L3408

If you have issues viewing or accessing this file contact us at NCJRS.gov.

-

NCJRS
SEP 201977

ACQUISITIONS

LAW ENFORCEMENT ASSISTANCE ADMINISTRATION (LEAA)

SUBJECT:

REPORT NUMBER:

FOR:

CONTRACTOR:

CONSULTANT:

CONTRACT NUMBER:

DATE:

POLICE TECHNICAL ASSISTANCE REPORT

Effecting Recommended Changes in Police
Department Organization and Operations

77-020-130

City of Walla Walla, Washington

Population 23,000 (1973)
Police Strength
(Sworn) 36
(Civitian) 10
Total LT3
Square Mile Area 9.3

Public Administration Service
1776 Massachusetts Avenue, N.W.
Washington, D. C. 20036

Russell R. Richardson, Jr.
J-LEAA-002-76

June 29, 1977




e

TABLE OF CONTENTS

FOREWORD . . . « . ¢ v v v v v o o v v v o v o W
1. INTRODUCTION .
I1. UNDERSTANDING THE PROBLEM .
111. ANALYSIS OF THE PROBLEM .

Research . ..

Establish Interpersonal Communlcatlons
with Police Personnel ..

Improve Communications between the
City Manager and the Chief . .

Induce Cooperative Attitudes by Other
Principals . . . N ..

Technical Assistance Report
Recommendations .
Reorganization . .
Personnel Management .
New Civil Service Positions .
Study of Work Loads .
New Shift Time . .
. Guild Involvement in Shlft Assugnnents.
. Shift Rotation
. Jail Management . .
. Procedures, Rules and Regulatlons Manual
iv. FINDINGS AND CONCLUSIONS .

—::cvﬂ1n1C7n w X

V. RECOMMENDATIONS .
General Recommendations .
Specific Recommendations .
Action Plan .
Proposed Schedule of Activities .

Appendix A: City Council Resolution .

Appendix B: Police Management Advisory Committee
Meeting Minutes .

" 'Page

. .

o O O

~ N




FOREWORD

In early 1976, the City Manager of Walla Walla, Washington, requested
technical assistance from the state's Law and Justice Planning Office in
studying the operations and management of the Walla Walla Police Depart-
ment in order to develop recommendations that would improve the depart-
ment's efficiency. Although the report was finished in late 1976, the
City Manager has requested this additional technical assistance that
will help him implement the report's recommendations, since they have
not been supported by the Chief of Police and have been, in fact, a
source of contention within the department.

The former police administrator assigned as consultant for this pro-
ject was Mr. Russell R. Richardson, Jr., who also has some personal
familiarity with the City of Walla Walla and its police problems. Other
involved in processing the request included:

Requesting Agency: Mr. Larry L. Smith
City Manager
Walla Walla, Washington

State Planning Agency: Mr. Jack lckes
Technical Assistance Director
Law and Justice Planning Office
State of Washington

Approving Agency: Mr. Galen Willis
’ Police Sepcialist
LEAA Region X (Seattle)

Mr. Robert 0. Heck

Police Specialist

LEAA Central Office of
Regional Operations




l. [INTRODUCTION

The City of Walla Walla is the county seat of Walla Walla County,
Washington, and its population is nearly 24,000 persons. The City
covers about nine square miles, and the primary base of its economy
is agriculture, Four large institutions are located within the city:
the Washington State Penitentiary, Whitman College, Walla Walla Com-
munity College, and a U.S. Veterans Administration Hospital. The
penitentiary houses about 1,200 prisoners, and over 3,000 students
attend the two colleges.

In the nearby city of College Place, which is less than a mile from
Walla Walla, is located Walla Walla College; about 2,000 students attend
that school. .

The form of government is Council/Manager, and Mr. Larry L. Smith
has been the City Manager for about 12 years.

The Walla Walla Police Department consists of 46 employees headed
by Chief A. L. Watts, who has been Chief for nearly 27 years. The
department also has an Assistant Chief of Police who has been in that
position for about 20 years; both positions are classified in the Walla
Walla Civil Service System.

For many years prior to this project, only the Assistant Chief of
Police reported directly to the Chief of Police, while about seven sub-
ordinates were a lieutenant who supervised the Detective Division, four
sergeants who supervised Patrol Division shifts, and another sergeant
who coordinated traffic enforcement and supervised the animal control
officers and vehicle fleet maintenance.

This project is an outgrowth of a Technical Assistance Report which
had been produced by the Washington State Law and Justice Planning Office.
That undertaking had resulted from an April, 1976, request by City Manager
Smith for a study of the operations of the Walla Walla Police Department

and recommendations for improvements in the department's efficiency and
effectiveness.

Lead responsibility for that study was assigned to Mr. Jack Jenks,
Police Services Manager for the State Law and Justice Planning Office.
The study group made five on-site visits. A major activity undertaken
by the group was administration of a questionnaire intended to measure
officer morale, perceptions, stress, etc. Additionally, they reviewed
the few written policies and orders which were in existence, interviewed
the individual employees, and examined the department's facilities and
equipment. They then prepared a report in which they described the pro-

blems which they perceived and they offered recommendations for resolution
of those problems.




The study group concluded in their report that a serious morale pro-
blem existed within the department. They alleged that the questionnaire
verified the severity of that problem, and they strongly recommended
that serious consideration be given to implementation of their recom-
mendations. They suggested that to allow a probiem of that magnitude
to continue without amelioration would be to establish an expectation
of job dissatisfaction,officer turnover, and decreased efficiency.

That work was completed in late 1976, but implementation of the
recommendations was delayed for several reasons, principal among which
appeared to be the vigorous objection to the entire project by the Chief
of Police. Further, the rank-and-file members of the department, acting
mainly through the Police Guild, shifted from a position of initial
support of the project to a position of concerted opposition and, in
effect, became allies with the Chief in his fight against implementing
the Technical Assistance Report.

The City Manager, realizing that he did not have an intimate know-
ledge of police operations and that such knowledge would be necessary
if he were to bring about change in the police department over the
objections of its key people, turned again to the Law and Justice Planning
Office and requested additional technical assistance to help implement
the recommendations of the Technical Assistance Report.

In the meantime, intent upon demonstrating their support of the City
Manager in this matter, the City Council, by Resolution Number 3803
adopted April 13, 1977, directed that the City Manager, acting through
the Chief of Police, should undertake a number of specific activities,
each separately identified in the resolution, by stated deadlines.
Fortunately, the Council's resolution allowed considerable latitude with
respect to the individual recommendations contained in the Technical
Assistance Report. In general, they gave the City Manager authority to
bring about improvements without having to conform precisely with the
recommendations of the report, which had suggested alternative solutions
in certain problem areas.

In the course of this assignment, which began April 18, 1977, four
on-site visits were made. Among those consulted or interviewed were the
following:

Harry L. Drake, Chairman
Technical Assistance Report Review Committee
Walla Walla City Council

Arlo A. James, Counci Iman
City of Walla Walla

Charles Jungman, Councilman
City of Walla Walla




Ronald G. Sullivan, Councilman
City of Walla Walla

Larry L. Smith, City Manager
Walla Walla, Washington

Albert L. Watts
Chief of Police

Donald W. Wood
Assistant Chief of Police

Jack Ickes
Technical Assistance Director
Law and Justice Planning Office

Jack Jenks
Police Services Manager
Law and Justice Planning Office

Judy J. Smith
Administrative Assistant to the City Manager

Louis A. Silva
Lieutenant, Walla Walla Police Department

Mark T. Davenport
Sergeant, Walla Walla Police Department

Charles N. Fulton
Sergeant, Walla Walla Police Department

Billy H. Jackson
Sergeant, Walla Walla Police Department

Gary Bainter
Patrolman, Walla Walla Police Department

Robert D. Walker
Patrolman, Walla Walla Police Department

Sheri Delp
Departmental Assistant, Walla Walla Police Department

Mary Floyd
Departmental Assistance, Walla Walla Police Department

Steve Ruley
Departmental Assistance, Walla Walla Police Department
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I1. UNDERSTANDING THE PROBLEM

Two major problems were evident at the outset of this assignment:
The relationships among the principals, and the Technical Assistance
Report itself.

