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I. INTRODUCTION

"The North Dakota Highway Patrol requesthed technical assistance in
(1) assessing its central office operaticns: (2) analyzing its management
practices; and (3) determining manpovwer requirements for the next five
years. The. report that follows summarizes the consultants' activitieé,
project findings and conclusions, and recommendations resulting from the
assistance provided.
Following are the names of key persons involved in the initiation
and processing of the request for technical assistance;
Requesting Agency: The North Dakota Highway Patrol
Col. Ralph M. Wood
Superintendent, NDHP
State Planning Agency: North Dakota Combined Law
Enforcement Council
Mr. Michael Hill
Law Enforcement Coordinator
Approving Agency: LEAA, Region VIII (Denver)
Mr. James Vetter
Police Specialist
On-site evaluation and data collection were conducted during the
period of February 4 - 6, 1976. While on-site, the consultants (1)
interviewed key members of the Highway Patrol, (2) devoted several hours
to on~site observations of central office operations and procediures: and

(3) reviewed historical data such as service activity reports and other

pertinent documents.
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Persons contacted during the study included:

The Hon. Arthur A. Link
Governor, State of North Dakota

Col. Ralph M. Wood
Superintendent, North Dakota Highway Patrol

Lt. Col. Ivan Hendricksen
Assistant Superintendent, NDHP

Maj. Orlin Benson
Operations Cfficer, NDHP

Lt. James Martin
Director of Training, NDHP

Lt. Arden Johnson
Motor Vehicles Inspection Officer, NDHP

Lit. Norman Evans
Safety Director, NDHP

Ms. Mary Schmidt
Data Processing Coordinator

Ms. Amanda Paulson
Accountant

Ms. Donna Arneson
Secretary to the Superintendent

Mr. James Johnson, Ph.D.
Director., REAP Project )

Mr. Robert Nelson

Highway Safety Division

North Dakota Highway Department

The report that follows represents the findings and conclusions of

the consultants assigned to the project. The analyses performed are based
upon data obtained and observations made during the three-day on-site visgit.
It should be mentioned here that the study was not intended to be a compre-
hensive review of all elements related to the question of organization,

management, and manpower allocation. But instead, the study was intended to:
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(1) generally assess the operation and management practices of the Patrol,

(é) to identify those readily observable problems confronting the NDHP as
related to the issues in items 1, and (3) to make recommendations for
improvement as necessary. The statements and recommended courses of action

contained herein should be viewed in this. context.
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II. STATEMENT OF THE PROBLEM

_ The North Dakota Highway Patrol anticipates increases in service

demands as a result of the full implementation of a coal development project

. in the Western and Central sections of the'State. Indications are that there

will be significant increases in population and motor vehicle traffic result-
ing from the project. The Supérintendent of the North Dakota Highway Patrol
expressed his concern about the patrols ability to provide additional services
with existing resources. Specific questions related to these concerns included:
¥ Are existing manpower resources adequate to prqvide
any increased service demands resulting from the
coal development project?
¥ Are existing facilities and equipment adequate to
provide any increased service demands?
¥ If not, what are the projected manpower, facilities
and equipment requirements?
¥  What chaﬁges in organizational structure and manage-
ment practices will be required, if any, to meet

future service demands?

Other concerns of equal importance related to current operations

were also expressed. Among them were:
*  Are existing manpower resources being utilized
| optimally?
¥ Are current management practices in keeping with

modern concepts and theories?

-4
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® Is the existing organizational structure appropriate
and logically designed?
¥ Are the existing operations carried off effectively

and efficiently?

‘The purpose of the technical assistance was to provide a general

~assessment of the organization, management, and manpower of the NDHP.

-Specifically, the study would provide answers to the questions cited above

and offer recommendations for organizational, management, and operational

improvement as warranted.
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IITI. ANALYSIS OF THE PROBLEM

Historical Background

The North Dakota Highway Patrol was created in 1935 by act of the
Twenty~fourth session of Legislative Assemply of the State of North Dakota.
The act authorized the State Highway Commissioner, with the consent of the
Governor, authority to appoint a State Highway Patrol Superintendent, and
Assistant Superintendent. The first five State Highway patrolmen were
appointed in 1936. The NDHP has grown steadily since that time.

Today, the North Dakota Highway Patrol serves an estimated statewide
population of approximately 680,000 persons in a 70,655 square mile area and
patrols more than 105,000 miles of public highways. The NDHP is headquartered
in the North Dakota State Capitol Building in Bismarck with offices located on
the ground floor. A more detailed discussion of headquarter's facilities will

appear later in this report.

Duties and Responsibilities of the Highway Patrol

The specific duties of the Patrol under the 1935 legislation were to
enforce the provisions of the laws of the State of Nortthakbta relating to
the protection aﬁd use of the public highways in the state, and the operation
of motor and other vehicles upon said highways. Highway'Patrolmen were vested
with all tge powers and duties of peace officers in the State of North Dakota

and their jurisdiction extended throughout the State.
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As the size of the patrol increased over the years, so has its

duties. Today, the duties and responsibilities of the NDHP include the

~ General police powers on highways and

specific responsibility for the enforcement
of the provisions of Title 39 and those
sections of Title 24 of the North Dakota

State Code that pertain directly to highways.

Making arrests on view and without warrant

for violations of Title 39 and 2k.

Directing traffic.

Inspecting vehicles, registration and
operators licenses.

Locating stolen vehicles; and inspecting any

vehicle in sny public garage or shop.

~ Serving warrants.

Investigating traffic accidents.
Investigating thefts of motor vehicles.
Taking applications for operators licenses.

Enforce all laws, rules and regulations related

to the closing hours of establishments selling

liguor or alcoholic beverages outside the limits
of incorporated cities and villages within the
State.

Serving as peace officers for enforecing the
provisions of the code at all state charitable

and penal institutions and on the state capitol

_grounds, or other state-owned properties.
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Additionally, the Highway Patrol is responsible for such non-
traffic related activities as (1) the investigation of aircraft accidents
and protection crash sites, (2) Civil Defense, and (3) such other special

agsignments as designated by the State legislature.

Current Organization Structure

A number of factors muét be considered in determining the appropriate-
structure‘of an organization. Among them are: agency goals and objectives,
available resources, functions to be performed, clientele, time of performance,
and geographic area to be served. Traditional organization theory has placed
heavy emphasis upon these factors as well as upon certain "orinciples” which
have been considered essential to effective agency performance. These prin-
ciples include:

(1) grouping of like functions

(é) unity of command

(3) staff-line relationships

(4) span of control

(5) preserving authority cormensurate with

responsibility.

To a large extent, the North Dakota Highway Patrol has been organized according
to the basic concepts and principles of organization theory. In February, 1976,

the NDHP was observed to be organized as is shown in Chart 1. As depicted, it

PR

i

is evident that the NDHP is organized in varying degrees according to: (1) func-

tions to be performed, (2) time of day during which the function is to be
performed, (3) clientele for whom the function is to be performed, and

(4) geographic location at which functions are to be performed.
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As currently organized, the NDHP consists of a Superintendent;
Assistant Superintendent; four staff units: Training, Personnel and Property,

Fiﬁégce,,and Safety and Vehicle Inspection; and Operations: ' eight territorial

- distriets reSponsible for field operations. The duties and responsibilities

of each of these operational uvnits is adequately defined either in the rules

and regulations manual or by some administrative directive. Therefore, further

discussion of areas of responsibility is not necessary here.

Organizational Improvement Needed

AEven though the organization of the NDHP adheres for the most part
to the basic principles of organization theory, there are, nevertheless,
several organizational changes that can be made to improve the agency's o#erall
effectiveness‘and efficiency.

- The proposed changes in the organizational structure of the NDHP are
illustrated in Chart iI. This proposed reorganization accomplishes the follow-
ing: . o

1. assembles activities of a support or
administrative nature together into a
more readily managed group of functions
and is called the Administrative
Services Bureau

2. calls for a grouping of field operations
into é specific bureau, as now, but sets
out the fouf western and four eastern
districts under specific commanders
reéommended to be captains. This arrange-
ment - should help to more closely control
and fuliy unify the most isolated JTield

posts with the urban districts
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3. makes the entire Department more cohesive,
establishes more clearly set out lines of
responsibility, and enhances informational
and policy flow

Lk, provides needed administrativé suppert to
the Superintendent by éstablishing within
his office an Administrative Assistant
position staffed with a lieutenanﬁ and a
Fiscal Affairs coordinator position staffed
by a civilian; and creates a Research and
Development unit, an Interna1}Security and
Inspections unit, a Property and Fleet
Manégement unit within the Administrative

Services Bureau,

Also, the training unit has been combined with the personnel
function since these two functions basically go hand in hand, Safety and
Vehicle Ipspectfons are consolidated; and finally Records and Datg Processing
are grouped as one unit. It is suggested that the commanderé of thenTraiqing~
and Personnel unit and the Safgty and Inspections units be captain. These
suggestions will be reflected in the final staffing recommendations.

