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1. Grant Managers Assessment R\~port 

Provide a narrative assessmont not to exceed 200 words describirg 
the fo1101'1ing: problem addressed and major objectives, accom" 
plishments, activities undertaken,'princip~l findings and 
documents produced. This report will be entered into the LEftA 
Grant Profile Fiie (PROFILE) to be used by criminal justice 
planners and LEAA management and staff. For further clarification 
of the requirements, see LEAA Handbook HB Procedures for 
Administration of Categorical Grants, ~hapter 6. 

The intent of this study was to evaluate the inlplementation process and 
impact of the prototype rule~ and procedures for policq policy developed 
under a previous NILECJ grant (74-NI-99-0019). The implementation was 
tmd",rtaken primarily in two sites (Albuquerque, N.M. and Lansing, m) 
with partial implementation in a third (Denver, CO). The specific goals 
w~re: a) to develop the modified system according to the needs of each 
sitE! with minimum dilution of the quality and character of the prototype; 
b) to implement the system; c) to maintain and monitor the system. for 12 
months. d) to make measurements designed to detect possible improvements' 
in 'the operati ona 1 effecti lJenec;s of the new sys tern, compared to the 
previous system; and e) to make measurements designed to detect pcssible 
improvement in officer attitudes toward discipline. In general, the 
study showed that a new system could be implemented and could result 
in improvements with regard to the administration of discipline and 

" officers' attitudes toward it. 

-. 

The fin~1 report is entitled: Implementation and Evaluation of Prototype 
Rules and F~ocedures for Police Discipline - International Association 
of'Chiefs of Police. An Executive Summary of this report is also 
available. 
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2. Detail th~ majo;" findings and recommend:Jtior' J. 

The general hypotheses examined by the study and the results were: 

H-l UNDERSTANDING OF THE DISCIPLINARY SYSTEI1 REPORTED BY PERSONNEL 
WILL BE INCREASED AFTER PROJECT INTERVENTIONS - a general finding 
re this hypothesis was an apparent increase in understanding 
based on the results of the baseline and final questionnaire. 

H-2 FAIRNESS OF THE DISCIPLINARY SYSTEM AS PERCEIVED BY PERSONNEL 
WILL BE INCREASED AFTER PROJECT INTERVENTIONS - in both field sites 
the questionnaire items reiated to this hypothesis represented a 
mixed response. A more supportive finding. however. was that during 
the trial year disciplined officers resorted to the appeal process 
outside of the new system only 3 out of 11 times in Lansing and 
not at all in Albuquerque • 

H-3 QUALITY OF SUPERVISORS' PERFORMANCE IN THEIR DISCIPLINARY 
RESPONSIBILITIES AS PERCEIVED BY PERSONNEL WILL BE IMPROVED AFTER 
PROJECT INTERVENTION - although the data show some interesting 
results about the changes in the amount of first-line supervisors' 
use of training and counseling instead of formal discipline. the 
evidence to support this hypothesis is weak in Lansing and not 
present in Albuquerque. 

H-4 FORMAL CHARGES OF MISCONDUCT MADE AGAINST PERSONNEL WILL BE UPHELD 
IN INTERNAL APPEALS. 

H-5 SANCTIONS RECOMMENDED IN FORMAL CHARGES OF MISCONDUCT WILL BE 
UPHELD IN !NTERNAL APPEALS. 

Of the 12 cases appealed during the trial year in Albuquerque. in only 
two cases were the original charges and sanctions upheld intact. In 
an additional six cases. the charges stood' but sanctions were reduced. 
In an additional four cases. charges were reversed and sanctions reduced 
or revoked. Overall moderate support was claimed for this hypothesis 
in this site. 

Over a comparable test period in Lansing. officers requested trial board 
appeals in 11 cases. In four of the cases. the original charges and 
sanctions were left standing. In an additional four cases the charges 
stood but sanctions were reduced. Only in three cases were charges 
reversed and sanctions reduced or revoked. In this site also. 
moderate support of the hypotheses is claimed. 

H-6 T.HE INCIDENCE OF EXTERNAL APPEALS MADE BY PERSONNEL WILL BE REDUCED 
AFTER PROJECT INTERVENTION. 

-' 



,' .... 

-, 

, 
i 

.' I 

.'~ 

I 

.- , 

. " 

;,· .. 4 

. . ' ~ 

.J 

Page 2a. 

2. Oetail the major findings and recommendations (cont.) 

H-1 FORMAL CHARGES OF MISCONDUCT MADE AGAINST PERSONNEL WILL BE UPHELD 
IN EXTERNAL APPEALS. 

H-8 SANCTIONS RECOMMENDED IN FORMAL CHARGES OF MISCONDUCT WILL BE 
UPHELD IN EXTERNAL APPEALS. 

The data captured during the project period for these hypotheses was 
inconclusive. Unexpectedly, Albuquerque had no external appeals and 
Lansing had only three. In these three, the external appeal board 
upheld the findings in all three cases and the sanctions in two. 
In the third appeal the sanction was increased. 

RECOMMENDATIONS: 

l. 

2. 

3. 

4. 

5. 

6. 

Use the prototype (described in Managing for Effective Discipline) 
as a basis. giving close attention to city charter considerations, 
state law. and local collective bargaining agreements. 

Recognize that the process of creating and implementing an 
effecti~e. new disciplinary system is a time~consuming and frustrating 
task. 

Get the support of local government and civic groups. 

Involve the police employee organizations. 

Publicize the new system. 

Use the group working committee concept representing the important 
segments and levels of the department • 

1. Treat the effort as management foclfsed, not discipline focused. 

8. Preach documentation. 

9. Provide sufficient training to make various actors comfortable in 
their new roles. 

10. Give first·line supervisors special attention. 

11. Develop and permanent policies and procedures review board. 

12. A tight disciplinary system will enhance management's ability to 
deal with disciplinary matters • 

T 

i 
i 
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PREFACE 

As the research center of LEAA, the National Institute of Law Enforce-

ment and Criminal Justice tests and evaluates new approaches to improving 

criminal justice. One such project was to study the effects of a revised 

disciplinary system in two law enforcement agencies. The results of this 

effort ay'e surrmarized in this evaluation report. 

The work reported here constitutes the third phase of a study of police 

discipline that has been in progress since 1974. This effort, as a whole, is 

probably the most extensive study ever conducted concerning this issue in law 

enforcement. It was desi gned to resul t in a set of recommendations hel pful to 

departments of all sizes in dealing fairly and effectively with their personnel 

on questions of rules of conduct and corresponding sanctions. 

The original work which preceded the evaluation reported here was based 

on the simple premise that if common police disciplinary practices could be 

comprehensively analyzed from various perspectives, it would be possible to 

identify real or perceived desirable and undesirable conditions in disciplinary 

systems for the police. This would enable IACP researchers to develop a new 

disciplinary system which would maximize the desirable conditions and minimize 

those conditions viewed as undesirable. 

The objectives of the project were rather straightforward and simply 

stated: 

1. To identify within the 17 study agencies those conditions which 
are perceived to have a positive or negative effect on police 
discipline. 

2. To identify rules of conduct and discipline procedures which al·e 
or may be subjected to le.gal challenge, and to revise those rules 
and procedures found to conflict with judicial decisions or which 
cause police officers substantial concern. 

iii 
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3. To develop a manual which offers guidance in establishing or 
improving police disciplinary practices. 

The result of the l7-department study was a prototype disciplinary package 

which addressed several issues. First, a set of rules and regulations was 

developed which more succinctly stated the essence of the rule. Second, the 

IACP drafted a set of procedures which assured the officer an opportunity for an 

internal due process appeal hearing. Third, major issues relating to the police 

department's responsibility when receiving citizen complaints were addressed. 