The situation was one in which the two major principals, the City
Manager and the Chief of Police, had experienced long and unfriendly
tenure, at least in their official relationships. The City Manager
had been displeased with many aspects of police management and operations
for a very long time, but he had been unable to do anything about it.

He had, though, been openly critical of the Chief and the department to
the point that communications between the City Manager and the Chief had
deteriorated to the level of terse memorandums and third-party relays,
such as through the press.

The Chief, in the meantime, for various reasons of his own had
virtually surrendered direction of the department to the Assistant Chief
of Police. The Chief had absented himself frequently, and the Assistant
Chief had assumed an extremely dominant and aggressive posture over the
Department.

The initiative for this entire effort had been supplied by the City
Manager. He had obtained the technical assistance for study of the Walla
Walla Police Department without consultation with the Chief. In short,
the Chief viewed the Technical Assistance Report and the determination
of the City Manager to implement its recommendations as just one more
phase in a continuum of criticism,

Usually, such a critical review of a department's operation leads to
a change in leadership, thereby opening the door to changes and improve-
ments. That was not the case in Walla Walla, though, for all of the
principals intended to remain in their respective positions, or so they
said. The first problem, then, was to find a way to improve commurications,
understanding, and confidence between the City Manager and the Chief.

The Technical Assistance Report, unfortunately, had been written in
a way which provided all parties, proponents and opponents, with rein-
forcement for their respective arguments. To fully explain this as-
sertion would require a detailed critique of that report, which is not
the purpose of this assignment. In summary, nonetheless, it is necessary
to observe that the recommendations which were to be implemented ranged
from the explicit to the implied, thereby inviting an equally wide range
of responses and criticisms.

The second problem, accordingly, was to find the means by which the
spirit of the Technical Assistance Report and the City Council Resolution
could be followed without inciting continued opposition because of visible
dependence upon the report.

4




0f course, the third and fourth parties in the dispute about the
Technical Assistance Report, namely the Police Guild and the City
Council, were important elements whose views and interests had to be
carefully considered. While the Council's position was clear and
positive, the Guild's position appeared to be antagonistic. Nearly
all of the commissioned members of the police department were members
of the Guild, so the Guild's support had to be gained in order to
achieve progress with this assignment,
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111, ANALYSIS OF THE PROBLEM

Research

Although the consultant had become familiar with the Technical
Assistance Report prior to embarking on this assignment, it was
necessary to gain further knowledge about the situation and to become
acquainted with other factors which might influence this project.
Accordingly, the assignment began with an extensive interview with the
City Manager. His understandings and his perceptions of the current
situation and the attitudes of the persons who would be involved in
this work were ascertained. Additionally, from the City Manager a
number of key documents were acquired, including the contract between
the City of Walla Walla and the Police Guild, the Civil Service Rules,
a report of a Personnel Classification Study by the U.S. Civil Service
Commission which had been done in 1975, the 1976 Uniform Crime Report
data pertaining to Walla Walla, the Municipal Code with reference to the
sections about the duties and responsibilities of the Chief of Police
and the Police Department, and a Technical Assistance Report about the
Police Department’s records system which had been done in 1972.

Establishing Interpersonal Communications with Police Personnel

Through the City Manager, a staff meeting was arranged in order to
introduce the consultant and allow him an opportunity to explain his
presence and purpose. All police personnel of the rank of sergeant and
above were asked to attend, and the meeting was held on April 19, with
apparently favorable results.

A major objection to the Technical Assistance Report had been ..e
fact that none of the researchers or authors had been practicing police
officers. Because of the consultant's background in police service and
a long-term, casual acquaintanceship with both the Chief and the Assist-
ant Chief, he was received on a professional and friendly basis and
apparently was not viewed as the sort of threat posed by the Technical
Assistance Report.

Thereafter, the consultant visited at length with the Chief in order
to understand more clearly his attitudes about the Technical Assistance
Report and the attendant situation and to reassure the Chief about his
intentions in Walla Walla.

In summary, the collective staff was told that the consultant did not
presume to tell them how to operate their police department, but that
they did have some problems for which he could help find acceptable
solutions,

Additicnally, discussions were held with the Assistant Chief on
several occasions about specific issues, as were brief conversations




with numerous other officers and noncommissioned employees of the
department. Primarily, during all of those conversations the purpose
was to instill confidence in the process of change which was at hand
and to gain feedback about the rank-and-file perceptions of such change.

Improving Communications Between the City Manager and the Chief

Perhaps the two most sensitive and necessary aspects of this entire
endeavor were to restore the Chief to his proper role as the leader of
the police department, a role which he might deny he had lost, and to
bring the Manager and Chief together in regular, objective, and fruit-
ful dialogue. Addressing both aspects, the consultant suggested that a
daily meeting be held in which, in effect, the Chief would report to
the Manager about significant operational matters and problems of the
department. To enhance the reporting process, it was recommended that
the Chief provide the Manager with a summary report of daily activities
of the department and a daily report of the status of police personnel.

The Department has been providing the Manager with a so-called
activity report on a daily basis, but the report was too brief to be
meaningful. The Chief, obviously seeking to present a good-faith
response to the Manager's wishes, improved the quality of those reports
and began providing an informative personnel status report shortly
after they began regular meetings. (it should be noted, though, that the
meetings did not become a daily routine, and they were not frequent when
the consultant was absent from the city. However, that failure was
attributed by them to conflicts in their own work schedules rather than
any ulterior motive.)

When present in Walla Walla, the consultant joined the Manager and
the Chief in their meetings so as to offer ideas and alternative solutions
to the problems which they discussed. Additionally, he spent several
hours in separate consultations with those two officials in a continuing
effort to reinforce positive attitudes and a philosophy of objectiveness.

Induce Cooperative Attitudes by Other Principals

A mechanism had to be found and initiated whereby the principal
adversaries, or at least their representatives, could move away from
confrontation and toward cooperative and objective solution of problems.
It was recommended that a special committee be formed, with such committee
to be composed of representatives of the City Manager, the Chief of
Police,and the Police Guild. Further, it was suggested that the nucleus
consist of one representative each of the Manager, the Chief, and Guild,
with those three persons electing four more members so as to achieve a
representative, yet manageable, group of seven. For the purpose of
democratic representation, it was recommended that the committee should

include no fewer than two patrolmen, one sergeant, and one noncommissioned
emp loyee.
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Such a committee was created, and the name '‘Police Management
Advisory Committee' was adopted. First appointments were the Assistant
Chief to represent the Chief, the Vice President of the Police Guild to
represent the Guild, and the consultant to represent the City Manager.
After the full committee was established on April 20, Sergeant Mark
Davenport was elected chairman, and the committee met four times during
the period of this assignment.

The Police Management Advisory Committee (PMAC) promptly set about
to identify the problems with which it should be concerned, most of
which had been identified in the Technical Assistance Report. Serious
questions arose concerning the validity of the Technical Assistance
Report's assertions pertaining to shift assignments and related matters,
so a major undertaking by the PMAC has been to design and administer a
new questionnaire to clarify those issues. The questionnaire is still
in the design stage, but it is expected to be administered during the
month of June. Several other subjects were addressed by the PMAC, all
of which are reported in the minutes which are attached to this report
as Appendix B.

Of special import in the PMAC process is the manner in which the
business of the Committee is reported and disseminated. Detailed
minutes are kept of each meeting, and copies of those minutes are posted
on the department's bulletin board so that all personnel can be aware
of PMAC activities.

Cooperation among the members of the PMAC has been excellent.
Furthermore, the rank-and-file members of the department seem to have
accepted this process, so that the PMAC can expect to play an important
role in the decision-making process in the future,

Technical Assistance Report Recommendations

A. Reorganization of the Walla Walla Police Department

The City Manager initiated review of this issue by asking the Chief
to give him a detailed functional breakout of the department along with
recommendations for reorganization. This request was made during the
consultant's initial on-site visit, and the request produced a series
of written responses and extensive discussions among the Manager, the
Chief, and the consultant. The Chief's first response was very brief
and direct. He simply copied the organization chart which had been
recommended in the Technical Assistance Report and added the names of
the three officers who he recommended to command the three divisions.
The Manager found that response quite inadequate, for he had in mind
a thorough review of the entire issue. Each subsequent presentation
by the Chief was more elaborate than the preceding until, on May 23,
after a three-hour, workshop-type discussion, the two reached an
acceptable level of understanding.




