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INTRODUCTION °

The 1969 Police Executive Conferences on the
"Changing‘Nature of Conflict," held under the auspices
of the %pﬁernational Association of Chiefs of Police,
and funded by the Department of Justice, were attended

>
by 125 police executives representing the major com-
munities of the United States.

The police executives met to discuss their common
problems, needs and goals. Solutions, alternatives,
causes, resources, techniques and technology represented
areas of analysis and discussion at thg conferences.

An ever-changing and complex‘society had challenged
the police with manifold problems emerging from the
areas of poverty, war, race, as well as a restless and
provoking youth population.

Student unrest, the need to respord to internal

organizational unrest, and the changing nature of con-

flict were the three basic areas around which the dis-

. B

cussions centered.
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CONFERENCE PROCESS

The conferences were designed as work sessions
for the participants with a combination of techniques
created to facilitate peer group interaction being
utilized. These techniques included small group formation
and group reporting.

"Process' individuals, who actedkgs‘catalyéts,
supplied the conferences' semi-structure necessary
for meaningful information through short talks and an~ -
swers to questions in theilr particular area of expertise.
Conference leaders provided a "maintenance' role.

Most important of all, peer group exchange formed the
basic understructure and dictated the ;uccess or fail-~
ure of the conference sessions.

As noted by the various '"process' and conference
leaders, success or failure hinged upon peer group inter-
action, which involved extensive and equal participa-~-
tion, openness and frankness in discus;ion, and a func-
tional program format working within the conference

semi~structure concept.
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CONFERENCE DATA

During 1968, IACP had conducte&, under the spon-
sorship of the Office of the Attorney General, U.S.

Department of Justice, sixteen conferences on 'The

Prevention and Control of Civil Disorders." During

December, 1968, the Office of Law Enftorcement Admini-
stration, prédecessor organization of the Law Enforce-
merit Assistance Administration, solicited the views

of the participants from those conferences regarding
the desirability of additional police executive meet-
ings of that type. A planning group met on December 12
and 13 to discuss the concept of such conferences.
That proposal was favorably acted upon and, under. a
grant from the National Institute of Law Enforcement
and Criminal Justice, the International Association
of Chiefs of Police again conducted a series of
conferences for police executives. -

The purpose of the conferences was to provide a
series of six 5-day conferences for police executives
to better enable them to manage their organizations'
efforts in dealing with increasingly severe relation-

ship conflicts in their communities and their departments.




CONFERENCE TECHNIQUES

During each of the six conference sessions, two
techniques were used to identify individual problems

and concerns as the basis for focusing the week's

»agenda on those topics and issues mostkacutely felt

and commonly shared. The first step in this process
involved the use of a staff-generated list of diffi-
cult tasks confronting police administrators.

An analysis of the results from the checklist in-
dicated that the conferees were deeply' concerned about
internal problems-~those involving relationships among
the various levels within their departments. The
nature of the checklist, however, tended to place a
heavy emphasis of concern on internal administrative
matters due to relétionships between police and persons
outside the department, that is, the task of ”dealimg‘
with representatives of dissenting groups.' .

To assure that the conference agenda Qere not overly
directed by staff.interpretations of the police execu-~
tives' concerns, a second method was employed to elicit
problems and issues. This latter method is described as

a ''problem census'" and is obtained by providing each
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conferee an opportunity to describe, in his words, the
basic reason behind his decision to attend the conference.
Each man was asked to indicate why he was present, what

were his most pressing problems and what he wanted most

to take away from the conference.




STUDENT UNREST .

Upon completion of the problem census and selfj
introduction phase, the Monday morning portion of the |
program came to an end and the‘first“of the three major
topics of the conference, "Student Unfest;" bégan.

This phase of the proéram was initiatéd by the
presentation of talks by in-put speakers. The talks

are now presented.
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POLICE PROBLEMS IN HANDLING STUDENT UNREST

I am not, by any means, an expert on current student
unrest. My primary concern, as most of you know, is with
the police and with the problems of the police. With this
kind of interest, and located, as I am, on a campus with a
considerable amount of student unrest, I have had occasion
to reflect on the problems of police handling of student
unrest from a rather unique perspective, What I would like
to do today is to share some of these reflections with you.
I can perhaps best begin, in these introductory comments,
by offering somé selected observations regarding the three
major groups involved in the problems we have experienced
in recent months: (1) the students, (2) the educators and
university administrators, and (3) the police.

