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PREFACE

An important, and potentially troublesome, task for the municipal
executive is the selection of a new police chief. Several factors—the high
visibility of the police department within the community, the increasing
complexity of modern policing, the military and somewhat insular nature
of the police organization, and the potential for heated debate on whether
a new police chief should be selected from within or from outside a de-
partment—can combine in a troublesome way for the municipal executive,
Of course, there is a beneficial aspect to selecting a new police chief. A
vacancy can provide an opportunity for the municipal executive to bring
to the community the kind of policing which is consistent with his or her
philosophy. A vacancy thus provides both a challenge and an opportunity.

This handbook which Dean Kelly has developed is based both on his
personal involvement in several searches for police chiefs and many inter-
views with municipal executives and police chief candidates. The book is
not meant to provide complete and final answers for the municipal execu-
tive in the quest for a new chief. Rather, it has been designed to shed some
light on the many considerations involved in a careful and professional
search for the head of a police department. In the final analysis, the execu-
tive who appoints a police chief should receive the best advice available and
with a minimum of delay select the person who, in his or her opinion, can
do the best job for the community.

We believe that this handbook will help fulfill the need in local gov-
ernment to define and improve the process of selecting a police chief, A
principal purpose of both the International City Management Association
and the Police Foundation is to improve policing. Our belief is that the
author has performed a valuable service toward the realization of this
purpose,

Mark E. Keane
Executive Director
International City Management Association

Patrick V. Murphy
President
Police Foundation
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INTRODUCTION

Selecting a police chief is for many municipal executives one of the
most crucial official acts they will make. The police department carries out
one of the most basic functions of local government, and its employees
are among the most publicly visible. The leader of the police department,
therefore, does much to affect how citizens view the entire municipal
government,

Yet municipal officials whose responsibility it is to appoint a police
chief are too.often at a loss to know how to go about this task. Unless they
have done it before and have learned from their mistakes, they will not be
aware of many of the pitfalls that can confront them.

Until now, there has not been a useful guidebook to explain the
basic principles of conducting a search for a police chief. This volume is
an attempt to fill that gap by doing three things:

(1) Providing a general discussion of the problems and possibilities
of police chief selection.

(2) Supplying some convenient checklists of issues that should be
addressed during the process of selecting a chief, including some
matters that are ignored in too many searches.

(3) Mlustrating principles with specific examples of selection proce-
dures and documents used by municipal executives and search
groups. These examples can be adapted for use elsewhere.

This handbook is not a definitive study or comprehensive review of
police chief selection processes throughout the nation. It is not a treatise
on police personnel management and selection techniques, and it does not
attempt to lay down rigid standards or qualifications for police chiefs.

Instead, this handbook has more modest ambitions: to discuss can-
didly a problem which faces many municipal executives, and to suggest
options open to those who participate in a search for a police chief.

The book begins with a look at some questions which should be
considered before any search is designed. This discussion leads to a basic
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principle which is reiterated frequently throughout this volume: a suc-
cessful search for a police chief does not simply look for a person to fill
an administrator’s office. It looks carefully at the police department itself
and at the municipal executive’s expectations for that police department.

In a sense, this volume may raise more questions than it settles, by
challenging executives and their aides to examine their fundamental assump-
tions about what police should do and how they should do it. There are
many views on the proper role of police; this book does not attempt to
champion any particular one of them. It does suggest, however, that the
executive consider these issues,

The political aspects of appointing a police chief are also discussed.
This side of the problem cannot be neglected because the political atmo-
sphere in which the appointment is made, or which might grow out of the
appointment, plays an important part in setting the limits within which the
new chief must operate.

The volume then moves into a discussion of steps that should be
taken during the search. These steps include examining the legal constraints
within which the searchers must work, determining that a vacancy in
fact exists, laying out a general search design, and examining the needs and
strengths of the police department. Only then does the book begin to make
specific suggestions on how to manage the search. These include comments
on choosing a search manager, designing a schedule that is flexible but does
not allow the process to drag on, and defining the roles for various partici-
pants in the process such as consultants and the public. Also discussed are
such problems as defining standards, finding ways to attract qualified appli-
cants, and evaluating the persons who do apply.

Finally comes the question of what happens after a new chief has
been chosen. The last section of this book offers suggestions for smoothing
the transition,

Clearly, no single blueprint will accommodate the needs of such di-
verse communities as, for example, New York City, with a police force of
30,000, and Hayden, Arizona, with a single law enforcement officer. This
book recognizes that diversity. However, it attempts to provide municipal
executives and their staffs with information on the range of procedures
available so that they can design one that suits their local needs. Citizens
and such special law enforcement constituencies as unions, the press, and
crime commissions may also find the guide useful in determining their
appropriate roles in the process or in monitoring and evaluating the process
as it affects their interests.



I. POLICY CONSIDERATIONS

The Importance of Selecting a Police Chief in a Systematic
Manner

It is commonly assumed that the search for a police chief centers on
finding the right individual to be an administrator. This is, of course, im-
portant, but the search for a new chief should also involve some basic de-
cisions about policing in the local community.

The precise relationship between a police chief and the city manager
or mayor depends to an extent on local traditions and the personalities
involved. In most places, however, when the police chief and the municipal
executive communicate with each other, it is about one of two kinds of
questions: (1) relatively routine, well-defined matters such as favors sought
by City Hall, appointments within the police department, labor negotia-
tions, and funding, or (2) crises such as demonstrations, riots or revelations
of corrupticn. There is usually little serious examination of broad questions
on the purpose, future, and management of the department.

The task of selecting a police chief provides, through the interviewing
of candidates, the opportunity for such an examination. To the extent that
mayors or city managers understand policing in their cities, the alternative
models or approaches to policing available, and the styles of leadership
represented by different candidates, the selection process can promote
consolidation and change in American policing. A chief executive who gains
a more sophisticated understanding of the issues posed by the department
will be not only better able to choose a police chief but also more likely to
provide needed support to the chief in the future. A wise chief executive
can use the search to set the ground rules for the working relationship be-
tween the political leadership of the city and the police.

What the selection of a chief accomplishes is more impartant than
how it is accomplished. It is obviously better to find the right chief than to
perfect a selection process that generates a poor choice. The techniques
and options described in this handbook are designed to be useful tools and
are not an end in themselves. If, however, a critical set of decisions about
policing must be made (by design or inaction) during the process of select-
ing a chief, then it is important that some systematic thinking ought to be
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done about the methods of appointment. This is true regardless of how
small the jurisdiction is or how informal local decision-making processes
are.

An intelligent search must in some way address the following ques-
tions:

What is the quality of the local police department? (See pages 25-27.)

What are the primary leadership needs of the local department?
(See this chapter.)

What do the community and the political chief executive need in a
police chief? (See pages 10-15.)

What are the formal procedural and other constraints on the search
process? (See pages 18-20.)

What achievements are expected from the search process and desig-
nation of a new chief? (See Chapter 11.)

How elaborate does the search process need to be and what is the
search plan and schedule? (See pages 20-22.)

Who will be the manager of this process? (See pages 27-36.)

How much time and energy can the political chief executive commit
to the search? (See pages 27-36.)

The answers to some of these questions can be elaborate or simple, but the
quality of thinking that goes into the responses will determine the quality
of the search and, to an extent, the effectiveness of local government.

Special Problems of Choosing a Police Chief

Recruiting and choosing a police chief are similar in some ways to
recruiting and choosing any top municipal manager, whether the head of
the housing department or the superintendent of schools. All require a de-
cision of whether or not to search outside the local department, as well as
decisions on appropriate forms of testing, screening, and background
checking.

There are, however, several ways in which the search for a police



chief differs significantly from efforts to find other managers. These should
be borne in mind as the search begins. Among them are the following:

(1) Contemporary policing is at the center of some of the most pro-
found sources of friction in American life. These include racial tensions and
hostilities, activist protest movements of various kinds, restlessness of young
people, widespread distrust of government at all levels, and public expecta-
tion of virtually perfect personal and official conduct on the part of public
officials. In view of these pressures, police in the United States all too often
assume a defensive posture in an understandable effort to control their
volatile and changing environment. It is difficult, and some would argue
unreasonable, to expect police to take risks by trying new ways of doing
things at the same time that they face such outside pressures.

(2) Policing is perhaps the most important function of local govern-
ment. It is a 24-hour function that is highly visible. The powers of police to
arrest citizens and to affect the moral complexion of the community, as
well as the duties of police to maintain public order and protect constitu-
tional liberties, are the most fundamental public functions. They require
special care and good judgment. A poorly managed police department will
not only reflect on the administration currently in office, but will also
affect public attitudes toward government in general,

(3) Internal politics within the police department can cause difficul-
ties. Many police departments have traditions by which top management
personnel work up through the ranks. These traditions are often backed
up by laws requiring civil service procedures for promotion or limiting
eligibility to “inside” personnel. High-level police officials may also have
close working relationships with business and other community groups and
may view a city manager or mayor as a relative newcomer. These police
officials, and police unions in some departments, as well as their allies and
opponents within the community, will carefully scrutinize the choice of a
new chief. As a result, many constituencies within the department have
significant and sometimes powerful personal and ideological interests at
stake in the selection,

(4) There are few rules to go by in judging a police official. Police
management is an amorphous body of knowledge, best learned through
experience. It is difficult to assess a police official’s talent by using widely
accepted standards of educational credentials, training, or position in a
particular type of organization because there are no such simple standards.
Judges of talent, therefore, have the difficult task of assessing candidates’
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individual experience and widely varying organizational backgrounds.

(5) The quality of leadership is probably maore important to the per-
formance of police than of any other municipal service. Police departments
are generally organized in a quasi-military structure that puts a high degree
of responsibility and control at the top. No other method of affecting police
behavior—lawsuits against officers, “exclusionary” rules of the courts, or
citizen review boards—is as effective as discipline and leadership by the
chief. Moreover, police chiefs have difficult and important roles to play as
intermediaries between the special organizational style of a police depart-
ment and the other departments of municipal government. The public
expects police chiefs not only to maintain firm control of the department,
but also to analyze and address the crime problems of the community.
Chiefs are thus important public figures in shaping public attitudes toward
criminal justice.

(6) Because of the tight organizational structure of police depart-
ments, it may be difficult to obtain accurate information about candi-
dates. Police departments are often isolated as an organization so that a
recruiter may find it hard to penetrate the barriers to ask about a candi-
date. The problem is compounded because some police leaders secking a
new post insist on secrecy if they currently hold another command post;
once a possible move is publicized, the dangers of losing control of some
police organizations are great.

(7) There are deep divisions within the police profession over where
a contemporary police force should place its priorities. One commentator
describes three competing concepts of police professionalism in the United
States today: a union-oriented ‘“‘guild professionalism’ concept; a “‘military
bureaucratic model” calling for a highly structured organization to improve
police services; and a ‘“‘therapeutic model” giving emphasis to social con-
cerns and community relationships.? In any case, it is clear that different
police professionals may have widely divergent ideas on the directions in
which policing should be headed. Those involved in a search process must at
least be aware of these differences and may wish to define their own geals
for policing in their community.

THarold Richard Wilde, Jr., “The Process of Change in a Police Bureaucracy,” unpub-
lished Ph.D. dissertation, Harvard University, 1972,
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The Politics of the Decision

The intentions and motives of the executive who holds the power to
appoint a police chief are frequently under broad suspicion, Some suspect
that the search procedure masks a previously made decision, or that the
executive will make an arbitrary choice regardless of the care a search com-
mittee takes in its recommendation. It is a favorite pastime to speculate
about favorite candidates. Outsiders consistently believe the process is
rigged for insiders; inside candidates suspect they are being used to find an
outsider. Delays are misinterpreted. Every gesture is scrutinized with an eye
toward detecting betrayal of trust.

It is, therefore, pointless to discuss police chief selection without
some analysis of the fundamental attitudes that executives who make the
appointment hold toward police departments.

Some chief executives maintain a strict hands-off policy on the
grounds that professionals know best how to run the department; these
executives’ only interest is to assure that the department js led by a com-
petent professional. There are other more politically motivated grounds
for avoiding attention to the police function. Take, for example, the ad-
vice in a magazine article purportedly addressed to Abraham Beame during
his campaign for election as mayor of New York City:

... [G]ive up any thought of improving New York administra-
tion as a whole and adeptly select two or three governmental
issues which are at once serious, capable of real improvement
and highly visible. Your work in these areas will be entirely gov-
ernmental. Politics will be excluded. These areas will be the
chosen tests of your governmental efficiency. Crime is the
wrong issue for such a test. Though it is serious, too many dif-
ferent agencies are involved to make it capable of real improve-
ment. Its visibility is restricted. You can prove very little about
your achievement which will not sound like a mere juggling of
figures. The actual total of crime is less perceived than felt, and
a single ugly crime will give the public the impression that the
crime situation has deteriorated badly, no matter how correctly
the statistics might suggest it has improved.?2

At the opposite end of the spectrum are those executives who meddle
extensively in policing, either as programmatic “superchiefs” or as political
manipulators of patronage police jobs.

2Roger Starr, “Open Letter to the Next Mayor: First Clean the Streets,” New York
Times Magazine, June 3, 1973, p. 40.
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An executive at either extreme, whether he keeps a distance from the
department or attempts to dominate it, will usually not conduct an elabo-
rate search. Such an executive is relatively indifferent to anything other
than standard credentials for a chief or to any standards other than political
support and control. It is rare, however, that situations can be so starkly
categorized. Even political “‘machines” today have an interest in seeing that
the appointment of a chief is acceptable on professional grounds; and the
most uninterested of executives will still want to assure, if only to avoid
future trouble, that the department is in good hands.

The increased political sensitivity and high political risk of policing
have led a number of municipal chief executives not only to develop a
greater interest in problems of policing, but also to explore their appro-
priate leadership role with respect to the functions of police. It is widely
recognized that policing is too important simply to leave to the “experts”
or to be subject to partisan politics.

As a result, the leadership role of the political chief executive, while
probably no more important now than in the past, has become an issue of
more concern among politicians and managers and of more open discussion
among police leaders, As the standards published by the American Bar
Association on the urban police function spell out:

In general terms, the chief executive of a municipality shouid
be recognized as having the ultimate responsibility of his po-
lice department and, in conjunction with his police adminis-
trator and the municipal legislative body, should formulate
policy relating to the nature of the police function, the ob-
jectives and priorities of the police in carrying out this func-
tion, and the relationship of these objectives and priorities
to general municipal strategies. This will require that a chief
executive, along with assuming new responsibilities for for-
mulating overall directions for police services, must also:

(i) insulate the police department from inappropriate
pressures, including such pressures from his own
office;

(i) insulate the police department from pressures to
deal with matters in an uniawful or unconstitu-
tional manner; and

(iii) insulate the police department from inappropriate
interference with the internal administration of



his department.3

Chief executives in this middle ground between the uninterested and over-
interested display the most concern over the selection process.

The selection of a police chief challenges executives to assess, in some
fashion, their constituencies’ needs, their own political fortunes and con-
straints, and the status and function of the police in their communities.

Municipal managers take into the search a reading of their local com-
munity: its size, style, and racial, ethnic, and economic composition;
attitudes toward its elected officials; and political traditions. These mana-
gers are conscious of the expectations of particular constituencies or sig-
nificant lobbies or pressure groups. Some places have political traditions
that affect selection procedures, such as a history of highly visible searches
for fire and police chiefs conducted by appointed citizen committees. The
business community in some towns assumes a strong posture in favor of
a “nonpolitical” chief and exercises almost an informal veto over the
selection.

Equally important is a reading of the police department: its own
tradition and style of policing; major publicized or “hidden” problems
(e.g., soaring crime rate, slow response time to calls for service, corruption
issues, management shortcomings, poor relations with minorities); and
general community expectations, attitudes and confidence in police.

The executive'’s political or personal ambitions are always important
and in certain situations determine the results. A highly insecure chief
executive could be disposed toward either the most conventional choice
available or a highly unconventional choice of some prominent figure in
order to redeem a difficult political situation.

The executive is likely to view the appointment in terms of its risks.
How visible or politically sensitive is the appointment? Does it come in the
wake of a stormy exit {firing, retirement, resignation) of the previous chief
or some other unfavorable publicity that creates internal problems for the
department and spotlights the issue of replacement? How volatile and
dangerous are the police union, business, or other interested constituencies?
To what extent does the chief executive see crime fighting and policing as
a “leverage” issue, i.e., a significant feature in his or her re-election, re-
appointment, or future job seeking? How do police fit into the executive’s
priorities for governing? What are the executive’s understanding of and
priorities for policing?

3American Bar Association Project on Standards for Criminal Justice, The Urban
Police Function, section 2.5, The Urban Police Function was approved by the Ameri-
can Bar Association and the International Association of Chiefs of Police.



These questions related to the local community, the police and the
chief executive’s personal and governmental horizons are essential to under-
standing decisions about a chief,

Naturally, no executive is likely to consider these questions with
systematic textbook rigor. The consideration will be at least somewhat in-
formal. For many executives, it is easy and tempting to simplify matters
by defining the kind of police chief wanted in terms of stereotypes or
models. The qualities and experiences needed for running a police depart-
ment of any size are so wide-ranging that this type of thinking is attractive.
It seems to help establish priority concerns and to sort out immaterial con-
siderations. The use of stereotypes is not necessarily conscious, but it is an
underlying factor in most evaluations of candidates.

The nature of these models varies. Some municipal executives will
describe their need for “‘a good administrator.” Others will speak of “a
tough infighter against corruption,” or “a chief with visibility who can
handle the media and the community,” “an experienced laber negotiator,”
“a bloodletter,” “an innovator,”’ “a caretaker,” or “someone who will
work well with the manager and council.”

Such stereotypes can easily be used by candidates who want to sell
the leadership models that reflect their own strengths. This leads to the
benefits that such stereotypes will be used by advocates for particular
candidates, each with conflicting models of what a chief should be. This
debate can sometimes sharpen and improve the analysis of the candidates
and of the needs of the department.

There is, however, the danger that such conceptualizing will be a
substitute for, rather than a reasoned conclusion from, an examination of
the department and an analysis of the situation. The search techniques
described in the following sections are designed to prevent the kind of ill-
considered, thoughtless decisions which can easily result from “instant”
stereotyped thinking.

Setting Objectives for Chief Selection

Municipal managers are frequently advised to define their goals
before embarking on a particular program. “Management by objectives”
is a concept often used. A similar admonition should precede the search for
a new chief of police. City executives ought to outline in writing (or see to
it someone they trust spells out) their objectives, if only to assure that the
stereotypes or models they have in mind will be carefully considered. Few
executives undertake such an approach, however, Among the reasons is the
common assumption that the selection process is concerned only with find-
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ing the right individual as police administrator rather than setting the future
course of the police function in the community.

Even those who understand selection as a management problem are
hard put to articulate their goals. Their difficulty stems less from the lack
of systematic selection methods than from the fact that they have little
understanding of what to ask candidates or what to look for with respect to
police policy issues and new leadership. Mayors and managers often have a
poor grasp of what is going on within their police departments and what
models of policing are different from those practiced locally. The execu-
tive’s initial effort to list objectives is likely to be an exercise couched in
ignorance of both legitimate expectations and existing realities.

Part of the reason that setting objectives is so confusing is the range
of possible levels of generalization. An objective related to overall police
management could be stated as broadly as, “to keep our community safe
and secure.” Or it could be precisely phrased, such as, “to establish an in-
spection function in the department that develops the capacity within 12
months to control internal discipline and integrity and to respond quickly
and fully to outside complaints.” A manager could formulate personal
qualities wanted in the chief as broadly as, “exhibit strong leadership
attributes.” Or such qualities could be defined more specifically: “have
demonstrated experience and a personal willingness to discipline personnel
at all levels, and to establish effective guidelines, reporting mechanisms and
departmental hearing and appeal procedures to assure the thoroughness
and fairness of the disciplinary system.”” Objectives can range from those
focused on the management objectives of the municipal administrator to
those focused on the personality and desired background of the candidate;
they can be phrased so generally that they become mere pieties, or they can
be expressed in terms of a detailed agenda tailored to local needs.

To help define objectives that are meaningful, a municipal executive
in a search for a chief ought to learn as much as possible about the police
department and the range of possibilities of police management. Without
exploring the real world in which a new chief must operate, an executive
is likely to compile a list of personal qualities for a police chief that will
resemble those of a Boy Scout: trustworthy, loyal, helpful, brave, clean,
and reverent. For example, a Seattle newspaper reporter listed the follow-
ing set of qualifications while that city was seeking a new police chief as an
illustration of the almost impossible demands being made on big-city chiefs:

Ten to 20 years of law enforcement experience.

