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FOREWORD 

The Board of Selectmen and the Chief of Police of Winthrop, Massa
chusetts) requested technical assistance in analyzing their police 
department in the light of accepted law enforcement guidelines. In 
response to this request, the Westinghouse Justice Institute, under 
the terms and conditions of LEAA Contract J-LEAA-016-72, U.S. Depart
ment of <Tusti ce, provided Richard Ii. Ward as Consultant. This report 
documents the findings developed from his three-day intensive on-site 
survey conducted in February 1973. 
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1. INTRODUCTION 

The following report is based upon a three-day on-site visi t to 
the City of Winthrop, )\jassachusetts. The data herein are based upon 
(a) interviews with police officers, supervi SOl'S, the Chief of Police, 
the Board of Selectmen, and several citizens of Winthrop; and (b) the 
significant portions of 13 responses to a 17-page questionnaire dis
tributed'to all membel s of the police department. The primary charge 
of the Board of Selectmen and the Chief of Police was to conduct a 
general survey of the TO\"n, point up critical areas of need and con
cern, and make recommendations consistent with the needs of the to\m 
of Winthrop and accepted law enforcement management guidelines. 

The observations and recommendations contained in this report take 
into account the Town Meeting form of government which is applicable 
to Winthrop. The recommendations are, to the extent practicable, con
sistent with the present structure; in some instances it has been 
necessary to pose alternatives whjch will improve management effective
ness and efficiency. The primary goal of the study was to point the 
way to more effective and efficient police service in Winthrop, within 
the limitation of the short duration of the study. This latter pre
cluded an exhaustive analysis of various operational aspects of the 
Department; no attempt has been made to evaluate patrol effectiveness 
or operational efficiency in the day-to-day context of the Department. 
lIo\vc\'or, in viow of the findings contained herein, such analysis docs 
appear \\·arranted. Consideration should be given to future research 
and development. 

Thc cooperation extended by the police officers and citizens of 
Winthrop indicates n real desire for improvement. The time taken out 
by those pC'oplc to candidly discuss the issues and problems was most 
hcJpful in the survey; many of the recommendations are a result of sug
gostions mad0 by those involved in and concerned with polidng in lVin
thl'Op. The citit,ens of the 1'OI'/n can be proud of their Department, for 
it consists of a dedicated group of individuals truly interested in 
professionalj:ation. 

2. SlJM~L\H.Y 

Despite its relatively small size, the Winthrop Police Department 
is touay facing challenges unlil~c most departments of similar size. 
Its close proximity to the Boston area and its identity as a recrea
tional LtlldllIark are but t\\'o of the factors that make it unique. Despite 
a relath'cly stahle residential population, theTe are indications that 
SOliI(' gnl\,th is expected in the next decade, and its facilities continue 
to he taxcd as more 110111'('sitients take advantage of its recreational 
a)"'}as _ 
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Despite a desire for professionalization and a positive attitude 
on the part of police officers, morale is a critical problem. In gen
eral, the Police Department does not feel that the Town is supporting 
it, and a comparison of Winthrop with other departments lends merit to 
the argument. In many ways the Town has been "penny wise and pound 
foolish" in not providing adequate equipment. In a time of continuing 
inflation and excessive taxes, it is not difficult to understand the 
'atti tude of the. citizenry. Nevertheless, there are deficiencies in 
the Police Department, many of which can only be rectified through ade
quate funding. 

On the other hand, the Department apparently has not made a strong 
enough case insofar as its needs are concerned. Further, the adminis
tration must be more aware of cost-benefits and resource allocation. 
A number of improvements could be made at Ii ttle CI)S t through careful 
budget analysis and reallocation of funds. 

Organization and management of the Department require further 
study, and should be a primary consideration in the future. In large 
measure, morale is a function of management, and some attempt should be 
made to include officers in the development and decision-making process. 

