnécntive levels

of law enforcement. There is no present consensus about what the

A A, B.A,, or M.A, degrees mean. in terms of access to specific positions
in the police system, and thus far no central thrust toward achieving
such a consensus. Where some programs pursus the objectives of

general education ~- that is teaching their students to understand

the world and particularly crime and social responses to crime =--
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other programs attempt to teach their students to do something well
to become adept. Some programs prepare students to acceét trgi::hg"

or administrative functioning even while realizi & i

will not have access. to positions‘apprgpriate t;nfhsgztsﬁgfir'ztudentS:
time to come, -Other'programs,offer courses to ménagers and S; ortsome
whic@ are more.appropriate to operational level persor 1., 3 minlsFracors
continues about whether higher education sﬁouid Gon chanm o lemic
or manpower to fit the present system ;
argument. = ° ’

; roduce change agents
i many ways also a spurious °

3

é. ?ntia-unixersity constraints and conflicts
Curriculum. any programs are poi s .
to influence th? shape and'extegt z;dcégggfugziSz:;:rﬁzo:ps Thich fed
isg?iegeigznggilse dagencies siTply want operations'levé% ;raigimanz

[ e R ecause of their own limited resources A »?g o
currlcQIU@ committees on the other hand bring to bea , §a?em1c
qriteyla in their examination of pProposed programmi 5. poitional
administratorg and' faculties have their own ige : Eg.'
constituents of law enforcement highér educatio:S "Mooy
expressive of their interests in this area. )

the appropriate
‘Many students are
The working out process

»

Instructional models. - The traditional three ha '
¢ “flour-per-wee o
$§§£éngﬁn::§izp?::;d$ga:y segesﬁerg ig a very-limiged forsaglsiiﬁggm
Lo needs to be done for police ma , s

2§pgizfigzsliveii of dev?lopment,vthe classroom meetingngngimgzze;opmgnt.
superfly to the ledrning process, However, in our credential-

en ed society it appears to be necessary that th anting o
agademlg.credit be tied to specific PL . fkind of of
Alternative models of instruction and ¢

Admissions requireme, " ‘
guirements., Traditional i i i
: . university admisgiong ¢
gr un?ergraduate and graduate educaticn <ay be ina : );S radanda
€ducational program through the cavee v enforeenery

tio r cycle for law
s . : ) enfor
Practitioners, Little allowance is now made for‘maturatiosegsgt

edu i [
cational development on an experiential basis after high ‘school

%ﬁ One-time education for a complex career,
. iégonzsgt‘of.a one shot.gdqcationéi experience. of
Bache%or'sv{::lidﬁgareer 1s outmoded but still with
responsibiliCizs wh? goung person is broadly educated to asstume .
level s, he is clea;;y s:::?gr§§32dtgiooser:tignai’through coa ey
jobs to which he may have access.: On other hand ae Joievel
oy L ‘ 3 . n the other hand a
wii; :e::Z Eﬁzé sgucatlonal exper?enCe'regardlesS 2f izseguration
and cpei it fsnc52:e§ of opeFatlonal,,supervisory, middle managerial
o uneepi Ve ning within the layw enforcement occupation .is

one, For each of these, the general knowledge, personal

four years for
us, -~ If at: the

pectation
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gkills and role concepts differ,substantialiy.. ﬁhat,izigiri; ihzerson
' les before his intial pos '
prepared for all of those ro . : o hely to be
i trained at that level, an ;
system will be vastly over N e oeet.
: r during the early phases ; N
a happy and productive worker : o e e e e,
) ] | : : y one in 7
Because chances of promotion are only approx o
' : i ho remain at the operatl
{g both wasteful and unfair to those W : :
izv:i to broadly educate them for roles F?iy wéllkpzozazi{e:ezsi
‘ i ‘subsequent 4
achieve. Also, pre-entry education for a subs f o er ..
iscar i tervening years or ca
i1y be forgotten or discarded in the int ing rs of cs ‘
gzszlzpment, gr become outmoded by the rapid rate of social change

ah

All of ﬁﬂesé factors argue strongly for a manpower developmeng zigtzam
specifically targeted on functions and made available at appropri
points in each practitioner's career cycle. : -

4, Mutual exclﬁsiveness of police occupation and higher education
for law enforcement. . - ) : -
For almost two generations higher education has dgvelope? ;Q'Zzzigal
isolation from the occupation, in an atmoipheieioft?zzzionsliave .
{ tiona ns
In many cases the occupational and educational '
borrode from each other but most often without agknowledgement and

at a safe distance ib time.

1t now appears, however, that a readiness of the Po}ice ani h:g&zr
education to acknowledge each other and even ?o coopgrage',o o sting
extent has been reached. Perhaps the occupational fiel 1; Zicial

its frustrating inability to meet the complex challenges ﬁ' so¢

change without higher educational resources, and perhap§ 1%ar .
education is reflecting its sense of futility at produ;}ngAlthiu )
numbers of gréduates who are only marginally marketable. . ) gars
the time for a coalescence of interest, goals and strateﬁles PP

to be at hand, the first serious steps have yet to be taken.

GOALS AND STRATEGIES FOR POLICE MANPOWER DEVELOPMENT over
The fdffgwing may be considered a hierarchy,of goa1§ firdya PthoSe
development, the broader goals appearing first and 1nc’u ing

which fcllow.

Prime Objective ( ) ‘ )

An adequate supply of manpower fqr the'h1erarch1c and-func;;gnal
matrix of roles in law enforcement, avallablg at locations n
times of need.

bgoals, Strategies : .
??AgApprgpriate %ECRUITMENT for each hiergrchic and fgnctlonai iizz:s
of the occupation (an eventual goal, whi?h agsumes latera ;

to managerial, technical and staff‘pisitlons),

» ' or, alternatively, ‘ L
Appropriate recruitment, at the current gqint of entryi_ofésziitgzznt
numbers of personnel having not only aspirations bu? also ‘plt‘ »
and credentials for the matrix of roles. This requires a mu d%zf Cent
recruitment effort, designed to attract specifically severa} 13 b:
kinds of applicants for theentry level job, some of whom gou )
earmarked for specialized and managerial futures. g;andar ] ant
criteria for the various roles would be made explicitly knovn o

20

N

applicants, as would the limitations of access to assignments and
mangerial promotion.

2.  SELECTION CRITERIA and methods relevant to each role, whether

used in a lateral access personnel structure, 6r an entry level

pool of stratified manpower having unequal and programmed access to
promotion and specialized assigmments. Criteria would reflect increased
consideration of AFFECTIVE capacities of candidates, in contrast to’
present emphasis upon MOTOR and COGNITIVE capacities. : s

3.

4o

Other elemeéents of an educational model would include .

a.

_b.

" MANPOWER FORECASTING for the role matrix, as a data base for

on-going manpower development programs,

Specification of EDUCATION and TRAINING criteria for each role
in the law enforcement matrix,

AppropriatevEDUCATIQN and TRAINING of candidates for each role
(knowledge, skills, role concepts), prior to the time of need.

Focus on GOALS OF LAW ENFORCEMENT, rather than processes, in
organizing, dividing work and staffing. : '
Stratify operational work (patrol, investigation) into priority
structure,

Internally realocate resources in accord with priorities.
Stratify manpower to fit priority structure in terms of their
level of responsibility (sccial priority of function), nature
of duties, salaries, status and tenure.

Within operation sectof, deivelop ALTERNATIVE TO MANAGEMENT as
a success criterion, utilizing the stratified work model,

In the educational sphere, develop a model which provides a
specific educational experience for the operatiomnal, supervisory,
middle-managerial and executive roles in law enforcement, The
name of the credential is far less important than its relevance
to any hierarchic level and function,

Examples: '

Operational . . . . + . . AA, or B.A, degree

Supervisory . « « » « « « B.A, Or post-baccalaureate Certification
Middle-managerial . . . . Post-baccalaureate Certification or M.A,
Executive . . . ¢ « « . o M.A, or Diploma in Policy Studies

v

o o

Admissions criteria which accommodate the special needs of law
enforcement practitioners at various stages in their careers
(perhaps pre-entry, fifth year, tenth year, fifteenth year, etc.).
Curriculum development attuned to the operational, supervisory,

“managerial and executive levels' of law enforcement, and to its

line, technical and administrative functions. A cognitive
approach to curriculum development, including legal, behavioral,
technilogical, processual, administrative and coriparative aspects
of crime and law enforcement. S ‘
Instructional models which extend the learning situation from
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Judicial Systems Manpower-State of the Art

Douglas Lanford

I would like to talk about court problems in connection with education.
T would like to discuss with you the fundamental problem as I see it,
the background of this problem, the causes of this problem, general goals

that can be set to deal with that problem successfully, the implementation,
and consequences. '

The fundamental problem in regards to education is that it has not
been generally recognized that people to a very large measure have
not heen able to find solutions to the problems. There is all the
talk today about new systems, new flow charts; but when you come upon it,
you are talking about people. People dealing with other people.

There is a lot of talk today about. court congestion, for example,

You see in the current literature today about the court problems--court
congestion comes about because of people. There is a lot of talk today
about court administration. But we are talking about a person who does
not have the training or background to be a court administrator. We

talk about law reform. We are talking about putting on paper a
misspelled word. Somebody has to have the knowledge of what those words
are. You read about court reorganization. They want £o put the bluck
here instead of over here. You are talking about somebody who is
implementing that new system.

i

Any system depends upon people. If you fail to recognize this, as the
proper assignment of priorities, then you fail to recognize this as the
proper attitude and skills, certain types of knowledge, skills, for
certain types of responsibilities. One step further. If that is not
recognized, it is quite obvious that it 1s not recognized in the sense
that I have indicated earlier. To create a larger store of knowledge

is to contribute to sharpening skills, the type of skills that may shape
attitudes. And in that sense, €ducation certainly does not play the
role that it should., When I say court improvement, I say it in the
largest sense possible. Very briefly the background of this could be
taken from since the second World War. We talk about the judiciary and
that it's a profession. There were many things that it knew before

and now had forgotten. It had to freshen up daily in terms of what the
law said and to applying it also. They found new cases and new problems.
So they initiated what is referred to as Continuing Legal Education.
This provided continuing practical instruction to the members of the
groups involved. This was carried on in various types of organizational
structures even by the bar associations themselves. This was even in
connection with the university. This indicates how successful it has
been with one aspect of the profession,

A group of 5 states had an individual whose prim:iy responsibility was
the organization and administration of continuing ¢ducation. In 1970
there were approximately 35 states that had this kind of service., If
you use the terminology of judicial continuing edecation, and match its

progress against Lhe Second World War, you will find that the growth
was slow.
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Subsequent to the war, there were certain organizations that provided

1 or regional basis. There were chief
justices in the country who had two or three-day programs. They had the
national volunteerx association that came out once a year and talked about
the program. They established a qational college that provided that service
primarily at a national level. The judges of misdemeanor jurisdiction

had volunteer associations to conduct this service. ‘

that type of service on & nationa

continuing education is at the state level. Nome
of those programs related effectively to the development of continuing
programs at the state level. There was very little progress. There
were a few that had developed some meaningful progress.' In many states
there might have been something called a judicial conference, but in ‘
the majority of the states there was no meaningful, comprehensive, or
coordinated program for the judiciary. :

The basic problem of

Change is something that shakes stability and stability is a needed aspect
of the law. And the attitudes that come from this can sometimes not be

too conducive to change.

1s that should be established, in terms of what

do for court improvement. The fundamental problem
is the lack of recognition of what education can do for court improvement.
The problem is the importance of the recognition, skill, knowledge,
attitude toward éducation, and the fact the people run systems. This
should be through a program that is coordinated--it should relate to '
providing a responsibile program for presenting to the new judge.

There should be an intensive how-to-do-it type of program-~the nuts and
bolts program along with the theoretical type of program. There should

be programs for periodic updating of the system and contiruing specialized

studies--occasional specialized,subjecfs.

There are broad goa
judicial education can

of subjects should be availablé to those who have the

Tn-depth kinds
opportunity to pursue the academic type. There are a few judges who are

~of that type and this would help them in the judicial system.

There should be opportunities for informal exchange of opinions and
problems. They want to compare notes and problems. It also should
emphasize the need for individually«acquired service. Even if 2 man is
a lawyer, he is a part-time;judge--ﬂﬁ he is only part-time, he dcesn't
stay up to snuff. s a o ‘

0f course you have the sole judge who comes from Boondocks, USA--he doesn't:
even have another judge to talk to! W& aeed services for these people.
There needs to be educational services both in theory and practice.

There very definitely needs to be the input in their programs, other
disciplines that have something to say to these judges. The juvenile

judge who can have someone ;alk to him about behavior modification.

The misdemeanor judge who can find some vzlue in talking to someone
o can learn to

about the alcoholic, - The general,jurisdictionvjudge wh
face the problems of administration. There are inputs from other
programs that should be available to these people. There are positive

¢components  to the system that should be a part of their programming.
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- funds can send -them to those meetings
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The judges ne

Héethogknowezgoiz Eggwea§out the }aw enforcement problems just as yo

components of the S;Stimsf Thete is an inter-relationship between Zl?

system and how they rel . It should encompass various components of th

recessity: havin yth ate to one another. And another very great ¢

and beyond the 1e§t em presented in the right way. We need %o £

Jou need this comprziznzzd the lesson.itself. To be more specifiz "

I mean "comprehensive" i ve and coordinated program; and by "com r;h s n

often are they held? wznmizzm:rgiigzetirequency of the program,p H03n31Ve.

which I hav i ese continuing o -

their fesouid::?tlgﬁzié”aiz~:?§uigrte comprehensive tg u€g§§;:#:§ie25

for education that are not being useZ gi ie%::éztingzg ﬁ?iztetce providing
: < ates.

We need coordi i . ' ‘
This is WhZiZlgﬁzlg;Aog the information to all aspects of the system

5 wWh omes into import : ‘
to believe : . portance. My experien
courts‘remiigztmthefSltuatl?n between the courts spgcializishzsdlig "
had & colum thai of an article that appeared in a college ma 2 no.
e bt 2 was called, "Courts and the Law'" It was dg Zl?e.that
ot s Crozziigedt§OCWhﬁt happens to an automobile and a tizizlblng

. ; that when this happens, ea .

neither shall go on until the other haz Pa;sedfh shall stop. And then

I think that in . .

Like that. I;nsir:?yﬁtth? cour?s and the courts specialists are a 1

and T suggest that tﬁe inln% this situation out, someone has to moveOt

e oo ourt specialist k
specific way, he should t make that move. In a m
suggest that an o ore
each level of s o e N Organlzatlon Of a commi :
to get togctheih:ngud1c1ar¥: J?venile, misdemeanbr, judic121 1t§ee involve
meet with him to talk about continuing ed;citgeral‘..

on.

And about professional assista v
eraciniistars sed vl nce I refer to you who are he E »
spe administr:zgiglgziig who spend ?heir‘time'inspecting, izgaiizzgurt
ote s e e "1nue§ equcaglon programs, and other organiza%'
as I have mentioned, thgzztzzzlgfogﬁdiCiil e o StateSTonS
S rostane. T e ams for administratin ini
programs. tﬁzyh§Z$ preglsely the skills for training juggzzazgznf
Some stafes they ha e un grtaken responsibilities to train., What In
energetic'éort can zzf Ez:egiZnazggt ceanfuty o tho ;f th
gnergetic so b e successfully to the e i
fas Eourts cogziiiiz Programﬁ for the judiciary of that pa?gizzizrltt
the courts et e r siys, quk, I have.a'budget. 1 have mone hs o
that proféssional azz.t at purpose,' which is true. And we can ﬂirzre
e henetoe Do 1st§nce and we can develop in the state traini
oatons which wgu1§ram in state-orientation programs. Trainin e
mentioned, .juvenile, E§;Ztgg pZZ;Ziii réfresger i aSgI
brovide onousi , ted, generxal, jurisdiction jud .
b régioﬁsgz;o:ili%832501alpy studies by our regionil g::tingz ;?Eh'
ol jurisdiction . date level, meetings for juvenile, limited, - o
e ot 1east»a'few .Jg ggs—-we have the funds available to send ;ach
year at teast @ fe judges Fo a Fraining program of the particul

.| rt setting in which they are because, as a matte:rof

3 " g ‘ g
faCt the oxr anlzatlorls exist today to pIOVlde that training. YOUI

A degree program is bei ~ o o
i s being developed ; ‘ P
be availab oped. You can be sure t : i a
aila le for those programs or for those who wili fz?iozosgufu?ds will
. . o wien
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that time comes to pass. And in all these activities that I have mentiocned
there are always theg. gpportunities for informal exchanges of opinions

for our new judges. Your budget can be used for acquisition of these
services, when and 1if they are available through such things as an
organization, or a contract, to provide a particular type of service

like a tape cassette service to your judges on recent developments

on criminal law, - . o

Programmed~1earniﬁg services are available to be used in the very near
future, these cartridges that can be put into a television set, practically-
oriented. Printed material is going to be available also.

The other part of your package can be bringing this to your people,
availability of the other funds in your state. The Title I Education.
Act and other legislation are waiting to be tapped for purpose that
provide education to the judiciary and for that matter other aspects
of the court system, This is being done in several states. To carry
it one step further, the meeting could be arranged between the court
specialists of a particular region and the regional director, to
establish these multi-state regional programs for specialty study.

Throughout all of this, all of these services, you can have the
advantages of utilization of these various kinds of learning techniques
and approaches that are far superior to the lecture method. These
professional people can help you to utilize these types of approaches
involving your educational problems. That is the strongest point that
I could emphasize to you in respect to developing educational services,
Don't forget the lectu.e, but don't start out thinking that that is

the way to do it.

I am aware that what I am suggesting to you by doing this involves

your time. Of course, you are busy. You have to organize your time
well to do all these jobs and organize your time well to save time to do
this job. I know you are very good at organizing your time.