Proven ability, and preferably a master’s degree in personnel manage-
ment and administration.
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A personal capacity to deal frequently and effectively with the public.

Demonstration of an ability to work “under heavy fire”—political or
social, internal or external.

A broad background in the technical and legal aspects of the criminal
justice system.

Willingness to work the long hours of a top business executive for a
fraction of the salary of those executives.

Openness to much-needed change and innovation in law enforcement.

An ability to earn the respect and confidence of the rank-and-file
policemen and the tax-paying public.*

Some of these criteria might be useful in reviewing negative points

or clear weaknesses of candidates. However, they are not satisfactory in
developing an assessment of the ‘“positive’ assets of a potential chief that

are particularly needed in a given city.

Another set of qualities has been developed by the International
Association of Chiefs of Police (IACP) for their Assessment Center (dis-
cussed in greater detail beginning on page 43). The IACP lists the follow-

ing as essential qualities in a chief:

impact (i.e., impression on others)

judgment

analytical abilities
creativity

breadth of knowledge
decision-making capabilities
delegating readiness

leadership (i.e., motivating others)
planning and organizing habits

follow-up instincts
sensitivity (i.e., tolerance,
patience, compassion)

emotional maturity

ability to tolerate stress

realistic idealism

motivation

administrative courage (readiness
to make unpopular decisions)

flexibility

sense of mission

communication skills

perseverance

persuasiveness

integrity

This list is as good as any, particularly in thinking about personal weak-
nesses and strengths of given candidates. Like the Boy Scout virtues, how-

4Seattle Times, April 22, 1974, p. A.24.
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ever, these qualities have little use if they are considered apart from what
the mayor, manager, or civil service board most cares about, or if they are
taken out of the context of the carefully controlled evaluation system
developed by the IACP. A realistic set of objectives requires considerable
honesty—for example, acknowledging that a chief is wanted who will cause
no political problems. As was discussed previously, it also requires careful
thinking and knowledge about the department, the community, and the
personal, political, and governmental objectives of the executive.

An internal memorandum to the mayor of a large city developed by
an aide during a search for a chief reflects one executive’s set of concerns
and illustrates something of the sharpening of focus suggested here:

To:  The Mayor
Subject:  Your Priorities for Chief

1) Loyalty to, or political compatibility with, the mayor.
This is most fundamental (and perhaps is closely con-
nected to #4 below). It combines your sense that you can
work together with your perception that the man has
political antennae alerting him to issues of sensitivity to
you and that he would inform you of major policy
issues and in all cases (short of what he considers to be
ultimate principles) defer to your decision. The critical
point here is your feeling that the political relationship
between you Is relatively free from risk: the respect and
allegiance he has for you, his integrity, good judgment
and self-confidence mean he will surface only those issues
for your consideration over which you shared a sense of
political relevance.

(2)  Decision-making competence—a strong administrator.
Here is the antidote to the regime of the old chief. You
want a man who can command the allegiance of the de-
partment and run it well. You require forcefulness,
attention to detail and follow-through, and the capabil-
ity to develop policy and implement it with the coopera-
tion and loyalty of the force.

(3} An experimental frame of mind. You want someone who
has demonstrated his appetite for initiating and imple-
menting change—an innovator (yet not so insensitive to
the implications of change that he gets into trouble by
moving in ways not thoroughly and thoughtfully con-
sidered).

(4) A humanistic frame of mind. This is a sense that the man
cares about the way police treat people—that the policies
of the department have to be judged ultimately in terms
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(7)

of the perceived fairness and effectiveness of day-to-day
dealing with the public. Specific bench marks of this may
be attitudes toward minority recruitment, use of weapons
policy, and internal affairs.

A public presence. Since you may well have a campaign
ahead of you in the coming months, you may underesti-
mate the need you have to find a chief who can take
charge in the eyes of the public, i.e., a man with high poli-
tical sensitivity who gives the appearance that you have
chosen well, encourages citizen cooperation and, above
all, stands out in such a way as to draw the flak when
something goes wrong.

An analytical frame of mind. You would like someone
with whom you can communicate freely in the terms of
your own discourse: problem finding, the development of
relatively rational planned solutions, and careful, practical
implementations.

A crime control philosophy. You would like a man
skeptical of traditional military model approaches to the
reduction of crime, and convinced of the fundamental
importance of developing community relationships to
achieve crime control.

A county manager described in a magazine what he felt should be the
relationship between a police chief and a municipal manager. The article
could also read as a list of selection criteria:

(1)
(2)

Capabilities of building departmental morale.
Ability to contribute to the overall decision-making process in
the municipality, e.g., ordinance changes, organizational and

personnel improvements.

Ability to communicate, i.e., to listen, to speak, and to write
without fear of misunderstanding,.

An interest in interdepartmental coordination.

Belief and experience in preparing a meaningful budget docu-
ment.

Skills and interest in public communication from general re-
ports, to instilling employee consciousness of the public, to



follow-up of citizen complaints.
(7)  Ability to meet agreed-upon performance targets.

A set of objectives is worth making only if it is useful to the decision-
maker. Even if the executive does not operate in a systematic fashion, or
if the objectives are radically changed during the course of interviews, the
attempt to define what is important in concrete terms can give the usually
haphazard selection process a useful sense of direction. The objectives
ought to include both goals for the management of the department and
personal attributes of the candidates that are of the highest concern. Long
lists of desirable attributes and suggested departmental programs will be
relatively useless because they fail to rank matters in order of their im-
portance.

Insider Versus Outsider

The question maost frequently debated in searches for a police chief
is whether to look for a new chief inside or outside the local police de-
partment, The vehemence with which this argument is pursued is some-
times quite startling to newcomers to policing. The debate is not at all easy
to follow. Arguments are advanced as if some special leadership quality
attaches to being located within the department or outside it. Instead, the
question should be seen as a factor that simply needs to be weighed along
with other qualifications.

The common argument against outsiders is that they either will be
unable to undertake needed changes while they become familiar with local
style, personnel, and policing, or will attempt to impose inappropriate,
alien, and potentially explosive standards and ideas on the local force.
The argument against insiders is that because of their parochialism, narrow
horizons, and inbred professional background, they will severely limit de-
velopment, innovative change, and progress in the department. They may
also reinforce existing undesirable tendencies, factions, or complacency, the
argument runs,

The case for insiders focuses on the advantages of a thorough under-
standing of the department, its personnel, and the political forces within
which it must operate. The case for outsiders usually emphasizes the value

SBert Johnson, “The Manager and the Community's Chief of Police,” Public Manage-
ment, July 1974, pp. 14-15.
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of new ideas, unusually high-quality talent, and broad professional contacts
and abilities that are not available within the department.

The arguments are as abstract, and therefore as useless, as lists of de-
sirable chief qualities. One can go on endlessly arguing about the ideal
insider or outsider. Some “inside” advocates assert that the outsider faces
almost insuperable difficulties. In fact, however, a first-rate manager from
outside would immediately begin to learn about the department and to
build loyalty and support within the department. These are not difficult
problems in a department where there is any institutional loyalty and little
factional strife. Some partisans of outside leadership characterize all in-
siders as parochial and limited in experience, without appreciating that
insiders can develop a ‘“national’ perspective or that outsiders can import
their own totally inappropriate parochialism to the job. A strife-ridden or
poorly managed department is commonly thought to require the inter-
vention of an outside leader, when there may be highly knowledgeable,
capable, and uncompromised talent within the department to cope with
major problems.

“Inside’ and “‘outside’ are often used as code words that reflect a
whole set of attitudes about contemporary policing. Police officials inside
the department rightly recognize that search authorities who include outside
candidates in a search do not feel that the department itself has established
a sufficient means of identifying and training new leadership. The outside
search inevitably carries a further message: that the department is not as
good as it should be and may require “fresh’ leadership. A search for an
outsider represents an implicit criticism of the department and therefore
creates a morale problem—criticism is discouraging. But criticism properly
absorbed and acted upon can also be enormously helpful and constructive.
It can be a challenge to which the department responds successfully, a
morale booster.

Some observers have very little respect for searches which include
insiders on the grounds that leadership from outside the department is the
most likely way to generate the change that is needed. The side a person
takes in this debate is a likely indicator of how that person feels about the
need for change and whether the person is generally supportive or critical
of the department.

The insider-outsider argument can be particularly distracting if it is
simply a rehearsal of the stereotypes held by each side. However, this is
usually exactly what the argument represents. The argument is rarely
based on analysis of the guality of management talent in the department
and the need for changes in policing in the community. There are many
risks that must be analyzed and weighed in a selection process, but these
are associated with many aspects of the candidates other than their job
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location. Obviously there are special risks when the outsider comes from a
much different environment, such as a small town chief moving to a large
city or a big city captain moving to a small town. Equally serious risks apply
to hiring an insider to head a department considered to be riddled with
corruption. But, generally speaking, the leadership qualities and skills of the
candidates are more important considerations than whether they are insiders
or outsiders,

It is generally advisable, where local law permits, to include both in-
side and outside candidates in the search. There are several reasons for this
approach. Even when a selection authority is relatively certain it has a first-
rate prospective chief on the local force, it (and perhaps the inside candi-
date) will want to confirm that judgment by comparing the candidate with
the best that can be found outside the department. The selection authorities
can learn much from both outsiders and insiders about the local depart-
ment, other departments, and different possibilities for directions the de-
partment can take. Decision-makers will not really be in a position to judge
possible negative characteristics, such as the parochialism of an insider or
the political awkwardness of an outsider, without having some basis of
comparison. The supply of talent is probably too limited to justify closing
a search to outsiders or insiders on the basis of what may be premature
judgments at the beginning of the process,

Some authorities have suggested that police could do well with what
might be termed the ultimate outsider—an individual without police ex-
perience as chief. While this suggestion may shock many police professionals
who believe in the traditional ladder of promotion from patrol officer to
sergeant to captain to chief, it is not as alien to the American tradition as it
may first appear. Some American cities have long maintained a system of
putting a “public safety director™ or “commissioner’’ officially at the head
of the police department (or in some instances, police and fire depart-
ments). While many of these commissioners or directors come from law
enforcement backgrounds, the advantages of having as chief an individual
with a strong managerial, budgetary, or political background could be
significant in some local situations, even where there is no public safety
director structure. As in the outsider-insider decision, the argument over
layman versus professional is relatively useless if it is conducted in the ab-
stract rather than from the vantage point of a thorough understanding of
the department. It is unlikely that vast numbers of laymen will be hired as
police chiefs soon, but there may be some local situations in the future
where the idea will be tested.
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I[I. SELECTION PROCEDURES

Legal Constraints

There are many types of formal legal constraints on the police chief
appointment process. Before reviewing these, one point should be empha-
sized: it is necessary to review thoroughly the powers of appointment, the
constraints or procedural limitations on that power, and the legal standards
or qualifications for a chief. A formal letter from the municipal attorney
might be advisable, particularly if there are any questions of the applicabil-
ity of certain state laws. If the city council, for example, has confirmation
power over the executive's choice, the executive may want to include cer-
tain concerns of important council members among the standards for choos-
ing the chief, or open up the process to the council or citizens in general.
The extent to which this happens will, of course, depend on what kind of
relationship the executive and council members have.

Following are the most important types of legal or procedural con-
straints which must be considered,

Appointment Authority

(1) Election: While most sheriffs in the United States have relatively
limited police powers, in a substantial number of jurisdictions county
sheriffs are directly elected in a partisan or nonpartisan ballot and perform
a function comparable to that of a police chief.

(2) Appointment by Governor: During the late nineteenth and early
twentieth centuries, the reaction generated by the new ethnic and political
forces in large city politics led a number of states to remove the power to
appoint police chiefs from the local government and lodge it with the
governor. The only major city that has not regained this power is Balti-
more, Maryland, where the governor directly appoints the police com-
missioner for a six-year term, although the city maintains budgeting re-
sponsibility for the department,

(3) Appointment by a Commission or Board: Several cities have a
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structure (much like the typical school board) in which the commissioners
are officially charged with the governance of the department and the
selection of the chief, Both St. Louis and Kansas City, Missouri, have com-
missioners appointed by the governor (the local mayor sits ex-officio as one
of five members), while other cities, such as San Francisco, have boards
appointed by the mayor.

(4) Civil Service: In some cities, such as Cincinnati, Ohio, the civil
service board or commission is charged with complete authority to choose
the chief of police. Other cities, such as Greenville, South Carolina, author-
ize civil service appointment subject to city council approval. A more typical
use of civil service is to qualify candidates—that is, to recruit, screen, rank,
and certify three or five persons for consideration by the mayor or city man-
ager, who makes the appointment. This is used, for example, in Alabama.

(5) Public Safety Commissioner: In some jurisdictions, such as the
commission-type governments in Chattanooga, Tennessee, and Portland,
Oregon, the commissioner charged with the police function is responsible
for appointing the chief, generally with the approval of the rest of the com-
missioners,

(6) Mayor or Manager: Apparently the most common method of
appointing a police chief is to vest the power in the mayor or manager,
either with required city council confirmation or without the necessity for
council approval. Examples of the former are San Diego, California; Roches-
ter, New York; Dade County, Florida; and Newark, New Jersey. Examples
of the latter are Salem, Oregon; Dallas, Texas; Fremont, California; Peoria,
[inois; and Hartford, Connecticut.

Appointment Criteria

State and local government charters and statutes establish a variety
of legal standards to limit the options of the appointing authority. These
standards relate to such factors as the following:

(1) Law enforcement background of candidates: Portland, Oregon,
for example, requires 10 years police experience while Detroit, Michigan,
requires candidates to be “skilled and experienced in police administration
or law enforcement.”

(2) Priority or requirement of choosing a local candidate: Five years
experience in the state is required by a state law applicable to Dallas, Texas.
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The city code of Greenville, South Carolina, specifies that a determination
be made of the unsuitability of any local candidate before reviewing out-
siders. Other examples include giving civil service preference to local resi-
dents (Alabama) or limiting the field of candidates to the next lower rank
(Cincinnati, Ohio).

(3) Process requirement: Some cities require an initial screening by
the civil service or the personnel department or some rough equivalent
such as that of the city charter of Seattle, Washington, which states that
the chief of police “shall be selected by the mayor from among the three
highest ranking candidates in a competitive examination to be conducted
under the direction of the mayor.”

Tenure of the Appointed Chief

A few cities establish fixed terms of office for chiefs or commission-
ers, such as Baltimore, where it is six years, and Boston, where it is five
years. The term is usually designed to extend beyond the term of the
appointing authority. Most cities, however, do not specify a term. Some
specify only that the chief serves “at the pleasure” of the manager or
police board, or that the chief can be removed only “for cause,” or that the
chief has civil service status and protections immediately (e.g., Cincinnati)
or after a period of time (e.g., one year in Alabama). One recent variant of
certain civil service protections is “Police Officer’s Bill of Rights’' legislation
which has passed some state legislatures. Such statutes generally provide
procedural safeguards in internal departmental investigations. These have
reportedly been invoked by chiefs of police against a mayor and city council
in dismissal disputes.

For those who would like to eliminate some of the constraints or
change the appointment power in a locality, a word of caution is in order.
Most of these constraints are embedded in charter provisions, i.e., the
constitutions of municipal government. They are usually exceptionally
difficult to change or repeal because they require some form of state legis-
lative action, popular referendum, or both. Even where these matters are
lodged in the local code and require only legislative action, there is fre-
quently resistance to change because of the risk of public indignation over
“politicizing” the chief selection,

The Vacancy

Any executive contemplating a change of leadership in the police
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department must assure that there is, in fact, a vacancy. Most will want to
assure that the vacancy is created in an orderly manner that is not demean-
ing either to the executive or to the outgoing chief. The retirement of the
chief is a matter that on occasion requires as much confidentiality and
intensive effort as finding a new chief,

Legal, political, and other factors sometimes make it difficult to
create a vacancy. The peculiar sensitivity and importance of the position
of police chief in a community often leads to the development of a special
relationship between the chief and the public. A police chief is not hired
casually and likewise cannot be fired without significant problems.

Police chiefs can have remarkable staying power. Some city charters
permit an executive to remove or retire a chief only ‘'for cause.” There may
be other legal constraints explicitly stated in the city charter or state law,
or developed in case law. Even where there is no legal ambiguity, a chief
with political skills can put the appointing authority under severe pressure.
The threat to make a public issue out of a reappointment or termination
greatly enlarges the political risk to the executive and usually leads to
attempts to make a quiet settlement. However, there have been numerous
instances of stormy and unsuccessful efforts to terminate chiefs and of
successful efforts that led to the eventual dismissal of city managers or to
permanent scars in the department or community and a crippling of the new
chief’s effectiveness.

One variant of termination is the creation of a new position, a “‘super
chief,” or public safety director. This approach has sometimes created
great controversy. In one example, the city of Atlanta created the position
of public safety director in 1972, despite unsuccessful litigation by the po-
lice chief who challenged the mayor’s power to make the appointment. The
mayor then filled the position with an aide who had little law enforcement
background.b In the same year, the town manager of Arlington, Massachu-
setts, created a new consolidated fire and police agency called Department
of Community Safety to bring to the chief’s position someone with more
administrative qualifications than the three candidates certified by the
civil service system. The creation of this office (filled by the previous fire
chief) was also litigated by the police and upheld by the courts.”

A significant number of departments face a special problem related
to retirement of a chief. Their pension systems encourage a chief to stay
on until mandatory retirement age rather than accept early retirement

6For this lengthy dispute, see, for example, Atlanta Constitution, August 11, 1974,
pp. TA and 4A,

TBoston Globe, January 29,1975,
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because the systems have no provision for calculating the level of the
pension payment on the basis of the highest rank held before retirement.
In such systems, a retired chief's pension is the same as that of a retired
patrol officer. Understandably, a chief in such circumstances is likely to
resist early retirement and try to continue to earn the chief’s salary as long
as possible. The desire for new leadership in the department may not only
require an adequate pension package for the existing chief, but also focus
attention on the detrimental effects of a poorly designed system on the
entire leadership structure of the department.

If necessary, an interim chief can lead the department while a search
for a new chief is being conducted. There are many types of interim arrange-
ments; for example, a retiring chief can stay on until a successor is named
or an acting chief can be appointed. The acting chief, who will usually come
from within the local department, may or may not be a candidate for
permanent appointment.

Executives should not, however, try to run the police department
from their offices. If they do, they are likely to create tensions which can
damage the morale of the department and its relations with other local
agencies,

The General Search Design

The search procedure ought to be functional. It should be tailored to
the needs, style, and overall goals and objectives of the decision-makers.
There may be a simple search, in which the mayor calls a candidate for a
talk, or there may be a full-scale, widely advertised ‘‘national search”
involving hundreds of candidates, written exams, interviews and the like.
The search techniques chosen may be important for a number of reasons:

Timing

The process could be so elaborate that it prolongs the search, causing
significant morale problems for the department or undue pressure on the
mayor or manager who has made a commitment to find a chief by a certain
time.

Cost

The more elaborate the search, the more expensive it will be. These
costs may not always be apparent because some may be “hidden” in the
office expenses for the executive. If an outside expert is hired, travel and
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lodging costs can add up to a significant amount.
Integrity

A search involving significant discrepancies between selection tech-
niques and the reality of decision-making can harm a city or town’s reputa-
tion. For example, a decision to advertise widely would complicate and
compromise the credibility of a search committed to promoting inside-the-
department talent,

Reliability

It is easy to be misled by formal interviews, resumes, reputations, and
the like. The more decision-makers are concerned about the quality of the
appointment, the more they will need elaborate controls which bring
several perspectives to the decision. The decision-makers will want to test
or check their perceptions against those of colleagues, friends, and police
professionals.

Effectiveness

A search for the highest caliber leadership from the outside will
probably not succeed if it is designed only to screen out poor candidates.
Successful police leaders are not, by and large, looking for new positions
and submitting their names as candidates; they are busy being successful
in their jobs. If the ambitions of the search are high, recruiting must be part
of the selection process. Successful leaders, whether in business or municipal
management, must be discovered and lured away from their present posi-
tions by inducements of greater challenges and rewards, monetary and
otherwise,

In general, a search will include the following tasks:

Advertising
Recruiting

Managing

Screening
Interviewing
Background checking.

There are many ways of performing each of these tasks. Within
general constraints of time, cost, integrity, reliability, and effectiveness, the
search leaders ought to establish at the outset a schedule, budget, and
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methods. There are no typical or recommended formulas, because the con-
straints, objectives, and definitions of success must be calculated by each
jurisdiction. Nevertheless, some general observations may be made.

