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FCREWORD

This Executive Summary wes written Lo provide a
brief cverview of the Police Consolidation Stafl
Report for those vho do not hawve the time to read
the more detailed and lengthy unabridged Report.

The Police Cansolidation Prodect hag alse published
four volumes of supporting resgarch and dats. Thaey
are:

Pension Study

Drganizational Resource Inventory

Reports of the Subcommittoes

Folice Clientele Inventory

A limited number of coples of the Staff Reporbt is
avallable through the Police Consolidation Project, 202
Chamber of Commerce Building, Portland, Oregon 87204.
Phone {503) 2484376,




SYNROPSIE OF CONCLUSIOMS

The bStaff Report was written in June, 1974, after
the proposed City-County Charter was rejected. The
failure of the govermments to consclidate is tsken
inte account in the recommendations. The major con-
elusions concerning methods of improving police ser—
vices In Multnomah County are:

1. POLICE LINE FUNCPICHSL SHOULD BE REQRGANIZED

to allow service delivery to be more
responsive to individoasl and
community needs.

te allow ¢itizen participation.

to allow closer conperation between the
peolice and other soeial service
agencies.

to reduce the number of personnel in
management, supervisory, special-
ized enforeement, and overhead
positions.

Lo reduce the number of oyganizational
hierarchy levels.

to increasc the number of service
delivery personnel.

2. TPOLICE ADMINISTRATIVE ACTIVITIES? SHOULD BIR
MERGED WITH TEOSE OF THE PARENT GOVERWMENTS
to allow police activities to reflect the

policies and priovities of government.
to allow gualified civilians to perform
Admwinistrative Activities.

3. A PUBLIC SAPETY SUPPORT AGERCY SHQULD BE ESTABLISHED
to provide Support Activities3 to a variety
of governmentel agencies.

lpatrrsl, Detectives, Juvenile, Traffic, Vice,
Napcotics, Crime Prevention, Intelligence.

2§lanning, Personnel, Training, Inspections, In-
ternal Affairs, Financial Administration, Public Inform-—
ation, Legal Services.

3communications, Records, Dats Processing, Crime
Lal:, EBvidence and Property Control, Detention, Identifi-
cation and Photography.



3. {(Continued}
to achisve significant cost sawvings.
ter allow gralified nonsworn personnsl to
hold support jobhs.
to provide coordination among interrelated
Support Activities.

4, A COUNTYWIDE PCOLICE PERSONREL SYSTEM SHOULD BE

IMPLEMENTED

to permit increased career paths within and
apong police agencies.

to allow the police agencies to function
mors compatibly with agency goals and
employee characteristics.

to fagilitate complete police conselidation.

Elthough all of the above Suggesgtions can and
should be implemented even without complete police con-
solidation, complete consolidation of police will max-—
imize improvement and cost savings.

I. Intreoduckion

The Police Congolidation Praject was established
to prepars plans for congelidation of police funections
and initiste those mergsrs approved by poliecy officials.
From the cutset the Project was designed to be independ-
ent of governmental consclidation. Plannlng activities
were structured to produce recommendations for im—
proving police even if voters redected the City-
County Charter.

The goal of the Pelice Consolidation Project is
not merely to merge sxisting police agencies, but
rather to reorganize pelice to be responsive to com-
munlty needs, cognizant of citizen rights, considerate
of employes needs, efficient and sifective; yet flex-
ible encugh to adjust to changing priorities and meet

the long term police service requirements of Multnomah
County.

The Police Consolidation £taff Report has heen
prepared to assist local governmental officlals in
establishing policy for the improvement of pplice
operations., Therefore, the recommendations contained
thergin are related to policy positions which will
provide direction for implementation of improvements
in local pplice. Once policy issues have been resoclved

detailed implementation reports can be finalized and
implementation initlated.




II. Environment

An analysis of local organizational change trends
pver the past century reveals an evolution of govern-
mental organizational arrangements. Eaxly corganiza-
tions were zmall, informal operatigns that relied
heavily on the personalities of individuals. Folice
agensies were nonspscialiged and provided a broad
range of services for citizens in need., Personality
was an impeortant consideration in not only the selw
eotion of organizational leadership but also in
determining the type and quality of serviece police
afficers provided to the public.

As the loecal governmental cryanizations grew in
size, they slowly changed from their perszonality
orientation and adopted the cvlassical bureaucratic
characteristics. The agencies of government became
more highly specialized, rationalistic and legalistic.
Several studies of local police agencies made recom=-
mendations based on burseaucratic principles. This
approach to organization resulted in efforts to com-
pletely remove the influence of personality from organ-
izations. Attempts wers made to define every detail of
organizational activity with procedures and rules. -
Selection and promoticon of personnel were heavily
dependent on written examinations. Criticism of the
inflexibility and inadeguacy of this approach has
¢reated pressure for change.