The IACP published a manual entitled Managing for Effective Police Discipline: 

A Manual of Rules, Procedures, Supportive Law and Effect-jve Management, based on 

the results of the 17-agency study. In 1976, NILECJ contracted with the IACP to 

study and evaluate the effects of the prototype disciplinary system in several 

police agencies. The purpose of the study was to implement the new disciplinary 

system in several study agencies and evaluate the degree of success in an opera­

tional situation. Further, the IACP identified the factors involved in implementing 

such a system as well as drew conclusions as to minimizing these disruptions. 

The conclusions are based on analyses of a very extensive body of quantitative 

and qualitative data. The data, the analytic results, and their implications are 

presented fully in a 150-page report. This summary is a brief overview of the 

program, its outcomes, and the conclusions and recommendations contained in the 

full report. 

iv 
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EXECUTIVE SUMMARY 

Background of Disciplinary Study 
Nature and Scope 

A. Scope of the Initial Study 

In 1974, the IACP began a 24-month study of police disciplinary practices 

in 17 police agencies. This endeavor was funded by the National Institute of 

Law Enforcement and Criminal Justice (NILECJ) of the Law Enforcement Assistance 

Administration (LEAA). The purpose of the project "was to give insights into 

the determinants of effective discipline management and to provide practitioners 

with useful recommendations for understanding and improving their disciplinary 

practices." 

It was found in the initial study that the same concerns with discipline 

were common to nearly all departments regardless of size or location, or 

whether the department's officers were represented by a union. Likewise, 

these concerns were shared by groups and individuals with differing key roles 

in the disciplinary process: city attorneys, police administrators, legal 

advisors, police association officials, and police officers. 

Given anyone of these situations or viewpoints, the issues of clarity, 

legality, fairness, consistency, and workability of discipline rules and pro­

cedures were shown to be of vital importance, according to questionnaire and 

interview results. To be sure, some di fferences among departments were noted. 

In departments with active unions, for example, specific department practices, 

such as the levying of inconsistent penalties, had been challenged. Unions 

had the financial ability to retain lawyers to defend accused officers. In 

some cases, this pressure caused management to reconsider the discipline system 

and make changes to reduce the grounds for complaint. Sometimes, however, 
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management became more committed to its views, and positions became bitterly 

entrenched. Thus~ the level of sophistication of the department, in terms 

of legal expertise and unionization, had an effect on the discipline 

system as observed. However, the underlying issues had universal relevance. 

The implication is that there is no specific set of criteria limiting the 

range of departments to which the study of these issues relates. 

The full report of this effort was published in a manual entitled Managing 

for Effective Police Discipline: A Manual of Rules, Procedures~ Supportive 

Law and Effective Management. Given the fact that a new disciplinary system 

had been developed which~ in the opinion of the IACP, was superior to any 

eXisting system, the next logical course of inquiry was whether its im­

plementation in the real world would have a beneficial impact. In 1976, shortly 

after completion of the initial study and publication of Managing for Effective 

Police Discipline, NILECJ and the IACP negotiated another agreement to study 

and eval uate the effects of the prototype disciplinary sys tern in two agencies. 

As stated in the NILECJ grant award project summary: 

The primary objective of this effort is to field test the prototype 
rules of conduct and disciplinary procedures developed during the 
course of Grant #74-NI-99-00l9. Based upon field research in 17 
law enforcement agencies, procedures and rules were developed'that 
are felt to reflect a rational, fair and legal approach to a system 
of discipline for law enforcement agencies. The overriding question 
to be addressed is: What is the degree of success of the prototype 
rules and procedures in an operational situation? 

B. Provisions for Evaluation 

This project was structured as research, with the objective of learning 

to what degree the prototype rules and procedures could be successfully im­

plemented. The context was clearly experimental and not merely a matter of 

providing consulting or technical assistance to the selected departments. 

2 
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To ensure the use of proper study techniques and appropriate data gathering 

and analysis, a research methodology was developed. Hypotheses were stated 

about the impact of the model on primary departmental output or performance 

variables, and means were specified to measure changes from baseline levels. 

The measurement system was also aimed at process description; a secondary ob­

jective was to learn how the departments accommodated the implementation and 

its results. This focus included measurement of input associated with the 

research. The methodology thus provided an adequate plan for project guidance 

and evaluation in order to give technically sound support to a final statement 

of results. 

C. Methodology 

1. Specification of goal and objectives. The goal of the work was to 

evaluate the prototype rules and procedures by implementing them in study de­

partments and measuring the results. To operationalize the task, these objectives 

were adopted: 

(a) To develop the modified system according to the needs of 
each site department with minimal dilution of the quality 
and character of the prototype. 

(b) To implement the system. 

(c) To maintain and monitor the system for 12 months. 

(d) To make measurements designed to detect possible improve­
ment in the operational effectiveness of the new system, 
compared to the previous system. 

(e) To make measurements designed to detect possible improvement 
in officer attitudes toward discipline. 

The outcome objectives refer to the effect the prototype system had on 

several important aspects of a typical police department's performance and 

condition regarding discipline issues. Some of the selected aspects related 

3 
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to basic "bottom-line" discipline events; e.g.,.the tendency for formal charges 

against personnel to be upheld upon independent review. Others concerned more 

subjective, attitudinal phenomena; e.g., the fairness of the system as perceived 

by officers. Some of these were stated as hypotheses about potential change, 

when it was likely that the measures could be quantified, and sufficient data 

was available for analysis. Some of the subjective measures were analyzed 

statistically, using questionnaire data; others were expressed through analysis 

of the results of interviews and observation. The proposed general hypotheses 

were: 

H.l Understanding of the disciplinary system reported by personnel 
will be increased after project interventions. 

H.2 Fairness of the disciplinary system as perceived by personnel 
will be increased after project interventions. 

H.3 Quality of supervisors' performance in their disciplinary 
responsibilities as perceived by personnel will be improved 
after project interventions. 

H.4 Formal charges of misconduct made against personnel will be 
upheld in internal appeals. 

H.5 Sanctions recommended in formal charges of misconduct will be 
upheld in internal appeals. 

H.6 The incidence of external appeals made by personnel will be 
reduced after project interventions. 

H.7 Formal charges of misconduct made against personnel will be 
upheld in external appeals. 

H.B Sanctions recommended in formal charges of misconduct will be 
upheld in external appeals. 

2. Site selection. Two sites were originally selected for the implementa­

tion and evaluation of the IACP prototype disciplinary system. Denver, Colorado, 

and Albuquerque, New Mexico, both had sufficient problems with their existing 

disciplinary system and a desire to become "experimental agencies." (Unfortunately, 

legal problems with the new system as it related to the city charter developed 

4 
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in Denver, and that site was replaced with Lansing, Michigan.) It was critical 

that each experimental site agree to the following conditions: 

• the assignment of an employee with appropriate skills and influence 
to act as project coordinator for one-half time during the project; 

• the assignment of a Staff Working Committee composed of several 
carefully selected members who would be released from other duties 
regularly to contribute their personal ski 11s and organizational 
influence to development and implementation needs; 

• provision to IACP staff of access to all needed data sources, and 
to department employees for interviews and questionnaire comple-
tion; . 

• provision to IACP staff of office space, incidental printing, and 
clerical assistance; 

• provision of trainers and personnel to be trained as needed; and 

• reasonable assurance of the cooperation of the employee organiza­
tion. 

An especially important site selection criterion was the willingness of 

the department to disclose project results. While it was reasonable that 

certain data relating to individuals had to be controlled to prevent possible 

damage to personal reputation, need for disclosure was critical as a general 

ground rule of the project. 

Commitment by key site personnel also had to be secured with regard to 

certain substant'ive issues. While the prototype to be tested had to be tailored 

to fit each department, there were certain concepts which were of primary im­

portance, based on previous work. It was therefore of high priority in this 

phase of the work to be able to test these concepts. Every effort had to be 

made to achieve the following conditions in the selected department: 

1. To establish a functioning Internal Affairs Division which 
exercised! control over all investigations; 

2. To implement a set of rules and procedures which were legally 
sound; 

5 
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3. To develop a mechanism for due process hearings, and an informal 
review group for hearings concerning complaints against officers; 

4. To devise a mechanism for the affirmative receipt of civilian 
complaints against officers; and 

5. To establish a program to control supervisors' discretionary 
power in discipl inary actions. 

Commitment to these five areas had to be reasonably assured before accepting 

a department as a study site. 