- First of all, create an awareness on the -part of the people who are there
simply to hear the specifics of the program...of the value of education.
Now, education is an interesting thing--you can't just shut it out,

The point is, you present people with a quality program and it will
‘create that awareness that has been lacking and which is part of the
fundamental problem that I have described, There are many ways that
can be seen to deal with this matter of providing more continuing
education. Providing greater skills to people who require greater .
skills. Perhaps helping to change attitudes that need changing., And
following this; I think, would be the implementation of this program.
"And with the implementation of that program, would come an improvement
in the court system, " )
There would be more skills; there would be greater attitudes. What I
have mentioned here pertains to judges, but applies in total or in part
to the other components of the system. I think that this could lead to
what should take place in every .state.

There would be a central office in a state which organizes and administers
the programs. At the same time, it is a central office for coordination,
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Correctional Systems Manpower - State of the Art

Jack Porche

Having to follow the last three speakers, I believe sincerely that
this is merely just a change of pace. At first I had some questions
relative to my own presentation; I have come to the conclusion that
you participants will have to be pragmatic about this--"what you see
is what you get!" 1
As a person involved in the human relations aspect of correctinng,

I will try to deal only with the problems as I see them. ' 1 think
that the two most important problems that exist in corrections--and
! let me preface this by saying that I am only dealing with Illinois=x |
. ‘ S i the two most important problems are: bigotry and racism, i have

B : ‘ . i seen the bigotry that exists in corrections as not being totally °

?‘ racial, T think that we have involved ourselves in cultural bigotry,
e economic and academic bigotry.

31 We are only two and one-half years old. It has become crystal clear
' that some of the things that are going on in our staff which clearly
i : v mark the line of demarcation betwéen security and treatment staffs
G . o must be eradicated. We find that correctional officers greet each
) 5 other as Mr. Jones, Mr, Smith. On and off the job - it is unrealistic.
;1 The same men who spend eight hours or more a day with each other
are the same men who will share a glass of beer with each other in
i the evening. These facades must be stricken. We fail Lo recognize
;' that we have thousands of years of experience in these institutions.
: The last speaker talked about the fact that men sit in squad cars
and grow fat. I can attest to that - all 280 pounds of me. But
that need not be, gentlemen, There are thousands of years of experience
@ in these institutions that we can utilize.

|

8 We tried an experimental program in Illinois...in three of our major
ot institutions. We took young counselors and we asked for guards from
three of these institutions. For those of you who are not familiar
with the Illinois institution, let me tell you that they were
from the largest maximum security institution in the state of Illinois.
We put these two groups of people together, and the first thing that
we found was that the security people moved to one side of the room,
We tried to engage them in simple communications. They found it
almost intolerable to talk to each other.  The first things that the
security people said were "These smart alecks with the long hair don't
know what is happening in our institutions." The young counselors
said, "Those old hard-nosed guards don't understand the inmates."
The fact was that neither of them understood the immates.

b Seventy-one point two percent of all those inmates are black. Not
8 one of those guards, rot one of those counselors, that was invclvaed
Yk in the training, was black, nor from an urban community, Some of

i the other things that Jwe had to talk about were the fact that

some of these same guards who came from the southern part of the
state were now working in the northern part of the state.
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We are talking about an urban community.as«oppﬁﬁéﬁ’to,a rural

lking about sophisticated types of crime thaf ,
We were talking about age difference---
f the inmate

community. We were ta
wera committed by the inmates.
the average age of the guard is 52, and the average age ©

is 19---we were talking about the multiplicity of things.
How did we give these men something to talk about? We gave' them.a . .
common problem, that had nothing to do with the job. Since I have
thirty minutes, 1'11 give.that,problem to you, Farmer Brown went
out to his barn one morning and found that his favorite mare had

- given birth to a young colt. Just about this time, Farmer Green
walked in and said, w1'1l give you $50 for that~colt."v Farmer
Brown said, "OK," and he sold it. But, on the way out of the barn,
he decided that he better keep that colt. He offered $60 to get
it back. Green thought he really wanted that horse, -so he went back
and said, "Brown, 1'11 give you $70 for that horse." Brown
said, "OK, 1'11 take it." Brown's wife came out and said, ''Now
that we have that horse, we can give it to Johnny for his birthday."
Brown then bought the horse back for $80., Now who made the money

and how much did he make?

Those men thought that question out for one hour. Suddenly the guards
came up with the right answer. Then they went over to the counselors

to convince them - and they did in about 15 minutes. jFor the first

hour, they wrestled with the problem separately, without using the.: .
hat were available to both of them. The counselors recognized

resources t
the fact that the guards did have some resources, that they were

intelligent people.
They worked together on these

We gave them other types of problems.
problems. In five days, these men came up with an action. plan that

they could take back to their institutions to solve problems.

oblems jointly; then we

First of all, we had to learn to identify pr
We were not talking

had to find alternatives to these problems.

about problems that coul
bout problems that were jdentified, with alternatives

We were talking a
They solved these problems at their level -

provided by the men.
at the guard and counselor level. That is not the answer to all the

problems in the institutions. . That is only scratching the surface.
They feel now that they have an action plan that they can take back
to their institutions and solve some problems that exist for them,
How can they realistically become involved in rehabilitation of the
inmate, an inmate that doesn't understand. :

gsome of the speakers have talked about training. it is imperative
that we train, imperative that~we educate. ‘

We have come to the conclusion in the past two and one-half years.
that the institutions in the state of T1linois are only a microcosm--
what is happening in the so-called free society? The difference

is that everything is magnified by many times. The hatred that

goes on outside the institution, goes on many more times inside the
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this institution
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the money that I am making.§ into the world and make three times

We talked about the '
the career life ‘
them as , as concept. We prefer t ink :
the rewaszr:;:tzinagiTenﬁ systems, where a guardpcan movz Egln:ngf
w change, where he d ’

as a securi : >y e does not stay in hi
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g up coming down. We must make massive innovations fﬁgmizlgn
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must make them now, There is a poem that goes: ''They are not long
for the weeping and the laughter, the love desire and hate.

And I think they have no powers after we have passed the gate.

They are not long for the days of wine and rosesS.ss" »
Ladies and gentlemen, our days of wine and roses are over. We can
no longer think about the good old days where we kept a man for a
specified period of time and then turned him loose, Our society
has become a great deal more sophisticated than that now.

We are talking about training inmates to make a re-entry into our o
society where we have 'not trained ourselves to deal with these inmates

in a productive way.

We have to take a realistic 100k at why inmates---and particularly
the black inmates---have not returned. Not because they are ready
to enter the free society. 1 have talked with numbers of these
men who have said: ''Because those younger black cats are going to
get me ripped off." Tt simply meant that they were unable or that
the knowledge was not available to them,

Consequently, they are so fearful of these other young men that

they will not go back to the institutioms. It doesn't mean they

are going to commit crimes; it means if they go back to the institution,
it will create a new kind of problem for the policetofficer on the
street. We are talking about the old burglar, not the new stick-up
men, that we are creating in our institutions - a new kind. of
Frankenstein that will come out and perpetrate his crime.

1 say "welcome" to anybody who has anything that we can use in law

enforcement and in the courts to help our system to be the best
in the world, Thank you. ;
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The Criminal Justice Universe

Carl W, Hamm

Criminal justice is a dynamic sytem o

a cons?ant shifting of major soZial‘risgzi:igil?zzzz’ Pzioritses ind
expertise to meet social and legal problems, we ma iea stwe §veioP
ea§y way out by equating expertise with totél respznsibgl'zward o
prlori;ies may get mixed up. An example of this was cit ; o
national news release which pointed out that a Washingt i ;ﬂ :
newspaper has an offer of §5,000 to anyone who can cont:ig e
solution of a series of murders in that area--and $9,000 e ot
who can-soive the newspaper's cashword puzzle. ’ o anybody
Some 50 years ago an Eskimo Shaman respond ' \
Knud RasmﬁsSen,about the fears of a pegpleeiiignz gg::ﬁigg EZ

Circle. ''We fear the cold and the things we do not underst 3 e
most of all we fear the heedless ones among ourselves " ;Ei. ouid
well be a gtatement of our American society toda --”é.; T
we fear the heedless ones among ourselves,' Y Ut most: of ALl

The Challenge of Crime in A Free So y

comprehensive criminal EEsEice planziig atngEZZ§0r:§a§2682§CGSSity of
levels. Criminal justice planning is not 1imiteé to police ot
and corrections but includes a continuum of state count ,dcourts
services that must compliment each other rather Eﬁan comge:: nuntcipal

It is imperative that each of us re
’ cognizes the need £
Zgizzzighatfnotionlg provides for the deterrence, prev::tiogozggrted
n of crime but through integrated goals, cul :
minate
quality community services that will aim toward’meeting th: :ip:2§:€igﬁ§ed’

of each neighborhood--each citizen=-«
o e o fen based upon something approaching

The model developed here, hopefully, will provide a visual impaét

on the potential results of a system
, ]
social justice planning and actzon. "PpEoAch to criminal Juatice

The board has 12 incandescent la ‘

mps arranged in a circle~-
rizresenbs a segment of the overall criminal Justice sy:te;aChT;amp
client-~deviant, misdemeanant, criminal--the '"heedless 0y ©
represented by the center object, one ‘%S

Incandescent 1amps were chos )
0 en because of their wide u ;
igetﬁzczggiicinztlan ggerates at about 25 percent effiiiigc;}%;gégation.
ricity is dissipated, not as light b u'
proved this yoursélf in removin ’11 h £ e Ve
i : t bulbs from thei
However, incandescent 1i 2 % P lacioncie:
ghting requires a smal
and operates directly from a simple wired Sg:kitinstallation Hvestment
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Watch the effective light impact on the center ‘client.

1; Police and police action

Usually identified as
the complete criminal
justice system.

2. QCourts

3, Corrections

4. Legal services

5, Schools .

6. Soclal Services

7. Medical services

8, Tocal and corporate business
9. Metropolitan area planning
10. Community planning

11, Neighborhood partigipatory involvement'

12. Individual citizen concern.

i the
As we light each of these lamps, we eliminate morzsazit?o;ilgf-the
darkened areas and the shadow effect. cﬁiihwiznaall e ee bulbo
00 watts, 1 can assure you o)
gzzailiiminated, there is a terrific amount of heat being gener

of the
This is analagous to the heat that might be gene;atﬁieiilzzghones‘”
named agencies were to surround the problem of the e méy R e
The heat is éenerated because the goals of thesetagffective y oot
coordinated and, like the bulbs, are not the mos
for the illumination of the problem.

t tube,
1f we were to replace each incandescent bulb with aﬁgizzzisczz wquld'
we could spread more light with far less wattage. Rty ;nd ot
have to discard the simple fixture of the socketfin D e ubes.
in starters, transformers, new fixtures and new t;o e & peneent
We would be increasing the lighting efficiency ra b?gu O e by
to about 80 p.rcent, This efficlency increase is i;ng e edustion
generating more light with less wattage and eliminating ,

of HEAT,

s es
The heat generated by the board is {1llustrative of tzéogeiit::ngzgcy
produced by goal conflicts, pdor communications, 2crésponsibility.
and citizen participation, and poor distribution o

Perhaps this is not your situatio
that is not working. :

: i i wer
The fluorescent model embodies an ideal in the'utlliziggén of manpo
in the region, community and the criminal justice 8y .
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Pre~conference Questionnaire Responses

Responses

A questionnaire was mailed to those indicating that they would be
in attendance at the Omaha Conference on the Criminal Justice
Universe. The question sought to elicit responses from the prospective
attendees concerning their assessment of manpower development needs
within their own component and within the other two components,

of the three components making up the c¢riminal justice system--
police, courts and corrections.,

1

0f the 150 questionnaires mailed, 110 responses had been received
as of February 3, 1972, The following information cotistitutes a
digesting of the responses, wherein those responses of like nature

and content were combined into one response for ease of presentation
and evaluation,

Attached to this report is a copy of the questionnaire. The responses

are so numbered as to correspond to the number of the respective
question, .

The responses were divided into appropriate groupings reflecting
the concerns of the police respondents, where such responses would
indicate a difference in frame of reference.

Not all the concerns will be considered in depth during the conference,
in that some of the responses deal with problems or concerns not
specifically related to manpower development or constitute items
wherein manpower development would provide only minimal impact,

if any., The primary theme of the conference is manpower development;
any concerns not specifically related to this central theme will

not be discussed during the conference program time,
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ber one: ) . cummary
SgisiiEZrzzﬁg to the enclosure which provides you with

4 feel are
£ the conference goals and objectives, Vhat'(wh%ﬁh) do you
:hetmost important of these goals and objectives?

lwetlty'two (22) IESPOIldEILCS Stated that t‘\ey fE].t goal [luﬂlber one

was the most important;

the most
Fifty-six (56) stated that they felt goal number two was

important; .
Forty-four (44) stated that tbey felt go
most important; ‘

al number three was the

Nineteen (19) stated that they felt goal number four was the most
- ] five was the most
Thirty-six (36) stated that they felt goal number

S . - gix was the most
Forty-three (43) stated that they felt goal number si 3
important.

i the
respondents indicated more tHan one item on

me instances,
(In so t important.)

1ist was (were) the mos
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Question number two:

"Is there something else which you would have preferred to see considered

as a topic?"

1.

0.

11,

14,

15.

16.

Clear definition of the responsibilities of Manpower Deveispment
Assistance Division in relation to the total LEAA program, the
1EAA Regions, and the SPA's.

Specific examples of successful LEAA regional efforts.

Justification of LEAA's funding of socially-oriented programs,

Information on proposed training academies, law enforcement
training center, etc,

Explanation of LEAA grant guidelines.

Establishment of general seminars, to include the entlre criminal
justice system.

LEEP -~ Law Enforcement Education Program

The role of the university in manpower development.

Analyze functional needs and the future roles of the criminal
justice components; unify and analyze these needs to eliminate
waste and duplication within the system; provide methods of
assigning responsibilities and uniting as a team toc provide
needed services in criminal justice,

Programs to promote greater public awareness of the problems of
the criminal justice system.

How to most effectively identify manpower needs; most effective
and efficient means, including past and present resources, for
multi-disciplined effort to attain manpower development,

Specific examples used in meeting stated conference objectives.,
The quality of the present education system and a meauns for
standardization of recruitment, training and education, including
pre-service, in-servige and auxiliary help and staff education
programs. B

Regionalized advanced training to supplement in-state training
programs,

Present procedures versus crime rates.

The State/Federal distinction in law enforcement,
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problems and obstaclés'tO‘prdgres

Quecztion number three: . .
g in -

What do you see as the main
your own component?"

POLICE

1. TLack of interagency flow of information and regionalization.
2. Lack of legislative support, in some states, for minimum selection
© and training standards. ' o

3. Upgrade'pay level, fringe benefits, inc}uding-pensions,'to'attract
desired personnel. .
4. Inadequate public relations and lack of communication by both

police and community.
5, Insufficient follow-up on funding (reqdest and propdsals.)

with courts and administrators, the

6. Lack of cormmunications
District Attorneys, defense and prosecuting attorneys.

7. Lack of efforts to upgrade recruitment, personnel evaluation

ducation and training standards,

personnel generally, e

techniques,

including management skills, +ole development;, public relations,
etc. ! ' '

8. Need to develop programs to meet- changing sociological demands.

9. Too much political influence and orientation,

hin individual department, and between

10. Lack of cooperation wit
different departments.
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Question number three:
i

"What dO you see as th alin P ‘0 ’
e m i r ble“l d ‘
" S an Obstacle to progress

COURTS

1.

2.

3.

4.

7.

8.

10,

11,

. .
IlaCk Of Suj flcierlt nuﬂlber Of able ad“lini
;! - . Strators, Of 1eadership,

Need to develop resources in ]
; cooperating a i
Zitg them; such as, attorneys, legal-aig sgiszzzs o oenieations
ch persons and organizations. s and other
Need to relieve case backlog and overloads
Eliminate out-dated criminal codes and statutes
No follow~up information
provided on convicti ;
iehabilitation programs; no resources to dgvzigs,t&aCk o cpectalized
nowledge of them generally. P them &nd no
Need :
to unite public in suppo:t of judicial services and facilities
Lack of adequate funding. | |
Need for standardization of court procedures
Lack of sufficient manpower utilization, andhlack of training

Lack of understanding about available LEAA programs

Lack of sufficient alternatives to sentencing
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Question number three:

y : : ess 1in
whal (l() ou see as the main PKOblemS dﬂd ObStaCleS to progre

21
your own component?

CORREGT IONS

1.

11,

m i uch interference
i lations; presently too m

. rove community re. : ; : o o

Need t? * plolts in agitation of public and 1nmate3i Ckin? o

D e rzsﬁence' too many outside Forces are deadlo o3

such interfe 3.

institutional progress,
Lack of adequate funding.

W nt programs

: anpower developme :

o rsonnel; need for m 4 B &
Need Lo‘uggragfog:amS'"neéd for management programs and recr m
and training 3

standards,

Need for revision of penal code.

Pg g ' i : i t progra“lo ;

N d j ¥ u Ta i i tion and Conflnemen .

ee we) dln rehablll ta ‘ ! ! s »

conm habilitatiOn programs as al ternatl es to nca 3
Unity Te . : 2 ; ' rceration

and initla tion Of Speclall&f&d )rogrdmﬁ .

Need for improvement of methods of probation and parole.
. Nee ( '

i

em nt to change, such as, rigid merit
i i t ge, S H -
Present sy is too resista onflicts,
; e ; siitk of coordination among sub-components, role conflicts,
systems, c

a[ld C’PerathIla‘l alnbl’ gUlty- :
nsu ent d ’a to effeCt a OOd SyStEInb atl.al'yS:L approach.
I. fflcl at ‘ 8 S S
.
Need Coord nate insti p 3 .
to 1 tUtl()[lal concepts a[ld fleld services
,
Lac}:c Of goal d eflnl“g'

meaningful
Disregard for the criminal justice system an: lack of any

r ) -

ciimuﬁication with the other system components

40

Question number four:
"What do you. see as the main problems
in the other two componentg within the

POLICE

1,  Need for greater publie support and underStanding,

establish community
oriented training Programs, positive community rela

ted programs.

3. lLack of communication between

police and the courtg regarding.
arrest Procedures, follow-up,

sentencing, bail, ete,

Too much political influence within police départments.