Designation of the particular officers who should command the
divisions was complicated by unresolved litigation pertaining to the
""Rule of Three'' vs. the "Rule of One.' Because of that litigation which
had been in the courts for about two years, the city did not have a
civil service eligible list for any promotional position in the Police
Department. Therefore, in order to achieve an equitable division of
work in the department along the lines suggested by the Technical
Assistance Report and the more recent discussions between the Manager
and the Chief, it would have been necessary to appoint one or more
acting or temporary lieutenants. Since the litigation should be decided
by mid-July, it was felt that temporary appointments would be unfair to
the individuals involved and dangerous to morale, for an interim organi-
zational structure could be designed whereby temporary promotions could
be avoided yet progress could be achieved. The consultant offered a
recommendation which would transfer some Support Services Division
responsibilities to the Patrol Division for the few weeks remaining
until a new promoticnal list can be established. By so doing, a sergeant
can supervise the Support Services "Unit,'" and other complications can
be avoided. This recommendation was accepted by both the Manager and
the Chief, and the interim organization became effective June 1, 1977.

The attached schedule (See Action Plan, under V, Recommendations)

indicates expectations regarding the time for permanent reorganization.
The form of such organization will be very similar to the form recommended
in the Technical Assistance Report.

B. Personnel Management

Several recommendations about personnel management appeared in the
Technical Assistance Report, some by implication and some specific. All
of those recommendations and the numerous other elements of personnel
management are to be reviewed and steps taken for improvement as shown
on the proposed schedule of activities. Except for limited discussions
with the City Manager, no significant activity concerning this subject
occurred during the on-site visits.

C. New Civil Service Positions--Senior Sergeant and Senior Patrol
Officer.

While the Technical Assistance Report was rather specific in re-
commending these new positions, obviously there are alternative ways
for staffing supervisory positions. Some objections to the use of those
titles were voiced during cursory discussions in the PMAC meetings.
Also, questions were raised about the responsibilities and activities
of those positions. Therefore, the subject will be studied further by
the Chief and the PMAC in context with the Career Development Program
studies which will take place as shown on the proposed schedule of
activities. In the meantime, the existing process for temporary super-

vision of patrol personnel by patrolmen appointed for that purpose will
continue.
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D. Study of Work Loads

This activity could not be undertaken during the course of this
assignment because personnel were not available who could do the job.
It is, nonetheless, addressed on the proposed schedule of activities.
Special provisions will have to be made whereby qualified personnel
can be made available for that task.

E. New Shift Times

The Technical Assistance Report contained sharp criticisms and
specific recommendations about shift times, but discussions in the
PMAC meetings revealed that the personnel in the Patrol Division were
satisfied with the present times set for the shifts. No reason to dis-
pute their feelings could be found, since the Report did not present
sufficient evidence to justify a change. Obviously, when the work

loads are studied more thoroughly, the issue of shift times should be
reconsidered.

F. Guild Involvement in Shift Assignments

The Technical Assistance Report urged that the Police Guild be
given the opportunity to have Patrol Division personnel sign up for
shifts by individual preference. However, the PMAC elected to research
this matter and related aspects of the assignment of personnel. That
choice came about because some members of the PMAC expressed doubt that
the observations made in the report were still valid., A questionnaire,

as reported earlier, will be the mechanism by which attitudes and pre-
ferences will be examined.

The questionnaire endeavor, while involving the Guiid through re-
presentation on the PMAC, is more than a Guild project. Rather, it
represents a cooperative effort between the administrative arm of the
Department, the Guild, and the City Manager. As previously stated, the
questionnaire should be administered during the month of June.

G. Shift Rotation

This subject, too, was addressed with a specific recommendation in
the Technical Assistance Report. However, as with shift assignments,
alternatives are rational, and it will be covered in the questionnaire.

In view of the attention which had been and was to be given to all
aspects of and to shifts, this subject was researched, and the members of
the PMAC were provided with copies of several pieces of literature on
the subject. The goal was to acquaint them with some of the alternatives
possible in work days/off days combinations and to enlighten them about
stress factors associated with various rotation schemes.
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H. Jail Management -

The City Council had directed that the problems with the jail were
to be treated in progressive steps. The first step was to develop a plan
for minor modifications. Subsequently, detailed procedures for operation
of the jail were to be written. The proposed schedule of activities pro-
vides for accomplishment of both of these steps within the time frame set
by the Council.

I. Procedures, Rules and Regulations Manual

A major portion of the Technical Assistance Report dealt with this
subject, including a proposed text for sections of such a manual. Un-
fortunately, those recommendations did not take into consideration the
dynamics associated with creation and maintenance of a modern manual for
governing an organization, Therefore, the PMAC was provided with current
literature for study as well as with a codified, subject-oriented format
for their consideration.

The PMAC unanimously agreed with this format and concept, and they
recommended that the Department adopt that design, which provides for 12
chapters into which those directives relating to the subject of each
chapter will be collated. Each chapter is subdivided into subjective
elements, thus providing for the collection of closely related directives
into their respective subsections. Within the subsections, directives are
numbered sequentially. Each chapter, accordingly, is identified by a
primary number; each subsection is identified by a secondary number; and
each individual directive is identified by a tertiary number,.

In this system, all standing position statements and directives,
whether they be called policies, procedures, rules, regulations, or what-
ever, can be collected into one, open-ended manual. This method might
not be acceptable in a large department because of the volume and variety
of documents required, but it should be quite satisfactory in a small
department. It is simple, yet it fulfills all the requirements for orderly
retentions and rapid retrieval of departmental directives.

By adoption of the style indicated, actual development of the manual
will become an on-going process. As each rule or procedure is adopted,
it can be documented, numbered, and inserted into the appropriate niche in
the manual. When changes in a directive are necessitated, that particular
rule or procedure can be amended and the amended documentation can be sub-
stituted readily into the manual.

.WOrk on the manual should get underway in June, as shown on the proposed
activity schedule, and it should continue throughout the life of the Walla
Walla Police Department. ‘




1V, FINDINGS AND CONCLUSIONS

Because of the unusual nature of this assignment, ''analysis'' and
"results' were so closely interdependent that separation would have
damaged the continuity which seems appropriate to this report, thus
rendering the report less meaningful. The preceding analysis section,
therefore, contains the main narrative which otherwise might have been
presented in this section.

Certain rather subjective conclusions can be reported here, nonethe-
less, and they are:

1)

3)

k)

5)

That most of the problems identified in the Technical
Assistance Report were or soon would be verified by
continued study of the management and operations of
the police department, especially by the PMAC;

That many of the recommendations in the Technical
Assistance Report were arbitrary and not necessarily
the best choice for solution of the respective pro-
blems;

That contrary to prelimipary indications, all parties
acknowledged that problems do exist in the police
department and that the Technical Assistance Report
identified them;

That all parties are'willing to work together toward
resolution of those issues which ‘constitute mutually
acknowledged problems;

That knowledgeable, determined, cooperative leadership
must be present if the Walla Walla Police Department
is to be converted successfully into an efficient and
effective organization; and

That the activities required to bring this overall
effort to a successful conclusion are time-consuming,
and they may prove to be too ambitious for the present
staff of the police department.

12




V. RECOMMENDATIONS

General Recommendations

The Walla Walla Police Department clearly is deficient in several
respects, and all parties responsible for or concerned with those de-
ficiencies have been urged to aggressively pursue the course set by the
City Council in their Resolution (See Appendix A), the first steps of
which were implemented as a product of this technical assistance.

Specific Recommendations

)

2)

3)

The City Manager must continue to take an active interest
in the affairs of the police department, and he should

meet frequently, preferably daily, with the Chief of Police
in the manner initiated in mid-April.

The Chief of Police should fulfill his responsibilities by
being present regularly during this period of transition and
by personally overseeing as much of the transitional work as
possible,

The Chief of Police should continue to provide information

daily to the City Manager through written activity briefs,

personal reports, and other means so as to keep the Manager
abreast of the department's successes and problems.