The primgry emphasis here is on restructuring the department for
purposes of faciliﬁating bette; management, coordination and control, and
communication. The established duties and responsibilities of individuals
and functional units have not been altered but rather combined, with the
exception of the nevly created units. It has not been suggested that  the

Department's program of services be changed since these are mandated by the

State legislature and existing State codes.
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. The dutieskahd resﬁonsibilities for the Research and DevelOpment 

unit and the'Administrative Assistant tO'the Superintendent should be
’ampiified'here since they are new and to be formalized aé independent

 functional activities under the reorganization.

The Research and Development unit might be placed nndér the

directibn»of_a civilian, some one knowledgeable with social reé%arch
methodology and‘computers. The primary duties and respdnsibiliéies of this
unit should ihclude:
| (1) prepéring and ké;ping current a departmental
five-year plan
(2) conducting special research projects and
analyses of operations
(3)_ provide pn—goinéiassessment of field workloads
and patrol needs
(4) responsibility for grants coordination
(5) 1liaison with the State Law Enforcement Council
(6) keeping current the rules and reguiations,

a procedures manuals, directives and orders,

position classifications, and the like.

The Administrative Assistant to the Superintendent should generally

assist the Superinteiident by handling routine day-to-day administrative tasks

5

now consuming much of the Superintendent's time. Specific duties and respon-

sibilities for this position should be the prerogative of the Superintendent.

Therefore, he should delineate the specific duties and responsibilities of

the position.

u
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Current Staffing Practices

The North Dakota Highway Patrol is currently authorized 95 sworn

.

and 21-1/2 civilian personnel. Agency personnel are allocated and deployed

as shown in Table 1.

o
.

Administration’

. Some concern was expressed over the possibility of the agency
being top heavy administratively. The study team found no evidence of this,
To the contrary, the study team is of the opinion that additional admin?s~
trative assistance is in order and has regommended the addition of an admi-
nistrative assistant to the Office of Superintendent. The basis for this
opinion stems from the fact that of the 95 sworn personnel currentlj
authorized, only 6 or 6.3% are assigned to headquarters for administrative
and supporﬁ purposes. Three of these positions are executive level officers:
the Superintendent, Assistant Superintendent, and Operétions Officer. vThe
other three positions are essentially support functions, e.g.: Train?ng
Officer, Personnel and Property Officer, and Safety and Vehicle Inspections
Officer. Simiiar organizations are known to assign between 10 to 20 per cent
of their total personnel to perform administrative and staff functions. In

" comparison, the NDHP appears to be frugal in staffing its administrative

'

operations, especially when you consider that the operation of the training

EE}

academy is included among these functions.

“

.
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SWORN PERSONNEL

Rank/Position

Table 1

(A)

Current Staffing of

The North Dakota Highway Patrol

Colonel
Lt. Col.
Major

Captains

Lieutenants

Sergeants

Troopers

Total

February, 1976

Number

10

O [
(%) ] o

Assignment

Headquarters
Headquarters
Headquarters
District Offices

3 at Headquarters;
1 at Training Academy

(One of whom is paid as a
Lieutenant because he is the pilot).
He works out of Headquarters.
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CIVILIAN PERSONNEL

Rank/Position

Clerk/Typist

Data Processing
Coordinator

Secretary T

Secretary II

Secretgry ITT

Cook I

Cook IT

Account Technician
Accountant IT
Custodian

Total

- 1k =

Number

13

| 1/2

21-1/2

Table 1 - (B)
Assignment
8 assigned to the Field
(1 to each district office)
5 assigned to Headgquarters
Headquarters
Headquarters (Safety Director)

Headquarters (Assistant
Superintendent )

Headquarters (Superintendent)
Training Academy

Training Academy
Headguarters

Headquarters

Training Academy
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Operatibns';

i Approximately 89 of the department's 95 sworn peféonnel.are
allocated to Field Operations and are assigned to the eight geographic
districts throughout thé State. The department's pilot is included in
th%s figure. When not in flight status, the pilot works a routine patrol
assignmentfin the Bismérck District.

The boundaries of the 8 districts are mandated by State Executive
Order which sets the boundaries for all State agency operations.

It is the current practice of fhe NDHP to assign manpower propor-
tioﬁate to the services demands as determined ﬁhrough analyses of workload
data. This method of allocating resources is in keeping with current and
accepted practices. ' Current staffing within the eight districts is as
illustrated on Table 2. |

Each patrol officer is permanently assigned to a district and is

scheduled daily, to one of 5 basic shifts:

6 a.n.

Schedule A 3 p.m. (0600-1500)

"’ B

]

9 a.m. 6 p.m. (0900-1800)

" ¢ =1pm - 10 p.m. (1300-2200)

w)
]

5 p.m. 2 a.m. (1700-0200)

" E=6pm. - 3a.m. (1800-0300)

The~lehgth of each tour of duty is 8 hours (1 hour off for meals) excluding

any required overtime. Officers work a basic 5-day, 4O~hour work week.
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Table 2

Staffing Patterns for the Eight Districts

February, 1976

District Number I II 11T v vV VI VII VIII Total
(Fargo) (Bismarck)

Captain 101 1 1 11 1 1 8
Lieutenant 1 1
Sergeant 1 1 1 1 2 1 1/ 1 10
Trooper 5 10 6 11 10 10 12 6 70

7 12 8 13 13 12 16 8 89
Clerk-Typists 1 1 1 1 1 1 1 1 8

1/ TIncludes the department's pilot.
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Management Practices

Management has been traditionally defined as the art and science

of accomplishing work tasks through people. The management process is a

. complex one. It essentially involves the ordering and controlling of human

and material resources and accomplishing established organizational goals
and purposes. In this context, the management processes affects every
gpmponent part of an organization.

This section of the report examines the several areas of management
related to the responsibilities of the Superintendent of the North Dakota
Highway Patrol in defining and attaining the department's goals and objectives.
Thesé areas include executive direction, leadership, planning, internal control

practices, and inspections.

Executive Direction

Executive direction is provided by the Superintendent, a Colonel,

kwho commands the department. The Superintendent is the ranking member of the

-

agency. He is appointed by and serves at the pleasure of the Governor. As a
state department head, the Superintendent is responsible for a wide range of
duties and responsibilities including planning, organizing, coordinating,

budgeting, internal control, policy-making, and.implementing the directives of

the State Legislature. He is responsible for the enforcement -of state and

~ federal statutes pertaining to the duties and responsibilities of the highway

patrol.
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Many of these responsibilities are met through delegation of
authority and responsibility to various command officers. The Superintendent,

however, exercises general supervision over all persons performing these

delegated tasks. As executive officer of the agency the Superintendent must

deal with conflict problems on a’day—to—day bagis; he must plan in-depth and
on a long range basis for a solution of a variety of problems, many of which
are not clearly in focus. ' He authorizes substantial expenditures. The manner
in which the people under his direction perform has a direct or indirect
influence on the quality of services provided the citizens of the State of
North Dakota.

No single individual contributes more to the tone of‘the organization
than does the Superintendent. 1In so doing, the Superintendent must fill three
basic roles:

1. ‘He must perform competently the executive function,
2. He must be a capable commanding officer, and

3. He must provide ccmpetent leadership.

Further, the Superintendent must serve as a community catalyst. In this role,

‘he must represent the department in complex relationships with other govern-

mental agencies and pusiness officials and with diverse community groups and
individuals.

- It is the considered opinion of the study team that the Superintendent
provides both a@equate and competent executive direction to the North Dakota
Highway Patrol at this time. ﬁowever, with the antigipated growth of the NDHP,
the Superintendent can utilizg profitably the services of additional support
personnel such as those identified in the section of this report on organizational
needs. The addition of these personnel would enable him to concentraté execlu-~

sively on essential executive management activities.
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Management Information

Management, plann%ng, decision-making, evaluation, and control.
are most successful when b#sed upon data supplied by a We}l—planned and
carefully administered manageﬁent information éystem. The production of
timely, accurate, and relevant data that can be used for managerial
purpbses is generally availab%e to the NDHP, Data currently used for manage~.
ment purposes are essentially derived from traffic accident reports and
indiﬁidual officer's reports of activity. The system of reporting and retriev-
ing the information is automated. A few examples of the kinds of useful
information available to the patrol include: workload statistics by geograph-
ical location and time of day; recorded time committed to performing all
services; traffic accidént information; individual personnel and payroll
records; and the like.

There is a direct relationship between the existence of data and
information systems and the quality of the agencies management. Those
elements of the management information system for which the NDHP has direct
responsibilifﬁ appear to be Tunctioning properly and to be resulting §n, both

qualitatively and quantitatively, adequate usable information. Some problems

“have been experienced in situations where the NDHP relies on other govermmental

agenciesg to provide basic, but critical management information. The problem
sfems frdm the fact that information is often not received in a timely manner.
This problem has a direct bearing on the ability of the NDHP to respond
effectively to certain aspects of its planning process.

In the atfempt to alleviate this problem, members of the study team
met with representatives from the State bepartment of Highways to explore ways
in which the patrol might receive traffic accident information from the Highway

Department in a more timely manner. As a result of this meeting the
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Superintendent of the Highway Patrol and appropriate members of the Highway
Department scheduled a meeting for the purpose of resolving this problem.

In order to prevent similar problems from re-occurring in the future,

it is suggested that the NDHP appoint a Liaison officer to mee? periodically
with key persons of other State agéncies having responsibility with the

collection and dissemination of statistical data used by the NDHP.

