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PREFACE

The author of this diary is  in ra th e r a unique situation.

Generally speaking, the purpose of an internship is to give the fledgling 

public adm inistrator an opportunity to serve in an agency closely allied 

with his academic course of study so that he might gain personal 

experience and insight into his life 's  chosen profession.

However, in this case, the ca rt preceded the horse, so to 

speak. The intern at fifty years  of age, was a re tired  police officer 

with twenty-one y ea rs  of police serv ice, eighteen of which were spent 

in the capacity of a police supervisory, command, or adm inistrative 

officer. F u rth e r, he had been associated with the International 

Association of Chiefs of Police as a police consultant for slightly over 

three years  imm ediately p rio r  to his enrollm ent at the University of 

Arizona. Those th ree y ea rs  of experience, which incorporated 

consulting contracts with many of the nation's police agencies; had 

greatly added to the au thor's knowledge of police supervisory  and 

command problem s. Two and one-half years in the academ ic halls of 

the U niversity in the world of theories and principles, which concerned 

law enforcement adm inistration, further enhanced the personal growth 

of the in tern . Self-admittedly, he was not an expert, but he had 

reached that plateau in life where he had form ulated some very firm
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convictions relating  to the various aspects of police supervision as they 

apply to a modern, progressive law enforcement agency. One of the 

purposes of the diary will be to set forth some of the philosophies 

concerning police supervisory training which have been developed by 

this in tern  over a period of twenty-eight y ea rs .

All work in this d iary was completed between August 15, 1966, 

and March 10, 1967. Briefly, it consisted of fifteen weeks spent as a 

police in structo r in two distinct and separate se rie s  of supervisory 

training program s and an in terim  period of approximately eight weeks. 

During the in terim  period a great amount of re sea rch  and w riting took 

place in o rder to p repare the intern for the second of his instructo r 

experiences which are se t forth in this diary.

The in tern  wishes to express the feeling that while the title  of 

the diary ca rr ie s  the implication of some differences of opinion 

concerning the train ing of police superv isors and com manders, those 

differences are  not earth-shaking and are  not to be construed as being 

personal anim osities. The fact there are  degrees of difference is a 

healthy sign. As long as philosophies do clash there is bound to be 

p rogress for both sides will continually be striv ing  for ways of 

improvement to ensure the acceptance of the ir respective values.

While the intern may be described as an em piricist by some of his



colleagues, he is  not totally unaware of the value of theories and the ir 

application.

A special note of thanks is gratefully extended to P ro fesso r 

Sanford W. Shoults and D r. Raymond A. Mulligan of the D epartm ent of 

Public A dm inistration for the ir assistance and guidance toward the 

completion of the M aster's  Degree in Public Adm inistration. Had it 

not been for the ir inspiration and encouragement the in tern  would 

probably have ceased his academ ic pursuits at the term ination of the 

requirem ents for a B achelor's Degree. Also, sincere thanks are  

extended to M r. Quinn Tamm, Executive D irector, and M r. George 

O'Connor, D irector of the P rofessional Standards Division; both of the 

International A ssociation of Chiefs of Police, for the ir cooperation in 

making the work experience possible and without which th is internship 

could not have been completed.
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PART I

INTRODUCTION



CHAPTER I

HISTORY AND BACKGROUND OF THE INTERNATIONAL 
ASSOCIATION OF CHIEFS OF POLICE

While it is not the purpose of this paper to fully discuss the 

organization, functions, and personnel of the International A ssociation 

of Chiefs of Police in full detail; it was decided by this in tern  that some 

information as to the purpose, history, and other organizational back

ground m ateria l for the p ro ject was needed.

The International A ssociation of Chiefs of Police was founded 

on the concept that the principles of police adm inistration have a 

universal application. There are  an estim ated 200, 000 police officers^ 

engaged in municipal police serv ices, not to mention the many m ore 

thousands at the county, state and federal agency levels. The 

thousands of departm ents to which these officers belong may, by law, 

be given various assignm ents. It is universally recognized by the 

police adm inistra tor that the adm inistration, procedures, reco rds, 

selection and assignm ent of personnel, training program s, and 

enforcem ent and preventative m easures necessary  to ca rry  out 

responsib ilities have many common fundamental factors.
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PURPOSE

As outlined in the International Association of Chiefs of Police 

constitution the form al objectives are:

"to advance the science and a r t of police serv ices, to develop 

and dissem inate improved adm inistrative, technical, and operational 

p ractices and promote the ir use in police work, to foster police 

cooperation and the exchange of information and experience among 

police adm inistra tors throughout the world, to bring about recru itm ent 

and training in the police profession of qualified persons, and to 

encourage adherence of all police officers to high professional 

standards of perform ance and conduct.

. . . t o  cooperate with existing police organizations of recognized 

and technical standing.

. . . t o  arrange for joint re sea rch  pro jects, publications,

se c re ta ria l assistance and participation in conferences to the end that
2

these objects of the A ssociation may be m ore fully re a liz e d ."

EARLY HISTORY

The popular television and movie image that crim e and 

law lessness were confined to the w estern fron tiers p rio r to and 

following the Civil W ar are  not justified by the facts. Evidence of
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growing crim e ra te s  and crim inalism  were quite evident in many areas

of the East, South, and Mid-West. The industrial revolution, with its

rapidly growing industries, was attracting  great num bers of ru ra l

dw ellers as well as thousands of foreign born im m igrants to the cities

and towns. Organized police departm ents, as we know them today,

were relatively  new on the Am erican scene, (Philadelphia claim s to
3

have been the f irs t to organize in 1833). As arm s of the local 

governments which followed the home rule concept and which were 

strongly opposed to anything but local autonomy; local police depart

m ents w ere re s tr ic ted  in th e ir efforts to reach  beyond th e ir respective 

jurisdictions for the purpose of apprehending crim inals. It was 

relatively  safe for the crim inal offender to commit a crim e and then 

rep a ir  to the jurisdiction of another state where he felt safe and 

immune from  punishment. F u rth er, what constituted the elem ents of 

many of the m ore serious crim es varied greatly from  state to state. 

The only way then, for local police departm ents to reach beyond the ir 

respective jurisdictions to catch crim inals traveling  from  city to city 

and from  state to state was through voluntary cooperation of the local 

chiefs of police.

Origin and developments. The idea of a voluntary organization 

of police executives to increase cooperation and effectiveness of law
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enforcement was crystalized on 1 A pril 1871, by Police Chief Jam es

McDonough of St. Louis, M issouri. In a le tte r  addressed to his Board

of Police Com m issioners he proposed a convention of heads of police

forces be held at the Com m ission's invitation in St. Louis. Chief

McDonough, in his le tte r, outlined that the purpose of the convention

would be "for the chiefs to counsel together to inaugurate and adopt a

code of ru les and regulations whereby the whole detective force of the

country can act in unison for the prevention and detection of crim e as
„ 4

the experience and judgement of the convention shall determ ine".

Invitations were extended and 112 police officials from  21 States, 

D istric t of Columbia, Wyoming T errito ry  and the Indian T errito ry  

were recorded as attending. The f irs t  group m et at the Southern Hotel 

and in the Masonic Temple at St. Louis, 20-23 October, 1871.

Expenses of the convention were defrayed by the City of St. Louis, 

whose Council appropriated $4,000 for the meeting. It is in teresting  

to note that a conference city today m ust underw rite the sum of 

$100, 000 to successfully apply and be chosen for a conference site .

The subjects discussed at this f irs t  m eeting included uniform 

crim e records, juvenile delinquency, alcoholism, prostitution, the 

increase in crim e resulting from  the Civil W ar and other subjects. No 

form al o r perm anent organization resulted  or em erged from  the f irs t

convention. But the idea had taken root
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Some tw enty-three y ea rs  la te r, early  in 1893, Chief William S. Seavey 

of Omaha, N ebraska, sent invitations to chiefs of police throughout the 

country to m eet in Chicago, which was then the site of the W orld 's 

Columbian Exposition. The stated purpose was to discuss m utual 

problem s. The Exposition was a powerful, motivating factor to get the 

chiefs together.

In May 1893, fifty-one chiefs responded "to discuss problem s of

mutual in te rest, develop methods of cooperation between municipal

police departm ents in the suppression of crim e and apprehension of

crim inals, and to form  a voluntary association of police chiefs to m eet
„ 5

at selected in tervals". At this three day meeting, (18-20 May 1893), 

a program  of aim s was defined, a committee was form ed to draw up a 

constitution, and a name for the organization was chosen. Henceforth, 

the organization was to be known as the National Chiefs of Police Union.

It is in teresting  to note that from  its inception, the organization 

has operated under constitutional government. The adoption of a 

constitution and by-laws was the f ir s t  o rder of business for the fifty-one 

founding m em bers. In the intervening y ea rs , the constitution has been 

amended from  tim e to tim e and twice within this century — in 1937 and 

in 1956 — it has been completely rew ritten  to m eet curren t needs. 

Amendments to the constitution may be effected only by a tw o-thirds
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vote of the m em bers p resen t and eligible to vote at the business session 

of the annual conference. Control of Association operations thus stem s 

from  the m em bership.

At the in itial meeting many of the Chiefs visited the Chicago 

Bertillon Bureau which was probably the f irs t  attem pt in the A m ericas 

to establish a scientific method of crim inal identification. There was 

little  hope in the minds of the Chiefs however, that a federal o r state 

government would a s s is t in the establishm ent of a cen tral clearing 

house for the purpose of locating and identifying crim inal offenders. 

Many of them expressed the belief that the only way this would ever 

come about would be through voluntary cooperation between them.

Annual conferences have been held every year since 1893, with 

the exception of 1917, when the United States entered World War I.

Only the Executive Committee met that year in Washington, D. C.

In 1895, at its  conference in Washington, D. C ., the 

organization 's name was changed to National Association of Chiefs of 

Police.

In 1898, at Milwaukee, Wisconsin, the name was changed to 

Chiefs of Police of the United States and Canada so that Canadian chiefs 

might be included in the m em bership.

In 1902, at Louisville, Kentucky, the organization once again
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saw fit to change its  name, this tim e to the International Association of 

Chiefs of Police and since that tim e police adm inistrators from  

virtually every section of the globe have been or are  now active m em 

b ers . P resen t m em bership, as of January 1967, is estim ated to be in 

excess of 6, 000 m em bers from  throughout the world with the exception 

of those com munistically dominated countries behind the iron curtain.

A perm anent home. During the f irs t forty years  of its 

existence, the association had no perm anent home. The business of 

the organization was conducted by the elected officers, the president, 

the secreta ry , and the tre a su re r , from  the ir respective police 

departm ents.

In 1933 the Executive Committee, which is  com prised of the 

Board of O fficers, six elected vice presidents, a ll past presidents and 

some specially appointed m em bers; duly authorized Mr. Donald Stone, 

D irector of Public A dm inistration Service, and M r. Arnold M iles, 

A ssistant D irector of the A m erican Municipal Association to apply for 

a grant to finance a m em bership and service program  including a 

monthly Police Chief’s News L e tte r . A m odest grant was forthcom ing 

from  the Spelman Fund and in January, 1934, an International 

Association of Chiefs of Police Service and Publications Office was set 

up in Chicago, Illinois. M r. W illiam Rutledge, who was then Chief of
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Police at Wyandotte, Michigan, was named as Executive V ice-P residen t 

and assum ed control of this operation.

The formulation of a new constitution in 1937, was instrum ental 

in changing the name of the Services and Publications Office to the 

designated title  of International A ssociation of Chiefs of Police Head

quarters and the functions previously perform ed by the elected 

Secretary at his home departm ent were tran sfe rred  to the control of 

the Executive V ice-P residen t at the Chicago office. In 1938, a new 

building was erected at 1313 E ast 60th S treet on the University of 

Chicago campus to house sev era l public adm inistration organizations. 

The International A ssociation of Chiefs of Police made application and 

was accepted by the U niversity to be one of the organizations so housed. 

Two y ea rs  la te r , 1940, the Executive Committee appointed the f irs t 

full tim e Executive Secretary, Edward J . Kelley, who was a re tired  

D irector of Public Safety from  Providence, Rhode Island. A year 

la te r  Kelley was appointed head of the Rhode Island State Police but 

continued to serve as Executive Secretary  without pay until 1947, when 

he resum ed his full tim e duties with the Association. The sam e year 

that Kelley was appointed, 1940, also saw the movement of Head

quarters to Washington, D. C ., where severa l locations were occupied 

for the next twenty y ea rs . In 1960, the Old Slater Mansion was



10

purchased a t 1319 18th Street, Washington, D. C ., by the Building 

Site Committee which had been form ed in 1959, by the Association 

m em bership for that purpose. The original purchase p rice  was 

$300, 000 and an additional expenditure of $74, 000 was needed to 

convert the building into a fou r-sto ry  office building. This location is 

approximately six blocks from  the White House and can be considered 

a prestigious location for the Association. All offices and divisions of 

the Organization are  presently  located at H eadquarters. The building 

today is  approximately tw o-thirds paid for and offers of approximately 

half a m illion dollars have been rejected  by the Executive Committee.

Meanwhile, Kelley had been replaced in 1954, as Executive 

Secretary  by M r. Leroy Wike who was a re tired  chief from  Endicott, 

New York. M r. Wike was replaced in October, 1962, by M r. Quinn 

Tamm, form er A ssociate D irector of the F ed era l Bureau of Investi

gation. The Executive S ecre ta ry 's  title  was changed to that of 

Executive D irector when M r. Tamm was appointed to the office.

Mr. Tamm is the p resen t Executive D irector. A fter twenty-seven 

y ea rs  of experience as an agent and executive with the F ed era l Bureau 

of Investigation, and approxim ately five y ea rs  in his p resen t position, 

he is deemed as being largely  responsible for the status which the 

Association is  presently  regarded by those concerned with Law 

Enforcement Adm inistration.
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SOME LANDMARK CONTRIBUTIONS TO LAW 
ENFORCEMENT ADMINISTRATION

In his study of the past history  of the International A ssociation 

of Chiefs of Police th is in tern  was im pressed by the fact that there 

were many notable contributions that this A ssociation has made to the 

profession of law enforcem ent. However, there appear to be three 

outstanding contributions previous to 1960, made by this Organization 

which would be derelict upon the p art of this w rite r were they not 

mentioned. Namely, they a re  contributions to C rim inal Identification, 

Uniform Crim e Reporting, and Traffic Safety and F ield Service. It is 

in these a reas  that the Chiefs appear to have used th e ir influence to the 

fullest which resu lted  in a great impact on law enforcem ent. All of 

this did not occur without many y e a rs ’of disillusionm ent, and y ea rs  of 

effort and dedication by the m em bership.

Crim inal identification. Since one of the prim ary  objectives in 

forming the organization was exchange of inform ation among police 

departm ents, it did not take the Chiefs very long before they had 

decided on a positive step in this direction. Old records verify the 

fact that the National Chiefs of Police Union established a cen tra l 

clearing  house for dissem ination of information concerning crim inals 

and the ir identification in the city of Chicago in 1897. This repository



12

was se t up for the use of the B ertillon system  of identification and

la te r , when this system  was found to be inefficient and somewhat

unreliable in the early  1900‘s, a record  system  was system atized

using fingerprints as the m ajor basis for identification. This clearing

house became known as the National Police Bureau of Identification. It

was operated under a Board of Governors who were active m em bers.

The Board appointed M r. George Porteus who served in the capacity of

a full-tim e D irecto r. A fter the turn of the century the cen tral

repository  was moved to Washington, D. C ., at M etropolitan Police

H eadquarters and Mr. P orteus was replaced by Edward A. Evans who

was given the title  of Superintendent. L ater M r. Evans was succeeded
6

by E. Van Bus kirk.

Funds to keep the national repository  on an operating basis 

were secured by assessm ents levied on the participating cities. 

A ssessm ent fees ranged from  ten dollars to one hundred dollars 

depending upon the size of the city. F rom  1897 to 1923, the Chiefs 

ca rried  on a sustained effort to perm it the F ed era l Government to 

operate the National Police Bureau of Identification.

In 1924, after many failures, federal legislation was passed. 

Congress appropriated funds to the Bureau and designated that the 

F edera l Bureau of Investigation should adm inister the program . This
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was the year that J . Edgar Hoover assumed the title of D irector of the 

F ederal Bureau of Investigation. Federal records which had been 

reposited at Leavenworth, Kansas, were merged with the National 

B ureau 's and this marked the s ta rt of a national repository which today 

numbers approximately 160 million sets of fingerprints. Criminal 

files are  maintained separately from non-crim inal files and much of 

the stigma of having one's fingerprints taken for identification purposes 

has been removed.

Uniform crim e reporting. F rom  the days of the organization's 

inception, much of the time of the various chiefs at the annual meeting 

was devoted to the subject of comparing notes as to the condition of 

crim e in the ir respective communities. They readily agreed as to.the 

need for some system  of classifying and reporting the amount and type 

of crim e which occurred in their respective jurisdictions.

However, it  was not until 1922, that a recommended procedure 

for the classification and recording of crim e sta tistics by the 

Association was offered. These recommendations were widely 

accepted by police departments, prim arily  at the municipal level. A 

perm anent standing committee was instituted called the Committee on 

Uniform Crime Reports under Commissioner William Rutledge of 

D etroit, Michigan. The Committee was successful in obtaining a
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sm all grant from  the Spelman Foundation and engaged a staff headed 

up by Bruce Smith who was appointed to the position of D irector. The 

efforts of M r. Smith culminated in the drafting of a Manual on Uniform 

Crim e Reporting which was released  in 1929, and which adopted 

uniform c rite ria  and standards for the classification and reporting of 

crim inal activity.