The PMAC should be continued for an indefinite period to
enable rank-and-file input into the decisionmaking process,
but its membership should be changed. Initially, the PMAC
was established to provide a forum for expression of con-
flicting points of view and resolution of those controversies
related to the Technical Assistance Report. Since the major
antagonists seemed to be the Manager, the Chief, and the
Guild, the PMAC was set up to represent each of those in-
terests. The long-term purpose of such a group, though,
should be to study selected issues and provide advice to the
Chief of Police regarding those issues. Since the Chief

can and will regularly get advice from his top staff, and
further, since the presence of command officers often serves
to inhibit subordinates, the PMAC would be of most utility
if its membership did not include division commanders.
Rather, its membership should be limited to those members of
the department who do not enjoy a regular opportunity to
counsel the Chief.
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Action Plan

The action plan that follows was produced as a part of this assign-
ment and is presented as a Proposed Schedule of Activities.

LT




PROPOSED SCHEDULE OF ACTIVITIES
TO IMPLEMENT CITY COUNCIL RESOLUTION NO. 3803
AND TO EFFECT [MPROVEMENTS IN MANAGEMENT AND OPERATIONS
OF THE WALLA WALLA POLICE DEPARTMENT

May 31, 1977

Activity Counci l
Month Number Activity Description Deadline
June ] Establish interim organization. 7-15-77
2 Establish procedure for personnel 7-1-77

assignment to divisions, shifts,
days off, etc.

3 Initiate new system for document- 10-31-77
ation, distribution, and maintenance
of rules, regulations, and procedures.

L Develop a plan for minor modifi- 7-11-77
cation to the jail.

5. Develop and initiate a procedure 9-30-77
to encourage and respond to
employee suggestions.

6 Prepare for examinations to na*
establish promotion eligibility
lists for the ranks of sergeant and
lieutenant

July 7 Establish eligibility list for pro- na
motion to lieutenant.
8 Establish eligibility list for pro- na
motion to sergeant,
10 Develop a plan for in-service na
training
11 Establish procedures for operation 7-15-77

of the jail.

12 Develop a set of joint operations 1-1-78
procedures for performance of duties
at the Washington State Penitentiary.

*na = not applicable
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August

September

October

13

15

16

17

19

20

21

22

23

24

16

Prepare for a staff workshop to na
set departmental objectives for

1978.

Establish the new, permanent na

organization.

Set objectives for the remainder na
of 1977 and for 1978.

Develop a manpower allocation na
plan.

Develop the preliminary budget na

for 1978.

Recommend policy and develop 9-30-77

procedures for recruitment and
selection of police personnel.

Design a plan for improvement of na

the reporting and record-keeping

system.

Develop a plan for employee career 9-30-77

development (including promotional
procedures, other rewards, educat-
ional opportunities, and other
means to provide employee satis-
faction).

Establish a procedure for handling 9-30-77
disciplinary matters.

Adopt a set of modern rules of 10-31-77
personal conduct.

Develop a plan for interagency, 1-1-78
nonemergency, mutual support with
other police agencies in the area.

Other activities to be performed
during 1977 and 1978 will be
dictated by the objectives which
will have been adopted during the
August workshop

(See the following elaboration of

this schedule for clarification of

the activities described and for an

outline of the elements of the

activities.)
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Outline of the elements of the activities described in the preceding pro-
posed schedule of activities.

1. Establish interim organization

a. Write and disseminate order to all personnel:
(1) Setting the organization structure;
(2) Defining the scope of responsibility for each major unit;

(3) Providing for lines of authority in the absence of principal
commanders;

(4) Naming the commanders of the major units; and, if necessary,
(5) HMaking other personnel assignments.

b. Make a public announcement about the interim organization through
the news media.

c. Set the time for weekly staff meetings to include the Chief of
Police and the division commanders.

d. Set the time for monthly staff meetings to include the Chief of
Police, division commanders, and all sergeants.

2. Establish procedure for personnel assignment to divisions, shifts,
days off, etc.

a. Conduct a survey to learn about the preferences of the personnel.

(1) The Police Management Advisory Committee (PMAC) is working
on a questionnaire for this purpose.

b. Decide the policies and procedures for:
(1) Assignments of personnel to
(a) Divisions or other major units,
(b) Shifts within units, and

(c) Regular days off, compensatory time off, days off in
lieu of holidays, and vacations.

(2) Rotation of personnel among
(a) Divisions or other major units,
(b) Shifts within divisions, and

(c) Regular days off.
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c. Write and disseminate to all personnel] a directive based upon

b, above.

Initiate new system for documentation, distribution and maintenance
of rules, regulations and procedures.

a. Decide the style, organization and format for the ''Manual."
(1) The PMAC has presented a recommendation to the Chief
of Police.
b.

Place responsibility for control and maintenance of the
manual.

(1) Name a document control officer.
(2) Train the document control officer.

c. Acquire binders for the manual.

(1) The binders should be of high-quality construction and
appearance and should be sujtably labeled.

Produce a written directive setting the policy and defining

the procedure for control, maintenance,and distribution of
the manual.

Develop a plan for minor modifications to the jail.

a. Review the existing situation in relation to minimum require-
ments.

(1) The State Jail Inspector can provide information on
minimum requirements.

(2) The Technical Assistance Report offers suggestions.

Identify and consider alternative modifications in terms of
cost and feasibility.

Produce a written report with recommendations for consideration
by the City Manager and the City Council.

Develop and initiate a procedure to encourage and respond to employee

suggestions.

a. Research alternative mechanisms for soliciting, evaluating, and

rewarding employee suggestions for improvements in management
and/or operations of the Department.
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b. Decide upon a procedure and produce a written directive setting
the policy and describing the procedure.

Prepare for examinations to establish promotion eligibility lists for
the ranks of sergeant and lieutenant.

While this activity is the responsibility of the Civil Service Commission,
the advice of the Chief of Police should be sought, and he should be
prepared to offer advice concerning the content of such examinations so

as to assure that they are relevant and objective.

Establish eligibility list for promotion to lieutenant.

Establish eligibility list for promotion to sergeant.

As with activity 6, above, responsibility for these activities rests
with the Civil Service Commission. Nonetheless, progress toward
improved management of the Walla Walla Police Department is dependent
upon these activities, and they must be given prompt attention.

Develop a procedure for handling complaints by employees.

a. Research methods by which complaints by employees can be heard,
evaluated, and resolved.

(1) Because of the close relationship between various
types of complaints by employees and the formal
grievance procedure in the contract between the
city and the Police Guild, care must be taken to
avoid new conflicts which may result if a recom-
mended procedure does not distinguish between
internal and external methods for and jurisdiction
over conflict resolution.

(2) Civil Service Rules, too, address this area of
concern and must be considered in the development

of internal departmental procedures.

b. Produce a written directive setting the policy and describing
the procedure.

Develop a plan for in-service training.

a. Place responsibility for the department's in-service training
program by naming a training officer.

(1) Train the training officer. Since the department's staff
includes three officers who are graduates of the FBI
National Academy, the potential is on hand to quickly move
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into an effective training program. |(f that resource
{s not used, the training officer must be given
appropriate training as soon as possible.

b. Survey and analyze the status of training of the personnel.

c. Document a training plan designed to improve the functional
quality of the department.

(1) ldentify specific deficiencies in relation to the desirable
types and levels of skills required for effective operations.

(2) Research the availability of training courses needed to
overcome the deficiencies and evaluate such courses in
terms of cost.

(3) Select those courses which appear most feasible and will
best serve to overcome deficiencies in skill levels.

(4) Produce a written recommendation in the form of a&
implementation schedule.

Establish procedures for operation of the jail.

a. Research applicable current standards and modern jail management
practices. (Refer to comments under Activity 4, above.)

b. Review manning requirements based upon prisoner population and
characteristics. ’

c. Establish a duty schedule for jailers which will maximize use of
the available personnel.

d. Produce a written directive setting the policy and describing the
procedures for operation of the jail.