6. Lack of communicatio
Promotional methodg,

7. Many times polic
in the courts, .
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‘ ) ss in
and obstacles to progress T

ion number four: 1lems
%%%%%;%; you see as the maizhgzézgzmcriminal justice system?
omponents ¥
the other two €

QQHE£§ nues other than confinement;

] d
{nquency, drug an
e e elief of backlog
' Pre~-sentencing

H eyrnate ave
orm; altern h
: ’ ain areas---juven11
urbed cases,
specialized courts.

Procedural re :
H for sentencing in cert dn et
alcohol abuse, emot%ona. v -
by clearer case deﬁ;nitlon |
investigations needed. | | « S
jud and court administrators gardin
T e gesrams methods of follow-up; .
3

=41 t
2. Upgradted habilitative Prog

on-going re

3 Itlcrease tlm“ber of ad“\-‘-“-ls tr ator S atld Udges ]
J
| .

4. TImprovement of bail procedures.

i e courts
rather than cooperation, between th

5. Too much competition,
and the police.
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Question number four:

"What do you see as the‘méin problems and obstacles to progress in
the other two' components within the criminal justice system?"

CORRECTIONS
1. Rigid structure, resistance to change,

2. Need to upgrade personnel, training and recruitment, salaries
and benefits; promotional system too rigid; need better education
for personnel; too much competitiveness within the system.

3. Inadequafe funding blocks avenues to new approaches, to improvement
of physical facilities and personnel. ' o
P v .
4. Lack of community communications; corrections must be obligated
‘to both the public and the prisoner; establishment of community
rehabilitative programs and those of probation and parole,

5. Less emphasis should be placed on imprisonment, new ideas and

techniques need to be developed as to rehabilitative‘probation
and parole.’ :

6. Lack of communications between courts and corrections.

7. Corrections and police have vested interests which cause personal

jealousies and competition rather than coordimation of efforts
toward common goals.

43




Question number four:

st

TWhat do you see as the main
the other two comp

ALL COMPONENTS

1, -Toc much emphasis pla

9. Lack of communications,

; mu
reach common goals; too

1es to progress im
roblems and obstacles to progress ‘
P

S ith the Crimi!lal‘ luStlce Sys .
Onetlt W tem

ced on political influence.

) fort £O
understanding,‘and common effo

 daping
component rather than considering

justice system.

’ ' matio
3. Lack of exchange of common infoxma

records and reporting systems.

. : , L
& Lack of middle management training

utilization of manpower

5 Lack of public relat%ons P
) good community relatmoqi; rp
understanding; the resu .

‘ i i between Was
6. Tack of communication A

lack of understanding ©

Ch'empha%tsézspart of the entire criminal
it. et of 4

placed on one's individual

n; 1éck of standardized :

d éffective and»efficient

; urces.
and manpower development reso >
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hich block,vcons?q ent
rogr:Ti Zs pualic and 1egmslatt;e
o v blic indifference and apatny.

egions;
hington and the Regl 5
ding requirements.

Question number five: -
"What do- you hope to accomplish at this conference?"

1, Establish high level contacts for present and future exchahge of

‘ideas and informatiom; hope of implementation of conference goals
and ideas . generated,

2. Establish public awareness progréms where criminal juétice systems
interact directly with the community,

3. Gain insights into LEAA funding, programming, goals, objectives,
and projects of manpower development; define its role in all areas
of criminal justice including the roles of the regional offices

and interacting agencies; cooperation with LEAA in reaching its
defined goals. :

t

4, Gather information on problems facing the entire criminal justice
system, regional organization, manpower development, training,
etc.; goals and objectives; priorities; to solicit cooperation
of all three components in reaching real viable solutions; to
develop necessary research, training and education programs.,

5. Discuss and perhaps establish statewide procedural councils
composed of representatives of all three criminal justice components;

institute statewide in-service programs and appraise t.: adequacy of
on-going programs.

~

6. Reach'a better understanding of national objectives toward criminal
justice and create a national effort at reaching the stated

objective and for problem solving.
7.  Regional approach to problem solving,
8.

Strengthen and enlarge the areas where courts, police and
corrections already work closely together.

45




yestion number siX S‘e
"o what extent at

of Conference goals?

pesponses to this
cesponse,” to "totd

those manpower development go

1)
the conferenceé.

uestion varied greatly.

you willing to assist in t

nt offresources and

1 ccmmitmeals and priorlties jdentif
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the accomﬁiiSHme“t'

from ﬂ°
he raﬂged
T Y personnel to

fied at

SREMS

Question number seven:
"What do you feel is the most lacking criminal justice today?"
10

State executive and legislative support,

2. Public awareness and support of the problems, goals and ODJectlves
of the criminal justice system,

3. Lack of innovative thinking and resistance to change.

4.

Lack of communications, understanding, cooperation and coordination

among all components; personal interests which many times override
unified efforts,

Lack of effective training, leadership, education, including a
greater variety of college courses, development and modernization

of middle management, administrative and specialized courses and
programs.,

Lack of adequate funding, materials and equipment, failure to
effectively utilize that which is now available.

7. Lack of effective programs of research and development, evaluation,
standardized procedures, methodologiles and information dissemination.
8., Definition of the scope of state, local, regional and national
agencles and their respective responsibilities,
9. Lack of leadership at a national level.
10, Lack of adequate staff, effective means of recruitment, career
cpportunities, sufficient salary incentives and fringe benefits.
11,

Clearer definition of roles Is needed.

12, Lack of specialists in manpower development, more are needed for
administrative training; lack of commitment and priorlty for manpower
development programs.

13,

Need to improve existing ways, and effect new ways of dealing with

convicted individuals; improve rehabilitation and probation and
parole, ‘
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destion number eigh

: ot
rvations?
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"Have you any
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1 management
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The Economics of Criminal Justice

Carl W, Hamm

If we accept the premise. that police, courts and corrections can

effectively interface with the other agencies as well as with communities,

neighborhoods and individual citizens, then we should be looking at
cost factors of the system-as a whole. Do’'dollar investments made

at the police level have a benefit carry-over to the courts? Or
to corrections?

It has been-accepted that the police budget is a 90 percent investment
in salaries,

but if my observations are correct - these criminal justice segments
reflect an approximate 90 percent wage cost-as well. If our major -
90 percent - investment is buying peoples' services, then we should

be supplementing this investment with dynamic programs of MA."?0WER
DEVELOPMENT . «

The concept of a criminal justice system as a single entity is
threatened by further fragmentation as the rapid technological changes
in education, training, systems, EDP, forensic sciences, social
research and the legal framework tend to create parochial experts -
very necessary to the complex whole - but dangerous if we reduce
communications throughout the system and opt for subgoals too Zar
rémoved from a common goal that relates to our mutually shared client,

Within the sorcalled "system" we are often guilty of scapegoating.

of sterec typing the other components without an "in-house" check of our
own capabilities or shortcomings. There are a number of deficiencies
that many criminal justice systems have in common - to name a few:

THE LACK OF A METHODOLOGY TO EVALUATE OPERATIONS AND EXPERIMENTAL
CHANGES IN OPERATIONS

THE LACK OF A CLEAR DIVIDING LINE BETWEEN CRIMINAL AND NON-
CRIMINAL MATTERS ’

A MERIT SYSTEM OF EMPLOYMENT -DESIGNED TO DISCIPLINE THE SERVIGE
RATHER THAN TO SERVE THE DISCIPLINE

THE LACK OF A STANDARD RECORDS SYSTEM THAT WILL SPAN THE CRIMINAL
JUSTICE SYSTEM

THE DEARTH OF PERFORMANCE CRITERIA FOR POLICE, COURTS AND CORRECTIONS

INADEQUATE TECHNOLOGICAL TRANSFER OF INNOVATIVE IDEAS AND EXPERIMENTS
THAT MIGHT STRENTHEN THE TIES WITHIN CRIMINAL JUSTICE

LITTLE HAS BEEN DONE TO COORDINATE THE ORGANIZATIONAL BEHAVIOR
OF THE AGENCIES ASSIGNED THE TASKS OF REDUCING CRIMES,

ADJUDICATING OFFENDERS, OR SHARING THE CORRECTIONAL RESPONSIBILITIES

— . —— —

A 1970 study of crime by U.S. News and Wofld Report suggests that the

. cost of crime amounts to five percent of the GNP, or about $50 Billion
. ber year.

Of this amount, the single largest component is the dollar
input of gambling activities of organized crime ($15 billion).
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I don't know of similar studies in courts and corrections -




Combined costs of homicide and assaults (in loss of earnings and
medical costs), drunken driving (in wage loss, medical costs and
property damidge) and tax fraud are estimated at $4.2 billion, The
cost of all illegal goods and services of organized crime is estimatea
at §19,7 billion. Crimes against property and business (other than
organized crime) including losses to merchandisers and manufacturers
from internal 'thefts, kickbacks, unrepoirted business thefts, robbery
and thefts (including auto theft), embezzlement, fraud, forgery,
vandalism, arson and shoplifting cost $13.1 billion,

FEDERAL STATE AND LOCAI. GOVERNMENT spent $8.6 billion during 1970
on the Criminal Justice System -- just over one-f£ifth of the cost
of criminal activity and about 66 percent of the U.S. GNP, Britain,
in 1970 spent 83 percent of its GNP for its Criminal Justice System.

Private crime fighting costs of security services during 1970 amounted

to $5.5 hillion, a figure which does not include the cost of private
insurance. Insurance against theft, burglary, auto theft -- and the

new Federal program subsidizing crime insurance in high risk neighborhoods
will further increase these costs, NOTE ~ THE FULL FINANCIAL AND
CULTURAL COSTS OF CORRUPTICN OF PUBLIC OFFICIALS I35 STILL ANOTHER

COST FACTOR TO BE ADDED,
It would appear the the calculable costs of crime are tiéd to the

(NP, however, the relationsghip of Criminal Justice expenditures to
combat crime at the Federal, state and local levels hag shown a widening

gap during the period from 1960 through 1970 despite dollar increases,

YOUTH - A FACTOR IN CRIMINAL JUSTICE ECONOMICS

Statistics recently released by the U.S. Census Bureau indicate a
drop of 1.6 years in the median age since 1960. While this shows
that we are getting younger --- that factor may cause a more rapid
aging process for you and me. During the past eleven years, the
youth segment of our population has leaped by 53 percent, The youth
census includes all those 25 years aund under. The age group of 14 to
17 increased 45 percent to 16.2 million in 1971, . While the age group
of 18 to 21 increased from 1960 to reach 14.8 million by 1971,

Couple these statistics with the records which indicate that the
active deviant and the criminal are between the ages of 13 and 25,
and you can see that MANPOWER DEVELOPMENT within the Criminal Justice

System MUST HAVE TOP PRIORITY as a change agent,

This will be accomplished through your Regional Administrator and

his Manpower Development Assistance Specialist, Our task in Washington
will be that of providing technological transfer, designing program
niodels, and conducting a continuous search for innovative methods and
“#ieans of unifying training, education, experience and new concepts

to involve the total community in the Criminal Justice effort.

I have been exchanging audio tgpes with Chief Inspector Fenn in
Britain since my visit there in 1968-1969. In a tape that T received
last week, Inspector Fenn advised that the crime increase in converted
dollar costs in Britain had doubled for each reported crime during the
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Goals-Setting

Martin R. Gardner

In view of the request on the part of so many attendees to be afforded
more of an opportunity to participate in workshop sessions, those of

you, making that request will be pleased to know that this presentation.
addressing goal-setting is not gping to be a lengthy, -in-depth discussion
of the techniques of goal-setting; such a presentation would be neither
necessary nor valuable--nor a good use of our conference time. It should
suffice to provide you with a brief idea regarding how we would like to
see the goal-setting sessions take place.

T

Our only purpose in this presentation is to make a definite distinction
between positive assertions, future-oriented -wishes, and dafinite plans
for taking definite steps in definite programs. ‘

To be effective, goal-setting must involve the-determination of where
one is and where one wants tg go. Thereafter; the methodology used to
reach these goals is vital to "the successful reaching of -them.

We might draw a parallel between goal«setting in our 51tuac10n, and
‘goal-setting in taking a ship from one point to another. It would be
one thing to discuss a desired destination for a sailing trip. It would
be quite another thing to go to the lengths of plotting out the exact
route; making navigational determinations necessary in such a venture;
attempting ‘to anticipate difficul:iies; designing alternative courses,
if needed; setting deadlines for segments and for the entirety of the
trip; addressing responsibilities and establishing accountability; and
having some method for determipation of the exact position of the ship
at any point in time during the trip. Without these facets, these
essentials, the chances of reachlng a given destination would be
diminishad considerably.

In the same sense, you will not only have the responsibility of determining
manpower development needs, during this conference; you will have the
additional responsibility of providing some suggestions as to pathways
which might lead to methods of meeting the identified needs. After your
raturn to your respective regions, you will have yet the additional

burden of ”fleshing out" the rough plans which we hope you w111 design
here.

Let me emphasize that, in the rather short span of time during which
this conference will be in- session, we cannot expect you to achieve much
more than an identification of needs and some tentative alternative
approaches to meeting identified needs. The crucial point comes upon
your return to your jurisdiction. It is then that this effort must be
— o continued at the regional. state and loc¢al levels, iIf it is to have any
- , & lasting impact. ' ‘

In your wdrkshops, then, we would ask that yéu address those needs which
have been identified in the componential wdrkshops, the bBasic needs in
manpower development. We would ask that you prioritize these needs and
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Guidelines and a-Model .for Evaluation. o
Robert M, Carter .

3

The process of evaluation is no stranger to the administrator,
Whether concerned with strategic, mid-range, or short-term activities;
the administrator is:constantly making evaluation, Evaluation is the
key to sound decision-making, and it is decision-making which is of
primary importance among all administrative activities. S

Although most administrators are concerned with and anxious to ‘use
evaluation as a tool in the management of their agencies, there has
beer: some considerable confusion about the nature of evaluation,
The President's Crime Commission accurately noted that university-
trained research personnel employed by justice agencies frequently
approached organizational problems from an academic frame. of
reference. or were almost completely unacquainted with operational
problems of the agencies, They used a mysterious language of
"contingency coefficients" and "multiple linear regressions' and
their techniques and methodologies for evaluation were equally alien

to administrators. Conversely, the administrators were generally
neither well versed in a social science approach to evaluation nor

able to envision the creation of an ongoing research and evaluation
program within their agencies. It is not surprising that from this
background emerged some considerable confusion and-suspicion about

the nature and process of evauation. And yet, the process of evaluation
is, as noted, especially complex--particularly when it is dissected

and analyzed through its major component parts or elements.. There

are four identifliable parts in the spectrum of evaluation: objectives,
programs, standards, and methodologies. These will be examined
separately and then joined together into a simple model for evaluation,

p b

Evaluation of a program {(or process) must begin--not with the program--
but with a clear and explicit identification of the objectives toward
which it is geared. At bottom, the administrator must be able to
outline his goals or purposes, not only in general terms, but also

as precise clear objectives...'"Objective number one i:.,,,"-"Objective
number two is...," and so on. Further, it must be recognized that

the objectives may be of two levels: a '"'meed to achieve' or primary
objective and a "nice to achieve' or secondary objective. ' There
may be one or more of each type objective and accordingly a priority
or special emphasis may be placed upon accomplishment of one-objective
rather than another.. For the purposes of model construction, the
objectives may be represented as a target.

In the target illustration, there are two equally important primary'
objectives represented by the two pieces of the li.lseye. There

are also two secondary objectives, not of equal importance, assigned
to the 5-and 1 rings. ‘

Emphasis is'placed upoﬁ the fact that the administrator should be-

aware of the objectives and, where appropriate, their priorities without
recourse to ''outside" consultants or ‘experts. B :
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The second component of the evaluation process is the explicit
identification of the program (or process) to include its component
parts. As was the case with objectives, the administrator should be
‘aware of most of the elements which comprise a particular program.
It 1g insufficient to identify the program in broad terms; specifics
‘are redquired. As an example, the administrator who tells us that .=
he has a "delinquency prevention" or '"group counseling' program has
in fact told us very, very 1little, To understand lis' program would
require some considerable detail about such basics as who is involved
and why, and how did they get involved and when, thé degree or extent
of involvement, the nature of the program and so on. For model
construction purposes, a neat symmetrical representation of 'program'
is fnappropriate; for all of the components of a program cannot be :

identified; there are pieces which are elusive or hidden and there
Accordingly, our

are some, the existence of which are unsuspected.

model presentation for program is somewhat 'amoeba-like" with most,

but not all, components identified. The unknown elements are identified
by e ¥ . . . . : : )

When objective and program are fused together into a model, the

thrust of evaluation becomes evident, Programs are evaluated against--

or in terms of--objectives.

Evaluation can neither exist in a vacuum nor be solely 'an examination

of programs and objectives. There is 4 requirement for development

of a type or types of measures to determine how well programs and
objectives mesh. Thus, the third element in the process of evaluation:
is the development of one or more measures or standards or criteria

for evaluation, These measures may be few or many, simple or complex;
but, .as was the case for objectives and programs, they must be precise,
"explicit, and identifiable by the &dministrator. -Since these standards
serve as a measuring device to determine the fit of program to :

objective, our model utilizes a simulated ruler.

The ruler for this model ig six units long, with the units here
representing cost, time, personnel, ease of operations, politics,
and effort required. The ruler may be longer or shorter with finer
or coarser units, or with different and varying units of measure,

At this point, three of the four elements of evaluation have been
identified: objectives, programs and standards, and it has been.’
pointed out that the ddninistrator should have fairly complete
knowledge of the specific components of each of these three elements
without recourse to '‘expertise" from outside his agency, -The fourth
element of concern.is methodology." Methodology provides the techniques

for evaluation and focuses on four questions--who, when, where, and
how? These questions may take the following form:  "Who will do the
evaluation--the agency itself or consultants from the outside?"; -
"When will it be done--at tho beginning of the program, during the
life of the program, or at program termination?''; "Where will the
evaluation be done--within the agency, in a research division, on a
campus?"; and, "How will the evaluation be done--by computer, by =
subjective techniques,; or by tic marks drawn on a yellow tablet?"