Planning
The North Dakota Highway Patrol does not have the planning unit

formally placed in its organizational structure., Planning is essential to
any organization that expects fo meet<effectively the deﬁands of a dynamic
society.  Planning is also neceésary in the development of internal organi-
zational practices and procedures and for their successful implementation
and continuing evaluation. Although some planning activities will always be
the responsibility of operating personnel, the prime responsibility should
be centralized. Moreover, to be effective, the planning function must be
inbtegrated into the department's decision-mak;ng process and’be undertaken
in an objective and analytical manner.

Planning is considered to be the most basic of all management
functions since it involves selection from among alternative courses of
action for the organization as a whole and for every sub-unit and person
therein. Koontz and O'Donnell list four reasons for the paramount importance
of planning:

(1) to offset uncertainty about change
(2) to focus attention on objectives
(3) to gain economical cperation, and

(4) to facilitate control.

Harold Koontz and Cyril O'Donnell, Principles of Management, Lth ed.
(New York, New York: McGraw Hill Book Co.), 1968, p. 92.
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The study team recommends that the NDHP;organize a planning unit,

iy

f‘ﬁe bercalled'the Research and DeVelopment?biyision., It should be placed in
;"thevAdministrative Services Bureau. To be successful, the Reseafchvand
Developnment bivision shdﬁld meet tﬁo basic ¢riteria:
(1) it should maintain a close relationship
with the«Superintendent, and
(25 its personnel should cembine’training
. and experience in research methods,
systemsyanalysis, management sciences,
daﬁa processing, budgeting, public

administration, and traffic engineering.

The Reseafch and Development Division would be responsible for
the constant evaluation and updating of the objectives and operations of
the‘departnent with a view toward maintaining it aska modern-and forward
tninking organization. The Research and Development Division would assist
the department in evaluating and teeting various theories and concepts
intended to promote professionalism and efficiency. The results of research
would be translated into both positive and negative aspects of proposed
changes and Would be reported to the Superintendent and other executive
“offiCers to assist in their evaluation and aid in the decision;making
process. | \
Typical functions to be performed by the Research and Development
Divisien include: o |
% +o evaluate and test proposed progressive
traffic enforcement theories and concepts.
* te‘review and revise the orders, poliéies,

and manuals of the department.
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to evaluate employees suggestions.

to conduct surveys and workload studies.

to analyze statistical reports and various
traffic enforcement proposals.

to cdnduct feasibility studies on proposed
qperétional changes.

to respond to inquiries from outside agencies
reéuesting information on enforzement and
programs aq@ policies on virtually any subject.
to prepare and administer federa} grants.

to obtain information and statistical data and -
prepare formal reports for the use and convenience

of. department personnel.

Internal Control Practices

Control of personnel and programs is a major management respon-

- 8ibility in any organization. There are several basic mechanisms of

control among which are:

(1) +the promulgation of written directives %o

guide and constrain operational activities:

(2) +the preparation of a budget which serves as

a statement of priorities for the upcoming

year; and

(3) dinspections.

These three mechanisms are discussed briefly in the following paragraphs.



®:

"
»

*
»
»

F

- . . 0 O .

- 23 =

Rules, Régulations, and Written Directives
Every organization should have some written guides if it is to
function effectively. To this ehd,vthe North Dakota Highway Patrol has

developed, published, and distributed copies of a rules and regulations

‘manusl to all members of the patrol. The manual is a 5-1/2 by 8-1/2

spiral bound collection of written rules and regulations, policies, and

‘procedures. It contains twelve chapters with specifically numbered sec-

tions, and a table of contents. The manual was formally adopted

September 1, 1974 and rescinds all previously published department rules

‘and regulations and therefore is the department's current controlling

1/ ’

document.
The manual details the essential functions and requnsibilities

attached to the various sworn positions of the department.. It comprehenas

both geﬁerai ranks‘such as patrolman, sergeant, and the like; as well as,

specific assignments, such as safety director, training officer, cperations

vofficer, ete. TIn addition, the manual covers the functions and responsibil-

ities. of civilian employees of the erartment.

The rules and regulations manual of the North Dakota Highway Patrol
is considered adeéuate both in format and content. Further, the manual
appears to meet the current needs of the patrol. There are no recommendations

for improvement upon the manual; however, as recommended in a previous section

of this report the responsibility for review and updating should be fixed with

" the research and development division when it is established.

At the time of this writing, it was believed that the manual referenced was
the controlling document. It was brought to our attention that a new
rules and regulations manual has been adopted which supercedes the 197k
document. . :
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Fiscal Control

Effective management of the fiscal affairs of a complex govern;
ﬁental agency, such as the North Dakota Highway Patrol,irequires adequate
aécounting records, proper budgetary procedures, good infernal auait prac-—
tices, defined and docﬁmented financi;l procedures and all the other com-
ponents of a well-balanced system of financial control. The Superintendent »
must have adequate financial information to properly allocate limited'
resources and for maeking operational decisions.

Bﬁdget development, execution, and analysis are an integral part
of £he mariagement function. Internal controls assure both the admiﬁistrator
and the public that limited financial resources are being expended within an
adequately defined system and that the agency is able to account for property
in its custody. The fact that operating funds are limited emphasizes the

importance of the internal budgeting process, since it is during the develop-

" ment of the budget that fundamental decisions are made about the kinds and

levels of services that will be provided. Thus, the budget is ideally a
planning -document which states the organization's goals and how they will be
attained.

Since a State audit of the financial procedures of the NDHP was in
process during the time the study team visited NDHP headquarfers, little more
than a cursory review was given to this area. The Superintendent expressed
coﬁcern about a real or potential problem in the area of property control.

He indicated tha' ithe procedures related thereto were currently under review
by his staff and that if there should be a need for improvement in. this area,

procedures would be modified accordingly.
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Iﬁspections

Inspections are a form of administrative control and coordination

-vital to the effective management of an organization and in idéntifying and

correcting deficiencies in the performance of either individﬁals or the -
department. The inspection process is not a mechanism for "spying" on person-
nel, nor is it motivated by a desire to "keep people on their toes". Rather,
it is a program of provid@ng support and assistance to the various elements of
the organization in identifying weaknesées so that they can be corrected.

The étudy team developed a strong sense, thgugh not confirmed, that
fieid inspectidns by headguarters staff was conducted on an irregular, if not
ad hoc, basis. If so, this would be a weakness.

It is suggested that the inspections role within the organization be
strengthened. The inspections role should be expanded as the size of the
ofganization increases. An individual of the rank of lieutenant or higher
should be assigned full-time staff responsibility for the purpose of assisting

the Superintendent with staff inspections. In addition, all headquarters

‘Administrative Services Bureau ranking officers should assist in the inspec-

tions function by getting out and around often, and on an unannounced basis,

“at all hours and on any day. Intensifying this process should help notably in

assuring that execution is consistent with policy and directive, that all
eight districts are performing in essentially similar faghion, and allow
stronger control of the force. Inspections will assume greater import as the
numerical strength grows, and will be crucial to keeping an already highly
decentralized force uﬁified and morale high.

Staff pefsonnel may ea?ly detect incipient problems and trouble
shoot more effectively. They will be of far more value in the weekly head-
quarters staff‘meetings and monthly meetings in Bismarck with district

commanders as a result.



The Highway Patrol's aircraft may be used more effectively as a
conveyance with the pilot assigned to the Inspections unit. This should be
given consideration.

Implementing a comprehensive inspections program under one officer
will bring the Highway Patrol into,liné with an important provisionrset out
by the National Advisory Commission on Criminal Justice Standards and Goals

(standard 2.3, pages 57-59).

Internal Discipline

The detection, investigation, and adjudication of empioyee misconduct
is of paramount importance in gaining and maintaining public confidence and
support. Accordingly, a sound and viable system of infernal disciplines is
essential 'to a public safety organization. The components of such a system
should include:

(1) a uniform and orderly process for detection,
investigation, and the adjudication of
incidents of employee misconduct;

(2) a system of receiving and processing complaints
against employees;

(3) the preparation and maintenance of statistical
summaries available to the public, docuﬁenting
the number and nature of complaints received
and dispositions;

(L) a realistic set of punitive sanctioné available
to the administrator to impose upon employees

found‘guilty of misconduct;
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(5) an appellate proceés‘ﬁhereby the actions taken
by the administrator may be reviewed by higher
‘authority, when appropriate; and

(6) oprovisions for safeguarding the rights of
employeeé who are charged With‘committing

- wrongful acts.

It was obsérved by the study team that only four or five complaints
of any significance were ever called to the attention of the Superintendent.
Curfent policy galls for the investigation of these complaints of employee
misconduct to be performed by the Lieutenant Colonel. The Superintendent
pointed out that lesser complaints are handled by the district captains and
that if a report is required, one is filed in the officer's personnel jacket
after review by héadquarters. |

The study team concluded that the existing system of processing

-complaints against officers is an informal one. It is essential that formal

mechanisms for internal investigations be established. This not only assures
employeés of uniform treatment, but it also establishes in the eyeé of the
public‘the agencies commitment to the highest stan&ards of individual
integrity and professional performance.