Develop a set of joint operating procedures for performance of duties

at the Washington State Penitentiary.

a. Review the legal and, if any, the moral responsibilities of each
agency.

b. ldentify and compare alternative methods for handling the various
classes of activities at or associated with the Penitentiary.

c. Prepare a written report with recommendations for consideration by
the City Manager and, if necessary, the City Council.

d. Produce a written directive setting the policy and defining the
procedures.
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Prepare for a staff workshop to set departmental objectives for 1978.

a. Decide the scope and duration of the workshop. Setting of the
scope will help to determine who should attend. The duration
will depend upon the degree of ambition to which the City
Manager and the Chief are willing to commit.

b. Decide upon the quality of leadership and arrange for such leader-

ship.

c. Arrange for and announce the place and date.

d. tdentify data needs and gather such data as a basis for workshop
deliberations.

Establish a new, permanent organization

a. Write and disseminate an order to all personnel:

(1)
(2)
(3)

(4)
(5)

Setting the organizational structure;
Defining the scope of responsibility for each major unit;

Providing for lines of authority in the absence of principal
commanders;

Naming the commanders of the major unitsj and,

Making other personnel assignments as necessary.

b. Make a public announcement about the new organization through the
news media.

Set objectives for the remainder of 1977 and for 1978

Refer to Activity 13, above.

The major product of the workshop should

be this activity.

a. In addition to setting objectives, the workshop should produce a
mechanism for assuring progress towards attainment of objectives.

(1)

A detailed work plan can serve as a measuring device.

Develop a manpower allocation plan

a.

Based upon the departmental objectives, identify the types of job

classifications required to perform the tasks required.
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(1) This activity should include reconsideration of the positions
of Senior Police Officer and Senior Sergeant which were recom-
mended in the Technical Assistance Report.

b. Justify the numbers of personnel in each classification which will
be required to achieve the departmental objectives.

Develop the preliminary budget for 1978.

a. Base manpower requests upon the manpower allocation plan.

b. Justify operating and equipment costs requests by reference to
the manpower allocation plan, status of inventories of supplies
and equipment required to support the manpower requests, and
condition of equipment.

Recommend policy and develop procedures for recruitment and selection
of police personnel

As with Activities 6 - 8, primary responsibility for this activity
belongs to the Civil Service Commission. Nonetheless, administration
of the recruitment and selection of police personnel is a matter of
proper interest and concern to all members of the Police Department.

a. Research current recruitment and selection practices in the
field of law enforcement.

b, Evaluate alternative practices.

c. Decide upon and submit written recommendations to the City
Manager/Civil Service Commission.

Design a plan for improvement of the reporting and records-keeping

szstem

a. A request for technical assistance has been submitted to the
State Law and Justice Planning Office by the City Manager.
Preliminary response has appeared to be favorable, but the
Technical Assistance Program is the responsibility of the
Law Enforcement Assistance Administration. Therefore, we
cannot be <ure that the assistance will be forthcoming, but
if it does become available, the advisor should be on this
project by September.

b. |If technical assistance does not become available through
the LEAA program, consideration should be given to acquisi-
tion of qualified assistance with local funds, for the con- -
cerns expressed in the Technical Assistance Report are
valid. Further, observations by the consultant have
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affirmed that the present system is neither economical nor
efficient.

Develop a plan for employece career development

Although the Technical Assistance Report and the City Council confined
their comments to opportunities for promotion and education, employee
satisfaction is dependent upon a much broader scope of gratifications.
A Career Development Plan would address such concerns and would
establish a variety of in-service courses by which each employee could
seek job satisfaction.

a. Research career development plans which have been implemented.

b. Evaluation applicability of the various plans to the Walla Walla
situation.

c. Develop and document a plan as a recommendation to the City
Manager, City Council, and/or the Civil Service Commission, as
appropriate.

Establish a procedure for handling disciplinary matters.

a. Review the existing procedures as set forth in the law and Police
Guild contract.

b. ldentify the unwritten procedures, if any, which are or have
been practiced recently in the Walla Walla Police Department.

c. Produce a written report in the form of a recommendation to
the City Manager and/or the Civil Service Commission; such
recommendation to be limited to those disciplinary matters
~shich are not adequately covered by existing law or
requlations.

Adopt a set of modern rules of conduct

The traditional core of Manuals of Rules and Regulations is the
section which deals with regulations of personal conduct. Further, as
indicated in the Technical Assistance Report, the Walla Walla Police
Department had not kept those regulations in tune with the times.

a. Review the existing and proposed regulations. (A set of
proposed regulations has been presented to the PMAC by
the Chief of Police.)

b. Decide upon appropriate regulations.
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c. Submit a Code of Regulations of Personal Conduct to the City
Manager for review.

d. Upon approval, include the Code for Personal Conduct in the
Departmental Manual.

23. Develop a plan for interagency, nonemergency, mutual support with other
police agencies in the area.

""Nonemergency'' has been set as the limit for this activity under the
assumption that an emergency mutual support agreement already exists.
If not, such an agreement should be sought promptly.
a. Research for this plan should include consideration of:
(1) Detention of prisoners;
(2) Sharing of investigative resources;
(3) Sharing of communications personnel and facilities; and
(4) Sharing of records-keeping personnel and facilities.
b. The specific steps of this activity would depend upon the willing-
ness of other agencies to participate in the study. In any case,

all efforts should be documented and, if possible, recommendations
should be produced.




RESOLUTION NO. 3803

A RESOLUTION OUTLINING MEASURES TO INCREASE THE
EFFECTIVENESS OF POLICE STRVICES TO THE CITY OF
VALLA WALLA, VASHINGTON.

WHEREAS, the City Council of the City of Walla Walla has previously
authorized an investigation and report of the Walla Walla Police Department
to be made by the Washinpgton State Law and Justice Planning Office (LJPO),
and said LJPO report has outlined certain problems existing within the
Police Department and has further made certain recommendations for the
correction thereof; and

YHEREAS, the nroblems outlined in said LJPO report, as confirmed
by the City Council, include:

1. Inadequate and inefficient organizational structure;
2. Shift assignments incomsistent with best service to the City
of Walla Walla, and also causing deterioration of employee

morale:
3. Implovee confusion and lack of information on policies for

hiring, promotion, educational opportunities, personnel
complaints, employee supggestions for imnGprvement of ser- -
vice, duty rotations and disciplinary actions;

4. Inadequacies in jaill facilities and operation; and

5. Lack of an up-to-date departmental nolicy and procedures

manual:
and ) .

WHEREAS, the City Council recognizes that said problems have impaived

the ability of the Police Department to provide maximum police service to the
City; and

"HERFAS, the City Council recognizes that its primary objective in
light of said LJIPO report is to increase the effectiveness of the Police Depart-

ment in onroviding police service to the Cilty by implementing certain of the.
LIPO report's recommendations, within the budgetary limitations for staffing

and jall facilities,

NOW, THEPEFORF, BE IT RESOLVED BY THE CLTY COUNCIL OF THR CITY
OF WALLA VALLA:

Section 1. That the.City Manager, acting through the Chief of
Police, shall

Appendix A
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By July 15, 1977, modify the organization of the Police
Department so that it is in essential conformance with
Chart No. 3 of the LJPO report, with three divisions
and no assistant chief. This reorganization shall be
accomnlished with no grade or pay reductions to ex-
isting personnel and, further, all newly established
positions shall be filled by means of regular Civil
Service procedures. There shall be no forced reduc-
tions of personnel as a result of this reorganization.

By July 1, 1977, review and modify, as necessary, all

shift times and rotational nrocedures giving full considera-
tion to, but not necessarily fully complying with, the
recommendations of the LIPO report. The pnrincinal ob-
jective herein shall be to provide the best possible police
service to the City, while at the same time taking into con-
sideration the personal needs of the department employees
not inconsistent with said objective.

By September 30, 1977, publish written procedures con-
sistent with Civil Service requirements, the Police fuild-
City of Walla Walla Agreement, and all other pertinent
federal, state and citvy regulations, covering hiring,
promotions, educational opportunities, personnel com-
plaints, emnloyee suggestions for imnroved services,

duty rotations and discivnlinary actions. The City Council
recommends that the Police Guild and Civil Service Commis-
sion be involved in formulating these procedures but that
the City Manager's decision on the final content of the oub-
lished procedures shall be final. TLvery employee in the
Police Department shall be furnished a copy of each of these
procedures, comnlete with any and all revisions!