Through a close sp ir it of cooperation and liaison between the 

International Association of Chiefs of Police and the F ed era l Bureau of 

Investigation, the la tte r agency, at the urgent request of the Chiefs, 

assum ed the responsibility of being a clearing house for the collecting 

of national crim e s ta tis tic s . The Committee on Uniform Crime 

Records continued to exist and it was given the responsibility of serving 

as an advisory com mittee to the F ed era l Bureau of Investigation in 

compiling crim e sta tis tic s  and the setting of c r ite r ia  and standards on 

a national basis. Although the Bureau and the International Association 

of Chiefs of Police have been criticized  by sociologists and crim inolo

gists for adm inistering an inadequate system , it rem ains that as  of 

now it is the only crim e reporting  system  being adm inistered on a 

national level.

The system  is operated on a purely voluntary basis . As of 

March, 1966, there w ere approxim ately 5, 034 enforcem ent agencies
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reporting to the F ed era l Bureau of Investigation. Every m ajor city is 

reporting, including 769 cities of over 25, 000 population. This system  

has provided a valuable aid to those in terested  in the preservation  of 

law and order in the United States.

T raffic safety and field se rv ice . In 1935, the Am erican 

Automobile Association made funds available to the International 

Association of Chiefs of Police for establishm ent of a Safety Division. 

This sorely  needed division was made possible largely  through the 

efforts of the A ssociation president, M r. Andrew Cavanaugh, who was 

then D irector of Public Safety in Wilmington, Delaware. The function 

of the new division was to provide field serv ices to Association m em 

b ers and to work closely with other national organizations in the field 

of safety education, research , and publications. F ran k  Krem l, a 

fo rm er Evanston, Illinois, police officer was appointed as a full-tim e 

D irector of the T raffic Safety and Field Service Division. During the 

next twenty-four y ea rs  this division, renam ed the International 

Association of Chiefs of Police F ield  Service Division was located on 

the N orthwestern U niversity campus and housed with the N orthwestern 

T raffic Institute. In 1955, M r. Bay Ashworth was named as D irecto r. 

Mr. Ashworth had served previously as A ssistant D irector from  

1935-37. He had returned to the division as D irector after having
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served as a Chief of Police and other police assignments with the Army 

and M ilitary Government during the war years . It was the new 

d irec to r 's  observations and philosophy that the Field Service Division 

had a much la rger responsibility to the Association than to m erely 

furnish serv ices in the Safety and Traffic field. He felt that many 

chiefs over the country needed advice and help in how to adm inistrate 

the overall operations of their departments and as long as the Field 

Service Division was located at the Traffic Institute it would always be 

heavily weighted and oriented towards the field of traffic.

Consequently, Mr. Ashworth was able to convince the m ember

ship that a move to Washington, D. C ., was advisable if the Division 

was to go forward and expand its operations. The move was made in 

August 1959, and a long time association between Northwestern Traffic 

Institute and the International Association of Chiefs of Police was 

severed physically, but the two organizations continue to the present 

tim e to work closely together in m atters that concern traffic safety. 

Although traffic safety is s till of paramount in terest to the Chiefs, it 

is but one of a myriad of activities carried out by Headquarters at the 

presen t time.

Upon Mr. Ashworth's death in 1960, Mr. Quinn Tamm was 

appointed to be D irector of the Field Service Division on 1 January 

1961, and upon appointment of Mr. Tamm to the office of Executive
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D irector in 1962, the position was filled by A. E. Leonard, a long 

tim e agent and executive from  the F ed era l Bureau of Investigation.

Probably one of the m ost significant changes in the seventy- 

th ree y ea rs  of existence of the Organization was the move to Washington, 

D. C ., by the F ield  Service Division. It allowed and perm itted the 

p resen t growth and development of H eadquarters which would never 

have been possible had the Division rem ained a sa tellite  operation of 

N orthwestern T raffic Institute.
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CHAPTER H

8
PRESENT ORGANIZATION AND FUNCTIONS

The chart on the preceding page po rtrays the p resen t organi

zation of the International Association of Chiefs of Police Incorporated. 

It is a non-profit organization incorporated under the D istric t of 

Columbia's laws. While tim e and space p resen t many restric tio n s, a 

b rief look into the p resen t organization, its  m ajor functions, and its 

growth of the past five y ea rs  w ill be attempted. The P rofessional 

Standards Division, under whose auspices this internship was under

taken and completed, w ill be discussed in somewhat fu ller detail.

MEMBERSHIP

As the organizational chart indicates, ultim ate control of the 

Association is  vested in, and rem ains with the m em bership. Since the 

International Association of Chiefs of Police is a constitutional 

organization the only way a m ajor change of policy may be effected is 

by a tw o-thirds vote of the m em bers p resen t and eligible to vote at the 

business session of the annual conference.

Active m em bers - life m em bers. E ighty-six per cent of the 

m em bership is com prised of active m em bers.
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In general, active m em bers m ust be of command rank, employed by a 

public enforcem ent agency and receiving a governmental sa lary , or be 

a chief executive officer of a ra ilroad  police or railway express company 

police system . Upon re tirem en t an active m em ber may continue in 

active status if he wishes to do so, (Elected public officials m em ber

ships term inates upon expiration of te rm  of office). Any active m em ber 

in good standing for a period of twenty y ea rs  and the re tirin g  P residen t 

of the Association become Life M em bers, exempt from  further dues.

A ssociate m em bers. Any person not eligible for active 

m em bership who m eets certain  other c r ite ria  may become an associate 

m em ber. The application m ust be endorsed by an active m em ber in 

the same state o r province or te rr ito ry  in which the applicant res id es . 

A ssociate m em bers enjoy a ll priv ileges of full m em bers except they 

cannot vote o r hold office. The dues a re  the sam e as for active 

m em bers.

Sustaining m em bers. This c lass of m em bership is open to 

persons in terested  in the advancement of the police profession.

Minimum annual dues are  one-hundred do llars. Sustaining m em bers 

may be nominated by any m em ber, but the Executive Committee m ust 

approve the nomination. The privileges and benefits a re  the sam e as

extended to associate m em bers.
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Elected life m em bers. Any active m em ber who has served the 

Association with honor and distinction may be elected a dues-exem pt 

life m em bership by unanimous recom mendation of the Executive 

Committee and by a tw o-thirds vote of the m em bers p resent at the 

annual business meeting.

Distinguished serv ice life m em bers. This lim ited category is 

reserved  to persons who have rendered distinguished service in the 

adm inistration of crim inal justice or who have made an outstanding 

contribution to the science of police adm inistration. They m ust be 

unanimously nominated by the Executive Committee and elected by a 

tw o-thirds vote of the m em bers p resen t at the annual business meeting.

Dues. Dues for active and associate m em bers are  twenty-five 

dollars per y ear. This sum was voted upon and approved by the seventy 

third annual conference in October, 1966. Dues have been advanced 

over the y ea rs  to insure that the annual conference is self-sustain ing  

and to keep pace with ris ing  p rices .

M embership has steadily increased for the past four y ea rs .

The la te s t official figures as of February  1966, for dues paying 

m em bers are:

Active and Life M e m b ers----------- ---------- 5122

A ssociate m em bers 828



Sustaining m e m b e r s ------------------------------  27

T o ta l ....................................................................  5977
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However, as of this date (January 1967) the m em bership is 

unofficially about 6200.

THE EXECUTIVE COMMITTEE AND BOARD OF OFFICERS

Control of the Organization becomes m ore specific as it passes 

from  the m em bers to the governing council of the Association: The 

Executive Committee. This Committee is responsive to the m em ber

sh ip 's needs and wishes, since it is com prised of m em bers who have 

been elected (1) president, (2) vice-president, (3) tre a su re r , and in 

addition, ‘twelve active m em bers, six of whom are  appointed for two- 

year te rm s each year by the newly elected president. The Executive 

Committee m eets at each annual conference of the Association, and at 

such in tervals as may be required. In the in te rest of economy and 

efficiency, since the Committee m em bership averages forty-two, the 

constitution delegates the governing power to a Board of O fficers which 

m eets between annual conferences to d irec t the work of the Organization, 

but with a proviso that a ll action by the Board m ust be approved by a 

m ajority of the m em bers of the Executive Committee. Minutes of 

Board meetings are  mailed to committee m em bers and if disapproval



is  not expressed within fifteen days the action of the Board becomes 

official.

The Board of O fficers is  com prised of the Immediate P as t 

P resident, P residen t, F ir s t  and Second V ice-P residen ts, T re asu re r , 

and the Chairman of the Division of State and Provincial Police.

STANDING AND SPECIAL COMMITTEES

The constitution provides for th irteen  standing com mittees who 

do other work for the A ssociation and make th e ir rep o rts  at the annual 

conference. These com m ittees a re  designated as: Arson, Auto Theft,

Civil Defense, Communications, Crim e Prevention, Education and 

Training, Highway Safety, International Relations, Legislation, Public 

Relations, Radio-Television, Motion P ic tu res , Research, and Uniform 

Crime Records. A new section. Education and Training, will take the 

place of the standing com mittee on Education and Training and is being 

formulated at the p resen t tim e. In addition, several special com

m ittees are  functioning at present: A rrest-S earch-S eizure , M em ber

ship, Organized C rim e, and Constitutional Changes.

M embers of all com m ittees are appointed by the incoming 

president each y ear. Because of the ir expertise in th e ir respective 

fields, many of the com m ittee m em bers are  reappointed y ea r after

23
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y ear. Any m em ber of the A ssociation who d esires  to serve on a 

committee may make his wishes known to the incoming president or to 

the executive d irec to r.

THE PRESIDENT

The president is elected to serve for one te rm  which dates 

from adjournment of the annual conference at which he is elected 

through the next annual conference. He is  not eligible for re-e lection . 

Traditionally, he is  elevated to the presidency from  the office of f irs t 

vice-president but th is is not a constitutional provision.

Each year a sixth v ice-president is elected and traditionally  

the electee moves on an annual basis to the next higher v ice-presiden t's  

position until he eventually succeeds to the presidency from  the f irs t 

vice-presidency. Thus, although a president is  form ally nominated 

and elected to the office, he is in fact actually selected for the office 

when elected to the sixth vice-presidency.

The president serves as chairm an of the Board of O fficers and 

the Executive Committee; and p resides at the annual conference. He 

appoints the chairm en and m em bers of the standing and special com

m ittees authorized by the Executive Committee as provided for in the 

constitution. He is responsible to the Executive Committee for the
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overall functioning of com mittees and sections of the A ssociation.

Since the p residen t's  position is  p rim arily  one of a titu la r and 

status nature, he is  called upon frequently to address other m eetings 

and conferences, serve on national com m ittees of other groups, 

participate in radio and television discussions, and officiate at 

cerem onies of many kinds.

THE EXECUTIVE DIRECTOR

The Executive Committee appoints an Executive D irector to 

adm inister the policies and program s of the Association. The Executive 

D irector serves as the “executive head of the Association" and exer

cises control over all functions of the organization which are  ca rried  

on at the Washington H eadquarters. He rep resen ts  the Executive

Committee and /or the Board of Officers when these two bodies are not
, :

in session. The Executive D irector serves at the p leasure of the 

Executive Committee, without tenure. His sa lary  and conditions of 

employment are  se t by the afore-m entioned com m ittee.

Among the various duties se t by the constitution for the 

Executive D irector are :

-"Serve as S ecretary  of the m eetings of the Association, the 

Executive Committee and the Board of Officers;

-M aintain reco rds, files and lib ra ry  of the Association and
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handle its general correspondence;

-Conduct a continuing m em bership promotion program ;

-B e responsible for all fisca l m atte rs of the Association, 

including the preparation of the annual budget for consideration and 

approval by the Executive Committee;

-D irect the preparation  and publication of the Police Chief 

Magazine, The Police Yearbook (containing papers, repo rts  and 

discussions of the annual conference), and other publications;

-A ssis t com m ittees of the Association and supervise re sea rch
9

program s and special s tu d ie s .”

All of the above listed  duties are  perform ed by the Executive 

D irector as are  any other duties relegated to him by the Executive 

Committee, through the Divisions and Units shown on the Organization 

Chart.

The Association, under the guidance and vigorous adm inistration 

of its  p resen t D irector, M r. Quinn Tamm, has grown trem endously in 

the past four y ea rs . Because of his dynamic leadership the International 

Association of Chiefs of Police has p rogressed  from  a quasi benevolent 

society to a hard-hitting, resourceful, professional association. It 

has been accepted and recognized by a ll levels of government officials 

who are  engaged in law enforcem ent as the spokesman for law
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enforcement adm inistration at both the municipal and state level.

THE INSTITUTE FOR POLICE MANAGEMENT

The Institute for Police Management was formed as a tax- 

exempt corporation in 1962 for the purpose of ra is in g  funds from  

private industry to advance Police Adm inistration. As the chart 

indicates, it is a special entity but the Executive Secretary of the 

Institute looks d irectly  to the Executive Committee and to the Executive 

D irector for guideline policies of operation.

The m em bership of the Institute for Police Management is 

composed of the Executive Committee of the International A ssociation 

of Chiefs of Police, and the affairs of this relatively  new component 

are  conducted by nine tru s tees  who are  elected by the Executive Com

m ittee. The p resen t tru s tee s  were chosen from  the ranks of officials 

from  banking and financial institutions in and around Washington, D. C ., 

and from  outstanding past officers of the A ssociation.

As a re su lt of d irec t solicitations by the Institute, severa l 

contributions have been forthcoming from  some of the country 's 

leading corporations. While contributions have been p rim arily  on the 

modest side, it is encouraging to note that most of the contributors 

have made renew als from  y ea r to year and the Institute has been able



to make expenditures towards the advancement and improvement of 

law enforcem ent. Some of the uses of the contributed funds have been 

made for the following:

" l .  P rin ting  and /o r distribution to a ll m em bers without charge 

the following publications:

Juvenile Delinquency and Youth C rim e: The Police Role

Chicago Police Departm ent - Policy Evaluation

Police Community Relations, Policies and P rac tices

Guide to a School P edestrian  Safety P ro g ram

C urrent Approaches - Police Training and Community 
Relations

Police and the Changing Community

2. R esearch  and preparation  of the a rtic le  "Anarchy on the 

Campus. " appearing in the A pril 1965 issue of The Police Chief.

3. P rin ting  of 3, 000 ex tra  copies of the A pril 1965 issue of the 

Police Chief.

4. Development and promotion of the Sight/Sound F ilm strip  

program .

5. Purchase of 1966 F ord  Econoline T ruck for use in various
11

m ailing and publications opera tions."

The m em bership has widely acclaim ed a ll of the aforementioned 

as being very helpful in carry ing  out the responsib ilities of police

28
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adm in istra to rs. It is  to be hoped that many m ore of the nation 's 

businesses and industries w ill see fit to contribute to the Institute 

which has dedicated its  efforts to improve the police serv ice.

ORGANIZATIONAL DIVISIONS

R eferring  once m ore to the Organizational Chart, it  may be 

readily ascertained by the read er that the balance of the A ssociation is 

embodied in, and separated from , each other by five m ajor divisional 

s tru c tu res. The five divisions which form ulate the balance of the 

organizational chart are: H eadquarters Division, Highway Safety 

Division, F ield  Operations Division, R esearch and Development 

Division and the P rofessional Standards Division. Although the la tte r  

named three divisions a re  separated structurally , they operate as one 

fisca l entity called “The F ield  Service Divisions1'. All divisions, with 

the exception of H eadquarters Division, (which is directly  under the 

supervision of the Executive D irector), a re  each adm inistered by a 

D irector. These executives are  held accountable for the adm inistration 

of the ir respective divisions by the Executive D irector. The purposes, 

activ ities and contributions of each division will be rela ted  in an attem pt 

to conclude this b rief discussion of the International A ssociation of

Chiefs of Police.
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HEADQUARTERS DIVISION

The Executive D irector re ta in s d irect adm inistrative and 

supervisory control of the H eadquarters Division in which may be 

found a public relations section, m em bership section, accounting and 

central serv ices section and publications section.

Public rela tions section. This unit is  p rim arily  an extension of 

the Executive D irec to r 's  office and the duties and functions have 

multiplied rapidly since the presen t Executive D irector took office in 

October of 1962. The te rm  public relations, of course, is  all 

encompassing, and a listing  of some recent accom plishm ents of this 

section would indicate the veracity  of the la tte r  statem ent.

—A great deal of effort has been expended in m eeting with 

represen tatives of news m edia in o rder to keep the la tte r informed as 

to national program s designed to a s s is t the law enforcem ent profession.

—Many hours have been spent the past few y ea rs  working with 

such organizations as Optim ist International, the United States Jaycees, 

Rotary Clubs, National Exchange Clubs and o thers. Each of these 

groups have a program  aimed at bringing back lost p restige and 

respect for the law enforcem ent officer.
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—Notable contributions in the way of inform ation and m ateria l 

have been of great value to such program s as Burglary Prevention 

Week, the Safe W inter Driving League promotion. Police Week, Crim e 

Prevention Week and sim ila r activ ities which a s s is t the law enforcem ent 

profession.

Intertwined with public relations responsib ilities is  the duty of 

handling public inform ation. The International A ssociation of Chiefs of 

Police has been th ru st into the public lim elight by recen t sociological 

events and headquarters has become the focal point of many of the 

nation's news m edia inquiries. The public rela tions section has 

worked with such publications as the Saturday Evening P ost, Look,

Tim e, Newsweek and o thers. P ractically  every m ajor newspaper in 

the country has seen fit to be in contact with the organization and there  

has been a great deal of contact with the m ajor w ire serv ices. Both 

m em bers and staff have appeared on such nationally and internationally 

televised program s as Meet the P re s s . One of the m ost outstanding 

contributions of recen t months has been the production by the public 

relations staff of the movie, ’’Every Hour - Every Day", which has 

been exhibited to many thousands of people of all walks of life. This is 

a twenty-eight minute color and sound film  narrated  by Danny Thomas 

and shows how the law enforcem ent officer spends ninety per cent of



his tim e in protecting the citizenry and less  than ten p er cent in a 

re s tric tiv e  or disciplinary ro le .