3. Implementation plan. The implementation of the model took the 

form of interventions by IACP and site staff into department activity, in the 

form of inquiry, observation, direction, and training. The first of these 

planned interventions was the collection of baseline data. The determination 

of baseline conditions served two major purposes. First, existing conditions 

could be assessed to help decide what interventions would be necessary or productive 

in reaching the project objectives. While the project objectives were assumed 

to be appropriate for any agency which might participate in the project, some 

may root have been appropriate for both sites, and others not foreseen may have 

been ~Jenerated (e.g., no significant problem may have existed regarding illegal 

or uncl ear rules, but there may have been alack of effecti ve procedures in 

certain areas). The assessment of baseline conditions provided a basis 

for these decisions. In addition, these data were needed to prioritize inter­

ventions in order to best allocate project resources. 

Second, a clear identification of certain existing conditions was neces-

sary to establish the "pre-test" point from which change could be measured 

after project interventions (e.g., attitudes of officers toward supervisors' 

performance). Post intervention measures were then compared with these results 

to evaluate the impact of project activity. 

Data was gathered in three broad areas: aaTiinistrative, legal and at­

titudinal. In the administrative analysis, structured interview forms, case 

analysis guidelines, and data summary forms were used for inquiring into the 

6 
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existing management process of the study agency. By analyzing the existing 

functions and relationships of Internal Affairs, Inspections, Training, Planning 

and Research, the Legal Advisor, and other key organizational units, it becomes 

possible to identify areas which might need improvement to increase disci­

plinary effectiveness. To carry out the legal review, the research team was 

to identify those existing rules and procedures which were illegal and issues 

on which further study was needed. Ir.cluded in the legal analysis was a study 

of existing activities (procedures and other actions by management and officers) 

and documented rules, regulations, ordinances, laws, etc., affecting the disci­

pl ine process. The third method of determining existing conditions was to 

solicit the opinions of agency personnel by means of questionnaires designed 

to focus on the important issues identified by the administrative and legal 

analyses and through the agency Staff Working Committee. Perceptions were also 

studied through interviews and case analyses of certain disciplinary events. 

The assessment of baseline conditions suggested priorities for the 

other project tasks in each department, guiding the design of those interventions 

which were judged to result in greatest efficiency in the use of project· resources. 

An independent and objective view of the department and its needs had to be 

taken at the outset, and for this reason, the basel ine assessment was made 

primarily by the IACP staff. However, the role of the department project staff 

(Project Coordinator and Staff Working Committee), already important as sup­

portive in data gathering, was expanded in this stage of intervention develop­

ment. 

It was a project principle that these changes must be seen to have come largely 

"from within," if they were to have the necessary support by individuals at all 

levels in the department. In addition to this need for philosophical commitment, 

7 
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there was a need for sharing of task responsibility and "hands-on" activity. 

The project concept and budget were designed on the assumption that agency 

staff would undertake tasks such as the detail design and provision of of­

ficer training. 

An important aspect of this agency involvement was that it should cut 

across lines of authority (management-officer), function (staff-line), and 

loyalty (management-union). The Staff Working Committee was constituted to 

encourage this participative approach, as were groups which might have been 

given assignments outside the committee. For example, such a group could have 

been appointed to draft alternative versions of certain rules or procedures for 

review by the Staff Working Committee and IACP staff. 

4. Monitoring and evaluation plan. The monitoring task was addressed to 

two aspects of the project: (1) developing and making operational the modified 

prototype; and (2) experiencing the effect of the new system. Information 

could thus be learned about how a major police management innovation can be 

designed and adopted with department-wide participation. Also, the effect of 

the system in terms of contribution to department goals could be documented. 

The outline below describes the scope of the monitoring task, with types 

of meaSUY'es. 

1. Related to project input activities 

a. Develop the system; 

Site staff time; IACP staff time 

b. Implement the system 

Site and IACP staff time; Effectiveness of training of supervisors 
and other personnel; Provision of new written directives 

c. Maintain the sys tern 

Site staff time; Site union and officer personnel time 
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2. Related to project outcomes 

a. Effectiveness 

(1) Pre-implementation: Incidence of charges and findings on 
appeals in the baseline period (e.g., 1975-77) 

(2) Interim: Quarterly incidence and findings on appeals 

(3) Post-implementation: Questionnaire and interview results 

The specific purposes of the interim monitoring were: 

(1) to maintain the planned fonnat and enabling conditions of the 
implementation, e.g., to insure that printed materials such as 
rules and regulations are available to officers; 

(2) to collect data periodically for later evaluation; 

(3) to note lI environmenta1 11 changes during the period; e.g., changes 
in city political structure, changes in legislation, or changes 
in departmental management staffing; 

(4) to design and implement any necessary system changes to preserve 
project integrity. 

Monitoring was designed and conducted by IACP staff, who made visits to 

each site for this purpose dur"ing the period. Day-to-day moni toring, inc1 uding 

the gathering of interim data, was the responsibility of the Project Coordina­

tor, briefing IACP staff by telephone regularly between their site visits, 

and accumulating data summaries for review during site visits. 

Project monitoring forms were developed to capture data to make the 

chain of events associated with each discipline case II visib1e,1I by requiring 

documentation of the decision-making process. Data to be captured included 

information on the intake of complaints, investigation, recommendation and 

review of sanctions, and appeals. 

The project's eva1uati~n plan was aimed at determining the nature of any 

changes in discipline related events and conditions during the treatment period, 

and how these changes may have been related to the interventions. 
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The task of evaluation of research, because of its great importance, 

has been the subject of considerable study both conceptually and in operational 

terms. An interesting scheme to guide evaluation efforts has been proposed 

by Suchman,l and discussed by Maltz.2 Suchman designates five kinds of 

evaluation which might be characterized as answering these five questions 

about a research project: 

1. What did we put into it? (effort) 

2. How well did we do? (performance) 

3. Was it good enough? (adequacy of performance) 

4. Was it worth it? (efficiency) 

5. Why did it come out that way? (process) 

5. Intervention steps. From the time of the first IACP contact with the 

experimental agency, the inevitable "grapevine" or rumor mill had undoubtedly 

been active. With the more formalized meetings and interviews occurring during 

the site selection process, culminating in the appointment of the SWC, it is 

important to recognize the impact created by the presence of the lIoutsider" 

IACP staff. Already, comments were being heard about the likely outcome of 

the project, some hopeful, some cynical. These activities, then, all had to 

be viewed as "interventions," introducing some element of change and reaction 

into the routine dynamics of the department. 

a. Collection of baseline data. Among the first significant formal 

interventions were the activities generated at the first SWC meeting for the 

respective departments. After a point-by-point orientation to the project, 

the SWC members were given a five-part questionnaire for the purpose of identify­

lng problems, to be completed as a group, and the results reported at the next 

meeting. The questionnaire served as the first formal source for developing 

baseline project data. 

1. Suchman, E.A. Evaluative Research. New York: Russel Sage Foundation, 1967. 

2. Maltz, M.D. IIEvaluation of Crime Control Programs," National Institute 
of Law Enforcement and Criminal Justice, April 1972. 
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This questionnaire seemed to be very efficient in bringing out a rich 

variety of comment, consensus, and dissenting opinions from the SWC members. 

Much comment centered on lack of understanding by personnel of their rights, 

and the function of the Internal Affairs Units (IAUs), concerning discipline. 

Other concerns were expressed about lack of training, supervisors' incon­

sistency, lack of objectivity of internal review, and inadequacy of records. 