By July 15, 1977, review the administration of the City Jail
giving full consideration to, but not necessarily fully com-
plying with, the recommendations of the LJPO renort. Also

by said date, prepare nlans for the relatively minor modifica-
tions to the City Jail facility and, if funds are available,
nroceed with those modifications.

By October 31, 1977, nroduce an uondated Police Department
Policy and Procedures Manual. The City Council hereby
specifically approves LJPO report Policy Mos. 1,2 (with
clarification), 3,4 and 5. As supggested by the LJPO renort,
all procedures, rules and regulations shall be reviewed by
the City Attormey and approved by the City Manager. This
manual and all subsequent revisions shall be available to all
members of the Police Nepartment.

Resolution 3803



By December 31, 1977, review the Policy and Procedures MManual
for errors and omissions and correct 1t accordingly. Additionally,
provide for the full review, updating and additions by the Police
Chief and division heads and anproval by the City Manager at
least once each year thereafter.

'By Januvary 1, 1978, comnlete formal coordination orocedures

with Walla Walla County, Washington State Penitentiary, City
of College Place, and with such other organizations as are
necessary to improve the police service to the City.

By April 15, 1977, begin holding repgular meetings hetween

the City Manager, Chief of Police and his key supervisory
nersonnel to develop details of compliance with this Pesolution,
and to discover and solve other departmental problems. These
meetings shall be held at not greater then two-week intervals
until at least December 31, 1977. All meetings to be documented
in the form of written minutes.

During the entire imnlementation ﬁeriod, keep all employees
of the Pclice Department advised of the changes proposed and
being made.

Section 2. The City Manager shall hercafter furnish reports to the
City Council on the status of the imnlementation of this Resolution at
least once each month until further notice.

PASSED by the City Council of the City of Walla Walla, Washington,
this 13th day of April, 1977.

Attest:

Mayor

City Clerk

Resolution 3803
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l'l‘he following are the minutes of the POLICE MANAGEMENT ADVISORY COMMITTEE meoting,
. held in the conference charmbers of Valla vwalla City Hall, halla Walla, Washington, on
l‘-flednesday, April 20, 19772

The meeting was called to order at 2:40PM, The following persons were in attendances:

ll. hssistant Police Chief Don ‘iood, representing the Office of P’olice Chief,
Lt, Louis A, Silva, representing the Walla Valla Police Depariment,
Russ Richardson, representing the City lianagers Office, )
li, Patrolman Gary Bainter, represcnting the talla Walla Police Department,
5. Sgt, Mark Davenport, representing the Yalla Walla Police Department,
6. Officer Bob Walker, representing the “alla Valla Police Guild,
l'{, Dept. Assistant IT Steven R, Ruley, representing the non-uniformed police employeecs,

It was decided that the committce would nced a chairman, and Sét Mark Davenport was
nominated and clected, His first official act was to appoint Steve Ruley as recording
secretary for the committee,

Discussion proceeded to setting a time for our meetings, and after discussion, it
was decided that the comrdttee will meet Tuesdsy, April 2¢, 1977, at 2:00PH, and there-
after, every other Tuesday at 2:00 Pi,

The auestion of compensation for atitendine the meetings was introduced to the floor,
and it was decided that permission from the Hanarement would be necessary to authorize

I ither pay or comp time for attendance by off duty employees,

Mscussion ther centercd on the purpose of ithe cormittee, this being to study and
make recoricendations to the Chief of Police on selected suhiects relatirs to the manaremeni
and operations of the '*falla Valla Police Deparitment.,

The groun arreed Yo im.ediately bec,,m a stvdy of shift times and rotational procedures

Cog et L1 1 0,

in *‘Bor to reet the BIZY deadline of July 1, 1977
ssistant Police Chief Uon Yood made a reavcsy for obtaining more Technical
Assi s*rm ce rerorts, so that each mrmher of the coinittce may have access Lo a cony. Mr,
Pres ichardson agrecd to look into this matter,
In order to provide a working bease for discussicn and action, it was recom.ended
lb;: ‘ir, Richardson that each corrittee member do sowe personal research on days-off, shift
ho'rs, rotetion of shifts, frecuency of rotation, anc¢ method of assirniient of such a
giia*tion, The possibilit;r of establishing non-rotation wes also entered inmio the
discuzsion for “chov' 1%,
Patrolman Gary »alnter informed the corrditee that ore posaible answer to a rotation

problem wovld te to havn oflicers remain on a shift for a specified amount of time, such
as four monihs, and ¢ T k,ho’r, tine wac copleted, the oificer would be eligibic for
rotation, deperaing uoon the preferences of tho senicr patrol officers,

* shift hours, but nayhe oniy with drve of f and methicd of shift assi:rment.

Can o

l The cossibility was also mentioned that there nay be no problem currently with
(D]

Conm\it‘tec Chairman hark T'ovenport volbmioored 1o corduet a poll of Lio .alla
l' a11n eline Torce to deterrine the concensus of opinion of shift tires, sbift rolatiovns,

A rolavions of days off, This poll, and resulie of arme 7' Yo eeeetdee ato Bhe 3¢
rmeetire of the committer, v
Tt was decided thet on the next cowrittee meeting date, the following items will
l\w discussed: '

l Appendix’ B ‘
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1., Proposed Repulations

2. Proposed Poll fumestions as mentloned above

3. .Each member will attempt to isolate some problem of a management nature for
discussion,

- -.-. -
.

e first meeting of the POLICE MANAGEELT ALVISORY COM:ITTEE was adjourned at 3:56 P,
pril 20, 1977,

‘.u
3

Respectfully Submitted,

Steve Ruley, secretary-recorder

* . . L




lne following are the minutes of the POLICE MANAGEMINT ADVISORY COITUTIEE mecting, held in
?e conference chambers of WWalla Walla Crln,r Hall, Walla \.alla, Washington, on Tuesday, April
1977,

The meeting was called to order at 2:05 P by Chairman Mark Davenport, All comittee
mbers were in attendance,

At the beginning of the meeting, extira copies of the LJPO Technical Assistance eport
'lere available, and each committee merber now has a copy for reading and study,

The minutes of the last meeting were submitted for approval, and were approved with the
ollovwing corrections:

1, Paragraph 6 on pare 1 is changed to rcad as follows: "The group arrced to immediately
begin a study of shift times and rotational procedures in order to meet the walla walla City
uncil deadline of July 1, 1977."
lO 2, Paragrapg 9, the portion of the sentence following the last comma is changed to read
"depending on whether they wish to rotate or whether another officer with the minimum period
of time on another shift wished to replace them., They would only be replaced at that time if
hey had the most time of any officer on that shift."

Tre question was raised as to whether the committee should adopt any special rules of
lorder, and after discussion, it was decided that we m_ll follow standard rules of order
as specified in Roberwss Rules of Order,

Chairman iark Dq"enport beran the presentation of OLD BUSIVESS with a discussion of the
lnroposed poll questions for the Valla ‘.-’alla Police Departnent on shift tines and rotational
procedures, He reported that he was experiencing some difficuliy in desi:ming the poll, He
pointed out a need to have a manipulation check built into the poll to ensure that the

Iquestions were actually being considered by the participants, and not answered in » random
mamer, It was also pointed out that such a poll should be taken by all of the participants
at the same time to avoid influence of supervisors and other employees, A Guild Meeting was ,
suggested as the possible location for administration of ths poll, Also, it was made knowm

that a place for general comments and/or suggestions should be made at the conclusion of
the poll as a possible vehicle for obtaining crucial inpnt from department members, Saild
poll will be treated with standard statistical treaircnts for determinatior. of si mificance,

' Hore input is needed at this point on the quostlon of shift rotation and assignment, and
Chairran Davenport will attemnt to obitein this, Fach rrwber of fle committec was alro advised

l‘bo collect any available irput and informa*ion on this subject,

. Puss Richardson svnnlied each merber of the comrmittce uvith 3 reading handouis
consisting of "Stress, I *utrvu., and adaptation in Police .ork" by “ftin Relser, rerrintcd
from POLICE CHIFF macazine, Jan, 1976 issue, "Team Policing In A Small Department" by
Josech 3, Koziol JR., reprinted from POLICE FHIEF magazine, July 1976 issue, and '"Policn
Fersoral Problems-Precticel Considerations for Adrivistrators! by Loward L, Teten & John
V, lMinderman, reprintec {rom #8) Law Lnforcemeni wlletir,

Assistant Police Chief Don ..ocod noted thail compensatery pay has bacn authorlzcd for
s atieraine these mentin-g vhile off duty, .

lccm lL.oee roarhoer
The tovic of the Wolln Walla Police Dc(}mimemt Pol”ce fflanual une raised, end assistant
Police Chief Don'Wood apreed to obiain enouv~h copies of the present mannal for cach
corrmittee member to read and cowment upon, It wes apreed that proposed repulatiors ma, he
effectively used as’a soundirg board for development of belter & more comprehensive
repulations, nch merber of “1c¢ com iitee should have a copy of these beforc next mecting,
I Any problem areas in these repulations should he noted ror disrussion,
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Tho question of voting by committes members of cruclal topics

I .3 discussed, and it was decided that the minutes will reflect the way

~ch committce member votes, in this way each fhiember will be repponsible
sor his vote boc the members of the department he 1s representing.