The Department appears to be understaffed, given its current work
load; consideration needs to be given to its organization for the pro
vision of services. The lack of an adequate records system makes this 
difficult, and some attempts must be made to analyze performance. There 
is no formal employee evaluation, ',hich makes it difficult to poi nt out 
areas where improvement is necessary. The lack of adequate supervisiun 
contributes to inefficiency, and the failure to state policy in written 
form makes it difficult to hold an ~ndividual accountable. 

The salary scale is probably 10\'<' for a Town of this size, but com
parative data were unavailable. In any event, there is no doubt that 
the difference between officers! and supervisors! salaries is too small. 
This results in SlJperior officers having to !'moonlight!! on details, and 
in some cases patrolmen are making more money than supervisors. A 
careful analysis of the salary scale is in order. 

The quality of individuals on the Winthrop Police Department is 
high. There is a genuine desire to improve, and their cooperation in 
this study is but one example. The future of the Department depends 
upon cooperation beth'een the citizens--through their elected 1'ep1'0-

sentatives-.,.and the management of the Department. With this in mind, 
perhaps the most important consideration is a recognition of the need 
for communication. 
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3. WINTHROP AND ITS CURRENT POLICE PROTECTION 

The Town of Winthrop consists of a relatively stable population 
numbering approximately 20,000 (see Table 1). Presently, there are 
32 sworn officers: a Chief of Police, three lieutenants, four sergeants 
and twenty-four patrolmen. The Department is four men below its 
authori zed staffing. The ratio of police offi cers to ci ti zens is one 
for every 625, or 1.6:1,000. At full strength the ratio would consist 
of one police officer for every 555 citizens, or 1.8:1,000. According 
to the FBI Uniform Crime Reports for 1971, this is fairly consistent 
with the national average of police department employees to population. 

1955 
1960 
1965 
1970 

TABLE 1 

Population of Winthrop 
1955-1970 

18,704 
20,190 
20,398 
20,335 

The annual budget for the Police Department in 1972 was $446,789, 
of whjch 95 percent went toward salaries and wages. The per capjta 
cost of policing for the year was $22.34. 

The Town of Winthrop is a densely populated residential community 
with little jndustry. Its close relationship to beach and recreational 
areas, amI its limi teel access, present several problems not commOll to 
cities of comparable size. 

The prC'sent structure of the lJepartment provides for one two-man 
automobile en patrol, a motorcycle and/or a man or two on foot, and a 
patrolman and a supervisor in the station. Additionally, there is Olle 
man assigned to invesUgath'c duties from 4-12 p.m., and t\olO men 
assigned to the dn)' watch, one of whom \vorks primal'i ly with juveniles 
and the other on case preparations for court. Both officers also per
form general investigative duties. These schedules are somewhat diluted 
by vacat.ions and sick lean's. There aro two civilians assigned to the 
Ucpartll1(>nt who provide clerical and secretarial assistance. A police 
nuxi 1i ary unit frequt:!ntly provides additional patrol on weekends, both 
on foot and-in a cidl-defense vehicle. This vehiCle, v;hich bears 
police' markings, is used by patrolmen and supervisors at various times. 
The llepartlllcllt also hus a 1966 van \\'hich is used for transporting pri
SOllers and for other la\\' enforc0111ent duties. All of the motorized 
equipment is in poor repair. 
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General law enforcement and order maintenance activity within the 
Department has shown a considerable increase over the past ten years, 
with arrests rising consistently since 1968 and calls for service ris
ing dramatically since 1963. There was a decline in the number of 
calls in 1972, which may be related to increases in other areas. The 
number of criminal cases has also risen somewhat since 1967. 

Generally, morale wi thin the Department is poor:.{~~lpervisi on is 
somf'~~hat lax, and there is a need for improved management, planning, 
resea-rr::h. aJ1-:i administration. The apparent reasons for these conditions 
are manifold; they are detailed in later sections of this report. 

4. ORGANIZATION AND STAFFING 

Figure 1 is a tabulation of the organizational structure of the 
Department. Al though the ratio of supervisors to patrol officers 
appears adequate, there are a number of functional problems due to the 
relatively small size of the Department. Essentially, these relate to 
the number of men on patrol and the need for some spedali zation. 