Currently the organizational changs patterns are
in thae direction of more flexible, participatory organ-
izations. Temporary managemant techpigues such as
project management and working task forcss are being
uged as alternatives to the rigid antocratic organiza-
tional designs of the bureaucratic model, Both citizens
and governmental emploves involvement in decision
making ls increasing. Publie organizations are begin-
ning to move away from a rigid adherence to the bursau-
cratic principles.

Lowal police agencies appesar to be clinging more
clpsaly to the bureaucratic philosophy of organization
than most other human service organizations. However,
the gvidence sugygssts that overall police sffective-
ness and productivity will be improved by changes
which are consistent with:

1. High citizen power

2. EHighly mobile citizenry

3. High voncern for minorities

4, Personaliged treatment of clients



5. Democratically derived power
6. Increased individual responsibility
7. Decrsased cmphasis on hieravchies of
authority and status
8. Bituational organizational stroctures
9. Problem and consumer orientations
10. Increased employvee discretlion
i1l. More tolerance of differences
12. Oynamic goal definitions
13, Ingreased opportunities for influence
on priorities
4. Employee and citizen participation
in management decisions
15. Service rather than crime ocrientation
16. High openness and low gescrecy

ITY. =Role and Goals of Police

The available evidence and staff research related
to police responsibilities, public and police expecta-
tions, and police abilities indicates the police pgle
and goals zre filled with conflicts and inconsistencaies.
Por example, police have a responsibility for maintain-
ing secial ordesr, arresting law violators, and protect-
ing eitizen rights. The achlievement of one of these
objectives often runs counter to the achievement of
ancther. This situation increased the difficulty of
providing an efficient and prpductive police organi-
zakion.

A police dispatch study and a3 more limited study
of people wheo actually recelved police assistance ghow
that a minority of the reguests made on local police
agencies are related to crime. This conclusion is
consistent with similar research conducted in other
areas of the country. Apart from the issve of what
citizens reguegt of the police, it appears police
agencigss are in a better position than other agenclies
to answer citizen requests on & twenty-four hour
a day basis. In addition, most citizens feel since
thay pay police salaries, police should serve their
needs; therefore most citizens expect and depend
on the pelice bto respond bte their requests for all
types of service.

The management personnel of loeal police agencies
express support for continning to perform both criminal
and nonceriminal functions. FEven a majority of the
police pfficers who would prefer to restrict their
activities to criminal matters, recognize obligations
for performing other functions. These officers appear
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to appreciate the fact that their clientele expect
services which they, more than any other governmental
employees, are gapable of providing. Therefore, they
accept the responsibility of providing general services
to their commonities and citizens.

the Goals, Organization and Coordinating Committee
supported the following conclusions about the police
rele and regponsibilities:

L.

2.

The most important respongibility of the
police is the preservation of human life.

The police responsibility for the main-
tenance of socilal order iz conditioned
by a responsibility for protecting
individuaal rights and ensuring social
iustice. Therefore, the maintenance of
order clearly does not obligate or
aanthorize the police to regiment soo-
iety, lemooratic societies expect the
police to protect the right of citizens
to behave in individualistic, even
deviant ways if such individualism and
deviancy do not injure cothers or deprive
others of the right to Just ftreatment.

Police organizations are in a unique pos-
ition to support other governmental agsn-
cies with information about citizen pro-

blems and needs that they should address.

Law enforcement is an important function

of the police; however, physical arrest is
only one strategy that is used to enfozce
laws., The state law reguires police o
"enforce” the criminal code, but it doss
not specifically dirgct police to "arrest™
every person who violates s law. Therefore,
police officers can legitimately exercise
discretion if it results in the enfgrge-
ment of laws.

Police must work with and for citizens

as much as they serve the government.

Police must sitrive to assist citizens

in developing communities that are

liveable places where citizens Ao not

have to be afraid of being abused, attacked,
placed in jeopardy of injury, or denied
fair treatment, Police methods musi stress



cooperation with citizens based on trust
rather than fear, and they must emphasize
prevention rather than supression. . Police
should be more concerned about obtaining
voluntary rather than forced compliance
‘'with laws. The existence and authority

of the police depend on public approval of
of police actions and behavior and in
general on the police ability to secure
and maintain public respect.

Based on the preceding conclusions, specific goal
statements were developed for local police agencies.
They are:

1. Provide emergency actions and services,
not readily available from other agencies,
that may save human life.

2. Provide programs and actiens directed
at the causes and conditions of del-
inquency and crime that will result in
the prevention of juvenile delinguency,
criminal deviancy and crime.

3. Provide programs and actions to acquire
information about criminal behavior and
responsibility and expeditiously handle
that information in a manner consistent
with the best interests of involved per-
sons, the community and society.

4, Respond by direct involvement, advice,
or referral to those situations which if
left unattended would logically result
in serious mental anguish, disorder,
injury, property damage, or loss of indi-
vidual rights for people within the juris-
diction.

5. Provide actions and programs for coord-
ination between and support for agencies
that seek to facilitate social justice
and justice processes.

6. Provide order maintenance programs and
actions to reduce danger and facilitate
normal community and social operations
during periods of unusual disruptive
occurrences such as civil protest,
natural disaster, riot, and war.