In addition to a ll of the above, the public relations staff com

piles and edits the International Association of Chiefs of Police Y ear

book and also works in an advisory capacity with the editorial staff of 

the Police Chief. Along with m em bers of other staff divisions, the 

public relations staff has contributed a rtic les  and special item s of 

in te rest to the Police Chief. Probably the m ost noteworthy was an 

artic le  entitled "Anarchy on the Campus, " which covered the recent 

rio ts  on the University of California Campus at Berkeley, California.

One of the m ajor public rela tions section 's responsib ilities is 

the supervision of all aspects of the annual conference. In conjunction 

with the Executive D irecto r and other Division D irectors, public 

relations devises and schedul.es the conference program s, handles a ll 

physical arrangem ents, and dissem inates a ll news re leases  and 

reproduction of committee rep o rts  and business proceedings. This has 

become a monumental ta sk  since the bringing together of some four 

thousand police officials from  the United States and all F ree-W orld  

countries p resen ts a unique job of coordination.

This m ost im portant segment of the A ssociation handles a ll 

general correspondence that pours in from  all p a rts  of the world and

32



33

which does not perta in  specifically to the operations of other divisions.

It might be noteworthy to mention that as the F ed era l 

Government evidences a growing in te rest in law enforcem ent, the 

International A ssociation of Chiefs of Police has been called upon with 

increasing frequency to provide inform ation to the Office of Law 

Enforcement A ssistance, the P re s id en t's  Committee on Law Enforce

ment and Adm inistration of Justice  and by the United States Congress. 

On at leas t four occasions within the past eighteen months Association 

represen tatives have been called to testify before Congressional 

Committees on problem s pertaining to crim e and law enforcem ent.

The public rela tions section has been helpful to Senators and Congress

men in furnishing background m ateria l for speeches and a rtic les  and 

for insertion in the Congressional Record.*

M embership se rv ices  section. The responsib ilities and 

functions of this section p rim arily  concern the promotion and adm inis

tration  of the m em bership reco rd s. Information as to the growing 

m em bership, requirem ents to belong to the Association, and other 

data have been listed  in Chapter I of this d iary .

Accounting and cen tra l serv ices section. All accounting and

central serv ices for the Divisions and functional units of the Association
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are  carried  out by th is relatively  sm all section which is lodged within 

the H eadquarters adm inistrative stru c tu re .

The Association funds are  derived from  various sources such 

as m em bership dues, grants and surveys and separate accounting 

ledgers m ust be kept for the H eadquarters and F ield  Services Divisions. 

Thus there are  two fisca l entities for the organization. The establish

ment of this method of departm ental accounting insu res that funds which 

are  earm arked for one departm ent are not used to finance expenditures 

of the other. E arly  in 1964 the en tire organization changed its general 

accounting procedure from  the cash accounting method to one of 

accrual accounting, which has resulted  in providing management with 

the necessary  inform ation to adm inister its  affa irs.

F inancial rep o rts  a re  furnished to the Board of Officers at its  

meetings and m ailed to the Executive Committee with the minutes of 

Board Meetings. The T re a su re r  receives monthly reports covering 

all fisca l operations of the A ssociation. F inancial records and accounts 

are  audited annually.

The various Units and Divisions utilize cen tra l se rv ices 

provided through the H eadquarters office. Such serv ices as personnel 

and payroll reco rds, tax inform ation and reporting, employee and 

general insurance coverage, collection and deposit of monies due and
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payment of expenses incurred by the Association; all a re  handled by 

th is section. All purchasing of office supplies and serv ices m ust be 

handled and negotiated by the Accounting and Central Services unit. 

Correspondence and subject files are  maintained in a Central F ile  unit. 

The volume of outgoing m ail is  considerable. On an average, 3,114 

pieces of f irs t class, 65, 000 pieces of second and th ird  class, and 400 

pieces of fourth class m ail a re  handled each month.

Publications section. While the Executive D irector is 

constitutionally charged with the editorial responsibility for all publi

cations he has delegated this authority to the publication section which 

is supervised by a managing editor. All ed ito rial policies of m ajor 

im port a re  se t by the Executive D irector and the Executive Committee. 

Association m em bers receive two publications as p a rt of the ir m em ber

ship benefits - the monthly magazine. The Police Chief, and The Police 

Yearbook, containing papers, repo rts  and discussions of the annual 

conferences. O ther books and inform ational m ateria l are  sent without 

charge from  tim e to tim e. A recen t example of the la tte r would be: 

Drug Abuse -  A Manual for Law Enforcem ent O fficers, furnished by 

Smith, Kline and F rench  L aboratories of Philadelphia.

The Police Chief has been published since 1934, and from  its 

inception has been a medium for exchange of professional inform ation.
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The in itial distribution of 488 m em bers has increased to a monthly- 

circulation of nearly  10, 000. The magazine is  available to non-m em bers 

for an annual subscription fee of seven and one-half do llars. Over 700 

of this type of subscriber is  now being serviced. Production cost in 

1965 was $57,407 for 97, 500 copies. Sales of advertising space, sub

scriptions and m ailing lis t produced $42, 318.18 in 1965. The balance 

needed for publication was furnished from  a H eadquarters fund set up 

for this purpose.

HIGHWAY SAFETY DIVISION

The broad m ission of responsibility  for the total field of police

traffic  management as it re la te s  to the m otor vehicle and its  use has

been assigned to the Highway Safety Division. This Division was

created and made a p a rt of the organizational s truc tu re  in October 1964,

by the Board of Officers under Rule XXI of the International Association
12

of Chiefs of Police Rules. This relatively  new addition to the function

ing activities of the Association has been specifically charged with six 

responsib ilities which a re  aimed at focusing attention on the future ro le  

of the police service in  highway safety. These six responsib ilities a re  

to:

111. Organize, develop, and implement the Highway Safety
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program  of the Association, with the assistance, cooperation, and 

coordination of the other divisions, the related com m ittees, the 

m em bership and other cooperating organizations an* groups.

2. Provide lia ison  and staff for the adm inistration of the 

International A ssociation of Chiefs of Police Section of State and 

Provincial Police and the Highway Safety Com mittee.

3. Provide guidance and direction to the other Divisions of the 

Association in functions rela ted  to highway safety and highway 

transportation.

4. Serve as liaison for the International A ssociation of Chiefs 

of Police with associations and groups organized p rim arily  for the 

purpose of developing and prom oting highway safety program s.

5. Prom ote police traffic  management and highway safety in 

the name of the International Association of Chiefs of Police.

6. Provide advice and assistance to International A ssociation
13

of Chiefs of Police m em bers regarding  highway safety m a tte r .n

A m ajor portion of the staff’s tim e and effort is  devoted to the 

planning, coordination and supervision of the annual and four regional 

meetings of the State and P rov incial Police, the m idyear and annual 

m eetings of the Highway Safety Committee, the Auto Theft Committee, 

and the workshops and conferences. There were nineteen workshops.
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conferences and m eetings conducted in 1965, and tw enty-three in 1966. 

The Division works with approxim ately th irty  com mittees represen ting  

organizations on a wide spectrum  which at the lower end rep resen ts  

the municipal level and p ro g resses  to the P resid en t’s Committee for 

Traffic Safety at the national level. Close lia ison  and cooperation has 

been developed with such organizations as the A m erican Association of 

Motor Vehicle A dm inistrators; Insurance Institute for Highway Safety; 

Automotive Safety Foundation; Institute of T raffic  Engineers; Office of 

Highway Safety, Bureau of Public Roads; National Joint Committee on 

Uniform Traffic Control Devices; Council of State Governments; to 

name but a few.

The operational costs of the Highway Safely Division are  derived 

from  three grants and appropriations made to the division by the State 

and Provincial Sections’ respective sta te  governments. The grants are  

made by the Insurance Institute for Highway Safety, the Automotive 

Safety Foundation, and the A m erican Trucking Association, Inc. 

Twenty-seven sta tes and one province paid th e ir  state appropriations 

last y ear. The division is thus self sustaining and requ ires none of 

the m em berships dues to operate.
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FIELD OPERATIONS DIVISION

The p rim ary  function of th is division lies  within the a rea  of

providing general police management consultative serv ices. The

carrying out of this function was the m otivating influence which effected

the move from  Evanston, Illinois, of the F ield  Services Division in

1959 where activ ities were p rim arily  concerned with the subject of

police traffic  supervision and neglected the much la rg e r  a re a  of general
14

police serv ice adm inistration. Ray Ashworth, as noted previously,

envisioned many needs for advice and counsel to the chiefs and through

his dedicated efforts a change was made.

Since the inception of the general police management consulting

serv ices by the A ssociation early  in 1960; some 100 law enforcem ent

agencies, (excluding train ing  program s) in 35 sta tes, the D istric t of

Columbia, and three Canadian provinces, have been serviced. The

great bulk and m ajority  of those departm ents where assistance has been

rendered has been at the m unicipal level and ranged from  Chicago's

11, 000-man departm ent down to departm ents which employed as few as

th ree  men. These organizations collectively employed m ore than

51, 000 people and spent in excess of 275 m illions of dollars in the y ea r 
15

1965. Although the figures for 1966 a re  not yet available they a re  

expected to exceed those of the previous year since a contract with the
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City of New Y ork was negotiated calling for an in itial investm ent by 

this m etropolis of $100, 000. New Y ork C ity 's p resen t police personnel 

numbers approximately 28, 000 men and women in round figures.

As a resu lt of this intensive growth and diversification, the 

Executive Committee and the Board of O fficers reorganized the 

A ssociation 's headquarters operation in the spring  of 1965. A Field 

Operations Division was created to continue the consulting activ ities 

that previously had been provided by a subordinate section of the F ield  

Service Division. The responsib ilities of the F ield  Operations Division 

are  stated in Rule XVII of the constitution, a p a rt of which reads as 

follows:

"F ield  Operations Divisions: To provide individual law 

enforcement agencies with professional guidance through consultation, 

surveys and studies, and staff assistance in  any and a ll a reas  of law 

enforcement operations, organization, and adm inistration; and to 

prepare, provide, and publish reports rela ting  to the operation,
16

organization, or the adm inistration of law enforcem ent ag en c ie s .n

At the p resen t tim e assistance  is rendered to police agencies 

in four distinct a reas which a re  lis ted  below:

17
General surveys. A general survey may em brace general 

adm inistration and organization; tra in ing  serv ices and program s.



p erso n n e l po lic ies and p ro ced u res ; m anpow er deploym ent; re p o r ts , 

re c o rd s  fo rm s and p ro ce d u res , com m unications; p a tro l, tra ff ic  and 

investigative  opera tions; buildings and equipm ent.

18
D irec t staff a s s is ta n c e . In th is a re a  the consu ltan ts e stab lish  

in form ation  cen te rs ; p re p a re  m anuals of ru le s  and regu la tions; se t up 

c en tra l com plaint room s; m odernize re c o rd s  sy stem s; evaluate  and 

s tre am lin e  rad io , telephone and te le type  com m unications; p rep a re  

p e rso n n e l p rom otional sy s tem s; a s s is t  in se lec tion  of personnel; and 

guide planning tow ards functional a rran g em en ts  w ithin police build ings.

19
T ra in in g . Staff consu ltan ts w ill conduct o r e s tab lish  re c ru it  

tra in in g  co u rses , su p e rv iso ry  tra in ing , o r sp ec ia l tra in in g  co u rses  in 

any a re a  of the police se rv ic e .

20
E xam ination  and se lec tion  fo r police executive p o sitio n s.

S evera l departm en ts have been aided and a s s is te d  by sta ff p e rso n n e l in 

the se lec tio n  of chiefs of po lice . It is  expected that th is type of req u est 

fo r se rv ic e  w ill expand a s  m o re  and m ore  police o rgan izations accept 

the concept of la te ra l  en try  into th e ir  agencies of com petent, qualified 

people.

All re q u e s ts  fo r a ss is ta n ce  fro m  the In te rn a tio n a l A ssocia tion  

of Chiefs of P o lice  m ust be over the signa tu re  of the duly designated
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head of the police or law enforcem ent agency requesting a id . . This 

requirem ent has to a la rge m easure, prevented politicians and 

individuals from  requesting assistance without the police adm in istra to r’s 

knowledge. When the consulting serv ice was in its  infancy in 1960, 

there was a hue and cry that the serv ices provided would be, in effect, 

a "white wash" for the adm inistra tor concerned, but experience and 

tim e have shown th is to be an erroneous assum ption. The fact that the 

staff has adopted a highly professionalized approach and has called "a  

spade a spade" when it has seen deficiencies has resu lted  in an 

unimpeachable reputation fo r the F ield  Operations Division. The chiefs 

know that when they call for assistance they will get the very best, but 

also know any questionable p rac tices will be called to th e ir attention. 

Much of the cred it for the p resen t reputation of the staff consultants 

is  due to the present Executive D irecto r who has demanded and 

required the highest type of personnel and perform ance by those con

cerned in furnishing consultative se rv ices. A ll consultants chosen are  

required to have a sound background of p rac tica l law enforcem ent as 

well as academ ic achievement. In addition they m ust be able to 

communicate th e ir  findings and suggestions in such a m anner that the 

police adm inistrator can use the recom m endations promptly and 

efficiently. Since the International A ssociation of Chiefs of Police is  a
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non-profit organization, this expert consultant serv ice may be provided 

at a m ore economical figure than many other organizations and 

individuals in the sam e business.

RESEARCH AND DEVELOPMENT DIVISION

The responsibility for conducting a ll studies, surveys and 

scientific investigations into a ll facets of law enforcem ent management 

and operations has been assigned to the R esearch  and Development 

Division. F u rth e r, the A ssociation has delegated the accountability 

for dissem inating and distributing the resu lts  of any re sea rch  to the 

police profession at large to th is im portant division. In the past, due 

to a lack  of funds, some investigations and studies have been delayed. 

However, since 1962, funds have been made increasingly available by 

the federal government and many avenues, which were heretofore 

restric ted , have been p u rsu ed .. Those subjects which have been given 

a high p rio rity  by the many com m ittees of the Association, and those 

of obvious general in te rest have been given m ore than passing attention. 

The bulk of the R esearch  and Development D ivision’s activ ities might 

be assigned to one of two m ajor categories, i. e . , C urrent Proposed 

P ro jec ts  and C urrent Ongoing P ro jec ts .
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C urrent proposed p ro jec ts . Several p ro jects in active proposal 

form  have been suggested by the R esearch Committee and may be 

listed  as follows:

" l .  An analysis of the tasks and functions required of law 

enforcem ent agencies.

2. An investigation of recru iting  and personnel selection - 

(a) as the p rocesses re la te  to the need for providing the qualities 

necessary  to perform  the required  tasks, and (b) as these p rocesses 

re la te  to the "success or failure" of the police officers generated by 

them.

3. An expansion of the serv ices currently  provided by the
21

Center for Law Enforcem ent R esearch Information"

There are other proposals in the form ative stages. These 

include investigations into the methods and procedures of police officers 

in attaining th e ir p rim ary  m ission of compliance with the law by the 

citizenry and a thorough investigation into how an optimal traffic  

effort by the police in the furtherance of traffic safety could be 

achieved.

C urrent ongoing p ro jec ts . A Juvenile Delinquency P ro ject, a 

Controlled Highway A ccess Study and the Center for Law Enforcem ent 

R esearch Information a re  cu rren t p ro jects which are  worthy of



mention at this writing. All have consumed a great deal of tim e, 

expense and effort upon the p art of the R esearch  and Development 

Division for severa l years .

Juvenile delinquency p ro jec t. This pro ject has been in 

existence since July 1962. It is  being conducted under the auspices of 

the P resid en t's  Committee on Juvenile Delinquency and Youth Crim e. 

A grant from  the Health, Education and W elfare D epartm ent of the 

F edera l Government has made the project possible.

The p rim ary  purpose of this work has been to aid police 

departm ents to initiate and upgrade the ir training endeavors in the 

field of juvenile delinquency. Since the inception of this pro ject the 

concept has been m aintained that every police officer, not just a few 

who have been designated as juvenile officers, m ust be trained to 

handle the juvenile offender. In te rm s of actually handling juveniles 

it has been found that the field officer and the detective have far m ore 

contacts than the individual usually designated as the juvenile officer. 

Many police departm ents have maintained special officers to handle 

juveniles since it was believed that the lack of a specialist would 

require officers to be away from  their assigned areas and 

responsib ilities for too long a tim e.

A '
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Many workshops have been conducted for police train ing 

officers over the past two y ea rs . P rogram s were focused on training 

problem s relative to juvenile problem s. W orkshops extended over a 

two-week period and w ere climaxed the final two days with the 

attendance of the Chief and the Juvenile Bureau Commanders from  the 

departm ents represen ted  by the train ing  officers p resen t. Total 

attendance at these workshops, the f irs t year, 1965, numbered 255 

from  police departm ents in forty-five sta tes and the D istric t of 

Columbia. P artic ipan ts were assigned to com m ittees, each of which 

studied and prepared a repo rt on some aspect of train ing the police 

officer for work with juveniles. Another se rie s  of these regional 

workshops were conducted in the spring of 1966 in four regional 

locations with approxim ately the sam e attendance and representation  

as cited above. Still another se rie s  is planned for the spring of 1967. 

The site chosen is a centrally  located university o r college in the 

regional area  where the train ing  is  to be conducted.