(1) THE STUDENTS

It is important to note, from the outset, that student

unrest is not a new phenomenon. The resignation of two

HERMAN GOLDSTEIN, Professor, Law School, University of
Wisconsin; 4 years executive assistant to 0. W, Wilson,
Superintendent, Chicago Police Department; Consultant

to President's Commission on Law Enforcement and Admini-
stration of Justice and to National Adv1sory Commission
on Civil Disorders.




¥

AN BN N s

college‘presidents this past week reminded me of d recent
reference in a magazine article to ‘the resignation of
another college president. On quitting, he stated that
he was doing so because he was infuriated at the "licen-
tious, outrageous,.disgraceful” behaviorﬂof his students.
The college was at Carthage, the educator was St. Augus~-
tine, and the year was 383 A.D.

We have seen patterns of student unrest over the

-

years., And the wave of recent campus disturbances, it

must be recognized, has not been limited to this country.
There have been reports of student demonstrations and dis-
ruptions in, among other countries, Portugal, Japan,
Denmark, Switzerland, and West Germany. That college
campuses should be the scene of frequent protest'and
demonstrations should not, upon reflection, come as a
surprise to us. Universities, by their very nature,
encourage questioning, challenging, and experimentation
as an integral part of the academic process. And most
college students are at an age when they have a healthy
mixture of rambunctiousness, ambition, idealism and a
keen interest in questioning the world around them.

Having offered thls perspective, let me rush to




acknowledge that the current wave of student unrest does
distinguish itself by its intensity and by the extent to.
which it is widespread on the campuses of the country.

As the problem becomes more aggravated and more.complex,
there is an understandable search for simple explanations.
We frequently hear, for example, the claim that all of
the current unrest is a result of some massive Communist
plot, etc. Were it so simple! As a first step in dealing
‘with student unrest, it is especially important that the
police - more so than others - recognize that we are
dealing with a very complex phenomenon., There is no
single cause.

The most helpful analysis of the factors contributing
toward student unrest that has come to my attention is
offered by Dean Franklin Ford of Harvard and is presented
in his article, "To Live With Complexity" - a copy of
which has been made available to you. He divides the
students contributing toward the protests, disruptions,.
and disturbances that have occurred on our campuses into
four groups or concentric circles. The outer circle con-
tains those students who are simply experiencing the
difficulties of growing up - intellectually, socially,

and physically. The second and smaller circle contains
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the concerned students - concerned over violencé, poverty,
racism, war, the state of our urban centers, etc. The
third and still smaller circle contains students who have
chosen to express their concerns as members of a variety
of separate but clearly identifiable groups, including

the black militants, student power advocates, associatiqné
of young teaching assistants, etc. And the fourth and
smallest of the circlés - the hard core of student protesﬁ
consists of the 'wreckers.'" But even within this group,

one must make careful distinctions between revolutionaries

motivated by a political ideology and students motivated

simply by mischief; between those angry at the institution

for not having made the grade and those suffering from
some mental illness. Helpful as this anal&sis is, it is
recognized that the lines are not very clearly drawn,

The basic point, however, should be clear. If the
police are to function effectively, they must have a
thorough understanding of the problems they confrohtn
Insofar as student unrest is concerned, it is a gross
ovérsimplification to operate on the basis that all
current unrest stems from a single source, To the degree

that police fail to make careful distinctions, they risk




the serious consequences that are likely to result from
responses that are inapproprilate, given the nature of the
activity in which the students are engaged.

(2) THE EDUCATORS AND UNIVERSITY ADMINI:TRATORS

If one set out to select the most prgssured job in
today's society, educators would be in a close race with
police chiefs. And it follows that many of the problems
that educators and university administrators have are
similar to those being experienced by police chiefs.