The management style of the executive will often carry over to the
search. A chief executive who is directly involved in management of city
agencies and who delegates little authority will be likely to want consider-
able direct control over decisions at all stages. This type of executive is
unlikely to delegate the task of limiting the range of choice or to give much
influence to experts or “professional” screeners, particularly if no firm
decision has been made on the exact type of leadership desired for the
department.

If the search is conducted by a committee or civil service commission,
it will need to develop standards for consensus. Depending on the cohesive-
ness of the group and the strength of its leadership, some outside expertise
may be helpful in focusing the group decision.

A search that includes outside candidates must be conducted with
far more attention to recruiting details. Time will be required to write a
description of the job and the community and to advertise and/or search for
candidates. Special provisions may be needed to preserve the confidentiality
of an outsider’s application. Meticulous attention to the logistics of a visit
will be necessary so that a candidate will not gain an unfavorable impression
of the interest and competence of the selecting authorities. Checking the
background of candidates becomes more difficult, expensive, and time-
consuming.

Following are some general impressions of recent trends of police
chief searches which may offer some perspective on the task:

There is considerable sentiment that a shortage of available talent
exists in the country today. This attitude often leads to searches beyond the
confines of the local department, together with skeptical attitudes toward
the kinds of advertising that generate a large number of names rather than a
small number of carefully recruited candidates.

Many executives today are exploring their leadership role in policing.
They are more likely to insist on some role in selection if the formal de-
cision is lodged in another body, such as a police commission, or to confine
the search work to their immediate staff if they have appointing authority.
The pressures to open up the process to some form of citizen review and
input appear, on the whole, to be far less intense today than during the
heyday several years ago of “maximum feasible participation,” in which
citizen advisory councils were set up for governmental programs.

In the future, police departments may have developed such effective
in-house capacities for training chiefs that there will be little or no need
to conduct searches more elaborate than reviewing a department’s own
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performance and evaluation records. With few exceptions, however, that is
not the case today.

Analysis of the Department

Too many searches are conducted in ignorance of the problems of the
department the new chief is to head. No one would argue that a chief
should be selected without thorough study of the applicant’s qualifications
and background, but similar detailed analysis is rarely applied to the organi-
zational environment within which the new police leader must operate.
Significant time should be devoted to understanding the local agency.

Such a study is important not only because it helps identify manage-
ment issues that should be on the agenda of any new chief, but also because
it forms the basis for judging the perceptions, specific concerns, and capabil-
ities of the candidates. Take, for example, a department in which it is
widely acknowledged that some unit is not functioning well. A candidate
who fails to recognize the problem, touts the unit highly, or boasts of a role
in making the unit effective immediately raises questions about his or her
judgment.

There are no special rules for learning about the department other
than to be careful to obtain information from a variety of sources. Some
sources within a department may screen or sanitize information because of
their distrust of outsiders. Others may provide biased information because
of personal ambitions or their limited vantage points. The executive and
others assisting the search should, over a considerable period of time, be
gaining impressions of the department in two ways: (1) directly through
discussions with police at various levels, and (2) indirectly through con-
versations with citizens, journalists, representatives from other criminal
justice and police agencies, and outside police professionals doing consulting
work with the department.

To learn about the department, some mayors and managers may wish
to hire professional organizations or police consultants to review needs and
progress toward meeting them. Others may wish to undertake the study
themselves or to delegate the task to close subordinates. Whatever the
method, it is essential to develop some framework for the analysis. Follow-
ing are some of the issues that may be important:

Mission Statement

Does the department have a statement of its mission? What basis does
it have for the development of such a statement? Has the department
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given serjous thought to such a statement?
Management Analysis

Does the department know how it spends its time? For example, does
it know how much activity and time it devotes to detection and apprehen-
sion of criminal suspects compared to time spent on work traditionally con-
sidered noncrime activities?

Does it have any systematic analysis of the nature and the quality
of the tasks it performs?

How does the department obtain its information about itself and its
activities? To what extent are programs developed in response to such in-
formation? For example, does the training program reflect what officers
actually do?

What changes have occurred within the department over a period of
the last six months, one year, two years? Why were these changes initiated?
How was the information generated that led to change? How have the re-
sults of the new changes been collected and analyzed?

Accountability

How does the department account for its performance?

What is the quality of reporting to the political chief executive and
the public?

What methods are used to account for performance: An annual
report? Periodic reports? Budget? What is the quality of these methods?

Does the budget reflect any systematic method of setting priorities?

Does the budget reflect sensitivity to cost effectiveness?

Openness and Relation to Outsiders

Does the department generally permit outsiders to analyze it for
purposes of study, budget analysis, or management assistance?

How does the department relate to other agencies in the criminal
justice system, particularly the prosecutors, courts, and detention and
corrections facilities?

How does the department relate to noncriminal justice agencies, such
as mental and physical health programs and transportation agencies?

Other Organizational Issues

Does the department have a planning and research capability? If so,
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what does it do that is significant to the department'’s development?

Does the department have a corruption problem? How does one go
about finding out if it does? Is there an internal security unit andfor any
kind of anticorruption program?

How does the department handle complaints against people in the
department? Is the system for handling complaints open or closed? Are the
results of complaints published? How does the department view its ac-
countability with respect to citizen complaints?

What is the structure of the wnion contract, if any? What impact
does the union have on the department’s personnel and management sys-
tem?

How much aufonomy does the department have in relation to local
and state government such as civil service, retirement, and promotion
restrictions? Are interests of minorities such as women, Blacks, and Chi-
canos adequately represented in the department’s ranks? If not, what is
being done about it?

How insular is the department? Does it use civilians to any extent?
Does it permit /ateral entry at all levels?

What is the department’s policy with respect to vice? Is the depart-
ment’s tolerance level on matters of vice, pornography, etc., significantly
higher or lower than that of the community as a whole?

A useful checklist that can be used as a starting guide for evaluat-
ing a police department is reprinted in Appendix A.

Management

The management issues posed by the process of selecting a police
chief are in part a function of the scale of the search itself. Management
simply means the responsibility for implementing an agreed-upon plan
of action. A highly informal talk between the mayor and a few local can-
didates requires almost no management, while the “national search” re-
quires such extensive management that a consultant is often employed to
handle it. Generally, even a search on a modest scale requires considerable
managing if it is to run smoothly, fairly, and effectively.

When numerous parties are involved, the process must be carefully
structured, and responsibility must be lodged with someone to assure
that things happen according to schedule and design. A search should not
be run from an executive’s office without designating a search manager
and freeing up someone’s time for the job. If this is not done, the search
must compete with a myriad of other tasks. As a result, the schedule and
attention to important details suffer.
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Among the important issues of management that arise are the follow-
ing:

The Choice of a Search Manager

The search manager need not be a decision-maker unless the scale of
the search and the size of the jurisdiction are so small that the entire process
is handled by the executive. The search manager might be an aide to the
mayor, the chairman or executive director of the civil service commission,
the personnel director of the local government, or a friend and confidant
of the executive, Whoever it is, the search manager must be trusted by the
selectors and have the time, staff resources, and status to call selection
meetings when needed and to press the decision-makers to adhere to their
schedule and plans.

Schedule

The many contingencies of high-level personnel searches make it un-
wise to announce a deadline or specific timetable for finding a police
chief. The amount of public pressure on the search schedule depends on
the nature of the vacancy. A stormy resignation spotlights the lack of a
permanent chief. A retirement, on the other hand, generally eases the
pressure, either because the search can begin far in advance of the chief’s
retirement or because the retiring chief is willing to stay on until a re-
placement is found.

Whether or not deadlines are announced publicly, there ought to be
a clear internal time schedule for the search, setting out realistic expecta-
tions for the time needed for each step in the plan. The following, for
example, is the schedule of the city of Inglewood, California, in a search
in 1970. Note that the city allowed five months to complete the search
process.

Date Action Person(s)

Aug. 26 Announcement of resignation  Retiring police
chief, mayor

Aug. 31 Write advertisement City administrator,
personnel director

Sept. 1 Send out advertisements to Personnel director
Police Chief, Law Enforce-
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Oct.-
Nov.

Oct.
Nov.-
Dec.

Dec.

Dec. 11

Dec. 14

Dec. 16

Jan. 2

Dec. 16-
Jan. 14

Jan. 15

Action

ment, ASPA, [CMA,
Western City, and other
appropriate national and
regional publications

Advertisements run; solicit

additional applicants; en-
courage from within
Inglewood Police Dept.

Develop written examina-
tion

Receive applications

Set dates and line up mem-

bership for written review
board and oral interview
board

Applicant filing deadline

Review applications for
qualifications and accept
top 20

Send out written exami-
nation

Finalize written and oral
board membership and
dates

Administer written
examination

Written examination
mailing deadline

Person(s)

Personnel director

Personnel director

Personnel department

City administrator,
personnel director

Applicants
Personnel director,
member of oral
board, city admini-
strator, member of

written board

Personnel office

Personnel director

Personnel director

Applicants
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Date Action Person(s)

Jan. 21-  Grade resumes and written Board of Seven
Jan, 22 exams

Week of  Compile grades and select Personnel director,
Jan. 25 number to be interviewed; city administrator
make telephone background
checks

Week of  Notify finalists by telephone Personnel director

Feb. 1 and telegram

Feb. 18-  Hold oral interviews Board of Seven

Feb. 19

Feb. 20 Interview top three City administrator,
mayor, city council

Feb. 22 Final background check Personnel director,
FBI, city admini-
strator

Feb. 23 Appointment confirmed City council

Delegating the Process

Busy city executives often delegate the tedious task of finding
management personnel. Some city charters require such a delegation
through mandatory civil service screening leading to presentation of three
candidates for the chief executive's choice. Delegation elsewhere can range
from the use of a highly trusted “political’ operative, who works complete-
ly under cover, to the establishment of a broadly based citizen’s committee
to review applicants. It can also include hiring an outside consultant to
handle virtually everything except the final choice. The search manager’s
task may largely consist of supervising the operatives to whom the job
is given, or maintaining liaison with the legally authorized body which
conducts the screening.

A ‘“delegated’ search is effective only if it serves as an extension of
the decision-maker. If there are faulty or nonexistent communications
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between the executive and the search staff, there is a danger that appli-
cants will view the situation in negative terms. For example, the executive
could be seen as someone who does not care enough about the search, as
a person so ineffective that the search has slipped out of control, or as a
weak leader who has abrogated responsibilities to others. Delegation should
be used only to make the executive’s involvement in the process more
efficient and to make possible better judgments about candidates. The role
of the person or body with delegated responsiblities in contributing to the
final decision should be clearly communicated to applicants. Extensive
delegation of responsibility—whether for recruitment, screening, inter-
viewing, or narrowing of the field—means the executive will have less
control unless extensive time has been taken to instruct representatives
about the executive’s philosophy and understanding of the department.
This is rare, however.

Consultants

Police professionals or people from outside the local department who
are knowledgeable in the field can be exceptionally useful in searches. Such
persons can provide some independent judgment of talent. They can screen
applicants on the basis of resumes or from written tests, which they them-
selves can devise. They can participate in interviewing. They can do back-
ground checks. They provide “professional” judgments of candidates,
which are difficult to obtain from the local department because of biases
inherent in the internal politics of an agency. Through a network of trusted
contacts built up over the years, consultants may have access to other
departments in order to recruit or obtain candid appraisals of candidates
in a way that most laymen would find impossible. It is important, therefore,
to identify areas where outside professionals may be needed. Then it is
necessary to find such assistance, negotiate terms, and manage outside
help to assure maximum productivity.

Two cautions about consultants are in order, however. First, the
consultant’s reputation within the profession depends on his or her reliabil-
ity and candor. Therefore, the consultant will, to some extent, have to
offer honest opinions about the local executive and department in dis-
cussions with other professionals about the job. So the executive still must
do some homework in order to display interest and knowledgeability to
any consultant.

Second, there is really no such thing as an “objective” police pro-
fessional. While there may be some measure of agreement among pro-
fessionals in diagnosing poor management in a police department, there is
likely to be considerable variation of opinion in prescribing future direc-
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tions. It takes some effort to find a professional who shares the priorities
and concerns of the executive,

An executive who is primarily concerned with perfecting a quasi-
military organization may want to avoid the police expert who places
emphasis on new techniques of citizen relationships, for example. Profes-
sional credentials or organizational affiliation are no substitute for a dis-
cussion that reveals the professional’s policing philosophy and understand-
ing of the environment of the jurisdiction, and that establishes the vital
sense of trust.

Finding an expert is something like finding a good doctor or lawyer.
The only reliable way is to ask knowledgeable people for recommendations.
The names of chiefs, other line or staff officers of some police agency,
former police officials, academics, criminal justice planners, private or
organization consultants, may resuft. Most of all, it is important to talk
directly to such consultants, compare them, and make sure they can work
comfortably and constructively with the executive.

Confidentiality

Because the selection process is vulnerable to rumor and distrust,
a procedure which does not honor the sensibilities of the applicants will
create serious problems. Information leaks about insiders could create a
serious morale problem and tensions within the department,

The problem of assuring confidentiality, while important for all
candidates, can become particularly acute for certain desirable outside
candidates. Police bureaucracies are usually extremely close-knit and stable.
Officers with long tenure develop considerable insight and sophistication
about the workings of their organization. Once word emerges that a leader
is looking for another job, management of the organization can become
seriously compromised. For this reason, successful police managers will be
extremely reluctant to put their names forward for another position ex-
cept on terms of complete confidentiality. Similar concerns do not apply
to unsuccessful managers, those unhappy with their present position, or
those essentially interested in promoting their position in their own juris-
diction.

An executive or a search committee member who cannot refrain
from talking to the press about potential candidates will soon find some
of the best candidates withdrawing. One recruiter for a major city withdrew
completely from a search when a name he submitted in confidence emerged
in the press. The recruiter felt that his reputation, particularly his personal
guarantee of confidentiality to potential candidates, was compromised.

Managers of a search, then, must often guard access to information
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about candidates, keep silent in public about candidates, hold discussions
with candidates in private locations (reporters often check local hotels to
see whether visiting police officials are registered during a search period),
and keep careful custody of search documents. Localities that use selected
leaks to the press to maintain interest or to obscure the situation will have
to take care to explain to candidates what is occurring, or risk considerable
resentment.

The Role of Citizens and Interest Groups

Local political styles and traditions lead to disparate ways of in-
volving community groups in the selection of a new chief. Some executives
establish a committee to give representatives of minarities, the police
union, the business community, or other groups a direct role in screening
and reviewing candidates. Other executives avoid and disparage any “out-
side” opinions on the chief selection. Techniques falling between these
two positions include formal “hearings” held by the executive or the civil
service commission; informal sessions with affected interests, such as unions
or minaority representatives; neighborhood discussions; open time on the
manager’s calendar; and letters to groups soliciting their views in writing
or in testimony.

It is certainly helpful for the selection decision-makers to have the
views of those most likely to be concerned about the decision. At the very
least, it may make good political sense to ask for suggestions from certain
interests even if they are not directly participating in the search process.
Furthermore, special problems and insights can emerge from such ex-
changes. There is considerable disagreement, however, over the usefulness
of directly involving citizens in the screening process (assuming that this is
not required by law). Members of a selection committee who share the
executive’s priorities in selecting a chief could be chosen, but even when this
is done there are potentially serious drawbacks in assigning duties to any
such committee. Such an arrangement can insulate the search manager from
the early stages of the process, when the manager’s personal recruitment
efforts and involvement could have significant effects, and could vitiate
the manager’s control of the process. On the other hand, an attempt to re-
tain control of the process while permitting citizen participation leaves
the process open to charges that the citizens are mere puppets being manip-
ulated by the search managers. A citizen committee can also complicate
the task of assuring confidentiality and can generate distracting pressures
for certain favorite candidates.

Ultimately, the form of citizen input into the process must depend
on the traditions of the community and attitudes of the decision-makers.
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If a manager feels comfortable using citizen groups directly and can avoid
criticism of rigging the process, citizen representatives may be helpful.
Ordinarily, however, search managers and police officials alike are reluc-
tant to give decision-making power to citizen panels. Usually, citizen input
is confined to a consultative role, a formal role that permits citizens to
evaluate candidates during oral interviews, or a role in the initial phase of
the search in which citizens help set standards and qualifications.

Fairness and Information to Applicants

One common problem of searches is the impression sometimes con-
veyed to candidates of arbitrary, irrational, or sporadic action. The propen-
sity of candidates to think the worst of any selection process can only be
exacerbated by a failure to keep them informed. They should know what is
happening now, what will occur next, what the overall timetable looks
like, and what types of screening all the candidates will undergo. Even when
a process is exceptionally informal, candidates should understand that the
informality is intentional and that they should not expect to hear about
further steps for some time. Form letters can be prepared, if necessary, to
communicate the same message to all candidates with spaces for inserting
different interviewing or testing times. The letter to candidates from the
city administrator of Inglewood, California, reprinted in Appendix B
illustrates the value of a form letter. Communicating with candidates is
sometimes tedious, but it is essential to respect the dignity of the pro-
fessionals involved.

In some circumstances, the search managers may follow their estab-
lished procedure only to end up with no acceptable candidates. In such
cases, a new search must be initiated that is shorter and more informal than
the first. But when this occurs, the potential for bad feelings among candi-
dates is great, and applicants should be given an explanation of the reasons
for the departure from previously announced procedures.

Budgeting and Financing

Money for a search should be budgeted, unless the entire operation
can be run from the existing civil service commission or executive'’s office
funds. Allocations for personnel search expenses are, in some jurisdictions,
difficult to obtain. Mayors and managers must sometimes dip into their
office contingency funds, or go to the city council for an appropriation in
order to finance such costs as travel, consultants’ participation, and test
administration.

The need for funding can raise major political problems. For example,
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if the council is committed to an inside chief, it may refuse to finance
recruiting outside the department. However, if there is any position in
government where it should be politically acceptable and justifiable on
policy grounds to spend money for selections it is for the critically im-
portant position of chief of police.

One source of money for some of the search functions not directly
related to personnel review is the federal government. Law Enforcement
Assistance Administration (LEAA) funds can be used to bring outside
experts to a local department. Such funds are available either through
discretionary grants or block grants of the local state planning agency, or
through so-called technical assistance programs. Such federal funds perhaps
could finance a properly structured search project, although they are more
likely to be useful in the initial stages when the executive is studying the
needs of the local department. Existing technical assistance, evaluation, or
review programs can provide an opportunity for the executive and the
search staff to discuss with consultants involved in these projects their
views on the local department, its needs, and current issues in policing.

Whatever a search costs, and whatever funding sources are tapped,
a budget can serve as a useful checklist for the management and structure
of a search. Some or all of the following potential costs must be accounted
for, depending on the scope of the search.

Advertising: Costs can vary. Advertisements are free in Police Chief
but may cost up to several hundred dollars for several days in The Wall
Street fournal. Costs may also include writing, designing, illustrating,
printing, and mailing an attractive brochure.

Communication and Management: Costs of long distance telephone
calls to candidates, reference checks, and police experts may be significant.
Some funds will also be needed for written correspondence with applicants
and a filing system to maintain information on all applicants.

Personnel: Budgeting for this item may be one way to obtain schedule
commitments from the executive or a commitment to assign a full-time
search manager to the project.

Consultants: Costs for consultants employed in recruiting, screening,
or background checking vary greatly. The current LEAA government ceil-
ing for consultants under ordinary circumstances is $137 per day. Some
consultants insist on at least $200 a day, while others such as police offi-
cials, retirees, or academics may be willing to work for a lower rate. Con-
sultants’ expenses for such items as travel, lodging, food, and telephone
calls are in addition to the daily rate.

Candidates: Travel and accommodation for candidates who are final-
ists (including their spouses, if they request it) should be included.

Tests: Administration of any special tests, such as the IACP Assess-
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ment Center (see page 43) is sometimes a major budget item.

Background Probe: Costs of telephone calls, visits to another com-
munity (if an outsider is involved), and the time of consultants or the
executive's staff should be included in the appropriate budget category
geared to the anticipated number of finalists.

Qualifications and Standards for Applicants

There are three general types of qualifications established for a chief
of police: (1) formal prerequisites relating to experience, minimum rank,
inside status, etc., set by a city charter, state or local statute, or rules of
civil service; (2) informal concerns of the executive or the authority charged
with selection; and (3) advertised standards, those formal criteria (including
those established in law) which express the public guidelines for the posi-
tion.

Traditional forms of job standards that are commonly advertised—
such as minimum age and rank, number of persons under supervision,
degrees, number of years of police background and command experience—
are useful, if somewhat rough, indices of ability and experience. They pro-
vide easy, more or less arbitrary measures for screening out obviously un-
qualified persons. The danger in such arbitrary requirements, of course,
is that they can be simple to a fault: standards that screen out large numbers
of unsuitable candidates may also exclude a few first-rate prospects. It
may be a mistake to exclude any category of possible candidates since
many potentially outstanding police leaders have no college degree, are
young, are at relatively junior ranks, or are outside the police field alto-
gether.

