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Preface 

This evaluation report covers the Police Management 
Institute conducted at the Harrisburg Area Community College 
in Harrisburg, Pennsylvania. It is based upon the four 
interim reports which preceded it and upon a follow-up of 
selected individuals who participated in one or more of the 
four one-week segments into which the institute was or
ganized. 

The evaluation phase of the project was viewed as hav
ing two broad purposes. First, it was intended that eval
uation by an outside source would provide a more objective 
appraisal of the experiences provided by the institute and 
offer suggestions for improvement in subsequent segments 
of the institute. The second purpose was to analyze the 
overall impact of the project for the purpose of develop
ing recommendations that would be beneficial in the plan
ning of future institutes of this type. 

This final report is organized into four sections. 
The first section considers the objectives that were for
mulated for the institute and their involvement as a basis 
for evaluation •. The second section of the report considers 
the organization, administration and the instruction of the 
institute program. section three reports the results of 
the follow-up of selected members of the institute, in
cluding some who did not complete the program. The final 
section of the report summarizes the overall findings and 
presents recommendations for consideration for future ven
tures of this type. 

The evaluators are indebted to the institute director, 
Mr. Vern Folley, and his staff for the outstanding coopera
tion which he extended. Special cognizance should also 
be taken of the conscientious and helpful attitude exhibited 
by the participants during all of their contacts with the 
evaluation team. It would be difficult to assemble a more 
agreeable and potentially productive group. 

Charles W. Guditus 
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Police Management Institute 

Introduction 

The ultimate purpose of the institute must inevit
ably be the improvement of both the effectiveness and the 
efficiency of the law enforcement process at the local 
level. It cannot be assumed that increased efficiency, 
in terms of management, will automatically result in a 
correspondingly higher level of effectiveness. This in
stitute undertook the achievement of both effectiveness 
and efficiency by broadening the management capabilities 
and by developing the intellectual capabilities of the 
participants. The focus was upon first eschelon J.",olice 
officers from communities with populations ranging from 
25,000 to 50,000. It should be noted, however, that there 
were several deviations from this population range found 
among the participants of the institute. 

Evaluation of any undertaking must be related to the 
objectives established for it. In this instance the 
stated goals of the institute were as follows: 

1. TO increase the administrative effectiveness 
of the pa.rticipating police executives. 

2. To encourage the implementation of proven 
administrative procedures upon their return 
to their department. 

3. TO broaden the intellectual skills and 
abilities of the police executives in 
attendance. 

4. TO provide an opportunity for the participants 
to critically analyze their present organiza
tional structure and operational procedures. 

5. To stimulate additional interest in police 
training and education. 
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6. TO provide an educational opportunity that 
has never before been available in this 
area. 

A cursory examination of the goals identified in the 
project proposal is sufficient to reveal that they are 
both significant and highly desirable. AS formulated they 
are sufficiently broad to facilitate a highly desirable 
level of flexibility. The advantage of this condition was 
evident in adjustments that were made in order to cope wi.th 
situations that could not be anticipated. It does however, 
tend to negate the likelihood of developing an evaluation 
based upon precise measurement. This is not to suggest that 
the objectives of the institute were not achieved, but 
rather that the extent to which the effort was successful 
could not be established empirical'ly. 

This condition could be alleviated by formulating 
the objectives in more specific terms or by 'using the 
broad objectives as the parameters within which more spe
cific aims could be developed for each segment of the insti
tute. For example, it would be quite possible to estab
lish exactly what understandings and skills the partici
pants could be expected to have acquired upon the comple
tion of each institute segment or even upon the conclusion 
of the total program experience. 

In the absence of more definitive guidelines the 
achievements of the institute must be defined in terms of 
interpretations of feedback from participants, sUbjective 
judgements based upon direct observations, and the personal 
and professional growth implicit in the changes r,evealed 
through the extensive contact maintained with the partici
,pants during and after the institute. The results of this 
follow-up are pursued in some detail in Part IV of this 
report. 

A survey of the participants early in the first week 
of the institute indicated that they perceived the stated 
goal~ of the institute to be appropriate and reasonably 
atta1nable. The manner in which they responded and the 
nature of their observations, however, seemed to suggest 
that they had neither given much thought to the objectives 
of the institute nor were they generally inclined to attach 
any great significance to such statements. There were in
dications that in the organization and implementation of 
the police functions in which they were involved, some of 
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the participants generally do not make extensive efforts 
to relate the success of these operations to any carefully 
formulated statements of objectives. 

Despite this obvious disdain for verbalized statements 
of objectives, it was immediately apparent that this was 
an outstanding group of police administrators. Their 
dedication to their work and their sincere desire to im
prove their capabilities was quite evident. This alone 
would have been enough to assure the success of the enter
prise. Moreover, this potential was effectively capitalized 
upon through the effectively administered program that was 
developed. 
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Organization, Administration, and Instruction 

The institute was organized into four segments, each 
of one weeks duration. Each segment was separated by a 
period of approximately one month. During the interim be
tween the segments the participants were provided with 
some reading and written assignments related to the ma
terials to be covered in the subsequent sessions of the 
institute. 

The sessions fOllowed a rather basic pattern of formal 
presentations by a consultant or a member of the college's 
police science division. These lectures were generally 
followed by a question and answer period although, in 
some instances, the speaker indicated a preference to 
answer questions as they occurred during. his talk. pro
visions were made to supplement this traditional approach 
by organizing workshop type activities which focused upon 
a specific aspect of the police management function current
ly being studieJ. by the group. These workshop activities 
were so enthusiastically received that the time allocation 
and scheduling of them was expanded considerably as the 
institute moved into its last two segments. 

Organization and Administration 

The organization and administration of the institute 
was thorough and extensive. The prog\~am ran smoothly and 
follm'led closely the sequence of events as projected in 
the original proposal. The participants, in responding to 
inquiries of the evaluators characterized this aspect of 
the institute as excellent. This appraisal was fully 
shared by the project evaluators. There remained no doubt 
that every effort had been made to take into account the 
interests and needs of the participants and to structure 
the activities in a manner that was conducive to effective 
learning. 

Implementation of the institute program did reveal 
some factors that could not have been anticipated. As 
is always the case with hindsight, both the staff and the 

• 
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evaluators emer::':"ld with ideas about how some things that 
might have been done differently. In this instance, quite 
happily, any improvement would be in the way of making a 
truly successful endeavor even more so. 

Several significant facts emerge from the teedback 
provLled by the participants and from direct observation 
of the sessions. 

1. The workshop approach was extremely appro
priate for the kind of individuals likely 
to participatE.. in this institutes of this 
type. 

This type of activity by providing for more intense partic
ipa·tion enabled each member of the group to assimilate 
more readily the concepts and ideas being studied. 'fhis 
evident need for more direct and immediate involvement 
appears to reflect the difficulty of gearing the material 
to rather diverse backgrounds of the participants and to 
the limitations of coping with problems in a highly verbal 
and abstract form. 

2. Full effectiveness of the workshop ac
tivities was achieved only when the 
problem assignment was specific and 
when that which was expected of the 
participant was clearly defin~d. 

The workshop approach has an inherent strength in pro
viding an oppor~nity to delineate the problem from the 
participant's own perspective and to pool 'the talents of 
the members of the various sub-groups •. These advantages 
do not, however, accrue automatically. It requires ex
perience, planning, and, most importantly, recognition of 
the problem by the learner himself. 

3. The workshop approach with experi-

enced and 'z"'(:H5pons,ible police admin
istration J:lz~q,uir(~s a particularly 
unique need for closer assistance 
and couns'F::ls f:r.:·om the consultants 
and the instit.ute staff. 
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The logic of a major presentation focusing upon a bro2:.d 
problem area followed by small workshop type groups) seek
ing modes of solution geared to their particular situation 
is sound. In theory the consultant specialist stimulates 
thinking about the problem and groups, formed on the bases 
of similar interests, follow through to emerge with mean
ingful solutions. This is more likely to occur when this 
follow··through is 9llpported by making the resources of 
specialists readily available to each group during the 
workshop activity. This is not possible when only a single 
consultant is available or if only one or two of the groups 
have the benefit of his services. 

4. The single session or one day appear
ance for which most consultants are 
scheduled constitutes a built-in 
rigidity that wo:r.ks against the full
est utilization of the workshop 
approach. 

Most problems subjected to the workshop method of solut~on 
cannot be successfully concluded in a few hours of work1ng 
time. Moreover, the short period of involvement generally 
associated with the consultant assignment does not tend to 
develop a psychological orientation toward deep involvement 
in the specific problems and activities of those who are 
intended to benefit from this exposure. 

5. The problems of police departments 
'of different sizes are sufficiently 
different to require careful 
planning in terms balance between 
the members of the group. 
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The population range represented in the workshop was 
sufficiently diverse to make grouping for discussion and 
workshop purposes somewhat difficult. Unless the spread 
is reduced it becomes necessary to plan for a specific 
number of sub-groups and to be certain to bring into the 
institute a sufficient number of participants t9 form 
each of the sub-groups that are identified. 

This listing of observations contains, in a sense, 
suggestions for improvement. They are not in.tended as 
criticisms of this aspect of the institute, but rather, 
as indication of the modifications that emerged as the 
program proceeded. The fact that the suggestions implicit 
in these statements are largely limited to the scheduling 
of consultants and to the workshop activities is indicative 
of the overall effectiveness with which 'the institute was 
implemented. 

Instruction 

The subject-matter content of the institute was time
ly and comprehensive. It focused upon the major manage
ment functions related to law enforcement and provided in
sights into the procedures being developed to cope w~th 
the changing demands that are being placed upon local law 
enforcement agencies. There are indications, however, 
that the content coverage attempted may have been too, am
bitious. The result in some instances may have been a 
superficial exposure to some important management concepts. 