The process should be formalized, controlled, and assigned to some-
one'not directly responsible for the supervision of the subject involved.
Complaints against personnel ghould be analyzed periodically to pick up any
training gaps, supervisory weaknessés, possible breaches of integrity. or
chronically named officers. Such an analysis should indicate whether processes
need sharpening, personnel retrained or reassigned; or that problems involving
latent alcohol or mental illness exist and that certain kinds of remedial

programs need to be devised. By formalizing this process, the North Dakota



-
-

-*.
@

PN N I BN EE En DN BN B BN B s

e

K .
»

e

I

- 28 -

Highwa& Patrol will be in compliance with the internal discipline standards
set forth in the National Ad&isory Commission on Crimina; Justice Standards
and Goals report on the police. Specific recommendations concerning internal
investigations may be found in chapter nineteen, pages 1469 through 495 of

that report.

Training

The need for adequate training is”readily apparent and therefore a
case for a sound training program need not be made here. The paragraphs that
follow identify and discuss those areas of the NDHP training program in which
improvements should be made to strengthen the agencies overall training prog-

ram.

Training Program Needs

The NDHP recruit and in-service training pregrams are admirable and
warrant commendation and continuation. These are significant strengths of
the department and have done much to help the force maintain a high level of
professional competence.

Recruit Training

The basic NPHP recrult training course consists of 20 weeks
of classroom training, an additional week in a Breathalyzér
course, and four weeks of on-the-job training: one ﬁeek in each
of four districts under different supervisors. The program as

structured is considered adequate.
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Law enforcement officers from other jurisdictions, Sheriffs

- deputies and Police, are provided only a five-week, 200-hour basic
recruit training course. This element of the Academy's program is
not considered adequate because it does not meet the recommended

" minimum standards set by the President's Crime Commission in 1967
and underscored in 1973 by the Advisory Commission on Criminal
Justice Standards and Goals. BRvery effort should be made to expand
the Non-Highway Patrol recruit training program. This should be
accomplished through consultation with the State Law Enforcement
Couricil, Chiefs and Sheriffs Associations, and the Highway Patrol
Academy Staff to ensure curriculum, facilities and instructional

2/
staff adequacy.

In-Service Training

There are a number of in-service training courses offered at
the Academy available to personnel of the Highway Patrol and other
law enforcement agencies. The duration of these courses range any-
where from two days tc four weeks. During 1975, approximately
5,678 man-days of training were provided to 602 st;dents. In addi-
tion to thée Academy courses, personnel of the Highway Patrol are
_sent to special technical courses such as those offered at the
Northwestern traffic institute. This element of the program is very

strong and should be maintained at the current level.

Course revision and expansion of ‘the Police and Sheriff's Basic Training
Program are being considered for implementation by FY 1976-TT.
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Supervisory and Management Training

All Sergeants are required to complete é 2-week supervisors
training course within one year following promotion. This train-
ing is usually supplemented with the Northwestern University,
Technical Traffic Accident Investigation and Traffic Law Enforce-
ment Courses.

In addition to the supervisory training, a Police Management
course is offered in 3 one-week phases that is designed for train-
ing superviséry and middle-management officers. The sequel to the
Police Management course is a course entitled "Executive Development'.
It is designed to instruct middle management and executive level
officers in fhe elements of advanced management and administration.
It is expected that the course will soon be offered in 3 one-~week

phase as is the Police Management course.

Training Schedule Development and Program Staffing

A tentative training schedule is prepared by the Training
Director in consultation with the Superintendent for the coming year.
The tentative schedule is distributed to key Highway Patrol Staff,
the State Law Enforcement Council, the State Training Council and
selected Sheriffs and Chiefs for review and comments. This process
assures a realistic and meaningful program of training in meeting
state~wide law enforcement needs.

There are about five weeks over the year that the Academy
training center is closed. For example, Thanksgiving, Christmas,
the Fourth of July, and like periods. There are a few occasions
when courses are under-=enrolled and requ%re cancellation. They are

usually rescheduled for a later time.
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Training staff come from a number of sources including the
NDHP, FBI, local Police and Sheriff Departments, Attorneys,
university professors, ete. This system of obtaining instructors

works very well and should be continued.

Curriculum Development and Program Evaluation

Another feature which would strengthen both the Highway Patrol
and statewide training programs would be the addition of a curri-
culum specialist-program‘evaluator to the center for, say, a year

of intensive work. This person, who should be a non-police associated

cindividual, fully independent of any department ties, could be funded

with Law Enforcement Council monies. His mission would be to conduct
a comprehensive curriculum review and develop proposals for curriculum
revision, as well as, to evaluate the effectiveness of each course
through, among other techniques, both pre- and post—testing of
participants. Arrangements for a curriculum specialist-evaluator may
be made through the College of Education at a major North Dakota

college or university.

Other Concerns

Finally, there is reason to have every recruit ﬁhile in school
wear a nameplate similar in size and visibility to ones common to.
the U.S. military services. Moreover, it may help the public more
readily didentify with troopers if every sworn member wore a nameplate,

too. This practice is common in many departments.
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Trainineg Facility Needs

The NDHP is fortunate to have a new training academy facility.
The facility is located in Bismarck on the campus of the Bismarck Junior
College. In most respects, the facility is adequate for meeting current

and future needs. There are, however, a few areas in which the study

team observed several deficiencies to exist:

¥ The training academy is in dire need of a

defensive driving track and skid pad. Such

a facility could be used not only for police
training statewide, but alsec for the training
of other emergency operations such as fire and
ambulance service. The facility could also be
used year round to simulate seasonal weather
conditions, and of course, for re-training

purposes.

The NDHP currently utilizés driver training

. simulators at Dickinson High School located 100
miles west of Bismarck. Occasionally, recruits
are taken to Arden Hills, Minnesota, (over 300
miles away) to the Minnesota Highway Patrol
Academy for actual practice on a track and skid

- pad.
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¥ There should be a Wingkconstructed in which to
house female recruit officers. This construction
migﬁt best be added to the Southern portion of the
facility. The addition might also include another
claséroom,,a weapons and ammunition vault, more

storage space, and an indoor pistol range.

At present female recruits are housed in hotels.
This not only affects an added expense but is an
inconvenience and a source of epmplaint about

differential treatment.

¥ The Academy Mess-Galley. There is need for addi-

tional kitchen shelving and a foods stbre room,
From an organizational and management standpoint,
the duties of the Training Director should be
expanded to include supervision of the Galley and
its staff and, maintaining an inventory of food

stuffs (stores) and miscellaneous supplies.

Providing the facility improvements discussed above would do
much to enhance the overall effectiveness of the NDHP training program and

in the lbng term prove to be more cost-effective.

Personnel Management Practices

Personnel administration is a significantly complex and time-

consuming aspect of the overall management of an organization. It is,

" therefore, appropriate that responsibility for matters related to personnel

administration be delegated to one specific individual or unit (as is



W&o

- 34 -

presently the case in the NDHP).

Personnel administration in the North Dakota Highway Patrol is
the primary responsibility of the Superintendent. The responsibility for
the day-to-day administration of the system has been recently delegated to
the Personnel and Property officer, but was previously the responsibility
of the Assistant Superintendent.

The rules and regulations governing the administration of the
department's personnel system are basically derived from chapters 39 and
54 of the North Dakota Century Code and the various sections thereof; and,
from several sections of the North Dakota Highway Patrol Manual. of Rules
and Regulations, specifically, sections IV and XII. Moreover, the adminis-
tration of the department's personnel system is subject to review by the
North Dakota Merit System Council.

The department's personnel system is comprehensive and administered
well. There are several élements Gfthesystem_that could,hgwever,be improved;

These are discussed in the paragraphs that follow,.

Compensation Practices

Based on an analysis of pay data obtained from the Fraternal Order
of Police, National Lodge pay and fringe benefit survey of March 15, 1975,
it appears that salaries for patrolmen are generally competitive as compared
with other State Police or Highway Patrols of the North Central area. However,
when compared with the two largest police departments in North Dakota: Grand
Forks and Fargo, salaries are‘somewhat low, especially in view of the educa-

tional requirements of the patrol for entry into service.
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On the other hand, salaries for executive level officers are
significantly lower than for other like jurisdictions. For example, the
Superintendent when compared with Superinteﬁdents of selected Highway
Patrols (Wyoming,>Minnesota,'and Utah) is better than 15 per cent below
the average maximum wage} Salary adjustments are warranted.

Serious considerafion should be given to bringing the wages and
fringe benefits for all officers of the department up to parity with those
law enforcement agencies that might serve tb attract personnel away from the
department. The loss of each man costs the department thousands of‘dollars
in training costs for both the person lost and for his replacement. A
re-assessment of pay»and fringe benefits offered employees should be a

priority item. The NDHP must not serve as a fraining ground for other law

enforcement agencies.