The most sensible way to establish formal, public qualifications,
other than those that are legally required, is to advertise them as general
indicatars of the selection authority’s expectations, but not as absolute
or rigid standards that can never be waived. Time spent on designing arbi-
trary-standards would generally be better spent examining the police depart-
ment’s immediate problems and needs. If there is an opportunity to create
or change formal legal qualifications for chief of police in a municipal
charter, it is better to set no standards rather than to impose the ideas of
today on the municipal managers of the future.

Advertising

Advertising includes newspaper or magazine announcements. It in-
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volves all methods of putting the word out about a job opening and provid-
ing basic information about the job to interested parties. Little of this is
necessary if there has been a decision to limit the search to insiders only.

Regardless of what approach to candidates is used, it is a useful
exercise to describe in writing the city, the city government, the police
department, the job and terms (salary, tenure, etc.), if only as a list of
basic pieces of information that will need to be communicated to appli-
cants. The description can be formalized as a memorandum and sent to
recruiters or to candidates, as in the case of the Portland, Oregon, “Memo-
randum to Applicants” in Appendix D. (Note, however, the absence in
this memorandum of any discussion of the search process, This type of
descriptive information can also be included in a printed brochure, such as
one prepared for Seattle, Washington. See Appendix H.)

Some executives maintain that public advertising is largely counter-
productive. Their position is that advertising tends to generate names, not
candidates, because most respected police leaders will respond only to a
personal solicitation of interest. They note that a large number of appli-
cants causes administrative and screening headaches. Those who hold this
view usually rely exclusively on recruiting or on limited advertising in the
form of a job notice to visiting police conventions or a2 memorandum ask-
ing prominent police and criminal justice officials to suggest candidates
or to spread word of the vacancy. Response to such solicitations can be
expected to be very uneven.

Public advertising has advantages overlooked by the skeptics. First,
there is always the possibility of picking up one or more “sleepers” who
turn out to be outstanding applicants. Second, advertising may reach
minority applicants who would otherwise not know of the vacancy. Final-
ly, advertising may be essential for smaller towns and departments, which
have neither the resources to undertake large-scale recruiting nor the salary
and status attractions that naturally generate interest among candidates.

Places to Advertise

Probably the single most widely read national police publication is
Police Chief, published by the International Association of Chiefs of Police.
Police Chief will accept advertising for police chief vacancies free of charge.
The copy must reach the magazine by the first of the month prior to the
month of the issue in which advertisement will appear,

State and regional criminal justice newsletters and policing magazines
also generally accept advertising on a no-charge basis. Search managers can
identify media that potential candidates are likely to read by asking local
police and outside experts what current professional materials they read.
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Depending on how widespread the search is to be, additional advertis-
ing can be placed in such national newspapers as 7he Wall Street fournal or
The New York Times, or in major regional newspapers in areas where there
may be some predictable interest in the position.

What to Advertise

An advertisement should include a brief description of the com-
munity and the position, information on how to apply or make inquiries,
and whatever other information seems important for the recruiting and
screening functions of the advertisement. See the samples in Appendix C.

Salary Scale

One question that always arises at the time of advertising is whether
the salary is sufficient to attract high-caliber applicants. Probably the
easiest method of answering this is to examine the current Municipal Year
Book, published by the International City Management Association. This
book contains a table entitled ‘‘Salaries of Municipal Officials,” listing
salaries of police chiefs by size of jurisdiction, form of government, geo-
graphic region, and city or suburban type. The 1974 Municipal Year Book
also contains a compendium of retirement and pension practices by juris-
diction.

Recruiting

For searches designed to attract outsiders, recruitment is essential.
Many municipal governments still suffer from the misconception that their
only personnel functions are to screen and test and qualify, a notion that
private industry long ago rejected. For a position as important as chief,
local government ought to want to discover and attract the best chief pos-
sible. Talented police executives are not likely to walk in the door; they
must be lured away from the command in which they are flourishing.
A notice of application by itself is not likely to convey any sense of the
challenge or benefits that would provide such a lure. The most effective
way to overcome this is to use personal contacts to promote the local
community and the challenge and potential of the vacant position.

A recruiter does not need to be a police professional, but such a
background can be helpful in making a wide variety of contacts. It also
helps establish credibility with potential candidates so that the candidate
and recruiter can openly exchange information and the candidate can
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honestly express reservation or interest. Professional recruiting organiza-
tions, both profit and nonprofit, are available for hire and may be useful.
The choice of such an organization should depend on the search manager’s
direct experience with the organization or testimonials from people the
manager trusts.

One aspect of recruiting which is often overlooked is the importance
of an understanding by the recruiter of the city government and the local
police department. A good recruiter is not someone who simply produces
dozens of names of outstanding police executives. The charge is to find
prospects. This task requires an ability to communicate enough information
about the department and the political and social fabric of the town or city
to be able to assess accurately the candidate’s reaction and level of interest.
It is, therefore, essential that an outside recruiter spend a few days in person
learning about the department, perhaps helping the mayor or manager
learn about the police agency, and discussing with the political leadership
their perceptions, concerns, and priorities for the police department.

Recruiting does not end with identifying prospects. Candidates
continually scrutinize the search process, the members of the interview
board, and the mayor or manager. It is important to welcome visiting candi-
dates and escort them throughout the community. One city manager has de-
veloped an effective recruiting and interviewing technique for visiting final-
ists. He arranges for four city department heads to each spend a half day
with each candidate as a “host” showing the candidate the area, answering
questions, and handling all transportation arrangements. This method
enables the candidate to meet the city management team and to learn about
the local government; at the same time the manager can draw on depart-
ment heads for their impressions and evaluations of the candidate. See
Appendix B, the form letter which informs candidates of this process.

Screening

Screening candidates involves eliminating the unwanted and focusing
on the most likely possibilities. The most important method of screening is
the personal interview. Other types of screening devices can be used, de-
pending on the number and quality of applicants. For example, it would
probably be superfluous to give written tests to candidates for the job of
chief in a major city, because such tests could reveal nothing that would
not already be obvious from the track records of the candidates likely to
apply for such a position. In such cases, screening will be done by the
interview and the assessment of the candidate’s background and previous
work. For small towns, however, the use of testing procedures can dis-
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cover previously unknown talent.

Testing is too often undertaken without much thought as to its func-
tion. Candidates should not be put through a battery of tests simply be-
cause it seems the right thing to do. They should not be required to submit
to elaborate written examinations simply to find out whether they can
express themselves in writing. Tests and standards must be germane to the
search. If the executive feels that a candidate’s managerial and budgeting
skills are primary considerations, it makes little sense to require years of
patrol and police supervisory experience. If departmental leadership and
morale-building skills are of primary concern, exercises to test a candidate’s
ability to write are of only peripheral value.

Screening is, in effect, an allocation of the resources of the search.
The type of screening devices or criteria should vary with the stage of the
process. Most time and resources will be spent in the final stages, with
intensive review and negotiations to develop a complete picture of each
candidate’s strengths and weaknesses. However, if initial screening and
recruiting fail, the intensive scrutiny at the final stages will be wasted on
the wrong candidate.

The prime goal early in the search is to limit the number of finalists
to a reasonable size. Actual numbers may vary, but six is probably an
appropriate maximum target. Full-scale interviews with large numbers of
candidates will be tiring and confusing, if not annoying, to candidates
and interviewers alike.

Resumes and Applications

Many searches require applicants to complete detailed application
forms, some of which may inquire too closely into the personal habits of
the prospect. Since the purpose of the application is to provide a compre-
hensive set of facts on the applicant’s background, it is usually easier to
read a resume. The quality of a resume can suggest lines of further question-
ing. Use of a resume saves time for applicants and money for the local
government by avoiding the need for special forms. Finalists can be asked
to fill out a detailed application or questionnaire for purposes of checking
on their background and their colleagues’ and supervisors’ views on their
qualifications. A sample reproduced in Appendix E provides a guide to the
items that a resume and application should include. This application for
chief of police was devised by the St. Louis County Board of Police Com-
missioners for their chief search in 1972, A much simpler application form
from Inglewood, California, is contained in Appendix F.

Simple resume scoring or rating systems can be devised that range
from ranking the candidate in order of preference to the type of “Appraisal
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Guide” used by Inglewood, California, shown in Appendix G. Those that
prefer more elaborate attempts to evaluate resumes can consult “Develop-
ment and Use of Weighted Application Blanks” by George England (Bulletin
#55, Industrial Relations Center, University of Minnesota, Minneapolis,
Minnesota, 55455); or Campbell, DeWett, and Wyke on biographical scor-
ing in Management Effectiveness,8

Written Examinations

The traditional civil service written examination is now seldom used
to measure qualification for the job of police chief. Such exams are usually
drawn from standard police administration texts or current department
practice. They contain easily graded, multiple-choice questions, rarely re-
warding conceptual or problem-solving capability.

There is some question whether written exams should be used at all.
First, there is the issue of their relative value. An essay or other written
examination rarely reveals more about a candidate than either a resume or
personal interviews. Second, there is doubt whether writing skills or formal
learning are critical elements in a chief’s ability to manage a department
and relate to the local community. Third, written examinations are being
critically examined by courts, federal agencies, and personnel authorities
for problems of cultural bias which might affect minority applicants.

While those objections have much validity, written examinations may
be both useful and necessary in certain situations. Although contemporary
civil service agencies are now far more flexible than before and often permit
oral examinations in place of written tests, there may be regulations or
statutory language which require written examinations. For example, the
Cincinnati Civil Service Commission gives as much as 90 percent weight to
a written examination, while the County Personnel Board for Jefferson
County, Alabama (Birmingham) based 40 percent of the rating of
examinations on written examinations in the police chief selection in 1972.

Written exams may be appropriate and useful even when they are not
legally required. An executive of a small community may seek a chief with
modern managerial capabilities. Because of the small size of the department,
the chief’s duties to write budget and performance analyses cannot be
delegated, so an essay examination might be a useful indicator of such
necessary skills. Furthermore, a small community, faced with candidates
of junior rank from a variety of small departments, may see fit to test
both orally and in writing each applicant’s grasp of police organization
principles and current issues.

8'Czlmpbell, DeWett, and Wyke, Management Effectiveness.
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A properly designed written test can be particularly helpful in a
situation where there are large numbers of applicants for whom the authori-
ties want a more objective or quantifiable screening method than reviewing
resumes. A short written exam mailed to applicants with a specific return
date or one of two essay questions on the application form may have several
uses. They can help a screening group determine whether the applicant can
express himself or herself well in writing, whether the applicant can respond
sensibly to practical problems, and whether the applicant has some ground-
ing in contemporary issues of policing.

The examination used by the Santa Monica city manager in a search
for a chief in 1973, reproduced in Appendix I, is a useful example of a
written exam designed solely for an initial “weeding out” of obviously
unqualified candidates. The examination was a “take home’’ examination,
so that there were no costs for travel or administration of the test. The
danger of “cheating” in the sense that a candidate might discuss the ques-
tions with others or have someone else write it was not a serious problem
because the examination was not designed to produce the top candidate,
only to determine who should move on to the next stage in the proceedings.

Some jurisdictions have used longer essay-type exams to measure
written expression, clarity of thought, and professional background. The
examination developed for the Mayor’s Search Committee in Seattle for
their 1974 police chief selection, reproduced in Appendix J, illustrates a
more open-ended examination technique.

Some localities have used psychological testing procedures for chief
selection. The city of Peoria, lllinois, for example, in its police chief search
in 1972 sent each candidate four tests (Personality Profile, the Gordon
Wunderlick 1Q test, the Taylor-Johnson Temperament Analysis Profile,
and the Holland Vocational Preference Inventory} with instructions to have
an independent psychologist administer the tests and return them to the
city manager. The city used a personnel psychologist to evaluate the results.
The usefulness of this approach is questionable. The relationship between
such instruments and the job of chief is at best tenuous, particularly since
there are far simpler ways to assess a candidate, such as interviews and
questions to colleagues and supervisors. What, for example, does 1Q add
to an evaluation of the candidate’s quickness, articulateness, and leader-
ship qualities? A strong case can also be made against these tests on grounds
of cultural bias. Finally, such tests can be annoying to candidates and
counterproductive to any serious recruiting effort. Managers who feel
strongly about the need for some form of psychological profile of a can-
didate would be better advised to include a personnel psychologist on an
interviewing panel, rather than rely on written personality instruments.

It is advisable to avoid any quantitative weighting of various tests—
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such as one-third for written exam. two-thirds for oral interview—unless
local regulations require it. If taken seriously, these weights can favor
candidates with qualifications that may not be critical to the job. If not
taken seriously, the formulas are at best unnecessary and at most mislead-
ing and easily rigged.

Whether the written examination is devised by a consultant or by the
search authorities themselves, the grading should assure impartial and
objective analysis of the responses. Anonymity of the candidate-respondents
should be preserved, and two or more graders (consultants, in-house people,
or both) should be employed. In this way, each reply is given several differ-
ent readings, and a composite score or group decision can reduce the effect
of potential bias in any one grader.

The Assessment Center

The International Association of Chiefs of Police has developed a
form of testing called the Assessment Center that is more sophisticated than
written exams. Modeled on advanced techniques developed by private
industry, the Assessment Center is an extremely thorough but expensive
instrument to administer.? It is best used, unlike the written exams men-
tioned earlier, when the field has already been narrowed to a few finalists.
It is designed primarily with a medium-sized city in mind. The Assessment
Center consists of a series of exercises in which applicants participate. A
group of assessors ranks each candidate’s performance on the basis of a
large number of desirable attributes of a chief (creativity, integrity, motiva-
tion, etc.). There are four exercises:

(1) An in-basket exercise, in which a candidate must deal with a
series of complaints, crises, appointments, political problems, internal
discipline issues and the like, reflected in a pile of memos and telephone
messages left in the in-basket. The way the candidate orders priorities,
delegates authority, and makes appointments to vacant positions in light of
the organization chart of the department is revealing of management style
and philosophy. Each candidate is questioned as to reasons for the decisions
made.

(2) A “creative planning” exercise which can be an essay relating to
general challenges of the department and the candidate’s resolutions,
followed by an oral presentation of the candidate’s program.

95ee the descriptive article by Deborah Kent, Charles R, Wall, and Raymond L. Bailey,
“Assessment Centers: A New Approach to Police Personnel Decisions,” June 1974,
The Police Chief, pp, 72-77. 43



(3} A “city council” leaderless group discussion in which each of the
candidates is given a city department to represent in a group discussion on
how to allocate one million dollars in revenue-sharing funds. Candidates are
judged on the basis of how they represent their department’s interests,
how they affect the group’s decision, and how they handle their fellow
“council members.”

(4) A “management cases” leadership group discussion in which
candidates act as members of a top-level department board which must
come to a decision in reviewing a series of contemporary policing prob-
lems, such as labor-management disputes, internal investigations, or women
in policing. The performance of each individual in the group debate is
carefully evaluated.

The |ACP provides not only a ranking of candidates, but also an
evaluation of the strengths and weaknesses of each candidate. Each can-
didate is judged by many assessors, and there are elaborate controls and
mechanisms for calculating composite scores to account for idiosyncracies
of individual assessors.

The advantage of the Assessment Center technique is that it tests
for qualities that most written exams never begin to uncover: manage-
ment style and philosophy, and political and manipulative abilities. The
exercises, along with in-depth interviews given in the assessment process,
add up to an intensive review of a candidate’s strengths and weaknesses
as judged by a group of police professionals. Since the basic philosophies
of the group of assessors are never fully explicit, it is best to use the Assess-
ment Center as an independent confirmation of or supplement to the
judgments developed through interviewing and screening.

The Assessment Center provides a thorough report on candidates’
strengths and weaknesses and the chance to discuss that report and com-
pare assessors’ impressions of candidates. In most cases, however, the
responsible local officials will want to determine the special qualities and
strengths which best meet the local situation, and will use the ranking of
candidates provided by the Assessment Center only as one factor among
many.

It may be possible to adapt the in-basket exercise to a department
much smaller or larger than the medium-sized agency assumed in the exer-
cise. This possibility, along with the cost and conditions of the program, is
a matter which should be discussed with the IACP Professional Standards
Division.
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Interviews

The art of successful interviewing is a subject well beyond the scope
of this handbook. The structure and function of the interview, on the other
hand, are matters of prime concern because interviews are usually decisive
in choosing a chief. However, an interview should not stand alone. Some
candidates who are impressive in an interview turn out badly on the job, as
is well known to most officials. Interviewers should consider accumulated
background information, known weaknesses, and identified points of con-
cern to help them air the most important issues during the interview.

Who should do the interviewing? The answer usually depends on the
executive’s style, but some mayors and managers—even those who are
ordinarily most “open” and citizen-oriented—tend to alter their method
of operation when it involves politically sensitive issues like police leader-
ship and change in the police department. Thus, many executives personally
interview candidates alone. Other executives may form an interview panel
whaose members represent a variety of perspectives, such as other mayors
or managers, pelice union representatives, municipal personnel officials
and personnel experts from private industry, other police chiefs and experts,
members of the executive’s staff, police educators and experts, prominent
citizens, minority representatives, business people, or city council members.
The choice of an interviewing panel, its size, and its composition require a
balance between the need for confidentiality and an interest in having a
broad spectrum of assessments of a candidate. Mayors and managers usually
select people they trust and respect or, in the case of outsiders, individuals
who can be counted upon to be constructive and to keep the proceedings
confidential.

How many candidates should be interviewed at one time? There is
some usefulness in gathering a number of candidates and concentrating
their interviews in a period of one or two days. This may economize on the
time of candidates and interview boards and make comparisons among
candidates somewhat easier. But such a concentrated effort under high pres-
sure may be too hurried. It may also be difficult to schedule or to keep
confidential. Many cities and towns use group interviews to good purpose.
They devise a discussion among all the candidates on a specific topic,
perhaps requiring that the group reach a consensus decision. The inter-
viewers then simply watch and evaluate this group discussion to assess
each candidate’s skills in group leadership and persuasion. This is a slight-
ly less structured variant of one of the exercises in the |ACP Assessment
Center.

Several techniques may be useful to assure consistency in inter-
views. When an interviewing panel is used, its members should be the same
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from interview to interview, unless it is openly used simply to confirm the
executive’s own impressions, or unless a particular candidate requires an
interviewer with some special insights or expertise. Large panels can be
broken into smaller groups, each of which sees all candidates. Systems of
quantitative grading, combining grades from various panels, and “form”
questions (to be discussed below) are all mechanisms to counteract un-
systematic and uneven evaluation that comes with long, tedious, and tiring
interviews.

Ideally, the executive who must make the final choice should never
completely delegate all interviewing to others. The executive should form
his or her own insights on each candidate and should use the views of other
interviewers to confirm, test, or extend those insights. In practice, however,
many forms of delegation are used. This may arise because of civil service
requirements, which may give the executive a limited number of finalists
from which to pick, because of unusually good communication between
the executive and some trusted agent, or because of misguided efforts to
conserve the executive’s time. There is, of course, no substitute for the
executive’s interview of finalists when a selection panel or civil service board
has done initial selections.

One unusual and interesting variant of the final interview took place
in Arlington, Massachusetts, where the civil service board presented the
city manager with three nominees, all insiders, several months prior to the
time of appointment. The manager proceeded to “interview’ the candi-
dates by having each spend two months in his office. He wanted to become
better acquainted with the candidates and to see them function in a non-
police environment. He provided them with liaison duties with schools,
youth centers, the council on aging, the tenants’ council and the like, and
had each submit written reports on various police-related issues.’9 In the
end, the manager was not satisfied with any of the finalists, and instead
created and filled a new public safety position.

A properly conducted interview at the final stage of the selection
process should be insulated from all interruption and should be an inten-
sive examination lasting at least one hour. The interview is a climactic time
in the search. Both sides should prepare for it methodically and thoroughly.
The interview questions should be prepared in writing and should reflect the
final objectives of the authorities, It is probably sensible {depending on the
local executive’s style) to have one of the interviewers take notes so that the
candidate’s answers can be reviewed and discussed in later evaluation
sessions.

10ponald R. Marquis, “Selecting a Police Chief,” Public Management, July 1974, pp.
16-17.
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There are a few basic lines of questioning. The selection authorities
should determine what the candidate views as problems within the local
police department, and what factors the candidate sees in the department
which are favorable or which could potentially produce good results. They
should ask the candidate to describe his or her own experience relevant to
the job of chief, and raise any special questions that may be suggested by
the resume. They should have the candidate describe personal management
approaches and theories. This should include what changes, if any, the can-
didate feels are needed in the organization and operations of the depart-
ment, and what the candidate sees as initial priorities as chief.