The approach involving the use of a basic text sup
plemented by related readings and book reports is in keep
ing with traditional classroom approach. For those who 
conscientiously pursued the completion of these assignments 
the tendency not to follow-through on these assignments 
in class appears to have had some deleterious effects. 
First, both of these aspects of independent study were not 
capitalized upon. Secondly, many of the participants vol
unteered the information that,without the prodding provided 
by specific assignments 'that were sure to be analyzed they 
neglected to give the materials the attention that would 
be required if they were to be mastered. 
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There is another side to the written assignment wnich 
emerged in the follow-up of the institute. These dis
cussions with the participants included two of the four who 
had dropped out after only one week of the institute. 
Implicit in their remarks was a significant apprehension 
about handling formalized reading and written assignments. 
It became clear, in these cases at least, that long ab
sence from a formalized classroom setting and deficiencies, 
real or imagined, in dealing with highly verbalized con
cepts constituted a sufficient threat to become at least 
part of the decision to withdraw from the institute. The 
implication would seem to be that such assignments be 
limited, that much of it be confined to institute working 
hours, and that the transition to completely independent 
study and written assignments be much more gradual. 

The instructors in practically every instance were 
well qualified for their assignmentsc Anyone who endeavors 
to teach must accept the inevitability of an occasional, 
ineffectual performance. The institute was, therefore, 
likely to have an occasional performance of this type. 
There were, in fact, surprisingly few such instances when 
the confrontation between teacher and learner was less than 
productive. When it did occur it was due to inadequate 
preparation on the part of the presentor. The hit and run 
type appearance of a consultant for one morning or even 
one day is conducive to teaching that tends to depend less 
on planning and more on inspiration. The most serious 
criticism that emerged during the four segments of the 
institute was the inadequate preparation which charac
terized a few of the presentations. 

The instructors, in general, were highly experienced 
law enforcement officers. This is as it should be. As 
such they sometimes failed to utilize adequately instruc
tional aids that could save time and facilitate learning. 
While the attitudes of both teachers and learn.ers were 
truly conscientious, it appeared that learning tended to 
be measured more in terms of the quantity of feverishly 
recorded notes than in the depth of understanding that was 
achieved. 

Police management encompasses functions that are 
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largely administrative or supervisory in nature. The 
emphasis upon the operational aspects of the management 
process was consequently dominant. Thus the mechanics 
or the techniques orientation tended to emerge as the 
pervading focus. It was interesting to observe, however, 
that the sessions that probed into the sociolog~cal or 
psychological implications of police management activities 
generated the most enthusiastic approval. Clearly, the 
participants were most noticeably stimulated by attempts 
to gain insight into the "why" of good management 'practice 
as well as in the "how." Emphasis upon an approach which 
seeks a balance between these two concerns would seem to 
be most appropriate for groups of this type. 

Learner Involvement 

The participants, as has been indicated, were exposed 
to a wide variety of learning experiences. These included 
lectures, small and large group instruction, problem
centered workshops, and independent study. How did they 
respond? The least line of resistance would be to endure 
the sessions, obtain a certificate of attendance, and then 
frame it as evidence of professional competence and growth. 
This, however, was definitely not the attitude of the 
participants toward either the instructors or the instruc
tion. These were capable administrators, eager for learn
ing, and anxious to "use their valuable time to fullest 
advantage. They were receptive to new ideas, impatient 
with anything that did not present a challenge, and pre
pared to undertake their work with considerable diligence. 

One of the most valuable gains identified by the 
participants was the exchange of ideas and the establish
ment of a continuing dialogue between those of similar in
terests and problems. The informal d~scussion of small 
group meetings when supported by skillful guidance of 
knowledgeable instructors contributed greatly to the 
success of the institute. There was some feeling expressed 
that certain topics and consultants were allocated an 
inordinate amount of time. Complete avoidance of this 
occurance is not, of course, possible. It could probably 
be minimized by more direct involvement of the participants 
in the planning of institute sessions. The problem ob
viously is to select the topics and the consultants that 
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the participants perceive as potentially most beneficial 
to them. Their suggestions, if followed exclusively, 
could serve to reduce the exposure to new ideas. This 
danger is not necessarily inherent in such an approach if 
direct participation involves actual planning of the pro
gram rather than simply submitting" suggestions without the 
necessity of justify then. 

Another characteristic of the participants involve
ment in instructional program was their approach to the 
classroom setting. They tended to reflect traditional 
conditioning which viewed learning more as something to 
be provided by the instructor rather than acquired by the 
student. They did from time to time question, challenge, 
or offer constructive criticism. Their conceptualization 
of the role of the learner was to a large degree, however, 
unduly restrictive. They accepted what the instructor 
offered, generally, without directing the focus upon the 
aspects of the problem that constituted their greatest 
concern and without the penetrating analysis that could 
turn a useful learning experience into an enduring re
vision of their outlook in attitude toward a significant 
issue. Clearly the instruction would be improved, the 
task of the staff measurably facilitated, and the results 
even more gratifying if a more liberal interpretation of 
the role of the learner is developed at the very beginning 
of the institute program. 



III. FOLLOW-UP STUDY 

Follo'w-Up Study 

The follow-up study of the participants in the 
Institute took the form of personal intArviews in the 
communities in which they were employec'!. Several hours 
were spent in each community either he fore or after 
the interview in order to gain a clearer insight into 
setting in which the police administrator was functioning 
and to understand more fully his actions anCl responses. 

A total of twenty-four individuals had at one time 
been enrolled in the Institute. Of this group twenty 
participated in all four of the one-weey. seqments of the 
project. The four who did not complete the program of 
instruction took part in only one of the segments. The 
follow-up stuc'!y included visits to eleven of the twenty. 
(55%) who completed the entire course of stuCly and two 
(50%) of those who droppeCl out. 

The interviews occurred several months after the 
conclusion of the institute thereby providing an opportunity 
for the participants to give considered judgement to the 
outcomes of the project. It also provided a means of comparing 
their evaluatlon of experience after returning to the regular 
duties with their evaluation on the final day of the institute. 

The interviews were relatively unstructured but were, 
by design, focused primarily upon four basic questions. 

1. How did the participant feel about the experiences 
provided by the institute? 

2. What changes were made in their department as a 
result of their participation in the institute? 

3. What modifications would best serve to improve 
future institutes? 

4. What problem area or topic would most readily 
attract you to another institute of this type? 

Results 

The impressions gained by the follow-up indicated that 
the participants were fully satisfied that it had been a 
meaningful ex.perience and that it was worth the investment 
of time and effort that' it required. This confirmed the 
overwhelming endorsement which the participants gave to the 
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project at the closing session of the last week of the 
institute. As has been indicated in the interim reports 
there were some criticisms offered during the institute 
sessions. The follow-up revealed few surprising changes in 
sentiment between the end of the institute and the fo11ow
up visits. It was found that even the few who tended to be 
somewhat critical were beginning to recognize benefits 
derived from the experience that were not apparent to 
them while at the institute. One critical member of the 
group related with considerable satisfaction how he had 
drawn up the training provided by the irstitute to meet 
these challenges. He volunteered the observation that he 
wished that there would be an opportunity to send everyone 
of his staff members to an institute of this type. 

One fact emerged rather clearly. Whether or not the 
participant was somewhat critical or fully satisfied during 
the institute, the passage of time was demonstrating that 
they all had learned much more than they had realized at the 
time. They had established or renewed contacts with many 
of their colleagues and were using this continuing dialogue 
as a basis for exchange of ideas and, in some instances, 
a pooling of resources. In addition, they revealed a much 
greater awareness of sources of assistance that were 
available and were already drawing upon these resources to 
solve pressing problems' or to strengthen existing programs 
in their local police departments. 

Some were drawing upon consult.ant services of 
specialists whose talents were more fully appreciated as 
a result of the institute experiences. Others were acquiring 
equipment and materials that they either hadn't known was 
available or hadn't really understood until they were 
exposed to it at the institute. 

Changes 

The follow-up inquiry was especially focused upon changes 
initiated in the police departments of the participants that 
were directly attributable to the institute experience. The 
completely innovative, experiemnta1 programs that were 
unaccountably anticipated did not materialize. This 
reflected several of the realities. of the situation in which 
most of the police chiefs find themselves. First, most, 
of the departments are so overloaded and underfinanced that 
there is intense pressure ,to maintain the status quo. Secondly, 
the chiefs themselves are either older and hence more 
reluc'tant to change or, the civil administrators to whom they 
are responsible tend to feel threatened by any truly novel 
approach, especially when it involves additional funding. 
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Finally, many of the departments represented have,developed 
management practices that are in some respects qu~te 
advanced and need only limited monification to cope with 
the changes emerging in their communities. 

Most of the participants could, however, point to 
meaningful changes they had initiated as a result of the 
institute experience. Since only about half of the 
participants were included in the follow-up stu~y an actual 
numerical breakdown of the each type of change ~s not 
available. The sample, however, is sufficient to provide 
a reliable indication of what has occurred. The types of 
changes that were reported and observed include the 
following: 

1. 

2.' 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

Reorganization of the line and staff arrangement 
of the department. 

Revision of the duties assigned to the various 
positions. 

Development of personnel manuals presenting 
departmental policies and practices in written 
form. 

Establishment of local training programs and 
the creation of learning materials centers 
that would be available to all members of the 
police department. 

Revision of budgeting procedures and the 
allocation of funds. 

Establishment of machinery for wider involve
ment of staff in the planning and policymaking 
process. 

More efficient utilization of personnel through 
changes in the platoon system used by the 
department and by shifting from two'to one 
man patrol cars. 

Improved communications in the form of daily 
bulletins establishment of regularly scheduled 
staff conferences, and formation of internal 
advisory groups. 

Changes in staff selection and promotion procedures. 
Several departments reporten dropping seniority as 
a basis for. promotion. 
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10. Development and initiation of long range rota
tion programs for supervisors in order to give 
them experience in all departments and to develop 
them for more responsible administrative roles. 

11. Development of community relations programs. 

12. Changes in information storage and retrieval 
systems, including improved'reporting forms and 
central records systems. 