7. Provide programs, procedures and
activities that will result in sfficient,
effective and fair management of the
police organization and satisfaction of
personnel gareer needs.

The Repart offers the following recommendations re-
lated to local police goals and civjectives:
©

i. The preceding conditions and goals should
be reviewed and endorsed by policy and
police officials. Appropriate changes
should be made In oxdinances related to
police responsibilities and modifications
should be initiated in police pelicies and
procedures,

2, Police organizational arrangsments should
be modified to insure gresaber congruence
of goale, structure, and police activities.
This recommendation should be adopted
with or without gonsolidation of police
operations and without regard to whether
or not the praceding goals are adopted.

3. Methods should be adopted by the police
£o ensure conbinuous development and up-
dating of police objectives in a manner
that will maintain thelr consistsncy
with the organizational goals.

4. Methods should be established for monitor—
ing the extent of goal and objectives
aceomplishment and assessing the effect-
ivenesys of various prganizational strate-
gies.

IV. Conscolidation Options

In light of the recent defeat of the City/County
Charter, the Police Consclidastion Project researched
the value of continued efforts to improve local police
through mergers and consclidation of peliee functions,
and reached the following ronclusions:

1. The voters' reijsction of the City/
County Charter cannot b construoed
as a rejection of consolidation as
a method for improving the police
and reducing the cost of police
services for taxpayers.



2. The traditional approach to congoli-
dation which entails simply merging
police operations will not produce
as effective a police operation as a
more complex design of centralizing
police Staff Functions* and dacentral-
izing to the neighborhoed level police
Line Functions.

3. The concept of consolidaticn is a
viable method by which sound resrgan-—
ization and improvement of police
Can poeur.

4. "The degree of efficiency with which the
current disjointed, fragmented, duplica-
tive police functions can be improved
will be inversely related to the cowmplex—
ity of the authority structure respon-
sible for decisions about changes.

The guestion is not "should police consolidation
oeeur?’ rather it is "To what extent should police con~
solidation oocur immediately?" The staff has deflned
three options, which are in reality positions on a
continuum between the current organization of police
services and complete police consolidation, for the con-
sideration of policy makers. They are:

Uption #1. Establish a single police agency
for the City of Portland and Mule-

homah County.

This option would entall the ity
and County entering into an agree-
ment to establish a consclidated
police agency with the responsi-
bility for providing police ser—
vices in both jurisdictions. The
option would be carried out in the
following fashion.

1. The positions of Portland
Chief of Police and Multno-
mah County Sheriff would be
combined in a position of
police director.

*  For a schenatic description of Staff Punctlons
and Ling Functions see Chart 1.
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Gption %2,

2. The Chalrman of the County
Commission would agree with
the Mayor's appointment of the
thief, The appointes would
then he sworn in ag sheriff.

3. All sworn personnel in the Port~
land Police Bursau would be
deputized.

4. The county would assume Yespon—
sibility for future hixing,
personnel, and the financial
adminisgtration for police.

%. ‘The current Bortlsnd Police
Bureauw officers would be main-
tained in the Portland pensien
system; however, new cfficers
could choose bhetween the
Multnomah County Sworn Law
Enforcenent 0f£ficers' Hetire-
ment Bvstem angd the Statse
Public Bmployees Retirement
Bystem for pelice.

6, A c¢ost sharing model based on
current expenditure ratios
world be established for funding
the agency,

7. Both the City and County would
agree to continue and support
the consplidated police organi-
ratlion for a minimum of four
years, after which sither
government could dissolve the
rvelationghip on six months
written notice.

Zetahlish & Publig Safety Support

pogency to consolidate and coordinate
Support Activities while reorgan-
izing and maintaining independent
policge Line Functions.

"

This option would sntail the City and
County agreeing to establisgh a single
ageney to organize and manage Support
Bobivities for emergency and gquasi-
emergency public safety and criminal
jugtice agencies. Thse police Line



Functiong would remain separate under
each government. Administrative
Activities for each police depart-
ment would be merged with counter-
part units with each jurisdiction.
The salient features of this ar~
rangement would include:

i

A position of coordinator of
Public Safety Support Act-
ivities wonld be established
under the Mayor of Portland and
the Chairman of the Board of
Cowmmissioners of Multhomah
County.

The cocrdinator would be pro-
vided with the responsibility
and authority for organizing
and managing Support Activities
subject to the direction of the
Chairman of the County Commis~
sion and the Mayor of Portland.

Support Activities that would be
provided directly would be com-
munications {dispatching) re-
cords, data processing, evidence
and property control, amd identi-
fication. SBupport Activities
subject to the functional con-
trol of the Coordinstor would be
ceriminalistics, egquipment acgquis-
ition and maintenance, prisoner
detention and processing, and
facility acguisiilion, management
and maintenance.

The City/County Agreement would
be for z gpecific number of years
and the jurisdictions party to
the agreement would be obligated
to phage out their Support Act-
ivities in accordance with the
plang initiated by the Public
Safety Support Agency.