4.1 Patrol Size and Distribution 

The utilization of a balanced assignment chart, without congidera
tion of the workload and peak assignment hours, results in an uneven 
distribution of manpower. Additionally, the use of a two-man car 
reduces patrol capacity and response time, and the utilization of a 
patrollnan to man the communications center represents a loss of patrol 
acti vi ty. Finally, the absence of a vehicle for supervisors prohibits 
adequate supervision. 

The Department is presently understaffed. The addition of four 
men, as authorized by the quota, will help alleviate some of the prob
lems. llowever, as Figure 2 illustrates, the number of personnel in the 
Department has remained relatively stable since 1965. This coupled 
with the increased workload suggests that staffing i:: at a minimum 
level. 

The present organization pr~libits patrol flexibility in te]~s of 
assignment. There is generally a greater need for additiona: patrol 
support 011 the 4-12 shift and on \\'cekends during the summer months. 
One method of alleviating this condition would be to establish a "float
ing" squad with the four additional JlIcmbers being hi red. Mos turban 
police depal,'tments require nm;:}), assigned patrolmen to work sped fie 
shifts during their prohation periods, and such a practice is not incon
sistent with genera] police policy. The men assigned to the "floating!' 
squad would be required to work steady 4-12 or 6-2 shifts on a rotating 
basis similar to the present work schedule, that is" four and t\·} 0 • 
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FIGURE 1 

ORGANIZATIONAL CHART 
WINTHROP POLICE DEPARTMENT 

2 Clerks 

DAY SHIFT (8AM-4PM) 

1 Lieutenant 
1 Sergeant 
5 Patrolmen 

Chief of Police 

1 Detective Sergeant: prosecutor 
1 Detective - juvenile off. 

NIGHT SHIFTS (4-12) (12-8) 

2 Lieutenants 
2 Sergeants 

14 Patrolmen 
1 Detective 
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Ideally these personnel should work 6 p.m. to 2 a.m., which would pro
vide overlapping coverage during shift changes and more personnel dur
ing peak work hours. In any event, since this addition of four men 
results in less than one additional patrolman on the street at a given 
time, all of them should be assigned to the night shift, with no addi
tion to the day shift. 

Given present staffing and the workload in Winthrop, the Depart
ment is also in need of additional manpower. While there is no set 
formula for personnel requirements, it would appear that Winthrop 
could use five additional patrolmen above the present quota. Obvious ly, 
the cost involved in additional hiring is a strong consideration, and 
attempts should be made to seek alte~natives. 

The present practice of manning the communications center with a 
patrolman is both costly and inefficient. The Department should explore 
the practicality of ilsing civilians, preferably police trainees or 
cadets, for this function. The cost of hiring a trainee is considerably 
lower than that of a police officer, and would re5ul t in additional man
power on the street. Such an approach would realize the benefit of 
introducing imli viJuals to the Department, and might enhance the 
recruiting function. College students on a work-study program (or 
working in the evening hours and attending school during the day) would 
seem ideal. 

Assuming a trainee prugram were to be instituted, the Department 
could add one man to each watch at approximately one-half the cost of 
hiring acldi tional patrolmen. An example of this is as follO\l's: 

Cost Factors: TRAI!'\EES VS. PATROU1BN 

Cost of hh:ing five additional 
Patrolmen Q $9,187 per year ........... $45,935 + fringe 

benefi ts 

Cost of hiring fjvc trainees 
@ $5,200 per year ..................... 26,000 + fringe 

Cost savjl1g 

benefi ts 

$19 , 935 -I- savings in 
fringe 
benefits 

Further; since trainees should be required to work five days, \'lith 
tl'iO off, Gil wld it i ollal savj ng wonld accrue. 
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4.2 Specialization 

The present organizational structure does not provide for adequate 
use of specialized personnel. The 3ize of the Department prohibits 
becoming too specialized, and it would not be wise to move in such a 
direction. However, by utilizing the individual interests and training 
of personnel, it should be possible to increase effectiveness and effi
ciency. In some measure this is being done now, but not in a formal 
manner. By developing a team approach to the police function, with 
each individual having a generalist-specialist responsibility, the 
Department could still maintain its patrol responsibility and provide 
a wider range of services. While such an approach would involve some 
training cost, this should be outweighed by the benefi-ts to the Tmvn. 