In the following three-month period, three additional site meet'ings were 

held involving the SWC and IACP staff jointly or separately. The purposes 

of these meetings were: 

(a) to make an initial evaluation of existing rules and procedures 

(b) to have the SWC become famil ia r with the prototype 

(c) to compare departmental rules with prototype rules and 
procedures 

(d) to develop a general questionnaire for all department personnel 

(e) to interview selected site personnel in key positions 

(f) to collect additional baseline information 

(g) to examine quarterly summaries of IAU activities for several years 
prior to the experimental period 

(h) sample log entries of complaints received by the agencies by 
telephone 

The draft questionnaires for general use throughout the departments were 

. submitted to the SWC for comment, and refined according to suggestions received. 

This questionnaire was administered to a random stratified sample of personnel 

in their respective departments. Several techniques were used to maximize 

cooperation among the personnel in filling out the questionnaire. First, all 

personnel were briefed about the project as a whole. At these briefings, per­

sonnel were informed that their personal opinions and participation were 

earnestly solicited, and that one means of achieving this would be by the general 

questionnaire to be administered as described above. 
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Another principle adopted to encourage candid responses was to assure 

confidentiality. To make this credible, and to minimize inconvenience for 

personnel fill'ing out the questionnaires, small groups were met by IACP staff 

as they came on duty over a period of several days. They were assured that 

only IACP staff would handle the questionnaires, and that only statistical 

summaries would be reported back to the department. 'In addition, personnel were 

told that if they wanted to express themselves beyond the confines of the 

questionnaire format, they could hav~ a confidential interview with IACP staff, 

either on or off their duty time. All indications are that these measures worked 

well. Personnel appeared to take the questionnaire seriously. 

Baseline data were thus available in adequate quantity and variety to make 

a detailed assessment of what changes were needed to make the prototype opera­

tional in the sites selected for study, as well as to provide measures for 

comparison when assessing results at the end of the project. The next task was 

to develop the specific new system elements which would be implemented. 

b. Revision of rules and procedures. The revision of the formal 

systems as codified in the written directives of the study departments proved 

to be one of the most difficult and time consuming tasks of the entire project. 

As indicated above, this process was started with reviews by the SWCs of 

general orders or rules and procedures, comparing them with the prototype. 

Several meetings between IACP and departmental staff were held to resolve dif­

ferences in both principle and detail on the many sensitive issues addressed 

by the system. A final draft for comment was circulated to SWC menbers and 

other key personnel. After revisions, the replacement sections of the Standard 

Operating Procedure manual were printed and distributed within each department. 

c. System implementation. The target date for implementation was 

selected in each department, at which time the revised SOP would become effective. 
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In reality, it was inevitable that some significant implementation events had 

to occur somewhat before and after that date. Training in the revised system 

was designed and presented to personnel of the rank of sergeant and higher 

prior to implementation. Subject matter was: 

"A Basic Overview of the Concept and Final Program" 

"Modified Rules of Conduct" 

"Discipline System: Its Processes and Functions" 

IACP staff attended as observers, and also responded to questions on legal and 

procedural points. Similar instruction for all remaining sworn and civilian 

personnel was given in identical sessions. These sessions were two hours in 

length, consisting of a videotape of abbreviated versions of the presentations 

given to the previous groups, and a question-and-answer session with SWC members 

as resources. 

6. Monitoring and evaluation. Monitoring measures were designed to 

assess inputs and outcomes of the project. One input clearly devoted to the 

project was the cost of the time of the SWC members in attending meetings and 

preparing material. These costs were recorded by department staff and reported 

periodically to IACP staff. Another cost was the y~printing and distribution 

of SOP material. While this was required by the project, it is also true that 

the likelihood of some SOP revision during the course of two years is high; 

therefore, attributing the whole cost to the project may not give a fair 

representation. Another input was training development and presentation. Costs 

were estimated, and training effectiveness was measured by means of a question­

naire for supervisory level and above, and another for nonsupervisors. Other 
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input costs were those incurred by IAU staff in assembling and conducting trial 

boards, and the time of the deliberation of trial board members. 

Project outcome data were also gathered from several sources. Details 

of complaints, charges, appeals, and final disposition of cases were recorded 

by IAU staff on a special project form. Measures of attitude of personnel to 

the system were made, using questionnaires, and interviews at two interim 

points, and at the end of the monitoring year. 

Evaluation of the monitoring data, including comparisons with baseline 

data, was done ·in quanti tati ve terms when the nature of the data was ap­

propriate. Much of the data from questionnaires was in the form of Likert 

scale responses. For these data, SPSS (Statistical Programs for the Social 

Sciences) computer programs were used to generate summaries. Statistical 

significance of differences in sets of response frequencies was determined by 

standard tests. 

D. Findings and Analysis 

In developing the methodology for thi~ study, eight statements of possible 

outcomes were set forth as hypotheses. Each statement described a positive, 

favorable result which it was hoped might flow from the strategies of change 

which were implemented in the two study agencies. These hypotheses and the 

degree to which they were realized are thoroughly discussed in the main report 

and summarized below. 

H.l Understanding of the discipUnary system reported by 
personnet witt be increased after pFOject interventions. 

In order to test this hypothesis, five questions relating to understanding 

were analyzed. These questions were posed to members of both departments as 

follows: 
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I have a good understanding of appeal procedures on disciplinary actions 
outside of this department. 

__ Strongly Agree __ Agree __ Uncertain __ Disagree __ Strongly Disagree 

I have a good understanding of the procedures that are used by this 
department to peoopd citizen complaints of misconduct. 

__ Definitely Yes Yes __ Uncertain Nd __ Definitely No 

I have a good understanding of the procedures that are used by this 
department to investigate citizen complaints of misconduct. 

__ Definitely Yes Yes __ Uncertain No __ Definitely No 

I have a good understanding of the responsibilities of this department's 
internal affairs unit. 

__ Definitely Yes Yes Uncertain No __ Definitely No 

I have a good understanding of the process that is used for internal 
review of d"isci pl inary acti ons taken. 

__ Definitely Yes Yes Uncertain No __ Definitely No 

The numerical responses to the questions before and after intervention 

are presented in Table 1 (for Albuquel~que) and Table 2 (for Lansing). 

A genel~al finding on this hypothesis was an apparent increase in under­

standing fOl~ the five questionnaire items, from baseline to final administra-

ti ons. 

H.2 FaiPness of the disoipZinapY system as pepoeived by 
pepsonneZ wiZZ be inopeased aftep ppojeot intepventions. 

In Albuquerque this hypothesis was tested by first examining the 

questionnaire items comprising the "fairness" factor, shown in Table 3. In 

support of the ~wpothesis, Item 40 shows a sizable shift in opinion toward 

the view that initial disciplinary actions are reviewed more fairly under the 

new procedures. For three other items having a raw-data change consistent 
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Question 
Number Topic 

17 Understand out-
side appeal 
procedures 

. 18 Understand 
procedure to 
record citizen 
complaints 

19 Understand pro-
cedure to in-
vestigate citi-
zen complaints 

30 Understand 
" responsibilities 

of TAU 

32 Understand 
internal re-
view process 
on actions. 

TABLE 1 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON UNDERSTANDING 
ALBUQUERQUE POLICE DEPARTMENT 

Sample Responses, percent 
Measuring 
Occasion Agree Uncertain 

Baseline 39 24 

Final . 41 25 

Baseline 40 22 

Final 50 19 

Baseline 39 20 

Final 50 17 

Baseline 47 19 

Final 50 19 

Baseline 29 27 

Final 31 31 

1. See Appendix 26 on the testing of statistical significance. 

Level of Statistical 

Di sagree 
Significanre of 
Difference (pL...value) 

37 .01 

34 

38 .01 

30 

41 .05 

33 

34 not significant 

31 

44 not significant 

38 
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Question 
Number· Topic 

14 Understand out-
side appeal 
procedures 

15 Understand pro-
cedure to record 
citizen complaint 

20 Understand pro-
cedure to in-
vestigate cit;-
zen complaints 

29 Understand 
responsibilities 

~ of IAU 

33 Understand 
internal 
review pro-
cedures 

TABLE 2 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON UNDERSTANDING 

LANSING POLICE DEPARTMENT 

Sample Responses, percent 
Measuring 
Occasion Agree Uncertain Disagree 

Basellne 37 26 37 

Fi nal 43 29 28 

Baseline 22 20 58 

Final 58 18 24 

Baseline 24 20 56 

Final 37 28 34 

Baseline 34 20 46 

Final 44 30 26 

Baseline 23 27 50 

Final 38 37 26 

Level of Statistical 
Si gnifi cance of 
Difference (p~ value) 

n.s. 