The authorities should ask insiders to evaluate their present colleagues
within the department and to indicate what shifts might be needed
should the candidate become chief. They might ask who candidates see as
other potential candidates besides themselves. If asked sufficiently often of
enough people within the department, this line of questioning tests whether
the candidate’s evaluations of others in the department reflect consensus
or are unusual views. The reasoning behind the answers and the way in
which the evaluations are handled—whether bluntly, tactfully, politically,
compassionately, etc.—can be exceptionally revealing. This might give sub-
stance to the complaint of insiders that outsiders often have a built-in
interviewing advantage as a result of their distance from the local scene.

The most important lines of questioning should focus on the areas
that are of the greatest concern to the interviewers. If there is concern
about how a chief will relate to the community, a variety of questions
involving these issues can be phrased to elicit the candidate's attitudes
toward young people, old people, minorities, ethnic groups, etc. If the
executive is concerned about such issues as police training, recruiting,
internal discipline, racial tensions, citizens complaints, or vice enforce-
ment, he or she should ask those questions both directly and by means
of examples or hypothetical situations.

A common and critical issue is the relationship between the chief and
the executive. A candidate can be asked to define the executive’s respon-
sibilities, and the candidate can ask the executive to define the chief’s
responsibilities. The candidate and executive should review matters over
which they should confer, how often they would confer, and what pro-
cedures are to be used for their conferences. There should perhaps be a
budget problem—hypothetical or real—if funding is a potential source of
conflict, such as asking what the candidate would do if the mayor ordered
a 10 percent budget cut. Other types of problem situations could be out-
lined. For example, the candidate could be asked what he or she would
do if the mayor insisted on taking a supervisory role during a street demon-
stration, or if the mayor wanted to veto or take.a direct role in a depart-
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that there are no simple formulas or patterned instructions that will guaran-
tee a smoothly running, successful search for a new chief of police. Some of
the information in this book should have been helpful in suggesting search
techniques appropriate in local circumstances. Above all, this handbook
is a compendium of ideas that amount to little more than common sense,
something often lost sight of in a selection as sensitive and important as
chief of police. Only one feature of a search is more important than good
sense, and that is hard work—work to understand the needs of the depart-
ment and the community and the available opportunities for consolidation
or change as well as the assets and liabilities of the candidates.

The days when political authorities could rely on finding a profes-
sional who would “take care” of policing for them have long since passed.
The pressures of budgeting, personnel, and social change require police and
local government management to work more closely than ever to under-
stand each other’s perspective. This mutual recognition and partnership
takes time, effort, and no small amount of patience and insight. The selec-
tion of the chief is the critical beginning in this effort.
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BIBLIOGRAPHICAL NOTES

Two standard texts on police administration are the following:

International City Management Association, Municipal Police Ad-
ministration, Seventh edition. (Chicago: International City Man-
agement Association, 1971).

Orlando W. Wilson and Roy Clinton McLaren, Poflice Administra-
tion. Third edition. (New York: McGraw-Hill, 1972).

Following are books on contemporary American police from varied perspec-
tives:

Jonathan Rubenstein, City Police. (New York: Farrar, Straus and
Giroux, 1973). Also published in paperback (New York: Ballan-
tine Books, 1974).

Egon Bittner, The Functions of the Police in Modern Society: A
Review of Background Factors, Current Practices, and Possible
Role Models. Service publication No. 2059. (Chevy Chase, Md.:
National Institute of Mental Health, Center for Studies of Crime
and Delinquency, 1970).

Jerome H. Skolnick, Justice Without Trial: Law Enforcement in
Democratic Society (New York: John Wiley & Sons, 1966).

James Q. Wilson, Varieties of Police Behavior: The Management of
Law and Order in Eight Communities (Cambridge, Mass.: Harvard
University Press, 1968). Also published in paperback (New York:
Atheneum, 1970).

The following is a good summary of current issues in policing:

American Bar Association Project on Standards for Criminal Justice,
The Urban Police Function, section 2.5, The Urban Police Func-
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tion was approved by the American Bar Association and the
International Association of Chiefs of Police.

There is virtually no literature on police chief selection, but the following
pamphlets are sensible personnel handbooks:

International City Management Association, Employment Guidelines
for Urban Administrators (Washington, D.C.: International City
Management Association, 1972).

, Selecting a Professional Municipal Administrator

(Washington, D.C.: International City Management Association,
1972).
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ORGANIZATIONAL SOURCES OF FURTHER INFORMATION

Several projects funded by the Law Enforcement Assistance Admini-
stration at the time of this publication provide information and other re-
sources to local government officials interested in policing issues. They

are:

(1) The Criminal Justice Project of the National League of Cities and
United States Conference of Mavors

1620 Eye Street, N.W,

Washington, D.C. 20006

(202) 293-2945

William Drake, Director, Criminal Justice Programs
John McKay, Deputy Director, Criminal Justice Project

(2) The Criminal Justice Project of the International City Manage-
ment Association

1140 Connecticut Avenue, N.W.

Washington, D.C. 20036

(202) 293-2200

Claire Rubin, Director, Contract Research Center
Al Williams, Project Manager

(3) The Criminal Justice Program of the National Association of

Counties

1735 New York Avenue, N.W.

Washington, D.C. 20006

(202) 785-9577

Donald Murray, Director,
Criminal Justice Program

In addition, the Police Foundation, 1909 K Street, N.W., Washing-
ton, D.C. 20006, (202)833-1460, provides information and assistance
generally on a broad range of police matters of interest to local govern-

ment officials.

And, finally, the International Association of Chiefs of Police has
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Evaluate Your Police
Department

The purpose of this check sheet is to allow self-
evaluation of your own police department. Douglas
Harman, formerly director of ICMA’s Research and
Development Center and now director of the Office
of Research and Statistics in Fairfax County, Va., and
Inspector Donald E. Reierson of the San Diego

Police Department developed the check sheet while
attending a police planning conference. Later they
used it with city managers attending the ICMA law
enforcement seminar in San Diego. Following the
seminar, Douglas Harman revised it into its present
form,

The check sheet grew out of the need to identify
the factors which account for the great variations in
organizational maturity found among police de-
partments. Many inter-related factors explain the

1. Organizational Competency and
Integrity
A. Corruption

Corruption 1.2 3 4 5 No corruption;
throughout honesty a
department at completely

all levels, legitimized ethic.

B. Discipline
No disciplinary 1 2 3 4 5 Established and

procedures ar respected
accountability. disciplinary
procedures.

C. Due Process
Selectiveuseof 1 2 3 4 5 Respect for law
law; lack of due and due process

process accepted ethic.
procedures.

D. Policies

No written 1 2 3 4 5 Written, well-
policies govern- understood

ing organiza- policies con-
tional behavior. sistently applied.
E. Tradition

Reliance on 1 2 3 4 5 Actively question
tradition; great tradition; con-
resistance to cern for creative
any change. change.

F. Professionalism

Narrow enforce- 1 2 3 4 5 Broad, flexible
ment view of view of police
police role. role.

G. Training

Ne training pro- 1 2 3 4 5 Strong training

grams; skills programs; em-

passed man to phasis on edu-

man. cation of all
types.

H. Personnel Development

No attention 1o 1 2 83 4 5 Goaltc maximize
personnel devel- human

opment needs. resources.

I. Delegation

No delegationof 1 2 3 4 5 Functional dele-
decision-making gation ot
responsibility. decisionmaking.

J. Planning

No management 1 2 3 4 5 Efiective
planning or management
research planning and
activities. research,

2. External Relationships

A. Secretiveness
Refusal to dis- 1 2 3 4 5 Willingness to
close information provide informa-

on police tion on police

programs. programs; atti-
tude of nothing
to hide.

B. Manager-Police Dept. Relationship

Generally 1 2 3 4 5 City manager

viewed as valu-
able partner;
close working
relationship.

0pposes city
manager; hostil-
ity between the
police and man-
ager's office,

C. Political Pressure

Strongly reactive 1 2 3 4 5 Professionally

to partisan politi- independent

cal pressures. from partisan
political pressure.

D. Public Relations

No public rela- 1 2 3 4 5 Sophisticated in

tions skills; no dealing with

concern for public.

public relations.

Interpretation:

The most important payoff from use of the evalu-
ation check sheet should be analysis of the strengths
and weaknesses of your department.

Any factors receiving scores lower than 3 should
be considered carefully, and possible plans for im-
provement should be developed. The managers us-
ing the check sheet at ICMA seminars scored their

departments low on effectiveness because of lack of
creativity, opposition to change, and organizational
inflexibility.

Leadership is the key to improving police effec-
tiveness. City or county managers must work with
the police departments and encourage improved
organizational systems. They also must appoint
dynamic officers to command positions who have
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Inglewood

CITY OF NGLewOoD calLlForna

CIVIC CENTER
105 EAST QUEEN STREET / INGLEWOOD. CALIFORNIA 90301

January 27, 1971

Dear :

As you were informed by telegram on Saturday morning, January 23, you are one
of the finalists in the selection process for the next Police Chief for the
City of Inglewood.

You were selected from eighteen semi-finalists by a seven-member resume

and written examination review board. Your application, resume of experience
and training, and your written responses to questions sent you in early
December were extensively reviewed, discussed, and ranked by this seven-
member board, The resume and the written examination were ranked separately,
with the examination material being graded by your identification number
only.,

For your information, the written review board consisted cf Covina Police
Chief Fred Ferguson; Hollywood Park Assistant General Manager Thore Brekke;
Bryman School Director Nate Jackson; Claremont City Manager Keith Mulrooney;
former Los Angeles City Deputy Police Chief James Fisk; Inglewood Fire Chief
Joe Smith; and Howard H. Earle, Chief of the Administrative Division, Los
Angeles County Sheriff's Department.

You are now invited to be hosted by the City of Inglewood beginning at
9:00 a.m., Thursday, February 18. A City department head will meet you in
my office to show you around the City, answer your specific questions or
find answers for you, and will then forward you to another department head
who will give you a rundown from his professional point of view. The

same process will be repeated on Friday, but with the exception that you
will spend between one and one-and-one-half hours with the seven member
oral! interview board. Membership of this board is different from the
previously mentioned written board.

It is important that you plan to attend both days inasmuch as it will give
you an opportunity to have a better insight into Inglewood's operationms,
our community, and our needs. We will also be able to answer your specific
questions about fringe benefits, living conditions, and the like. We

will be able to indicate to you by late Friday, February 19, whether or not

OFFICE OF
DOUGLAS W. AYRES
CITY ADMINIRTRAT U

TELLPHONES:  213/678-7111
LOS ANGOLES  213,/u78-7221
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you are a prime candidate to be selected as the next Police Chief

of Inglewood. If you are, we will ask vou to either return or stay
over to be interviewed by the Inglewood City Council at 10:00 a.m. the
morning of Saturday, February 20. Depending on the cutcome of the
oral interview, we may ask as many as three to stay over for this
final intervicw.

Between now and February 19, highly discreet and confidential inquiries
are being made about you. Under no circupstances will your name be
divulged to anyone until the position it offered ané accepted by you,
We will then make the final verification and backpround checks prior
to the formal jocint anuncuncement.

We're looking forward to seeing you. Should you desire any additional
information, please call me or Personnzl Director Garv C. Foss. 1If

you incur expenses incidental to your participation in our final selection
process, please submit a statement to me and we will immediately reimburse
you,

Douglas W. Ayres
City Administrator

DWA ma
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APPENDIX C: Advertisements for Chief
of Police, Police Chief
Magazine, 1974-75

(The following examples of advertisements taken from “Positions Open”
did not necessarily appear together and were taken from several different
issues of Police Chief.)






These notices are published without charge
as a service fo the police profession on
basis of information furnished the IACP.

If no closing date is given it is assumed
the position will be open at least during
the month of this issue.

CHIEF OF POLICE, Farmington, New
Mexico. Population approximately 28,000;
budget $861.683. Responsibility for opera-
tion of police department under general di-
rection of city manager. Position requires
strong leadership, extensive knowledge of
modern police administration, and ability to
innovate programs. College-level training in
law enforcement, administration, and con-
siderable previous command experience pre-
ferred. Salary depending upon qualifications
$1256 to $1682 per month with excellent
fringe benefits. Apply by résumé to: C, M.
Woodbury, City Manager's Office, P.0O. Box
900, Farmington, New Mexico 87401,

POLICE CHIEF, Boulder City, Nevada.
Salary $16,562 to $18,148. Requires experi-
ence and training in modern techniques and
supervisory service. Minimum ten years of
experience. Apply to: City Manager, P.O.
Box 367, Boulder City, Nevada 89005. or
telephone  702/293-4302 not later than
July 31, 1975.

CHIEF OF POLICE, Savannah, Georgia.
Police department has 300 employees and an
operating budget of $4.3 million. Present
salary range. $18,722 10 $21,151. Benefits
incude pension plan, health and hospital
insurance. Applicants must have law en-
forcement experience at the administrative
or management level, Bachelor’s or higher
degree in police administration or related
field preferred. Position is in the unclassified
service of the city. Appointment is by the
city manager. A number of the top candi-
dates will be invited to participate in an
assessment center procedure to be conducted
in Savannah by the IACP to assist the
manager in final selection. Application dead-
line is September I, 1975. Send résumé to:
A. A. Mendonsa, City Manager, City of
Savannah, Box 1027, Savannah. Georgia
31402,

CHIEF OF POLICE, Meriden, Connecti-
cut. Population 58,000. Salary, $15.850
to $20,052, Responsible for 100-man de-
partment. Must have extensive experience
in modern police work which has afforded
progressively supervisory experience in sev-
eral police specialties, supplemented by
completion of approved course work in
police administration, police scierce, or re-
lated fields. EOE. Send letter of applica-
tion and résumé to: Edward J. Papandrea,
Director of Personnel. City Hall, Meriden,
Connecticut 06450,

CHIEF OF POLICE, Englewood, Colo-
rado. A major commercial/residential Den-
ver suburb of 35,000. Department has oper-
ating budget of $1.5 million; 65 sworn and
27 civilian personnel. Candidates must pos-
sess bachelor’s degree in police science or
related field and a minimum of five years
of supervisory experience. Good public re-
lations and proven administrative ability are
a must. Salary range. $1.664 to $1,923 per
month, plus excellent fringe benefit package.
Closing date for applications is Awgust [,
1975. Send résumé to: Andy McCown,
City Manager, Cily of Englewood, 3400
South Elati St., Englewood, Colorado 80110,

CHIEF OF POLICE, Barrington, Illinois.
An established community of 10,000 in the
northwest suburbs of Chicago. with diversi-
fied economy employing 8,000 and a large
commuter population. Present police chief
is retiring. Requires extensive law enforce-
ment experience with a minimum of three
years in a supervisory or administrative
capacity. College degree preferred but a
combination of extensive law enforcement
schooling with progressively responsible
work experience will receive equal consid-
eralion. Some experience in inlergovern-
mental relations will be helpful. Department
comprised of 18 sworn and six civilian
personnel; presently expanding to offer con-
tractual services to other communities in the
area and will be expanding force during the
year; $600,000 budget. Selections and pro-
motions conducted by Board of Fire and
Police Commissioners. Since 1964, village
has operated under modified council-
manager form of povernment; village presi-
dent is appointing authority for the police
chief. Salary range, $21,000 to $26,000;
present salary $22,500. Psychological inter-
view and polygraph testing will be con-
lucted for final applicants. Send résumé to:
Director John D. Madl, Police Service Bu-
reau, Illinois Association of Chiefs of
Police, 120 West Eastman Ave., Arlington
Heights, Tllinois 60004,

CHIEF OF POLICE, Sewickley, Penn-
sylvania. Wanted for 12-man force in attractive
6,500 population suburb of Pittsburgh. Career
opening at excellent salary and benefits. Send
confidential full résume’ salary requirement, Lo:
Police Committee, Municipal Building,
Sewickley, Pa. 15143. Those with present loca-
tion within 350 mile radius preferred. EQE.
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CHIEF OF POLICE, Forest Park, Illinois.
Population 15,472. To command 30 police
officers and six civilians. Appointed by coun-
cil of mayor and commissioners. Salary
range $17,800 to $20,000. Applicant must
have extensive Jaw enforcement experience,
particularly at the administrative and man-
agement level. College preferred but ap-
plicants with extensive law enforcement
schooling and training will receive equal
consideration. Applicant chosen for position
will support community and its activities,
Complete physical examination. Submit
résumé in confidence with recent photo to:
William R. McKenzie, Village Clerk, Village
of Forest Park, 517 Desplaines Ave., Forest
Park, Tlinois 60130,

CHIEF OF POLICE, Camden, Arkansas.
Progressive community of 17.000, located
in scenic south-central Arkansas, seeks a
highly trained person who is capable of
developing a professional police force and
sound community relations, and who has a
record of successful application of modern
management techniques. Chief is responsible
for the planning, development, and direction
of a complete program of police administra-
tion and law enforcement services in a de-
partment consisting of 24 uniformed and six
civilian personnel. Candidates should have
a minimum of five years of progressively
responsible law enforcement experience and
demonstrated supervisory and administrative
ability, Salary negotiable depending upon
education and experience. Full range of
fringe benefits. Send current résumé, includ-
ing salary history, to: John L. Bloomberg,
City Manager, City of Camden, P.O. Box
278, Camden, Arkansas 71701,

CHIEF OF POLICE, Burbank, Illinois,
This city, population 32,000, is creating
its own police department after four years
of contract law enforcement since its incor-
poration in 1970, Burbank is a suburb of
Chicago, located in southern Cook County.
Nearly 50 percent of its population is under
twenty years old. The city seeks an aggres-
sive and progressive chief of police with a
particular emphasis on youth orientation.
The chief will build the department with an
initial anticipated complement of 20 to 30
officers. Applicants should have at least six
years of progressively responsible super-
visory and administrative experience in mu-
nicipal police work, with at least two years
of command experience. Associate or four-
year degree in law enforcement or related
areas, with special emphasis on youth prob-
lems preferred. Salary open. Send résumé,
hefore February 15, 1975, to: Chief Arthur
G. Hess, Chairman, Police Selection Com-
mittee, 960 State National Bank Plaza,
Evanston, Illinois 60201.

CHIEF OF POLICE, Greenwood, South
Carolina, Established community of approx-
imately 22,000: 55 police employees. Must
have extensive law enforcement experience,
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particularly at the administrative and man-
agement level. College degree preferred but
upplicant with extensive law enforcement
experience, schooling, and training will re-
ceive equal consideration. Police chief re-
ports directly to the city manager. Salary
negotiable. Submit résumé no later than
January 1, 1975, to: R. Travis Higginbotham,
City Manager, P.O. Box 40, Greenwood,
South Carolina 29646,

CHIEF OF POLICE, Wauconda, Illinois.
Village of 6,000 in northern Tllinois needs
chief of police. Twelve-man force; salary
$17,088. Send résumé to: John E, Dianis,
Mayor, Village of Wauconda, 100 Main St.,
Wauconda, Illinois 60084,

CHIEF OF POLICE, Burbank, California.
Seeking applicants with necessary academic
training, technical experience, and demonstrated
effectiveness in innovative team management of a
law enforcement agency employing at least 100
sworn personnel. Requires ten years full-time,
paid experience at level of captain or higher.
Must hold, er be qualified to hold, an Advanced
P.O.S.T. Certificate by the close of the filing
period. Salary, $33,204. Applications received
after November 30, 1975, will be held pending
need. Apply: Personnel Department, City of Bur-
bank, P.O. Box 6459, Burbank, CA 91510.
(213/847-9721)

CHIEF OF POLICE, Emporia, Kansas.
Desired qualifications: five years of admin-
istrative experience in law enforcement;
graduation from accredited college or uni-
versity; however, experience in combination
with college work or professional training
may be considered; and understanding of
law enforcement structure and administra-
tive techniques and practices. For applica-
tion and further information, write to: Per-
sonnel Officer, City of Emporia, P.O. Box
928, Emporia, Kansas 66801.

PUBLIC SAFETY DIRECTOR, Haver-
ford Township, Pennsylvania. Suburban
community adjacent to Philadelphia, popu-
lation 57,000, area ten square miles. Salary
range $19,000 to $22,000. Requires college
degree or equivalent work experience, at
least ten years of experience in the public
safety field, a strong leadership and admin-
istrative abilities, and working knowledge of
moedern public safety techniques. Dutles in-
clude command of 70 uniformed police and
attached civilian personnel, coordinating a
volunteer firefighter program, civil defense
operation, and other related activities. Ap-
plications will not be accepted after Decem-
ber 31, 1974, and may be submitted to: Per-
sonnel Direclor, Haverford Township, 2325
Darby Rd., Havertown, Pennsylvania 19083.
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ployees, operates on an annual budget (1973) of $16.4 million dollars,
up 27 percent from the previous year. Police are the largest single
department in the city government in terms of expenditures, repre-
senting just under one-quarter of the entire city budget. Something
of the arrest and crime activity in the city is illustrated in the Police
Bureau 1972 Reports attached to this memorandum.