In relating to college administrators, it is impor-
tant for the police chief to recognize that, like police
officials, college administrators have their oﬁn set of
constituencies. Aside from the students, they must be
concerned with their faculty, their alumni, and their
administrative boards., By tradition in most univérF
sities, the faculty has played a major roie in policy-
making and in the governing of the institution. O01d
forms of faculty government, however, are élearly not
adequate for meeting the crises that mark 1life on a
campus today. Moreover, faculty members, by the very
nature of their profession, are generally accustomed to

working on their own - not as a group. Given these

10
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characteristics, the task that an administrator faces‘in
relating to his faculty under crisis conditions is, in;
deed, a formidable one,

And then there is the board of regents, the board
of trustees, and, in the case of a state university, the
legislature. Administrators in state-owned institutions
are particularly hard pressed, for while in a private
institution the president's concern ends with his board

of trustees and alumni, the concern of the president in

the ziate through their elected representatives. In
Madison, for example, the legislature is in session
several blocks down the street from the campus. A dis-
turbance on the campus produces a rash of bills affectiné
the University. The bind in which the administrator is
caught, given these various constituencies,kshould be a
familiar one for‘police officials who are themselves often
caught between conflicting pressures brought to bear by
different segments of the public.

It is also important for police administrators, in
relating to educators, to recognize that the latter, with
but several notable exceptions, have not had the kind of

experience that police have had in managing conflict. And

11
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so the police administratof in a community having a sizable
student population has a responsibility to educate college
presidents and administrators with regard to a wide range

of problems involved in handling group conflict. University
personnel should be familiar with the limited alternatives
available to the police - and with the likely consequences
in employing each of these alternatives. |

(3) THE POLICE

A great deal can be said regarding the police role in
student unrest. In these very brief introductofy comments,
I'd like to focus »n a single question thatnserves to raise .
most of the imporiant issues,

Why is it tvhat the police, responsible as théy are
for managing conflict in our society, so frequently end up
as the center of conflict in situations involving studént
unrest? A clear pattern has emerged as unrest has swept
the campuses of our country.

A decision is typically made by a college adminis~-
trator that a given &emonstration or disruption can no
longer be tolerated. The police are summoned. The
police, almost always undermanned, have tended to respond

immediately to a request for action. A combination of

12
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factors - the size of protest groups, the mixed composition
of the groups, the concentration of students in a smalliarea
on any campus, the lack of adequate numbers oflbolice
personnel - all of these have contributed to a potentially
explosive situation; Add to this the fact that at least
some of the students desire a confrontation with the police
as a means of creating a situation that is likely to re-
sult in their gaining;further support. _Any‘effort to
exercise authority in such a situation generally results

in the police personnel being éverwhelmed and a very quick
escalation in which the police must resort to the use of
force. It is doubtful if, under such conditions, it is
possible for force to be used with discrimination. And
police action, marked by indiscriminate use of force, has
typically led to a very rapid redefinition of the izsuas.
Discussion of the issue that initially led to the dis-
ruption or demonstration tends to become quickly over~
shadowed by discussion of the nature of the police response.
Demonstrations that initially involved but several hundred
students have swelled to thousands as the major concern
takes the form of a protest directed against the police.

Yet, despite the frequency with which this sequence

13




;
i
|
|
|

A N Il I I N O EE B

- - - - - N )
)

of events has occurred, police around the country seem

to have failed to take notice. The major lesson in-

volved ~ the very serious limitations in the use of

police - has not gotten across. And to this day, police

in some jurisdictions continue to champ at the bit, anxious
to have a '"go' at the students despite ample indications
that unless a police response is carefully planned and
properly balanced, it is likely to reflect poorly on

the police involved. |

QUESTIONS FOR DISCUSSION

Having offered these several observations regarding
the current scene on our campuses, 1'd like to leave with
you a number of questions that I feel we could profi-
tably discuss in the time available to us,

(1) What should the police do toward educating
educators and public officials regarding the
logistical problems involved in handling group
conflict? Should the police, for example,
advise officials as to the risks involved in
deciding upon different forms of action, just as
a doctor would inform close relatives of the like-

ly success of a serious operaticn? Should police

14




-

S Il N E B B W S
' |
i
|
|
|

. s
]

take the initiative in destroying the myth that
the police are capable of handling any situation

to which they are summoned?

(2)What can be.done to get educators and public offi-

(3)

(4)

cials to exploré alternatives to the use of the
police? To what degree should the police under-
take to try Eo get educators to respond to some,
of the legitimate demands being made of them?
Where conflict is unavoidable, what use, for:
example, should be made of the courts as. inter-
veners through the procedures involved in obtain-
ing restraining orders?

What does it take to carry out police action with-
out providing a basis for criticism? What can be
pooled in the way of "know-how' based on recent
exﬁerienees around the country?