Not all of these changes were to be found in every police 
department represented in the institute. However, at least 
three or four of the changes listed were found to have been 
made in every department visited. Moreover, it became appar
ent from the written responses provided by the participants 
at the end of' the institute that this was typical of what was 
happening in all of the police departments that were represent
en. These results of the institute represent no small accom
plishment. It brought about many needed changes and, more 
importantly, it is causing responsible police administrators 
to look more critically at their operations. The effect, if 
not startling, must certainly be far-reaching. 

Institute Improvements 

The follow-up study revealed that improvements suggested 
by the participants during and at the end of the institute 
remained relatively stable. These were ~overed in some de~ail 
in the interim reports and in part II of this final report. 
A few modifications or additions did emerge. 

1. Pre-institute inform,ation anc materials 

Most of the participants expressed a feeling that they 
were not sufficiently aware of the exact nature of the institute 
and the kinds of activities in which they would be involved.' 
There was a general feelinq that outlines of the tentative 
program and appropriate study materials should be made avail
able well in advance so that participants could be better 
prepared for the opportunity provided by the institute. 

2. The composition of the institute membership 
be structured for better grouping. 

There was some feeling that the differences between the 
size of the police departmerits represented was too diverse 
thereby making it difficult to spend sufficient time on 
some problems of immediate concern to specific types of 
police departments. An example of this was provided by 
several representatives of ~maller departments who expressed 
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a need to concentrate on more immediate problems rather 
. than automated procedures which, they felt, were ten 
or twenty years away for their community. 

3. Establish a common terminology. 

Representatives of both large and small police organization 
expressed a need to establish a common terminology and to do 
so at the very beginning of the institute. There was 
some feeling that mOJe efficient utilizat~on of time could 
be achieved by minimizing confusion over terms and, thereby 
avoiding duplication of effort. They seemed to recognize 
that this a rather difficult thing to achieve but felt that 
this should be attempted by the group early in their work 
together. 

4. Organize the institute on a solid block of time. 

A survey of the participants at the mid-point of the 
institute revealed that the majority favored the plan of 
having the institute organized into four segments with 
approximately a one month interval between segments. 
The follow-up study revealed that this sentiment had, several 
months after the close of the institute, been almost reversed. 
The group was evenly split on the segmented plan versus 
the solid ,block of time. Some of those favoring the latter 
approach said they recognized the problem of being away 
from their duties for a prolonged period and suggested that 
a compromise of two segments each of two weeks duration 
would be improvrnent. The solid block of time advocates 
felt that the break in the institute sessions disrupted the 
continuity of the learning experience and made it difficult 
to concentrate on the activities of the institute instead 
of the problems they had just left back in their own 
departments. However, it would seem that participation in 
the institute is facilitated by splitting into four week
long segments. Those who could attend a solid block of 
four weeks would also seem likely to be able to absent 
themselves from their duties for one week periods. Those 
who have difficulty arranging for one week, however, are 
not likely to be able to arrange for four consecutive weeks. 

5. Participant involvement in the planning of 
institute activities. 

A number'of participants were of the opinion that 
logic of the program organization was unassailable. However, 
the tendency to give equal treatment to each major aspect 
of a given management function results in giving more time 
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than 'necessary to some topi"cs and having to limit the 
attention that can be given to other facets with which 
they are much less familiar. The feeling ~vas that the 
institute staff must establish the overall pattern and 
coverage of the program but that the planning of specific 
activities include some involvement of the participants. 

6. Use of simulated materials would facilitate 
learning 

There appeared to be a desire to gain actual practice 
in dealing with cer'tain kinds of problems. Simulated materials 
were suggested as a desirable way to facilitate learning by 
actu'ally doing the ·tasks. There was, for example, an' almost 
widespread interest in learning how to build a budget and 
present it in a meaningful way. While this task was covered 
during the workshop some of the participants felt that they 
still were not as knowledgeable nor as confident about 
budgetory procedures as they would like to be. The 
simulated materials approach seemed to have wide application 
to the kinds of skills they wished to develqp. 

7. Greater availability and utilization of 
consultants was urged. 

The participants recognized the institute staff and 
consultants as a most valuable source of ~ssistance, 
particularly during workshop periods. They indicated that, 
it would be desirable to have these resource persons more 
readily available for consultation and that their commitment 
to the institute be for longer periods than just one day 
or a half-day session. It was felt' that this would make 
the consultant's contribution greater and enhance the v'alue 
of the workshop sessions. 

IV. FINDINGS AND RECOMMENDATIONS 



Findings and Recommendations 

The findings w~ich follow represent an analysis of the 
feedback obtained during and after the police management in
stitute and an interpretation of their significance for 
future undertakings of this type. Some of the data obtained 
could be put into numerical form, howev~~r, its meaning and 
relevance would remain unchanged. 

Findings 

The presentation of the findings of the evaluation are 
presented in three categories. First, those pertaining to 
Organization and Administration. Second, findings relating 
to the Instruction proved by the institute, and finally, the 
Effects of the learning experiences to which the participants 
were exposed. 

Organization and Administration 

1. The planning, organization, and administration 
of the institute was thorough and extremely 
effective. This was evident in the compre
hensiveness of the syllabus dev~loped for the 
program of studies and in smoothness with which 
the institute operated. 

2. The essential balance and the variety of activ
ities provided were structured to maintain in
terest and a desirable learning atmosphere. 
~10reover, the institute staff exhibited a flex
ibility that facilitated adjustments in the time 
allocations and organizational pattern so that 
each succeeding weekly segment proved to be more 
effective than those that preceded it. 

3. The segmented institute pattern providing a 
week-long series of meeting separated by a one 
mont'h interval was effective despite the divided 
feeling about this type of organization. While 
there was considerable sentiment in favor of 
concentrating the institute into a solid block of 
four weeks, it is not possible to establish what 
further gains, if any, might have accrued. from 
such arrangement. What is 'clear is that because 
of or inspite of the segmented pattern of organi-
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zation the participants benefitted greatly 
from the experience. 
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4. The size of the police departments represented 
was suf'ficiently diverse to present some 'con
flict of interest and needs among-the partici
pants of ·the institute. The differences between 
the sizes of the organizations commanded by 
the participants made some areas of study less 
relevant to some than others. While theoret
ically desirable to anticipate 'future develop
ments, many of the members of the apparently 
experienced difficulty in directing of their 
attention away from the more immediate problems 
confronting them at the present time. 

5. The workshop approach was most enthusiastically 
received by the participants. The initial plan 
for the institute did not appear to fully anti
cipate this development and was heavily oriented 
toward the lecture followed by question and 
clnswer approach. The adjustment made in response 
to this obvious interest, on the part of the 
purticipants, was immediate and effective. Time, 
however, was not sufficiently avai lable to main
tain the high level of planning that characterized 
most other aspects of the program nor to adjust 
the involvement of consultants in accordance with 
the expanded utilization of the workshop approach. 

6. Participant involvement in planning and operation 
of some aspects of the program seemed to be implied 
in the comments and sugqestlons offered by members 
of the group. This applied particularly to such 
things as the specific topic or problem to serve 
as the basis for a given workshop activity, the 
emphasis and attention given to the several aspects 
of a specific management function covered during 
the institute, and the recommendation of consul
tants deemed most likely to meet the needs of the 
workshop groups. 

Instruction 

1. The quality of instruction was above average and 
in some instances truly outstanding. All of the 
consultants were highly qualified and appropriate
ly assigned for the area of instruction f~r which 
they were responsible. When, in several lnstances, 
they did not measure up to expectation it was be
cause they were not fully prepared. The partici-



pants readily detected this condition and 
they resented it. The institute director 
and his staff were quick to take steps to 
avoid this problem and the condition was 
effectively minimized. One is left with 
the impression that consultants who ~p
peared inadequately prepared seriously un
derestimated the caliber of officers tpat 
would be attracted to this type of insti
tute. 

2. The participants, generally, preferred a 
greater involvement in problem-solving 
and practical experience learning activ
ities. This is revealed in their strong 
interest in the use of simulated mater
ials, in their eagerness to plan and pre
pare a budget for a hypothetical police 
department, and their enthusiastic endorse
ment of the workshop approach. 
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3. Expanded and more .effective use of instructional 
media would have increased the effective-
ness of the presentations and facilitated 
understanding of t~ concepts being studied. 
Few of the presentors succeeded in effec-
tively supplementing their presentations 
with the use of audio-visual equipment or 
other instructional aids. Moreover, some 
who did attempt to do so used materials of 
such an elementary nature or that were not 
s~ecially designed for the kind of group 
gathered for the institute that the use of 
them detracted rather than enhanced their 
pre sen tation s. 

4. Written assignments are taken very seriously 
by the participants and require that be 
planned carefully and followed through con
sistently. It became clear that the parti
cipants image of the traditional formal class
room setting led them to attach great im
portance to these assignments. Moreover, 
learning in an abstract form and operating in 
a student role can be rather harrowing for 
the older participant. As such it can serve 
as both a challenge and a threat. Putting 
their independent learning efforts into written 
form, consequently, represents a major en
deavor. As such, is not appreciated if there 
is no follow-through or if this work is 
casually dispensed with or glossed over. 
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5. The availability of severalconsultant·s and 
resource persons during workshop sessions is 
necessary if the time spent in this type of 
activity is to be justified. The workshop is 
problem centered. As such the need to draw upon 
the services of specialists is imperative. 
When the number of resource persons available 
to the workshop groups is inadequate the re~ 
suIts are generally disappointing. This is 
especially true of groups who are inexperi
enced in this type of learning endeavor and 
who are working under a rather rigid time 
limitation. 

6. The participants are interested in learning 
the "why" as well as the "how" of major man
agement functions. This, at first, seemed 
like a contradiction. The group was, on one 
hand, urging more practice in performing 
certain kinds of tasks and yet were eager to 
come to an understanding of why things happen 
the way that they do. What they meant appar
ently was that they did not need to be con
vinced of the need to put policies and regula
i;ions into written form. They do want to have 
guided experiences in doing these things and 
to acquire insight into the theory or rationale 
upon which specific management practices are 
based. 