The resu lts  and rep o rts  of these workshops have been 

published and distributed to thousands of police executives and officers 

over the country. Some of the m ore noteworthy publications thus 

produced have been:

A Departm ental Juvenile Inventory

46
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Thoughts on Police Training

Probing Police Policy

Training Police for Work With Juveniles

Analysis and Self-C ritic ism s in Juvenile Work

Fundamental P hases of Curriculum  Development and 
Instructions in Police T raining

Report on Workshops

Juvenile Delinquency and the Police

Controlled access study. This pro ject was initiated by the 

R esearch and Development Division and submitted to the United States 

Bureau of Roads, Office of Highway Safety. A tw o-to-three year 

contract was negotiated in Decem ber 1964. The problem  in this 

instance was to develop adm inistrative guides for police adm inistrators 

who have supervisory responsib ilities for controlled access roadways. 

Since the details and p rog ress of this pro ject would be beyond the 

scope of this report, suffice it to say that the pro ject has progressed  

satisfactorily  and will be completed in 1967.

Center for law enforcem ent re sea rch  inform ation. This 

ongoing pro ject is probably one of the m ost significant activ ities of 

the entire Organization since the need for a cen tral c learing  house of 

information is so great in the embryo police profession. This project.
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with financial assistance from  the F ord  Foundation, began in 1961.

The prim ary  idea was to isolate, in one cen tral repository, a complete 

lib rary  which would be devoted to police science, criminology, law 

enforcement and police adm inistration. The objective was to be one of 

centralization and the goal was to communicate and d istribute the 

information gathered into the hands of those who had the g reatest need 

for it.

Although many m ajor police organizations today have the ir own 

research  staffs with an adequate lib rary , there are  thousands of others 

who have slightly m ore than nothing in the way of books and information 

to a ss is t them in the ir daily task  of providing adequate police serv ice 

to their respective com munities.

Early  in th is program  it was decided that the lib rary  would be 

divided into three sections, namely:

” 1. To contain selected texts in the field of criminology, police 

science, law enforcem ent and police adm inistration.

2. To be responsible for subscriptions and the indexing of 

over sixty regularly  published police m agazines.

3. The collection of unpublished re sea rch  papers prepared  at
22

the local police and academ ic level. n

Q uestionnaires w ere m ailed out to prospective contributors and
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today the curren t asse ts  of the Center for Law Enforcem ent R esearch 

Information consists of approxim ately 800 bound texts, sixty regularly  

published magazines and over 2, 000 theses and re sea rch  papers.

There s till  rem ained the problem  of communicating the 

gathered information to those who were in need. Consequently, in 

M arch 1965, publication of a quarterly  magazine entitled The Center 

was begun. The f irs t  issue contained twenty-four descriptive notes or 

abstracts of specific works available.

The entire m em bership and other in terested  people and 

organizations were supplied a copy of the f irs t  publication. R esearch 

documents were made available to police agencies or to individuals at 

a cost basis which amounted to ten  cents a page. Volume I of The 

Center, by the end of 1965, resulted  in the distribution of 60, 000 pages 

of lite ra tu re .

It appears that the p rim ary  m ission has been achieved and that 

this rapidly growing pro ject w ill continue to be of great serv ice to the 

police adm inistrator as well as to the many academic halls which have 

initiated a police curriculum  into the ir program s.

THE PROFESSIONAL STANDARDS DIVISION

The P rofessional Standards Division was established in 

response to the needs of chief law enforcem ent executives. These
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officials were engaged with the daily problem s of law enforcem ent and 

had little  tim e to devote them selves to the development of th e ir chosen 

life’s profession. They needed some vehicle to further the growth of 

the police serv ice because they were aware that the level of serv ice 

provided depended in a la rge m easure upon the caliber of the men who 

do this work. It was acknowledged that serious tim e and attention m ust 

be given to the establishm ent of national c r ite r ia  and standards. Thus 

it was in 1963, that the P ro fessional Standards Division grew out of the 

F ield Services Division of which it was once a sm all section. It was to 

be dedicated to the education and train ing  of police officers, supervisors, 

commanders and adm in istra to rs .

As se t forth by Rule XVH of the constitution, the m ission and 

objectives of the P rofessional Standards Division read as follows:

"To develop and prom ote standards of selection, education and 

training in the field of law enforcem ent; and to p repare , publish and 

dissem inate documents, m ateria ls , and devices rela ting  to the 

operation, organization, or adm inistration of law enforcem ent agencies."

Probably the m ost im portant motivating factor for the new 

division to "get off the ground" was a Ford  Foundation grant of 

$400, 000 in July of 1964. The grant was to be spread over a fou r-year 

period and much of the p resen t growth and status of the division can be
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attributed to this answer by the Foundation to the needs of law 

enforcement. The grant was based on the theory that to achieve a 

maximum of success in the improvement of the police serv ice would 

require a long-range program . "That th is course of action would 

require the determ ination of re a lis tic  professional standards to assu re  

that the practicioners of law enforcement are  personally suited to the 

task, are educated in those fields upon which public serv ice is based
24

and are adequately trained  to enable them to apply th e ir knowledge."

Police and college lia ison . One of the activ ities of the Division 

has been to encourage and stim ulate the relationships between colleges 

and police personnel. Staff assistance is given to any institution of 

higher learning that expresses an in te rest in initiating a program  to 

m eet the needs of the growing professional demands of law enforcement. 

A ssistance has included curriculum  suggestions, text book suggestions, 

recommendations regard ing  course descriptions and various other 

ways in which the college may serve a local community. Much aid has 

also been given in the search  for in struc to rs by bringing to the attention 

of the colleges the names of qualified applicants to fill c ritica l teaching 

positions.

Model police standards council act. Another beneficial resu lt
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of the Ford  Foundation grant has been the development of a model act 

which is  aimed at giving to the em erging police profession a strong 

impetus towards entry into a professional status. This work has 

recently been completed. The model act se ts  up professional standards 

and guides for establishing a police standards council for any state 

contemplating such action. One of the high lights of the act calls for a 

minimum entrance academ ic level of two y ea rs  of college for police 

rec ru its  within five y ea rs  after the passing of the legislation. Within 

seven y ea rs  the new police officer would be required to possess a 

B achelor's degree p rio r  to entry into police serv ice.

D irectory of police science p rogram s. The Division has 

prepared a d irectory  which gives in detail a ll of the colleges and 

universities presently  engaged in offering police science program s. 

Large num bers of this d irectory  have been sent to the professors and 

coordinators of such program s with the suggestion that high school 

counselors in the imm ediate a reas  be furnished with a supply. Many 

individual requests fo r the d irectory  have been received from  high 

school and college students. The response to the d irectory  has been 

so favorable that the P rofessional Standards Division plans to expand 

the coming y e a r 's  issue with additional information concerning 

enrollm ent, courses available at the schools listed  and other pertinent

data.
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The training key. A significant step forward in the field of 

police training was taken in M arch 1964, with the inauguration of the 

ro ll-ca ll Training Key program . This program  fills the need of many 

police agencies for a low -cost train ing program  which is not only 

beneficial to the re c ru it officer, but serves as a re -tra in in g  tool for 

the senior officers. A four page training bulletin is published and 

distributed on a sem i-m onthly basis and is designed to a s s is t individual 

study, ro ll call instructions, re c ru it and in -serv ice  training. Wide 

acceptance of this program  in all fifty sta tes and in five Canadian 

provinces has resulted  in the Training Key being one of the m ost widely 

distributed police train ing  serv ices in the world. C urrent publication 

has passed well over the 60, 000 m ark  and a future goal of 100, 000 

copies is not at a ll unreal. Each officer of a subscribing agency 

receives twenty-four T raining Keys a y ea r concerning a wide spectrum  

of police subjects at the very nominal price of two dollars per year per 

man. P articipating  agencies rep resen t all law enforcem ent agencies 

at the federal, m ilitary , sta te, county and m unicipal level. In 

addition, police educators in colleges and un iversities a re  receiving 

Training Key copies for their students on a regu lar subscription basis. 

Subscribing agencies range from  one man departm ents to the large 

cities and state agencies. Such cities as Washington, D. C . ,
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Baltim ore, Boston, New O rleans, Atlanta, Honolulu and Nashville a ll 

are  subscribing. Some of the state agencies are Pennsylvania, Illinois, 

and Kentucky, to name but a few.

The Washington Chapter of the A m erican Society for Training 

and Development presented an Achievement Award to the International 

Association of Chiefs of Police in recognition of the Training Key 

serv ice. The award stated in part: "For outstanding initiative and 

ingenuity evident in the establishm ent of a sem i-m onthly publication, 

the Training Key. . . "

Sight/ sound film strip  program . The newest innovative m easure 

to aid in the train ing  of the individual officer, which was announced in 

January 1965, is the Sight /Sound film strip  program . It has been 

enthusiastically received by police executives and educators from  all 

regions of the country. The h ea rt of the program  is a projection unit 

that looks a great deal like a twenty-five inch television set. F irm s 

such as A m erican A irlines, International Business Machines, General 

Motors and Dun and B rad stree t have a ll used and field tested this 

equipment for alm ost ten y ea rs . Sound film strips concerning police 

training subjects may be fitted into the pro jector with a minimum of 

time and effort and once inserted  may be played at the touch of a 

switch. The in itial cost of the machine to a police agency is  $325. 00,
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which if bought through the International A ssociation of Chiefs of 

Police is considerably le ss  expensive than if purchased on the open 

m arket. T raining subjects are furnished on a monthly basis and 

closely supplement those subjects already presented in the Training 

Key. The f irs t  y e a r’s supply of monthly film strips have been produced 

and are  ̂ available at a cost of $480. 00. Each film strip  is designed to 

run ten minutes, but an attachment on the p ro jec to r can stop the 

pictures at any point so that the police instructo r may supplement the 

film strip  with his own rem ark s. Although the in itial cost of a r t work 

is slightly higher than for photography, the increased potential for 

learning is g rea te r. By using a r t work, m ateria l which adds to the 

m essage may be included, prevent the program s from  being outdated, 

eliminate backgrounds which take the v iew er's attention away from  the 

subject m atter, depict people and the ir garm ents in such a way as to 

avoid having viewers becoming d istracted  by rac ia l features, 

insignias and the like. A rt work can em phasize an object or situation 

to increase its teaching value.

The training subjects and soundstrips already completed 

include:

1. F elony-In -P rogress Calls

2. Searching A rrested  P ersons
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3. P rincip les of Investigation

4. The T raffic V iolator

5. Rescue Breathing

6. Crim e Scene P rocedures

7. Testifying in Court

8. D irecting T raffic

9. F ield Inquiries

10. Felony A rres ts

11. Crim e Prevention

12. Safe Driving

Volume II w ill include other police subjects of vital in te rest to 

the operational police officer as well as subjects of in te rest to the 

supervisory and command officer.

As of January 1, 1967, there were ninety-seven subscribing 

agencies incorporating not only police but higher institutions of 

learning from  th irty-five sta tes , the D istric t of Columbia, one 

Canadian province city and the V irgin Islands. A relatively  few addi

tional subscribers will insure that th is program  will be self-subsisting .

Management and supervisory  train ing . F o r sev era l y ea rs  the 

Division has offered a supervisory  train ing  course of seventy hours 

duration on a s tr ic t cost basis to the police agency. Over seventy-five
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such courses have been conducted since January 1961 in just about 

every region of the country. Usually a survey of an agency pinpoints 

the need for this type of training and much of the value of the course is 

that its flexibility perm its the discussion of supervisory and management 

problems pertaining to that particu lar police departm ent, whether it be 

at the municipal or the state level. Recently this course of instruction 

has been subjected to changes and updating. The subjects taught range 

from basic supervisory subjects to m ore sophisticated management 

topics. Course content and other data are  furnished in another section 

of this report.

Executive development program . A fter sev era l years of 

planning and a search  for funds, a new course of instruction has been 

inaugurated on a tr ia l  basis for the police executive. In August 1966, 

under an approved grant from  the Office of Law Enforcem ent A ssistance, 

Department of Justice , some $89, 000 was set aside for the adm inis

tration of three pilot courses. This is a three-w eek course of 

instruction and encom passes such subjects as Leadership C haracteristics, 

Organization and the Social Sciences, Achieving Compliance, Planning 

and Decisions, Communicating Ideas and the G reat Issues in Law 

Enforcement. The original concept was to organize and establish  on 

a regular continuing basis, a top level train ing course for police
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executives at a perm anent site  on a university campus. A large 

university would be preferab le since the program  was designed to draw 

heavily upon the ready re se rv o ir  of trained  professional teaching talent 

found in the la rg e r  institutions. The original proposal was for a four- 

weeks course, but due to budgeting restric tio n s, was reduced to a 

course of three-w eeks duration.

It was recognized that many of the cu rren t leaders of A m erican 

police agencies, who came to th e ir jobs during the th irtie s  when talent 

was m ore available than at p resen t, were either already re tired  or 

rapidly approaching re tirem en t. The question for the immediate future 

was how present leaders were to be replaced. A perm anent national 

police executive train ing academy for future leaders is one idea that 

certainly bears close scrutiny and w arran ts the t r ia l  it is being given.

The f irs t of the th ree  pilot courses was conducted at the 

University of Georgia, Athens, Georgia, January 9th through January 

28th, 1967. Twenty chiefs or assistan t chiefs represen ting  municipali

tie s  from  the sta tes of South Carolina, North Carolina, Georgia, 

Alabama, Tennessee and Kentucky w ere in attendance. Most of the 

instruction was provided by the professional teaching staff at the 

University. A few outside police experts were brought in to p resen t 

those subjects which w ere stric tly  police in nature.
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A detailed description of the experiences and re su lts  of the 

f irs t pilot session is beyond the scope of th is report but the executive 

development program  opens many avenues for exploration by the 

Professional Standards Division. Although the concept of selecting and 

training future police adm inistra tors is not a novel or unique idea, it 

has received little  or alm ost no attention from  police agencies in the 

past. If true professionalization is to be realized  by the police serv ice 

this so rt of program  would appear to be im perative.

THE STAFF

No attem pt will be made in this all too abbreviated description 

of the p resen t functions and organization to d iscuss the staff other than 

to make a few gross observations. At the p resen t time, there are  

approximately fifty people engaged at the International Association of 

Chiefs of Police H eadquarters in carry ing  out the various program s, 

activities and functions heretofore mentioned in this report. The 

division between non-professional and professional staff is about fifty 

per cent.

The non-professional staff is recru ited  heavily from  the labor 

m arket in and around Washington, D. C. The professional staff, on 

the other hand, rep resen ts  academ ically qualified individuals with 

years  of serv ice as police officers, from  every region of the United States.
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It is this la tte r requirem ent which p resen ts a recru itm ent problem  and 

at the p resen t tim e additional staff would be added if personnel with the 

proper qualifications could be found. Most police agencies, who have 

academically qualified, experienced police officers, within th e ir 

departm ents, a re  extrem ely possessive and do everything within th e ir 

power to hold on to what they have. This has resu lted  in the A ssociation 's 

practice of bringing in qualified personnel on a tem porary  or loan basis 

fonm any program s and pro jec ts. This provides excellent train ing for 

the individual concerned and provides him with a wealth of experience 

which he can take back to his own agency. As the professionalization 

for the police serv ice p ro g resses , college educated people with ample 

police experience w ill be m ore available in the y ea rs  to come. Mean

while, the Association m ust u tilize its staff to the fullest and conduct 

a constant search  for available talent.
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CHAPTER in

THE INTERNSHIP

Those who a re  concerned with the o v er-a ll adm inistrative 

problem s of today 's police organizations a re  quite often inclined to 

overlook the im portance of the supervisory function in the to tal 

operation of the agency. They fail to recognize the fact that the 

efficiency of the operation depends greatly upon the degree of proper 

supervision exercised . No m atter how well the adm in istra to r is able 

to produce d irectives, o rd e rs , o r regulations for dissem ination 

downward throughout the departm ent, they a re  of little  value unless 

the ir execution and proper in terpretation by a ll officers at a ll levels 

can be properly supervised.

There a re  many definitions of the word "superv ision ."

However, to th is intern, the te rm  "supervision" may be defined as 

the "technique of personally  directing the energies and abilities of an 

individual or group tow ards the attainm ent of goals or objectives which 

are  predeterm ined by the chief executive." The "superv isor" then, 

would be the individual charged with the responsibility  of carry ing  out 

the aforementioned activ ities . These definitions hold just as tru e  in 

the police serv ice as  they would in a private en te rp rise .
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The International A ssociation of Chiefs of Police has long 

recognized the problem s that accompany the supervisory task . The 

many surveys conducted by the Field Service Division, p resently  

known as the Field Operations Division, have throughout the y ea rs , 

pointed to deficiencies in supervisory p rac tices of the departm ents 

which have been surveyed. Almost every recom mendation made by 

the Association, has to a la rge  degree, been dependent upon the ability 

of the top police adm inistra tor to gain the cooperation of the complete 

h ierarchy of command in carry ing  out the suggestions set forth by the 

survey team . It is im perative that the chief executive recognizes h is 

responsib ilities to h is supervisory  force. Unless the adm inistra tor 

defines the responsibility  and authority at each level of supervision, 

defines the relationships that exist between positions, a ssu res  the flow 

of information to his subordinates, be available and willing to aid his 

supervisors in both official actions and employee benefit m atte rs , and 

evaluate perform ance with suggestions and methods for improvement; 

then he can expect little  efficiency from  his organization. Unless the 

chief rea lizes  that a ll of the aforementioned a re  responsib ilities which 

he must fulfill; th e re  is  little  hope that a reorganization, reallo tm ent 

or addition of manpower, o r any other recommended change may bring  

much in the way of improvem ent in a police organization.
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The late Ray Ashworth, fo rm er d irec to r of the F ield Services 

Division, who initiated many police refo rm s and procedures in a long 

and illustrious police c a re e r , said in an address before the V irginia 

Chiefs of Police at Roanoke, V irginia, in September 1960: "The most 

c ritica l need in A m erican policing today— as it was yesterday, and 

will be fo rever— is intelligent supervision of police manpower in every 

rank of the departm en t."