Use of Civilians

The department is currently making use of civilians in staffing
certain functions. Though not a priority matter, there is room for further
movement in this direction. The Director of Research and Development (and
perhaps the staff, too), the Records and Data Processing Supervisor (as is
now the case), and the Fiscal Affairs Director could be civilians. There
could be a civilian training curriculum and evaluation specialist placed in
- training; the Superintendent's administrative assistant could be civilian,
too;land a journalist could serve full-time in the Safety and Inspections
Division to turn out copy. Finally, there may be a case for civiliansg in
the vehicle inspection program, provided roles there assume full-time dimen-
sion. There are significant savings in dollars spent on personal services

as a result of expanding the use of civilian employees.
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Inter~Local Governmental Agreement

In light of the Highway Patrol's outstanding leadership in the

training of peace officers throughbut the state, questions arise from

time to time regarding the appropriateness of extending this leadership to

the provision of law enforcement services. The provision of law enforcement
1

services outside the realm of responsibilities mandateéed by the legislature

and state codes would necessarily require a”formal agreement between gbvern—
mental entities concerned.

It appears that Chapter 54-40-08 cf the North Dakota Statutes
would not preclude a county or city from reaching a Joint exercise of
govermuental powers agreement with the North Dakota Highway Patrol. An

Attorney General's opinion may be necessary to clarify the question. However,

HE R N

it appears that there is no permissive latitude in Chapter 39-03-09, which
sets out the powers of the Highway Patrol, to allow the Highway Patrol to
consummate an interlocal governmental agreeﬁent. So, if fhere is to be an
additional cption open to counties or cities who wish to contract for
speciéﬁc Highway PatrolvPolice services, the powers section“should be
broadened to permit reaching accords with these levels of government.

Such a permissive section would be appropriate to pass. It would

be fully consistent with modern trends and in accord with recommendations

set out in 1967 by the President's Commission on Law Enforcement and Adminis-

tration of Justice as well as with the 1973 standards set by the National

Advisory Commission on Criminal Justice Standards and Goals.
Several North Dakota cities and counties are already contracting

with each other for specific police services and there are really nothing

TP,
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" more than artificial reasons why counties or citiées should be denied the

opportunity.to negotiate a policing contract with the Highway Patrol. The

decision, however, to provide the necessary enabling legislation rests

with the State Legislature and the political processes thereof.

Facilities and Equipment

Facilities

The Headquarters Office of the North Dakota Highway Patrol is
located on the ground floor of the State Capitol Building. The State Capitol
buiiding is a magnificent structure, ornately decorated with fine woods,
exotic marbles, and brass. The offices assigned the Highway Patrol, however,
dgre not adequate in terms of space needs and the lay-out of offices is not
conducive to the mest effective management and coordination of operations.
There should be a re-assessment of office space requirements conducted by a
competent space utilization planner. Moreover, serious consideration should
be given to thé long-range needs of the Patrol; an entire 'floor of the 6épitol
building or other suitable State office building may be required to éffectively
house the Highway Patrol headquarters operation in the not-too-distant future.

The offices of the Distriet Headquarters were not inspected as this
was not within the purview of this study. It was reported, however, that these
facilities are generally adequate for current staffing.

The re-assessment of office requirements and the functional alloca-
tion of space, as‘well as offiée security should be routinely re-assessed

periodically. This would be an appropriate responsibility for the proposed

'Research and Development Division.
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Equipment

Little time was spent reviewing and assessing the quantity and
guality of the department's equipment. Only a cursory examination was
possible during the time available. Nevertheless, the team was able to
determine that, in general, équipment: vehicles, armament, personal
equipment--uniforms, and other such eguipment, is adequate and is routinely
maintained. There is one exception. The exception being that of portable
radios.

Each Field Operations Bureau member, irrespective of rank, and
selected Administrative Services Bureau personnel, should be equipped with
a portable transistorized transmitting-receiving radios. Field personnel
should carry them routinely while on duty and support personnel when away
from Headquarters; These radios will not only exiend each person's operational
range by keeping him in constant contact with headquarters, but they also
introduce an important safety increment for each officer, too. This is espe~
cially so when making traffic stops, approaching suspicious cars or people,
and so forth.

Before radios are purchased, their utiliﬁy must be specifically
evaluated against the engineering aspects of the new State public safety radio
equipment. Presént assurances’are that the portable sets will be effective,

but this must be confirmed.

s

Communications

Communications are provided statewide by a State financed communica-
tions center. Some police departments, however, have their own radio fregquen-
cies to handle local radio traffic. The center is located in Bismarck and is

housed underground in a modern fall-out shelter. The facility is Well—equipped
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with the following systems and equipment:

Radio/dispatch equipment--statewide capability
Teletype network |

%eportedly, the State's only NCIC terminal
Statewidé ambulance and wrecker dispatch
éapabiliﬁy

On-line weather reports from National Weather
Bureaus

Emergency location files on every police

officer in the State

Vehicle registration, drivers license, and
vehicle want or stolen information

A closed circuit television system that
provides security to the Center's entrances

and parking lot.

The Center is staffed with three dispatchers and a Supervisor
for egch tour of duty. The Center's performance was generally regarded
as highly satisfactory by those persons interviewed.

Current services provided by the Center should be adequate to

handle any increased radio traffic generated by the NDHP over the next

2

Manpower Requirements

Two primary issues must be resolved when considering manpower
levels for any Public Safety Agency. The first is the determination of
how many officers are required to provide adequate, requisite services.

The second is to ensure the most effective use of those personnel.
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- There are no standards for optimum staffing f§r Jurisdictions of
various sizes, and no precise formula is avéilable for determining exact
pefsonnel needs. Despite the fact that ratios of police and other public
safety personnel to units of population are often quoted, these are not
recommended levels of staffing. They merely reflect the existing levels in
various jurisdictions. It is not possible, then, to compare North Dakota's
complement of highway patrolmen with thatvof any other state and arrive at
a meaningful conclusion. Rather, it is'necessary to determine workload
demgnds in North Dakota and whether the current number of officers is able
to handle that workload adequately.

There.are a number of formulas applied by police and other public
safety agencies to determine how many officers are required to provide a

specified level of services and further, to indicate how these officers

should be assigned, both temporally and geographically. The discussion here

will be limited to determining the minimum number of officers required to
handle existing and projected workload requirements. The deployment of
pefsonnel temporally and geographically is a somewhat mechanical process that
can easily be accomplished by highway pétrol staff currently responsible for
scheduling of personnel. A methodology for this purpose is cited in "Police

Administration", 0. W. Wilson and Roy C. McLaren, 3rd edition, MeGraw + Hill,

Inc., 1973.

Workload Levels and Statistics

Table 3 summarizes the activities and services performed by the
NDHP during the years 1972-<75. Table 4 shows the numbers of hours spent in
performing the activities in Table 3. The data displayed were obtained from

the Department's -Annual Report of Activities for the years indicated.

PR, L
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lf‘* , Table 3
4 l o SUMMARY OF -ACTIVITIES AND SERVICES
SRS ‘North Dakota Highway Patrol
R 1972 - 1974
l ‘ 1972 1973
‘ I I. Traffic Activities
R 1. No. of Accidents Investigated . . . . 3,194 2,698
o 2. No. of Accidents in which Arrests
. I were made .« . . s e e o .. 1,889 1,636
. ‘ 3. Hazardous Violation Arrests e e e . 9,92h 10,239
o L. Non-Hazardous Violation Arrests . . 3,868 h,197
I' ' "5, Total Traffic Arrests « « . « . . . . 13,792 14,436
v 6. Hazardous Violation Warnings . . . . . 16,511 17,124
7. Non~Hazardous Violation Warnings . . . 15,401 16,368
_, I 8. Total Traffic Warnings (Written) . . . 31,912 33,492
: : 9. Total Arrests and Warnings « + + » . » 45,704 k7,928
: l - II. Non-Traffic Activities
L.
1 1. No. of Criminal Investigations . . . . L6l 284
2. No. of Criminal Arrests .+ + « « o« o 95 86
I 3. No. of Bars Closed + + « « v « & « o 1k 19
~ 4, No. of Non-Traffic Special Detdlls . . 2,062 1,880
5. No. of Driver Examinations Given . . . 29,051 28,965
l 6. No. of Driver Licenses and Permits .
~ ' Picked Up for Safety Responsibility - 6,716
T. No. of Safety Responsibility
N ~ Activities . . . . 1,181 1,252
I 8.  Public Service Ac’clv:Ltles - Form 321 . 3,301 3,668
T 9. Public Service Arrests . . . . . . . . 109. 120
I‘III. Special Duties, Investigations, and
Assistance (Number Only)
I 1. Assistance to Motorists . . « . « « %+ 2,597 2,493
2. 2. First Aid Treatment . . . . . . .o . T2 . 50
3. Motor Vehicle Department . . . . . . . 1,240 1,143
', L, Mile Tax Collected . « « v v v + & . . 26k 267
- 5. Assistance to Other Agencies . . . . . 1,218 1,254
: 6. Assistance to Public Gatherings . . . 6 9
Te Escorts o v v v v o v o 0 v o o 2 o 9 16
g‘ 8. Warrants Served . . « « + v o o 4 4 13 _ 9
' 9. Stolen Vehicles Recovered . . . . . . 29 39
. 10. Stolen Property Recovered . . . . . . 18 18
?I 11. Value of Vehicles and Property ‘ ‘
- Recovered « « « « « o o o« o « « » +$37,381 ~ $47,969
12. Transportation Provided . . . . . . . 1,357 1,k4k2
?I 13. Fquipment Weighed . . . . « . « . . . 5 10
) 1k, Vehicles Impounded . . . . . .« W 78 63
’ 15. Garages Checked for Damaged Vehlcles . 175 129
{ 16. Assistance at Fires . . . . . 18 28
‘ "{ Safety Films Shown and Safety Talks
S Given to Public v + v v v+ v vos s ko5 418

No.i din ===«

2,731

1,660
14,291

3,919
18,210
17,838
14,450
32,288
50,498

478
993

18
1,91k
32,664

8,007
979

3,120
103.