7. The impact of the institute experience exceeded 
that which could reasonably be expected and 
this could conceivably be enhanced by develop
ing earlier and clearer the role of the student 
in-such a settin~. There seemed to be a ten
aency of some members of the group to succumb 
to the temptation to measure the extent of 
learning in terms of the profusion of notes 
that were generated. Thus, it appeared, that 
there were times when the talents of the con
sultants were not fully drawn upon because of 
an over-concentration upon detailed note-taking. 
Early orientation to their role as learners 
would have benefitted both student and teacher. 

Recommendations 

The Police Management Institute which was conducted at 
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the Harrisburg Area Community College could well serve as 
a highly effective model for future, efforts to strengthen 
local law enforcement agencies. The recommendati.ons which 
follow are intended as guidelines for making a truly out
standing training experience even better. It is within this 
context that the suggestions are offere0. It is, therefore, 
recommended that: 

1. The program organization and instructional format 
utilized by this institute should, with the modifi
cations indicated, be considen~d as an effective 
model for planning similar projects in the future. 

2. Statements of project objectives should be expressed 
in terms that can be more readily measured and, 
wherever possible, subject to statistical treatment. 

3. That the diversity \~hich characterized the back
grounds and size of departments represented by the 
participants be reduced. In situations where this 
is not feasible the membership of the institute be 
structured to provide balanced sub-groups in terms 
of size of departments represented; congruence of 
needs and interests, similarity of community settings. 

4. Provision be made for participant involvement in 
program planning and implementation. 

5. Program development be designed to facilitate 
wider application of the workshop approach and the 
essential techniques which make.' this type of 
learning situation so effective. 

6. Attention be given to the development and use of 
simulated materials specifically designed for in
stitutes of this type. 

7. Provisions be made for longer and more intense in
volvement of consultants in the activities of the 
institute. 

8. Priority be given to qualified specialists most 
readily accessible in terms proximity to the geo
graphical location of the institute in order that 
these resource persons be more readily available to 
the participants as they pursue their studies and 
special projects. 

9. Involvement of the participants in independent 
study be gradual and structured into institute time, 
at least in the beginning of the experience. 
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10. Written assignments be limited, carefully 
planned, and thoroughly covered upon comple
tion. 

11. Further study be given to the kinds of situations 
in which the different organizational patterns 
for institutes (i.e. solid block vs. segmented 
type) can be applied with best results. 

12. Ways be sought to reach those police officials 
who find it impossible to attend or complete 
training institutes of this type. 

This last recommendation should, perhaps, be clarified. 
Some police administrators cannot participate in learning 
activities of the type provided by the institute. On the 
other hand it may be that they are unable to do so because 
they need, more than those who participate, to develop the 
competencies upon which the institute session are focused. 
Perhaps the availability of consultant services without cost 
to the local departments would help to move the problem off 
dead-center. 

It is the opinion of the evaluators that the institute 
discussed in this report was successful in its mission and its 
impact upon the law enforcement agencies that were represented 
will exceed by far the hopes of those who planned, organized 
and directed. If in the process some suggestions for future 
institutes were offered they should not be allowed to obscure 
the obvious fact that the institute was a resounding success. 
The sentiment behind the suggestions and recommendations which 
emerged from the responses of the participants is, perhaps, 
best illustrated by one wyly old chief who observed that he 
"didn't want to upset the cart but simply to shift the load 
a little bit." 
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Appendix A 

POLICE MANAGEMENT INSTITUTE 

The Harrisburg Area Community College 

September 18 - 22, 1967 

The Police Management Institute was conducted by the 
College under the sponsorship of a grant provided by the 
U.S. Department of Justice. The Institute was developed 
around four separate segments, each of one week's duration. 
This evaluation report covers the first of these one-week 
programs. 

Introduction 

The evaluation of this first week of Institute sessions 
focused upon two fundamental questions. First,' were the stated 
objectives of the Institute valid from the standpoint of the 
participants and, secondly, how effective were the sessions 
in achieving these objectives? This approach, hopefully, 
would provide a reliable indication of how meaningful the 
experience was to the participants and how future sessions 
could be improved. 

The relevance of the objectives vvas appraised in two 
ways. The first approach utilized an informal critique 
during which the participants were asked to express their 
feelings regarding various aspects of the Institute such as 
content, organization, and the caliber of instruction. The 
conditions under which the critique was conducted included, 
(1) dividing the participants into two equal groups, each 
working with one of the project evaluators, (2) members 
of the Institute staff were excluded from the critique 
sessions, (3) remarks of the participants were noted without 
identifying the speaker, and (4) the pattern of responses 
obtained in the two groups were compared to obtain a clearer 
perspective on how the participants felt about this training 
experience • 

The second approach to the evaluation of the objectives 
was made through the development of a survey instrument which 
required both the participants ana the Institute staff members 
to rank possible outcomes of the Institute in their order 
of importance and also to rank a list of problem areas in the 
order of the seriousness of the challenge which they present 
to those responsible for police management. 
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In order to have a reliable basis for apprai sal and to 
keep the feed-back in perspective the evaluators observed 
the sessions for two full days of the week-long Institute. 
The specific factors which were the focus of the appraisal 
were: (1) the organization and Hdministration of the 
Institute, (2) the quality of instruction, (3) the 
appropriateness of the material, and (4) the value of this 
personal contact between ranking members of law, enforcement 
agencies in a collegiate setting. 

Report on Participant Critique 

Valifity of Objectives 

Participants were generally agreed that the objectives 
of the Institute were in accordance with their needs. It 
was obvious that the members of the staff who organized the 
program were informed about the, current, issues in police 
management and succeeded in transrormingthese issues into 
appropriate objectives. The' participants knew why they 
enrolled and concurred that the content of the program 
was consistent with their expectations. 

Organization and Administration 

R~gistration procedures were efficiently organized and 
managed. There was little or no confusion on the matters 
such as schedules and personal accommodations. 

Three suggestions were offered on programming which were 
supported by a consensus of the participants. 

1. The number of speakers was larger than desirable. 
The speakers had much to offer beyond their ini
tial presentation. Participants regretted not 
having opportunity to explore the issues in 
greater depth with each speakei. 

2. Participants expressed a desire for more discussion 
both with speakers and within sub-groups of their 
own. Specifically, they recommended discussion sub
groups be composed of members who administered de- , 
partments similar in size and operatic:mal scope. 

3. Speakers, especially those in the early part of the 
week, tended to overlap. Participants recommended 
that guidelines for the speakers be more strongly 
drawn in order that delineations bet\'leen their re
spective topics be more clear. 

i .. 
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The length of sessions was judged to be optimal and the 
staff was considered the Institute to be in competent hands 
and were complimentary of the staff. 

Quality of Ins'truction 

The instructors and speakers were all considered competent 
in the field. All of them were deep in either knowledge or 
experience and SOMe were deep in both. The general text was 
agreed to be comprehensive and appropriate even for those who 
had not taken part in an academic experience for many years. 

The specific learning experience were based on variations 
of the lecture method. Not all of the instructors made 
optimal use of audio-visual aids. Participants felt that 
speakers could have been more resourceful as expositors. They 
responded warmly to the suggestion that simulation or 
"gaming" could be used to present some of the principles which 
are currently identified with good police management. 

Note taking, in two cases, was believed excessive. 
Participants expressed a desire that the purposes of each 
learning experience should be more fully explained. P~rticular 
reference in this regard was made to the test on the flrst 
day which, apparently, resulted in some anxiety. 

Participants suggested that a definition of terms which 
are commonly used in the science of policy management be 
issued the first day. A few participants complained that they 
did not understand certain of these terms until mid-week, 
and, consequently, they lost some values from the earlier 
presentations. In sum, however, the participants were 
willinq to define the qualitative range as beginning with 
good and extending to outstanding. Indeed, two of the 
speakers were called inspiring. In the worrls of one, "They 
made me proud to be a policeman. ',' 

Collateral Values 

In addition to the direct values inherent in the 
achievement of curricular qoals, the participants described 
the following collateral values to be" significant and worthy 
of mention here: 

Participants described as one of the major collateral 
values the opportunities they had to meet an~ know their 
peers. More specifically, they spoke of an lncreased sense 
of profession which came from (1) knowing men from other 
communities who had similar problems and commitments and 
(2) knowing that the field of police management id developing 
as a modern science fro which present and future practitioners 
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must acquire extensive preparation. 

A second value came from the perspectives gained on 
specific local problems which came as a consequence of 
contemplating police management in the 'abstract and away 
from the tensions which would be present were they not 
physically removed from the local community. They 
anticipated a refreshed approach to these local, problems 
upon their return. 

A third value cited was the increal,eo. respect shown by 
local representatives for the office of Ch~ef of Police which 
came as a consequence of the visi.bility of an academic 
institute devoted to the problems of that office. 

Finally, they discussed an amplified sense of mission 
in regard to law and order. They sensed more than before 
that their work was an aspect of a larger effort in which 
insti tutions of medicine, 'government , charity, education, 
and religion are joined. 

Report ~ the Survey 

The survey instrument required both the participants and 
the Institute staff members to rank (1) a list of possible 
objectives for the Institute and (2) a list of problem areas 
related to the police management function. The responses to 
this survey indicated the memeers of both the staff and the 
participant group varied considerably in the importance which 
they would place upon both the objective' import'ance did, 
however, emerge in both areas covered by the survey instrument. 

Objectives 

The following list includes only those questions on which ' 
some measure of agreement was demonstrated. Nineteen of the 
twenty .. ·two participants completed and returned the survey flOrm. 

Question #1 "To identify and appraise new models of 
organizing and directing police personnel 
and resources." 

Over half of the participants (10) indicated that this 
objective was a primary outcome which they sought from 
participation in the Institute. Fourteen of the group 
ranked this objective between first and third in the 
order of importance to them 

Question #8 -- "To develop the manual and technical skills 
ne'eded to handle special equipment of special 
cono.itions such as riot control." 