Although it is possible that the administrator will not know the answers
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" Minority Recruitment

. Clarence M, Coster

Thank you for inviting me to-be with you at your conference and:to
talk to you this noon. . I am going to speak on the subject of minority
recruitment, o o ' » :

None of you need reminding that this subject is important to every
aspect of law enforcement and criminal justice, but I would like -to add
a few observations. of my own.

Few people having anythiag to do with pollclng, adJudlcatlng, or A
correcting are unaware of the faet that poor minority group practices
make their already severe problems much worse.

Let me say it in plain language. What is needed are more members
of minority groups in the ranks of police officers, court officials,
and correctional officers.

It's just that simple,

But if it is easy to state the problem, it is not so easy to solve it,
although some first steps are certainly obvious.
A number of state police departments have clearly not done enodgh to

recruit blacks, even though the presence of black- officers has proven

- to be especially helpful in controlling volatile situatioms, such as
. those found at demonstrations or large-scale disturbances.

A recent newspaper account of a survey of eight state police departments
showed only 27 blacks among more than 5,000 state patrolmen and troopers.
Two of the eight states had no black state policemen at all, The other
six states each had from two to nine black state policemen.

By and large, minority groups in this country suffer and are a primary
crime target. They want better policing and are usually more than willing
to support law enforcement improvement programs, provaded only that

these programs are color- b11nd ‘

Law enforcement and criminal justice agencies would do well to temember
that they have strong allies .among minority groups. However, the
mistakes of history cannot be undone in a single year or even in a
single decade.

Police department commanders, judges, public safety directors, corrections
commissioners, and all the experts in the land cannot remake an entire
society overnight, The integration of blacks, Mexican-Americans,

Puerto Ricans, -and others into positions of responsibility and leddershlp
is a process as intricate as any we face in criminal justice, To be
sure, this complexity must not be allowed to exist as an excuse for mnot
having a worthwhile minority recruitment plan and making it work.
Responsible work in this area must progress as rapldly as p0551b1e.
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Uniting the Criminal Justice 8ystem Through Regionalization

Carl W. Hamm

On March 29, 1971, the Task Force appointed by Jerris Leonard began
its work in the reorganization of the Law Enforcement Assistance
Administration. During the following six weeks the Task Force was
thoroughly briefed by the Administrator, Associate Administrators,
and the staff of LEAA., Members of the Task Force also made visits

to a selected number of Regional Offices and state planning agencies.
They reviewed appropriate parts of the Omnibus Crime Control and Safe
Streets Act of 1968 and its amendments, as well as LEAA Directives,
manuals, reports and explanatory documents. The Task Force called .
for and received recommendations from individual staff members of
LEAA and analyzed the stated goals and objectives, as expressed by
LEAA officials. An in-depth probe of congressional intent and
projected LEAA planning provided further information and understanding
of current operations and resulted in new priorities based on the
changes in the Act legislated in 1970 and instituted in 1971,

It was clear to the Tazk Force members fi'om their investigations and
research that the goals of LEAA, as mandated by the intent and the
written law, were to assist state and local govermments in reduciny
the incidence of crime, and to increase the effectiveness, fairne- i,
efficacy, and coordination of law enforcement and.criminal justis.
systems at all levels of government, Specifically, the Task Foi.e's
initial overriding recommendation was to encourage state and local
governments to adopt comprehensive plans of law enforcement which would
include all of the components of the criminal and social justice
system; to make grante and provide technical assistance and guidance
iti strengthening total systems; as well as to encourage and conduct
research directed toward the development of improved methods for the
prevention and reduction of crime and the detection and apprehension
of criminals.,

Implicit in the legislation is that LEAA cannot itself deal directly
with érime, but rather that LEAA has the mandate to provide leadership,
direction, and assistance in combatting crime. The Act specifies

that erime is a local problem which must be dealt with by state and
local governments if it is to be effectively controlled,

The missions of the Task Force was to determine the kinds of programs
and the organizational structure needed by LEAA to most effectively
carry ¢ut its responsibilities. The primary goals that were built
into the present reorganized structure demanded new cooperating

units consisting of:

Office of Administration

Operations Support »

National Institute of Law Enforcement
and Criminal Justice

Office of Criminal Justice Assistance

£
]
8]
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f of these units, : justice and permit an interface with other federal, state and local
c 3 :

. s A ins of ea : . . ; iy fe -
the lncer-relatlonshlp ricular segment E programs that in any way relate to the deterrence and prevention of
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This is the Offi planning groups, a long-range plan can be projected with continuous

planning and evaluation. Every effort is being made to improve
V viability, productivity, technological trausfer, impact of research,
oFFac‘fnaerf‘:;g;"“' . and information dissemination.

The essential thread running through the concept of the decentralization

> of LEAA is the continuity of marked expansion of both accountability
STAFF ‘ A , . , .

. " and responsibility as the best means of improving the quality of
L_. - 3 requested and needed services. The Washington Cffice of LEAA is '
/'r‘::::‘:x:::'r?umc ‘ . :’ providing the leadership, policy-making, support and coordination
. DEPUTY ASSISTANT 1 it functions. The major responsibility for the state and localized
' ADMINISTRATOR . B planning and the execution and evaluation of the plans rests with the
REGIONAL OPERATIONS o . ;
3 Regional Qffice,

[f* ' T l | ‘ & Implicit within this operational structure is that LEAA must develop B

‘ MANPOWER % stronger relationships with state and local decision makers, and with
HCIAL SYSTEMS DEYELOPMEN . N R » . L s
TECHNICAL ‘ u:';:‘:c:‘.‘wem DEVELOPMENT R SSISTANCE ‘ executives and legislative leaders if the LEAA mission is to be

. 1
ASSISTANCE DEVELOPMENT accomplished, ;

RICULUM AND ;
cu.lANFO'Eﬂ DEVELOPMENT L..
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I A 5 . . . . . .
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| | ] i crime, TFirst, the needs myst be recognized--not by "alleged experts'
' Vi vil vili X x from the outside<-but, by fthe administrators and managérs within the
i 1 w v "ffj sEATILE local or metropolitan criminal justice system and by the community
o PHILA, ATLAN, cHt. DALLAS KL REN. ::_ ) itself., 1t is only through the identification of the problems at the
‘ local level, through a totil awareness, that meaningful goals can
3 be set, Having established these parameters, there must be intensive
”5 planning, setting of objectives or sub-goals, priorities, and a constant
i £ Law Enforcement Programs } realistic evaluation. We must not only be able to "impact our 1
LEAA replaces the 2ffzzeagproving and monitoring grants e efforts, but also to measure our results.,
t of the realm new role.
ation of Washington =0 pziiozﬁsiStant, and research In the past, there has been a tendency to spread our resources too
tor, program developm 1 levels. It is f thin. Minor gains are difficult t~ wasure and usually short-lived.
at Ztaiitznilizi?“g’ and a vehicle ) - B Major impact programs arg tontaglous and tend to permeate large portions
n and 8 d loca : of a planning area
ourages state and, P g ared.
2iigoi:cand %he interface

b
i

b
0
i
I

. ; courts and correct s riminal il The comprehensive state and inter-state planning tends to ccalesce i
introspectlonozgnizléiiﬁ other agencies which implnge upon € {; and pergetuate the successes when there gs an iﬁter-disciplinary ﬂ
Zﬁdtﬁiiiaio?istice- f} §pproach usigg every‘possible program, agency and variety‘of 9ommunity %

o .ty to the ten LEAA Regional 5 1nvolvement'1n reachlng a commnnt goal, The s?ate plans must 1nc19de ?
0CJA has delegated greater guthorl zhe delivery system, increase ; every conselvable service and resource as an integral pért of a s%ngle P
Administrators in order to %mpigzefield balance the workload to §ystgm. Eog are here as represen%atlve§ og state'plannlng and criminal ;
LEAA's total effGCtivegssim;:ove ;ahPOWér utilization. Thedagiiggiy g;s;;;esE;izngginaiinizizi pig;;a;nput is imperative to the success
avoid cyclic crises, anv en lines of authority an il y
vested in the re%%onzgzliiOZEZ:;%ﬁh Each reglonal ofthee Ziiuiture £} A:new element has been added to the FY 71 and FY 72 potential for the
the cr%aticﬂ ;Z tzmgurnish constiltant servicesa -ng ?iZatioﬁ' of Regional Administrator and for the state and local agencies. T am
qualifléd St3‘ table to program changes. ?he fletions within criminal referring to Section 407 of the 1970 amended Act which sets forth
istﬁiiit;ywilipassist in consolidating allied func a new '"line item" of Manpower Development within the criminal justice
au o
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system.y The language of the section reflects the congressioxal

intent by suggesting i, .national and regional programs, workshops

and seminars to instruct state and local law enforcement (total
criminal justice personnel) in improved methods of crime prever.tion and
reduction, and enforcement of criminal law...' The Congressional
hearing that preceded the inclusion of this new section recognized ..
the need to balance the thrust of the LEEP academic opportunities

with programs that will prepare the present criminal justice_management
not only to maximize the urilization of the 1EEP participant but

also to explore means of amalgamating experience, education and
empathy. Through this blending of observed needs, a whole mnew

concepl of community‘invblvement is now developing.

ped the guidelines for Manpower Development Assistance

y to meet and work with your MDA

n manpower development and
407. does not limit itself

but seeks to unify all criminal

We have now develo
and you will have an opportunit
Specialists~the man with an expertise 1
utilization. Please note that Section
to the development of .police manpower
justice trajining. In every component of criminal justice, we share

the same Nelient.” We must, therefore, begin to share the same values,
goals and ob jectives--in £OUTES, corrections and police work.

le--The Universe of Criminal‘Justice:‘ A Conference
and A Workshop--is neither hyperbole nor over-statement. We must
think of our objectives and goals as they relate to ''our universe
rather than to separate our thinking into the parochial goals of
police, courts and corrections. We must accept the fact that the
Nslient," misdemeanant or criminal must pass through "our system

or universe. We must also recognize that this Universe of Criminal
Justice reaches far beyound ouxr partic@lar fields. It involves &
totality of community agencies and it must enlist the concern and
the direct cooperative efforts of all agencies, communities and

neighborhoods.

The conference it

66

The Pilot and Impact City Concept:

M. Thomas Clark

Today, I will éddress two LEAA |
Lwi programs with whi i \
b £ which
be amlllgr. Both of these programs have great im i’thl?k you should
m zgwer evelopment; additionally, both ¢f the rg icatlons For
; i e talking about are the rec ; 9 Programs
! 8 : ently an ;
ggihthz P;lot Cities program. It is importang tonisnce§ Imgact Dol
Admingstzaiie programs are the responsibility of theeiggz glné that”
oo rs, with LEAA-Washington providing the : eglqnal.
sistance for these programs. , necessary supportive
. s . '

I would first like to talk about the Im
S pact pr

D e ey 1t oot a5 well 2o en govermment: which will provic
and disseﬁinaze : ;u » 23 wel% as expert assistance to plan P§°V1de’
cities and State;n :iTaglon w1th regard to it. At the same’tiEVE19p?
e some. of :h e full partners assisting in the plan Te, he
providing some o e funds, as Vell as supplying the bulk fnlﬁg’
e mention.anoghegram. Before discussing the deéails»l wougd i‘e
co mentl L e a%pect of the nationwide crime control eff e
St e e program can'be seen in its proper perspecti or so
crime.nationall;ganitabmass:we new effort was underway  to ;Z:;ce
crime satl reasoﬁable hegan an era.of both meaningful accomplish ‘
el ool mhat £ opes. ?hat crime would be reduced gaist:ent
et e quality of i§§ of crime would be lessened, was Ehe ho :
duiee and qoal y ife for all citizens would thereby b R

g y have been successes in these directions y ekEnhanced.

We -are progressin
g on these efforts i
e are T : : 8 in such a way th i
decad: ;¥etgzl%obzv: geced;g as a major domesticycon::rﬁebzze Conildent
C nds. os who t i
dhoas 5 ends. rust our syst 1
localaszse:§sppns1b111t1es for crime control reZt :?ttnzg that
providg leadments?. They also know. that the federal gow i
provide lea i;§h1p and large-scale f:‘maz'tcial,support:'g ;;ﬂmenF o
ve a,billioﬁ dli suppo;t is LEAA, now with a budgét ;f the o qu
o Every bon 0 1a§si or ten times what it was three‘yearree ashath
e, and in virtually eve o cont
roereny hes ry locality, new cri
flourishinZYe 3325 :ﬁgn ? reality, They are st;adilycgizsiiontrgl
S A idpdst few months, ‘national conference‘sg ;P
slgaiflcdnce .y eld for police chiefs te find bette S b
reduce erin i 3: judges, on how to streamline the courz Yays %
o evence adg:ezziggo:agow to gehabilitate the offender::'ﬁg; this
Sonferen g 1 power -development attended asti
efforts.,yzzd&zractxtioners. LEAA is a maj;r action azanugglce T
are probably all well dware, LEAA haS‘encgunz:ftgese'
r ed some

-eritici
isms in the past, But we feel that there has also been

remarkable accompli
plishment. .But it i
that ‘the agen ; * it is even more im o
: c . ortant '
gency, as many of you are aware, has.beeﬁ reorgaigzzgtz d
- | an

- streamli o i ' W v s
ned- during the past year. e have speeded the flow of fund
y unds;

we have deve Oped more effe(:ti‘fe pr we ave ea
1 . OgramS, h cY ted a sense
A o

Of ngEnC 11 area ~WIleIe Pr jorities were Lo some d ree m Sdlr ected.
j ] eg ] i
"
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that , talk to
And finally, we have fogtered the program that T am here to

you about} and that is the Impact program.

One of the criteria used for the selection.of the Impactuizziii,wzzs
i ime rate. Geographical distribution of the pogo o

. hlgz crsme Only cities with a population of between 2350, e o
gzgsgiiiio; persons were aligible to be selecteg; ImiaZE'izgicait
available.is considered not great‘en?ugh to pro uzemilliin. S er,
seduction of crime problems in the cities over ou AN
all o l‘h ther cities receive substantial LEAA funds, £ro o e
alinzg teZchially those ‘in the "over one million" cg;ggo;g.onelnc
%Eere ;re 49 cities with poaulz%ionzozitzzizeig iig,beinz o

1111 e the disapbe ) :
gitltﬁggsi?iit?i:stgeﬁzcmade on the best availablg %ﬁfozfizzzgn;hat

we had. Over the next few years we expgct most qi_Lw; azso o et

49 cities to be involved with comparable programs.aller L0 e aunch
most of the remaining 49 cities and some of.thglsT_-and o atach
similar programs---once the know-how 18 aYalli zin e o LBAA.

them either with their own resources.qr with un roids o worst
Our goal in this particular program 1§ to make 1nthe S e pragrams
_crimes, that is, crimes of violence. Insofar is D have of

are concerned, the eight cities selected fer E e ;2r e A e,
the program are: Newark, New Jersey; Baltimore, Colzrgdoz e ats,
Georgia; Cleveland, Ohio; Dallas, Te*as; Denveré " month; C re
Missouri; and Portland, Oregon. During the 8%3 2 averaée e

will be allocated up to a total of $169,000, tal e s
approximately 20 million dollars per city, speci

to improve all criminal justice gfforts.

; i ' ity to
The details of the Impact program will vary somewi;twiiimiivo{ve che
city. But some of the basic aspects oi thetﬁroiireet L

o the- ttack on the
£ 1lowing: an across-the-board a e
burglaries; the crimes that are most prevalantfaziemZigminal stice
The Impact program will involve every aspect o

X . ts goal
system in each city, and the community a? 1a:§3 :Sv:iiity if s%reet
is to make a high impact against burglaries We hope

crimes, such as: robbery, muggings, assaults, andeﬁipi; ex0
to reduce street crimes and burglaries by flve‘pezg N ears. in each
years and hopefully ds much as twenty percent in lvbl{c  ducation

of the cities that are involved. There will be a puotec£ e ves
program to inform citizens on how they can bgtterlpf o e Tesarch,
and their property. ‘This~educat%on effort w1¥1 afithive ey tens

and application of present techniques, for more. e e ve that any
in such areas as lock boxes and alarms. ;We are 22 e forts in
successful program to combat crime mus? include r%hat'breed crime.
education, employment and improvement in the areasthe Regional

A program of cooperation in Washington as well as e N obor

Office level, has already begun with the‘Departgezh £ artmént or
Department of Housing and Urban Development, an de ariments have
Health, Education and Welfare. Staffs ?rom‘these» eg and are already
indicated that they will provide enthusiastic suppor ropriate ~oles
working with our Regional staffs to develop th§1§ app Bgcause te are
as they relate to the programs in the Impact glt ez&diction and
increasingly aware of the connection between drug
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crime, this program is also receiving cooperation from the Special
Action Office for Drug Abuse Prevention. Also included will be
enhanced anti-crime controls by the police and this. might include :
such areas as more policemen, better equipment and improved tactics
and training., Police training would not only emphasize prevention,
but increased apprehension of offenders as well, New equipment

might well include communications systems to- get the police to the
crime scene faster, The Impact efforts will also invdlve special
programs for prosecution of streef crime. and burglary offenders.

And this means more effective and larger staffs, so the prosecutors
and courts can more effectively and efficiently handle these particular
offenses. At the same time, great emphasis will be placed on ’
rehabilitating offenders. 1In each city, special projects will begin:
for the rehabilitation of street crime and burglary offenders,

to take every step necessary in attempting to prevent them from
returning to a life of crime, In ecach of the eight Impact cities,

the program will have three major components which will include a
planning component, an action program component, and ‘an evaluation
component. To carry out these particular tasks, the selected cities
will establish a c¢rime and analysis team. This team will represent
all of the components of the criminal justice system in that particular
area. Recognizing that in many instances it is not the city that

has the responsibility as it relates to courts or to correctionms,

we fully expect that there definitely will be involvement on the part
of whatever county organization in that particular city might ’
have responsibility in the courts area, and the state units which have
responsibility for corrections; they will be involved in the program
in each Impact city. It is this unit, the Crime Analysis Team,

which will be responsible for planning the program development and
the evaluation. ’

The evaluation, of course, will be an effort that will begin at the.
very beginning and will run through the entire program. It will

be related specifically to.the city that is involved, In addition

to the evaluation effort in each individual city, the responsibility.
of the Crime Analysis Team will be the development of a national
evaluation, which will be handled by the LEAA research arm, the
National Institute of Law Enforcement and Criminal Justice,  This

~will be an effort to tie together the commonalities of all eight

cities as they relate to a national evaluation.