1=
\O
-3
\J1

‘l

2,770

1,646
17,437
3,41k
20,851
16,660
12,796
29,456
50,307

413
1,101

1,460
32,290

8,621

303
2,343
17

3,589
66

1,903
LoT
1,351
8

L
35

55
21

$179,665

1,269
h

52

90

15

553
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I HOURS SPENT ON ACTIVITIES AND SERVICES
I North Dakota Highway Patrol
Iv 1972 - 197k
l . 1972 1973
I. Hours Spent on Traffic and
I Traffic Related Activities
‘ 1. Accidents Investigated at Scene 24,336 3,70k
2., Accidents Investigation Follow-up . h,711 3,857
l 3. Other Traffic Investi gatlons 650 59k
Lk, Traffic Court . 3,577 3,136
5. Report Writing 6,398 3,21k
I 6. Patrol Enforcement 68,382 72,835
7. Escorts . Ly 28
8. Other Special Trafflc Detall 2,200 1,827
9, Servicing . . . 1,815 1,589
10. Office Detail . 8,300 7,787
11. Supervision (Captalns, Sergeants) 5,616 5,407
12. Traffic Safety Talks . 408 560
I Total HOUT'S + « + o « « o o o 106,527 104,578
II, Hours Spent on Non-Traffic Activities
I 1. Criminal Investigations e e e e 483 935
2. Motor Vehicle + « v « v v 4 v v « o 770 736
3. Non-Traffic Patrol . . . . . 1,163 1,246
4, Non-Traffic Court . e e e 160 155
5. Non-Traffic Spe01al Detall e e 5,704 5,137
6. Training . . b e e e e 8,171 10,727
I 7. Non-Traffic Report ertlng 593 5hT
. 8. Conducting Driver Examinations 10,119 11,191
9. Activities for Safety Respons1b111ty
I Division .+ . « ¢« « « . . o e e 63l T34
10. Public Service « « « « + 4 v v s e e s 1hs 306
-Total Hours . + « « « o 27,942 31,71k
lI@I. Total Hours on Duty » « + « « & 135,635 136,519
l IV. Total Miles Patrolled 2,230,915 2,265,694
V. Total Interstate Hours . + + « « + o 1,435 3,489
: l VI. Total State and Federal Hours 58,976 59,547
~VII. Total County Road Hours 5,392 5,452
| -

197k

3,603
3,812
67k
3,363

- 3,593
82,114
75
2,565
1,948
8,355
5,833
TU45
116,680

1,051
968
1,496
kT
6,248
10,460
766
12,060

189
320

34,10
‘i150,78h
2,334,200
7,296

6,688

5,748’

et
—3
1

3,624
3,948
8ok
3,534
3,973
82,878
ho
3,218
1,981
8,620
5,114
631
118,365

897
1,108
1,732

346
6,541

11,467

641,

12,048

154
210
35,143

153,503
2,266,707
8,827
63,8L2

5,817
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' The most striking observation made while analyzing these data
was the fact that there were irregular increases and decreases in activity
over the last fouréyéar'period and only in a few instances have clear trends

been established. For example, "hazardous violation arrests" is the only

sub-category under traffic activities (except for total traffic arrests)

where there has been a steady increase over the four-year period. The

)

other sub-categories have fluctuated from year-to-year. The same is true

for non~traffic activities where only two sub-categories: criminal arrests
and confiscation of licenses and permits havekshown steady patterns of
increases. On the other hand, several sub-categories under "Special Duties,
Investigations, and Assistance“ show significant increases. Overall, levels
‘of activity have either increased or remained relatively stable throughout

the four-year period.

Projected Workload Levels

Projecting workload levels is at best risky. There are so many

~unknown variables involved that accurate predictions are impossible, We can,

however, make some general estimates of workload levels based on historical
trends and known or anticipated variables expected to have an impact on

activities.

Prior to 1975, traffic activities (excluding traffic accidents

investigated) increased at an annual rate of approximately 5 per cent. How-

ever, traffic activities for 1975 increased by approximately .04 per cent
and accidents investigated increased by 1.k per cent for the same period.
It would appéar from an analysis of the data in Table 3 that one reason for

the decline in activity is basically due to more time being spent on providing

services rather than on enforcement activities. Another explanation might be
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that more time is being spent responding to mandated'requnsibilities for |
which additional personnel have not been authorized; e.g., Capital Building
and Governor Mansion Facilities Security, Bar Iﬁspections, and the like.
Taking inko consideration the additional responsibilities mandated
by thé legislature, increased vehicle transportation expected to result from
the coal development projects, and anticipated population increases totaling
an estiﬁated 10,000 o#er the next 5 years, the study team envisions a minimum
service level incréase of from T-10 per cent annualiy. The staffing require-~

ment recommendations that follow take cognizance of these varigbles,

Recommended Staffing Levels

The survey team analyzed the wealth of data available in the depart-
ment's reports entitled "Summary of Operations" and "Administrative Traffic
Summary" for the years 1972-75 in asn effort to determine manpower requirements.
The process involved in the analysis is described as follows3

The analysis sought to determine the number of patrolmen needed to
meet adequatel& current service demands and projected service demands through
1980.

The analysis starﬂs with the assumption that the recent historical
pattern of both the number of services demanded and the time required to meet
these demands are the best indicators of futuré demands. Therefore, the
survey team accumulated the éomplete data on all services provided for the
years 1972-Th and the total time spent providing those services. Several
calculations weré made by-incorporating these data into a formula used for
determining staffing requirements; thus, resulting in recommended staffing

levels.

N
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The process and calculations used to determine current and

’brojected~manpbwer requirements appear in Table 5. Tables 6 and T,

""‘respectively, show the average number of hours available annually for each.

officer and the "availability factor" used to define the total number of

‘men required to staff one‘positionA365 days a year.

On the basis of the calculations that appear in step 6 of Table 5,

it is recommended that 39 additional Highway Patrolmen be added to the staff

- immediately and that additional patrolmen be added to the staff in accordance

with the schedule also appearing in step 6. A summary of current and
proéosed staffing levels appear in Table 8.

A word of caution. As previously mentioned these recommended
Sﬁaff increases représent those required to handle field activities only.
Also, the recommendations assume that the Highway Patrol's program of service
will remain the Same. Any additional responsibiiities assigned to the patrol
will require a&ditional staff and equipment commensurate.with the level of
activity assigned.

’Three additional points should be discussed relative to staffing
requirements. First, any increases in field personnel wiil place additional
burdens on existing clerical and support staff. Increases in these staff
should be made accordingly. Second, as more troopers are selected, there
will bé an’intensification of workloads at the‘training academy. The staff
'the;e should bek"beefed up" as well, even if only on a temporary assignment
basis. Third, additional supervisory personnel will eventually be required.
The immediaﬁe increase of 39 patfolmen is not expected to require immediate
supervisory personnel increases since less than 5 officers ﬁill be assigned

to each district. This increase should not overburden existing supervision.

S
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An example of a methodology used to.determine Workload and staff
requirements and to determine cost-benefits is presented in the appendix
to this reporﬁ. This methodology is but one of several in use by.Public
Safety officials today. The one presented is Jesigned for’manual use,
however, it can be adapted for computerization. It should be of some
utility until a‘more in-depth and sophisticated system can be developed for
use by the Department.

The research and development unit, when established, should review
the various methodologies available--manual and computerized--and select: one

for routine use in the NDHP.
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Table 5 = , . (4)

PROCESS FOR DETERMINING STAFFING REQUIREMENTS

BASED ON WORKLOAD AND ACTIVITY LEVELS

Step 1 Determine Volume of Community Generated Work Load Requiring

Pield Offiéer Response.
% This requires definition of work loadvelements.
- Called_fér services.
- Arrests.-
- Reports written.
- Court appearances.
- Otﬁer.
* Projections should include historical trends for each work
load element in terms of volume and per cent‘change.
- A Previous periods (three to six years).
- Reasons for trend patterns.

Step 2 Determine Volume of Field Officer Initiated Activities.

. (Repeat procedure outlined in Step 1.)

Btep 3 Measure Average Time Required for Fach Work Load Element.
¥ Basic elements are as follows:

- 'Calls~for—servicé. (Time officer receives call until
back in service.) -
- Officer‘initiated cases. (Time required to process.)
- Report writing.
= Narrative and major report form reports.
= Incident reports only.
= 'Traffic citations.
- Moving. .

- Parking.

bt
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Table 5 - (B)

Breakdown may be desired by specific elements

- Traffic accidents and investigations..
- Criminal investigations.
- Services.
- Others.

Determine Number of Man-Hours Required for Work Load.