There was widespread agreement on this question but that 
agreement was in the form of an opinion that this 
objective was of only minor interest to the participants. 
All nineteen of the participants who completed the survey 
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form ranked this outcome as seventh (7) or lower 
in the order of importance. Sixty-three per cent (12) 
ranked it as eighfu in importance on the ranking scale 
which ranged fr6m one (highest possible ranking) to 
ten (lowest possible ranking). 

Other outcomes showed a concentration of concern on the 
part of the participants but not to the same negree as those 
discussed earlier. 

Question #2 -- "To acquire a clearer understanding of the 
forces of social change that operate today." 

Some importance was placed upon this outcome by a number 
of the participants. It was ranked as either fourth or 
fifth in importance by eleven of the nineteen respondents. 
Fourteen of the participants ranked it between thiro. ana 
fifth in importance as an objective. There was, there
fore, considerable agreement that this was a fairly 
important outcome desired by the participants. 

Question #3 -- "To acquire knowledge of the most advanced proce
dures and techniques of gathering and analyzing 
information relevant to the police function." 

This objective was considered to be highly important by 
seventy-nine per cent (15) of the respondents. Fifteen 
of the group considered·this outcome to be third or 
higher in thp. order of importance to them. 

Question #7 "To obtain the time and to gain access to 
resources not otherwise available in order 
to study in depth one or more problems of 
specific concern." 

The participants did not consider the Institute ~s,an 
opportunity to engage in a depth study of a speclflc 
problem of concern to them and the specific community 
in which each served. All nineteen ranked this out
come as eighth or lower in the order of importance. 
This response when added to those obtained o.uring the 
critique-indicates the desire to utilize the opportunity 
provided by the Institute to consider issues of 
general concern to the total group. 

Ranking of Problems 

In the second part of the survey instrument the 
participants were asked to rank in the orde7 of,their importance 
of listing of six specific problem areas WhlCh con~ront ~ho~e 
responsible for police management. A seventh posslble llstlng 
provided an opportunity to add any problem area that they 
felt ought to be included in the ranking. 

L... ________________________ _ 



28 

The ranking of the problem areas showed that Question 
#111 (operational procedures) received the highest number of 
rankinas (9) as the primary concern of the participants. 
Question #11 (personnel problems) was close with a total of 
seven (7) first place rankings. Question #IV (public under
standing and support) was considered moderately important with 
fifteen. (15) 01' the respondents ranking it fourth or fifth 
in importance. Considerable agreement was evid~nced on 
Question #VI (coordination with other public agencies). 
Of the nineteen participants completing the survey form a 
total of fourteen (14) ranked this ques', ion as either fifth 
or sixth in the order of importance among those listed. 
Question #V (staff education and training) also demonstrated 
broad agreement among the participants. On this question 
thirteen (13) ranked it first or second nthe order of importance. 

Problem Question #11 "Personnel Problems" 

Thirteen members of the group ranked the area of 
personnel problems as third or higheF in order of importance. 
Seven considered it to be of primary importance, tvlO gave 
it a second place ranking and six others considered it to 
be third in the order of concern. Few of the respondents 
ventured to identify the more specific concerns they had with 
this problem area. Of those that were mentioned, recruitment 
of personnel, staf.f turnover, and promotion policies were the 
dominant issues identified. 

Problem Question #111 -- Operational Procedures 

This problem area received the highest number of first 
place rankings (9) with a total of fourteen participants 
listing it as third or higher in order of importance. The 
most commonly noted specific concern mentioned was the absence 
of carefully developed and written policy manuals. Other 
concerns reported included the organization of the police 
force into rotating shifts and the filing and retreival of 
data. 

Problem Question #V -- Staff Education and Training 

The participants also showed substantial agreement that 
this area was of major concern to them. Thirteen members 
of the group ranked it as second or higher in importance __ 
eleven listed it as second in importance while two considered 
it to be the area of primary concern. Two specific problems 
were identified with this area. The most frequently mentioned 
was the lack of planned and continuous in-service programs. 
The other problem that was noted was the difficulty in arranging 
to release personnel for in-service programs without seriously 
dropping below the level of police coverage required by the 
community. 
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Problem Questions #IV and #VI also revealed a considerable 
degree of agreement among the participants. Both problem areas 
were considered to be only slightly important when contrasted 
with most of the others listed. 

Problem Question #IV -- Public Understanding and Support 

Despite the general feeling portrayed in the newspa~ers 
most of the participants did not consider a lack of publlC 
support and- understanding to be a major concer~. Sevente~n 
of the nineteen considered it fourth or lower ln the ranklng 
of most pressing problems. Seven ranked it fourth in 
importance and eight ranked it fifth on a scale on which 
seventh was the lowest possible ranking. 

Problem Question #VI -- Coordination with other Public Agencies 

Here too the participants revealed a considerable degree 
of agreement that this problem area does not constitute a 
serious challange to the police department. Fifteen of the 
nineteen respondents ranked this fifth or lower in order 
of concern. ·Six li,ted it as fifth and eight respondents 
ranked it sixth out of the possible ranking of seven. 

Staff Responses 

The staff of the Institute was also requested to complete 
the survey instrument. There were a total of seven me~ers , 
in this group and each completed and returned t~e q',lestlonnalre. 
The responses showed that on the issue of relatlve,lmp07t~nce 
of anyone of the specific objectives or problems ldentl~led 
in the survey instrument, the staff members were also qUlte 
varied in their opinions. Some broad agreement, however, was 
dis ce rn ab Ie. 

Objectives 

The staff demonstrated some concensus on Objective #1 
which related to "organizational models for police management." 
This was considered highly, if not of primary importance, and 
considerable agreement with the position taken bY,the 
Participants. The staff, however, tencled to consl~er Objective #11 
which referred to the "understanding forces of soclal change" 
as being more importance as an objective than did th~ 
participating law enforcement officers. (See Appendlx D.) 

Arnoung the staff members broad areas of agreement were 
found in the sentiment that Objective #IV ann IV were of 
relatively minor concern. On all other obj~ctiv~s t~e ~t~ff 
showed considerable diversity in the order ln WhlCh lncllvldual 
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members would rank them. 

Problems 

In ranking the problem areas that were identified the 
staff showed considerable agreement on problems #I, V, and 
VI. Problem area #I (facilities and equipment) was 
considered to be a minimal concern of the Institute by all 
of the staff members. On Problem area #V there' was general 
agreement that "staff education and training" was an area 
of major concern that should be covered.. Problem area #VI 
dealt with "coordination with other public agencies." Here 
the staff showed agreement with the feeling evidenced by the 
participants that this was not an area of current or 
anticipated difficulty from the standpoint of police management. 
(See Appendix E) 

Recommendations 

The overall impression of the first week of the Institute 
was that it was meaningful and effective. The validity of 
the objectives of the Institute was sustained and the program 
organized and directed in a most skillfull manner. The 
participants and the evaluators were impressed by the caliber 
of the staff and the enthusiasm which they brought to work. 

Several modifications in the format of the Institute 
seemed to be indicated: Some of the presentations did tend 
to overlap while at other times topics of intense interest 
could not be given full treatment because of time limitations. 

Recommendations #1 Delineate more specifically the area 
of responsibility for each 
presentor and the specific topic, 
principles, and concepts which he 
is expected to develop. 

The duties which the participants carry out in their 
~ome.communities i~volve many cirtical decisions. They 
lnevltably feel qUlte strongly about many of these issues 
and regard serious discussion of them to be a highly 
desirable outcome of the Institute. 

Recommendation #2 Engage fewer experts to make 
presentations and provide increased 
opportunity for active involvement 
of the participants through open 
discussion. 

The size of the communities represented prov~des a 
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workable base for the Institute. This is particularly 
importanct since most of them are growing in size and will 
experience many of the challenges that have already been 
confronted by others. Moreover, practices and approaches 
used in one setting can frequently be applied in another 
and generally with only minor modification. There are, 
however, instances when small discussion groups organized 
on a variety of bases would be quite effective. 

Recommendation #3 -- Provide time for small discussion 
"buz~" groups to work on specific 
problems or issues and vary the 
make-up of these groups according 
to the indivi~ual interests and 
needs of the participants. 

The problems of the listener and those of the speaker 
differ in some significant ways. The speaker must be 
constantly thinking ahead of what he is saying at the moment. 
The listener, however, is inevitably being required to look 
back in order to integrate the material being covered. Under 
these conditions the participants frequently resport to 
excessive note-taking which inhibits a critical analysis of 
the material being presented. 

Recommendation # 4 -- The use of printed materials which 
can be distributed in advance of 
the presentation and the wide 
use of other audio-visual materials 
by the presentors should be 
encouraged and facilitated more 
extensively. 
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Harrisburg Ar8a Community College 

Police Hanagement Institute 

September 18 - 22, 1967 

The purpose of this Institute may be summarized as 
being a means to increasing the effectiveness of police 
organizations in their efforts to support public safety 
and community order. It is desirable that some early 
determination be made of what each participant feels to be 
his particular needs in this regard. Such data would provide 
guidelines for developing the depth and scope of content 
and for determining the most meaningful experiences that could 
be provided for those who' attend. 

Objectives 

Both participants and consultants are requested to 
rank, in the order of importance to them, the following ten 
possible results of this Institute. That is, the most 
important benefit which you expect would be gained from 
participation in the Institute would be given a ranking of 
(1); the second most important would be ranked (2); when all 
are ranked, the least important outcome would receive a 
ranking of (10). 