What should be the stance of the police when
requested to intervene? Are there situations’
where the police should refuse to become‘involved
unless adequate manpower is first made available?
Are there situations in which the broad commit-

ment that the police have to maintaining the peace

15
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(5)

requires that they advise in favor of not en-
forcing a law which, under the prevailing
cbnditions, would result in overt conflict?
Finally, what can be done within a police
organization to develop a better ability on the
part of all personnel in distinguishing students
from students? Much of policing consists of
making careful distinctions between and among
people and circumstances. What can be done to
improve this ability as it relates to an area of
activity that clearly is among the most difficult
and most challenging that the police have con-

fronted in recent years?

16
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CHANGE IN THE ACADEMIC COMMUNITY STRUCTURE

It is difficult for me to adhere to ﬁhe rules imposed
by the conference pianners and limit myseif to twenty
minutes, particularly since this academic typé is normally
geared to the fifty-minute lecture period. First of all,

I must begin with an apology and indicate that I am not an
expert on this topic. While there are a number of authori-
ties who speak to the issue of cultural and generation

gaps I do not think the results of this particular period‘
in our history can be properly analyzed until after we

have lived through this interesting, and to me, challenging
period. Insight is gained with the passage of time and a
certain amount of perspective. I do feel that I come to
this program with some background, however, having served
as a student personnel administrator and a student dean for
the past eighteen years. As a consequence, I am willing to

risk testing my observations regarding the academic community

ROLAND D, PATZER, Dean of Students, University of Vermont;
past State Information Chief of American College and Per-
sonnel Association; past Director of Leadership School of
Alpha Tau Omega Fraternity; founder and President of Vermont
Student Personnel Association; Board Member of New York
City~Vermont Youth Project, Inc.

17
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as a community structure and to examine some bf'thé
changes in structure and constituency that have occurred
in recent years.

Some of my friends at Harvard describe their academic
community as a balloon which up until this’year has been
able to adjust to pressure from within and without with
a great amount of elasticity. We are now well aware
that as a pin prick can burst the balloon so can it the
community. Historically, the academic community has been
very much a community unto itself, making its own rules
and regulations, with the state generally indulgent in
affording this freedom. During the Middle Ages faculty
even had license to commit murder without resulting con-
sequences to the offender. Increasingly, we have become
subject to the courts and court decisions. Outside of the
family unit, however, the academic community still enjoys
the greatest degree of freedom and flexibility of any
institution in our culture, particularly in regulating the
behavior of its members. During the last decade we have
observed a number of changes not only in the academic
community structure but in legal interpretations of the

role of the student which, in turn, have altered the

18
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pattern of community cperation.

What then are some of the factors that have lead to
the fragmentation of the community? Why is "community
press' no longer a great influence in stabilizing_the
community? In 1869 we know that 52,000 young persons
were attending college or 1.17% of the total United |
States population betweeﬁ the ages of 18 to 24 years. In.
1910 the figure jumped to 355,000 or 2.9 of the 18 to 24
year old group. In 1963 there were 4,234,000 in higher
education, or 23.3% of the 18 to 24 age group. My guess
is that this figure has grown at an even more dramatic
rate per year in the last six years. It is argued then
that the first cause of the fragmentation of the community
is sheer numbers. Many of you serve in communities
where educational institution size has increased anywhere
from 10,000 to 30,000 in student population., It is very
difficult to maintain a sense of stability in any commun-
ity with the rapid growth of numbers experienced in the
last few years. The campus population explosion’coupled
with an inability to build commensurate physical plant
has had the consequence of overcrowded classrooms and

living units. Another effect on the community and our

19




I BN BN IR A2 aE

thinking, is the change of the traditional kinds of stu-
dents pursuing a college education. Tﬁe academic community
after World War II no longer was made up of a homogeneous
grouping of upper and upper?middle class students as was
the case up to that period. In addition to greater middle
and lower socio=-economic class participation in higher
education, a shift has occurred in educational emphasis
from the traditional residential college community to the
commuting urban institution. Current figures indicate that
more students are commuting to college than those living in
a residential college enviromment. Thus, the ”cbmmunity
press' effect on the total living-learning experience is no
longer as significant a cohesive factor for a greater
number of students. An additional dimension has been the
necessity to recruit a ﬁremendous number of faculty and
auxiliary staff to operate an expanding and increasingly
complex community. The demand and consequent competition
for faculty and staff has increased their mobility and
marketability. The increased commitment to professional
objectives, plus the emphasis of institutions in rewarding,
through promotion and salary increases the more visible stan-
dards of accomplishment of research, publication and 'non-

teaching service functions', has contributed to the

20
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breakdown of faculty and staff identification and commit-
ment to the educational institute. The threats and the
resultant preservation of academic freedom so crucial

during the McCarthy era of the fifties, now has moved»beyond
this stage and has lead to some inordinate interpretations
of freedom without commensurate responsibility on the part
of some extreme elements within the academic community.