The Agency would establish its
pwtt positions and, whenesver pos-—
siblae, personnel who are current-
1y performing the functions for
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Option #3.

individual police departments
would be transferred to the
rPublic salfety Support Agency.

§. The Agency's servieces would be
available to a broad range of
public safety agencies rather
than simply to the police.

Improve and continue ad hot mergers

and reductions of duplicative efforts
of police Support Activities but
recrganize and maintain indapendent
Line functions in each jurisdiction.

This opticon would entail City and
County officials agreeing on the
Support Activities that should be
comgnlidated and preparing a long
range plan for such consolicdationsg.
Each activity will be handled zs

a separate projsct. The proijects
would be organized so as to result in
& reasonably esguitable distribution
of costs. Other specificg of this
option are:

1. The areas that should be congoli-
dated are communications, records,
data processing, evidence and pro-
perty ccntrol, criminalistics,
eguipment acguisition and main-
tenance, prisoner Getention and
processing, identification, war-
rant service znd extradition and
facility scqguisition, management
ané maintenance.

2. The jurisdictions involved should
negotiate a precise contract for
each merger project which specif-
ically sets forth the cbjectives
of the project, the budget, com—
munication channels, and management

_authority.

3. The contract should alse establish
the obligations and the length of
commitment of the parties to the
contract. It should be designed
to reduce excessive hurszucratic
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review., All agencies should be
able to ascertain the amgunt of
geryice they will recieve.

4. The reporting responsibility of
tha project directors should be
precisely defined. It ghould be
clear who has the authority to
order the director to perform
what functions. Committee pro-
cedures and power should be
clarified.

3. Projects should be managed by
people who are compstent in the
technical area rather than simp-
ly police managers who are
assigned by one of the partici-
pating agencies.

6. Flans should bs comprehenaive,
systemic and long ranged. In
addition, they must be followed
uniess there is specific, well-
coneeived justification for mod-
ification.

7. The jurisdictions involwved should
agree +¢ drop funding of any
independent proiects gr operations
which would duplicate the services
provided by the proiects.

The arguments for and against esch of these coptions
zan be sumsarized as follows.

IPTIOH $#1: Complete Consolidation

ARGUMENTS TFOR ARGUMENTS RAGAINST

- TRasiest and least =~ Reducas direct poli~
gxpensive to adminis- tical control by
ter. elected officials.

- Result in most coor- « #Will result in most
dinated reerganization. controversy and re-~

sistance to change.

- Will reduce duplication Police Managers would
and vet Tacilitaie res- likely be strongly
ponsiveness to needs of oppused to this
people. approach.



CPTION

OBTION

21 {Cont.}

ARGUMENTS FOR

Rill reduce red tape
for cibizens.

Will facilitate long
range planning.

Bas potential for most
savings.

323

ARGUMENTS AGARINST

Will ecomplicate en~
forcement and train-
ing problems.

Will create person-—
nel management pro—
blems that are like-
ly to be more se-
vere than under
agither of the other
options.

Single Public Safety Support Agency

with Separate Line Functions.

Would increase influe-

ence of elected offic-
ials over Support Ach-
ivities.

Increases the wtility
of police Support Aot
ivities for the entire
govesmment by making it
possible for many other
govermmental units to
use tha services,

More conslstent with
long range plan for
complete consolidation
than ad hou merger of
funetionsg.

Would be less expen—
sive to manage thap
ad hot mMergers.

would leave control

of Line Functions and

Muinistrative hotivi-
ties with the individ-
val Jurisdictions.

Reduces control of
police management
over Support Acti-
vities.

Reduges relation-
ship and communica-
tion between police
and support person-—
neli.

Increases time elec—
ted officials must
devgte to providing
policy direction for
Support Activities.

Creates a fear among
police that the sup-
port staff will be

of inferior guality
or quantity. Police
managers would like-
ly be opposed to this
approach,
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OPTION

Would place respongi-
Pility for coordinated
performance of Support
Activities and remove
competition among sup~
port projects from the
polihégal Arenda.

Would reduce time gov-
arnmental gfficials
would have to devote to
project management.

Would facilitate cooper-
atipn between police and
nonpelice user agencies.

OPTION #3: Ad Hoo Consplidetion with Separate

Line Functions.

Wonid result in less
duplication of Support
Activities than cur-
raently exists.

Would offer potential
for reducing police
costs while maintalning
at least the same level
of service.

Most likely of three
gptions to be supported
by police manegers.

Would keep most of the
Support Activitiss
under command of a
police agenoy.

Would leave police

Line Funptions and Ad-
ministrative Activities
under the individual
jurisdictions.

-l G-

Individual pro-
jects raguire high
time investment by
elected officials
and adminigtrators.

Manggemeni exXpanse
might offset savw
ings from the slim-
ination of duplica-
tion.

Requires a number of
individual agreements
and policy groups.

Failure rate of ad
hoo arrangements
is high.

Would not make Sup-—
port Activities
avallable to the
broadest number of
govermmental users.