The command organization of the department was reorganized in the
summer of 1973 as illustrated in the following diagram (see p 1A).

The present Chief of the Bureau, Donald I. McNamara announced
his plans to retire as Chief in July of 1973 under the provisions of the
newly enacted in-grade retirement plan passed by the City Council.
Two of the three former deputy chiefs (under the old Bureau organiza-
tional structure) have announced their retirement, and the third deputy
is expected to retire when he becomes eligible in January of 1974,

The Police Bureau has a reputation for effective and honest law en-
forcement, as well as a cooperative attitude toward other criminal
justice agencies. The educational level and quality of Bureau person-
nel and management is high, due in part to the Bureau requirement
that officers must have completed at least two years of college within
five years of service. The police union is an aggressive bargaining agent
and has the reputation of being a progressive and positive force for
improvement in the department. A copy of the most recent union
contract is attached to this memorandum. The Bureau has five Black
officers while 5 percent of the city’s population is Black.

Some Recent Developments of Importance to the Portland Bureau

There is no lack of new funding and new activity in the department.
The number and the scale of projects presents the opportunity to
initiate change in the Bureau as well as the challenge of controlling
and orchestrating so much activity.

The major developments of significance are:

A) Reorganization of the Bureau. Positions noted on the organiza-
tion chart have been filled with interim appointees awaiting the
selection and arrival of the new chief. This reorganization had
been under discussion since early in 1972, when proposals for
the Bureau’s Impact operation (see D below) generated signifi-
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cant issues with respect to the Bureau's management structure.

Police-Sheriff Consolidation. Should the voters approve the pro-
posed new City-County combined charter in May of 1974, a con-
solidated government would presumably be in operation in January
of 1975. In preparation for such a possibility, the city and county
have obtained a $100,000 grant from LEAA to plan for consolida-
tion of the two police agencies. The project difector, Mr. John
Angell, formerly of the Dayton, Ohio, Police Department, began
work on this effort in June of 1973.

The Department of Public Safety of Multnomah County has about
250 sworn personnel out of 350 employees. The budget for the
department in 1972 was approximately five million dollars. The
Sheriff’s office is perhaps best known as being the first local law
enforcement agency in the county to require a college degree as a
condition of employment.

The “‘Resources Maximation” Project is funded with a $50,000
LEAA grant and blessed with a rather open-ended description
of the program. In simple terms, it makes available to the Chief
of Police as Project Director, over a 24-month period, $12,000
for travel of Bureau personnel to other departments to learn of
new developments in policing, $20,000 for management consultant
work, and two persanal staff positions (a Special Assistant and an
Aide) in order "“‘to achieve improvements in the administration of
police functions.”

The Impact Program. Portland is one of eight “Impact”cities in the
nation that have been promised twenty million dollars over a three-
year period to launch a major effort against certain serious “street”
crimes (murder, robbery, rape, and aggravated assault between
strangers) and burglary. The Portland Impact program calls for the
allocation of almost 70 percent of the funds to adult and juvenile
corrections activities, and a considerable amount of funding for
prevention activities like street lighting, youth diversion, and citizen-
oriented crime prevention,

The police component of the Portland Impact plan consists of
the development of a special “Strike Force” section reporting to
the Bureau’s Director of Operations that will give special direction
and guidance, through the field operations and precinct structure, to



teams of police officers, on overtime, specially deployed to com-
bat burglary and robbery by saturating high-crime areas. Extension
and development of mobile crime laboratory facilities will increase
investigative capabilities, and the installation of series of silent
alarms will be coordinated with the efforts of burglary teams. A
complete modern land mobile radio communications system will
be installed in the Bureau. Total funding is $1.5 million for the
first year, and a projected $4.1 million over a three-year period.
Special mention should be made of a reservation of $750,000 of
Impact funds under the project title of “Police Models” to permit
“implementation of innovative policing models” based on the
experience of the Strike Force, communications installation,
and police-sheriff consolidation efforts.

E) The DUIIL Program. The Federal Department of Transportation
has funded a $114,600 program in the Bureau to detect drunk
driving and reduce accidents caused by drunk drivers.

F) The Columbia Regional Information Sharing S ystem (CRISS). The
CRISS system is part of the state connection with NCIC in Wash-
ington, D.C., and the Bureau has a $55,000 grant to implement a
section of the information system in the department.

G) Other grants include a $12,800 negligent homocide investigative
project, a minority recruitment program ($30,000), the DALE
program ($30,000) and an LEAA-funded ($236,000) regional
narcotics unit.

The Terms of Employment of Chief,

The Chief of the Police Bureau is exempt by law from the rights and re-
quirements of the Portland civil service system. The Chief is required
by the City charter to have had “at least ten years active police ex-
perience”. He is appointed by the Mayor and is accountable to, and
serves at the pleasure of, the Mayor. The annual salary for the position
is $26,000, but legislation is now under consideration which would
raise the salary limits beyond this figure. Retirement is permitted at
age 55 after 30 years of service with pension benefits equal to__percent
of the average salary of the last two years of employment in the Bu-
reau.

The Mayor and his Priorities in Policing.
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Policing and Criminal Justice problems have been high priorities for
Mayor Goldschmidt in his personal and political career. Until 1971,
when he ran for City Council, the Mayor was an attorney for the Legal
Aid Society. Although Legal Aid in Portland does not handle criminal
defense work, the Legal Aid experience did increase his awareness of
police-community problems in the city. While he was a member of the
City Council, Goldschmidt became intimately involved in criminal
justice issues: he led the successful effort to consolidate the courts;
prosecution, detention and probation agencies of the city and county,
and he was head of the city LEAA and Impact efforts and is still the
city’s representative on the Oregon Law Enforcement Council, the
State Planning Agency responsible for the allocation and planning of
LEAA funding.

When he announced and ran for Mayor, Goldschmidt was identified
politically as a police-concerned candidate, something of a departure
from the Portland tradition of Fire Department-oriented Mayors.
Goldschmidt was elected Mayor in May of 1972 as a result of achieving
a plurality of the votes in the elimination primary, and while he was
Mayor-elect, he undertook from the retiring Mayor the job of Public
Safety Commissioner.

The Mayor’s priorities with respect to police are reflected in the de-
partmental reorganization. He supports simplification of the command
structure to focus accountability; abolition of a separate police-com-
munity relations program in favor of the infusion (as a matter of
command policy) of community relations attitudes in the operational
structures of the department; the integration of internal inspections,
citizen complaint response, and planning and research into the policy-
making structure of the Chief’s office; and broadening decision-making
authority to permit a higher degree of responsibility on the part of
precinct commanders and officers in the field.

The Mayor has particular interest in measures affecting relationships
between the police and the communities they serve, e.g., the extent
to which police understand and utilize other components of the social
services system, the nature of police training and attitude formation
with respect to community life, and the recruitment of minorities
and women into the department. He is less committed to a particular
model of police organization and activity than to the critical impor-
tance of a Chief who demonstrates effective management skills and
who shares some of his primary policy concerns.
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APPENDIX E: Application for the Position
of Superintendent of Police,
St. Louis County, Missouri,
1972






vel 1 nal]

Are you an American citizen?

Social Security No.

Mr.

Mrs,

DATE

MIDDLE

FIRST

LAST

Miss

Address

ZIP

STATE

CITY

STREET

APPLICATION

for the position of

SUPERINTENDENT OF POLICE

Office of Executive Secretary to the
Board of Police Commissioners
Post Office Box 11528
St. Louis, Missouri 63105

INSTRUCTIONS

Type or print. Complete the application thoroughly and accurately.
If any questions do not apply te you indicate by entering N/A,
Attach additional sheets in instances where insufficient space is
provided in the application for you to complete your answer,

NOTICE: The | of this the St. Louis
County Police Departmant to conduct an extsnsive background

investigation of tha applicant.
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EDUCATIONAL STATUS

:2:.‘." me snd Address of School Courses Majored in c"';";"':;l'::d"' Gﬁ’:g‘::'; Lot Your
Elsmentary 5 6 7 8 Yes No 19
High School 1.2 3 4 Yes Mo 19
Callegs 12 3 4 19
Srekens 12 3 4 19
Teate Schaol 1234 19
Night sengol B 19
ARE YOU TAKING COURSES Enter foreign languages and indi- Reading Speaking | Undentanding]  Writing
AR ERERSNTAAE ¥esl neld ;-‘;;:.‘;;“,fx‘f.";’nw;:g:;’;;,‘;:r}g Excl] Excl|Good] Fair | Exel Good) Farr Excl Good|Far]
WHERE? MAJOR
HEALTH STATUS
Haight in. Weight ibs.  Areyouin good health? Date of birth
Da you have naw, or have you ever had any of the followingaitmants? [ JYes [ INo 1 yes, indicate which
[OHigh Blood Prassure [JHeart Trouble [CINervous Disorders Quicers  CIEpiepsy [T uberculosis OlHecnia
[DArshritis ar Rheumatizm  [JBack Injury [Ovaricose veins Opisbetes Have you any handicaps in the following
OIHearing Ospeech OFeet [OHandgs  [sight Any serious iliness,
injury, or operation? Have you ever been injured on the job?
Dt of last phyzical examination? Are you willing ta submit to physical examination?

MARITAL STATUS
Number of Children D

singla Marrisd Separated Divoread Widowed Ages

If single, are vou engaged to be married?

14 marrieg, name of spouse Spouse’s age
In case of smergency or sccident wham shall we notify ? {other than spouse] Name

Address i i Telephone Number

MILITARY RECORD

Have you served in the U.5. Armed Forces? [_Ives, [ Mo; lif yes) In what branch did you serve?

Dates on activeduty: From — /119 To /18 . Rank at discharge

Type of discharge Overseas Service

Are you a mamber of an active reseré organization or national guard?

Special Training Received

Are you now, or have you ever been a member of or sympathetic with any organization cited as subverstve by the Attorney General of the U.S.?

1f yes, axplain.
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ECONOMIC STATUS

De you rent? House [ ; hotet O ; e, 0 raom private home [J ; own home (.

I8 your tpouss smployed?  LNo, Ovves. What kind of work?

Name of smployer How many people are dependent upon you for support?
Do you carry life insurance? Amount § Has your for suraty bond ever bsen declinsd?
Do you own 8 car? Make Mogel Year
PERSONAL AND SOCIAL STATUS

Have you ever held leadership position in social, fraternal, or civic organizstions’  [Yes  [INo 11 50, what?

Have you ever been arrested, charged, or held by any law enforcement agency (federal, local, or militery]? for other than a minar traffic vielation?

Oes O ne [1f “'ves” give details}
Hobbies or interests {past and present)
Fath Cyes  Ono
Mame Address City/State Living
Mother: Cves  [no
Nare Address City/State Living
What is (wasl your father's vacation, pasition or husiness? mother's?
If related to anyone in our employ, state name and department
EMPLOYMENT RECORD
List your present employment followed by the history of changes in title and employment with dates of each change,
Fmploysr's Nome Vour Titla [Oote — Mo, 7r. Mo, ¥r.
Address [ Reason for Tsaving From To
Work Dazcriptian olary per Monih: First Tast
CIFult Time
[Part Time Hrs, par waak
Titla & nome of Suparvizor
i YosO  no0
Employer's Nams [ Your Tiile Dots — Mo, Yr Ma. Ve
Addeess | Reason for laaving From To
Work Description Solary per Month: First Tast
O Full Tima
OPart Tima  Hrs. par wask
Titla & name of Supsrvisar
Supervizery: Yozl NoJ
Employer's Nome | Your Titla Data —  Ma. Tr. Mo, Y,
Addrass | Reoson for leoving Fram Ta
Wark Dascription Solary par Month: First Last
CIFull Time
DPort Tima __Hes, por week
TTie & name of Supsriiior
Supervizary: Yes (] No [J
Employer s Mame [ Your Title Data —  Ms. Yi. Me. Yr.
Address. [ Reason for laaving From To
Work D Salary par Month; First Last
OFull Tima
Olpors Time _His, onr wask
Title & me of Supervisar
Supervisory: Yes[]  No.[J
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BUPERVISORY RECORD

List the information requested concerning each position you have held in which you had supervisory responsibilities. If you have
worked in more than one organization, indicate each organization and the data separately. Under the column headed “Nature of
Positions Supervised™ list appropriate terms as indicated by the following: administrative; supervisory, technical; investigative; patrol;

clerical; etc,

PERIOD NUMBER NATURE OF
POSITION POSITION HELD OF POSITIONS POSITIONS
HELD FROM - TO SUPERVISED SUPERVISED
ADMINISTRATIVE EXPERIENCE
1. Have you designed or performed any major administrative or systems analysis studies?  Yes— . No

if, yes, explain:

2. Describe your experience, if any, in the preparation of operational and capital budgets.
3. Describe your experience, if any, in planning and/or dirécting community relatians programs,
4. Have you had experience in designing or working with compurer based records and statistics systems?  Yes No
I, yes, explain;
5. In your —__ vears of administrative and suparvisory ience, you have ended disci Y measures against persons of wham
were actually disciplined.
8. In your—____years of administrative and supervisory experience, you have recommended the dismissal of _____ persans, of whom

were actually dismissad.
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ADMINISTRATIVE EXPERIENCE (Cont.)

7. State briefly your opinion of formal perfarmance evaluation systems and their sppropriateness for use in determining salary increases and
promotions,
RESIDENCES
PRESENT:
(DATESTFROW 1o TELEFHGNE NG

NEXT
PREVIOUS:

HUMBER & STREET

CITY B STATE

Z1P CODE

FROM T

NEXT
PREVIOUS:

TELEPHUNE NG,

NUMBER & STREET

CITY & STATE

ZiF CooE

FROM  TO TELEPHONE NO.

PERMANENT ADDRESS:

Enter what you consider your parmanent

NUMBER & STREET

ome address if different fram present address

CITY & STATE

ZIF CODE

NUMBER & STREET

CITY & 5TATE

ZiP CODE

REFERENCES List three persans who are NOT related 10 you and who have definite knowledge of yaur qualifications end fitness for
the position for which you are applying. Do not repeat names of supervisors,
Name Business or Pasitian Address Telephons How long
Profession nown
1.
2
3.

List three personal references who are not related to you,

PRE-EMPLOYMENT STATEMENT

| certify that to the best of my knowledge the foregoing statements and medical history information given by me are accurate and

complete. | understand that any misrepresentation or omission by me herein will be sufficient cause to eliminate me as a candidate

for the position,

Signature

Date
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APPENDIX F: Inglewood, California, Recruitment
Brochure and Application, 1970



The Police Chief we seek is one who is copable of filling this highly responsible executive position as
a very impartant and integral port of the Administrative Officer’s management team.

An executive salary plon provides for appointment within a current monthly salary range of $1685 1o $2258.
All sclary increases after oppointment are given on merit in ony deserved amount, The salary range and
individual performance are reviewed at least annually.

The City of Inglewood has embarked on many exciting administrative and community programs, including
performance budgeting, data processing, and employee labor relations. A multi-million dallar revitalization
of our downtown and a $27 million dollar Civic Center and County Courthouse and related buildings are
underway.”

Inglewood is a highly urbanized community containing nine square miles having 80,000 popu-
lation. The Forum and Hollywood Park Racetrack for sports events of every nature are in the
City, and Los Angeles Internationa! Airport is immediately adjacent. The Palice Chiet must
guide the activities of this 207 man Department on a three miltion dollar budget with tact,
initiative, insight, administrative ability, and good judgment and understanding of community
relations. As part of the administrative team, the effective, efficient, and economical use of
manpower and a positive and effective public relations program is mandatory in providing this
City with excellent law enforcement services. The Gity is undergoing a unique ethnic pattern
change in that 10% of the total population are newly arrived, well-educated, middle class
members of minority groups. All these factors demand sophisticated services from the Police
Department.

The City's present police facility is being expanded and modernized at a cost of over one million dollars
as part of the new Civic Center. It is shown below.

To participate in this selaction process, you should have a degree in Police Science or a related administrative
field from an accredited university or college, supplemented by considerable recent police administration
experience, preferably in California. A combination of applicable university and college education taken
toward complstion of a degree, -and public safety administrative experience will be evaluated and may be
accepted.

The selection procedure will consist of three parts. The first part, qualifying only, is an evaluation of
candidates’ applications and resumes. The second part, also qualifying only, is a written essay examination
to be taken by the candidate in his home on a ciosed book basis, and to be evaluated together with the resume,
by a seven member evaluation panel. The third part, weighted 100%, is a personal interview by a seven member
interview panel. Final reference checks, medicals, and background investigation will be conducted for the
top threa candidates after completion of tie selection process, with final appointment being made by the
Administrative Officer, subject to City Council review.

All employees must reside in the City within one year atter employment.
Filing deadline is 5:00 p.m., P.5.T., December 11, 1970.

Additiona! information about the Department, Ciry, and fringe benefits will be sent on request after receipt of application.

No provisional or temporary appointment has been or will be made. This is a complerely open selection process which
iz baing advertised nationally.

September 4, 1970 Inglewood is “'A Fair & Equitable Employer” EPN 8170
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Date Received

CITY OF INGLEWOOD T e
Application for Employment

POLICE CHIEF

RETURN T0:

III.

Personnel Office
City Hall

105 East (ueen Street
Inglewood, CA

APPLICANT: NOTE: This form is to be completed and additional materials attached as

reques ted.
Name Birthdate
Bus, Tel.

Home Address Home Tel.
Height Weight Single __ Widowed _ U. S. Citizen Yes _

Married__ Div.or Sep._ No
Have you any minor or major physical defects Your Driver's License
or ailments? (kxplain on other side.) Number
Yes _ No _ Expiration Date

Manth Year

Are you a veteran? Branch of Date Date Rank or
Yes No Service Entered Released Rating
Arrest Record? VYes No ! / /

(Explain details in resume)”
EDUCATION

Attach resume stating complete history of education.
PUBLIC EXPERIENCE

Indicate the number of years you have exercised direct supervisory or administrative
control over the following police activities:

office budget preparation departmental in-service training
office budget management police records management
_____Organization development
personnel administration
Community Ralation Programs
Public Relaticns Programs

Brief record of accompiishments you have made in your present employment and community
activities.
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vI.

VII.

90

EMPLOYMENT RECORD

Attach resume covering all applicable work experience stating employment dates; posi-
tion description; salary; employer;and reason for leaving or changing jobs.

EXPERIENCE IN DEALING WITH PUBLIC

Indicate briefly your experience in dealing with the public which would be pertinent
to this high-level administrative position.

TRAWSMITTING LETTER

Please provide a cover letter of not more than 150 words stating why you are applying
for this position.

If additional space is needed to answer questions on this application, supplemental
sheets may be attached or provisicns made in your resume.

Certificates or Licenses of-Professiomal or Vocation Competence:

Membership in Professional or Technical Associations and offices held:

Certificate of Applicant (Read carefully before signing.)

1 hereby certify that all statements made in this application and the at-
tached resume are true and complete and that any misstatement of facts will subject
me to disqualification or dismissal.

Date Signature in full

4 CITY OF )

INGLewooD callFarnia




APPENDIX G: Application and/or Resume
Appraisal Guide,

Inglewood, California,
1969






Personnel Office

City of Inglewood

APPLICATION AND/OR RESUME

Candidate's Name:

APPRAISAL GUIDE

Position:

Date:

Basis of Percentage Ratings based on
raw score as determined by adding up
points indicated for each category

Neatness and Clarity of Resume |

|

I

and/or Application

Educational Background ;

Sraddard e ficieal

Ereariy b Tt Rl Saricfacriy

Car=randingl:
Seed DRy

Extent of Work Experience |

Technique of Presenting and l

Organizing Resume and/or
Application

Overall quality of Resume and/or !

Application in view of job re-
sponsibilities

How well does his/her experience |

£it him/her for the responsibil-
ities of this position? As com-
pared to other applicants?

55

0 1 2 3 4 5
60 65 70 80 90 100
] 5 14 8 24 3p
ci;z_;f{dgfgu’ 5‘5\;-?;3::’ Salksiaclory Good :mggc:;m“.

Over-All Raw Score:

(14 is Qualifying)

Evaluator's Signature:

10/69
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APPENDIX H: Recruitment Brochure,
Seattle, Washington,
1970

(The brochure was prepared for the City of Seattle by McCann Associates,
a public management consulting firm.)