Many of the policies and activ ities of the p resen t Executive 

D irector, M r. Quinn Tamm , and of the D irector of the P rofessional 

Standards Division, M r. George O'Connor; reflec t that they do not 

differ in the ir philosophy concerning the im portance of supervision in 

the police serv ice today.

It has been a long tim e since the promotion of a police officer 

to the rank of sergeant, lieutenant, o r captain has been regarded  a s  

qualifying him as a superv isor, capable of discharging the 

responsib ilities inherent in th is position. The promotion, instead, 

norm ally req u ires  that the officer be given intensive train ing in his 

new responsib ilities. It is  a r a re , but adm ittedly ideal situation, when 

the promotion constitutes a m ilepost in a  program  of development and 

training begun months or y ea rs  before by a  p rogressive ad m in istra to r.

Many police chiefs like to think that th e ir agency's advanced
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methods of personnel selection for entering the police serv ice re su lt 

in the employment of those who have the intelligence, a ttribu tes and 

ability to develop the competency, with p roper application and study, 

to become supervisors and command officers. Unfortunately, the 

vagaries of human nature a re  such that th is  concept can never be 

co rrec t except for m ore than a sm all percentage of those individuals 

who a re  employed for police serv ice today. The restric tio n s of a 

lim ited number at the top, determ ined by organizational structu re , 

fu rther lim its the possib ilities for a ll who enter the police service to 

become supervisors or command officers. The concept of many chiefs 

has been, in short, that any man who has m astered  the operational and 

technical sk ills of the police serv ice will naturally  be an excellent 

superv isor. Nothing could be further from  the tru th . It may also be 

noted that many of the failings and deficiencies in police organizations 

today, at least in th is o b se rv e r 's  opinion, a re  due to th is erroneous 

belief. In fact, it may be fu rther stated that too many chiefs of police 

hold th e ir p resen t positions due to the application of th is theory .

F or the past severa l years  the A ssociation has attem pted to 

do something about faulty police supervisory  p rac tices by conducting 

supervisory courses in those departm ents which have requested such 

aid. G enerally the course has consisted of seventy-hours of



66

instruction but may be tailored  for periods in excess of that amount of 

tim e if the requesting agency so d e s ire s . The course is  offered on a 

s tr ic t cost basis which includes the salary , trav e l and living expenses 

of two International A ssociation of Chiefs of Police staff m em bers; 

plus course m ateria ls and notebooks which a re  furnished by the 

Association. The two staff m em bers who conduct the course a re  

selected on the basis  of actual supervisory and command experience 

with a police agency, in addition to possessing a high level of academic 

proficiency.

This intern, who was employed by the Association as a police 

consultant January 1, 1961, has had the opportunity of taking p art in 

approximately sixty such courses of instruction which represen ted  

some 2500 police supervisory  students in alm ost every p art of the 

United States. In January of 1964, a leave of absence was taken by 

th is intern to enroll at the U niversity of Arizona, where for the next 

two and one-half y ea rs  a course of study was pursued which resu lted  

in a Bachelor of Science degree in Public A dm inistration (Law 

Enforcem ent). In addition, the tim e spent resu lted  in the completion 

of all course work for a M aster of Public A dm inistration degree. In 

lieu of a d isserta tion  an internship program  was chosen.

Upon the completion of the course work for the M aster’s
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degree and after some correspondence with the Executive D irector, 

D irector of the F ield Operations Division and D irector of the 

P rofessional Standards Division, th is in tern  was invited to re jo in  the 

Association as a police consultant in the P rofessional Standards 

Division. It was explained that the "old" course which had been 

conducted for police superv isors had been thoroughly rev ised  and 

updated and that the internship could be profitably utilized by not only 

teaching the "new" course, but also in evaluating it and making 

revisions if the la tte r  was deemed advisable.

Upon his a rr iv a l at the International Association of Chiefs of 

Police H eadquarters in Washington, D .C ., on the 15th of August, 1967, 

the intern found that the "new course" had a lready  been form ulated and 

instituted at the Washington M etropolitan Police Academy. A contract 

had been signed by the Association with the aforem entioned agency to 

conduct eleven two-week, seventy-hour courses and would include, as 

students, every supervisor in the departm ent who held the rank  of 

sergeant o r lieutenant. The f ir s t  course had sta rted  in the early  p a rt 

of August and the second course of instruction was now in session . 

There was a to ta l of 332 superv isors to be trained  which perm itted  

approxim ately th irty  students to attend each session . T his in te rn ’s 

tim e for the f irs t  week in Washington was largely  spent in the c lass 

room  at the Police Academy as an observer. Due to a p rio r
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commitment, one instructor had to leave the second week of the second 

session and th is intern was assigned to the pro ject as a full-tim e 

instructo r. T erm s of the contract made provision for six two-week 

sessions to be conducted after which a "break" fo r the holiday season 

would be taken and th is tim e was to be utilized for evaluation of the 

course and for course revision if necessary . A to ta l of nine weeks as 

an instructor was spent by th is intern in helping to instruct the rev ised  

and updated course.

THE WASHINGTON EXPERIENCE

The new course bore the title  "A Course on Police 

Management for Supervisory and Command P e rso n n e l." Subject 

m atter was broken down into various categories with a synopsis of 

the m ateria l to be covered a s  follows:

" l .  P rincip les of Organization (2 hours)

This a rea  deals with the to ta l concepts of 

organization and the proper use of people. It 

review s the ac tiv ity -s truc tu re  grouping and 

re la te s  ac tiv ities to achieving organizational 

goals.
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2. Concept of Table of Organization (2 hours)

This subject deals with the various aspects of 

organization based upon flow and the chain of 

command philosophy. The new term inology of 

"tall" and "short" organizational struc tu re  is based 

upon the concept of flattening organizational s truc tu res 

to pinpoint responsibility  and to speed up communication 

and operational ac tiv itie s . Departmentation and its  

special problem s should be included within th is discussion.

3. Types of Organizations (1 hour)

This topic concerns itse lf with the natural development 

of the previous topic, that is an elaboration upon the 

types of se rv ices perform ed by groups within 

organizations such as serv ice, adm inistration and line 

functions as they affect the single to ta l organization 

under consideration. H ere again, em phasis should 

be pointed at "ta ll v s. short" organizational s truc tu res 

and its  ram ifications.

4. The Form al and Inform al Organization (2 hours)

This topic is aim ed at elaborating upon the function
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of the form al organization and the recognition of the 

inform al organization. Em phasis should be placed 

upon the inform al organization - how it develops and 

functions, and how it affects the form al organization.

The ro le  of the supervisor and m anager in recognizing 

and utilizing the inform al organization to a s s is t the 

form al organization should be s tre ssed .

5. Centralization V s. D ecentralization (2 hours)

This topic concerns itself with the pros and cons of 

centralization problem s and em phasizes the new schools 

of thought on decentralization as they affect decision 

making of m anagers/superv iso rs  a t the operational level.

6. L ine and Staff Function (3 hours)

This topic is aim ed at calling attention to the fact that 

staff function is  a specialized rela tion  but that in tru th  

it cannot be separated from  a m anagerial or supervisory  

activ ities of the line operation. Methods to elim inate 

friction that develop between a line and staff groupings 

should be em phasized and coordination of the two should 

be specifically encouraged.
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7. P resen tation  of Problem  # 1 (2 hours)

This is an operational problem  specifically designed 

to overlap the previous topics.

8. Organization Goals and Objectives (2 hours)

This topic should include how organizations determ ine 

th e ir goals and objectives, and how by determ ining 

p rim ary  goals, secondary goals m ust be then established 

in order to help achieve the p rim ary  goals. It should be 

s tre ssed  that reso u rces  both within and without the 

organization a re  needed to a s s is t in th is  undertaking. 

F u rth er, how the decision making apparatus affects 

changes or re-em phasis  of certa in  secondary goals 

and objectives and so affect the achievement of the 

p rim ary  goal o r objective.

9. M easuring Work Effectiveness (2 hours)

The setting up of strateg ic  control positions and 

m easuring of goal achievem ent. Standards to m onitor 

the feed-back p rocess for achieving original goals should 

be em phasized. The superv isory /m anagerial ro le s  in 

m easuring subordinate work and evaluating it against
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be discussed and explained.

10. P resen tation  of Problem  # 2 (2 hours)

This will be d irectly  re la ted  to a goal and m easuring 

problem .

11. Effective Decision Making (2 hours)

This phase of the program  is designed to bring in the 

new concept that decision making should and must include 

the operatives of o rd ers  in the lowest echelon. The use 

of the inform al organization should be brought into th is 

portion as an overlapping feature and then tied into the 

decision making apparatus and its  function.

12. P resen tation  of P roblem  # 3 (2 hours)

This will be re la ted  to DECISION MAKING.

13. The Feed-B ack P ro c ess  (1 hour)

This is  a method to determ ine f irs t, acceptance of 

o rd e rs , and second, to evaluate the feasibility of 

activity. Em phasis should be placed upon the fact 

that the p rocess is  actually a four phase action - the
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f irs t  - the o rder being issued; second - determ ining 

the effectiveness and the acceptance of the o rder; 

th ird  - passing the evaluation on operational achievem ent 

back to the top; fourth - modifications at the top of the 

original o rder to meet identifiable p rob lem s. Specific 

em phasis should be placed upon the fact that managem ent/ 

supervision is the guardian of the feed-back system .

14. Group Dynamics in Supervision (2 hours)

This area  is  designed to show how supervision/ 

management can and m ust involve a ll personnel in the 

organization. It is based upon a prem ise that by 

involving people mentally, physically and spiritually  in 

the organizational p ro cesses, they are  m ore apt to make 

better em ployees. T his involves not only form al 

interaction between the various social groups but the 

proper use of the inform al organization through both 

form al and inform al interaction.

15. P resen tation  of P roblem  # 4 (3 hours)

This is based upon "the people problem s" developed 

in the two previous problem s.
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16. Training As A Supervisor (2 hours)

This topic is  aimed at making the supervisor recognize 

that he is in effect an instructo r /te ac h e r . Concepts of 

how the instructo r can improve his train ing  ability a re  

considered as an essen tial tool of m anagem ent/supervision. 

The various uses of the Sight/Sound pro jec to r and 

Training Key should be brought in for dem onstrative 

purposes.

17. Dynamic Leadership (2 hours)

This topic deals with developing leadership  among a ll 

subordinates and yet recognizing that th e re  a re  individual 

capacities for development. Strong em phasis should be 

placed upon identifying and developing lead ers at a very 

early  stage for c a re e r  development.

18. Organizational Communication (3 hours)

This topic is  designed to show that how we say things 

or w rite them can affect the lis ten e r and his in terpretation  

of what is being w ritten or said. A p ractica l dem onstration 

is built into th is topic to illu stra te  to the entire c lass  the 

difficulties a ris in g  from  even giving directions for a
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sim ple p ro jec t. Em phasis should be placed upon 

communication as an inter-change of good human relations 

and the b asis  for achieving organizational coordination.

19. Planning (2 hours)

Planning should consider and point out the essen tials of 

forecasting in o rder to achieve organizational goals within 

p rescribed  guidelines. Planning should also consider 

decision making as a means of selecting alternatives for 

the management echelon. Strategic and tac tica l planning 

should be explained and the im portant concepts of each 

elaborated upon.

20. P resen tation  of P roblem  # 5 (2 hours)

This will be a communications and planning problem .

21. The Inspection P ro cess  (2 hours)

The inspection p rocess aim s at observing, reporting  

and recom m ending changes in a m anner that does not 

d isrupt the organization or upset the social balances 

within it. Major em phasis here  should be based upon 

proper evaluation or observation in reg ard  to  the process 

being observed and its  corre la tiveness to achieving
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organizational goals and objectives.

22. Supervisory Selection and Development (1 hour)

C areer Development is the main them e of th is portion 

of the p rog ram . Heavy em phasis should be placed upon 

the fact that f irs t  line supervision should be determ ining 

and selecting future supervisors and m anagers for the 

organization. A model c a re e r  development program  

should be instituted within the fram ew ork of future 

selection p rocedures.

23. M orale and Motivation (2 hours)

This topic concerns itse lf with recognizing that 

organizations a re  composed of people and that people’s 

feelings can affect organizational p ro cesses . The 

supervisory/ m anagerial ro le  is to recognize these needs 

and motivate th e ir  personnel through exem plary examples 

and by mutual involvement within the organizational 

p ro cesses .

24. P resen ta tion  of P roblem  # 6 (2 hours)

This will deal with a  supervisory, m orale and 

motivation question.
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25. D irecting (2 hours)

This phase of the program  deals with guiding and leading 

personnel to achieving organizational goals. Since a ll 

supervision deals with people, em phasis should be placed 

upon effective methods of directing o thers; some 

overlapping from  motivation may occur h e re .

26. Individuals and Organization (2 hours)

This topic deals with the problem  of having individuals 

adopt organizational objectives as  th e ir  own and reconciling 

individual objectives within the fram ew ork and continuity of 

the form al organization. Supervision/m anagem ent m ust 

be made aware that basic differences between people can 

be used as an a sse t.

27. Delegation and Authority (3 hours)

Delegation here  should involve assignm ent of duties and 

the granting of authority in o rder to perm it organizational 

operation to proceed with a minimum of bureaucratic  

"red  ta p e ." Authority deals with certa in  righ ts to 

command; however, em phasis should be s tre ssed  that it 

is  an unlimited power and that with it come obligations.
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If im properly used, resentm ent and fric tion  can develop. 

Instead, em phasis should be placed upon what is  now 

re fe rre d  to as "positive au thority ."

28. P resen tation  of P roblem  # 7 (3 hours)

This will be based upon the previous subject m atte r.

29. Span of Management Theory (2 hours)

Span of management is an outgrowth of the old span of 

control doctrine. Careful studies have shown that 

management is a m ore apt word than is  contro l. The 

question of how wide a span, together with an explanation 

of G raicuna’s theory of subordinate-superior relationships, 

dem onstrates that the key to th is question is based upon 

the number of d irect rela tionships a supervisor has with 

his subordinates; the subordinate 's train ing  and the p roper 

use of the delegation of authority a re  other factors that 

affect th is  theory .

30. Control Through Supervision (2 hours)

This a rea  is  concerned with methods of control ra th e r 

than outright physical control. Em phasis should be placed 

upon the human motivating factors that will achieve
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voluntary cooperation and compliance. The m anagerial/ 

supervisory ro le  in the form al and inform al organization 

structu re  and feed-back system  should also be introduced. 

The supervisory  task  in helping to m easure the achievement 

of organizational goals should also be discussed.

31. Planning and R esearch  for the Future (2 hours)

D iscussion here  should cen ter about future use of high 

speed digital com puters, scanners, and high speed storage 

and re tr iev a l system s. The m anageria l/superv isory  

obligation of involving planning and re se a rch  to a s s is t in 

solving operational problem s should be s tressed  as well 

as the education and train ing  requirem ents that will be 

needed for police personnel in system s of th is type.

32. Policy Making (1 hour)

The m anagem ent/supervisory ro le  in helping to form ulate 

policy within the organization should be s tre ssed  and based 

upon the decision making apparatus that has been discussed 

previously. D istinction should be made between policy 

and ru les  and regulations. The ro le  of management in 

determ ining the acceptance of policy by a ll personnel
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discussion of m easurem ent.

33. Supervision in the Future (1 hour)

The technical and educational needs that will be requ ired  

for supervisory personnel of future police organizations, 

the changing ro le  of the police within the society should be 

the basis of pointing out that m ore "hardw are” will be 

available to a s s is t  the police in th e ir  ta sk s and as a re su lt, 

le ss  working personnel may be needed, the view that 

supervision and management that will be blended together 

into one should be examined and discussed a s  organizational 

s tru c tu res  have a tendency to become shorter and 

f la t te r .1,25

(NOTE: The balance of the seventy-hours of instruction 

will be consumed by orientation and greeting at the 

beginning of the course and to examination and evaluation 

at the end of the co u rse .)

A text book, "Management: A Book of Readings, " by Koontz 

and O’Donnell was sent to each student ten  days p rio r  to  the tim e he 

was to repo rt for his train ing  session . Along with the book was a

80
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required lis t  of readings to be read  by the student p rio r  to his reporting 

to c lass . Some forty readings were included in the reading lis t  which 

would requ ire  a minimum of th irty  hours reading tim e which was, to 

say the least, an am bitious undertaking for those officers who had not 

opened a book for a long while. In addition, the student was furnished 

a loose-leaf binder with a number of hand-outs and a r tic le s  designed 

to supplement the c lass  session  d iscussions. A close inspection and 

reading of the a rtic le s  in the text book revealed that academ ically a t 

least, the m ateria l concerning management was what one might expect 

to be encountered at a Junior, Senior, or Graduate level in an 

institution of higher learn ing . The professional jargon and vocabulary 

level encountered in most of the assigned readings was definitely above 

that of a college sophomore. Contributing w rite rs  to the text included 

such illustrious nam es as P e te r  D rucker, C hester I. B arnard, Lyndal 

F . Ur wick, E rnest Dale, Rensis L ikert and many o thers . In th is 

in te rn ’s opinion, the text in itse lf is an outstanding book of reference 

for anyone in terested  in the subject of management.