I. to identify and appraise new 
moders for organizing and directing 
police personnel and resources 

II. to acquire a clearer under
standing of the forces of social 
change that operate today 

III. to acquire knowledge of the 
mo~advanced procedures and tech
niques of gathering and analyzing 
information relevant to the pOlice 
function 

VI. to discuss common 
problems and to profit 
from each other's experiences 

VII. to obtain the time and 
to gaIn access to resources 
not otherwise available in 
order to study in depth 
one or more problems of 
specific concern 

VIII. to develop the manual· 
and technical skills needed 
to handle special equipment 
or special conditions such 
as l'iQt control 

IV. to acquire an overview of the 
working conditions under which la\'l 
enforcement officers from communit
ies of similar size operate 

V. to develop greater effective
neSS-in dealing with colleagues 
and the public (human relations) 

Problems 
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IX. to acquire a suitable 
backg~ound for developing 
your own staff-training 
programs 

X. Other: list any 
other important benefit 
which hopefully might 
be derived from participation 
in this Institute 

Some sessions of this Institute deal with specific 
problems of police management. Each participant and each 
member of the Institute st:aff is requesten to rank the order 
of importance the problems he perceives as being most serious 
to those charged with the responsibility of organizing and 
directing local law enforcement agencies. The most pressing 
problem which you see would be ranked (1); the second most 
serious \'70uld be ranked (2), etc. with the least pressing 
of those identified being ranked (7). Under each category 
designate the specific problem (s) that are the basis of y<;)Ur 
concern. 

I. facilities and equipment V. staff education and training 
a. a. 
b. b. 
c. c. 

II. ___ personnel problems VI. coordination with --other public agencies 
a. a. 
b. b. 
c. c. 

III. operational procedures 
-a. 

VII. other (s) 
a. 

b. b. 
c. c. 

IV. public understanding and 
--support 

a. 
b. 
c. 
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Appendix B 

POLICE MANAGEMENT INSTITUTE 

The Harrisburgh Area Community College 

October 23-27, 1967 

This interim report covers the second week of the 
Institute and constitutes only one of the four reports that 
will form the basis for.the final evaluation report on the 
project. 

Introduction 

This report is based upon feedback from three sources 
. (1) dire<;:t. obse:::vati0t; of a number of the working sessions' 

(2) . a cr~t~que ~nvolv~ng the participants ano the evaluators 
during the last day of the second week of the program, and 
(3) a questionnaire dealing with events or changes occuring 
during interim between end of the first one-week program and 
the beginning of the second week of the Institute. . 

The observations provided a first-hand knowledge of the 
kind of experience being provided for the participants and 
a better perspective with which to come to an understanding 
and appraisal of the participants' responses to the program. 

During the critique the participants were encouraged 
to indicate, (1) how they felt about the program, (2) what 
were the most useful experiences that were provided, and 
(3) how future sessions might be rendered even more valuable. 

The responses reported do not reflect a unanimity of opinion 
but they do represent a broad consensus on the questions 
involved. . 

The questionnaire focused upon a number of issues 
regarding the participants' feelings, attitudes, and their 
activity changes that might be attributable to the 
experiences encountered during the first week of the Institute. 

The focus of the 
of the second week of 
of the first session. 
interested in how the 

Critique - Week #2 

critique session held at the end 
the Institute was essentially that 
Specifically, the evaluators were 

participants felt about their experiences 
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and what suggestions they wished to offer for future programs. 
The only basic difference from the procedure followed at the 
end of the first one-week program was that the participants 
were not separated into two small discussion groups. 

Organization ~ Administration 

The participants were highly complimentary, about 
the manner in which the Institute had been organized and 
directed. They revealed a unaminity of opinion that the 
second week of the project had been significantly strengthened 
by the provision of a more flexible and less rigid program 
schedule. They enthusiastically endorsed the practice of 
providing more time for group discussions ano workshop-type 
activities. It was felt that much had been gained by 
organizing into small groups based upon specific areas to 
topics of interest. 

Suggestions offered by the participants included: 
1. Define each presentor's assignment more 

precisely and require that he concentrate on the 
specific topic(s) assigned. 

2. Expand and develop further opportunities for 
workshop-type activities during the Institute. 

3. Focus workshop activities on a specific 
problem requiring completion of a given task and have 
consultants available as advisers during the problem
centered experiences. 

Example: Have individual or small groups take 
the fundamental concepts on 
budgeting that were presented and 
develop a workable budge for a 
police department. 

f 

4. Have the results of these efforts presented and 
analyzed by the participants and consultant(s) involved. 

The group indicated that the basic format of the program 
was effective and that the atmosphere maintained throughout 
the program was appropriate for the learning experiences that 
were being undertaken. The evaluators fully share the opinion 
of the participants that the Institute was exceedingly well 
planned and managed. 

puality of Instruction 

The participants expressed general satisfaction with 
the presentations of the Institute consultants. They 
considered most of the sessions to have been handled in a 
very capable and meaningful manner.. In citing the rare 
occassion when the session was not as meaningful as it might 
have been, the members of the group questioned not the 
competence of the particular consultant involved but only 
the degree cf effectivness that "Tas achieved during a given 
presentation. The few instances of criticism were based 
upon the fact that the presentor did not sufficiently 
confine himself to the assigned topic or that he failed 

~----------------------------------.~ 
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to gauge properly the participants' knowledge of. and level 
of readiness to discuss the particular issues involved. 

Two suggestions offered most frequently by the members 
of the group were: 

1. Presentations were clearer and more readily 
understood when supported by the use of visual aids. 
They suggested that future consultants be encouraged 
to use such learning aids more extensively. 

2. It was suggested that consultants focus more 
consistently upon their topics, cover the issues involved 
at a more advanced level, and provide increased opportunity 
for participants to challenge and discuss pertinent 
points. 

Example: Participants liked the idea of handouts 
which minimized the need for note-taking. 
They cited the handout which covered the 
general outline of the presentation but 
left key terms or ideas to be inserted 
into black spaces. They approved. ~ this 
approach but bemoaned the fact that 'the end 
of the session sometimes left them with a 
lot of black spaces, but more importantly, 
without a clear understanding of the concepts 
and principles involved. They expressed 
the belief that the answers eluded them 
because the material was not fully covered 
or because communication was less than 
complete and not niscussed by the group. 

It j3hould be noted that the participants \.vent to great 
lengths to stress the fact that they ha0 the utmost respect 
and confidence in the ability and knowledge bf each of 
their consultants and instructors.. Their suggestions, 
they said, reflected a need for a more conscientious reflection 
upon their own role as learners as much as it reflected a 
criticism of the rare occassion when a given sessions didn't 
generate the desired level of rapport and communication 
between teacher and learner. The perva(Ung sentiment among 
the participants was that the secona week of the Institute 
was a meaningful experience and that it would be difficult 
to improve significantly upon the content of the material 
covered or the caliber of instruction that was provided. 

!he Questionnaire 

The questionnaire was directed toward specific areas 
of change that might be attributable to the experiences of 
the participants during the first week of the Institute. 
Their opinion was also solicited on the scheduling of the 
Institute into four segments each of one-week duration. \ 

I 
I 
I 
! 

1 
j 
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One-Week Sessions 

There was a period of approximately one month between 
the first and the second one~week segment of the Institute. 
This suggested that it might be desirable to determine how 
the participants felt this practice affected the training 
program. The specific question posed was: 

"Does the break of approximately one month between 
the week-long segments of the Institute strengthen or 
weaken the overall effectiveness of the total program?" 

The responses of the participants innicated that they believed 
the program was strengthened by this arranqement. Specifically, 
thirteen out of the twenty responses (65%) that were received 
indicated that this arrangement strengthened the program. 
Five of the participants (25%) indicated that it made no 
difference while only two (10%) believed that it detracted 
from the effectiveness of the totaiprogram. 

Reading. 

The second question posed sought to ascertain what 
changes iIi the reading hab1.ts occurred as a result of the 
first week of the Institut:e. ~he question asked was: 

"What further reading or stuc'ly in the field of 
police management have you studied since the first 
week of the Institute?" 

Seven members of the group (35%) indicated that they had done 
"considerably more reading as a result of the Institute 
experience. " Eleven (55%) indicated that they had done some 
or no more than usual and two (10%) indicated that they 
would have done more if guidelines had been provided. Two 
(16%) indicated that they had done no reading or professional 
materials in the intervening period. 

The availability and policies concerning the use of 
professional reading materials was the focus of the next. 
three questions. The responses indicated the following: 

1. Materials in the form of professional journals are 
available in most cases. These materials are generally 
provided for and made available for use by all personnel. 

2. There is an abundance of professional journals and' 
books:.available but some are apparently deemed to be more 
helpful than others. Those listed most frequently were: 
Law and Orde:r (17) , The Police Chief (14)', ~oliceMagazine 
N, and Tr1al magazine (6). . 

3. Awareness of the importance of making thsse kinds 
of reading materiaL available was heightened as a result of 
the Institute. This is reflected in the fact that fifteen 
of the respondents (75%) indicated that they planned to add 
to the reading materials cur:t:'ently coming into their police 
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department or to start to provide them in those cases where 
they currently are not doing so. 

Questions number five and six inquired about changes 
planned or initiated as a result of the first week of the 
Institute. The responses indicated that only one member 
of the group anticipated no changes as a result of the 
first week's work in the Institute. Thirteen of the 
officers (65%) indicated they had already begun to 
formulate plans for change, six respondents (30%) indicated 
changes had already been initiated and five (25%) members 
of this group said that they anticipated making additional 
changes. Specific areas of change that were identified 
included: 

change in organizational structure - 7 
projection of departmental needs - 3 
improving crime reporting systems - 2 
changing training practices - 2 
developing personnel manuals - 3 
improved budgetary pr~ctices - 2 

Did the experiences of the first ~.,eek of the Institute 
affect their relations with those with whom the participants 
were required to work? This, in essence, was the issue 
raised by question six. Most of the participants indicated 
either that some favorable change (8) had occurred or that 
they anticipated that some changes would take place (7). 
Only four participants (20%) indicated that no change was 
likely in their relationships as a result of the Institute. 
Some of the areas of changed relationship reported were: 

greater staff involvement in departmental affairs - 5 
improved rapport with supervisors/council - 4 
improved coordination with other departments - 3 

The final question (#7) asked if the participants' 
view of police work has been altered as a result of the 
Institute. Sixteen of the twenty responnents (80%) indicated 
that it had. No consistent pattern of change was discernible. 
However it seems clear that many of the participants did 
consider that important changes had occurren in certain 
areas~ A significant change of views was indicated, for 
example, on the following: NO. % / Total 

understanding of the management function 12 60% 
Understanding of cOrnITlunication techniques 

in working with people 12 60% 
increased capability for directing staff 

development programs ,12 60% 
effective organizational models of police 

management 10 50% 
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It might be significant also to note areas where a 
considerable number of the group did not feel that any 
significant change had occurred in the views. For 
example, considerable numbers of the group indicated 
change had occurred in the areas of: No. % 

little 
7 Total 

7'0% awareness of interdependence of all IT 
public agencies 

understanding the forces of social 
change 

Conclusions and Recommendations 
p:p .., 

l~ 70% 

Observations and participant response to the Institute 
sessions indi'cates the recommendations involve extension of 
some of the current practices which have proven to be most 
effective ratheT than any drastic modification in the 
program format. The division of the Institute into four 
segments of one-week duration evidently enable more of 
the officers to attend than would be possible if the program 
were concentrated in a solid block' of three or four weeks. 
Many of the participants felt that it wouln be highly 
unlikely that they could stay away from therr posts for that 
long a period. 