THE

CITY OF SEATTLE
WASHINGTON

IS SEEKING A CHIEF OF POLICE

STARTING SALARY $26,000
APPLY BEFORE APRIL 25, 1970

SEATTLE IS AN EQUAL OPPORTUNITY EMPLOYER
97



This opening for Chief of Police of the City of Seattle, Washington,
affords a great challenge and an outstanding opportunity for professional
advancement in police administration. A firm foundation for an outstand-
ing police force exists in Seattle’s enlightened political leadershin, its good
basic police organization and its adequate financing Innovative, progres-
sive, vigorous leadership can easily develop the Seattle Police Department
into the finest big city police organization in the country.
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THE COMMUNITY

Seattle, the hub of the rapidly growing Pacific Northwest, has about
600,000 population. The Seattle-Tacoma-Everett metropolitan area is
estimated at 1,000,000 people.

Seattle is considered to be a white-collar city with approximately
53% of its population engaged in professional and service occupations.
The levels of education, median family income, and home ownership in
the Seattle area are high compared to the United States generally. The
Seattle-Tacoma-Everett area is ranked as the third largest metropolitan
economy on the West Coast and one of the fastest growing in the nation.
More than one-half of the 1.2 million jobs in the state are concentrated in
this area. There are 30% more professional and white-collar workers per
100,000 population than the national average.

Optimism for the economic future of Seattle is high. Industries are
growing at an unprecedented rate. Total employment in the Seattle-
Tacoma-Everett area is expected to increase 32% during the period
1865-1975.

Excellent public and parochial schools are located here. The Univer-
sity of Washington, Seattle University, Seattle Pacific College, and several
community colleges are in the Greater Seattle area.

The community as a whole demonstrates a commitment to “‘quality
living.” The famed 100-acre Seattle Center serves as the cultural, enter-
tainment and recreational focus of the community. Downtown theatres
book plays, musical and stage shows, and film houses schedule first-run
U.S. and foreign films.

The Olympic Peninsula’s ocean beaches and Puget Sound provide
water sports and boating. The Cascade Mountains provide hunting, fishing
and outdoor life and Mount Rainier is to be climbed because “it is there.”
The city has entered on a $65 million expansion and improvement of its
already excellent and extensive park and recreation facilities.

Further description of what Seattle offers may be found in the
brochure entitled “Seattle—the Swinging Gateway” which accompanies
this brochure.
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THE FORWARD THRUST CAMPAIGN

Forward Thrust is a community sponsored, financed and operated
organization of citizens concerned with effective long range planning of
capital projects and the maintenance of proper priorities.

One of its major projects is a rapid transit system for the Seattle area
at a cost in excess of a billion dollars. On the ballot May 19 will be a bond
authorization proposition for $440,000,000 for the local share of the cost
of the transit system.

Another ballot proposition on May 19th, is a Public Health and
Safety Facilities Bond issue of $40,100,000. This will provide a variety of
facilities for the Seattle Police Department and the police departments of
other cities in the County, including sorely needed additional head-
quarters space for the Seattle Police Department, a county correctional
facility available to all municipalities in the county, and a rehabilitation
center for Seattle’s "'skid row’ habitues.

THE GOVERNMENTAL STRUCTURE

The City of Seattle operates under a strong mayor-council form of
government. Executive and administrative control of the city is vested in
the mayor who is elected for a four-year term. Except for the other
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elected positions of comptroller, corporation counsel, treasurer and
municipal court judges, the mayor appoints all boards and department
heads subject to city council confirmation.

In November 1869, the voters of Seattle elected Wes Uhiman to be
Mayor for the next four years. At 34, he has already been an experienced
attorney and state legislator, and has established a reputation as a strong
and progressive leader open to new and innovative ideas and programs.

The city council consists of nine members, all elected at large with
staggered four-year terms. Recent elections have greatly changed the
character of the City Council, so that it also is progressive and enlight-
ened. Many of the appointed city department heads are also young,
vigorous men.

The city government provides ali"the usual municipal services and in
addition operates a municipal electric power utility and public transit, The
city has an extensive system of parks and recreational facilities including
playgrounds, a zoo, three public golf courses and numerous beaches and
boat moorings for its outdoor-oriented population.

ABQUT THE POLICE DEPARTMENT

The Chief of Police is the top executive of the Seattle Police
Department. The city charter provides that the Chief of Police shall
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manage the Police Department and be responsible to the Mayor for the
administration of the Police Department and the enforcement of law.

The Mayor expects the Chief of Police to run the Police Department
in accordance with the Mayor's basic philosophies. Within this framework,
the Chief will initiate police policies and procedures for the operation of
the Department. The Chief appoints and promotes all sworn and civilian
personnel, in accordance with civil service procedures. The Chief has full
disciplinary powers and can suspend, demote or dismiss employees, sub-
ject to appeal to the Civil Service Commission.

The Chief has full authority to organize and reorganize the Depart-
ment and to direct its operation with established policies. The organiza-
tion chart of the Seattle Police Department is shown on pages 8 and 9.

The 1970 strength of the Department of 1150 sworn men and 260
civilians is slightly better than two per thousand population. In 1969, 120
additional men were authorized. The Department is in the process of
hiring civilians to staff the jail, thereby releasing sworn men for palice
duties.

The working hours are equivalent to 40 hours per week with a six-on,
two-off cycle, and five watches in the Patrol Division. Men are paid
overtime at time and a half for work in excess of eight hours a day or 40
hours a week.

Policemen candidates are vigorously recruited and hired after careful
screening by the Civil Service Commission. All new men are required to
successfully complete a 13-week course in the Seattle Police Academy.
The Department is a young department; the average length of service of all
sworn employees is sbout four years. The average level of education of the
Department is about one year of college and over 200 men are currently
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attending college.

About 99% of the men of the rank of Sergeant and below are mem-
bers of the Police Officers Guild, an independent professional employee
organization which is not affiliated with any union or other police
employee organization. The Guild is the recognized bargaining unit for its
members and has & contract with the city covering wages, fringe benefits
and working conditions. State law provides mediation in the event a
dispute cannot be resolved and authorizes binding arbitration by volunteer
agreement of the parties.

A Conference Board made up of three Guild members, the Chief and
two Assistant Chiefs, meets monthly to discuss a prepared agenda of
major problems involving police work.,

The Department has about 150 patrol cars, operates about 2/3rds of
its patrol beats with one-man cars, and is buying three helicopters. In
April a new $800,000 central communication system will becomeopera-
tive. This will include police, fire and emergency services. A complete
computerized records system will also become operative shortly.

The headqguarters functions of the Seattle Police Department are
housed in a new, well-planned Police-Health Building in downtown
Seattle. The additional space, expected to be made possible by the Public
Health and Safety bond issue will probably be obtained by moving the
Health Department to other premises and turning over their space to the
Police Department.

Unusual organizaticnal features of the Police Department are the
Internal Investigations Division and the Water and Air Patrol Section. The
Cammunity Relations Division is especially effective. One of its activities
is a “ride-along” program for adults in which interested citizens ride with
a Community Relations Officer and answer police calls with patrol cars.
Severzl hundred names are on the waiting list for this program.

Departmental activity is summarized in the table below:

1968 1969 1870
Actual  Estimate Estimate
Apprehension Activity

Crimes Investigated (Major Cases) 58,863 76,500 88,000
Juvenile Cases Investigated 11,635 12600 13,600
Arrests (Excluding Traffic Arrests) 22,678 17,000 17,000
Traffic Arrests and Citations 309,215 262,850 260,000
Prevention Activity
Public Information Presentations 600 1450 1,475
Public Information “Tours" 21 48 60
Other (Displays) 10 14 .18
Both
Traffic Accidents Investigated 11,641 11,000 11,000
Complaint Calls Received 228,504 259,000 270,000
Complaint Calls Acted Upon 170,488 200,600 230,000
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THE POLICE SITUATION

Seattle is about 15 miles long and three to five miles wide. Lakes, a
large river, a ship canal and a large bay all divide the city. Interstate
Highway B, the main north-south route, runs through the city just east of
the downtown business district. Located on Puget Sound, Seattle has a
major harbor area to be policed.

Puget Sound and Lake Washington form the entire west and east
boundaries of the city. Two floating bridges across Lake Washington give
access to built-up suburban areas east of the city. On the north and south,
the city is bounded by fully-developed unincorporated areas of King
County and by other municipalities, but the boundaries are not physically
obvious.

In 1967, The International Association of Chiefs of Police completed
a comprehensive survey of the Seattle Police Department. Many of their
recommendations have already been implemented.

In the fall of 1969, the Police Chief, who had been appointed Chief
in 1960, retired after 27 years of service. At the time, the.newspapers
reported without confirmation that the retirement resulted from a ““Palace
Revolt' of three of the four Assistant Chiefs. The Mayor at that time,
who did not run for reelection, appointed the Major who commanded the
Patrol Division as acting Chief, pending recruitment and selaction of a
permanent Chief.

For many decades the publicly avowed policy of elected and
appointed officials of the city had been to tolerate locally controlled
gambling. This included bingo and public card rooms. Largely as a result
of disclosures resulting from a major "raid’” in 1969, the policy of
tolerance has been replaced by a policy of strict enforcement,

In 1969, the Federal Grand Jury for Western Washington started an
investigation into violations of Federal laws in Seattle and King County,
with particular reference to gambling. In January, 1970, the Grand Jury
indicted the former King County Sheriff for perjury in connection with
the investigation and in February 1970, indicted the operators of several
geambling enterprises.

Wide streets in the downtown area, the wise use of limited access
roads to mave traffic, including a waterfront viaduct, metered parking and
good traffic engineering and enforcement have kept Seattle's traffic prob-
lem under control.

The crime situation in Seattle is portrayed by Part | offenses
reperted in the Uniform Crime Reports. In 1968, the total was 25,242 or
4,207 per 100,000 population. In 1969, the total was 35,186 or 5,854 per
100,000 population, an increase of 39%. The comparable rate from King
County excluding Seattle, is 2,570 per 100,000 population.

Seattle is reported to have less organized crime than many similar
cities. For a substantial period, the Seattle police were seriously hampered
in preventing street-walking by a court decision that invalidated state laws
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against loitering or soliciting. As a result, street-walking was rampant.
Newly adopted laws have largely eliminated the problem.

Juvenile problems are typical of any large city, with considerable
delinquency among children of economically underprivileged families in
three sections of the city. The public school system maintains its own
security force with police powers. Its function is largely investigation. In
addition, an active radical left, largely centered on university campuses, is
a problem typical of several West Coast municipalities. Serious disturb-
ances occurred at the Federal Court House as an aftermath of the Chicago
Seven trials.

Seattle has several minority groups, Oriental, Indian and Negro. The
Negro population, estimated at 10% of the city's total population, is
concentrated in a section called the Central Area east of the downtown
business district  Several schools at each level are 50% to 90% Negro
despite a program of voluntary busing of white students into Negro
schools and Negro students into white schools.

Despite the small portion of population, Negroes and Negro organiza-
tions are greatly concerned with police problems and have alleged that
Negro offenders are systematically treated differently than whites
involved in the same offenses. The Black Community is very much
concerned with the type of person to be chosen for Chief.

ABOUT THE JOB

The starting salary for the position of Police Chief of $26,000 is
supplemented by generous fringe benefits. A new liberalized pension plan,
under State law, provides a generous pension after retirement and a
widow's benefit if the Chief dies, whether or not service-connected, prior
to retirement. This benefit is 50% of salary to the widow for her life or
until she remarries and can be up to 60% if there are minor dependent
children.

A $5000 life insurance policy is provided and the Chief can purchase
up to $26,000 additional at a nominal cost. The City provides hospitaliza-
tion, surgical and major medical protection for the Chief without cost and
the Chief can purchase similar coverage for his family. Twelve working
days vacation is granted in the first five years of service, and the vacation
allowance increases by two days additional for each five years of service
up to 25 working days. Six months sick leave with full pay is allowed and
thereafter half pay disability retirement.

It has been the custom of the city to pay the moving expenses of
persons appointed to positions as heads of departments.

WHY NATIONWIDE RECRUITMENT?
The Seattle City charter provides that the Chief of Police shall be

appointed by the Mayor, subject to confirmation by a majority vote of all
members of the city council. He shall be selected by the Mayor from
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among the three highest ranking candidates in a competitive examination
to be conducted under the direction of the Mayor.

After his election in Novemnber, 1969, Mayor Uhlman appointed a
seven member Chief Police Selection Committee to carry out the pro-
visions of the charter in the selection process. The chairman of the
committee is Bennett Feigenbaum, Assistant General Attorney, Pacific
Nerthwest Bell Telephone Company. The members of the committee are:
G. John Doces, a prominent downtown businessman and civic leader: R.
Mort Frayn, a printing executive and a member of the Board of Regents
of the University of Washington; Reverend Samuel McKinney, pastor of
Mount Zion Baptist Church (largest predominantly Black church in the
State) and past-President of Greater Seattle Council of Churches; Sergeant
Pat Murphy, President of the Seattle Police Officers Guild; Frank Perkins,
a member of the City Planning Commission and past-President of the
Seattle-King County Board of Realtors; and Mrs. Gladys Perry, educator
and past-President of the Washington Educational Association. The com-
mittee represents a good cross-section of the citizenry of the City.

Nothing in the Charter either requires that the competitive examina-
tion be opened to anyone outside the Seattle Police Department or
prevents filling the position by promotion. As its first step, the Committee
held public hearings in regard to the requirements for Police Chief and
heard testimony from many community organizations and interested
citizens. The hearings disclosed strong differences of opinion as to
whether the Chief should come from inside or outside of the Department.
Alter serious consideration, the Selection Committee decided that it is in
the best interest of the City of Seattle to conduct a nationwide recruit-
ment campalgn and 1o use rigorous selection procedures to obtain the best
qualified person for the position, regardless of where he comes from.

The Selection Committee has obtained the assistance of an cutside
consulting firm, McCann Associates of Huntingdon Valley, Pa., to help
them in the recruitment and selection processes.

[t is expected that the acting Chief, several of the Assistant Chiefs,
and other members of the Seattle Police Department will compete, but no
preference will be given in the selection process to men in the Depart-
ment.

MINIMUM REQUIREMENTS

In order to be permitted to compete, each applicant must, as of April
1, 1970 meet the following requirements:

1. Beagraduate from a senior high schoo! or its eguivalent.

2. Have a record of recent, progressive experience in police admin-
istration, or equivalent administrative experience.

3. Have police command experience, either:

(a) For two vyears in full command of a Police Department
{chief, Commissioner, sheriff, etc.)

or (b} For three vears as chief deputy to the commander of a
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police department,

or (c) For four years in command of the entire department on an
assigned shift, or in command of a large geographical
district on a shift, or in command of a major line division
of the department, or in command of the planning func-
tion, the training function or all other administrative
services,

or (d) Have an equivalent combination of the above kinds of
command experience, or administrative experience.

Any member of the Seattle Police Department who has held per-
manent civil service rank as Lieutenant or higher since April 1, 1866 will
be deemed to meet this requirement of police command experience.

Experience in a Police Department with less than 50 sworn men will
not ordinarily be accepted.

Experience teaching exclusively police subjects as a full-time faculty
member of an accredited school of police administration at the collegiate
level or other equivalent experience may be substituted for the required
command experience.

4. Have been born between April 1, 1915 and April 1, 1840.

5. Be of good character and reputation, Any arrest for a felony or
misdemeanor, other than traffic offenses, or a record of
habitual, abusive use of drugs or alcahol will be disqualifying.

6. Be in excellent health, have normal vision and hearing and have
no disqualifying physical defects.

THE WRITTEN TEST

One-half of the written test will be on the principles and practices of
police administration; the other half will test the applicant’s knowledge of
police supervision, race relations, investigative judgment and the ability to
interpret table and text material. The written test may also include tests
designed to measure the candidate’s motivation toward police work, his
personality and his emotional maturity. The test will take three and
one-half to five hours to complete.

The written test will be held on May 22, 1970 in Seattle, Washington
and elsewhere. Arrangements will be made so that each candidate can be
tested under secure conditions at a place not more than 100 miles from
his home city.

THE ORAL TEST

A relatively small number of candidates who earn the highest written
scores will be invited to participate in two separate oral tests, which will
be held consecutively in Seattle.

The oral examiners will be the seven members of the Police Chief
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Selection Committee, two Police Chiefs and Forbes E. McCann, President
of McCann Associates. The examiners will be divided into two Boards of
five members each. Each candidate will be interviewed by each Board
separately. Each interview will be of about two hours duration.

Each Board will rate each candidate separately on the following

factors:

1. Knowledge of and ability in the executive management of a
police department, including personnel management, training,
research and planning, budgeting, community relations, law
enforcement at the city level, and innovative police action
programs;

2. The ability to deal effectively with the public, with community
organizations, with subordinates and with superiors;

3. The ability to organize and to present his ideas effectively. and
persuasively;

4. The candidate’s emotional maturity and stability.

All the oral tests will be held in Seattle, Washington. The city will
reimburse each candidate invited to the orals for his reasonable transporta-
tion and living expenses.

Arrangements may be made so that while each candidate is in Seattle
he may have a guided tour of the city and be provided with an oppor-
tunity to inspect the police department and its records and to talk with
top command officers.

The oral tests are tentatively scheduled for the third or fourth week
of June. Each candidate invited will be given at least one week advance
notice.

MEDICAL EXAMINATION

Each candidate invited to the orals will be required to take a
comprehensive medical examination while he is in Seattle to take the
orals.

BACKGROUND INVESTIGATION

An intensive on-site background investigation will be made of the top
three to five candidates who remain in consideration for appointment
after the oral tests. Care will be taken not to embarrass the candidate or 1o
place his present employment in jeopardy.

Candidates may be required to make full disclosure of their financial
affairs.

FINAL SCORES

The final score of each candidate who has passed the written test and

109



hoth oral tests will be computed by weighting the written score by 20%
and each oral score by 40%. Washington law requires giving a 10% veterans
preference, or in some cases only 5%. This preference is allowed only
within 5 years of discharge from military service. The final ranking will be
based on the average including veterans preference.

FINAL RECOMMENDATIONS

The results of this competitive examination process will be reported
by the Police Chief Selection Committee to the Mayor. The Mayor is
required to make his selection from among the three highest ranking
candidates. The three highest ranking candidates may be invited to return
to Seattle for personal interviews with the Mayor and others in the city of
Seattle.

HOW TO APPLY

Complete the enclosed application form and the enclosed supplemen-
tary application and mail them to McCann Associates, 2755 Philmont
Avenue, Huntingdon Valley, Pa. 19006 on or before April 25, 1970.
Additional applications and brochures can be obtained from McCann
Associates.
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APPENDIX I:  Written Examination,
Santa Monica,
California, 1973






Below are the four questions that the City of Santa Monica asked of those
selected after review of applications received. Each question was on a sepa-
rate page with one additional page attached to it. Applicants were requested
to respond on the paper provided via double-spaced typing. Applicants’
names were placed on a cover sheet but not on the individual response

sheets.

A specific date and time was provided when the applicant would be notified
if he was to be interviewed (also a specific date).

(5

You,as Chief of Police, are notified by the Watch Commander at
2:45 a.m. one weekday morning that a young person, confirmed
to be a close relative to a member of the Santa Monica City Coun-
cil, has been found unconscious from an apparent overdose of
illegal drugs. The young person was found by police officers of
the Los Angeles Police Department in a2 West Los Angeles “hippy
pad” type commune, The LAPD notified the SMPD which is why
your Watch Commander is calling.

What would your actions be under these circumstances and what
orders would you give your waiting Watch Commander?

You are appointed as Santa Monica’s Chief of Police. One of the
problems with which you are confronted during the first six
months of your career in Santa Monica is federal action against
your department. The Equal Employment Opportunity Com-
mission has cited your department with illegal employment prac-
tices on the basis of race. They contend that there is adverse im-
pact as a result of your selection procedures.

How will you attempt to remedy the situation? Can you justify
your methods of remedy?

The fourth of July 1974 is going to be a beautiful day. There will
be a 250,000 beach population. The Pacific Coast Highway along
the beach will be jammed as usual on such days and the bulk of
the people in the area will probably want to stay to view the
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traditional fireworks display which originates from the end of
Santa Monica Pier.

Using whatever knowledge you have or can acquire for the purpose
of this exercise, describe your “game plan” for coverage of the
City of Santa Monica as its Police Chief during this period. What
extraordinary problems might you anticipate and how would
you prepare to meet them?

If you had $30,000 for a community relations program, how
would you spend it? What, if any, additional annual funding for
this program would be required? Why?