Let me give you a better idea of the funding support that I mentioned
earlier, the $160,000,000 which are discretionary grant monies over
two .calendar years, or three fiscal years, The reason we say

"three fiscal years,' is that we are counting the curreut year that
we are in ~-- the fiscal year 1972 --- and the funds remaining that
we have this present year. There will be a combination of Part C-
money; those of you who are familiar with the Safe Streets Act

know that this is action money that is related to all arcas of the

“criminal justice system; in addition, there will be a certain

percentage of Part E money, "Part E money" being that money which

is specifically earmarked for areas related to corrections, or possibly
to court-division type projects. These funds will be made available,
as I indicated earlier, over the three fiscal years, with approximately
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$40,000,000 earmarked. for this present fiscal year. That $40,000,000
is broken out as follows: approximately $10,000,000 is being made
available by a National Institute of Law Enforcement and Criminal
Justice, Those funds are primarily for the support of the Crime
Analysis Teams which I referred to earlier, the groups responsible
for the planning, development, and evaluation aspects of the

program, Of the remaining $30,000,000, approximately $20,000,000
will be Part E money and $10,000,000 will be Part € money. Those
funds will Qe for programs that are responsive to .whatever Crime
Aualysis Teans identify as program directions between now and the

30th of June, which, as you know, is the end of the fiscal year that -

we are currently in.  In terms of the apportionment of funds for
fiscal year 1973 and fiscal year 1974 specifics, as yet, have not
been determined, Again, in regard to the Impact program, I would
like to emphasize that this program, like many of the other LEAA
efforts, is a program which will be administered by the IEA4A
Regional Administrator who has cognizance of that particular Impact
city that would be located within his region. His assistance will
be continuously available to the region.

For those of you who are familiar with the Pilot Cities program, I
am sure that you will note a similarity between the Impact program
and the Pilot Cities program. The Pilot Gities program began about
two years ago and, in the initial stages, it was adminibtered by
the National Institute .of Law Enforcement and Criminal Justice.

.The cities that are currently involved in the Pilot Cities program
are the following: San Jose, California; Dayton, Ohio; Charlotte,.
North Carolina; \lbuquerque, New Mexico; Des Moines, Iowa Norfolk,
Virginiaj; Omaha, Nebraska; and Rochester, New York. The Pilot Cities
program provides the grantee agency with $350,000 for a three month
period, to suppert what we refer to as a Pilot Cities Team., This
team is made up of persomnel from police, courts and corrections,
as well as an individual from: systems. In addition to the funding
support for the team, each city is provided $500,000 in discretionary
grant monies, for each fiscal year, to support whatever programs
the Pilot Cities Team might develop in the city-county area within
which they are involved. ' ‘

Typically, all of the teams are affiliated either with universities
or non-profit organizationsg. The Pilot Cities program is also a
vegional program. That is, like the Impact program, it is the
responsibility of the Regional Administrator. This is a fairly
recent development., I say ''recent," because it has been in the last
three months that the program was decentralized with responsibility
transferred from the National Institute of Law Enforcement and
Criminal Jugtice to the Regional Administrator within whose region
the Pilot Gity is located, o

g
Because these programs do have implications for manpower development
and because they do embrace all components for the Criminal Justice
System, we are vitally interested in their future development.
Each of the programs sincludes a significant evaluation component,
both -on an individual program basis and, in the case of the Impact
program, on a national basis. We all look forward to the results
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. Manpower Development Task Force in Standards and Goals

Lee P, Brown

I want to familiarize you with the existance and the works of the
Education, Training and Manpower Development Task Force of the
National Commission on Criminal Justice Standards, and Goals, The
previous speakers have already identified and adequately described
many of the current problems that relate to the state of art of the
criminal justice system, I prefer to call it "non-system' for teasons
that are very obvious. So I won't go over that with you. I'd rather
proceed in a different mamner. - o

Many of the gross inequities that exist in the area of Manpower Development

have already been pointed out; so, therefore, I could easily end

my presentation tonight, by simply stating that our Tagk Force will
address ourselves to setting up standards to solve the problems and
by giving standards ‘and goals to alleviate the problems that we have
previously discussed.

But if I did, it would be a very short talk, and I would probably
shortchange, not only you, but Mr, Hamm and Mr, Gardner, by throwing
off-schedule this unscheduled, structured conference.

Probably the best way of explaining the Education, Training, and
Manpower Advisory Task Force is to first of all explain the parent

body - The National Criminal Advisory Commission on Criminal Justice
Standards and Goals. And in doing so, let me assure you that in our
task force, we are very cognizant of the fact that lectures and our
prepared speeches are not the best educational devices. But I have

a particular piroblem of being very opinionated when it comes to talking
about Manpower Development for 'the Criminal Justice System and
recognizing this patticular idiosyncrasy, and my capacity to be like the
dean to deal on 50-minute schedules, I won't deviate from this, but
rather T am going to deliver to you a prepared paper.

The National Advisory Board on Criminal Justice, Standards, and

Goals, was formulated by Attorney General John Mitchell and Jerris Leonard,
the Administrator of the Law Enforcement Assistance Administration.

On October 20, 1971, in announcing the establishment of the Commission,
Jerris Leonard stated that its purpose was to establish, for the first
time, national goals, performance standards, and priorities for the
reduction of crime in America. Governor Russell Peterson of Delaware
was appointed Chairman of the Commission. There were 12 task forces
established, under the direction of the Cormission, and I was appointed
to be Chairman of the Task Force on Education, Training and Manpower
and Development, As originally envisioned, LEAA would have provided
approximately 1.5 million dollars for the work of the Commission.

Each of the 12 task forces, would receive a grant for $100 to $200
thousand dollars for the preparation of a report of goals and standards
in their area of expertise,

The first meeting was held in Washington in November, and at that
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time, the deadline of September 15, 1972, was set for the submission

of the final report of the work of this commission. The question

of the primary goal of the Commission was one of the first items of
consideration at this initial meeting. Governor Peterson recommended

that the Commission adopt as its goal the reduction of crime by

fifty percent in tem years. After extensive discussion of the feasibility
of this goal, it-was recommended that the commission staff and the task
forces take this proposed goalkbnder study and report back to the
Commission on February 18, 1972, at the Commission's meeting which

will be held in Phoenix, Arizona, If this was accepted, subgoals

could be stated in forms of reduction of specific types of crime.

The commissioners and the task force chairmen were asked to recommend
people to serve on the task forces. These names were submitted to

LEAA and taken under consideration and a number of highly qualified
people were recommended, Final selections have
presented to the Commission, they were presented at the Williamsburg
meeting in November and the final announcements have been made.

The initial meetings of these task forces were held ‘in Washington last

week,

Finally, one item which has caused councern and was the subject of much
discussion at the Washington meeting, was the amount of overlap and
duplication which was inherent in the structurs of the original task
forces. The question raised by the commissioners led LEAA support

staff to review the organizational structure of the task forces, and

at the second meeting of the Gommission in Williamsburg, a new

organizational styucture was proposed. Much of the work in developing
the new structure was done under the direction of Tom Madden, who had
been appoiunted as the Executive Director of the Conmission, Under

the new structure, there dre four operational tasks forces: the police,
courts, corrections, and community crime prevention, each of which

will receive grants and assemble staffs in order to prepare a report
for the Commissiomn. It is anticipated that these operational task
forces, as they are called, will meet periodically to develop and
review the work of the staff. The advisory task force, on the other
hand, will have no'full-timé staff, but will meet two oX three times

to review the working of the operational task forces in making comnments
and recommendations to the operational task forces and, if mecessary,
to the Commission. The Commission will have the #inal responsibility
for overseeing all the work of all the task forces. The new organiza
structure was desiguned to eliminate duplication that was inherent in
the original structure. Tt was dictated, in part, by the availability

of resources and the September 13 deadline For final report.

That brings you up to date as to the background of the Commission.

1 want to now take a few minu
Training, and Manpower Development Advisory Task Force. At the
Williamsburg Commission, the meeting adoRted the following purpose
statement: ''The purpose of the Commission is to develop nacional
goals, standards, and priorities for the reduction of crime in America
and for upgrading and improving the law enforcement, courts. and
carrectional agencies at all levels of government; £o function

individually and collectively and to interact with and utilize all

available resources in the most efficient'manner'“ The reduction of
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crime will be measured by the number i i

énd the fgar of crime. %hat is "the pﬁfpgzzmzz’tﬁzecgzii o? o

it is obvious that this becomes pretty all-encompassing zsﬁon‘ ‘Now
the parameters within which we are attempting to work & And %ndicates
determined that the Commission would set the goals tﬁ tn klt‘was
yould gset the appropriate standards. And by ”stanéardz “as Fonces
‘perfor?ance'standards." Levels of performance on rod’ tye‘mean

if obFalned, should assist in reaching the.goal of Eeduu? IV1t¥’
Focu§1ng specifically on education, training and develoc;ngtcrlme.

1 thlnk.that T could speak for all the members of m tp ;ﬂ fask force,
by echoing the point that was made by Carl Hamm in gis ai force‘
a; ?unch yesterdgy. 1f we are to take seriously the whglzsigiatlzn
zf ézngzlng an 1§ad§q3ate system for improving criminal justizz?

: ; seriously dedicated to eliminati . ‘a1 461
that e§1st in Fh%s process,; we must place ;gigziyg;;ZEZSQn v
is:c:tlon, traln;ng‘gnd manpwer development of the pEOpleSwgg ghe

. ystem for administration of justice in Ameri i perate
police, courts, and correctious. ea, particularly,

t

At this point, I am not able to give you a definiti i
: v
giszzgendztlons tht.We will ?e making to the fourlogei;izozzl task
S eembor of esential items thar were discussed. that are aii
to all éspects of the criminal justiie :;:tz;ed,Bitag ife e aable
éttemptmng to outline the entire content of o&r meetii 1e§eghan
gazi i:czznon thg c?ncerns that.are applicable to tﬁe %étal p?icess
that justic:e;:e bw:.th here. 'Flrst and foremost, it must be recognized
ekample, let's Zssﬁmz EEZitz;;néoggighé T O e
: sion come i
;:a: zztzn: clearance rate for indictments forsrzgo¥z§2gac§§;2:ard
at @ ¢ Aty percent level, It must be clearly recognized that
cons itutional rights related to search, seizure, etc: 1d
;2c§:32§ tﬁe possibility of obtaining that goal., In ééh:guwords
e Zglzngt?nga?ds, we must not be obsessed with goals to s;ch
R feeinvgingeton the constitutional rights of the individual
Second bé,re foel ve y strongly, in our task force, that each state )
Tctice man g 3 mgke statewide adjustments of ‘the criminal
réco ce m pvzer.nee s in respect to the state. In doing so, primar
g on ghould be giveu to long range educational prdgra&s, not y

" just ’ in
i to short range training programs,...furthermore, there is a

strong feeling that LEAA i
should require each
8 : state plan ] _
b:ngzw::ﬂd:zelop?ent cgmponent. A certain percent gf,stsgecgsgggn :
recent or what---should be earma i tha
rked s £i
- : pecifically £
gtagzsgianAzgn§2§t'money bilglven the state, contingent upoz tﬁz hat
ining a well worked out i
state ¢ ‘ ‘ . program for minority r ii
o tﬁler?l?oritY re?ru1tment should have for its goal thatythzczg;tmegt.
proportionmzna hjus§1ce.system will have minority representation i ponen=?
proportion antitmégorlty representation in the community.  And ig
utions, minority r i .
: - S y representation shou
he percentage of minorifty persons in the institutiogsld be equal to

Our ta .
educatitnfzgge mewb?rs have strong feelings that criminal justice
training should be done on the systems approach | It

‘must be u §1 i
sed to bring the components of the criminal justice process
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together into a true system,

Additionally, we cannot just concern ourselves with the number of
hours devoted to training, We must also look at the content and

the procegs of training. We must approach criminal justice, training
and education in what has been described as "future oriented'---

that means that doing more of what we are now doing is not sufficient.
We must begin to produce change agents which can bring about
organizational changes. This statement applies to each component of
the process: police, courts, and corrections, And to do this,
greater use must be made of our education institutions., Another
concern of our task force is that the people whe work in the criminal.
Jjustice system must continually develop their skills, their knowledge,
and expertise. There are a number of ways that we have discussed’

by which this may be brought about...this continual educational process,
One might be through mandatory certification, another could be through
what is call self-destructive degrees...a term that was coined at one
of our meetings. This means, basically, that after a period of time,
1f one has not upgraded himself. then his certification would be
withdrawn,

Let me assure you that we have covered many more items, some which
are more important than the omes that I have just mentioned to you
tonight, : ‘ .
I have been briefly discussing just some of the things that we are
concerned with, 1 am not going to attemot to cover all of the items.
My iatent is just to explain what we are all about, give you some
feeling of what we are doing, let.you know that the information coming
out of your efforts at this particular conference will be given careful
consideration in terms of what we do for the Commission. In ¢logsing -~

- I am reminded of a story that was told by the late Joseph Loman.

About the individual who had as his lifetime goal, to hunt "the king

of the beasts." For years, he saved his money, and was finally able

to afford the trip to Africa and go on a safari, He had one problen,
however. He feared what might happen if when he did face the lion,

if something would happen that his gun would jam, Well he finally made
the trip, his dream came true, and there he was in Africa on his lion-
hunting trip and his dream also came true in that he was confronted
with the lion. And just as he had fearfully imagined, something terrible
happened; his gun jammed, His knees began to tremble, his hands shook.
He did thg only thing he could under those circumstances. He dropped

to his knees, he lifted his voice in prayer, and asked the Almighty

God above to deliver him from this terrible fate. He sat there for

a while and all was quiet. So he thought maybe someone was listening...
that his prayers were being answered. He opened one eye and there,
strangely enough, the lion was also in a position of prayer. So the
hunter jumped up, threw his hands up and shouted, “Hallelujah, Hallelujah!
He is also praying to Almighty God abovél Obviously, we should talk
this thing over." The lion responded, as they sometimes do, 'Yes,

1 am praying. 1 am saying grace. What are you doing?"

I‘Su§pect épd 1 fear that unless we can bring about monumental changes
within the existing system for the administration of criminal justice,

76

those of us who
of our friend

than saying g

race,

are invoived
» the lion hunte

may find ourselves in

r, that
Thank you., s, asking for

77

the position
deliverance rather




Lo e ey e

e g bt

The FBI Management Program

Joseph Casper

I was born on a farm northest of where we are today, near Red Wing,
Minnesota. When I was born, my uncle, at the christening, said,

"if they put him up on top of the Indian mound and he cried he could

be heard all over the county," Fortunately, the good Lord has continued
that good strong voice. It has helped me in my career and training.

It is a pleasure to be with you at this conference. I appreciate the
opportunity to talk to you about our FBI Managerial Training Program
being provided to local law enforcement. Historically, we have been '
involved in managerial training since 1935, Tiie International Association
of Chiefs of Police, in meeting with law enforcement administrators,
decided that there was a need for this type of training, to be conducted
through the FBI National Academy. We have, as I said, been in this
business since the founding of the National Academy in 1935,

The National Academy students are carefully selected from professional
rvanks, They are career members of their agency who have promise and
potential in the area of training and executive development, This
12-week course is designed to qualify these people to go back and better
administer their departments or participate in the administration of
their departments,

As 1 said from the very outset, one of the four parts of the curriculum
has been management training., We are proud of these graduates (we
have had over 6,000 of them). They have risen in rank throughout the
United States until we have about 28 percent who are in the executive/
top level/chief-type position in their respective agencies. So,

based upon 36 years of experience, we believe that managerial skills
to police must be taught in part by those who are familiar with them.
Experienced managers, in other words, who are themselves involved in
the system. And with this knowledge and with this experience, in

1967 we embarked upon an expanded management training program for
police, over and above what we had been doing in the National Academy,
Initially, we selected eight special agent/supervisors who had had
years of experience in law enforcement work, experience in management
programs, who by education were lawyers, accountants, CPA's, business
administrative background, educators and behavioral scientists.

‘And then we put them through an intensive course of training, Of

course, we were not satisfied with that course of training - we sent
them to business, industry and educational institutes and programs
to further their background and knowledge and to increase it,” This

is an on going program for the inscructor_staff.

We have granted sabbatical leave to members of the staff throughout
the years since 1967. Currently we have two that are on sabbatical
leave seeking additional knowledge in universities or working toward
additional advanced degrees, The program, as designed, was to fill
a need, we felt, for management training in local law enforcement
throughou* the United States. The curriculum developed included
lectures and seminars and such topics as principles of management,
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. The FBI in each:of its field offices has‘a specia

happens, in reality, is that these

. 1 think moskt-.are now convianced

human relations, administrative communications, planning, organization i
orinciples, evaluation of personnel, supervisdty“and-executive development,
ingpections, control, administrative devices and controls, decision-

making and problem,solving. iTo give you an {dea of the extent and

scope of this training, I might say that since 1967 to December 1971

we have had 513 of rhege- programs across the nation. We have had

19,437 gtudents -in attendance, ‘ e o

‘police program obtain this training?

11y-trained agent

whom we call the police training~goord}nator. He is given special

graining by us in curriculum‘déﬁelopmént, in determining needs to

git down with the police planners, the police executives, the State

Training Directors, the heads of regional or state academies, and:

work out Wwith them and assist them in their training needs. What - SR
' officials contack this police N

agreeable t{me we arrange Eor. .