After monitoring the course for a week and spending many 

hours at night reading the tex t in an attem pt to digest the contents; 

th is  intern gained an early  im pression  that the course was, fo r the 

m ajority  of the c lass  a t le as t, somewhat beyond th e ir  scope of



82

com prehension. This belief was based upon some eighteen y ea rs  of 

supervisory experience in a p rogressive police agency, and the 

experience gained by teaching superv isors in sixty different departm ents 

ac ro ss the country. This in tern  was informed by staff who had 

developed the course that the course design was of such nature that the 

student would have "to reach" a little  if he was to gain value from  the 

c lass room experience.,.

To partia lly  explain the above rem ark s , attention might be 

directed to a copy of the orig inal course schedule which is  presented 

for the re a d e r’s inspection.



COURSE SCHEDULE - FIRST WEEK

Monday

0730-0820
0830-1035
1045-1325
1335-1425
1435-1525

G reetings and O rientation 
P rincip les of Organization 
Concept of Table of Organization 
Types of Organization 
F orm al and Inform al Organization

Tuesday

1730-0820
0830-1035
1045-1425
1435-1525

F orm al and Inform al Organization (Continued) 
Centralization versus D ecentralization 
Line and Staff Function 
P resen tation  of P roblem  # 1

Wednesday

1730-0820
0830-1035
1045-1325

1335-1525

Presen tation  of P roblem  # 1 (Continued) 
O rganizational Goals and Objectives 
M easuring Work Effectiveness

plus 27' F ilm  - "Perform ance Evaluation" 
P resen tation  of P roblem  # 2

Thursday

0730-0920

0945-1135
1235-1325
1335-1525

Effective Decision Making
plus 26' F ilm  - "Styles of Leadership" 

P resen ta tion  of P roblem  # 3 
The Feed-B ack P ro cess  
Group Dynamics in Supervision 

plus 23* F ilm  - "The Way I See It"

Friday

0730-1035
1045-1325
1335-1525

Presen tation  of P roblem  # 4 
T raining as a Supervisor 
Dynamic L eadership



COURSE SCHEDULE - SECOND WEEK

Monday

0730-1035 Organizational Communication
plus 14’ F ilm  - "M ore Than Words" 

1045-1325 Planning
1335-1525 P resen ta tion  of P roblem  # 5

Tuesday

0730-0920
0945-1035
1045-1325

1335-1525

The Inspection P ro cess  
Supervisory Selection and Development 
M orale and Motivation

plus 28' F ilm  - "The Inner Man Steps Out" 
P resen tation  of Problem  #6

Wednesday

1730-1920 D irecting
plus 27' F ilm  - "How Good is a Good Guy"

0945-1135 Individuals and Organizations
1325-1525 Delegation and Authority

plus 30' F ilm  - "Breaking the Delegation B a rr ie r"

Thursday

0730-1035 P resen tation  of P roblem  # 7
1045-1325 Span of Management Theory
1335-1525 Control Through Supervision

Friday

0730-0920
0945-1035
1045-1135
1235-1425
1435-1525

Planning and R esearch  for the Future 
Policy Making 
Supervision in the Future 
Course Examination 
Examination Review

NOTE: There will be a coffee b reak  from  0920-0945 each day. 
Lunch hour is from  1135-1235 each day.
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The ra th er sudden assignm ent of th is  in tern as a full tim e instructo r 

in the middle of the second session, plus the experience of monitoring 

the f irs t  week of th is session; only served to add to the e a rlie r  

im pression that although the course was evidently being received  by 

the students in an acceptable m anner, there  were many indications that 

much of the m ateria l was "over the heads" of the m ajority  of the 

students. This feeling was based on some of the derogatory rem arks 

made by the students concerning the text book in th e ir form al 

evaluations of the f irs t  two courses, the many questions they asked in 

c lass  about relatively  sim ple management te rm s  and th e ir failu re to 

respond to questions concerning a rtic les  in the tex t. Many officers also 

were quick to adm it that a fte r they had attem pted to read  a few assigned 

a rtic le s , they had closed the book and had not opened it since.

This intern also found that he was not able to adequately cover 

the assigned subjects in the periods of tim e alloted for any particu lar 

subject. A close perusa l of the course schedule indicated there  were 

twenty-seven different top ics. While the course design provided fo r 

the dovetailing and coordination of the various topics, th e re  were simply 

too many for a thorough discussion of any individual subject. F o r 

example, only two hours had been assigned to such topics as 

Evaluation or M easuring Work Effectiveness, th ree hours to
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Organizational Communication and one hour to Supervisory Selection 

and Development. Based on previous experience with these p a rtic u la r  

topics, making a suitable presentation within the allotted tim e was 

highly im probable. The same situation held tru e  for many other subjects 

to which th is in tern was assigned to teach. Thus, th is in tern  gained a 

second im pression of the revised  course, i . e . , that the many top ics 

had resulted  in a course that had a high degree of superficiality  and 

that while it looked good and sounded good, the lasting effect upon the 

students was open to considerable debate. "Were they getting what 

they needed? " was the question to be answered.

In order to gain insight into the problem , at the beginning of 

the th ird , fourth, fifth and sixth sessions, an attempt was made by 

th is intern to gain m ore knowledge of the educational backgrounds of 

the attending officers, the ir years  of experience as sup erv iso rs , th e ir  

amount of form al police train ing  and other facts which would shed som e 

light on whether or no the course m aterial was too sophisticated fo r 

the average student. It has always been the prem ise of th is 

investigator that training courses for a m ass of students such as the  

M etropolitan Washington project, and which a re  aimed at bettering  

the supervision in the department as a whole, should be d irected  a t 

the great m ajority  and learning level of the many, and not ju st a few
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at the far end of the spectrum . This philosophy evidently had not been 

shared by those staff m em bers who had designed the course.

A course enrollm ent form  and a c lass recapitulation sheet were 

formulated and designed with the objective of gaining insight into the 

capabilities and experience of the students. It was felt that a c lass 

profile of each session  would be extrem ely valuable to the in structo r 

and would be of much assistance to his teaching efforts. The class 

enrollm ent sheet and the resu ltan t c lass profiles a re  exhibited on the 

following pages.



INTERNATIONAL ASSOCIATION OF CHIEFS OF POLICE 
PROFESSIONAL STANDARDS DIVISION

POLICE MANAGEMENT FOR SUPERVISORY / COMMAND PERSONNEL

Organization______________

Rank_____________

Date of Course______________

Enrollm ent Form

N am e______________________________ ______ Home P h o n e____________

A ddress . _______________________________________________________

Number of y ea rs  s e rv ic e ______________

Date of appointment as su p e rv iso r__________________________________

Education: High school graduate? Y e s _________ N o ______________

College a ttended______________________________________

Graduated? Y e s ________ _ N o ______________

P ost graduate c o u rs e s________________________________
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F orm al police education

Assignments as supervisor
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PROFILE OF CLASS Sept. 12-23, 1966 M. P . D.

No. Enrolled 31

No. Completed Course 30

Total number of years  police s e rv ic e ............................. 592 y ears

M ean ....................19 Median . . . .  19

M ode................... 24 Range . . . .  8 - 2 6

Total number of y ea rs  served as supervisor . . . . .  197 y ears

M ean ............... 6 Median . . . .  5 .5

M ode............... 5 Range . . . .  2 mo. - 15

Total number graduated from  high school...................... 22

Total number with G. E. D. *s ...........................................  1

Total number not graduated from  high school . . . .  8

Total number_college g ra d u a te s ........................................ 1 (Lib.
A rts)

Total number with some college u n i t s .........................  7

Total number with previous supervisory tra in ing  . . 10

Outside F o rm al Police T raining

Homicide - H arvard 1 NUTI 1
Polygraph 1 Natl. Academy 0
Eastm an Photo 1 SPI 0
Conference of C hristians DCI 5

and Jews (M ich.) 1
Applied Science 1
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Profile  of C lass Sept.____ 26 - Oct. 7, 1966 M. P . D.

No. Enrolled 31

No. Completed Course 31

Total number of y ea rs  police s e rv ic e ................................ ... 546 years

M ean ...................... 17.9 M edian ...............  16

Mode . . . . . . .  21 -  26 R an g e ..................  6 - 2 6

Total number of y ea rs  served as supervisor  ............... 181 y ears

M ean ...................... 5 .8 M edian ................ 5

Mode R an g e .................. 3 mos - 19

Total number graduated from  high school 

Total number with G. E. D. • s ......................

Total number not graduated from  high sc h o o l...............

Total number college g ra d u a te s .......................................

Total number with some college u n i t s .............................

Total number with previous supervisory train ing  . . .

Outside F o rm al Police Training

N at'l Academy 0 Short FBI Courses 11
SPI 0 H arvard Homicide 1
NUTI 0 DCI 2
Ordnance-Arm y 1 Maryland L. E.
Community Relations Institute 2

(Mich. State) 1
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P rofile  of C lass October 10-21, 1966 M ;P .D .

No. Enrolled 31

No. Completed Course 30

Total number of y ea rs  police s e rv ic e ................................  580 y ears

M ean ..................  18.7 Median . ; . 18.5

Mode . . .  . . . 24 R an g e .................. 9 - 2 7

Total number of y ea rs  served as su p e rv is o r ..................  220 years

Mean . . . . . .  7. 0 M edian ............... 6.5

M ode................. 6 R an g e .................. 2 days - 18 y rs .

Total number graduated from  high sc h o o l.........................  24

Total number with G. E. D. ' s .................................................. ...........3

Total number not graduated from  high sc h o o l.................. ........... 4

Total number college g ra d u a te s ....................................... ...  .......... 1

Total number with some college u n i t s ................................ ........... 3

Total number with previous supervisory train ing  . . . .  _____ 1

Outside F o rm al Police Training

Nat’l Academy 0 Short FBI Courses 10
SPI 0 DCI 2
NUTI 0 Md. L. E. Institute 5
MPD Police Academy 18 Special Courses 5
Fed. N arcotics School 1
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Profile  of Class October 24 - Nov. 4 , 1966 

No. Enrolled 30 

No. Completed Course 30

Total number of y ea rs  police service . . . . . . . . . .

M ean .................. ... 17. 3 M edian ...............

M ode.................. ...  25 R a n g e ................

Total number of y ea rs  served as su p e rv is o r ..................

M ean .................. ...  4 .8  Median . . . . .

Mode . . . . . .  . _____1_ Range . . . . .

Total number graduated from  high school ......................

Total number with G. E. D. ' s ..............................................

Total number not graduated from  high sc h o o l...............

Total number college g ra d u a te s ................................

Total number with some college u n i t s .............................

Total number with previous supervisory train ing  . . .

M .P;D .'

527 years  

18.5 

8 - 29

145 years  

1.5

1 mo - 22

22

2

6

1

16

3

Outside F o rm al Police Training

N at'l Academy 0
SPI 0
NUTI 0
NUTI Short Course 1
MPD Police Academy 18
Short FBI Courses 11
DCI 0

Md. L. E. Institute 3
Special Courses 0
Fed. N arcotics School 0
Polygraph School 1
Police Adm inistration 5
Demolition 1
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A thorough examination of the c lass profiles will rev ea l that in 

session th ree , four, five and six  (in which the intern served as full 

tim e instructor), only six students, o r  four per cent, possessed  college 

degrees. There were th irty-one students, or twenty-five per cent, who 

had accumulated any kind of college units. T here were ninety-four, 

o r seventy-six  per cent, with high school diplom as. A to tal of eight 

officers, o r six per cent, were found to possess high school 

equivalencies (G .E .D .). Twenty-one, o r  seventeen per cent, did not 

have the advantage of a high school education.

Generally recognized by police authorities in the United States, 

a re  th ree  form al police train ing  courses of im portance. This intern 

is  re fe rrin g  to the nine-m onths course of police adm inistration 

offered by N orthwestern T raffic Institute (NUTI), the tw elve-w eek's 

Southern Police Institute (SPD course , and the National Academy, 

also a twelve-weeks course, offered by the F edera l Bureau of 

Investigation. It is in teresting  to note that only one man from  the 

to ta l of 123 students had attended any of these schools, namely, the 

National Academy. With the exception of various short courses of 

instruction conducted by the F ed era l Bureau of Investigation, a few 

highly specialized technical schools of short duration and the rec ru it 

train ing given to a ll M etropolitan police officers; the c lass  profile
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indicated that the bulk and m ajority  of the students had not been exposed 

to any extensive train ing  aimed at qualifying them as supervisory  o r 

command officers. Only nineteen officers, or fifteen per cent, 

indicated they had ever had any type of command or supervisory training 

since they had joined the departm ent.

As the course of instruction progressed , it was necessary  to 

modify and adjust the length of tim e allotted to the various subjects, 

a few subjects were dropped, and the lis t  of requ ired  readings from 

the text were shortened considerably. These course modifications 

appeared to have an appreciable, beneficial effect on the students in 

the la te r  sessions.

In addition to the previous im pressions th is in tern  has lis ted  

concerning the new course, i . e . ,  that it was too advanced for those 

being exposed to the train ing  and that the subjects were highly 

superficial due to lack of tim e to p resen t them; another m ajor clash  

of thinking and philosophy concerning the train ing  of supervisors took 

place between staff who had form ulated the course and th is in tern . It 

has always been the p rem ise  of th is  intern that people have to craw l 

before they can walk, that one of the basic assum ptions when one 

attem pts to teach anyone anything is that they have to be told, shown, 

and then perm itted  to go through an experience them selves before they 

can m aster any subject or sk ill. Although the new course of
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instruction was an excellent one in many resp ec ts , th e re  was one thing 

that was m issing. The fact that th e re  were so many subjects had 

resulted  in the presentation of the theories of the many and varied 

topics, but had neglected the "nuts and b o lts ."  That is , the "how to" 

of the subject was largely  being neglected. In his many talks with the 

staff and with the D irector of the P rofessional Standards Division th is 

intern re ite ra ted  on many occasions his belief that th e re  was too much 

theory being expounded and not enough p ractica l application of the 

theories. Police supervisory  officers a re  p ractitioners and rea lis ts , 

and very few of them have tim e to devote to theory in the ir busy 

attem pts to "get the work o u t."  It is the p rem ise  of th is in tern  that 

while the concept behind the importance of getting along with his men 

and motivating them is m ost significant to the supervisor or commander; 

it is just as im portant that he be shown and informed how to go about 

th is task . It is the lack  of knowledge of the "how" in supervising 

p rac tices that has led to the many police scandals which have been 

spread ac ro ss the front pages of new spapers in many c ities the past 

few y ea rs . It was pointed out to the D irector of the P rofessional 

Standards Division that th is intern was not in disagreem ent with the 

subjects o r the new course, it was just that some of the m ateria l was 

not fitted to the p resen t situation. In th is case it was doubted by
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this investigator that the p rim ary  m ission of the course, which was to 

ra ise  the general overall level of the supervision being practiced  in the 

Washington M etropolitan Police Department; could be accomplished by 

teaching theory and principle and omitting the techniques and 

supervisory sk ills them selves. It was evident, a t le a s t to th is intern, 

that there  must be a careful blending of theory and the p ractica l aspects 

of the a r t  of supervision. It was the firm  conviction of th is investigator 

that if the p rim ary  goal was to be achieved, then th e re  m ust be a 

certain  restruc tu ring  of the course which would allow for basic 

introductory subjects concerning management and supervision to be 

discussed in the ea rlie r  sessions of the course . In the la tte r p arts  

of the course, or perhaps in subsequent courses, the m ore advanced 

theories of management could be introduced. The basic idea was that 

to be successful the course should p rog ress from  the sim ple to the 

m ore complex. L e tte rs  of instruction to the beginning students were 

reworded so that they were no longer requested to read  a ll of the 

selected a rtic le s  before they reported  to c la ss . This was responsible 

in preventing much of the attitudes of defeatism  by the students which 

were experienced by the in struc to rs  in the e a rlie r  sessions. Those 

in the la tte r  sessions were given assigned readings day by day and 

many of the ea rlie r  required  readings, as has been stated previously, 

were entirely  deleted from  the course .



To prevent any misunderstanding by the read e r, th is intern 

wants to make it c lear that the "new" course was, in his estim ation, 

an excellent course in police management. The two m em bers of the 

staff who initiated the f irs t two courses w ere capable, efficient 

instructo rs who were able to get the m ateria l across to the students 

and were highly successful in rela ting  business and private en terp rise  

theories to the police serv ice . An overhead pro jec to r was utilized 

with overlays of excellent a r t  work and illustrations to em phasize some 

of the theories being expounded. The film s chosen to supplement some 

of the topics were as  good as  could be found and in th is o b se rv e r’s 

opinion w ere of the highest ca libe r. The p rac tica l problem s which 

were designed by the staff becam e the high lights of the course and 

probably did m ore than anything else to insure the acceptance of the 

course by the students. This la tte r  observation only added to the 

belief of th is in tern  that the officers not only enjoyed, but needed m ore 

course inform ation on the "how to" instead of theory since they were 

required  to come up with p ractica l solutions to the problem s. Some 

of the solutions offered by the various team s indicated that for a ll 

too long they had been deprived of learning the various techniques and 

sk ills demanded of the supervisory  and command officer in a police
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agency.
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For the la s t two sessions of the f irs t se rie s  of courses, this 

intern was appointed as course d irec to r and a new instructo r with many 

years of supervisory and command experience from the Chicago Police 

D epartm ent’s Training Division was also assigned to a s s is t in the 

instruction of the course . The new instructo r, after being thoroughly 

oriented and after having taught the fifth two-week session, agreed 

with th is in tern  that the course needed some modification and the 

addition of m ore basic m ateria l and the deletion of some of the m ore 

advanced theories which had been taught in the e a rlie r  sessions. It 

was also his feeling that not enough of the "nuts and bolts" of 

supervision were being taught to the men who basically  were not 

qualified academ ically to digest many of the reading assignm ents 

listed  in the f ir s t  two or th ree  sessions.