Some of the specialist needs with~n the Department include plan
ning and research, traffic safety, community relations, evidence col
lection, crowd control, and juvenile delinquency. Some of these func
tions are now being carried out, either by personnel permanently assigned 
or on a part-time basis. 

Perhaps the most important need presently existing is in the area 
of planning and research. Since the Department cannot afford to assign 
an individuf.!l to this task full-time, it might be wise to assign one 
individual to work four hours a week on planning and research. This 
should be someone assigned to the day shift, who would be permitted to 
work on this assignment during the first four hours of his shift on a 
particular day when the need for men on patrol is at a minimum. Obvi
ously, such an assignment must be taken seriously, and the individual 
assigned ,.,.ould be expected not only Ito produce staff reports and recom
mendations J but to explore the possibil i ties of external funding for 
special projects. 

Another area of concern, especially gi \"en the increased number of 
traffic accidents, is in traffic safety and investigation. Presently, 
the Department has one officer assigned part-time to traffic safety. 
If additional officers i~ere trained on the night shift, it would be 
possible to increase services. These officers should be responsible 
for giving lecturos during non-pcnk hours on traffic safety J and h'otllcl 
havc the responsibiJity of invcstigating serious acciden-::'s. ,The Depart
ment has requested funding for a safety vehicle, and this might be a 
first stqJ in the right direction. 

Anothe~ area ~lich would benefit from partial specialization is 
that of evidence collection. Presently, the investigator~ assJgned to 
the day and night shifts do some crime scene work, but their efforts 
might be supplemented by training several ofn cers in fi ngerprint col
lection and photography, and supplying them with the necessary cquipmcllt. 

R-73-124 
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Such training and equipment may be availab Ie through federal or state 
funding. The increasing number of burglaries in the ';Lpwn warrant 
greater emphasis in this area. Concurrent with this, greater attention 
should be given to the development of an adequate records section, for 
under the present system it is unlikely that latent fingerprint collec
tion will have a high payoff. The records section could be maintained 
by one of the trainees. 

Evidently there is some concern in the community relative to the 
Department, and this might be alleviated by training one or two offi
cers to give talks before and to meet with the community. Community 
relations is something that all officers should be concerned with and 
be trained in. 

Since the need for tralnlng is apparent, one of the supervisors 
should be designated training officer, and be responsible for develop
ing an in-service training program. This is discussed in more detail 
in Section 8.2. 

If the line-staff organization were changed to a team approach, 
each man should have a greater degTee of involvement in the Department, 
and greater responsibil ity. A model of tilis lpproach appears in 
Figure 3. 

5 . MANAGEMENT 

There arc strong needs in the area of personnel management; both 
intend ('wand questionnai 1'0 results indi cate more than slight dissatis
fc.ction ill this area. Of twelve people responding to the questionnaire, 
nine fcl t that the Department 1 s policies are poorly defined, and the 
remaining three' felt they were adequately defined. These findings are 
consistent with similar responses to other items on the questionnaire. 
For example, nine of the tvie)ve respondents disagreed with the statc- . 
ment, "Department policies arc communicated clearly to all members of 
the dC'lH1Ttllwnt. II And nine of the respondents disagreed wi th the state
ment, "Top managc·lltC.'l1t is really concerned about th e ]1rob loms of the 
[lveJ'ar,c police offj COl'S. " 

1I1te1'vi('\·:s \\1 th members of the Department supported these findings, 
and there appears to be a general fceling that personnel policies are 
not adequately defined. In some moasure this vras attributed to outslde 
influence by thc' lil.1i:ll'd of Selectmen, although the Tilaj ori ty of those 
interviewed.felt a neod for more effective leadership in the Depart
ment. 