.001 

.01 

.01 

.001 



Question 
Number Topic 

28 Chief usually 
follo.ws staff 
reconmendations 

33 Personnel can 
get a "fair 
shake" in in-
ternal review 

34 Interna 1 revi ew 
is consistent 
regardless of 
rank 

40 Actions are 
reviewed fair-
ly via internal 

~ procedures 

41 CAO appeals 
are fair 

42 Interna 1 
decisions are 
reasonably 
speedy 

Sample 

TABLE 3 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON FAIRNESS 
ALBUQUERQUE POLICE DEPARTMENT 

Responses, percent 
Measuring 
Occasion Agree Uncertai n Disagree 

Baseline 49 40 11 

Final 35 40 25 

Baseline 33 41 26 

Final 36 40 24 

Baseline 16 26 58 

Final 19 27 54 

Baseline 24 45 31 

Final 32 44 24 

Baseline 22 64 14 

Final 24 63 13 

Baseline 49 35 16 

Final 45 40 15 

Level of Statistical 
Significance of 
Difference (p< value) 

.001 

not significant 

not significant 

.05 

not significant 

not significant 



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

with that shift (33,34, and 41), the change did not approach statistical 

significance. For Item 42, about the speed with which disciplinary review 

decisions are made, the apparent negative change was likewise not signifi­

cant. For Item 28, substantially fewer people agree that the chief follows 

staff recommendations. It does not seem proper to interpret this result as 

meaning that there is widespread feeling that the chief acted counter to the 

recommendations sent to him, in view of the fact that during the trial year 

there are only three recorded instances of the chief overturning a recommenda­

tion developed within the standard disciplinary procedure. It is more likely 

that Item 28 on the final questionnaire was confusing, some respondents 

reasoning that since the trial board mechanism was now available, the question 

of individual staff recommendations, especially those disputed by the accused, 

being sent to the chief for approval did not arise routinely. Therefore, 

a number of respondents may have disagreed with the statement simply on this 

procedural basis. 

While the evidence in possible support of this hypothesis is somewhat 

mixed, that on the positive side is strengthened by the important "bottom­

line" finding that in the trial year, not a single case was appealed outside 

the department to the readily-available city personnel (CAD) appeal procedure. 

APD officers had made liberal use of the outside appeal in 1975 and 1976, 

although the three cases heard in 1977 were few by comparison. In the absence 

of any other clear causal factor for this lack of use of the outside appeal 

provision in 1978, it is suggested that the internal system was viewed as 

adequately fair, and the hypothesis is supported by the data as a whole. 

For the Lansing Police Department the preppost changes in response to 

the questions relating to fairness are shown in Table 4. The result for 

Item 26 can be interpreted to mean that while officers were originally un­

certain whether the chief acted on staff recommendations, they then tended to 
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Question 
Number 

26 

32 

34 

38 

~ 

39 

I 
J 

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

Topic 

Chief 'acts on 
staff recom-
mendations 

Internal 
review is 
fair 

Internal 
review is 
fai r by rank 

Personnel must 
go outside for 
fair review 

Decisions 
are 
speedy 

Sample 

TABLE 4 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON FAIRNESS--LPD 

Responses, percent 
Measuring 
Occasion Agree Uncerta in Disagree 

Baseline 29 62 9 

Fi na 1 27 40 31 

Baseline 30 22 48 

Fi nal 42 34 24 

Baseline 31 14 55 

Fi na1 42 21 35 

Baseline 51 32 17 

Final 42 34 24 

Baseline 48 30 22 

Final 47 35 16 

Level of Statistical 
Significance of 
Difference (p~ value) 

.001 

.001 

.01 

n.s. 

n.s. 
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disagree, knowing that a Trial Board finding had been injected into the system. 

This finding was the dominant factor which the chief had to consider in 

deciding whether to concur with staff recommendations. Items 32 and 34 show 

a large shift in opinion. The positive change concerning rank and fairness 

is especially important as a project outcome, as this is one of the "hard­

core" issues affecting officer confidence and acceptance in any police disci­

pline system. Although Item 38 is nonsignificant, the direction of change is 

consistent with increased confidence in the internal system. Item 39 does 

not indicate any conclusive change in officers' views: of speed of the system. 

Again, the bottom line in perceived fairness of the new system is the 

extent to which disciplined officers appeal outside the department. Of the 

eleven cases heard by the trial board in Lansing, only three cases were ap­

pealed outside. Unfortunately, we were unable to establish the number of 

outside appeals prior to project implementation so comparisons cannot be made. 

The Lansing Police Department simply did not maintain summary records of this 

type of activity. However, it was bel ieved by individuals within the agency 

that the number of outside appeals had decreased after project intervention. 

Overall, the hypothesis is well supported. 

H.:3 Quality of supervisors' performance in their disciplinarry 
responsibitities as perceived by personnel, wiU be 
improved after project intervention. 

In Albuquerque, of the six questionnaire items relating to supervisory 

performance shown in Table 5, the three that have statistically different 

responses across the trial year paint to a perceived decline in important 

supervisory behaviors of consistent treatment of officers, explanation of 

rules, and fairness. This finding is somewhat in conflict with the positive 
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N 
N 

Question 
Number 

4 

5 

16 

25 

" 

26 

27 

Topic 

Supervi sor is 
consi stent in 
enforcing SOP 

Supervi sor ex-
p la ins rule 
changes well 

On issue, 
supervi sor ex-
plains SOP well 

Superv; sor is 
fair in 
determining 
facts of case 

Supervi sor does 
not show favor-
i tism in deter-
mining facts 

Supervisor uses 
counseling and 
retraining 

TABLE 5 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON SUPERVISORY PERFORMANCE 

ALBUQUERQUE POLICE DEPARTMENT 

Sample Responses, percent 
Meas uri ng 
Occasion Agree Uncertal n Dlsagree 

Baseline 69 13 18 

Fina 1 57 22 21 

Baseline 64 16 20 

Final 56 18 26 

Baseline 45 12 43 

Fi nal 32 17 51 

Baseline 72 15 13 

Fi na1 63 19 18 

Baseline 61 18 21 

Final 54 22 24 

Baseline 47 29 24 

Final 43 29 28 

Level of Statistical 
Significance of 
Difference (p < value) 

.01 

not significant 

.01 

.05 

not si gnifi cant 

not significant 
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finding of fairness discussed above, and may indicate that it is the total 

system that produces an overall fair result, even in the face of supervisory 

performance that is not seen as improving. It should be noted, however, that 

on two of the three items, a majority of respondents spoke favorably of 

their supervisors. One of the issues within this factor, Item 27 on use of 

counseling and retraining, showed no change statistically, and very little 

in raw score terms. This issue is of interest because of the pattern of 

other available data, and because of the attempts made to introduce the idea 

of a positive discipline approach in supervisory training. One of the major 

thrusts of the prototype is the reshaping of the disciplinary concept and 

system to remove the emphasis from threat and reactive punishment, replacing 

it with open communications, counseling, and training. It can be seen in 

Table SA, Part A, that responses to Item 27 on the two interim measures showed 

substantial percentage shifts out of the disagreement and uncertainty cate­

gories toward more agreement. However, these interim samples were small, and 

even the large percentage differences do not reach statistical significance 

(although chi-square values of 2.12 and 3.38 were reached, with 2d.f.). One 

additional piece of hard data on this issue is found in responses to the intro­

ductory questionnaire item, IICheck the one answer ... that best describes 

what the term 'discipline' means to you, based on your overall experience in 

this department in the past year. 1I In Table 5A, Part B, gains are shown over 

baseline for both IItraining or counseling to improve police officer performance,1I 

and lIan attitude which causes officers to obey police standards of conduct. 1I 

Corresponding decl ines are seen in the choi ces of IIpunishment for offi cer 

misconduct, II and IIbehavior according to pol i ce standards of conduct. II This 

shift, which is significant and of worthwhile size, is consistent with the 

objectives of the project activity in the APD. Again, it is difficult to 

attribute the shift to a specific cause, but the fact that the effect is present 

23 



~------­--------~-----~-------------------------
TABLE 5A 

COMPARISONS OF ADDITIONAL 
PRE/POST RESPONSES ON SUPERVISORY PERFORMANCE 

ALBUQUERQUE POLICE DEPARTMENT 
A. Pattern of Interim Responses: 