There seems to be sufficient evidence that the 
participants are finding the experiences of the Institute 
to be interesting and meaningful. This is illustrated, for 
example, by: (1) their continued and conscientious attendance, 
(2) their enthusiastic acclaim of the contributions of most 
of the consultants, (3) their insistance'upon increased direct 
participation through discussion and workshop activities, 
and (4) their efforts ,to apply their new learnings and' 
understanding to their professional activities in their home 
communities. ' 

Recommendations 

The expressed desire of the participants to become 
more actually and directly involved in the content and 
conduct of the program is a wholesome development. The 
recommendations which follow are subm±'tted for consideration 
by the Institute staff with this sentiment in mind. 

1. Solicit from the participants an indication of the 
spedific topics or areas on which they would 'like to have 
the next segment of the Institute concentrate~ 

2. Build more problem-solving and workshop-type 
approaches for the content coverage includec'!. in the next 
one-week session. Many of the participants definitely 
want to try their hand at doing some of the tasks discussed 
by the consultants. 
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3. Use less formal structure of the workshop activities 
to provide for the different levels of understanding that 
exists among the participants on different problems or 
professional tasks. 

4. Solicit from the participants suggestions of names 
of consultants who they would p~rticularly like to have 
join them. 

5. Provide participants wtth rearling guidelines and/or 
special materials which the consultants and Institute staff 
believe would be helpful in preparation for the next one
week segment. 

This report is submitted as an interim report on the 
second one-week segment of the Institute. It is intended 
that it, along with the other interim reports growing out 
of the evaluation phase of this program, will from the basis 
for the final report on this project. 

Charles W. Guditus 
John A. Stoops 
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Appendix C 

POLICE MANAGE~mNT INSTITUTE 

The Harrisbu~g Area Community College 

November 27 _. December 1, 1967 

This interim report covers the thir'd week of the 
Institute and represents only one of a series of such 
reports that will form one of the bases for the final evaluation 
report on the project. 

Introduction 

This report is developed on the basis of direct observation 
of the sessions of the third week of the Institute and the 
feedback obtained,through a critique involving all of the 
participants on the final day of the week-long program. 
The sessions during this third week of meetings were 
observed more frequently than those which preceeded it. 
In all the evaluators we%s present for four out of the 
f.l,ve days of meetings. 'I'his rather intense participation 
in the day to day routine of the Institute participants was 
deemed desirable in order to obtain greater insight into the 
r~sponses of the participants both to the questionnaire and 
the critiques to which they were asked to respond. 

Critique - Week #3 

The critique sessi'on for the third week of the Institute 
was conducted in the same manner as the previous two. The 
critique was conducted on an informal basis and without 
the presence of any members of the Institute staff. The 
participants seemed to respond freely and candidly. Their 
reactions were very favorable to the experiences provided by 
the Institute but they did not hesitate to voice the 
few criticisms they had of 'the sessions. 

Organizatiqn and Administration 

The participants were of the opinion that there'was 
little that could be'done to improve the administration and 
general organization of the Institute. They approved the 
increased flexibility in the schedule and felt that the 
small group discussion based upon similarity of interest, 
department size, or special topics was an effec'tive approa,ch. 

" 
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When inclement weather made it impossible for a 
scheduled consultant to be present to work with them, they 
responded enthusiastically to the use of a more experienced 
member of their own group as a sUbstitute speaker and 
consultant. In this instance, even the flexibility that has 
been built into the program schedule was insufficient. At 
the end of the day they were st~ll intensely involved in the 
views of their colleague who made the presentation and in 
debating the issues involved. Most gave evidence of ~ 
complete willingness to continue their work well beyond 
the final hour of the third week of the program. The use 
of a member of the group as a substitute presentor 
proved to be administratively sound and instructionally 
effective. It suggests that there are some other approaches 
which would include some members of the group in specific 
phases of the program on a planned basis that should be given 
serious consideration. 

Instruction 

The third week of the Institute was well received by 
participants and the quality of instruction was, in their 
opinion, quite good. They liked many of the approaches used 
by the consultants and made specific mention of the use of 
visual materials to facilitate following the presentation 
more closely, the small group buzz sessions with specific 
assignments, the involvement of members of the group in 
presenting their o~m findings and defending the policies and 
practices that they recommended or followed with regard to a 
particular aspect of police management. 

The critique did, however, elicit some criticisms of the 
pr~gram. These were not new but actually had been cited in 
previous critique sessions. Generally the criticisms, which 
were mild, were directed as specific presentations. They 
did not reflect upon the consultants' capabilities but on 
the effectiveness of a specific presentation to the group. 

The group was of the opinion that not all the 
presentations were an outgrowth of sufficient pre-planning 
and preparation. They were critical of two of the sessions 
that seemed to flounder and where, in one case, the 
consultant began by admitting that he hadn't gotten around 
to developing a plan for his appearance at the Institute. 

Another criticism voiced was that some of the consultants 
did not involve the group in covering materials which has 
"sufficient practical knowledge." They expressed little 
enthusiasm about presentations which focused upon advanced 
technology involving highly sophisticated computerized 
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systems. Most agreed with the opinion expressed by one member 
that "these systems may already be a reality for the major 
cities but for us they offer little prospect of assistance 
in solving the immediate problems we have in our small 
communities." 

A third criticism is really a compliment for the high 
quality of instruction generally maintained dur~ng the 
Institute. In several cases the comments on the presentations 
were characterized by the criticism that the sessions were 
"very good but not long enough." Clearly some 6f the . 
consultants would have been welcomed by the participants for 
an increased number of sessions lasting two days and possibly 
even longer. ' 

Direct Observations 

As noted earlier the third week of the Institute 
was subjected to more concentrated observation by the 
evaluators than the previous two. The sessions were observed 
four out of the five days during which the Institute was in 
session in November. The comments which follow, therefore, 
reflect the reactions of the observers whereas those in the 
preceeding material were recorded responses. That~sically 
reflected the views of participants. Actually, the views 
of both participants and observers were not as different 
as might be expected. 

Administration and Operation 

The organization and administration has been of the highest 
caliber and quite as good as the participants have characterized 
it. As with.most efforts of this type the earlY.programs 
of the Institute were a little too tightly scheduled and 
tended to generate some excessive pressure. This clearly 
was improved quring the second week and thoroughly eliminated 
in this third week of the Institute. 

The use of consultants from distant localities appears, 
in some instances, to make planning more difficult than 
would seem desirable. It would appear that articulation 
between major units covered during the weekly pr~grams is 
sometimes inhibited due to the difficulties involved in 
bringing the staff involved in any given week's program together 
.to'plan and to coordinate their efforts. Under the circumstances, 
th~ organization and administration could hardly be improved. 
Alteration of some of the conditions relating to planning 
could, however, bring about a minimization of the possibilities 
for overlapping content coverage or uncovered gaps. 

\ 
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Instruction 

,The c~liber of c?nsultants utilizeo thus far by the 
InstJ.tute J.s of the hJ.ghest oroer. It would be impossible 
to suggest that any of the presentors were not fully 
qualified. Clearly, they have all had the respect and 
cooperation of the participants of the Institute. Not all, 
however, have been completely successful in achieving the 
objectives for the specific presentation to which they have 
been assigned. 

The observations made during the third week of the 
Institute would indicate that where the presentor did not 
achieve the full measure of success one of the following 
factors was the cause. ' 

(1) 

(2 ) 

(3) 

At least two of the consultants had not prepared 
adequately for the task assigned them 
Sometimes the consultant is not sufficiently 
aware of the importance of more direct involvement 
if the participants in practical problem-solving. 
Underestimating the depth and extensiveness of 
the experience of the members of the group. 

Summary and Recommendations 

The third week of the Institute was well planned and 
organized. From the standpoint of results it appears to have 
a l7vel o~ effectiveness that surpasses that generally 
achJ.eved J.n efforts of this type. From a evaluative stand
~oint,it ~s also true that ideally there are some respects 
~n whJ.ch J.mprovement could be sought. More specifically, 
J.t would seem that improvement of the instruction could be 
achieved by avoiding the experience of the occassional consultant 
who is not as fully prepare~ as he would like to be. This may 
nece~s~tate some pre-institute planning session(s) or perhaps 
provJ.dJ.ng each consultant with a carefully defined description 
of t~e,week's program, ,his role in it, and, most importantly, 
requJ.rJ.ng that he submJ.t a copy of content outline and 

,procedures he plans to follow during his appearance before 
the group. It would also appear consultants would 
benefit from a greater knowiedge of the nature of the group, 
their background, and interests and that this knowledge 
be made known to the consultant prior to his arrival at the 
Institute. ' 

The participants themselves constitute an interesting 
study. They tend to be very well satisfied with their 
experiences in the Institute. When they are critical they 
are constructive and generally justified in their responses 
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to a given session. They resent any hint that they are 
being "talked-down-to" and respond cooly to descriptions 
of advances being made in police management involving applications 
of sophisticated electronic technology. They tend to appraise 
results of a given session on the basis of new ideas that 
have found their way into their notes and yet responded 
most enthusiastically and appreciatively to those activities 
in which they are involved in direct study of ~ specific 
problem. Besides being an interesting group, the participants 
have proven to be unusually capable and extremely dedicated 
enforcement officers. It would be remiss not to note that 
the observers have been highly impressed by the caliber of 
men that are involved in the Institute, both the participants 
and the staff. 