OFPION $#3: {Cont.}

- Places individual
projects in conpe—
tition with each
other for funds.

- Fragments authority
over projects. .

- Complicates long
range planning and
implementation of
plans.

- Fails to provide the
job security needed
to attract the most
competent people
available.

A1l of the three opticns are consistent with exist-
ing legal restrictions. If accompanied by appropriate
changes in Line Functions and Administrative Activi-
ties any of the three options would result in more
responrsive police services. They all cffer potential
for reducing costs, although Option 1 would ultimately
reduce COSts more than sither of the other options;
and Option 2 would logicslly be less expensive than
gption 3. However, Option 1, complete consclidation
of the police, appears to bs superior te aither of the
other two optiong in the area of ease of administration.
Althouwgh initizslly efforts to completely conselidate
the police would probably encounter the most resistance,
in the long run consolidation could save years of frus-
trating merger efforts and reduce the oversll costs
and sdministrative time investments significantly.

There fore, the following recommendation is offered.

The Fortland Pelice Bureau and #ultnemah
County Bivisien of Poblic Safety should he
completely consolidated in a manner des-
cribed for Option 1.

s an alternative te this recommendation the second
best approach is putlined in Option 2. If neither
Option L nor Cption 2 is desmed acceptable, Option 3
will represent an improvement over the approaches
currently being frllowed. However, the impreovement
of overall police gpsrational effectiveness onder any
of these options will be dependent on concurrent reor—
ganization of police Line Functions apd adéministrative
Staff Activities.

=17~ e e -



V. Internal Organizaticn

Current police operaticns in the City and County
have a variety of shortcomings that should be addressed
by new organizational designs, The major problem areas
can e swmarized as follows:

1. The administrative philosophy of many
police managers is authoritarian, and
based on bureaucratic crganipational
and management theory. Given the ¢gen-
eral social environment, the progres-
sive orientation of local governmental
leaders, and the guality--particunlarly
intellectnal level--of local police
officers such a philosophy is inappro-
priate.

2. Local police agencies tend to oparate

in a highly autonomous fashion. In the
abgence of specifie¢ instructions from
higher authority most police managexs
are not concerned about insuring that
their actions support policies of the
overall government, Nor are thay
concerned about identifving and res-
ponding to community and citizen needs
and priorities. Thay tend to arbitrar-
ily reject advice and information from
nonsworn pecple if it in any way conflicts
with traditionzl police wisdem, 7These
situstions are both a conseguence of and
maintained by the structures and proce-
duras of local police agencies which are
organized in a fashion that isolates,
insulates, and protects policse managers.

3, Although the highest priority police goals
and the largest proportion of the citizen
raquests and poliece workload are related
to order maintenance and service, local
police agencles are organized and invest
the largest proportion of their resources
in criminal apprehension. An @xcessive
amount of resources is invested in over-
head command structures and specialized
functions., The situation is further com-
plicated because those officers who are
ragponsible for providing general police
services have been organized and assigned
by a planning based primarily on corime
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statistics rather than community needs

or workload information. While most
police managers wverbally support the
goals and priorities and recognige the
abgsence nf an established relationship
between arrest rates and crime levels,

it appears that they have based organ—
izational arrangemsnt$ more on tradi-
tion, self intersst, and plagiarism than -
systematic planning.

4. Oryanizational poliecies and practices ree
lated to the selection assignment, pro-
motion, work performance and control of
personnel have falled in many respects
to provide fair treatment of citizens
and enployees while producing desipow
able results. Progedures fall short in
providing adeguate guidance or protection
for either personnel or citizens. Nearly
ninety-nine pesrcent of all sworn police
officers in the City and County are white,
and the highest ranking black police offi-
gar is & ssrgeant. Proportionally, women
have not fared as well as blacks in the
parsonnel system. Promption critaria
emphasize years of ewperiencs as & $WOrn
officer and test taking ability more than
sutcessful work performance, credentials
or ability. The sporadicg functioning and
inconsistent results of control devices
indicate a need for improvement in this
area.

Recommendations for reorganizing local police must
address these problems in a manner congistent with the
conciusions and congolidstion options of previous
chapters. The following recommendations were written
at s level of abstraction gufficient for policy makers
to provide direction withoot usurping the management
prerogatives of police nfficialy and managers.

Recommendations for reorganizing Line Functions.

The aliernatives available f{or recrganlzing Line
Punctions to address the identified preoblams and condi-~
tions are limited. Regardless of the specific option
chosen for consclidation, police Line Functions should
be decentralized and organized around comnunities.

The job structure should be redesigned to reduce frag-
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mentation of efforts and facilitate the guick and ade-
guate conplation of police activities. Whether Line
Functions of local police agencies are consolidated

or not, the conclusions and recommendations of the
report are appropriats,

Local police oryanizations currently invest an
excessive amount of resources in management and super-—
visory personnel, Many of the managers apd superviscrs
ean be reassigned to operational positions and their
work performed by clerks or other management persconnsl.
Nonmanagement and nonsuperviscry functions can be
achieved more efficiently by clerks, c¢ivilians or lower
ranking personnel, thersby releasing managemsnt and
supervisery personnel for service delivery activities.
Tharefore, it is recommended:

1. 7The ratip of managsment and super-
visory personnel to bottom level
suberdinastes should be reduced.
Spans of control should be based on
the type of work performed. The
practice of using higher ranking
personnel te £ill nonsupervisery
positions should be discontinued.