The lack of clear-cut poHcies with respect to manag<:'mcnt creates 
uncertajnty all the part of subordinates; and results in indecisiveness. 
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FIGURE 3 

TEAM ORGANIZATION 

Chief of Police 

Lieutenant 
Sergeant 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Patroln;an 
Patrolman 
Detective 

Team 2 

Team Leader 

Lieutenant 
Sel~gea n t 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Detective 
Detective 

Team 1 

Equipment Supervisor 
Evidence Technician 
Evidence Technician 
Community Relations 
Accident Investigation 
Plainclothes* 

Investigation 

* Plainclothes assignments would be 
as needed to work on special 
problems. 

Team Leader 
Training Officer 
Evidence Technician 
Safety 
Community Relations 
Planning & Research 
Plainclothes 
Prosecutor 
Juvenile Officer 

Lieutenant 
Sergeant 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Patrolman 
Fatrolman 

Team 3 

Team Leader 

Evidence Technician 
Evidence Technician 
Community Relations 
Accident Investigation 
Plainclothes* 
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There is a general failure to provide written orders and policies in 
the Department, Ivhich creates confusion as to meaning and intent. 

A written order can be a matter of permanent 
record, reduces confusion to a minimum, and 
gives consistency to an instruction covering 
personnel working at different times and in 
different places.* 

With this in mind, a prime consideration should be the implementation 
of a formal process designed to establish clear policies and guide
lines. This should include general, special, and personnel orders, 
which should be available to all concerned. Such an approach also 
makes it possible to establish responsibility and take action where 
violations occur. Under the present system there appears to be some 
confusion relative to particular responsibilities. 

Finally, the Chief's responsibility to the Board of Selectmen and 
the Town also appears to need some clarification. There is, for exam
ple, some disagreement as to whether or not the provisions of Section 
97A of the General Laws apply to the town of Winthrop. General policy 
should make the Chief of Police responsible for the day-to-day opera
tions of the Department, although of course he is in turn ultimately 
responsible to the Town and its citizens. The influence of a tmm's 
elected representatives, in this case the Board of Selectmen, is gen
erally something that should be clear to all parties. 1his is not the 
case in ~inthrop now . 

. 6. SUPERVISIOll: 

Line supervis:ion in the po]jce department is virtually non
existent. Whi Ie the feelings of subordinates to\\ard their supervisors 
arl~ lllixed--questionnairc results Here evenly divided Oll the feelings 
of rospondenu; to\\'un1 thei r supcTvisors- -i t is apparent that patrolmen 
arc not supervised properl)' on the streets. A major p:roblem ~n this 
respect ~s the lack of transportation available to supervisors. 

The prescnt policy in Winthrop requires a supervisor to be on duty 
in the station at all times. While this presents no problem ,~hcn two 
sup~rvisors are working, it TIlakes it impossible for a superior to C011-

dud bspections I"hen he is alone. There is no reason I'Ihy a supervLor 
should be assigned permanently to the station, f(n in the event he is 
needed 11<.' cc;uld be called in by radio. Indeed, frolll a management and 

*-t}astlll<1Jl J George and Ethel, editors, Municipal Police Administration. 
(\\'ashingt91l, D.C., International City ~lallagement Association, 1971), 
p. ~l. 
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supervision standpoint, supervisors should be required (although they 
cannot noll' do so in Wintlll'op) to inspect subordinates periodically 
during each shift. 

Wi th this in mind, it is recommended that a vehicle be purchased 
for supervisors, and that each supervisor be responsible for the 
actions of men assigned to him. This means that a supel'Visor of 
patrolmen should not be assigned the responsibility for the station 
house. Such an approach not only results in greater patrol coverage, 
but maximizes the use of resources. The cost of providing the auto
mobile, given the benefits, is minimal. 