T here were a few other drawbacks encountered which did not 

add to the efficiency of the course of instruction. One of the most 

important of the aforementioned was the fact that little  em phasis was 

put on the final com prehensive examination. T here were no failing 

grades as such, and any man who attended was given a certificate  of 

proficiency in police management if his attendance was reg u la r.

After the above inform ation got out upon the completion of the f irs t 

session, th e re  was little  to motivate the students to do th e ir best.
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There was no rew ard . In past y ea rs  the International A ssociation of 

Chiefs of Police had protected its integrity by making a passing grd.de 

mandatory in order to receive a course certifica te . Another philosophy 

of the form ulators of the new course was that there  should be no 

emphasis on note-taking o r the preparation of a notebook which would 

be valuable in years to come for the participating student. Note-taking 

and the proper p reparation  of a course notebook had been one of the 

p rerequ isites in many courses conducted in the p ast. Finally, the 

Training Division of the M etropolitan Washington Departm ent had 

refused to consider the fact that the top com m anders and precinct 

captains should take p art in the train ing sessions. One of the most 

common complaints of the lower echelons of command in many police 

departm ents where sim ila r courses of train ing  have been conducted, 

has always been that upon th e ir re tu rn  to regu lar duty they meet with 

resis tance  from  the top com m anders who have not had the benefit of 

the instruction. Thus, they feel the instruction, while it may be good, 

is doomed to failu re. The next higher rank, the Captains, could have 

been included in the various sessions withTittle difficulty, since they 

a re  only about th irty  in num ber. Spread over eleven sessions, this 

would have meant but th ree  ex tra  students a session . It could have 

been a te rr if ic  m orale factor and would have allowed the Captains to
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share in the inform ation being dissem inated. However, the 

Association could only suggest and had no authority to demand what rank  

officers should attend the various sessions.

AN INTERIM IN THE INTERNSHIP

Upon the completion of the f irs t  se rie s  of sessions at the 

M etropolitan Police Academy in Washington, D. C . , th is intern was 

assigned as an instructo r to a sim ila r course of instruction which was 

to consist of two two-week sessions a t the Baltim ore County Police 

Departm ent in Towson, M aryland. T here w ere m ore modifications 

and changes of course content and m aterial made in these two sessions, 

but th is in tern  s till felt the course as being taught was not really  

meeting the needs of the agency. The la s t session  in Baltim ore County 

term inated 9 December 1966. It is not the purpose of th is intern to 

cite the experiences encountered in Baltim ore County. The two 

sessions were well received and the Chief of the agency expressed his 

satisfaction with the caliber of instruction furnished. Four m ore 

sessions a re  scheduled fo r B altim ore County in the near fu ture. The 

Chief at Baltim ore County did assign  some of his top com m anders to 

the f irs t two session’s and stated that a ll his supervisory and command 

personnel would attend by the end of the la s t session . In addition.
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c rite ria  for passing the course were established and no one would be 

given a certificate  of proficiency unless he passed the final examination. 

Those two changes were for the b e tte r, at le a s t in th is o b se rv e r’s 

opinion.

Upon his re tu rn  to Washington, D. C .,  th is in tern  was informed 

that the final agreem ent and arrangem ent for fourteen two-week courses 

in Baltim ore City, Maryland, had been consumated in a ll respects 

except the actual signing of the contract. This was a 40,000 dollar 

contract. The f ir s t  session  was to begin January 30, 1967, and would 

initially run for th ree  sessions. On May 1, 1967, the sessions would 

resum e and continue through the month of October 1967, except for 

interruptions of one week duration; M em orial Day week. Fourth of 

July week, and Labor Day week. This in tern  was further informed 

that he was to be perm anently assigned a s  the Course D irector for 

the entire period.

Consequently, in December 1966, th is intern hand-carried  

the prepared  contract to B altim ore City, where it was signed by the 

new Com m issioner of Police, Donald D. Pom erleau; who was 

personally acquainted with th is in tern . The Com m issioner was 

presented with a tentative course outline and the in te rn 's  philosophy 

of what the course of instruction should include. Many aspects of the
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Washington experience were discussed and the Com m issioner was in 

agreem ent since he stated that he had confidence in the in te rn 's  ability 

to structu re  a course which would be aimed p rim arily , and ta ilo red  to, 

the needs of his departm ent. It was found that except for one b rief 

exposure to supervisory  train ing  severa l y ea rs  back for about th irty  

supervisory officers, none of the superv isors or com m anders had ever 

been exposed to any kind of train ing . The Com m issioner explained that 

the Baltim ore City Departm ent was a highly in-bred , trad ition  bound 

organization and that very  few of its  th ree  thousand plus m em bers had 

ever been sent outside the departm ent to observe other police agencies. 

F urtherm ore, m ore than half the departm ent's personnel had failed to 

finish high school. Civil Service requirem ents for police employment 

did not include a high school education. The Com m issioner put his 

stamp of approval on the tentative course outline.

The balance of th is in terim  period of approxim ately six  weeks 

was spent in getting ready for the Baltim ore City pro jec t. Course 

instructor outlines were prepared  for every subject to be presented, 

hand-outs for supplementing c lass  instruction were prepared , la rg e r 

notebooks were ordered  and th is period was a busy one of p reparation .

THE BALTIMORE CITY EXPERIENCE

As he went about the ta sk  of preparing  for the Baltim ore City
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training project, th is  in tern  felt encouraged and appreciative for the 

to leration exhibited by the D irector of the P rofessional Standards 

Division, M r. George O'Connor. Undoubtedly, M r. O'Connor had 

spent many hours in helping to draft and struc tu re  the "new" course.

Had the intern been in the D irec to r's  place it would not have been easy 

to see some of his handiwork critic ized  by one of the D ivision's new 

em ployees. However, it is to the everlasting cred it of M r. O'Connor 

that he was able to keep an open mind and only requ ired  that the 

evaluation of the new course , offered by th is  intern, be justifiable and 

constructive. M r. O'Connor expressed his confidence that the efforts 

of the in tern  in Baltim ore City would re su lt in an improved brand of 

supervision for that agency. The fact that the p ro ject was the la rg est 

single train ing contract ever negotiated by the Association with any 

police organization served fu rther to enhance this in te rn 's  rec ip rocal 

feeling of tru s t and confidence in the D irector of the P rofessional 

Standards Division. M r. O'Connor gave his vote of approval to any 

restru c tu rin g  of the course of instruction that th is  in tern  deemed 

advisable to make.

The title  of the re s tru c tu red  course would rem ain  as "A 

Course in Police Management for Supervisory and Command Personnel"

because this title  so aptly described what the course was a ll about. The
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objective of th is intern would be to incorporate into the course many of 

the principles and concepts presented  in the "new" course and to add 

techniques and methods from  courses held in years  past. In other 

words, to blend what he considered the b est acceptable m ateria ls  into 

one course of instruction. T herefore , the following course outline 

and description of subjects offered will serve to point up many 

differences when com pared to the M etropolitan Washington pro ject.

1. G reetings and Orientation (1 hour)

O rients the student to the classroom  situation. A 

briefing of the ru le s  governing his conduct and deportm ent 

during the course . A review of the course schedule 

informing the student what the course is about, how it 

will be conducted, what will be expected of him, and what 

he can expect. A b rie f d iscourse on the im portance of 

note-taking and the preparation of a course note-book will 

also be p resen ted .

2. P rincip les of Management (3 hours)

P rovides an understanding of the nature of adm inistrative 

or m anagerial work in rela tion  to other work done in an 

en te rp rise . Develops an understanding of the p art played 

by command and supervisory  personnel in improving the
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management of police serv ice . Designed to give an insight 

into the broad activ ities of management and lays the broad 

foundations for the various aspects of the course.

Thoroughly defines management in te rm s of the various 

theories concerning it.

3. The Supervisory P ro cess  and Responsibilities (3 hours)

This subject is  designed to develop an under stand ing of

the function of supervision in an en terp rise  and its im portance 

by examining the relationships which underlie superv iso r's  

duties and responsib ilities and the nature of such ta sk s .

Shows how the supervisor fits into the management p icture 

and the responsib ilities of the individual w orker and of 

management to the supervisory position.

4. The Social Psychology of Supervision (15 hours)

Develops an understanding of the fundamentals of human 

behavior with which the supervisor has to  deal. S tresses 

techniques by which the supervisor or com mander lea rn s  

to know his man; and the techniques of handling supervisory  

problem s in the a rea  of m orale, motivation and grievances. 

Em phasizes the foundations of personality  and the im portance 

to the supervisor of individual differences in his personnel.
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Points out the necessity  for total involvement of the 

operational personnel in the pursuance of goals and 

organizational objectives, and em phasizes group dynamics 

and rela tionsh ips. D iscusses the significance of the 

supervisor as a good lis ten e r, the techniques of listening, 

and of p ra ise  as a motivating influence for his assigned 

personnel. C ites the positive and negative aspects of o rd er 

giving and the techniques of disciplining the personnel.

The essence of th is subject is "how to get along with 

people."

5. Planning (3 hours)

The subject of planning considers and points out the 

essen tials of forecasting in o rder to achieve organizational 

goals within p rescribed  guidelines. Planning also considers 

decision-m aking as a means of selecting alternatives for 

the management echelon. Strategic and tac tica l planning 

will be explained and the im portant concepts of each 

elaborated upon. D iscusses S .O .P . *s, single use plans 

and other types of plans utilized in the police serv ice .

6. M easuring Work Effectiveness (4 hours)

The setting up of stra teg ic  control positions and m easuring
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of goal achievem ent. Standards to monitor the feed-back 

p rocess for achieving original goals will be em phasized.

The superv isory /m anagerial ro les in m easuring subordinate 

work and evaluating it against a se t standard with a possible 

view to adjustm ents is discussed and explained. Thoroughly 

d iscusses the departm ental rating  sheet and the techniques 

of the diagnostic post-appraisal interview .

7. The Supervisor and Training (3 hours)

This topic is aimed at making the supervisor recognize 

that he is in effect an in stru c to r/teach e r. Concepts of 

how the instruc to r can improve his train ing  ability a re  

considered as an essen tia l tool of m anagem ent/supervision. 

The four step method of teaching technique is presented .

The various uses of the Sight/Sound pro jector and 

Training Key will be brought in for purposes of 

dem onstration.

8. D irecting and Delegating (3 hours)

This phase of the program  deals with guiding and leading 

of personnel to  the achievement of organizational goals. 

D iscusses the subject as a p rocess ra th e r  than the idea
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that directing and delegating is m erely telling people what 

to do. Outlines the elem ents of delegation and how 

authority fits into the p ic ture .

9. Communication (4 hours)

This topic is designed to show that how we say things o r 

w rite them can affect the lis ten er and his interpretation 

of what is being said or w ritten. A p ractica l 

dem onstration is built into th is topic to illu stra te  to the 

entire c lass  the difficulties aris ing  from  even giving 

directions for a sim ple pro ject. Em phasis is placed upon 

communication as  an interchange of good human rela tions 

and the basis for achieving organizational coordination. 

Brings out the importance of superv isoria l and management 

reporting  functions.

10. Line and Staff Function (2 hours)

This discussion is aimed at calling attention to the fact 

that staff function is a specialized relation  but that in 

tru th  it cannot be separated from  m anagerial o r 

supervisory activ ities of the line operation. Methods to 

elim inate fric tions that develop between line and staff



groupings will be emphasized and ways to effect 

coordination of line and staff operations will be discussed 

and dem onstrated.

11. The Staff Study (1 hour)

This subject is  aimed at the "how to" of the staff study 

and its im portance to the organization from the standpoint 

of improving overall operations. Shows that the 

supervisory  level in a police organization should not be 

neglected by the management in the assignm ent of staff 

studies. The need for the involvement of line superv isors 

and com m anders in a staff study is em phasized.

12. Organization - Form al and Inform al (4 hours)

This a rea  deals with the principles of organization and 

the proper use of people. It review s the activity  structu re  

grouping and re la te s  activ ities to achieving organizational 

goals. This subject includes the new term inology of 

"tall" and "short" organizational s tructu re  which is based 

upon the concept of flattening the organization to pinpoint 

responsib ilities and speed up the decision-m aking p ro cess . 

Brings out the fact that within every "form al"

109
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organization th e re  exists a m ore complex system  of 

inform al relationships and how the management and 

supervisory  levels may utilize th is knowledge in the 

furthering of m anagerial aim s and objectives in a police 

organization.

13. Inspections and Control (4 hours)

The inspection p rocess aim s at observing, reporting and 

recom mending changes in a manner that does not d isrupt 

the organization or upset the social balances within it. 

Major em phasis here will be based upon proper evaluation 

or observation in regard  to the p rocess being observed 

and its correla tiveness to achieving organizational goals 

and objectives. The la tte r  p a rt of th is  subject is 

concerned with methods of control ra th e r  than outright 

physical control. Em phasis will be placed upon the 

human motivating facto rs that achieve voluntary, 

cooperation and com pliance. The supervisory  ta sk  in 

helping to m easure the achievement of agency objectives 

will also be discussed.

14. Supervisory Selection and Development (4 hours)

C areer development is the main them e of th is  portion of
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the program . Heavy em phasis will be placed upon the fact 

that f irs t  line superv isors should be helping to determ ine 

and select future superv isors for the organization either 

on a form al or inform al b as is . A model ca re e r  

development program  is outlined which may be utilized 

within the fram ew ork of future selection procedures. 

Introduces the student to the concepts of a workable 

*'under study" system  and how to identify potential 

supervisory  m ateria l. -

15. Policy Form ation (2 hours)

The m anagem ent/supervisory ro le  in helping to form ulate 

policy within the organization will be s tressed  and based 

upon the decision-m aking apparatus that has been discussed 

previously. D istinction is made between policy and ru les 

and regulations. The ro le  of management in determ ining 

the acceptance of policy by all personnel through the 

feed-back system  is included in the discussion of 

m easurem ent.

16. Course Review (1 hour)

The student is encouraged to bring to the classroom  any
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questions about any portion of the course which may need 

clarification and elaboration previous to the course 

examination which is held imm ediately after th is period.

17. Case Studies (8 hours)

The student is exposed to  a se rie s  of case problem s 

dealing with p rac tica l situations which he, both in a team  

effort and as an individual, is  requ ired  to solve. Solutions 

a re  w ritten out using the form at of a staff study as 

previously discussed . The problem s lend them selves to 

unstructured instruction perm itting a great deal of personal 

development in th is a rea . Solution presentations a re  made 

orally  in c la ss .

18. Examination and Review (3 hours)

The examination is adm inistered and la te r  reviewed.

The students’ weaknesses and strengths a re  evaluated 

to a s s is t him to recognize any deficiencies which may

appear.
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19. Graduation E xercises and Course Closing (2 hours) 

C ertificates of proficiency will be awarded those who 

meet the course requirem ents in a ceremony attended by 

departm ent officials.

In o rder to fully describe what th is intern had in mind as he 

went about the task  of getting ready for the Baltim ore City project, it 

might be well to p resen t the topic schedule outlining how a ll of the 

previous subjects mentioned in the foregoing pages would be presented. 

The course schedule was as follows:



COURSE SCHEDULE - FIRST WEEK

Monday

0830-0920 G reetings and Orientation
0930-1220 P rincip les of Management
1300-1550 The Supervisory P ro cess  and Responsibilities

Tuesday

0830-1220 Social Psychology of Supervision
1300-1550 Planning

Wednesday

0830-1220 M easuring Work Effectiveness
1300-1550 Social Psychology of Supervision

plus 28' F ilm  - "The Inner Man Steps Out"

Thursday

0830-1220 Social Psychology of Supervision
plus 26' F ilm  - "Styles of Leadership" 

1300-1550 The Supervisor and Training

Friday

0830-1220 Social Psychology of Supervision
1300-1550 D irecting and Delegating

plus 30' F ilm  - "Breaking the Delegation B a rr ie r



COURSE SCHEDULE - SECOND WEEK

Monday

0830-1220

1300-1450
1500-1550

Communications
plus 14’ F ilm  - "More Than W ords" 

Line-Staff Function 
Staff-Studies

Tuesday

0830-1220 Organization - Form al and Inform al 
1300-1550 Case Studies - Group P resen tations

Wednesday

0830-1220 Inspections and Control
1300-1550 Case Studies - Group P resen tations

Thursday

0830-1220
1300-1350
1400-1550

Supervisory Selection and Development 
Course Review 
Course Examination

Friday

0830-1020
1035-1220
1300-1350
1400-1550

Policy Form ation
Case Studies - Individual P resen ta tions 
Review of Examination 
Graduation and Course Closing

NOTE: Ten minute break  at end of each hour. Coffee b reak  of 
15 minutes daily at 1020 hours. Lunch period from  
1220-1300 hours daily.
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A close examination of the course outline and subject schedule 

will reveal that the intern incorporated m ost of his philosophies 

concerning the train ing  of superv isors and com m anders, which were 

expressed in the previous p art of th is chapter, into the restru c tu red  

course. A b rie f discussion of the objections to the M etropolitan 

Washington course of instruction and the rev isions aimed at correcting  

what th is intern considered as re a l  deficiencies is certainly  in o rd er.

The f irs t  im pression and objection of the Washington train ing  

was that it was "over the heads" of the attending students. This was 

corrected  by initiating basic subjects of supervision and management, 

which included the social psychology of supervision, the f irs t week of 

the course . Each subject discussed the f irs t  week of instruction, 

consisted of a minimum of th ree  hours in a few subjects to a maximum 

of fifteen hours in the a r t  and technique of getting along with people. 

Since a su p erv iso r's  success depends upon how well he understands 

his basic responsib ilities, it was felt that th is  m ateria l was both 

understandable and adequate for the student's com prehension. The 

second week of the course was so designed as to lead the superv isors 

and com m anders into m ore advanced concepts of organization, line- 

staff functions, e tc .,  which may a ll be considered a s  management

subjects.