The business of the committee then proceded to the precentatlion
of o management problem by each committee member., Problems were presented
5 follovisi

‘ 1, Officer Bob Walker advised of a possible oversight in the
ack of recognition to employees Tor varlous Jjob aspects. It was felt by the

committee that recognition for g Jjob well done is a necessary and vital part
f the administration of a Police Department. It was also suggested that

Positive reinforcement be avallable as freely as disclplinary action. Also,

the posslbillity of 'cctablishing some sort of recognition program for the
eneral public was mentioned, this being for recognition of citizens who
id Law Eaforcecment in some substantive manner,

2. Asslistant Police Chief Don Woodused the problem of vacation
cheduling as a management problem. He requested any ideas and/or
iuggestions which might be avallable to ease this annual problemn.
3. Officoer Gary Bainter felt that a management problem existed

in the inconsistencies of expectations from supervisors, kany officers sare
econing confused in trying to please each supervisor they work with, and it

!pparently is becoming a problem which should be considered. Sgt. Mark
avenport pointed out that a written policy on this may not necessarily be
he answer, as 1t may restrict the line supervisor so that he may lose some

‘f his effectiveness.

4, Lt. Louls A. Silva brought up the question of the selection
f Patrol Officers for service in the detective division. He requested any

Iiomments or suggestions on the establishment of a policy for determining
his, Patrolman Gary Bainter suggested the establishment of a policy which

would outline the results a patrolman should achieve in his time in the

letective Division, The question was also raised as to whether it should
e mandatory for an officer to serve any time in the Detective Division.

Sgt. Davenport pointed put that this time in that division serves as an
xcellent training vehicle for further police service,

( 5. Dept. Assistant Steve Ruley felt a management problem existed
n the lack cf strong and definite lines of authority in the records
ivision., This 1s resulting in records personnel working for several

IEupervisors with no real control, and is resulting in an overload of work
n an increasingly frequent basis.

Also, a problem with transferring telephone calls to others
ffices in the department was mentioned. The dispatch desk i1s presently
esponsible for handling 6 incoming telephone lines, 4 radios, an intercom

line, an alarm panel, all in addition to doing regular report .work, and
mocasionally handling the teletype and front counter, It was felt that

IEhen a call is transferred to a specific office in the department, the
ccupant of the office should not Jjust ignore the intercom simply because

they are on the telephone, because in most cases, the dispatcher already
lms several people on the telephone to handle,

Mr. Russ Richardson pointed out that several departments

use a separate telephome number for each division, such as records,

Igetectlves. juvenile, etc., thereby eliminating a large telephone burden
rom the dispatch desk,

Sgt. Davenport pointed out that many people are using the

: lspatch as a secretarial pool, and this habit should be controlled to

greater extent, -

) Assistant Police Chief Don ‘Wood stated he will check 1nto
the possibility of having the telephone company do6 a survey on WWPD phpne

lkrafflc, and posslbly make suggestions and/or recommendations.



: 6., Committee Chatrman Mark Davenport voiced the need for

la training manual for police personnel to reduce the problem of uni-

" formlty of training, and inconsistency in training between shifts. It
~_ Was also mentloned that a training manual for dispatch personnel would

be a great help.,
lir, Richardson stated that many departments have a "training

o officer" appointed to oversee the basic training function within the .
IVarious departments, - .

Each of the above problems wlll be discussed at the next
meeting scheduled for May 10, 1977, at 2:00PM,
I lir, Richardson also advised that he has checked with th e
City Manegers Offlice, and 1f anyone has a pressing need to communicate
with him at times other than meeting times, this would be allright,

Méeting adjourned at 3:53PM.

Respectfully Submitted,

Steve Ruley, Secretary-recorder
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The following are the Minutes of the Police Management Advisory Committee meeting
held on May 10, 1977, in the conference chambers of Walla Walla City Hall, Walla Walla,
Washinqton: '

The meeting was called to order at 2:12 PM, by Committee Chairman Mark DAVENPORT.
A11 reguiar committee members were in attendance.

The Minutes of the April 26, 1977 meeting were approved as presented, with no
corrections. Mr. Russ RICHARDSON commented tha- the minutes were being well presented,
and he also requested that a copy of said minutes be provided to the City Manager on a
regular basis, from this point on.

Sgt. Mark DAVENPORT brought up the first point of old business, which was comments
on the proposed Walla Walla Police Department Policy Manual. Mr. RICHARDSON pointed out
that a problem may be developing in the confusion over words used in the development of
the policy manual. He pointed out that a policy manual would contain points of POLICY
concerning the department, rather than a collection of rules & regulations. It was also
brought out that the manual provided to all members of the committee was indeed a good

. work base to start on. Mr. RICHARDSON supplied all members with a hand-out titled

"Managing for Effective Discipline: Direction & Control Through Written Directives"”
copied from THE POLICE CHIEF Magazine, April, 1976. (See attached copy).

Mr. RICHARDSON showed the committee a manual which has been designed by the Hoquiam
Police Department. This is a large master document which is divided into several sections
covering the various functions and divisions of the department. He provided another
hand-out which is a copy of an Intra-Departmental Directive from the Hoquiam PD, in
which their manual was established. This provided a basis for further discussion of

the WWPD manual. (See attached copy). A1l members received a copy of this material. One
of the main benefits of this manual is the codification of contents for easy referral.
Also, by having the manual divided into several sections, it is convenient to pick a
particular topic, according to available priorities, and work on it until it is
completed, rather than being faced with a deluge of policy, rules & regulations at one
time, which nobody would be able to fully comprehend without exhaustive study-

Sgt. Mark DAVENPORT voiced an opinion that perhaps we were confusing a policy
manual with a training manual, which should be an entirely different document.
Thoroughness of policy was also discussed, and it was mentioned that by having a
thorough policy, this may be used as a defense in a civil 1iability case. It was also
pointed out that a too restrictive policy can have a bad effect in such cases.

Sgt. DAVENPORT guided the committee to the second order of old business, which
was presentation of proposed poll questions regarding shift assignments and rotation
procedures. He provided each committee member with the proposed questions for study
and input. T“ese questions will be finalized on the next meeting scheduled for 5-24-77,
and the poll will be administered shortly thereafter. Chairman Davenport pointed out
that all participants in the poll will receive the saic cover instructions for the poll,
to eliminate any chances of mistakes or misunderstandings. It was stated that the
non-uniformed portion of the department will be excluded from this poll, due to
necessity of scheduling hours of business for work. Also, in paragraph two of the poll
introduction, the committee was referred to as the City Managers Executive Committee, and
this will be changed to read POLICE MANAGEMENT ADVISORY COMMITTEE.

Assistant Police Chief Don Wood stated he has checked with the phone company on
the supject of a telephone survey to reveal our telephone traffic patterns and loads, and
they will be contacting him at a later date to discuss this.

Discussion then proceeded to Recognition of a Job Well Done for members of the

" department, and Mr. RICHARDSON will obtain a sample policy on this and mail it to

Bob Walker for input.
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It was decided that it would be a good idea if each member has anything he
would 1ike to see as policy, that he draft a sample copy and present it for discussion
and possible approval of the committee. This will enable each person to work on an
area that he is especially adapted to handle or interested in.