2., The oumber of levels of hierarchy
should be reduced Lo no more than
four ranks.

These actions would reduce the number of links in
the comrmunication gystem and reduce the distortion in
communications. In addition, they would provide more
personnal for the supervision and performance of
dirgcy police services.

macal police are too highly specialized in law

enforcement and investigative functions. The current
level of specialization reduces undformed patrol offie
cers to report takers. It ereates inefficiency in com—
munications and processing of work. It severely redoces
the number of uniformed parsonnel avallable to respond
to and assigt citizens who seek police ald. To correct
this situation the Report recommends:

The amount of specialization in police
Line funetions should be reduced by
incorporating specilalist responsibil-
jitiess into patrol pfficer jobs and re-
turning specialists to uniformed gen-
aralist patrol operations.
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Managers who have devoted the vast majority of
time in recent years to office asgignments do not
have the perspectives nor the information about
prolems and methods of patrol officers who apend
their working hours delivering police services. In
many instances managenent personnel 4o not have the
educational preparation of patrol offirers. Ewen
in those situations where management personnel and
patrol cfficers have similar educatienal credentiasls,
the patrol officer's education is often more contemp-
orary. Special function commitiees can provide a
structure that will bring current operational inform~
ation and experience to bear on management problems.
In addition, the use of committees should improve
organizational commpunication and the commitment of
police officers to the organization. Committes
meetings, including staff meetings should be open
to all pelice personnel. The Report recommends s

The use of tempurary special purpose com-
mittees containing patrol officers to
perform functions currvently the exclusive
responsibility of overhead persconnel
should be increased.

Citizens in different comminities reflect a var-
fety of cultures, ecanomic conditions, social problems
and values, The police organizational structure should
permit yeasonable variations in operational policies
and procedures to address these differences. Officers
apnd supsrvisors should be given a stable assigoment
where they can establish rapport with and an under-
gtanding of the people in a community. Area responsi-
Rility needs to be built into the total organizationzal
design. The Report recommends:

Organizaticnal arrangements ghould place
greater territorial and fupnctional res-
ponsibility for serving pelice clients
or patrol officers and their first line
supervisors.

The current patrol allocation plans do not reflect
any substantial consideration of commuonity boundaries,
goonomic or cultural gitusations, school districts,
pelitical boundaries, census tracits, or other gubdiv-
isionz, Dven though communities have differsnces in
econamic, cultural, and other demographic characteris-
tics which vreate differences in police problems, the
police have universal prioritiss and standard operating
procedures for the entire Jjurisdiction. In many areas



the police officers are not familiar with the community
and do not know citizens. Although a variety of social
service agencies exist in many communities, most patrol
wificers are not familiar with the services they offer

and do not make use of them in handling police problems.

The current organizational arrangement is not con-
ducive to efficient communication between officers
working at various times in an area and from other
citizens., Transfer policies and work practices further
reduce efficient delivery of police services. These
situations reduce flexibility and restrict the ability
of pelice to respond to citizen desires and needs.

The Report recommends:

Patrol operations should be reorganized

to fapilitate (1) establishment of policy
differentials that will render police
seryvices more relevant to the needs and
gxpectations of individual communities,

{2)] ecitizen participation, communication,
and influence with police offivers in their
communities, (3} police officer familiarity
with the communities and the people whom they
serve, and (4} cooperation between the
poclice and other ciiy and county social
service asgengies. {8se chart 2, page 23.}

& reorganization of patrol operations as outlinsd
in the preceding recommendation should not only in-
erease police effectiveness, but also facilitate
future planning and improvements in police operations.
Restructuring the pelice patrol operatipns for im-
proved interfaces with the community and other com—
munity assistance agencies should increase the value
of pnlice as a part of local government.

Administrative Activities Crganization Recommendations.

Although the preceding methods for improving police
Line Functiong are applicable regardless of whether or,
not local police agencies completely consolidate, the
recommendations related to police Administrative Acti-
¥ities (planning, personnel, training, financial ad-
ministration, public information, inspections, and
internal affalrs) are directly dependent on which of
the three consclidation options will be inmplemented.
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Administrative Aetivities play a critical role

in the

management of the overall organization and

maintaining the gquality of pelice operations. There-
fore, the Administrative Betivities should be struc-
tured to ensure that the police organization's
philoscphical orientation, afforts and activities

are kept consistent with the pelicies of the govern-
ment or governments responsible for overall direction

of the

police operations.