The movement away from the in loco parentis (in place
of parents) concept by institutional authorities is another
factor in the demise of the traditional community rolé of
students. The enforcement of due process and increased
maintenance and self-control by the student of his non-
academic life as well as the interpretation of the right
(not the privilege) to attend college has been supported
by the courts.

I am sure that many of you have observed this shift
yourself when in the recent past you would have referred
student ca=es of community infractions to the Dean of
Men's Office to avoid blemishing the record of a student.
Currently, most of you are now in the position where céllege
and university officials request that these cases be

handled directly by the courts. Institutions have become

21




very sensitive to their legal responsibility as a result
of increased litigation on the part of students and
parents. The increased affluence and mobility of stu-
dents has also contributed to this change. The civil
rights issue triggered court cases which resulted in the
refining of the definitions of due process, and has
forced colleges and universities to come to gripé in deal-
iﬁg with student discipline on a fair and judicious basis.
An external causal factor that has contributed to the
instability of the academic community is the realization
that equal educational opportunity for ali in higher
education does not in fact exist. In examining the re-
presentative populations attending college we have found
that as late as 1968, as indicated in the recent figures
from the Office of Civil Rights, fewer than i 7. of. the
black population of this age group are attending higher
educational institutions. This is particularly surprising
éince much rhetoric regarding the work and effort of
higher education was thought to be already accomplished in
creating change in our country by introducing more of the
disadvantaged population to opportunities in the academic

community.

22
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These then describe some of the reasons for_the
breakdown in the traditional and stable academic commun-
ity with which we have become familiar. What about a
description of our éontemporary student population?
Fortune Magazine in a survey of recent research
(incidentally, the figures I am about to quote have been
substantiated by the one o'clock news report of the
Commission on Violence, particularly with regard to the
radical population), divided the student population into

three main groups: 'The real 'radicals' who account for

about 2 % or less of all college students. Then there is

another grouping called the 'foreruaners', just for label's

sake, who account for some 40 7%. The third group is the

'careerist' or conformist who account for close to 60 %

of the student population. Now the radicals, of course,
are the extreme activists who attack the university less
as an institution in itself than as a surrogate and

symbol of society as a whole --- and whose real aim so far
as it is possible to discover, seems to be to disrupt and
ultimately destroy our society as we know it. The

'forerunners' are those by and large who share the express

ideal and aims of the radicals -~~~ which are nothing more

23
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or less than those our society has always'honored on
special occasions =--- but who really do want the system
to work, who want a society to live up to its idealé; and
who will only resort to the so~called politics of con-
frontation when they feel they have no other resources.

And lastly, the 60 %; the 'careerists', are those who are

more or less willing to accept the accustomed ways and the
established channels in education and occupation towards
self~-definition." Now séme of the categories and de-
scriptions may be oversimplified, but I think most research
would support these percentages and the rough definitions.
A capsule description of the contemporary student in
my opinion would include such adjectives as brighter, better
prepared, more informed, aFffluent, idealistic, impatient
and introspective. Today's student has been raised in an
era where technology has provided instant response and they
have come to expect instant solutions. This generation
nourished on television can exéerience instant war with
the flick of a dial. Nevertheless, I am persuaded that
students come to college as they have always come, seeking
the means to change the world and the expectation that they

be changed to live in a better world.

24




B\

£

3
{ I O BE N S I BN NN B BN B BEm 2R

One of the problems in analyzing the student popula-
tion, is the separation of students with legitimate
concerns and those bent on destruction. There are a
number of legitimate, rational kinds of issues'to which the
college and university community has to respond. As a
consequence of this inability by the academic community to
develop viable mechanisms to deal with the issues which
are legitimate and appropriate, the two per cent "radical”
students receive a great deal of sympathy from the
majority. Some of these issues are internal to the aca-
demic community, while others are external and are spawned
by the problems of society at large. Many of these issues
have been described in the media as well as your background
papers, but let us briefly review some of the more obvious
ones.