Under the present system, patrolmen are permitted to take their 
cars to post, which is a questionable practice that should be elimi
nated. !lowever, to do so also requires the addition of patrol per
sonnel, for there must be a means to provide backup support to the 
motor patrol team. Generally, foot patrolmen should be driven to 
their posts by a supervisor 01' the radio cal' team, and they should be 
picked up by them at the 'er.d of the shift. This eliminates any alle
gations of wrong-doings connected with having a cal' on post. 

While the relationship of supervisors to patrolmen in a small 
department is likely to be closer than in the larger urban departments, 
it must be a rule that supel'vi sory responsibility ouh'eighs friendship, 
There arc $ome indications that supervision ,d thin the Department, 
from an administrativ(\ standpoint, is also lacking. There is no for
mal roll cal: procedure, and many of the functions are carried out in 
a haphazard manner. Such an approach is not only inefficient, but may 
also prove dangerous) for if then) is no formal sign-out procedure, 
there is no way of accounting for personnel assigned. In the event 
an officer is injured on his post and has no ,Yay of calling for 
assistance, his absence could go unnoticed under the present system. 

In general, theY(\ is a l(lck of adequate training and responsibility 
in this area, and some consideration must be given to improvement, 
-?upervision is an internal problem, and one that must be worked on b)' 
ail concerned. 

7. OPEHATIONS 

Although the short durat ion of thj s study precluded an in-derth 
analysis of the operational aspects of the Department, a number of 
points should be raised. 

7.1 Work Load 

To begin with, the workload of the Department has increased sig
nificantly over the past fel\' years. Figures 4-9 offer a graphic 
portrayal of workload over ~lC past ten yeurs. 
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FIGURE 4 

ARRESTS ---
CRlliES AGAINST PERSONS AND PROPERTY 
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The number of arrests for crimes against persons and property 
have been increasing st~aJily since 1968. This is but one indication 
of the need fOT further analysis and evaluation of Departmental 
activity. When one compares the increases in workload to the numbeT 
of officeTs employed, it becomes appaTent that one radio car cannot 
adequately serve the needs of the community. 

There aTe no data available for ascertaihing the best possible 
reSOUTce allocation, but peak workload hours should be analyzed in 
order to better distribute personnel. 

7.2 Foot Patrols 

The utilization of foot patrolmen is questionable, and something 
that should be reviewed in Winthrop. Providing one extra vehicle 
would not only enhance the patrol capability, but provide for backup 
and increased services. The large number of calls justify an addi
tional vC"hicle on patrol. During the summer months, the Depal'tment 
should also consider adapting one or two motor scooters to cover those 
areas JlOI'; covered by foot patrOlmen, which would increase their 
mobi li ty and make it possible to patTol residential areas more effec
tively. 

7.3 Th'o-~!an Patrol Cars 

Prescmtly the Winthrop D~~partmcnt utilizes a two-man car. This 
practice is not generally considered good police management, although 
given the present organization, and the lack of a backup team, it is 
unuerstandab Ie. IloIVever, if an additional vehicle is assigned to the 
Department, i t sh(\~ild be a ono-man car. l\n analysis of crime patterns 
und trouble areas should be undertaken to determine the best method of 
deploymellt. Ideally, there woulti be three one-man cars on patrol at a. 
given time, one of Ivhich sould be an unmarked vehiCle which could be 
used to conduct investjgations. 

Currently it is impossible to ascertain investigative effective
ness. The DepartJndlt employs three investigators, although one spends 
most of his time on prosecutions and one lyorks primarily Idth juvcni les. 

7. tt . 1 l~~coru KCC'J2.~~R 

Thoro wus no wa), to determine the number of cases solved by 
investjgation, or the actual nUlliber of crime scenes processed. With 
the increasing number of reside·ntial burglaries, some ffort should be 
made to develop a better reporting system anci provide for greater 
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follow-up. Training of several officers in evidence collection tech
niques, as noted earlier, may increase the probability of case solu
tions. However, the lack of adequate records system and proper equip
ment wi 11 also have an impact in this area. \IIhile the Department is 
too small to have its own crime lab facil ities , it might consider 
purchasing some of the more rudimentary equipment necessary to make 
fingerprint comparisons and do basic photographic \'wrk. The indivitiual 
currently assigned to this work does much of it in his own home ,-,nd 
supplies much of the equipment himself. 