Sample Responses, percent 
Question Measuring 
Number Topic Occasion Agree Uncertain Disagree 

27 My present super- Baseline 47 29 24 
visor uses train-
ing and counsel- Apr; 1 
ing In teri m 59 19 22 

(-N=50) 

27 My present super- Baseline 47 29 24 
visor uses train-
ing and counsel- ~Pr11 
ing Interim 49 37 14 

(N=35 ) 

B. Reported Meaning of Discipline as a Concept: 

, Sample Meaninq chosen. reSDonses-" p_ercent 
Measuring Behavi'or to Attitude lraining or Punishment 

Level of Statistical 
Significance of 
Difference (p < va 1 ue) 

not significant 

not significant 

Level of Statistical 
Significance of 

Topic Occasion Standards to Obey Counseling for Misconduct Di fference (p < value 

"Discipline Baseline 27 15 17 41 .05 
means to 
me. " Final 21 22 22 35 . . 
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after the course of a full year, and that IItraining and counselingll normally 

occurs between the first-line supervisor and the officer, some evidence can 

be given to the claim that supervisory behavior has changed in this respect. 

Overall, although the data include some interesting results, the evidence to 

support this hypothesis is weak. 

In Lansing this hypothesis was tested by comparing responses on the six 

items shown in Table 6. Items 4, 22, and 23 on fairness and consistency show 

moderately large percentage shifts toward a more positive view of supervisors 

by officers (although in some cases this is signified only by IIl ess disagree­

ment ll with the statement). The level of statistical significance is lower than 

for the previous results, but is acceptable at .05. A fourth item, Number 24 

on use of counseling, nearly reached significance (chi-square 4.09, 2 degrees 

of freedom) with an apparent shi ft ina positi ve di recti on. There was no , 

Improvement, however, in perceptions of supervisors' explanations of new rules 

land rule changes. Overall, there is sound evidence of support for the hypo-
I 
J thesis, although not as convincingly as the previous key hypotheses. 
/ 

( 

I 

H.4 Formal oharges of rrrisoonduot maCk against personnel 
will be upheld in internal appeals. 

H.5 Sanotions reoolmlended in formal oharges of rrrisoonduot 
wiU be upheld in internal appeals. 

These hypotheses were proposed as the lIacid testll of the new discipline 

system, reasoning that if the rules were fair, the investigations of any in­

fraction were fair, and the resulting sanctions were imposed consistently and 

fairly, then any IIfairll appeal procedure would tend to uphold the original 

findings and actions. This premise makes for an exacting and severe test, 

since a breakdown at any point in the chain of factors leads directly to an 

adverse result. Table 7 shows the appeal results for 12 cases in which trial 
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Question 
Number Topic 

4 Supervisor is 
consistent 

5 Supervisor 
does a good 
job of ex-
p1aining 

13 Supervi sor ex-
plains new 
rules well 

, 

22 Supervi sor is 
fai r in 

'. determining 
facts 

23 Supervisor does 
not show 
favoritism 

24 Supervisor. 
uses counsel-
ing and re-
training 

TABLE 6 

COMPARISON OF PRE/POST RESPONSES TO TEST 
THE HYPOTHESIS ON SUPERVISORY PERFORMANCE 

. LANSING POLICE DEPARTMENT 

Sample Responses, percent 
Measuring 
Occasion Agree Uncertain Di sagree 

Baseline 51 12 37 

Fi na1 64 14 21 

Baseline 61 15 24 

Fi na1 63 19 18 

Baseline 45 18 37 

Final 39 25 36 

Baseline 54 24 22 

FinaJ 54 35 11 

Baseline 46 24 30 

Final 48 34 18 

Baseline 28 32 40 

Final 35 40 25 

-
Level of Statistical 
Significance of 
Difference (p( value) 

.05 

n.s. 

n.s. 

. 

.05 

.05 

n.s. 
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TABLE 7 

SUMMARY OF RESULTS OF APPEALS AGAINST DEPARTMENTAL ACTIONS-APD 
---

CASE NUMBER DEPARTMENT ACTION TRIAL BOARD ACTION CHIEF OF POLICE ACTION ot: REVIEW 

1 3 day suspension + 5 day suspension which Upheld Chief upheld trial board 
was held in abeyance from prior disci-
plinary action 

2 1 s t cha rge - 1 day suspension Reduced to letter of reprimand Chief upheld trial board 
2nd charge - 3 day suspension Reduced to 2 day suspension and transfer to 

another area 
3 2 day suspension with option to work Cha rge #1 reduced to verbal reprimand; Chief overruled trial board 

charqe #2 dismissed imposed oriqina1 sanction 
4 2 day suspension with option to work Reduced to 1 day suspension with option to Chief upheld trial board 

work and 1 day suspension held in abeyance 
f---- for 6 months 

5 10 days suspension - no take home car Sustained all charges, modified sanction to Chief overruled trial board 
for 5 years, and incur 50% of damages offi ce r not ha ve to pay for damages to po 1 i ce imposed original sanction 
to police motorcycle motorcycle and officer given option to work 

5 or 10 day suspension 
6 3 day suspension; denied assignment to Upheld charges - modified sanctions 10 day Chief upheld trial board 

cycles, no take home car for 5 years; suspension with option to work 5 days; no take 
pay 50% of damages to police motorcycle home car for 5 years; no motorcycle assignment 

for 5 years; incur 50% of damages to pol i ce 
motorcycle 

7 3 day suspension Modified sanction to 3 day suspension with Chief upheld trial board . option to work 2 days 
8' 10 day suspension Modified to 3 day s~spension/with 7 days held Asst. chief upheld trial board 

in abexance 
9 Letter of reprimand 2 cha rges sus tained; recorrmended 1 etter of Asst, chief upheld trial board 

reprimand; 1 charge not sustained 
10 Letter of reprimand Charges dismissed; no disciplinary action Asst. chief overruled trial board 

imposed oriqina1 sanction 
11 Letter of reprimand Charges dismissed; no disciplinary action Asst. chief upheld trial board 

12 Sus pens ion, Upheld Chief upheld trial board 
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boards were requested in Albuquerque. In only two of the cases were the original 

charges and sanctions left standing intact. In an additional six cases, the 

charges stood but sanctions were reduced. In an additional four cases, charges 

were reversed and sanctions reduced or revoked. These findings are especially 

interesting because it was not poss.ible to predict the extent to which a new 

"peer review" potential would result in leniency, or an outlet for the rank-and­

file simply to try to frustrate management. In one sense, the moderate level 

of decision reversal shown in the cases above is very positive and encouraging 

evidence that the innovative and sensitive concept of peer review in discipline 

can work in a typical department not known for a particularly mild or trouble­

free labor-management climate. Note also that in the three cases in which the 

chief or assistant chief reversed the trial board finding, no additional out-

side appeal attempt was made. This pattern suggests that ultimately, a satisfying 

process was felt to exist within the internal system. Overall, in the context 

of a 12-month trial period with a procedure as radical (for this department) as 

the trial board, moderate support can be claimed for these hypotheses. 