*

Examples:

- Initial investigations.

- Service calls.

- Arrests.

Report writing.

Determine Manpower Availability

* N

%

Determine the average number of man-hours available for

each officer.

- Gross man~hours less vacations, holidays, military
leave, attrition, trainiﬁg, ete.

- Gross man-~hours less non-operational time for roll
céll? equipment checks, coffee, meals, and personal.

- Man-hours available for "street duty."

Determine net time available.

- 48 -



Step 6 Determine Number of Personnel Required to Handling Workload

* Projected man-hours required to respond
to projected workload.l/

Table 5 ~ (C) ~

1976 1977 1978 979 1980
Traffic activities , 130,202 1h43,222 157,544 173,298 190,628
Non-traffic activities 35,519 39,071 42,078 47,276 52,00k
Totals 165,721 182,293 200,522 220,574 = 242,632
¥ Divided by 2,920 hours required to staff
one position 365 days a year.
57 63 é9 76 + 83
* Multiply by the availability factor of
1.9 for officers required.
109 120 132 145 158

1/

Projected man-hours determined by using activity hours for 1975 as a base adding 10% for each year.

-~ ho -
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Table 6

AVERAGE NUMBER OF MAN-HOURS AVAITABLE ANWNUALLY PER OFFICERl/

North Dakota Highway Patrol

1972 - ;97&

- = = = =" ='=D i7s t r i ¢ t=- = = - = = = Average
Per
1 2 3 L 5 6 T 8 Totals Officer

Number of Personnel Records
Sampled 7 12 9 12 12 12 17 10 91 —_—
Reported Man-Hour Available for
Assighment
(January 1 - December 31, 1975) 17,520 30,016 21,672 30,840 32,144k 31,536 39,592 21,176 224,496 2,467

Deductible Time

Days Off
Vacation

Sick Leave
Emergency Leave
Military Leave

Net Hdurs Available
(1 Minus 3 - T)

5,456 9,056 6,680 9,688 10,072 9,66k 12,272 6,536
760 - 1,k4k0 936 1,k2h 1,448 | 1,500 2,352 928

22 120 .28 104 460 232 kil - 428
0 32 8 72 2l ol o 0
0 10k 80 120 0 80 - 0 0

11,080 19,264 13,940 19,432 20,140 20,136 2L, 484 13,28L

Overtime Worked

Total Hours Worked

69 k2l 763
10,688 118
2,040 22
200 2
38k 4

141,760 1,558

965 1,971 1,625 1,798 2,015 1,726 3,111 1,235

14,446 159

12,045 21,235 15,565 21,230 22,155 21,862 27,595 1k4,519

156,206 1,717

;/ Source:

o

North Dakota.Highway Patrol Overtime Reports dated 1-16-T5,

50
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Table T

MANPOWER AVAILABILITY FACTOR

North Dakota Highway Patrol

1975

The total number of ﬁan—hpurs required
to staff one position 8 hours a day,
T days a, week for 52 weeks a year
(adjusted for leap year).

divided by:
Average man-hours available per officer

equals:

Availability factor.

- 51 -

2,920

1,558 .

1..87 round to 1.9.
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Table 8

CURRENT AND PROPOSED STAFFING LEVELS

North Dakota Highway Patrol

Position

Colonel (Superintendent)

Lt. Colonel
(Asst. Superintendent)

Mejor
Capfains
Lieutenants
Sergeants

Patrolmen

Qlerk—ﬁypists
Data Processing Coordinator
Fiscal Officer
Secretary I

Secretary II

_Secretary III

Cook I
Cook II
Account Tech,
Accountant II

Custodian

CURRENT PROPOSED DIFFERENCE
Sworn  Civilian Sworn Civilian Sworn Cfvilian

1., 1 0
1 1 0
- .. L 5
8 4 - b
4 10 + 6
.10 10 0
10 109 +39
% 136 sl

13 13 0

1 1 0

0 1 + 1

i 1 0

1 1 0

1 1 0

1 1 0

1 1 0

1 1 c

1 0 -1

1/2 1/2 0

21-1/2 21-1/2 0

- 52 =



: iV. FINDINGS AND CONCLUSIONS i

The following conclusions were drawn after completion of numerous

discussions with key staff and observations of the operations of the North

Dakota Highway Patrol Central Office.

L9

The teams general assessment of the North Dakota Highway Patrol

*
2

is that it has many strengths,.among which are the following:

¥ The agency appears to have pride, discipline, good
morale, and seems adequately controlled and directed.
¥ There is a history of participatory management within
“the department. The use of committees is prevalent.

¥ There are current written rules and regulations;
rules, and éstablished policies and procedures.

These are distributed to each employee.

Highway Patrolmen are deployed and scheduled according
to need as determined through evaluation of service
Ademands, volume of work, registrations, population,
aﬁd the like.

¥ Highway Patrolmen are utilized optimally in that there
| is the execlusive use of one-man patrol units.

% Overall, the department's training program is excéllent.
The departmént provides statewide leadership in this

area. It is commendable that quality training is a high

b

priority of the department and that there is extensive

i

use of outside training at nationally recognized schools
to supplement in-house training. The department is
 indeed fortunate to have an attractive and utilitarian

training facility; one that is immaculately kept.

- 23 -
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¥ There is an abundance of data for operational

purposes, administrative use and general analysis.

These data are effectively used currently to a

L]

large extent. However, more in-depth analysis and

»
.

a broader program of use would be desirablé.

¥ There is a strong emphasis on higher education
within the department. Many people are in college,
including the Superintendent. The implementation
of the Bachelor's dggree entry requirement is fully
in accord with the recommendations of both.the
President's Crime Commission (1967) and the National

Advisory Commission on Criminal Justice Standards

and Goals (1973).

It was also concluded that there are several aspects of fhe department
that need to be strengthened. These inclﬁde:
¥ Manpower. The Highway Patrol does not have adequate
manpower to meet current service demands. This is
corroborated by the fact that approximately 5 man-
years of Qve?time was required to respond to service

demands.

i
*

Organization structure. The agency's organizational

structure can be further refined by establishing an

B

Administrative Services Bureau and Field Operations

Bureau as recommended in Chart II.

Lt
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The SDHP bénefits from sound’léadership and
management. However, sdme strengthening is
neéessary in the area of internal controls

and inspections.

There is a need for an in-depth analysis of
space requirements for central headquarters
operations. Expansion of the training
facility to include housing for female officers

and storage space is another facilities need

- that should be addressed.

Equipment, both personnel and operational, is
generally adequate. Personal hand-~held radio
units for each person-in the Field Operations
Division would be highly desirable.‘ Also, there
is a need for several CRT units in Headquarters
S0 thét planning and research staff may have
direct acceés to the St?tes computer.

Current compensation practices contribute to the
aéency's problem of attracting and retaining
qualified career personnel., There is a need for
an in-depth evaluation of current compensation

practices by a competent authority.
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V. SUMMARY OF RECOMMENDATIONS

In general, the NDHP is responsive to the traffic safety and
enforcement needs of the State of North Dakota and performs well a variety
of public services in a very c;mmendable fashion. There ére, nevertheless,
a number of ways in which depaftmental efficiency and effectiveness can be
fﬁrther enhanced. Following are a series of recommendations offered for
consideration and implementation in the streﬁéthening of the administration,

management, and operations of the North Dakota Highway Patrol.

Organization

It is recormmended that the NDHP adapt the basic organization structure
illustrated in Chart II of this report. The new strﬁcture establishes two major
sub-divisions within the organization: the Administrative Services Bureau and
the Field Operations Bureau under which all other functional units are placed.
These major sub-divisions are further subdivided into functional, and geographical
units called divisions. The specific units created are as fqllows:

Administrative Services Bureau

¥ Training and Personnel Division

¥ Research and Devélopment Division

¥ Gafety and Inspections Division

¥ Records and Data Processing Division

¥ Property and Fleet Manégement Division

¥ Internal Security and Inspections Division

- 56 .



ay;

5T

Field Operations Bureau

¥ Western Operations Division
1. Williston; District 1
2. Minot , District 2
3.. Bismarck, District T
b, Dickenson, District 8

‘* Eastern Operations Division
1. Devils Lake, District 3
2. Grand Forks, District U
3. PFargo, ) District 5

4, Jamestown, Distriet 6

Staffing

It is recommended that the department be staffed as shown in Tabie 8
of this report. The immediate addition of a minimum of 39 Highway Patrolmen

is recommended. An additional 49 are recommended to be added to the force

over the next four years so that by 1980 there will be a total complement of

not less than 158 Highway Patrolmen assigned to the Fielﬁ Operations Bureau.-

In gddition to the staff increases recommended for the Field
Operations Bureau, 4 additional positions are recommended for the Administrative
$er§ices'Bureau and Office of the Superintendent. These’positions call for 2
éivilians and é sworn command level officers. Staffing of these position will

only require the addition of 2 more personnel and the reclassification of b

others,
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Management

The department should establish a formal process for investigating

and adjudicating reports of misconduct.

Y

Communications

Every effort should ﬂe made to secure enough hand-held portable
radios for issugnce to each on-duty Highway P;trolmen assigned to Field
Operations.