The present reporting and records system leaves much to be 
desired, from the types of forms to the methods of filing and record
ing. The present "officers incident report" requires a narrative 
description. This proves both time consuming and ineffective, for it 
is easy to leave an item out. Figure 10 is an example of a forced 
response report, whi~h requires the officer to collect certain types 
of data. 

An analysis of the reports submitted to the Federal Bureau of 
Invcstigat:'ion for the Uniform Crime Reports indicates some discrepan
cies, especially insofar as cases cleared is concerned. While the 
discrepancies appear to be minor) it would be advisable to revie\\ the 
reporting procedures. 

'No radio log is maintaincu. in l'!inthrop; all incidents and 
calls are supposed to be recorded in the journal. In order to deyelop 

, a 'better understanding of the types of calls) times of response, and 
outcome, a new reporting system in this area should be explored. 

7.4.2 Door Checkin~ 

The CUl'rent practice of checking doors should also be questioned. 
Patrolmen indicate that they spend numerous hours checking doors, 
which is something that most police departments abandoned years ago. 

In one study conducted in New England*, it \Vas estimated that a 
small department conducted approximately 2,590,770 door shakes per 
year J finding only ono open for every 5,955 shakes. The situation is 
likely very similar in Winthrop. 

If a dE'partmcnt is shal~ing doors routinely, the 
chief should explain to businessmen why he is 
discontinuing the practice and hc)\\' the selective 

*IbId, p. 99 
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shaking concept (shaking doors periodically on 
a random, basis) will permit the department to 
give target occupancies more effective protec
tion through more efficient and much more frequent 
coverage. * 

7.4.3 Summer-Month Strategies 

Some consideration must also be given to developing alternative 
strategies during the summer months. 1\~1ile the beach arer.t is not con
sidered to be within the Winthrop Police Department's area of respon
sibility, they are frequently faced with policing it. The citizen does 
not want to hear that it is in another jurisdiction. The Department 
does not currently provide for water safety in and around the to\vn, 
despite the numerous boat clubs and beach areas. Consideration might 
be gi \Ten to "taxing" the boat clubs to support police coverage on the 
water and so reduce vandalism and theft at the water recreation sites. 

The traffic problem in \Ilintlnop, particularly in the summer months, 
is readily apparent. The t\~O roads in and out of town severely restrict 
traffic flOl". As new construction and development of new recreation 
areas continue, the problem wi 11 worsen. The Department should be plan
ning for effective traffic control. This might include using civilians 
during the hours of severest congestion, and vwrking with the Highway 
Department to analyzp traffic flmv and develop improvec1 routing patterns. 

8. PERSOl\NEL 

8.1 Attitudes and Morale 

Generally, there is a strong desire on the part of police officers 
in \\,inthTop to do an effective job. }!OIveveJ', this is clouded by n morale 
problem, existent at virtually every level of the Department, which is 
undoubtedly affecting performance. 

The most common reasons given fOT poor morale were interferencc by 
the Board of Selectll'('n, poor leadership, no sct poJicies, poor pay and 
bc.>nefits, and lack of support by tho citizens of the TO\';11. Of the 
twelve respondents to the questionnaire, te11 felt that working condi
tions in the TOI.;n \'lere poor j cleven fel t thnt pub Ii c support of the 
Department \vas not high, and all tillcve disagreed \Vith the stutcmcnt> 
ll~!oralc in the departnlcnt is high.'1 Eight of the respondunts indicated 
that theh~ morale was 1m.;. The almost unanimous agreement to those 
questions, and similar findings from the intervic\\'s, indicate that 
moral e is a serious problem in Winthrop. 