Lf the police Line Functions are completely consol-

idated

a5 is recommendsd in Qption 1, Administrative

Activities should be completely conspolidated and inter-
faced with their counterpart Administrative Activities

at the
police
or 33,
Bureau
at the

City and County levels of govermment. If the
Line Functions are not consclidated {Option 2
the Administrative Activities of the Qity Police
should be merged with their counterpart units
City level, and the Division of Public Safety

Administrative $taff should be merged with their
counterpart units in the County Government.

Administrative Aetivity Recommendation. If

police Line Functions are consollidated into
one police agency [Option 1), Administrative
Activities should be placed under the direct
control of the pelice directeor with aAdminis-
trative Staff provided by the City and County
{8ee Chart 1, page 25.)

Alternative Administrative Activity Recom-

mendation., If police Line Funcktions are not
congoiidated into one police agency, Adminis-
trative Activities should be merged with
their counterpart uvnits in the respective
City or County Government (See Chart 4,

page 26.)

Regardless of which of the above two recommenda-
tions apply, the following recommendations are appli-

cable.

1.

Administrative Activity units with sinm-
ilar functions in the City of Portland,
Multnomah County, the Fortland Palies
Bureau, and the County Division of Pub-
lic Bafety should be physically located
ip the same facility in close proximity
to sach other.
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Similar aAdministrative Activity
units of the oity, county and

policae should hold periodic joint
staff meetings to ensuore that their
efforts are copoperative and coordin-
ated.

Positions in Administrative Activity
units, including supervisory posi-
vions, should be clzssified as non-
sworn slthough sworn police officers
should not be preciuvded from filling
sach pogitions 1f 2 sworn officer
seeking & position is the most gqual-
ified candidzste in terms of skills,
knowledge, and credentials.  Howe
ever, sworn officers zssigned to
such positions should receive an
appropriate adjustment in thedr
remuneration,

rerpgonnel for Administrative Activity
units, with exception of police offi-
cors assloned temporarily to such
units for special projects, should be
hired by governmental staff adminig-
trators rathey than the police,

The police inspectional functions
shauld be staffed by both sworn and
nonsworn personnel snd organized as
part of the planning unit.

Folice internsl investigations should
be staffed by sworn police personnel
and the operstion should be organized
to be directly responsible to the chief
police administrator.

the local governmental officials should

consider the possibility of sstablishing
inspectional and citizen complaint vnits
to perform government wide control func-
tions for their respective Jjurisdictions.

Recommendations for Organization of Support Staff

The organization of police Support aActivities {com~

munications, records, data processing, criminagliestics/
crime laboratory, evidence and property control,
detention, identification and photography} is alsoc
dependent on which of the three consolidation options
are chosen., If either Option 1 (& cowmpletely consoli-
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dated police agency) or Option 2 {a Public Safety
Bupport Agency} are to be implemented, the Support
Activities should be organized under a Coordinator
of a Public Safety Support Agency. If Option 2
(Ad Hoo Merger of Support Activity Units) is to

be implemented each suppeort function merger will
be a separate project.

To date larger police agencies have conducted
their own Support sotivities. However, many other
agencies of government either have or need the same
type of Support Letivities as the police. For exam-
ple, if they are to operate most efficiently, such
governmental agencies as fire, znimal control, child-
ren's services, and mental health need radio dis-
patching and communication with their field persocnnel.
It is unrealistic to think thst lowal governments can
afferd to provide each individual agsney with its
own twenty-four heur a dey dispatching center, espsc—
ially when one such center would be shared by all.

The same is true of the criminalistics services of a
crime laboratory, the records services of a data
processing unit, and nearly all other Support Activi-
ties., Therefore, Support Activities should be organized
to sexve the broadest number of agencies possible.

Support Activities Organization Recommendation.
If either Option Y or Option 2 is implemented,

a City~County Public Safety Support Agency should
be contracgtually established under a Coordinatoxn
who is vested with the power to {1) assume
dirgct management contrel of and reorganize
communications, records, data processing, evie
dence and property control, and police identi-
fication records and activities, and ({2}
functionzlly supervise police facility acguisi-
tion and management, police prisoner detention
and processing, police equipment acguisition

and maintenzneg, zand the regional erime labpr-
atory for the City and County. {(Chart 5,

page 29.,)

Alternative Organization of Support Activities
Recommendation. If Option 3 {Ad Hoo Merger of
Support Activities) is to be implemented it
should be onganized in the following fashion:
{1} Communications, rescords, and data pro-
cessing should be organized as a single in-
formation services unit under the City-County
pata Processing Authority, (2) pelice svidence
and property control should be placed under the
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functicnal supervision of records, {3) criminal-
isticsz support should be organized and imple-
mented in the manner recommended by the Metro-
politan Crime Laboratory Commission, (4) police
vehicle asguisition and maintenance functlions
should be assumed by the Portland Bureau of
Fleet Management, {5) Detention and identifica-
tion functions should be placed under the
Multnomah County Diwvision of Public Safety,

and (6) Warrant service angd extradition funeo-
ticns should be assumed by the Multnomah County
Division of Public Safsty.

previous ad hoc efforts to merge police Buppornt
Activities have been controversial and the success rate
of such projects has been extremely iow., Over the past
twenty-Five years, although approximately nine major co-
operative ventures that have bean undertaken only ons
can be considered basically successful,