How does a police agency or state

training coordinator and 4t a mutually
the training. ’ ‘

ort by the FBI, departments throughout the United e
‘ d for professional management training. - .. o
that in-department graining and general =
exposure to management~practices are no louger sufficient tO develop
effective police managers. For these reasons, st FBT further eﬁpandedv

its management training for local police te develop what we call :
Erecutive Development geminar Program in 1970. These seminars, T

might say, are an extension of the basic seminar but they include . , .
an in-depth review of the various leadership styles, management philosophiés,
motivation methods and techniques.. The curriculum also includes a

workshop designed ds a practical case itvolviug such management functions

as organization, planning, staffing and coordination. ‘ :

Based upon this eff
States realize the pressing nee

By mutual agreement, We have limited the attendance at these seminars
to those with the rank of captain and above, and they are held on & .
regional basis. In this mar.ner, we get, we believe, a diversification . ;
of backgrounds and we have a good {intercourse Or exchange of experience
and ideas among rhe wen, Tet, because of the seminar‘s'exténsive'seope,
cunity for concentration of specific,problems in

there is an opport
all phases of 1aw enforcement - the opportunity £or the police executives
g and ideas on solving

of similar responsibility to exchange viewpoint
problens directly related to their on going challénges of the job

today.
. . f

o

To date, these Executive Development Seminars have been very successful.

1 have said on numexrous occcasions that police management, as & :
profnrssion, is in the same position today as was the medical profession
when doctors decided that working in a drug store and helping other
doctors was not sufficlent to train to be a\medical doctor. The FBI
feels that the exposure of a police manager to a mangement environment

is no long considered sufficient training to'be 2 police'executive. '
This is substantiated by the tremendous and dramatic growth in management
rraining and the rgsultant use of scientific management techniques.

There are rhose who think that management craining is just & fad, that
a man has 1o fundamental understanding'of;what it is and is participating

in it simply because 1t seems to be the popular thing to do. The
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has left thi T er of years befor .
chance of sizczzzlnzgg t; chance will be a tﬁiﬁ;eozoz;ce executive who

- < 2ss, tneretore will b e past,.  Hi
past. We feel" ; ’ e far le . is
than ever bezirzhatw:hie:§q2;renents of the ;zlzgznaiz has been in the
who has the xe. ) ereéis no police ex - ..‘m?re complex
which the poﬁiizliﬂicﬁﬁithe zame’magnitude or faizuitzeCEZiﬁPe oot

, ; : ve of toda cna enge
and will be challenged to meet in tha;ii&rand will have to face

« ] ..

It is for this
very reason that

. the Nation o8 that we have. expand -

Crime Cont:ilAzigegyfaS it relates to managemesi th;hCUrrlculum in
expand our FBI NatiénzlSXrEGts Act of 1968 autho;izedetg:n;bus o
from 200 men a year to 2 gggemy program. . It authOrisz:thiBI to greatly
tenfold enlar £ } men a yedr, a tenfold i § expansion.

gement of the Nati A old increase Thi
of our new FBI A ivnal Academy hi . is
: cademy at Q X vy hinges upon the ¢ letd
chis morning th i uantico, Virginia a ompletion
a nd I
we can staf% tbiz giogive hoaes that Academy will O:anzg?d fo anfaunce
. X g am, e have . ; is summer and
university, the Uni R . negotiated with : )
a credit éécreditzzzersEty of Virginia, for the purpiszerg tine
to the NationalJAgad:;y OE she five disciplines’ that we ziliezeloping
Agreement has b students, one of which i each
een reached with . is management sci
that this 12-w ith the Universit {rgini rence.
>-week course of th . y of Virginia offici
college credit e FBI will receive 15 -ficials
the management’SC?egzzal of three credit hours has b::ﬁe:;;r hogrs of
N segment of th - roved for
curriculum was desi e course. The M
gned to provid s anagement Sci

of knowledge : provide the officer wi elence
: : generally applicab ith a systematic bod

enforcement ' Th pplicable to all manageric ; ¢ body

: . e theories and gerial situationms i

business and R s and the practices utili sn 4 in lav
enforcement agziczlllgiry ;;e examined with relatizi:hzg zndusiry,

- . The officer d ' © a law
and education, hi . - develops. based u : .
which will as;i:tsh?eaélngS,‘a personal philosophypgz h?s training

: im in correlating activities in hismzsage@ent

R ganization,

I hope you can )
sharing better ;:ihzgztoze are. dedicated to finding, followin
we will continue to hold po}lce management, To carry out"thg and.
training program in tﬁ seminars. We will expand our m is objective,
as an organization in szigzZna;aAqademy- I believe thazniﬁimgg;
a view which 1 ‘ ; , has a microcosmic vi for 4
function and tﬁeesse?tlal to the proper understandizw zg lgw enf9rcement,

police management problem. We feelgthatttﬁ police

. e police

to

- i strator must be ab 1e to ras a Sltuatlon as a Whole aﬂd be
g p 5
ad nini c able

anticipate what th i

deal with al e next situation will be. .

, managerial problems, but he must anticigztzlii pot merely
: em.

Thank you.
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" .Thank you for letting me be here to share some of my views with

" concept. You know, institute’ learning was here even before Noah and

e

The Institute Approach to Management Programming

Albert D. Hamann

you. You have been in Omaha now for three days. - How many of you
kiow what Omaha means? . It means, ' going agalnst the wind," going’
upstream, or ‘up the proverbial creek. ~ That's whit it means,: And
now that we all know where we are, I would like to share with you
some . of the ideas that we.have on. the management training institute

his three sons; it was how they learned how to construct an ark.
Now being commissioned to build a boat to hold the chosen of the world . i
requires a lot of learning, but the institute concept proved of value.

The past several years the, University of Wisconsin has been heavily . ' 1
involved in management-type training.. We call it by a variety of names - ’ :
Institute for Command Personnel, Iastitute for Supervisory Personnel,

Middle Management Instituces, Executive Development Institutes. As S i
people completed these short-term institutes =-- three weeks, four i o g
weeks, two weeks -- we attempted to watch their progress. Some went

back to their agencies, had jobs, where they could use parts of their .

‘newly acquired information;.others were not so-fortunate, and by the

time they found themselves ia positions where they could use these
newly-established skills, or information, .they had forgotten them.

Evep though -they were in administrative positions, they forgot much

of the material which had been_ taught if they didn't use it immedictely
and frequently,. ' This was espec1a11y true with new and strangé material,
such as the acquisition of techniques or skills on how t.. do- ‘specific
tasks. This was forcefully brought to our attention when the grdduates s
of the basic management institute would return to us for advanced ‘-
training programs. This situation is of great concern to us. even - :
though the demand by police executives continues to be high for tiis

type of special education. Police management personnel like these

courses even though we feel that sometimes they are being shortclhanged

as far asg quantity and quality are .concerned. Because we believed we

might not be doing the job that we had hoped to do, we asked the School

of Education of the University of Wiscomsin to help us out, to use

them as consultants., After looking at our 1nst1tutes and our propramk

scheduling, one mar told us we had fallen victim to a problem which.

educational psychologists had resolved 16 years “go - the problem

was that of mass education versus distributive euucation. Let me

share with you Whut this man sa1d

I am not an educational psychologist, but I would like to share what

he said.  He told us that way back in 1898 a German psychologist became
concerned with this problem of learning, or shall I say, not learning.

He did some experimenting over a period of time, About 1912 a psychologlst
studied a training program that was developed for railway telegraphers,
peopls Inzvuing to send and receive morse code. The employers had set
aside wight weeks for the learning process to be completed. The

scheols ware run eight hours a day for eight conmsecutive weeks.

Does that sound . familiar? It was found these men had; after a short
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i bacome confused, frustrated, that their progress wizo?itezas
rever &b Not only was learning not taking place, but a ot v
Soconps ied by an inability to retain that which had alrea yd tﬁat
iggzﬁzzn He gegan to experiment. After some tiTe hinligznzfternoon
by taki;g gtudents for four hours a day and res; :gfive he after
Pk somethin% aléied :z:i:g thﬁeaiziigozZacﬁ them miore " than

4 day fox five ks -~ B
iggg gzg?iearneg eight hours a day for eight weeks.

.1at really happens is that when a student is in a iorcegnséiigi:%erence'
: ituation for eight hours a day, over a pefiod of ttgi; AN eiion :
is set up to create confusion in a student’s mind, e o erncon's -
;cts as a barrier to learning. Instead of gaining ro? e et
instruction period, they were ac;uaiigldisiiﬁzigg ;:ewazafoung chat

n piace, In this type of 8 T s :
2zic:i:i2tion fbf long'peripds of time causes copfusiop.

' ' 3 ' a problem
Have you ever found yourself in aAsituation where you work on a- pro

ore you
" and continue to work on it., The longer you work on it; the more ¥y

' jhile,
become confused; and if you sliztgghaiz ;ﬁcﬁegzsiiralégﬁigozSaf:e tyée ”
went back to it later -om, ‘bec . . -
2gihg that happens'with“schOQIS'where they cram f°;1e§822n22t2221on
There is this confusion caused by mass gducatiqn*wi c xce.tionally
i highly concentrated doses, Unless the studént di e ang e subact
brilliant and the instructor'exceptiOnally outstaglln%ake place.
matter highly motivating, only minimal learning wil hoe Bind of learning.
I'11 cite you 2 second exﬁTpéi tgét13112§:r2§§ib:?gtfield, etc’, How
h the coach on the athletic rield, t ) o
gitzhey teach their prize people to do the jqb thataizhzzpiﬁzegatticular
them? The coach usually works for a short while an’hin‘ oihe Po% then
player changes his agsignment, they move on to somet ] ger'so that by ‘the
to a third thing and eventually coming back to this p izaining. Thiv
time they come back to him he is ready to accept moied ralning. ag up
ig done to avoid creating confusion in a player s min o ributive.
these barriers. This 1s called distributive educatlgniimited SO
in not only time but in quantity as well, We are i o rtcted
the amount of information that can be assimilated in a T um that is
period of time. This limitation is affected by the c:r e
taught, We are told that the learning of skills requ res°1ve S rotlems,
approaches that are different from those in learning to iher oo
and that book learning or memory work requires stillt;nz o zeaching ‘
of approach., The educational psychologists tell usk adein tha
problem solving to those who have already had a bac gro‘tandin o
material that is being taught and who have had an unders s %o
the over-all operatiom, it is possible with very goqdire§ L Eatigue
“rely on mass education.until the instructor detects s gni o e nted
in the students. When this happens, instruction should be ,
immediately.

A limit of 25 minutes should be set on the lecture or-iniqgﬂatigg;e
giving courses of teaching if it is done without instrug 1ofitime
students have assimilated information fo? greater .perio sthan others.
than this, just as some people can run further distances ekl
Tt is wise to consider your students as short distance runner.
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learning differs from problem solving., Skill learning instruction

must be broken up with distributive education of trainii: " Consequently,
if you are teaching a management skill, be prepared in viut schedule

to function in.a fashion similar to the athletic coach. '"Training
breaks" are éssential to learning this type of skill. Skill teaching
must be handled differently from problem solving teaching. An o
instiQute's curriculum must reflect this if learning is to be at a
maximum, Some of the suggestions that were made by these developed
educators, One: Limit your lecturé to 25 minutes. Two: Follow

each information-gaining session with a discussion period and then

a written session requiring the students to use this newly-acquired
information. Three: In institutes or training sessions where men are
gathered for a period of time, make every effort to split. the training
day into two parts with the morning (first half or howéver you want
to handle 1it) for pure lecture and discugsion., Then, in the afternoon,
follow with a workshop. Fourthy Avoid presentation of lecture material
unless it is separated by substantial periods of rest or involvement

in some other kind of unallied activity.

If you're concerned with the student getting something valuable,

he must be given an opportunity to integrate his past learning. This
requires periods of rest between each session, Give him an opportunity
to absorb this stuff, make it meaningful. Approaches to institute
training must be made with caution, The trained administrators spare

no effort in determining whether the progrém is really furthering

a man's development or whether it is realiy standing in his way

and this is one of the great responsibilities of a training administrator.

. After these sessipns with the educational paychologist, it was decided
~ that we were going to experiment *ith this material, A course was

developed which for all practical purposes would be parallel to this
three-week Management Institute for Command Supervisors that we had

been working with for some time, We called it by another name -

we called it Administration for Middle Management Personnel. Instead

of having the students.in class for six 50-minute periods Monday through
Friday for three consecutive weeks, we put the program on a semester
basis and met three times a week, three hourly sessions, with coffee
breaks frequently. Oftentimes the discussions were so intense the
scheduled break was forgotten, The student/trainee gave us everything

he had in those three hours and it was very rewarding for all of us.
Assignments were increased and although the cases were assigned as
homework, they were completed at home as homework, The time spent

in class was used to define problems and to further the discussion

of the problems. This increased learning. Toward the end of the semester
students were already inspired to continue. This too was very gratifying.
Feedback from.a couple of department heads indicated that communications
between themselves and their management trainees had increased as

though scme miracle had ogcurred,

What heppened thdat didn't happen in the mass education program? Our answer

1s that learning had taken place. Why more learning than in the

concentrated three weeks program? We feel the student was in a less
demanding situation. He had time to absorb it, to understand and to
make it more meaningful by making it a part of his own work program.
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‘they are finding out th

.ourselves what we are trying:

‘ i at -he
The information was fed to him in a more acceptable fashion th

t 1t even the
could cope with and that is important. Wi zzesgzlgoizztézvzaily'
: S ae “cannot assimilat 4 .
best knowledge assimilators cann Some approach this level

' i tive weeks.
instruction for three. consecutiV . s
but training groups don't always expect to find ;22i: sZEdents,'
‘n their classes; although they do get many exce:l , s,
th “hat you must give them a fair chance

o Anatl ‘s a fair method of teaching, a '
to learn, This institute approach 1is o half century ago.

method that has been proven by éducgtorﬁ more : half ceneet

On this matter of mass versus distributive learming, here 18 o ask
\Flic ' : e need to look at our CUrric . -

conflist.  He Beoept N in to do. Through distributive approaches,

i i ‘ i can o¢eur.
ving-learning or skill learning

meaningful problem sol o

Is it a.short week of learning or longAweek?:_Argtxzrcggigzé e
" i{mmediate retention or delayed retention ox, il © " wé do 1Ty

" he students to remember it six weeks from now oOr do e
4Want‘t e i he retains-it. In each. state the wording 18 d% ege h.n
ierigozhezzgquestioné were listed on one ‘side 9? yo;r 1§d§:;e32at21§‘
checked against what actually is.happenlng, we W1iindii; ey
whether our programs are furthering leérqlng or ser pi training~”‘

of learning. If the practice of th§ elght hou? ? ¢ < Y ey

ion is to contiriue on & hit, skip, kit bas%s, e atlons e

Sessﬁol' ists.Say‘the money being used for it is bélng poure S
gizinO o%he‘trainers in this field are féallyiwastln% ahizteoare;

and tﬁe administrators who are standing 1nftbe Wayno m:th5i, T
really standing in the way of a much better tra;n:Ag method: case

is kind of ridiculous when resources are so s.;)carct‘;"a E oot

of mass versus distributive education were gitven

‘ d only take them five minutes Co decide the case.

jury, it woul : cids ire
%trg;s been estimated that 95 percent of our training dollars _

i i ique is
going down the drain because our superior Eezchmgidzicgzlis 2 e
not understood, and consequently, not applie .t Loday L T of our
change te a more positive‘philosophy and accea Las® ideag o
organization. Thank you for:gllow1ng me;tp s are. ‘

1
you.
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Multi-Format Management Programming Concept

'Mgr;in R. Gardner

In the development of_ahy training program, there are some basic steps

that have to be followed, First of all is the identification of specific

skill development or knowledge development needs. The sacond is in
determining your trainee audience, in other words, the group to whom

you are to apply the program. Aad the third equally eritical consideration

‘is the limitation of resources for funding and personnel available to

develop and implement the program. We have almost habitually considered

training or education to be limited to a gpecific lecturer-group
relationship. The expense involved in training on a one-to-one
relationship was too expensive to consider,

However, I would like to toss out a. couple of ideés here which you

- may want to strongly consider when implementing management programs '
- at the regional level.

Sometime ago, some of us began to try to determine wherein we could
meet needs that seemed almost compliciting each other. Many of you
administrators who are responsible fo:* the development of programs
aré aware that you can't always pull somebody free for a two-day
session or a week-long session., You may have definite needs that
have been identified in management, You may have a definite audience
targeted on, You may have quite a lot of resources available, both
personnel and finances for the implementation of a program; but in
the actual design and implementation of the program, you become fully

cognizant that you may have to take an alternative route - a lateral
thinking approach. v ‘ C

Now, there have been experimentations with things like correspondence

~and extension training courses. There have been studies designed

to determine the relative effectiveness of programmed instruction
versus lecture, classroom instruction versus television, on and on
and on we could go, There is evidence which appears to indicate that

there is really not too much of a difference between the different methods

of presenting material - that they're all equally effective witi. proper
background and development, Based on this, some people and I sat

down and tried to evolve some type of approach to management training
that would respond to the needs of the fellows who require the

training but cannot come to a central location for it, What we
ultimately came up with amounted to a multi-format type presentation
where the managers would be brought together for a one-~day orientation,
provided with programmed instruction material, sent back to theiy
jurisdiction for certain periods of time, returned for re-orientation,
for problem solving and discussion in a workshop ¢ :ssion, given other
programmed instruction materials and correspondeiice materials and
access to other resources; this could go on and ¢i and on, Obviously,
in the course of this training approach, you hav# to have testing

to determine wherein the needs continue 'to preva:i, where they have

been met, if they have been met, Remedial actions that might be
necessitated,
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~ For you who would.qbdsidér mee&ing”all nééds; this offers a possibility
to you. . When you break down into regional workshops, this topic might
be addressed.  The Manpower Development Assistance Division in LEAA

" and the Regional Manpower Development Spécialists will offer you
assistance in the design of a program that is going to meet your specific

needs. -

The advent of audio recording media and methods, as well as video tape
recording and other television applications, has opened up additional
‘avenues for the conveying of training materials to the trainee, ;
wherever he might be. Technological, developments of the recent past,
coupled with availability of hardware, software and program development
_dssigtancé, can serve Lo answer some of these needs for training wherein
‘the trainee is not available to attend what has in the past been

presented in.in-residence prograiming of long duration.