* Ibid., p. 99 
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The short duration of this study made it impossible to provide all 
the answers to this problem. Certainly, a primary concern is the lack 
of internal and external communication. In order to clear up some of 
the misunderstandings, it might be wise to develop a committee consist
ing of the Selectmen, the Chief of Police, a lieutenant, a sergeant, 
and two patrolmen, with the responsibility of meeting and discussing 
the issues confronting the Department. Since there are presently a 
great deal of mistrust and confusion, opening the lines of communica
tion wi 11 perhaps lead to identification and solution of some of the 
problems. Representation on the committee among lieutenants, sergeants, 
and patrolmen should be by a vote, with each consistituency electing 
its own representative (s). This would tend to eliminate implications 
of bias. This committee should not have power to make policy decisions, 
but rather should explore problem areas and make recommendations for 
improved morale. 

The use of wri ttcn orders and poU des was discussed earlier, but 
it should be noted again that such an approach \'d 11 reduce misunder
standing and confusi on. Considerati on should als 0 be given to writing 
a lJwnual for police officers, \1hich sets the standards and expectations 
for employment in l\jnthrop. Presently, thero appear to be sovol'a1 aroas 
of confusion with regard to operatiJlg policy. This makes it difficult 
if not impossible to provide adequate supervi<~i.(ir;. 

Tho Departjll~mt ulld the: To\vU should also cUL11llunicate wi tll other 
police departments of similar size in order to ascertain pr2valent 
persollnel palici es and salary schedul C's. Thj s should help in the 
formulation of new programs, and offer some baseline \';hich CQuld be 
used in collectivc bargaining. Salaries, workload, educational incell
tiVl~S, shifts, and promotion policies \<)'cre of concC'rn to those offi;::ers 
intc'lTich'cd. 

Fj IHl] ly, some consideration must be given to the budget process, 
for U1H1C'r a segrcg[lted budget the Department suffers when it cannot 
tran:;fer funus to meet needs. A perfect examplo is the inability of 
the Dc.'partmcnt to use funds allocated for nel-, personnel for overtime 
wllt'Jl 11l1dol'staffl'd. 'fhe lack of adequate vddc]cs also contl'ihutes to 
poor lao1'ale, and under the present system the Departlllent cannot purchase 
rc'qub'cd C'ttld pmpnt unless it is speci f:i cally approved. The current 
equj pl1lc'nt in the: Depal'tllllllt j 5 in poor candi tl 011, and there are no pro
visions for adequate maillt('n:lJ1l~e. If the 'I'm-in expects a professional 
poU ct' depo.l'tn~l.'llt, it c<mnnt usl. its orfi cers to go tlbegging" to have a 
vehicle scrviced, or to secure equipment. 

8 ') . " 
Thl' present training poUcy within the Department leave!" much to 

be cl(~:'l red, dcspj te efforts to improve in this area during the past 
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year. According to some officers, an individual may be on the street 
months before he attends the training academy. Despite this he is 
given a firearm and, with little or no knowledge of firearms procedure 
or the laws of arrest, he is assigned to patrol. Such an approach is 
not only dangerous to the c.ommunity, but unfair to the officer. 

Advanced and in-service training should be a primary consideration 
in the budget, and funds shoUld be made available to permit officers to 
attend regional training schools. They in turn should be expected to 
provide in-service training. A supervisor should be designated train
ing officer and should develop a comprehensive training program. The 
utilization of outside consultants to give lectures is relatively 
inexpensive and, if video-taped,could be used for subsequent sessions. 

Despite the existence of an educational incentive program, few 
officers take advantage of it. A number of officers feel that the 
program is not only inadequate, but that it is difficult to get the 
incentive pay. Here again there appears to be a lack of communication. 
Ideally, an officer shoUld be reimbursed for college credit, whether he 
received it before he joined tlw Department or while in the Department. 
Further, an officer should be encouraged to pursue courses in addition 
to Im'l enforcement subj Gcts, and inccnd ve pay should not be 1 imited in 
this Tegard. The educational incentive program in the Framingham 
Police Department offers one model that mi ght be explored. 
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