Thus, the student was led from  the sim ple to the complex, 

which was a fulfillment of s till another of th is in te rn 's  philosophies 

concerning train ing  of any type.

A second m ajor objection to the Washington course was that 

there were too many subjects which resu lted  in a high degree of course 

superficiality . The instructo r was re s tr ic ted  by tim e lim itations from 

being able to discuss any chosen topic in any degree of depth. This 

objection was corrected  by cutting down the number of subjects from 

a to tal of twenty-seven different topics to a to ta l of fourteen. This 

allowed for a m ore adequate discussion of each subject and perm itted  

m ore tim e for c lass discussion and a consequent deeper com prehension 

and understanding of the m ateria l.

The th ird  m ajor objection and clash  of philosophy cited was 

that in the Washington Course the student officers were simply not 

being given the "how to" of supervision and management. In the 

Baltim ore course the many techniques of the various functions were 

discussed in depth. F or example, in the subject of Planning the 

students were not only shown but required  to w rite out and submit 

various types of plans. In the subject of Inspections and Control a 

sim ila r requirem ent of actually preparing  a field inspection check lis t 

was fulfilled by the students. In the a rea  of social psychology the
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students were given the techniques of how to p ra ise  a man to motivate 

him, how to m aster the difficult a r t  of listening, how to guide, counsel, 

improve, and give o rders to the subordinates. In fact, the course as 

now structured , made ample provision for the "nuts and bo lts" as  

well as including the various concepts and theo ries behind the p rac tica l 

p art of the job .

F urther objections to the previous course of instruction were 

ironed out in the meeting with the Com m issioner of P o lice . All 

students would be subjected to a com prehensive examination and none 

would be given a certificate  if he did not m eet minimum c r ite r ia . In 

addition, a ll supervisory  and command personnel with the exception 

of the Com m issioner would be required  to attend one of the fourteen 

sessions. Since the Com m issioner was a  fo rm er International 

A ssociation of Chiefs of Police employee and had him self conducted 

sim ilar courses of instruction, his attendance was not deemed 

necessary .

Finally, one m ore deficiency of the Washington Course was 

corrected  by the incorporation into the course of the case studies and 

p rac tica l problem s in the second week of instruction. This was done 

so that the student had an opportunity to put the princip les and 

techniques into actual p ractice  afte r he had learned about them  in the
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firs t week of the course. This would tend to resu lt in be tter solutions 

by the class of the problem s encountered.

The text book, which had caused many of the students in the 

Washington pro ject to pro test' so strenuously, was retained for the 

course. However, instead of alm ost forty required  readings, the 

student would be given only fifteen as required  assignm ents. A great 

many others were suggested to the student in a supplem entary lis t  

that he might read if he so desired . Subject m atte r readings were to 

be assigned on a daily basis to supplement the class discussions. The 

assigned a r tic le s  were chosen on the basis of sim plicity of w riting 

style, vocabulary and the ir p rac tica l rela tion  and application to the 

subject being discussed.

Also some new class hand-outs w ere designed to be distributed 

to the c lass at the tim e the m a teria l was discussed. Some of these 

hand-outs reflected m a te ria l which appeared in the required readings 

in the text.

Baltim ore City’s f irs t  three two-week sessions w ere initiated 

Monday, January 30, and were term inated F riday , M arch 10, 1967. 

The resu lts  of the f irs t  th ree  sessions w ere, to say the least, 

gratifying to the intern. That the courses were a re a l success was 

revealed by the fact that many of the older com m anders term ed the



120

course as "the best they had ever attended" and "that th is was what 

they should have had when they entered the management ra n k s ." In 

the experience of th is in tern  with past courses it has always been the 

older com m anders and superv isors who were the most difficult to 

instruct. It appeared from  many of the rem ark s made on the form al 

evaluation form s made out by the students a t the term ination of the ir 

seventy hours of train ing that they had been "so ld ."

The co -instructo r was a new employee with a background as a 

police supervisor and police instructor with a p rogressive southern 

police agency. He had never before instructed a group of supervisors 

or com m anders. His teaching experience consisted of teaching in a 

police academy and also in a community junior college. Yet with the 

course m aterials and outlines with which he was furnished, he was able 

to do an outstanding job of instruction. This speaks highly not only for 

his teaching ability but also for the outlined course topics. Since the 

P rofessional Standards Division u tilizes tem porary  instruc to rs several 

tim es a year for the supervisory  and command courses, the fact that 

these instructo rs will now be furnished with an outline of what to say 

(supplemented by th e ir own police background and experience), will add 

im m easurably to the potential success for every subsequent course .

The continuity of th is particu lar course will also  be p reserved .
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The many hours spent by th is in tern in restru c tu rin g  the 

course and preparing  outlines w ere fully justified when the class 

profiles of each session  w ere tabulated. These profiles appear on the 

following pages for the re a d e r’s scrutiny.
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B altim ore City Police

30 January - 10 F ebruary  1967

No. P assed  

No. Failed

PROFILE OF CLASS ____

Course Dates: ____

No. Enrolled 39 

No. Completed Course 39 

Mean Age of Students 47.6

Total number of y ea rs  police s e r v ic e ................................  831 y r s.

M e an ................................ 21.05 Median . . . .  20 y r s .

M ode..................

Total number of y ea rs  served  as s u p e rv is o r ..................

M e an .................. ... ...9.8 Median . . . .

M o d e ................................

20 R a n g e ...............11 - 38 y r s.

386 y r s. 

8 y rs .

............................  8 Range ...............

Total number graduated from  high s c h o o l ......................

Total number with G .E .D . ‘s ..............................................

Total number not graduated from high s c h o o l ...............

Total number college graduates .......................................

Total number with some college u n i t s .............................

Total number with previous supervisory  train ing  . . . .

Outside F o rm al Police T raining

1-28 y r s. 

9 

8

N at'l. Academy 0 Clerk Admin. - A rm y 1
SPI 0 U. of Md. Traffic Safety 1
NUTI 0 Police Academy 28
Long DCI Course 0 Civil Defense 2
Short FBI Courses 35 Delehanty Instit. 2
Instit. Applied Science 1 Community Relat. 2
Md. Law Enf. Instit. 1 Mich. State Hum. Rel. 1
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PROFILE OF CLASS 

Course Dates:

No. Enrolled 38

B altim ore City Police

13 - 24 February, 1967

No. Completed Course No. P assed  

No. FailedMean Age of Students 46.5

Total number years  police s e r v ic e .......................................  y rs .

M e an .........................  19.9 M ed ian ......................  20 y rs .

M o d e.................. ...  . 20 Range . . . . . . .  10-29 y rs .

Total number of y ea rs  served as s u p e r v i s o r ..................  363 y rs .

Mean . . . . . . . .  9 .9  M ed ian ......................... 10 y rs .

M ode.........................   14 R a n g e ......................  1-18 y rs .

Total number graduated from  high s c h o o l ...............

Total number with G .E .D . 's  .............................

Total number not graduated from  high school . . .

Total number college graduates .............................

Total number with some college u n i t s ......................

Total number with previous supervisory  train ing  .

Outside F orm al Police T raining

N at'l Academy 1 P rov . M arshal C .I . 1
SPI 0 Radiological Course 1
NUTI 0 Riot Control 2
Long DCI Course 0 U. of Md. L .E .I . 3
Short FBI Courses 23 Police Academy 25

Mich. State Com. Rel. 3



124

PROFILE OF CLASS B altim ore City Police__________

Course Dates: 27 February  - 10 M arch, 1967

No. Enrolled 39 No. P assed  38

No. Completed Course 39 No. Failed ___1

Mean Age of Students 45.5

Total number y ea rs  police s e r v ic e .......................................

M e an .........................  19.9 Median

M o d e.........................  19 Range

Total number y ea rs  served as  supervisor . .

M e an .........................  9 .1 Median

M ode.........................  12 Range

Total number graduated from  high school . .

Total number with G .E .D . ’s ..................

Total number not graduated from  high school

Total number college graduates ..................

Total number with some college units . . . .

778 y rs .

___19 y rs .

12-39 y r s . 

359 y r s .

____ 9 y rs .

1-34 y rs .

____ 6

____ 8

___25

____ 1

1

Total number with previous supervisory  train ing  . . . .  ____ 8

Outside F o rm al Police Training

N at'l. Academy 1
SPI 0
NUTI 0
Long DCI Course 0
Short FBI C ourses 26
IACP Roll Call T rng . 4
Mich. State Com. Rel. 3
U. of Md. L .E .I .  Course 3

Ohio State U. A rson 1
Dale Carnegie 1
Police Academy 11
In-Serv. T rng. 2
U. of Md. T raffic Inv. 2
U. of Md. P o l. Supvr. 1
U. of Md. A rson 1
Civilian Defense 1
Delehanty Instit. 1
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The previous rem ark s made concerning justification for course 

revision may be explained by some of the figures which em erge from 

the profiles.

Of the to ta l number of 116 students, th e re  were but th ree , o r 

two percent, who possessed college degrees. There was a to ta l of 

eleven students, or nine p e r cent, who indicated they had some college 

units. Twenty-seven o fficers, or tw enty-three per cent, stated they 

had finished high school. T here were twenty students, or seventeen 

per cent, who listed  th e ir educational level at a high school equivalency 

(G .E .D .). The Com m issioner had been co rrec t in h is assum ption that 

over fifty per cent of the B altim ore City Police had not finished high 

school since the profiles revealed the fact that a to ta l of sixty-nine 

students, o r fifty-nine per cent, were in th is category. Since the 

f irs t th ree  sessions were made up of a c ro ss  section of the departm ent, 

it is expected that th is percentage will continue to be reflected  in 

future sessions.

Only fourteen officers, or twelve p er cent, stated they had 

ever had any previous supervisory  train ing . Two officers, o r one- 

plus per cent, had attended one of the th ree  outside police train ing 

academ ies mentioned ea rlie r  in th is chapter. Both of these men were 

National Academy G raduates (Federal Bureau of Investigation).
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In addition to the aforementioned figures, a new category, age 

of the students, was added to the Baltim ore City profiles and th is 

information reflected that the mean age of the Baltim ore superv isors 

and com m anders was fo rty -s ix  and one-half y ea rs  of age.

To have expected a group of police students, with such a level 

of academic background and ages as  heretofore cited, to assim ila te  a 

course of instruction such as the Washington M etropolitan project 

would have been, at least in th is in te rn 's  judgement, just a wee bit 

short of catastrophic. It has been th is o b se rv e r 's  experience that 

those eastern  and southern police agencies in which he has been 

privileged to instruct s im ila r courses, have been c loser o r  m ore 

sim ilar to Baltim ore City as fa r  as  form al education levels a re  

concerned, than to those officers in Washington, D. C . , who were also 

at an inadequate level. The in tern  felt that his philosophies concerning 

this type of train ing, at le a s t in these two instances, were fully 

justified.
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CONCLUSION



CHAPTER IV

SUMMARY

It was the intent of the in tern  to dem onstrate in the f irs t  two 

chapters of the diary that the International Association of Chiefs of 

Police has, to a la rge degree, become the center for professional law 

enforcement knowledge and an authoritative voice in the police serv ice 

today.

The history of the organization was reviewed with the purpose 

of showing that since the organization 's inception in 1893, it has grown 

steadily in an attem pt to m eet the demands and needs of an embryo 

profession. The in tern  would voice the belief, based upon his visitation 

to some one-hundred different police agencies, that the police in the 

United States are  in approxim ately the same position today as the 

m edical profession was in the e a r lie r  part of the nineteenth century. 

There is s till much to be done, especially in the light of new and m ore 

complicated m atte rs  which police are  being called upon to handle.

11 Laws and court decisions a re  m ore res tric tiv e ; today's crim inal is 

m ore cunning, vicious and mobile - and he has exploited technological 

advances for his own peculiar needs; sociological issues are  deeper 

and the ir by-products of m assive dem onstrations and rio ts  are  m ore
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dangerous. These are  but some of the enigmas which make the police
26

command officer’s task  a m ore difficult one today.

It was the purpose of this in tern  to show that the International 

Association of Chiefs of Police is  m eeting  the challenge. In the 

relatively b rief span of the past six years , the staff has not only 

expanded five hundred per cent, but activities have proliferated into 

many avenues and directions, which tend to substantiate that the 

Association is a dynamic organization.

However, the "surface has only been sc ra tch ed ." There is no 

reason that the m em bership cannot be extended to 10, 000 m em bers 

instead of the 6, 000 plus who now are  affiliated with the International 

Association of Chiefs of Police. R esearch facilities and the presen t 

Center for Law Enforcem ent R esearch Information m ust be expanded. 

Additional trained, police experienced, educated staff m em bers are  

needed to ca rry  the m essage to many police agencies who are  s till  

operating in much the sam e m anner as they did th irty  or forty y ears  

ago. Funds m ust be made available to the various m unicipalities in 

o rder that they may seek out and be financially able to secure 

professional consultative se rv ices. If the philosophy is to be accepted 

that nothing ever stands still, it m ust go forw ard or else will slip 

backward, then a great impetus is  needed. In the in te rn 's  mind the
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International Association of Chiefs of Police is that vehicle which can 

provide the impetus. Scores of sm aller towns and cities m ust be 

served by the Association as well as the la rg e r, m ore affluent com

munities. The "flight to suburbia" has forced responsib ilities and an 

overload of tasks upon the sm alle r agency, which in m ost cases, it is 

entirely incapable of handling. A reasonable s ta rt in the right direction 

has been made. Continued careful nuturing of A ssociation goals and 

objectives by the presen t adm inistra tors of the professional staff can 

resu lt in even m ore significant resu lts  than have been listed  in this 

diary.

EVALUATION OF THE INTERNSHIP

The internship might best be evaluated from  two viewpoints; 

from  a personal as well as an organizational prospective. F rom  one 

aspect, did the two experiences which took place in Washington, D. C ., 

and Baltim ore City enrich the in te rn 's  knowledge concerning the subject 

of training the police supervisor? Did he em erge from  these experiences 

a w iser and better informed individual? The answ er to both of the 

above questions is a resounding "yes. " Although this in tern had taught 

many previous courses of instruction, it might be truthfully stated that 

he had never before applied so much effort and attention to his tasks as
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he did in analyzing the "new” course of instruction. N either had he 

ever spent so much tim e and effort as in preparing  and drafting the 

restructu red  course for Baltim ore City. A great deal of personal 

enrichment did take place. The in tern  feels he has em erged from  his 

internship a m ore tolerant, knowledgeable individual.

F rom  an organizational standpoint, the question becomes m ore 

difficult to answer. Certainly the divergence of opinions concerning 

the philosophies of the developers of the "new" course and the in tern  

was responsible for a great deal of consultation and conversation by 

both sides. Each side had its values concerning the train ing  of super

visory and command personnel. That the organization profited is not 

to be denied since the clash of philosophies hastened modifications and 

revisions in the course which were necessary . It was never expressed 

by staff who had formulated the new course that it was perfect and the 

addition of a dissenting voice stim ulated the ir thought and convictions 

concerning their efforts.

The p rim ary  benefit, at least in the intern* s opinion, has been 

the growing realization by all concerned that possibly there is no one 

course of instruction for police superv isors and commanders which 

will be superior for every police departm ent in every situation. There 

is an ever increasing  belief that m ore efforts to "tailor-m ake"
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each course to fit the departm ent concerned might re su lt in better 

courses of instruction. A prelim inary  questionnaire might be designed 

and sent to the agency applying for train ing serv ices well in advance of 

the training date. A profile could be obtained so that such categories 

as the ages of the students, number of y ea rs  of police service, 

previous supervisory and command train ing  and the educational back

grounds of the prospective student officers would be well outlined for 

the in stru c to rs ' benefit. The training could then be aimed at the 

m ajority and some provisions for the m ore advanced students could be 

worked out in giving them carefully selected reading assignm ents which 

would stim ulate the ir thinking.

An additional benefit is also a growing consensus that perhaps 

from  the one course for superv isors and com manders may em erge two 

distinct courses of instruction. One course could incorporate the very 

basics and techniques of supervision; the other would contain the m ore 

advanced theories and concepts of management as they re la te  to the police 

serv ice. One course could follow another or in the case of a relatively 

few very progressive departm ents where supervisory  training has been 

conducted in departm ental p rogram s, the m ore advanced course could 

initially be adm inistered.
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A RECOMMENDATION

Probably the clash of philosophies may continue but there is one 

m echanism which will tend to resolve some of the differences and which 

might well be employed by the Association. Time and experience with 

various courses will of course help the situation but the one re  com

mentation the in tern  would like to offer is the thought that although 

supervisory train ing  for all management ranks of the police organization 

has been going on for y ears , no form al scientific effort has ever been 

made by the A ssociation to re sea rch  the resu lts  of such training. This 

subject is worthy of consideration for a re sea rch  project. Several 

questions might be asked of those participating in supervisory  and 

command training program s conducted by the International A ssociation 

of Chiefs of Police. In addition, the chief and top com m anders might 

be asked what the ir observations were concerning such train ing  given a 

year or two years previously. As the saying goes, "The proof of the 

pudding is in the ea ting ." A training program  which does not resu lt in 

the police personnel producing m ore for the taxpaying citizenry in the 

way of efficient police serv ice may be term ed as just an exerc ise . 

Probably the only way to determ ine the re su lts  of a supervisory  police 

training course is to ask  those concerned a year or two afte r they 

have been exposed, whether the program  made the ir jobs ea s ie r  and



whether or no the public was the eventual recipient of the resu lts  of 

their training. Perhaps this in tern w ill be privileged to find some of 

the answ ers in the y ea rs  to come.
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