-2
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State Planning Agency Problems

a

The following notes are provided’ in regards to problems delineated

by SPA's Manpower Development Specialists. The SPAs are well aware

of many common problems. They felt that generally there was much need
for training programs sponsored by LEAA in the areas of:

1. Program evaluation ; -

2, Methodology in regards to the delivery of technical assistance

3. Grant administration

4, Information systems

5. Data collecting systems’ o = '

6. Special problem solving training Programs that would be customized
for each state, .

B

There was also general agreement among the SPAs and M.D. Specialists

present, that due to the regional variation of problems, euch Manpower .

Development Specialist should have free rein, but operating within

national policy guidelines, in developing training progrdams to meet

the needs of his region, and that Washington (MDAD) would then receive

inputs regarding general national needs.from these ten specialists,

This is not to say that Washington should not develop general parameters

AR ) : in which the Manpower Development funds are to be used in regards

S - _ ‘ o , to SPA and local planning training., Although it.1s considered that,
S ' o ' ' due to the variation in the expertise level of each state, specific
program devlopment must be done at a regional level. Any attempt to
develop a national program in regards to specific types of training
would in some cases undershbot the target and in some ‘cases overshoot
the target. The SPAs and Manpower Development Specialists were very
insistant upon this type of delivery system, We further discussed
methodologies that could be employed in developing national policy
and one which all agreed upon was to bring in each of the Manpower

- Development Specialists and/or his RA to a. meeting and together

‘hammer out some national guidelines under which they would operate.
Then, let each Manpower Development Specialist within his region develop,
with his SPAs, programs which would meet their specific needs. This
very possible is the only method in' which the regionalization of the
407 training funds can be accomplished,

S
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Manpower Development Problems of Police

A, RECRUITING FOR POLICE
The problems as outlined in the large meeting were:

Restrictive residence
Minority recruitment
- Civil.service barriers
Para-professional recruiting .

W s

‘At the small meeting of group #1, the following problems were also.:

brought up:
5. Delay in time between job opening and hiring procedure. to
fiil the position, . S .
6. The problem of the rule of one-in-three for hiring. . °

The group took the following positions on some of the problem points,

as well as some general premises in the recruiting area. oo
Broad statement on recommendation in recruiting: Based upon the

premise that state-wide establishing of reasonable standards for law
enforcement recruiting has brought about a rise in the caliber and,
quality of law enforcement, we would recommend that all states establish
© legal body of standards to establish realistic, practical standards
for law enforcement officers. ‘

Broad statement: Salaries must be adequate and competitive between

jurisdictions within the general area of the jurisdiction as weil as
in general line with the nation-wide area, taking into consideration
cost of living and other pertinent financial informationm.

Broad statement: Regional and national level testing should be
established in arzas near the source of applicants. '

Racommendation as to Problem #1, Restrictive Residence, is as follows.
The group recommends the position that residence requirements and voting
requirements be totally eliminated from all recruiting standards.
Regardless of chronological age of applicants, tests should be researched
and devloped to determine maturity for police applicants not based
exactly on chronological age.

Problem #2, Minority recruitment: This problem the group felt would

best be handled through the concepts of cadet programs and/or the

concept of para-professional hiring; Community Service Officer could

be used to upgrade through experience and education to meet the standards.
which are constantly being increased for the recruiting of police,

Problem #3, Civil service barriers: It is felt that in some cases.
this is almost the same as what has been discussed under restrictive
residence. It is recommended that the concept of lateral entry should
be encouraged as an aid to recruiting, ~ '

Problem #4, Para-professional recruiting: The recommendation of the
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Manpower Develépment1Prob1ems'of.Police

' TING FOR POLICE : R
. %ﬁzRgzoblems as outlined in the large megting were

1. Restrictive residence
2, Minority recruitment
3, Civil service barriers

4. Para-professional recruiting

i hle e also::
At tﬁe small meeting of group #1, the followlng problemg wer atso
: : eni “hiri dure to
brought gglay in time between job opening and hiring prgce»u )
' £1i11 the position. -~ i C ine
6 ;;e problgm of the rule of one-ln—thrge for hiring |
) ' ' ' L sints
| ing 1tix n some of the problem pgln. s
took the following positions o L ot poin
igewgigugs some general premises in the‘rectuitingvarga

‘ k R on the
d statement on recommendation in recruiting. .gaiegdzgds e e
Broa‘ that state-wide establishing of reasonable sta B e nd
Pafores t recruiting has 'brought about a rise in the cat tesfestéblish
enfo?ceme; law enforcement, we would recommend that all's i s escabs
:uii;:{‘godyazf standards to establish realistic, practical st !

for law enforcement officers.

’ etitive between
Broad statement: - Salaries must be adequate aqd ?gggitign e T as
jurisdictions within the general agea'of thiaiggg'into‘consideration
: i ; ion-wide area, t¢ y
n general line with the nation-wid . tak 0 o
ios%‘of 1iving and other pertinent financial informati ’

1 1le sti uld be
Broad statement: Régional and national 1eve%»teitlng sho be
established in areas near the‘source pf gppl}can .

R ' i i follows.
ne ion to Problem #1, Restrictive Residence, is as .
?ﬁ:ogiiziazzzgm;ans the position that residence f?gﬁirzﬁzﬁgerZ? v g
requirements be totally eliminated frpm.all reczukés zhould o msearched
Regardless of chronological age of appllca?ts, eiicants ot based
and devloped to determine maturity for pol}ce app »
exactly on chronological age.

‘ ‘felt would
Problem #2, Minority recruitment: This prqblem theai§°:§d50r o
best be handled through the concepts of cad?t p;ogrice Officer could
concept of para-professional hiring; Community grv o eet the standards
be used to upgrade through experience and educat::.or;t.n oE solice.
which are constantly being increased for the recruiting ‘ €

‘ e in some cases.:
Problem #3, Civil setvice barriers: It is felt tSainzzr R trdctive
this is almost the same as what has been discuss; . téral'ehtry chould
residence, - It is recommended that the concept o ? BT
be encouraged as an aid to recruiting,

. tion of the
Problem #4, Para-professional recruiting: The recommendatio
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original Crime Report on the concept of Commu
should be encouraged and re-recommended, - ot

Problem #5, Delay
The recommendation in this area i

nity Service Officer

in time between job opening .and hiring procedure:
s that testing should be continuous

and competitive in the recruitmert area,

Problem #6, The rule of one-in-
that it should be abolished as the
at this time to be totally valid,

three for hiring: It is recommended
system is not. that sbphisticated

B. CAREER DEVELOPMENT

1.

2.

High turnover of collega trained

- 4. Police agent programs’ ,

b, Street-level career development

Lateéral entry .

a. - Civilian experts
«b: Specialized areas of policing support fun:tions
Internal talent search

a,

Research and development of manpower resources )
b. Certification system based on training/education -
¢. Career counseling - '

d. ‘Budgeting for curriculum development

Performance appraisal

@. Must be as objective as possible. (FAIRNESS)

b. Must be a valid test.

Job .(Career rotation)
~a, With recruits - intern .program

b. Skill-bank within state

Women Officers oo '

a. Pennsylvania State Police Academy program

b. Patrolmen and staff recruitment (women)

C. TRAINING/EDUCATION
1.

Management/Supervisory'training,

a. Academy training .

b. - Individual agency training

¢.. State minimum standards

d. College resources

€.. Executive training certificates

f. Reciprocal agreements

g. Interstate collective training
Curriculum Development ‘

a. vEvaluation and demonstration projects
b..:Project STAR , '

¢, :Development. of curriculum specialists
d, Participatory curriculum development

e. Role and job analysis - basis for curriculum development
Training of Trainer :

a8, ~Minimum standards for instructors

b, Pilot programs for instructor training
Certification of correspondence’ courses

a. Cable television

b, Audio/visual use
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c. Educational television
d. Training by mall -
. Interdisciplinary Training :
’ a. GJS centers/cost effective

SALARY /BENEFITS
1.  Competitive salary struc?ure
2. Progressive salary/benefits plans

SELECTION STANDARDS garding age, height, weight,

1., More flexible selection standards re

i ndards
and other physical stan .
2 R;ise educational standards- high schoo
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1, A.A., B.A., etc.

11,

P III.

v,

VI.

Manpower and Training Problems in Corrections

P

Racial Tensions in the Prisons

A,

B.

C.

There is not enough recognition given to the
cultures in our Prisons and in our society. :
Need to improve communications between minority-majority‘
staff, and staff-inmates, ' ' :
Present traditional training methods designed to improve these
communications are ineffective, ' ST e

various sub-

Need Effective Minority Recruitment.

A,

Need to Examine

Hoow>

There is a lack of
of objectives.
development,

all too often does not recognize cultural differences,
attempt to meet thege differences with a differential
approach that relates a specific segment of the
to the various correctional occupational levels,

Recruitment
nor does it
recruitment
sub-culture

the Barriers to Minority Recruitment,

Present selection criteria select out minority candidates,
Rural location of institutions.

Resistance by white personnel,

Lack of promotional opportunities,

Minority recruitment is often unplanned and lacks a systems
approach,

_Some reluctance of minority members to accept - jobs in corrections

for fear of losing credibility with their sub-culture,
Slow turnover and slow promotional possibilities versus need
for rapid increase in numbers of minority personnel.

Need to expand recruitment to include women, ex-offenders,

“and Physically handicapped,

policy commitment to planning and setting
This applies to training, recruitment, and employee

There is a need to Professionalize correctional work,

Training ’

Need to develop standardized training programs. There should
be an agreed upon body of knowledge necessary to all criminal
justice personnel.

We do not have any basic data upon which to base staff-
development programs, or correctional objectives. We ara

not about what we want corrections to do.

Training is fragmented and irrelevant. It should be established
on the basis of a continuum of service, How can this: be
accomplished?

There is a lack of objective search and assessment upon which
to base the development of training programs.

Administrative support for training is often lacking,
Training often does not improve promotional opportunity,
although it raises expectations in the trainee,

Need to develop mechanisms for disseminating information
about training programs,
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VII.

VITI.

X,

XI.

X111,

XI1I,

X1V,

XV,

H, How can the self-perceptions of the correctional worker and
the perceptions of him by ivhe offender be resolved and
incorporated in training prograis?
How can the trainee by given the opportunity to utilize his training
when the system is not flexible and cannot or will not accommodate
to new methods, or training induced behavior charge? '

To a great extent corrections has been taken out of politics by

the introduction of Civil Service and the merit system. However,
these systems, by their inflexibility, are in conflict with new
objectives, such as recruiting minorities and the need to introduce

new staff devélopment programs.

l

There is little transfer of knowledge about new methods, technigues,
organizational arrangements, etc. between correctional systems,.
How do we improve this kind of communication?

Increasingly the community is becoming interested in what corrections
is doing. Political awareness both within prisons and in the ‘
community is creating problems for the administrator. How can
corrections generally, and the institution in particular, use

what seems to be a conflict situation to achieve rehabilitative
goals? What role can training, recruitment and manpower development

“programs assist in alleviating this problem? :

Colleges and universities are reluctant to ‘design special programs
to meet the needs of correctional personnel. ‘

Generally, correctional systems lack the funds to establish and
maintain training programs.

Need to develop personnel performanqe-standards.‘

Corrections needs to develop relationships and mechanisms for the
effective use of volunteers, community resources, and related

agencies,

Corrections, 1ike all public and private bureaucracies, functions
on the basis of informal organizations and relationships that
exist below the surface of the formal organization chart and
official procedure. This informal structure often hinders change
especially in recruiting, promotion, traihing, and in the
establishment of new methods and procedures.
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1,

2

3.

4.
5.

6.
7.

8.

9.

10.-

11,

12.

13,

15,
16.

Manpower Development in the Courts

Lac F aw e
¥ k”;ftﬁza;33§§i of‘courts manpoewsy -related problems::
Bi By state legislatures |
C. By state Planning Agencies
kackP?f information among courts -
. osecuti : ies and
}' Meaﬁ;ogé ::fizsznsgenc1es and personnel concerniﬁg:‘
27 Research and demonstration results
3¢ Models which work, ate.
Iack4éf zfsogzces and expertige :
. 1 effecti Tt i .
renpover relategt;¥§b§2;2?ture Ih Most states to deal with courts,
g.faTo:?gt goals, priorities ‘ |
Do bine propring ox to implament reoms
prcsoni defen;Z:str:;Slng pr?g?ams in most states for courts
s rt admlnlstrators, clerks, aids, etc. ’

Recruitment s
Poor, especial i : .
expense bad. » €SP ly in prosecutor office, retention

;acg oflcareer development~plans,
o - invo i
N vement of judges due often

udicial Independence."
Lack of mana ;

gement resources in m !

otttans " re (i WMost courts, prosecutor and d
need>fér gz:itsnt mlsg§e of judicial and prosecutional fesoutzzz?der
nseisior Mo .courts aids, paraprofessionals; pancis of legal g
aoet "E C.-assist appellate courts, ete 8
] ure ) k ;
Tailu elgmesgzrtz :Ed Prosecution to coordinzce effectively with

Ch 5 0 e syste 1 ir bigheci
il ; 2 System esp§c1a11y i plg‘clty,~higthOlume
Archaic ctices: r : 7
arend thia:zé rules énd Practices; result in waste of manpower
'Failure " Cosrgf gzsalslde 50vo; eXcessive ugse of Gfénd Juries

; ) reilated agencies t '

ggsultlng in court congestion (ESISISS €0 properly sereen cases

ten no means to digcipl4 i
: cipline or re i en i
Tedens o aftien g move incompetent or dishonest
Lack of sufficient - ‘

' ent personnel &
courts and officiais, . - . ade

prlma?lly due to poor management,
to misconceived concepts of

Part time i s ‘ :
Lack of §r§ZS§:§'Or orficials who often have conflict of interests

ion training for - ) .
they assume office. g for new judges or prosecutors before
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Report and Recommendations of the Courts Workshop -

‘ ' p anpower prolilems require for-
While.we recogni%etzgi: gzuigi-ziiizzdrilaged skills and pe?sonnel,
solution he a§313 thrdughout‘our deliberations that our prlmary[all
N e bl is to get the court's people themse}ves, espec’ glems
threshold problem_ls iy oigoing consideration of court’s manpoyarfpro 1S .
' olvedéls 2tates'or large cities effectivevmech?nismsblzzsk
' There exists oo ‘e'The‘firsﬁ step in addressing ;he cou:t s pio ¢
thie %nvolvemenié be to assist in the creation and strengtheniggrEd
identlfi?d Sh:zhanisms to achieve this involveme?t. iw;kcgzs
appiopzizﬁiu?tures,~mechanisms.and techniques which mig
Z;;rggriate to different state situations).

Judges, inv

» ey 1 ou ()1

Ong Wi h. e i d (o] ] b

: in them differ
understood that courts and the lawyers who work within hem d

i i in that: ) :
from1Poléce:anddZZiiiZtignihe main with individuals (usually elected),
e are de n tY : ‘
not agencies, and; ; ' ti £ thé fact that the courts
' aints arising out of t , ars.
2. There :Z:aizzztgranch of government under separation of pow
are a i .

' tivity and
ur concensus, therefore, that manpower dezﬁio§?§:§ i:ve1‘ y
rending in the courts area must be primarily at " L e eotvenant
Spend%gg tﬁe structures for defining responsibilit es;tgbe o od
zgdb:;aining and implementation 0: proizzzzi 1232? Tg  ovide and
it d support at the na & e
by more activltyrznfor zesearch, information exchaqge §ndlsu§§ natignal
?trengghen gi:tz level) education and training particularly
but above !

or one-of-a-kind situations like the:

Courts
tional Center for State
E:tional Center for Prosecution Managemen;or sedteial,
jonal Colleges, Academics, Institutes v o ratning, ete.
nat ;n eéutional Defense and Court Administratio
ros s

» ' ig-=~
; interdisciplinary bas
roaches---especially on an ary ba

(LEAA% ?igizzzlvzgﬁe at this time at least untillmoreHE$:§Z§ -
beon ¢ omplished at the state and nat%onal 1evas.e Howe to,create
e agc agvise’use of Sec. 407 funds in the LEAA T gcucion CSreate
StrOZE zo-it or skills capabilities in courts - prosecu
?ﬁw;he states and in the SPA's 4in areas such as:

nt
1 | Understanding the importance of development of management

3 . Itlcr eas itl public atld lnedia u derstand 1, [o] courts r Oble‘ms

" ! T
How to get judges involved in dealing with courts’ manpowe
ow
and management problems.

»
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We also recommend that whatever impediments, real or imagined, exist
with respect of use of Sec. 406 funds for Pre-.or in-service training
of lawyers (judges, defenders, Prosecutors, law clerks) Or court
managers of court aids, be eliminated as soon as possible and the
universities, colleges, and institutes offering education for such
personnel be qual fied to receiye LEEP funds,

Specifié goals identified included:

1. Establish a structure within each state (and large city where
appropriate) to consider. and create courts manpower, Development
plans and Programs. Such structure should define responsibilities
with respect to courts';manpOWet development.,

2. Every state (and large city) should provide for the conduct
of a comprehensive survey and assessment of court's manpower
needs identifying among other things existing and needed
numbers, grade and experience levels of personnel, job
descriptions (including para judicial and para legal, courts'
aids etc.) and needed community resource both within and without
the criminal justice system, SPA's should provide  funds when
appropriate,

3. S8PA's should fund the staffing of appropriate mechanisms

- in each state, g0 county prosecution and defenses can deal

. with and develop Programs to meet their needs (see 1 above),
"Some such mechanisms are:

Judicial Councils : ;
- Councils of Prosecutors or Attorney General offices
Judicial Conferences.
State Court Administrator
State Public Defender
Ad hoc or bar association related committees
Prosecutor training co-~ordinatorg
4. Education and training (courts including-selected-personnel,
prosecution, defense).  Each state should have a comprehengive,
ongoing training plan addressing needs for:
a. Pre-service training
b. Annual update
¢. National or regional education or overview of the
Judicial process ete.
d. Specialized training:
" (1) Management and Administration,
(2) Search and Selzure, etc.
e, Individualized study programs
f. Materials development - desk, books, tape cassettes,

video tapes of moot courts, new developments in the
law etc,

In such a plan should ideally reside the responsibility for training
in one place in the state, poassibly

a law school or law center,

5. There is a need to develop at appropriate levels training courseg
for assigned defense counsel as well as for full-time public
defenders, R C

6. LEAN and SPA's need to develop a better understanding of the
manpower and training needs of courts, prosecution, defense
and need to provide more information on training resources,
national and state, workable state‘models ete.
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Closing Address

Jerris Leonard

Mr, toast-master Kirshner, Father Spillane, Judge Orbomb, Attorney

General Meyer, Mayor Leahy, my friend and former State Senator colleague,
Senator Leudtke, President Fred Mcssman of the Exchange Club, distinguished
members of the cr minal justice community who are here today, my

associates in LEAA, the Department of Justice and friends:

I have a number of reasons for being proud apd pleased to be here
today., Certainly on the occasion of this 25th anniversary of the
Exchange Club recognizing and promoting the law enforcement community
and the criminal justice community, And it is a particular pleasure
because of that'quarter-century.