The high failure rate has been the result of (1)
weaknesses in long range planning, {2} inadequate con-
sideration of systemic relationships with other funa-~
tions before beginning mergers, (3) failure to develop
sound long range commitments to use the merged units,
{4} Ffailure to assign specific respongibilities andg
adequately define authority in the merged areas, (5)
the imposition of slaborate, ili-defined committee and
task force structures without a division of responsi-
bilities and authority between the commitiees and the
project staff, and (&) the assignment of responsibil-
ity for mergers to skilled police practitioners who
did not have sufficient backgrounds in the technicsl
areas being organized. TFuture efforts to merge, re-~
crganize and consolidate Support Activities will
continue to be inefficient unless thesge problems are
corrected.

Personnel .

It is important to have a match between police
personnel, the police organization and the police
clientele. An arrest oriented police agency will have
community relations problems if its ¢lientele place
a higher priority on expeditions and complete police
rasponses to their requests for serxvice. Bgalitarian
employess will not perform sucecessfully in an awnthor-
itarian organization. Therefore, the police personnel
system or systems must be specifically designeéd to
complemént the policse organizational plans.
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The relative uniformity of citizen expectations
about the need for competent pulice manzgers and offi-
cers, the trends towards eventual complete standardi-
zabion of local police agencies, and the proposed
standardization of local police, are indigations of
the need for a standard personnel system for all police
agencies in Mulitnomah County. The Report recommends:

Police Career systems and personnal prac-
tices should be redzzigned to {1} make
more extensive use of knowledge and skills
of operaticnal personnel, (2] relate sel-
gction methods specifically to all posi-
tiong, {3} limit the reguirement of sworn
officer shtatus to those positions which
raguire arrest powers, and (4} facilitate
the rewarding of good, goal orientad job
performance.

Mot only does a disproportionate amount of police
activities inwvolwe minorities, the public confidence in
the police was found t£o be lowest among minority citi-
zens. This difference in confidence levels may be due
to a feeling that police do not provide egqual service
for minprity people, and & related belief that even
when police respond to gituatiens invelving minoritiss,
their methods tend to discriminate sgainst minority
persons. Some people construs the absence of minor-
ity aemployees from local pelice agencies as confirma-
tion of these beliefs.

ks previously indicated no police personnel system
in Multnomah County can provide comvincing evidence of
nondiscrimination on the basis of either race or sex.
Hor can any personnel system provide svbstantial evi-
dence that its hiring and promotional practices are
gelecting the most pompetent people available. The
Report recommends:

Police perspnnel procedures should be re—
degigned to eliminate racial and sexual
digsorimination as well as any appearance
of racial and sexupl discrimination.

The Social Development Sorporation, a consuliing
firm employed by the Police Consolidation Proiject, is
currently striving to develop the details of a carecer
system which is compatible with these personnel recom-~
mendations.



VI. Summary

This Chapter in the 3taff Report i a simplz
reaview nf the Staff recompendations.

v

VIl. Implementation

Pirst Step. The Police Consolidation Project
Policy Group should review this
report, indicate the option it
wishes implemented, and state
its position on each of the re-
lated recommendations.

Second Step. Subject to the direction of the
Pollcy Group, the Police Caonsol-
idation Project staff should be
given the responsibility and aubh~
ority to stop conflicting police
planning and changes, to perform
final detailed implementation
planning, and to supsrvise the sub-
segquant implemsntation of those
plans.

Third Step. The Policy Group should designate
the order in which it wishes plan—
ing and implementation of the fol-
lowing areas to proceed:

{1} Organizaticral Structure{s)

{2) Management System{s)

{3} Persocnnel Developwent
{Training) Svystem

{4} Information 8ystem (Com-—
munications, Records,
Data Processing}

{(3) Complainft System

(6} Ewidence and Property
ontrol Bystem

(7} Career System

{8} Other or Alternative Areas

Fourth btep. The staff will then prepare a detailed
implemsntation plan for esach of those
areas in the order specified.
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rifth Step.

Sixth Step.

After approval by the Policy Group,
the staff will supervise implementa~
tion of each plan, working directly
with the agencies and employees
involved.

Upon completion of work on the design-
ated arspas, the Police Consolidation
Project staff will prepare a police
consolidation manual and the required
£inal reports. (The Pplice Copsoli~
dation Project grant is scheduled

to end in April, 1975,

Tt should be emphasized thet successful comple-
tion of the Police Consolidation Project wiill depend
on both the governments snd the police agencies giving
high priority to the recommended steps above. Any
delays on decisions related to the project will ser-
iously hamper efforts to expsdiently improve police
services in Portland and Multnomabh County.

Appendixes

A. Recommendations and Guidelines for Contracts.

B. Illustrative Agreement for Establishment of
a Consolideted Police Agengy.

€. Tllustrative Agreement for Employment of
a Director of Police for a Consclidated
Bolice hgency.

Bilblicgraphy
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