The remainder of the old business as listed in the agenda was discussed, and it
was the general concensus that these items would be effectively dealt with in the
policy and procedures manual when it is completed.

Under new business, Lt. SILVA was requested by Mr. RICHARDSON to ;end to the
Federal Bureau of Investigation Library to obtain any available information of shift
scheduling and shift rotations.

It was decided that the final poll questions will be mimeographed rather than
photocopied due to budget considerations.

The sample Hoquiam Police Department Manual was given to Sgt. DAVENPORT for
reading and comment, and he will circulate it to the other various committee members
prior to the next regular meeting of the Police Management Advisory Committee.

Also, all members who are available, with the exception of Mr. RICHARDSON will have
a meeting on the Hoquiam Manual next Tuesday, 5-17-77 at 2:00 PM.

The meeting was adjourned at 3:30PM.

Respectfully Submitted,

Steve Ruley, Secretary-Recorder
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The following are the Minutes of the Police Management Advisory Committee meeting
held on May 24, 1977, in the conference chambers of Walla Walla City Hall, Walla Walla,

HWashington:

. The meeting was called to order at 2:16PM, by committee chairman Mark Davenport.

A1l regular committee members were present with the exception of Walla Walla Police Lt.

Louis A. Silva, who is presently on vacation. .

'I The Minutes of the meeting of May 10, 1977 were approved as presented, with no

corrections or additions.

' Under the first issue of OLD BUSINESS, Final Presentation & Approval of poll
questions for WWPD on shift scheduling and rotation procedures, Chairman Mark DAVENPORT
advised that he has not yet completed the poll which will be presented. This was due to a
large influx of input from department members. Chairman DAVENPORT stated he will complete
this task within the next day or so, and he will provide a copy of same to all committee
members to read and approve prior to the next meeting. If all poll questions are procedures

lare approved by committee members, said poll will be administered prior to the next meeting.

Chairman DAVENPORT stated that he felt possibly some department members were becoming
misled as to the intent and purpose of the poll. He outlined the intent as follows:
' The survey is being administered with the intent to guage the preferences of WWPD
Civil Service personnel in the following areas: A. DUTY ASSIGNMENT
_ B. DAYS OFF ASSIGNMENT
‘ C. SHIFT ASSIGNMENT
. D. MANPOWER LIMITS ON SHIFTS & CONTROL THEREOF

Chairman DAVENPORT also stated that he feels he is possibly writing some personal
bias into the instruction cover sheet of the poll. He felt it would be beneficial to have
each committee member write a specific instruction cover sheet for each area of concern.
This was discussed, and the burden remains with Chairman Davenport, subject to the approval
of the majority of the committee.

Russ RICHARDSON suggested that perhaps the committee should simplify the poll by
providing no queries on any particular method of rotation or shift assignment. He also
requested a possible cutdown in amount of cover instructions, and maybe an elongation of
each question, so that they were self-explanatory.

lI Assistant Police Chief Don VWood mentioned the possibility of administering the poll
at a MANDATORY Police Guila Meeting, with the possibility of compensation for attending same.
- It was not known at that time what the feelings of management on that topic will be.
Chaivman DAVENPORT also statled thal Lhe survey resulls will be presented at a laler
Police Guild meeting so that every guild member would have the knowledge of what the survey
results would be.
' It was felt by the committee that the survey is to be merely a source of valuable
linformation rather than an absolute guide that they would be locked into obeying.
Also, during discussion it was decided to drop Proposed Poll question #28 from
the survey in order to leave out the team policing concept at this time.

lI‘_ Due to vacations, meetings, etc., it was decided that the next committee meetihg
will be held on MONDAY, June 13, 1977 at 2:00PM. This will enable the committee chairman to
be present at the next meeting. :

The second order of OLD BUSINESS presented was the results of study of the Hoquiam
Police Manual. Every member of the committee felt that this type of manual was excellent
in that it provides easy reference, and has good format for construction. A motion was made
by Assistant Police Chief Don Wood to submit a recommendation to Police Chief Watts that
. WWPD adopt the format of the Hoquiam Manual for formation of a Walla Walla Police Manual.
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This was seconded by Officer Robert D. WALKER, and was unanimously passed. Secretary-recorder
teven R. RULEY was directed to prepare a RECOMMENDATION for presentation to Police Chief
JATTS. (See attached copy of RECOMMENDATION)

. After passage of this recommendation, it was brought out that the committee would need
ltources of data for compilation of the manual, and that possibly manuals from other departments
hould be obtained as soon as possible.
l Russ RICHARDSON presented a request from the City Manager Larry Smith that the committee
eview the LJPO study dealing with the section on JAIL MANAGEMENT. This is located in the
LJPO study, pages 14 thru 21. This is to be reviewed prior to the next meeting, and first
tm’om‘ ty recommendations made as to needed physical changes in the jail setup to improve the
ituation, both for security and safety of prisoners. The committee realizes that there is
a great lack of knowledge in this particular area due to lack of training, and all available
ources will have to be tapped.
I[ Assistant Police Chief Don WOOD advised he will check with Jailer Bob R{DE, who has
een to a Jail Management School for any possible ideas and/or comments. It was also brought
ut that there are some court ordered guidelines presently being developed for use by the
IEa]]a Kalla County Sheriffs Office, and these may be of some use to WWPD in formulating
jail management solution.

The third order of OLD BUSINESS was the Pacific Northwest Bell Telephone study to ease
lsome of the excessive telephone traffic from the dispatchers. Assistant Chief Don WOOD advised
that the telephone company will be initiating a study of this problem sometime after the first
bart of June when vacationing personnel will be available- Also, it was decided that a tally
heet will need to be devised for the dispatchers to keep a rough account of the phone calls
coming in, and to where they are routed. This will be necessary for approximately one week
f time, while the telephone company is also doing their study on telephone congestion of
IFHPD lTines. The tally will have to be started a few days prior to the actual start of the
survey so that desk personnel will become accustomed to this task. :
The final order of OLD BUSINESS was the suggestion of a program for recognition of
Emp]oyees doing an excellent job, and also of civilians who are instrumental in the
urtherance of good police work. Officer Robert D. WALKER was asked to compose a sample
directive initiating a program for recognition, and this will be submitted to all committee
nembers for approval. Assistant Police Chief Don Wood brought up the suggestion of having
hooting badges available for officers qualifying on the range, similar to what the Washington
State Patrol has at this time. Divisions would be SHARPSHOOTER, MARKSMAN, & EXPERT. Also a
ossibility of pay incentive for officers developing their shooting skills was mentioned.
ﬁfﬁ'cer WALKER will submit the recommendation as he feels it should be for further comment
and action upon by the committee. By having such a recommengation, it was felt that a
burden will be placed upon the individuals supervising officer to look for good behavior
nd make sure this is noticed. )

The meeting was adjourned at 3:20PM.

Respectfully Submitted,

Steven R. Ruley, Secretary-Recorder
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POLICE MAIIACIENT ADVISCORY COMITIEE

RECCMMENDATION

Upon oral motion of Assistant Walla Walla Police Chief Don VWood, seconded by
Vialla Villa Police Officer Robert D, Walker, the POLICE MANAGEMENT ADVISORY
COMMITTEE, in regular session on Y¥zy 24, 1977, hereby submits the following
recormmendation to Walla wWalla Police Chief 4.L.Berb Watts for consideratione

It is the recommendation of the POLICE MAIAGEIIENT ADVISORY COMMITTEE that the
general format used by the Hogquiam Police Department for the development of their
POLICE INANUAL be adopted by the Walla Walla Police Department, in the development

-of ‘their manual,

It is further recommended that the abttached method of codification be adopted, and
all areas listed thoerein shall be covered, This will in no way limit the addition
of additional topics and/or directives.

This recommendation is submitted upon the unanimous vote of all committee members
. . ’ ¢
present during the meeting on May 2L, 1977, Onc member absent.

/s/ Russ Richardson ' /s/ Robert D, Valker

/s/ Don W, VWood /s/ lark T, Davenport

/s/ Gary Bainter /s/ Steven R, Ruley
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