Before I get into my prepared remarks, I would like to take just a v
couple of minutes, if T way, to give some recognition to two people

and the organizations they represent in this room today. Both of them -
are associates of mine, one in a very close sense and the other in a
sense of being with the Department of Justice. I would like to give
some public recognition to Carl Hamm. - It may sound like a bit of -
nepotism if you listen to the introduction of him, as he happens to be
from my home town, but I assure you that his entry into this job as
Director of the Manpower Development Assistance Division of LEAA was
really coincidental to our friendship, as he was with the International
Association Chiefs of Police in Washington at the time. Carl is a
"cop" who has worked the streets of Milwaukee, who has headed the

Youth Aide Bureau of that very fine police department and has continued
his education, getting his masters degree from the University of
Wisconsin in Milwaukee, while he was with the police community. To him
and his associate, Martin Gardner, who so well has coordinated this
conference, and to our people that are here from our regional offices
who have worked under the general supervision and direction of Carl,

to all of you, Carl, and your associates 1 want to pay tribute to

the very fine job that you are doing in this very difficult area,

We have some thirty million dollars this year in Educational Development
Funds, actually a little bit more than that, and it's & big program.

It is a difficult one to manage and manage properly, and I think

Carl is doing an overwhelming job.

I would like to have you,; President Mossman, and your friends, and
your associates in the Exchange Club, and the other guests that are
here today give Carl Hamm and his associates in manpower development
a nice hand for this conference. E

It is somewhat ironic, I thought to myself as I sat here, that
throughout the United States we in LEAA don't promote luncheons such

as this and label them J, Edgar Hoover testimonial dinners or luncheons.
Today in 1971 and 1972 America has become intensely interested in
criminal justice education, and yet the truth of the matter is that

~ it is the Director of the FBI who for so many years has provided

leadership not only for his own training program, the training of his
own people, but has also provided leadership for the training of both
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; of . N . A .
itizens, supporting state and local govern@ent w;thaut t2§1tyg§n,t : the alternative is a national police force run from Washington by Federal
§501ueﬁﬁé we sometimes see coming from Washington. z g:linzﬁency- ; bureaucrats, and I don’t think any of us want a part of that. There have
need any influence from Washingtoun to reduce crime an « been all topo many foreign countries throughout the history of the world

o ) or iust : Help in the form of funds, yes. General guidance—-possibly in the area
the local law enforcement personnel. ﬁ th;zng: :gguig gizsieiderghip of disseminating group information apd letting people know what programs
a moment and give some recogn}tlon 20 diéation We should pay special § are worﬁlng iround the Uni?ed States-~yes., But we don't need "Big
in manpower development training an ﬁ de the.whole deve Lopment 4 Brother" or "Unele Sggar"'ln Washington to tell us how to solve the : '
tribute today to his ass?c1ate, Vbo eads charge of training and » ?roblems of the criminal Justice system at the local level. I think

' manpower program, the Assistant Director im § if more local groups did as much for the citizens of their communities
education, Joe Casper. i ] as yogr‘Exchange.Club is ?oing here in Omaha, I think drastic reductions
' ' ther reéson~—because 1 think ‘ in crime and delinguency in fhe United States would come much faster,

Tt is a special privi}ege to me f9g Zno re than their share of leadership ¢ Governyentz after all, to those of us who 1ike.to think we have spent
this state and this ?1ty have gr0V1 3 mosenior Senator, Roman Hruska, some time in it gn? we learned something from it, has‘to be clqse
to the criminal justice community. ourH is one of the principal to_the people.‘ It's got to be responsive to the people. That is the
is one of the real leaders nationally. He 1Sd I better bow because philosophy behind the President's program for a Federal-state-local
authors of the Omnibus Crime Control Bl?l, an And my varm Tespeats parinership in local law enforcement and criminal justice. I can attest
it is the bill under which my agency op?ratisénd'consistent supporter Lo the fact that for the 1? years I served in the Wisconsin Legislature
to Senator Carl Curtis, who has ?een a oji Collister, Congressman Thone, I always had a sneaky suspicion that all wisdom and knowledge did not
of our programs. On the House side, John liter and’the five of them, repose on ?he banks of the Potomac, and I've been there for three years
and Congressman Martin have been good suppo : ia Washington in their now and it's no longer suspicion, Tt is absolutely confirmed. This
“ T think, make up a 1itt1§ group s?conf §°dnz? gency. They are out there 1s also the reason for the President's proposal on revenue sharing, It ig
dedication to the reduction of crime an N e 1:2 rams.in the reduction to make funds available to the cities, counties, and states. It is the
voting and supporting our program ?nd qﬁ erfpregthat you should be t091.local government needs to meet the new responsibilities they keep
of crime and delinquency, and I thlﬂ? t ;re 0o % in Washington. gaining every day, Everyday the problem comes up at the local level
congratulated on the job they are doing for yo of government. All the money is in Washington, and we h?ve got to
. Ly ood Chief of Police Dick Andersen, share some o? that money that ﬁas beer. collected thare w1th‘state’
fmaha has helped us in other ways. our g here--both serve as members and local units of govgrnment if we want the problems of this nation
and Bob Kutak, one of your 1oca1.b?rris§eriice Standards and Goals, solvedf At the Same time every citizen, every civie group, has to do
of the National Commission on Crlﬁlna 4 Siich is going to make such a more to make governnmnt.work, whether it is in the field of crime
which I ?pPOintEd-So:zozozzh;ogitiégazhe way and providing the bench reduction or any other important area of concern.
z::izaggialliozérisuwho work in the cr?minél justice Sys;::.a ?:igzi:e The law enforcement assistance task is to help state and local units of
Chief Andersen's and Bob Kutak's contrlbuﬁ10§, azdngAa%Pilot city", government reduce crime--to help make their police ‘departments, their
to Omaha and to Nebraska. Of course, Om? a 2§na well and developing | courts, and the%r offender rehabilitation services more efficient
Mr. Mayor, and we hope that the program lSIgam‘ionfident it will. and more effective, The key word is "effective." We want to put
an integrated c¢riminal Justxcg system, a: hip of you men in the ourselvgs out of busmness.. My asso?lates in LEAA will tell you ?hat
Because of the local leadership, the 1e§1irs lside us a model for the every time I go to the Feglona} offlcg or.talg to one of the divisions
e¢riminal justice community gemerally, wi Prgher claim to fame, I-tell.them~that‘t?e philosophical ObJeCthE‘lS to put ourselves out_
entire nation. Of course, Nebraska has onetoblish all the way from of business by giving the §tate and local units the Fools to do'the job
that is, the fact that it has manéged Lo ez : der on the gridiron, themselves. The real day~1n~and—§ay-out work of‘maklng our cities,
ﬁéwaii to the Orange Bowl a certain 1aw-§n ~orde soan villages, a?d Lowns more secure from crime and violence must hg performed
and I would hate to have that group chasing me as a p by people 1ike yourselves--people who know what the.local problems
to bring you the regards and regrets ?reLazz knoy 2ow best to solye fhose pr?blems. It is to yog that we
I would like to pause for a moment o hg I spoke yesterday. He asked ; in LE look for advice and it is the gl?d of.adv%ce we need to solve
éf Attorney General John Mitchell, with w ?mh tiz President, and 1 ' the problems of law e?forcement and crlm}nal Justice thr?ughout the
that he be remembered, On Monday,.lvmet wit Toice o briné you for z country, Ea?h community is a par? of th}s proces§. Individual 1oc§l
want you to know that he did not give me any'a v mber 1, even the % agen?igs devise what we hope are 1?novat1ve.techn1qu?s to make poss%ble
improving your football team. See,,wheg you're nu > { §1gn1f1c§nt progress in the reduction of crime and disorder. As this
President hesitates to give you any advice. 5 1nformat%on is dgveloped, LEAé passes‘it on to oth§r agencies-and
. I want to mention the Omaha ; accompan1e§ it wgth the tec?nlcal ass%sténce and thh.the money to put
There are two audiences here todaY-_ F%rszh xiﬁd of public spirit you E ?heSe new ideas into operation, B?t it is the local 1niti§tive tha?
Exchange Glub. President Mossma?,‘lt 1; € é would like to see flourish i is the key to ?hls process, That is the’huart and the braing of‘thls
show by this luncheon and recognition that we ¢ to see in the state and f system. That is the essence‘of the American GoYernment, and it ig
in every corner of the country., All of us gag layed by individual i the essence of what makes t?ls governwent SO unique among all govermments
local levels of government a stronger role being p % of the world., The alternative, my friends, and take these words seriously,
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that have come to grief by following the misguided idea that a National
Central Government could be an effective weapon against criminal activity.
It just won't work,

Let us keep what we have and let us make it better by sharing each
community's fresh techniques for encouraging better criminal justice.
It's groups such as yours, the Exchange Club, that make this system

of local initiative so viable. It is your support of your institutions
that make total Federal rule or responsibility out of place in this
democracy of ours. You and groups like yours are a credit not only

to your city and to your state but also to your nation, Mr. President.

In addition to the Exchange Club Members and their guests, we have in
our audience today a group of experts who have been attending this
conference sponsored by LEAA, Since you arrived here last Sunday you
have heard a considerable amount, I'm sure, of discussion about criminal
justice as a system, Therefore, I'm going to refrain from burdening
you with any lengthy description about those problems. But I would
like to call your attention to the importance of what you and others
like you everywhere in America are now doing for the first time.

You are talking to one-another. That may sound simple, but. the truth
of the matter is that it hasn't really been done before. Moreover,
this significant innovation promises to transform everyone's thinking
about the criminal justice system and its problems. Prior to LEAA the
criminal justice system as such really didn't exist. 1In almost every
community throughout the United States it wasn't there. There were
sheriffs who never talked to policemen, there were policemen who
never talked to judges, there were judges who never talked to the
warden, there were wardens who never talked to any other experts,
and there were experts who never sat dewn and talked together with the
public officials who lead the community. Tpday all that is changed.

One of LEAA's most significant accomplishments is the establishment of
criminal justice coordinating councils thzoughout the length and breadth
of America., As a result, the people who make decisions about enforcement,
adjudication, and rehabilitation now sit down and talk to one another.
They plan ahead to solve their mutual problems., They think about and
discuss how the action of one member agency affects the work anotherx

one is doing and how it affects the whole, They learn to be part .7

a team, in short, performing a single service for their community.

Now this system includes many different kinds of people with widely
varying professions, Judges, prosecutors, public defenders, probation
officers, psychologists, policemen, medical examiners, wardens, and

the like. One need that they all discovered is the need for more training--
training of the kind that will make them better professionals, yes.

true professionals. Another of the LEAA achievements is the law erforcement
education program, which makes education possible for tens of thousands

of people who might not otherwise be able to afford it. As all Federal
agencies, LEAA is addicted to acronyms, so we call it the LEEP

program. It really is 4 leap in many ways to more productive careers

for the men and women who are taking part. Surprising as it may

sound, criminal justice education is a relatively new idea. Programs

of law enforcement higher education began on &™small scale, very small
scale, in the Twenties,but it wasn't really until the Sixtles that

law enforcement and criminal justice agencies asked colleges and
professional groups to cooperate in studying the needs of the system

and how they are related to education. Just four years ago, the American
Association of Junior Colleges printed its fivst brochure urging a broader
approach to criminal justice education., There are more than 700,000
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of our fellow Americans that work in the criminal
and parole agencies. Some 50,000 of these 700¢OOOj;zszzzsiE::igzses
every year. That is, 7 percent every year are mew to the system
Most of the young professionals, in particular, need more educational
opportunities and that is what LEEP is all about. It is designed
to provide educational incentives by enabling students to aéquire more
learni?g and training without encurring additional financial expenses
Since it was launched three years ago, $72 million in loans agd granté
haye gone to nearly 230,000 students. ‘The President has asked Congress
this year for an additional $40 million for fiscal year 1973, This
would permit some 95,000 persoms to participate., Almost 1,000 junior
colleges and colleges and universities are in the job of t;aining
these men and women, of whom 84 percent work in the criminal justice
system. The remaining 16 percent are the young people who have made
a c?mmitment to go into the criminal justice system when they finish
the}; education, Eighty percent of those in the LEEP program are police
officers, and that is heartening. The balance come from corrections
gnd court personnel, These students enrolled part~time or full~time
zgm:dvziy_wide varietz ;f undergraduate and graduate courses, all t
increasing their i i
coliegs wonoreas tge firstng£:?310nal skills. Some are experiencing

I was in Detroit some weeks ago at a judicial conference a 3

I had to get from there to Chigago and some place else, th:; :ziiu:e
deputy sheriff out to pick me up from the Wayne County Sheriff's Office
That fellow was 43 years old and had three kids, and when he found out s
who ; was, I thought he was going to throw his arms around me and start
hugging me. Then he told me about how he was going to the Wayne County
Com@unity College and was in his secound year. The first year he was

a little afraid of what hig reception would be on campus, and it wasn't
very good. Some of the students called him a "pig" and some oéher
names, but as they got to know him and he got to know them things seemed
to work out, I asked him "What kind of & course were you taking?'

He got a big grin on his face and said, "Mr. Leonard, &ou won't believe
this but last year I took first and second semester freshman English

aqd I got a B both semesters," And the B proved that with the help

of the LEEP program, that at 43 yearg of age, he could go to college

and make progress. Even if he never gets a degree, the very fact

that he has proved to himself that he can do that is going to make

a better man out of him. Little stories like that, that you pick u

are indicative of how good this program ls, :

; got a letter recently from the police chief of a large ¢

Just want to quote a couple of the sentences: "I consfderiggé :ggcition
program one. of the most important and the most successful programs
launched, Education is inseparable from career development., The

entire community benefits by the educational upgrading of the police

officer. The la
o fecs i w enforcement education program has had a striking

What pleases me the most about that kind of a 1

E , etter is the fact that
it is an affirmation that LEAA is serving the local community in many
ways. LEEP, of course, is only part of the answer. We need more
training inside the individual law enforcement agency. There has to
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be more going on inside the individual agency, in addtion to the LEEF
program. But we are ready to help. This administration expects that
the funds that flow through LEAA are going to be put to good use, Good
government stems from officials who are dedicated to efficiency and
public service. I'm sure that you are aware of the President's.
forthright committment to make this nation safer for its citizens,

and I can assure you that he is making good on that pledge. When-

you leave here, “hawever, I hope that you ask yourselves: Am I doing
my part? It is not enough under your system of government to say that
the problem is being taken care of or solved in Washington. Each

one of us must make some kind of firm resolve to the President. . The
people of American who heretofore were discouraged, discouraged by
rampaging crime and violence, have taken heart in the last three

years, and today we hdve a revitalized Department of Justice. We

have new assistance through the Safe Streets Act. We have new .
initiatives in every state and local community throughout this nation; .
Citizens, I believe, are gaining, re-gaining confidence. There is a-
restored spirit, a reawakened sense that problems can be solved..
There is a confidence that crime can and will be sharply reduced. But
just because things are beginning to go well, I don't think we’

can let other people carry the ball. I don't have to tell you anything
about football here in Nebraska, but I want you to know that this is

a deadly serious game to restore the rule of law and decency. We

are still in the first "half." We are beginning to lead, but none

of us can become complacent. More hangs on the outcome of this game
than a Bowl invitation, or a national ranking. Lives depend on it,

and our efforts have got to be increased. President Nixon is carrying
out his pledges to bring crime under control, but all of us must not
only do our own share, but we must do a little bit more. When we
leave here T think we ought to remember that we have the same basic
responsibility no matter what our particular job is, and that is
simply that we have to work harder than we ever have before to reduce
crime. Let me preface these few final works with this 11 ttle story.
We had a Governor in Wisconsin once who used to say that for every
appointment he had to make there were 50 applicants., After he made
the decision and made the appointment, he had made 49 enemies and

one ingrate. : :

Now, Roland Leudtke and I have served in the Legislature and we have
voted on bills to raise taxes and appropriate money many, many times,
and sometimes it was painful. I've had constituents call me up and
"say: '"Leonard, you vote for that tax and you will be an ex-
‘legislater," and I've had to say: ‘Pal, friend, constituent, I'm
-sorry, but that money is going for a good program, and I'm in favor -

of the program. If I've got guts -enough to vote for the appropriation,

1'd better have guts enough to vote for the tax to pay for it."

But sometimes people, particularly those of us who have our feet
heavily in public service, don't recognize the obligation we have

to defend the programs. The truth of the matter is that there isn't
enough defense of the LEAA program coming from the local level of
government, and I don't just mean the mayprs and the state level of
govermment. I don't mean just the governors. As a matter of fact the
governors more than any other single group are providing the real
leadership. The state legislatures are beginning to provide some
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leadership, but ho | i
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the public defenders, and others wﬁ
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try to destroy this pr

. justice people?
the judges, the dist?ict agﬁsrneysr
fnd o are»beneficiaries of this - ’
ogramyfout there when some of the people
reasons aol el il Phokra or.whatev?r reason-~-some for political
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But this ig a
LS good program, Tt j .
the cities and the states to 1s the cutting edge that will allow

T think Mr, i ‘ »
r. President, the great job that your club is doing hete

is the second and fi
nal message I {
the end- would like to leave. 5 4
so0d ov:ver}’one of us knows that it is citizen su e;tbecause iy
government and that ig really what it is all gggut that makes

Thank you very much,
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