Table 8 shows the appeal results for 11 cases in which trial boards were 

requested by Lansing officers. In four of the cases, the original charges and 

sanctions were left standing intact by the trial board. In two of the afore­

mentioned cases, the accused officer appealed the trial board's decision to the 

Police Board. In one of the cases the officer resigned prior to the Pol~ce 

Board convening, and the Police Board upheld the findings of the trial board in 

the other. In an additional four cases the charges stood, but sanctions were 

reduced. In an additional three cases, charges were reversed and sanctions reduced 

or revoked. Overall, in ei ght of the eleven cases, the department charges were 

sustained. 

28 



N 
1.0 

CASE NUMBER 

1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

TABLE 8 

SUMMARY OF RESULTS OF APPEALS AGAINST DEPARTMENTAL ACTIONS-LPD 

DEPARTMENTAL ACTION TRIAL BOARD ACTION ON APPEAL CHIEF OF POLICE ACTION ON REVIEW 

1 day suspension without Sustained charge; reduced sanction to Agreed with Board finding 
pay written reprimand 

Written reprimand Sustained charge; reduced sanction to Agreed with Board finding 
filing charge in officer's personnel 
folder 

10 day suspension Sustained charge; reduced sanction to Appealed to Police Board 
1 day suspension 

Terminated Upheld Agreed with Board finding 

30 day suspension Dismissed charge Appealed to Police Board 

10 day suspension Upheld Agreed with Board finding 

10 day suspension Upheld Agreed with Board finding 

Written reprimand Dismissed charge; removed wri tten Agreed with Board finding 
reprimand 

Loss of driver's job; Sustained charge; reduced sanction to Agreed with Board finding 
1 day suspension loss of driver's job 

Written reprimand Dismissed charge Appealed to Police Board 

5 day suspension Uprye1d Agreed with Board action 

POLICE BOARD ACTIOi 

None 

None 

Sustained charge; 
increased sanction 
to 5 day suspensio 

Upheld 

Appeal withdrawn; 
officer resigned 

None 

None 

None 

Upheld 

Appeal Withdrawn 

None 
.--
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In one sense, the moderate level of reversed decisions shown in the cases 

above is very positive and encouraging evidence that the innovative and sensitive 

concept of peer review in discipline can work in a department that has a strong 

labor organization. In another sense, these data can be interpreted to conclude 

that the IAU will tighten up its disciplinary operations knowing that the 

internal investigations, charges logged, and sanctions handed out are subject 

to "peer review." Further, the data suggests that the officers were moderately 

satisfied with the new internal }"eview system. Overall, in the context of a 

12-month trial period for this procedure, support can be claimed fOl" these 

hypotheses. 

H.6 The inaidence of external appeals made by peT'sonnel wiZZ 
be roduced afteT' project interventions. 

H.? For.mal chaT'ges of misconduct made against peT'sonnel will 
be upheld in external appeals. 

H.8 Sanctions T'ecorronended in fOT'mal chaT'ges of misconduct wiU 
be upheld in external appeals. 

The complete absence of external appeals by APD personnel in 1978 (see 

Table 9) was unexpected, and, in the context of these hypotheses, suggests 

marked improvement in the APD internal system. Presumably, aggrieved personnel 

were satisfied with the trial board and the chief's review. As an alternative 

explanation, it might be\ suggested that a trend had developed in recent years 

against use of the CAO hearing (considering 1977 experience, Table 9) but this 

argument cannot be convincingly supported by the frequency data, nor by any 

attitudinal trends or contextual events noted in the study. 

In the case of Lansing, the external appeals are to the Board of Police 

Commissioners. Of the 11 cases heard by the trial board, three were appealed 

to the Police Board by the accused officer. Additionally, one officer grieved 

his sanction after the chief had appealed the trial board's findings to the 

Police Board and the Police Board had increased the trial board's sanction. 

30 



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

Case 
Year No. 

1975 i 

2 

3 

4 

5 

6 

1976 1 

2 

3 

4 

5 

6 

7 

8 

1977 1 

2 

3 

1978 No 
Cases 

.- TABLE 9 

DISCIPLINARY ACTIONS APPEALED 
OUTSIDE THE POLICE DEPARTMENT 
ALBUQUERQUE POLICE DEPARTMENT 

Departmental Action CAO Corrmit tee 
Being Appealed Action 

Suspension Reduced ;n length 

Suspension Upheld 

Demotion Upheld 

Suspens·ion Upheld 

Suspension Upheld 

Suspension Reduced in 1 ength 

Suspension Modi fied to 1 etter 
of reprimand 

Dismissal Modified to 
suspension 

Di smi ssa 1 Upheld 

Suspension Upheld 

Suspension Reversed 

Suspension Upheld 

Dismissal Upheld 

Suspension Upheld 

Dismiss!}l Upheld 

0; smi ssal Upheld 

Dismissal Reversed 

-- -~ 

Personne 1 
Board Action' 

Rescinded CAO action -
Upheld original action 

Upheld 

Reversed 

Upheld 

Upheld 

Upheld 

Upheld 

I Upheld 

Uphe 1 d 

--
II ill 1. If blank, no second-level appeal was made to the Personnel Board. Upheld 

or "Reversed" refers to CAO action. 
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Unfortunately, these figures do not indicate a trend nor does this data 

prove or disprove the hypotheses in question. As mentioned earlier in this 

report, Lansing had no filing system as to charges, dispositions, and appeals 

prior to project implementation. Consequently, the fact that there were three 

external appeals during the project test period does not aid in proving or 

disproving this hypothesis. However, Lansing personnel familiar with the IAU 

strongly bel ieve that the number of external appeals had in fact been reduced 

subsequent to implementation of the trial board and new disciplinary system. 

Hypotheses 7 and 8 state that both the formal charges against personnel 

and the recommended sanctions will be upheld in external appeals. As above, 

the data received during the test period is inconclusive. Of the three external 

appeals brought by officers, two have been heard by the Police Board, and the 

other was withdrawn because the appealing officer resigned from the department. 

The Police Board upheld the trial board's finding in each of these cases. 

The chief of police appealed trial board action in three cases. Of the 

three appeals, two were withdrawn because the accused officers resigned; and in 

the third, the Police Board sustained the charge and increased the sanction 

handed down by the trial board. This data does not provide sufficient evidence 

to prove or disprove in the absolute the hypotheses in question. 

Although this data is inconclusive due to the insufficient quantum of 

data, there is support for the hypotheses in that the Police Board did uphold 

the tri al boar'd's findings in all cases and sanctions in two of the three external 

appeals. In the third appeal, the Police Board increased the trial board's 

sanction. 
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-- --------------- ----

E. Concl usions and Recomrrendations 

The purpose of this project was to test a new disciplinary system and 

evaluate the system's process and procedures. It was shown that a new system 

could be implemented and could result in improvements with regard to the 

administration of discipline and officers' attitudes toward this sensitive 

management responsibility. The recommendations supported by the findings are 

presented below. They are written ;n a direct advisory style, addressed to 

key decisionmakers in police departrrents. They are applicable to any depart­

ment whose management can identify with the issues and situations described 

throughout this report. It is our belief that this advice will help them work 

efficiently toward a valuable objective--a system of discipline that is fair 

and consistent, and serves as a cornerstone of good police management. 

1. Use the prototype as a basis. The prototype system described in 

Managing for Effective Police Discipline proved generally sound as a basis for 

system design in three departments. The manual gives both detailed operational 

rules and procedures, the rationale behind them, and the legal issues raised 

in the drafting, implementation, and enforcement of disciplinary rules and 

regulations. The prototype system spelled out then can be modified to suit a 

variety of conditions. Attention must be given to city charter considerations, 

state law, and collective bargaining agreements at the outset. If this step is 

neglected, or affirmative approval is not received at the outset by the legal 

office concerned, problems may develop as were seen in Denver. A step-by-step 

review of all applicable provisions is necessary as the disciplinary system is 

developed and drafted. 
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Collective bargaining agreements do not necessarily create an insurmount­

able obstacle to a revision of rules and regulations or the adoption to a 

system that simulates the prototype found in Management for Effective Police 

Discipline. Both the Albuquerque Police Department and the Lansing Police 

Department ~:ere saddled with collective bargaining agreements as the study 

began. As reported in the study, a new set of rules and regulations were 

drafted and implemented with difficulty, and the process proved time consuming. 