The department should purchase or lease 2 CRT units for use in the

Central Office to provide for direct access to the State's computer.

Training

The recruif training course for non-Highway patrol éfficers should
bé expanded to 400 hours in .order to comply with the minimum standards set
by the President's Crime Commission and Advisory Commission on Standards and
Goals. -

Serious consideration should be given to having an outside curriculum
specialist—-program evaluator review and evaluate the training academy's
curriculum and programs.

Recruit officers should be required to wear nameplates during train-

ing. Consideration might also be given to issuing nameplates to all officers.
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The NDHP training facility should be provided with the following

L
5 =3

capital improvements:
¥ a defensive driving track and skid pad

¥ a wing to provide housing for female

3
o

recruit officers and needed storage space

*

', ' kitchen shelving and a secure foods storage

room

The Training Director's duties should be expanded to include

supervision of thé Academy's Galley, its staff, and the maintenance thereof.

Inter-Governmental Relations

Enabling legislation should be developed and passed that would
permit contractual arrangements for police services between the Highway Patrol

and local governmenté.

Facilities and Equipmeﬁt

A re-assessment of office space requirements should be conducted by
a competent space utilization planner to accurately determine existing space

deficiencies and projected needs for the next 10 - 15 years.

Personnel Management Practices

5

The department's compensation pfactices should be reviewed by

A

_competent authority. Salary and fringe benefits should be adjusted so as to
be in line and competitive with like Jjurisdictions.
The department should explore expanding the use of civilian employees

in some of the administrative and support service areas.
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Chart I

NORTH DAKOTA HIGHWAY PATROL

. Organizational Chart

February, 1976

GOVERNOR
SUPERINTENDENT
i 1 I | |
ASSISTANT TRAINING PERSONNEL eand FINANCE . OPERATIONS SAFETY and VEHICLE
SUPERINTENDENT OFFICER PROPERTY MANAGER OFFICER INSPECTIONS
1] v »
| HDQTRS. ADMIN. | ] DEPT. TRNG. | !
. 1
— DATA PROCESSING] {4 LEC. TRNG. | '
1
— RECORDS ] LI_TRNG. CENTER | J
. 5., 1
- INSPECTIONS | '
& ’ '
L | GRANTS ] '
. LI
|
|
—— S— —— e o e s 1 e o e s e e e it e e e et i B S S ok i e R . —— —
1 1 1] 4 1 1 ] 1
' A K R L' K K ]
Distriet 1| | District 2 District 3 District L District 5 District 6] | District 7 Distriet 8
Williston Minot Devils Liake | Grand Forks Fargo Jamestown Bismarck Dickinson

Indicates Onerational Control-
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Ch I

Proposed. Organization of the

NORTH DAKOTA HTIGHWAY PATROL

February, 1976

GOVERNOR

COLONEL - - PATROL

NN vt

j.

ADMINISTRATIVE ASSISTANT: - LT.
SECRETARY TO COLONEL: CIV.

il

FISCAL AFFAIRS -
CIVILIANW

i

ADMINISTRATIVE SERVICES BUREAU
Lt. Col.

TRATINING and PERSONNEL
Captain

|

FIELD OPERATION'S BUREAU

Major '

<t

Lt.

"INTERNAL SECURITY - INSPECTION
L.
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{ |

RECORDS and DATA PROCESSING Western Districts Fastern Districts
Civilian Captain Captain
SAFETY and INSPECTIONS
Captain ; [ | | | 4 1 |
. 1 T 2° T 8 3 4 5 6
RESEARCH and DEVELOPMENT illiston| | Minot| Bismarck| Dickinson| {Devils||Grand}|Fargo||James
Civilian . Lake|| Fork town

Lt. It. Lt. Lt. Lt. Lt. Lt . L.
PROPERTY and FLEET MANAGEMENT Sets. Sgts.||_ Sgts. Sgts. Sgts.||Sgts.]|Sgts.|[Sets.




Appendix I

PERFORMANCE-~COST DECISION-MAKING SYSTEM FOR

FIELD POLICING FUNCTIbNS

? SBource: Phase II, Chapter 2, of the Report to the California Contract

'

i Cities Association, prepared by Booz, Allen and Hamilton, Inc.,

1972,

- 62 ~
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Task 1 Forecast the Volume of Community Generated Case Loads Which Will ;!equixev
Police Handling,.

A. This work task provides the framework for:

' : ® Determining the forecastzd volume by type of cases of police
services reqpcstcd.

: ‘ o Developing and maintaining a data base on policing case load.

them are visible.

B. Methodology:

[ Define the types of police case loads:
° Crime investigations.
°© Community service,

® - Dectermine historical trends in reported case loads in terms of
volume and percentage change.

® Forecast community generated case load for the next budget
period.

, I ¢ Insuring that policing case loads and elements which comprise

® Provide breakdown of projected case load levels and who
handles.
Task 2 Establish Quantitative Service Level Cbjectives and Measurement Criteria

A. Purpose To develop and obtam agreement on service level objectives for
field policing forces.

B. Methodology :
o Define major service areas for field polfcing and their relative
priorities:
e Crime investigation and/or apprehension,
o Community service.
® Traffic control or safety.

- 63 -
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I |
: © Crime repression or prevention.
~  l B e Field operations support.
: I | ] " Establish specific objectives for‘each ﬁelci policing service area.
’ ! ° Monitor the - performance of field policing forces at least
' . qua_rtAerly’and annually.

l Task 3 Forecast the Volume of Officer Initiated Work Load That Will be Handled.
‘ ‘ A.- . Pﬁrposé: ‘C‘ornpletes work Iéad data base begun in Task 1.
l ' B. Methodology:

l e Define type of officer initiated work loads.

e Crime répression.
l :
| e ~ Traffic control.
, l ° Arrests.
| l ° Determine historical trends.
° Project officer initiated work load for next Budget period.

B \

l Task 4 Measure Average Time Required for each Work Load Activity.

I A. Purpose: Provides a basis for quantification of man-hours needed to

handle various work tasks. ’

I B. " Methodology:

. e Define reléval;t work units for the field policing function.

. ¥ ° | Develop an on-geing work measurement capability.

I " ° ' Measure time requirefnents for field policing work units,

I ° Develop work output standards.

i

- 64 -
I :




Task 5 Determine the Number of Field Man-Hours Required for Projected Work Loads
Task 6 and Type of Field Unit Handling Various Activities.

A.

Purpose: (1) To convert forecasted work load volume into man-hour
requirements, and (2) to allocate the man-hours among various types of
policing units and personnel classifications.

Methodology:

] " Determine -the number of man-hours required for cacl work load
activity.

° Determine the man-hours by type of field unit and personnel to

- handle forecasted work loads (Task 6).

Task 7 Determine the Manpower Availability for Each Type of Field Personnel.

A.

Purpose: To determine the estimated number of man-hours which each
type of personnel are anticipated to be available to handle projected field
policing work loads.

Methodology:

(] " Determine average number of man-hours available per ficld
personnel for each assignment.

° Deteﬁnine the average number of man-hours available per field
personnel for “street” duty.

Task 8 Determine the Number and Types of Field Personmél Required to Handle

A.

Forecasted Field Work Loads.

Purpose: To convert forecasted man-hours for handling field policing
work load by types of field personnel into estimated numbers of
authorized personnel considering the manpower availability factor
~determined in Task 7.

Methodology:

° Divide the projected number of work load man-hours for each
' type of personnel classification (as completed in Tasks 5 and 6)
by the average man-hours available for each authonzed position

(as calculated in Task 7).

- 65 -
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- Task 9 Determme Manpower, Equipment, Facxhty, and Other Support Costs for the Field
Task 10 Policing Function
Task 11
Task 12 S ,
A. . Purpose: These four integrated tasks determine the direct cost of the field
policing function resultmg from resource requ1rements needed to achieve
service objectwes

¥

5, -

«
L4

B. Methodology:

personnel classification.

o Task 10——Determine equipment costs for field policing.

] Task 11——Determine facility costs for field policing.
° Task 1‘2e—Detern1i11e other direct support costs.

Task 13 Compare Field Policing Costs With Available Funds

A, Purpose: To determine whether projected costs for the field policing
function to meet service levels are compatible with estimates of the funds
to be available during next budget period.

B. - Methodology:
° " Review total departmental costs vis-a-vis field policing costs.
° Check prebudget figures with city manager and city council.

Task 14 Analyze the Benefits and Costs of Altematlve Approaches f01 Providing Field
Policing Services.

costs (disadvantages) of alternative approaches and methods for providing
field policing servwes

h

] At acceptable levels.

. o Of satisfactory qua‘lity.
) Efficienﬂy. :
© Ecor‘xomically.‘

- 66 -

° Task 9——Determine individual and total manpower cosis by -

A. Purpose: To provide an on-going analysis of the benefits (advantages) and



Methodology:

Develop an adequate understanding of current field policing
responsibilities and understanding.

Idehtify and document field policing issues which would profit
from benefit and cost analysis.

Formulate objectives and measures to which alternative solutions
can be compared.

Identify alternative approaches or methods for solving the
problem and achieving specific objectives.

»-

Evalqate the benefits of alternatives identified.

Evaluate the costs of the alternatives identified.
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