Recommendations 

Several recommendations emerge from the observations 
made during the third week of the Institute. 

(1) The organizational format that has been 
develoT?ed (luring the three weekly phases of the 
Institute is proving to be effective and 
worthy of retention. 

(2) The unp.r.epared presentor is somewhat of a rarity 
at the evidence 6f his preparation be submitted 
in advance of an appearance before the 
group 

(3) That serious consideration of an exploratory 
attempt at involving the participants in a 
"simulated experience" type' workshop on a 
specific aspect of management be undertaken. 

(4) That some priority be given to securing consultants 
from comparatively nearby communities of the 
size represented in the group and who have 
the recommendations of the participants. 

(5) That the role of the participant as a learner 
and its responsibilities involved be tactfully 
brought to a higher level of awareness among 
the members of the group. 

This fifth recommendation should perhaps be clarified. 
One of the interesting observations that were made occurred 
during one of the sessions when the participants did not 
feel that the cQnsultant had made the maximum possible 
contribution. It seemed clear to the observer that the 
consultant had much to offer them but was not sure as to what 
the interests· of the group were. When, on occasion, one of 
the more experienced or confident members of the group 
directed the attention of the consultant to particular 
problems the result was a very rewarding educational experience. 
The participants sometimes fail to fulfill their responsibilities 
as learners by not raising questions or providing. immediate 
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feedback. This would enable the consultant to use the 
time available most effectively by stressing those areas 
that are new, immediate, or challenging to this particular 
group, of la~ enforcement officers. Clearly they need"and, 
somet1mes w1thout fully recognizing it, want to become 
activelY,involved in the learning experiences provided by 
the In~t1t~te. ,Yet their activities sometimes suggest that 
educat10n 1S be1ng approached as something to be received 
than acquired. 

Appendix D 

POI .. ICE r.WIAGE.~1ENT INSTITUTE 

The Harrisburg Area Community College 

January 8-12, 1968 

This report covers the fourth week of the Institute and 
constitutes the last of the interim reports intended to 
serve as one of the sources for the final evaluation of the 
total project. 

Introduction 

The report is an outgrowth of direct observation of 
several of the sessions conducted during the final week of 
the Institute. These observations were supplemented by 
information obtained through a critique session held at the 
end of the program. The critique was a closed session during 
which the participants were encouraged to speak candidly of 
the experiences. With none of the Institute faculty or 
consultants present, most of the par~icipants seemed 
inclined to express their feelings fortrightly and 
constructively. 

Critique Session #4 " 

Holding the critique session in the closing hours of 
the final session could have been a 'trying situation since 
such groups frequently are impatient to get·an early 
start for home. This group proved to be exceptionally 
cooperative and interested in discussing the Institute 
experience and in providing ideas for future undertakings of 
this type. Their reactions were overwhelmingly favorable 
although they 'did voice a few criticisms which are included 
in 'the report. 

Organization and Administration 

The law enforcement' executives who participated in all 
four of the Institute weeks consistently ,-:oiced. strong 
approval of the organization and administration of the projec~. 
They favored the weekly arrangement and were most complimentary 
of the careful planning and smooth organizatio~ which 
characterized these meetings. 
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They did express some views which recognized that while 
the ovel':all impact of the organization and administrative 
effort was remarkably effective there' were some aspects that-' 
merit f~rther consideration. Probably the most prevalent , 
suggest~on to emerge was that related to the workshop-like \ 
sessions. The participants indicated that these sessions 
were usually extremely productive and that they approved, 
therefore, the increased time that was allocated to this 
type of activity. Their criticisms were aimed at two specific 
aspects of the workshops. First, they indicated that the 
workshop ~ssignments during ~he final week were not as specific 
as they m~ght have been. Th~s resulted in some loss of time 
and, in some instances, confusion about what precisely was 
expected of them. The second criticism involved their 
desire to have consultants more readily available as resource 
persons during the workshop sessions. Direct observation 
?f ~ome sessions of this type during the final day would 
~nd~cate that there was some basis for this reaction from 
the participants. On the other hand, it vwuld seems reasonable 
to assume, from an administrative point of view that a 
greater degree of readiness to accept responsibility'for 
individual contributions during this type of activity 
had at that point been developed. 

A second critism and one which emerged during previous 
Institute weeks concerned pre-planning with consultants. 
In general, participants tended to view the use of a 
multitude of specialist as a kind of hit and run approach. 
Their suggestions implied a need for the consultants to be 
more involved in the planning of the Institute sessions. 

~t is do~btful that any Institute could be developed 
~nd d~rected ~n such a manner that no suggestions for 
~mprovement would emerge. It would be unfair, therefore, 
not to st7ess that while some criticisms were made they did 
not const~tute an unfavorable response to the organization 
and administration of the project. On the contrary the 
feeling of the participants, without exception, was' that 
only proper rating of this aspect of the Institute would 
have to be that of excellent. This is an opinion that is 
strongly shared by the evaluators of this Institute. 

In struct ion 

The instruction during the final week of the Institute 
receive~ the most enthusiastic approval of all four segments. 
The cal~ber of the consUltants had been exceptional in terms 
of exper~ence and ability to communicate with the participants. 
In some ~n~t~nce~, as has been noted in previous reports, 
these qual~f~cat~ons proved to be insufficient. Some 
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unpreparedne,ss was noted and disparaged. In this final 
week of the Institute little of this condition could be 
observed. The efforts of the Institute director to have 
consultants ,come better prepared has been paying off. 
At no time was this more evident than in this last week 
of the Institute. 

From a teaching standpoint it was also evident that a 
wider application of audio-visual aids was being employed. 
This situation resulted in a better utilization of available 
time and a more intense coverage of the information relevant 
to tne topic under consideration. This gain in factual 
data occasionally worked to a disadvantage. It resulted, 
in several instances, in a stress upon facts and empirical 
data when the implications of this information deserved to 
be the focus of attention. This was exceedingly well 
illustrated by the response to one of the presentations in 
which the consultant discussed at length the psychological 
significance of the police management concepts that were being 
studied. Comments like, "the best training session I ever 
attended" or 'that consultant really understands us" were 
not uncommon. It seemed clear that the participants 
responded warmly to effort:s' carefully designed to develop 
not only an understanding of "hQw" but also "why" specific 
management policies and procedures are effective. 

These chief law enforcement officials are being exposed 
to the pressures of many rapidly changing social forces. 
They note the symptoms and try to ameliorate the resultant 
discomfort. When provided with experiences which. helped 
to illuminate these emerging problems they revealed a 
commitment to learning that could have served as a model 
for training programs of this type. The instruction provided 
in this final week of the Institute is best characterized 
as thorough, stimulating, and effective. 

Summary and Recommendations 

The final week of the Insti,tute' was undoubtedly the 
best of the four weekly segments into which the program had 
been organized. The entire project was well planned and 
administered but the insistence of the, director upon more ' 
thorough preparation and coordination between contributing 
specialists made this final segment one in which the fullest 
potential of each session was generally achieved. Organization 
and planning are essential ingredients of any such under
taking. Alone, however, they are not enough to guarantee 
success. There must be a follow through and direct attention' 
to the day to day activities. This supervisory function was 
most fully op~rative in this fourth Institute week and the 
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results were evident. Only in the operation of the workshops 
was there any diminution of high level of effectivnenss 
that was maintained during this week of the Institute. This 
one element in the range of experiences provided by the 
Institute did seem to require substantially more attention. 

It is difficult to ascertain with certainty but it 
seemed that some reading and written assignments were not 
followed through to their final conclusion. This oversight 
or overburdening of the Institute staff, which ever may be 
the case, tended to be a source of concern to a number of 
the participants. Students who conscientiously complete 
their assignments are disappointed when immediate or early 
feedback on their efforts is not forthcoming. Those who 
do not demonstrate this scholarly attitude soon come to 
view assignments as mere busy work ana hence fail to come 
fully prepared to participate in the day's learning activities. 
In an Institute enrolling only the highest ranking police 
officials it is difficult to know just \rVhere to draw the line 
in terms of adhering to the fullest possible involvement of 
each assignment. If one is to err it is perhaps best in the 
case of class assignments to do so on the side of flexibility 
rather than rigidity. In any event, the i~mediate feedback 
indicates that the participants benefited greatly from the 
experiences of the Institute. The result was a learning 
experience that made the participants happy to be part of 
it and they said so. 

Recommednations 

Several recommendations seem warranted as a result of 
the comments of the participants and the observations of some 
of the sessions. .. 

1. Workshop activities must center around assign
ments that are clear and specific in terms of what is 
required of the participant. 

2. Staff, consultants and materials need to be 
readily a~ail~ble during workshop sessions if they are 
to be productlve. 

3. The responsibility of the participant in the 
role of a learner needs to be more fully developed at 
the beginning and during the Institute. 

4. The advantages of using feuer consultants but 
involving them longer and more intensely should be 
given further consideration. 

5. Added focus upon the psychological and 
sociological implications' of contemporary police 
management functions seems to merit further study. 
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These recommendations ·are based upon the P7'emise; that 
even a really fine program can be improved. ~hlS pOlnt 
was demonstrated rather conclusively by the flnal one-week 
segment of the Institute. It exceeded those that preceeded 
it in that it apparently manifested no "low" sP<;,ts. so that . 
the program consistently gained in momen~um untll lt reached 
its climax on the final day. Well organlzed and supported 
by fully prepared consultants, the Ins~itue gen~rate~ ~n 
atmosphere that was conducive to learnlng. The partlclpants 
rose to the occasi.on. They left no doubt that they approved 
and that this final week of working together had furthered 
their personal and professional growth. 

C.W. Guditus 
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