APPENDIX J: Written Examination,
Seattle, Washington,
1974






Describe your conceptualization of “police professionalism,” and':

a.

Note the similarities and differences between your conceptuali-
zation of police professionalism and those of other nationally
recognized experts in the law enforcement community.

Relate specific instances in your career when you have been the
instigator or conspicuous supporter of departmental policies
and practices that were designed to make your conceptualization
of police professionalism a working reality. (For each instance
noted, please give the year it occurred and your immediate super-
visor at the time along with address and telephone number where
he/she can be reached now.)

What were the results that occurred in each of the instances de-
scribed in (b).

Describe, in priority order, three major administrative actions
you would take as chief of the Seattle Police Department during
your first year on the job. Specifically note how each would
promote your conceptualization of police professionalism.

Describe and discuss how “affirmative action’’ mandates relate to
your conceptualization of police professionalism.

Analyze the interrelations you see between your conceptualiza-
tion of police professionalism and the role of police employee
organizations (i.e., unions or associations) and the process of
collective bargaining and arbitration.

Describe and discuss the relations you see between public ac-
countability and your conceptualization of police professionalism.
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APPENDIX K: Oral Review Board
Candidate Evaluation
Form, St. Louis
County, Missouri, 1972






Oral Review Board
Candidate Evaluation Forum

Name Date Total points
Total maximum points 100

2 - poor 4 - fair 6 - average 8 - good 10 - excellent

Check the rating on each item which, on the following scale, best describes
the applicant's performance.

Please check this category IMMEDIATELY! oooond
Initial Impression (first 30-60 seconds} 2 4 6 8 10
opening greeting, physical bearing, composure.
DoS0oo
Qualities of Communication 2 6 10
Eye contact, facial expression, purposeful
movement{gestures), freedom from distracting
movements, basic vocal impression, expressiveness,
intelligibility, freedome from distracting vocal
behavior.
OCCoO
Verbal Communication 2 46 8 10
VocabuTary, grammar and usage,
pronunciation.
OOD0TE
Listening and Feedback 2 4 6 8 10

WiTlling, responsive, perceptive listaner,
alert, prompt.

]
S |
]
© [
d

General Personality Impressions 2 10
Good sense, initia'ive, erotional contact,

poise, directness, freedem from affectation,

naturalism, individuality, honesty, sincerity,

frankness.

Total points this page
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Question Mumber

1. 1In the second portion of the written examination
you were asked a significant question in regard to
discretion.

a. What have you done since then to further clarify,
in your own mind, the police administrator's role
in regard to discretion, and

b. Tell the board what your responsibility would

be in regard to discretion as chief of a large
police department.

1 - Poor 2 - Fair 3 - Average 4 = Good 5 = Excellent

Analysis of Problem PFAGE
ability to properly understand, correct interpretation of oogoo
question, L2345

Reasoning _
logic, analytical thought, clear orderly thoughts DDUDD

12345

Evidence

knowledge of work done in field, own work done in field gopopo
12345

Organization
quality of organization,cf argument,or explanation

=
N[
wJ
=3
w3

Refutation

general ability to adjust, to modify communication in terms
of questioners' response

=
L]
w[]
=~
] |

sub total
divide by 2 = Total

total waximum points 12 1/2

Comments:
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Question Number

2. Tell us what you believe the components of discipline
to be, how you would develop a scund disciplinary
program for a large police department, and what rela-
tionships should exist between the department and
citizens who complain about police conduct.

1 - Poor 2 - Fair 3 - Average 4 - Goed 5 = Excellent

Analysis of Problem B4R AGF
ability to properly understand, correct interpretation of goonoag
question, 12345

Reasoning
logic, analytical thought, clear orderly thoughts COoOoag

12345

Evidence
knowledge of work done in field, own work done in field

=
~[J
w[J
=
v

Organization
quality of organization,of argument,or explanation

=
] |
wl]
=
w(j

Refutation

general ability to adjust, to modify communication in terms
of questioners' response

=O
Lo d |
wi]
=
]

sub total
divide by 2 = Total

total maximum points 12 1/2

Comments:
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Question Number

3. Explain what the goals of a career development pro-
gram should be in a large police department and what
plans you would implement to achieve them.

1 - Poor 2 - Fair 3 - Average 4 - Good 5 = Excellent

Analysis of Problem BEE L GUE
ability to properly understand, correct interpretation of ooggg
question, 12345

Reasoning _
logic, analytical thought, clear orderly thoughts DDUDD

12345

Evidence

knowledge of work done in field, own work done in field DDDDD
12345

Organization
quality of organization,of argument,or explanation

=
N[
w]
=
O

Refutation

general ability to adjust, to modify communication in terms
of questioners' response

=3
L] o]
w[J
=
«w

sub total
divide by 2 = Total

total maximum points 12 1/2

Comments:
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Question Number

4, Fxplain your views on recruitment of police personmel
in a large police department in regard to age, height,
intelligence, education, and polygraph and psychological
or psychiatric examinatiocns, as well as in regard to
women and members of minority groups such as blacks and
Chicanos.
1 - Poor 2 - Fair 3 = Average 4 - Good 5 = Excellent
Analysis of Problem PFAGE
ability to properly understand, correct interpretation of ooooo
question, 12345
Reasoning

logic, analytical thought, clear orderly thoughts

Evidence

knowledge of work done in field, own work done in field

Organization
quality of organization,of argument,or explanation

Refutation
general ability to adjust, to modify communication in terms
of questioners' response

o B |
~d
wl
=~
w2

=3
w7
wJ
=]
wd

=[]
~
wJ
=3
wlJ

=
[
w3
=~
w3

sub total
divide by 2 = Total

total maximum points 12 1/2

Comments:

If you are requested to do so, will you submit a detailed
and current personal financial net worth statement and
authorize the St. Louis County Board of Police Commission
to have it verified?
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APPENDIX L: Oral Questionnaire
with Follow-up,

Seattle, Washington,
1974






Question A

While you are on vacation, a member of the City Council contacts a Captain
in the North precinct and indicates a desire that the “no parking restric-
tions” in a specific residential area be more stringently enforced. To date,
the department has reluctantly employed the parking citation issuance and
follow-up tow-away request authority. After receiving the Council mem-
ber’s complaint, the Captain orders the patrol to strictly enforce parking
regulations, ticketing every car in violation of the parking code and ordering
tow-aways as authorized. This mandate leads to the immediate issuance
of a large volume of tickets and a comparable expression of public dissatis-
faction. This is the situation when you arrive on the job the next morning.

What actions would you take in this situation?
Follow-Up
1. Would you say anything to the Captain? If so, what?

2. Would the Council member’s complaint merit a response? If so, what?
Why?

3. How, if at all, would you respond to the news media who are demand-
ing an explanation for the sudden change of enforcement?

4. Should the Captain have handled the situation differently? If so,
how?

a.  Any benefit in news publicity prior to the enforcement?

b. Any benefit in warning tickets?

Question B

In a major urban jurisdiction, should the Police Department have a policy
which pertains to the towing of disabled vehicles? If so, what?
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Follow-Up
1. If applicant opposes a bolicy:
a. What are your objections?

b. What will your response be when police are charged with accepting
remuneration for recommending specific towing services?

2. If applicant favors a policy which precludes police involvement:

a. Are the police assuming a responsibility by recommending tow:
ing companies? If so, what?

b. What is the procedure for clearing wreckage from an accident
scene without recommending specific towing services?

3. If applicant favors a policy which allows for limited police involve-
ment:

2a.

1b.

Question C

During your career as a police official, are there any laws which have exist-
ed, but which you have not enforced?

Follow-Up
1. I Yes:
a. Could you delineate certain examples?

b. Is it correct to state that a police officer is obligated/sworn to
enforce the law? If so, can you justify failure to enforce?

c. Are sworn officials subject to penalties for failure to enforce laws?

2. IfNo:
130



a.  Are any laws unrealistic and/or impractical?

b. Is it possible for any law to merit enforcement more than any
other law?

c. Realistically, how would the public react to enforcement action
against every violation of every law?

3. For either response:

a.  Should the police do anything about “unpopular’ laws?

b. As a police commander, would you have a specific responsibility
with respect to “unpopular’ laws?

Question D

There is a growing interest in defining what role, if any, civilians should
play in the review of department law enforcement activities. Regardless
of existing contract provisions, what is your recommendation on a Civilian
Police Review Board?

Follow-Up

1. Ifin favor:

a.  What is your rationale for establishing such a Board?

b. What would be the scope of the Board’s authority and responsibil-
ity? Would the Board be advisory in nature? If so, who would
make the final determination?

¢. How would you propase selecting Board members?

d. Do you foresee any problems with the police officers accepting
this approach? If so, what are they and how would you propose to
overcome them?

2. If opposed:

a. Why do you oppose such a Board?
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b. How do you propose to maintain public confidence in the handling
of police brutality charges?

Question E-l (Non Seattle Police Department)
The individual selected as Chief will come into a well organized 1400
person police department. The Chief, if from outside the department, will
be coming in over several ranking officers, each of whom may believe that
he should have been selected for the position. Many of these individuals
have been in the department for ten to twenty years and have during this
time acquired their own supporters,
In such an instance there is always the possibility that the department,
be it police or a utility, will join in “shutting out™ a new Director/Chief
selected from the outside.

A. In your opinion, how serious is this possibility?

B. What would you do as the new Chief to prevent this from occur-
ring and to stop it if it did occur?

Follow-Up
1. If the applicant does not regard this as a problem:
a.  Why does he/she not feel that it will be an obstacle?
b. How does he intend to detect whether it is happening?
2.  If the candidate believes it will be a major problem:
a. Why?

b. Have you been involved with a similar problem before? In what
capacity? What steps did you take?

3. Ask general follow-up questions regarding the policies and procedures
the applicant would employ.

Question E-11 (Seattle Police Department)
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If the individual selected as Chief comes from within the ranks of the
Seattle Police Department, he or she will be assuming the administrative re-
sponsibility and authority for a 1400 person department. Recognizing that
many SPD officers applied for this position, several ranking officers obvious-
ly believe themselves well qualified for the position.

A. Do you believe this could pose a problem for you if selected as
the new Chief?

B. What would you do to prevent this from occurring, and to stop it
if it were to occur?

Follow-Up

Questions will vary with responses to A and B.

Question F

Regardless of the current organization framework, where would you, as
Chief of the Seattle Police Department, assign the responsibility and author-
ity for preventing vice and investigating crimes of that nature?

Foliow-Up

1. Ifresponse is to create a separate Vice Unit:

a. Why?

b. In your opinion, is it desirable to use minor criminals as police
informers? If so, do you see any operational relationship problems
if Vice is a separate organization unit? If so, how would you
rectify them?

c. Is there any reason to rotate staff of a Vice Unit?

d. What method would you recommend to discourage and prevent
grafting by members of the Vice Squad?

2. If response is to assign responsibility and authority to the Patrol Divi-
sion:

133



Does vice prevention and investigation require specialized skills?
If so, what percentage of patrolmen are qualified to perform the
function?

How would you propose to hold a Precinct Commander respon-
sible for vice in his jurisdiction?

Question G

As Chief of the Seattle Police Department, would you establish an Internal
Intelligence Unit? Why or why not?

Follow-Up

1.
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If Yes:

What would be the Unit’s functional responsibility?
Where in the organization would the Unit report?

Is your concept of an Internal Intelligence Unit compatible with a
departmental chain of command?

How would you know whether or not to trust members of this
Unit?

How would the members be selected?

If No:

What do you regard as the function of such a Unit?

Would you provide for the performance of this function in the
Seattle Police Department? If so, how?

Would you investigate rule violation complaints? If so, how?

What method would you use to acquire the facts in a case of a
subordinate’s complaint against his/her superior?



Question H

1. Have you had previous experience with minority and women’s recruit-
ing programs?

2. What are the primary barriers to the implementation of an affirmative
action program in the police service? What steps would you take to
overcome these obstacles?

3. What would you do, if anything, as Chief of the Seattle Police De-
partment to promote equal employment opportunities in the depart-
ment?

Question |

Would you as Chief utilize civilian employees in the Seattle Police Depart-
ment?

Follow-Up
1. IfYes:
a. In what capacities?

b. What do you see as the major costs and benefits of civilian em-
ployees on a police work force?

c. Are there specific functions in the police service which civilians
should not perform? If so, what are they?

d. Would you consider using civilians in supervisory positions? If so,
what functional areas?

2. [fNo:
a. Why?
Question J

Please explain to the Committee your understanding of the term aggressive
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patrol or preventive patrol.
Could you elaborate on the advantages and disadvantages?
Do you favor this approach to patrolling?
NOTE: Aggressive or Preventive Patrol is an approach placing major em-
phasis on the prevention of crime and adopts the philosophy that vigorous
patrol makes crime unprofitable, reduces the opportunities for crime and
thus discourages criminal activity. Requires patrolmen to question every
suspicious person and condition,
Follow-Up
1. If applicant does not recognize the term:

a. Ask if he wants to guess at its meaning.

b. If not, or if incorrect, then briefly explain the term.
2. If applicant favors its use:

a. Why?

b. Would such a practice increase manpower needs? If so, how would
he justify the additional expenditures?

c. Minorities may resent this practice, believing it to be discrimina-
tory. How would the applicant deal with this problem?

3. If applicant opposes its use:
a. Why?

b. Any justifiable alternatives?

Question K

Please relate to the Committee your understanding of “collective bargain-
ing.” What are current major issues pertaining to the Police Service and
what is your position on same?
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What is your perception of management’s rights in a labor agreement?

Regardless of any existing method is Seattle, what role do you think the
Chief of Police should play in labor negotiations with a police union?

a. Why?

b. What are the primary obstacles, if any, which must be overcome
to arrive at and maintain this role?

As Chief of Police, what would be your posture toward the desires of
Seattle Police Department employees? What would you regard as your
responsibility to the desires of the City Administration?

a. Do you foresee potential conflict(s)?

b. If so, please delineate.

¢. How would you resolve?

d. If no conflict anticipated, pose one and ask for his comment and
method of resolution.

Is there a need for confidentiality in the labor negotiation process? Please
explain your response.

What method would you recommend for handling/processing grievances?

Question L

Please define the type of working relationship which you as Chief of Police
would seek to establish with the Mayor.

Delineate your rationale.
What initial steps would you take to accomplish this?
What ongoing steps would be required to maintain this relationship?

How does this compare to the working relationship between Police
Chiefs and Chief Administrative Officers throughout the country?
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In many departments, the chief is a man who comes up through the ranks
and has made the accommodations necessary to succeed. He thus repre-
sents many years of police department socialization, and sometimes is
regarded as the chief policeman and not the chief of police. The independ-
ence that he maintains from city hall may determine his support within
the police department . .. ... PLEASE COMMENT,
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APPENDIX M: Oral Questionnaires,
Portland, Oregon,
1973






(Mayor’s Questions)

APPLICANT: DATE OF INTERVIEW:

Is anything wrong with the Portland Police Bureau?

What are the central factors that should be considered in making
this decision?

What have you done that is pertinent to the requirements of this
job?

What do you know about maintaining a quality police force in the
City of Portland?

| would like your comments on recruiting, training, etc. What should
our bureau look and feel like when you are done? How long before we

should see results?

What are the most pressing problems facing the police function in
cities today?

If you don’t get this job, who in the Police Department should?

How far down in the Police Department Bureau should the Chief go
for assistance in policy formulation?
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(Mayor’s Staff’s Questions)

APPLICANT: DATE OF INTERVIEW:

1. As a career law enforcement officer, what questions do you think
should be asked of a candidate for Police Chief?

2. What is the Mayor’s responsibilities to the Police Bureau?

a. About what matters should the Police Chief confer with the
Mayor?

b. What should the Chief’s relationship be with the rest of the govern-
mental functions?

3. Please describe your management style and management philosophy.

4. To what police functions would you direct your initial efforts and
why? Which would you make a part of your office?

5. The City Council informs you of a 10 percent cut in your budget.
You must, therefore, cut in excess of $1,000,000 from your budget.

How would you approach this problem and what would you do?

6. What kind of academic requirements do you think there should be for
policemen?

Why?

7. Resume Questions:
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APPENDIX N: Questions for Police
Chief Candidates,
Salem, Oregon,
1973






How would you, or how have you, ideally organize(d) the office
of the Chief of Police and the Chief’s top command structure?

Look for general good principles of management. Has he placed the
“Vice” or “Intelligence” or “Internal Security” units directly
under the Chief? What steps has he taken to provide for evaluation
and analyses of operations?

What role does the Police Department play within the community
and as part of the total City governmental service structure?

Does he perceive the Department as part of a “community service
team,” or as the “thin red line” keeping the City afloat? Does he
exhibit inter-departmental cooperation?

How can a Police Chief most effectively further the goals of the
Police Department?

Look for openness with the public, both through programs and
personal public relations or contacts.

What should be the major goals of a Police Department?

Does applicant express a “keep the peace’ and “service” philos-
ophy versus an “enforce the law” viewpoint?

Within communities you've been associated or acquainted with,
what have been the major police problems and what are/were
their primary causes?

Does candidate speak to obvious or visible tips of icebergs, or
does he speak to major concerns, root causes of crime, etc.?

How do you communicate your goals and philosophies to the
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10.

1L

12.
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officers of the Department? How effective has this worked for
you?

What management style does he show by his answer? Is he arigid
“chain of command’’ man, or is he receptive to new ideas or sug-
gestions from subordinates? Does he hold staff meetings? Does he
use them for good two-way communication vehicles?

What is his budget philosophy? Is he a “game player’ here and
does it show up elsewhere? Does he perceive the Police Department
as “most deserving” in cutting of the budget pie?

Does candidate speak of accomplishments as personal accomplish-
ments, or is credit given to support personnel, other departments,
Manager, Council, etc.

Where does he line up in labor relations?

How does he handle disciplinary actions? Is he too severe? Too
lenient? What does he expect of men? Has he had any problems?

How does he feel toward use of civilians?

Does he as Chief take steps to express a philosophy that encourages
individual officers to have a wide range of interests, friends, and
contacts within the community, or does he let or encourage isola-
tion by example, attitude, or philosophy?



APPENDIX O: A Successful Chief’s
Questions to a Mayor,
1973






10.

11.

12.

13.

What does the Mayor expect from a Chief of Police? What are his
goals? How much time will he allot to Chief to attain goals?

What kind of image does he want Chief to project?

How active does he want Chief to be? Join service clubs, mix socially,
participate in community activities, etc.?

How long will he give Chief to get started in new position? Is he realis-
tic about time necessary to make changes?

What kind of immediate impact does he hope for?
What does he expect in the way of public appearances? What kind of
relationship does he have with media and what kind does he expect

Chief to have?

Does he have professional press officer and if police department doesn’t
have one, will he make his available to Chief on important issues?

Will he let Chief run the department?
What is his definition of policy?
Is he willing to adhere to A.B.A. standards, Urban Police Function?

Will he support reorganization of department, if needed? Increased
use of civilians?

What is he willing to commit in resources?

What will be reaction to outside Chief? Council? Department? Press?
Citizens?
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14.

15.

16.

17,

18.

19.

20.

21.

22,

23.

24.

25.

26.

27.

28.
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What are his views on a review board? How should complaints be
handled?

Do citizens have input on policy? Should they? How much?

What is his relationship with minority community? Any debts or
promises?

Does City have written affirmative action policy? If no, is one planned?

What are Mayor'’s future political plans? How long does he expect
to be around? When is next governor’s race? Senate?

What are his views on police union? His relationship with union?

What is his assessment of political make-up of City? Are there pres-
sure groups? How powerful?

What is his relationship with governor? Legislature, both state and
national?

What is his impression of police department? Where are changes need-
ed?

How does he do community sensing? What resources does he have to
measure attitude and opinion?

Is he aware of, or suspect, any corruption is present in department
or City government?

How does he see himself as a manager? Do you work with or for
him?

How available will he be to Chief?

Will Chief be allowed to participate in national activities? Any re-
striction on travel?

What coverage is provided for Chief against civil suits?



APPENDIX P: Background
Interview Form,

1975






INTERVIEW RESULTS

Called

{(name) (position)

BE SURE TO RECORD NEGATIVE COMMENTS

SUBJECTS FOR QUESTIONS

Personal
A. Personality, temperament
B. Family Life

C. Finances

Management Qualities
A. Leadership—morale of men?
B. Imagination—innovator or eclectic?
C. Flexibility
D. Develops others?
Professional qualities
A. Professional ranking
1. By peers
2. By associates or subordinates
B. How does community view him?

General strengths and weaknesses?

Capsule summary—how do you briefly describe him?
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