The manual serves as a comprehensive checklist and sourcebook, greatly reducing 

(but certainly not eliminating) the groundwork needed to create a tailored 

progra.m for a specifi c department. 

2. The process of creating and implementing a new disciplinary system is 

a time-consuming and frustrating task. Although the prototype disciplinary 

system found in Managing for Effective Police Discipline proved to be a valuable 

base from which to begin, it must be remembered that the prototype needs to 

be adopted to local conditions. Obtaining agreement to process and procedures 

by management and Staff·Working Committee members was one of the most frustrating 

and time-consuming tasks in this project. Seemingly endless meetings and con­

troversies were experienced before agreement could be reached on disciplinary 

concepts, procedures and rules. The lesson to be learned from this experience 

is that patience is needed by anyone planning to revise disciplinary rules and 

procedures. 

3. Get the support of local government ang civic groups. Police disci­

pline is not just the business of police corrmanders. 'In some communities, 

citizen groups take an active interest, sometimes in a positive and supportive 

mode, sometimes not. City'legal codes may be controlling as was found in Denver, 
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or city government officials may have an important role. There may be a 

requirement for the police system to be compatible with the city personnel 

or civil service grievance system., Traditionally, police are answerable to 

the public in many ways. One of the most sensitive interfaces concerns police 

conduct, the rules which govern it, and the mechanism for applying those 

rules. 

4. Involve the police employee organizations. Employee organizations 

often find themselves defending a member in an appeal of a disciplinary action. 

However, unions, POA, and FOP units are interested in operating within a viable, 

consistent system of discipline. They, like management, have many other 

priority tasks and goals from which the constant appeal ing of discipl ine cases 

diverts resources. Union leaders, through interest and orientation, tend to 

have knowledge and insight about disciplinary matters which can be channeled 

into producing workable joint solutions. 

This recommendation cannot be overemphasized. In Albuquerque, the concept 

of the trial board procedure was so well received by the POA that it was im­

plemented into the Albuquerque disciplinary system through contract negotiations 

prior to the project implementation. 

During the monitoring period in Lansing, the chief of police amended certain 

procedures of the disciplinary system (as mentioned in the report). These 

changes created an uproar within the FOP, resulting in arbitration of the issues 

in question, which are still unresolved, as well as causing emotional strain 

within the agency. 

5. Publicize the new system. Keeping the revision of the discipline system 

quiet is neither possible nor productive. Many groups both inside and outside 
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the department have a stake, interest, or curiosity which can be put to work 

for the department's good. To take the initiative in examining and revising 

the system is a proactive management action which is to be admired. If it is 

true that pol ice must 1 ive and work in a "fishbowl ll
, it is better for manage­

ment to take the initiative than outside groups, which has happened in this 

context. 

6. Use the Staff Working Committee (SWC) concept. The formation of a 

SWC to spearhead the system development was consistently effective in the three 

study sites. By a.pPointing a group of 6 to 12 able individuals representing 

several important segments and levels of the department, not only are knowledge 

imagination, and a range of viewpoints brought to bear, but lIownership" of the 

new system is spread throughout the department by this network of informal 

leaders. Further, as was witnessed in the test sites! this concept will aid 

in providing the "rumor mill" with accurate information. A well organized and 

involved SWC will be able to answer many of the questions that are posed by the 

other individuals within the agency. 

7. Treat the effort as management-focused, not discipline-focused. Disci­

pline is not an independent entity, "tacked-on" to management. The administra­

tion of discipline is intertwined with the entire range of supervisory and 

management principles and techniques. Management1s prerogatives can and should 

be retained, while at the same time encouraging the SWC and others to consider 

how best to integrate the requirements of good discipline into all of the tasks, 

techniques, and responsibilities of supervisors and managers. 

8. Preach documentation. Disciplinary issues are perhaps more demanding 

than other facets of management in that keeping records is of crucial im­

portance. From a legal point of view, records of the actions of every party 
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to an incident, be it citizen, supervisor, officer, witness, or commander, are 

essential. Personnel records are 'vital . System records are particularly im­

portant when the new procedures must be tracked and compared over time periods 

to determine where and how improvements can be made. 

If this recordkeeping function is not performed, agencies will be unable 

to compare new or modified systems with prior systems. This problem was faced 

in Lansing as the project staff attempted to compare the number of pre and post 

implementation external appeals, as well as whether the police board upheld 

the charges and sanctions a larger percentage of the time after implementation. 

Due to the lack of records in Lansing, these hypotheses could not be proved 

conclusively. Further, any cost analYSis involving financial and manhour 

resources will be impossible. 

9. Provide sufficient training. A smoothly functioning system depends on 

everyone in the department having the same basic information, knowledge, and 

understanding of the system. Added to this various individuals with special 

roles need as much training as will make them comfortable with that role, es­

pecially including supervisors, IA personnel, and trial board members. All 

test sites recorded a marked improvement in understanding, upon completion of 

the initial training of the new systems to be implemented. It was found, how­

ever, that this preimplementation training, although successful upon completion, 

was not sufficient. As the monitoring period progressed, a marked decrease in 

understanding was recorded. Therefore, it is necessary to continue training at 

intervals to maintain an adequate understanding of disciplinary rules and reg­

ulations. 

10. Give first-line supervisor's special attention. 

and failures start between the sergeant and the officers. 
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all the help the system can provide, plus an unusual degree of personal skill 

in order to counsel and retrain officers to help them avoid disciplinary 

action. The supervisor does not often master the mechanics of the system and 

these special skills ;n the course of whatever ordinary supervisory trainin9 

may be given. Special intensive training is needed, with follow-up support. 

Thi scan incl ude routinely keeping the supervisor in the picture on all depart~ 

mental processing of his or her cases, and providing regular supervisor peer 

group meetings to work out ways of interpreting rules and procedures consis­

tently department-wide. Fairness and consistency in handling disciplinary 

cases should also be stressed. One of the overriding concerns of officers in 

the test sites was the fact that superiors were seen as inconsistent and un­

fair .. Many officers believed that the intensity of the investigation and grade 

of sanction hinged upon the identity of the alleged errant officer. Manyof­

ficers also felt that some inconsistency was present due to the different views 

that various supervisors had toward discipline. Although this is inevitable, 

supervisors shoui~ be counseled to minimize inconsistencies. 

11. Develop a permanent policie~ and procedures review board. Given a 

management responsibility as complex and challenging as discipline, it is not 

reasonable to expect that the perfect system, in all its detail, will be 

developed the first time out, and never need to be changed. By setting up a 

policies and procedures review board which meets to hear suggestions and com­

plaints about the system, management will be responsive to officers, and will 

be in a position to develop improvements in a gradual, controlled, coordinated 

manner. Another function this board could serve is to act as a standardized 

training resource for trial board members, especially when a rotating, or 

lIone-time" (when a new board is convened for each hearing) system is used. 
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12. A tight disciplinary system will enhance managementls ability to 

deal with disciplinary matters. One of the most significant outcomes of this 

project was an improved internal affairs function. In both Albuquerque and 

Lansing, the Internal Affairs Units developed a keen awareness respecting 

details. Although staff assigned to the IAU in both agencies had a general 

idea of their responsibilities, the new system forced the units to become 

more "paper consC'ious .11 The records were providing answers to questions such 

as "How many c::omplaints has the departrrent received;" "Which officers are showing 

a trend or proclivity toward certain behaviors;" and "Which supervisors are in 

need of increasing supervisory skills." The new system became a true organiza­

tional sensot which could uncover undesirable conditions and identify problems 

to be resolved by discipline (positive and negative), training, policy and pro­

cedural changes. 
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