1) Certainly the issue of the war and the attendant

issue of the inequities in the draft system is a
Qery significant one. This is obviously an exter-
nal issue, although interestingly enough, such
afeas as ROTC curriculum, military and allied war
industry, recruiting on campus and Defense Depart-

ment research projects, have focused on internal

25
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2)

issues which, I think, are legitimate issues of
student concern. Without attempting to make value
judgements on the pros or coné of institutional
sponsorship in these areas, theré can be very
little argument that any curricuium, and in
particular the ROTC curriculum does not need
periodic review and revision if it is to be .
relevant to the educational experience. With
regard to military recruiting and defense research
the academic community needs to constantly re-
evaluate its programs and then cleérly articulate
a philosophy on sponsorship of these programs

or discontinue them.

The internal issue of dehumanization of the indi-
vidual and the institution relates to the pfevious—‘
ly described problems of overcrowding and the
problems of community identity on the part of the
student. In this area, faculty and administrators
are subject to criticism for putting their own
self~-interest ahead of the educational miésion.

Now, I would like to relate some of my own personal

experiences of last summer when I returned to

26




school and becamé a student at-a large midwestern
university and found that some of the concerns
expressed by students were very legitimate and
very, very real., Many of the issues were of minor
consequence, but soon had a cumulative effect on
me. As a student participant in an Institute,
each of us had to follow a prescribed registra-
tion procedure. Because the Director-of the
Institute gave us different registration in-
structions than those prescribed by the University
Bursér, the Bursar made all fifty of us wait for
three hours in the auditorium before we could |
register, in order to punish the Director of the
Institute for failure to follow the rules. Then,
there is what I call the "little old lady syndrome."
This occurred when clerical and hostess staff in the
residence hall who are responsible for interpret-
ing hall policies and procedures torthe residents
responded to various queries: '"Well, I don't mﬁke
rules. You'll have to get along.' This type of
approach to human relations exists because either

people are overtaxed with responsibility, or the
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community itself is too complex or too large to
be able to deal rationally with the human rela-
tions problems which are obviously in evidence
and obviously necessary to resolve.

One of the most vital issues is the black issue.
It is important here that we distinguish in ouf
assessment of the two per cent radical population
between the black militant and the white militant.
There are some identical posturés as expressed by
Students for a Democratic Society and black mili-
tant societies, but I would say to you that the
best information indicates that the SDS and b1a¢k
militant movements are quite different in charac-
ter and objective. I would characterize the
black militant's concerns as very pragmatic with
limited objectives - objectives which depend upon
the continuance of the Establishment in higher
education. Their causes, many of which have
legitimate ends for a relevant education, include
such program demands as: black studies, recruit-
ing of great numbers of black students, black

residence halls, and greater numbers of black
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faculty and staff, Each program demand empha-

sizes the desire for identification and the need

- for understanding the black culture.

As for the Students for a Democratic Society - I
had the opportunity to meet with some of the
national officers of SDS this past summer - as
individuals T find them quite alienated from
society. They are bright, alert and frustrating
to deal with over intellectualized differences.
AThey are split over idealogies. - It has been esti-
mated that about 2 or 3 % ofvthe membership of
the SDS are members of the communist party, about
20 to 25 % members of the Progressive Labor Party,
a very small percentage members of the World
Liberation Front, and the balance unaffiliated
with any other movement other than SDS. The organ-
ization has been beset with divisiveness, there-
fore, no clear, precise description of their
philosophical theory has emerged. It is true
they have agreed on two or three major tactical
efforts, and to be quite frank with you in
measureing the activity on college campuses this
past year, they have been quite successful. SDS

indicated last summer that they were golng to
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launch a major attack on the military industrial
complex using ROTC as the major issue. There is
little dcubt that the ROTC program was the object
of a considerable amount of attention on almost
every major campus in the country this past year.
They also said they were going to make a special
effort to recruit high school students and they
have done so, perhaps with a lesser degree of
suécess than they experienced with the ROTC issue,
but I would predict that they will have a greater
impact in this area next year. The supplementary
reading entitled "S.D.S.?" should serve as a more
detailed analysis of the movement.

The issue of "in loco parentis'" is one that con-
tinues to be of vital concern. As I indicated
earlier, higher education has already experiencéd
a number of changes in this area. The document
entitled "The Joint Statement on Rights and Free-
doms of Students", has already become a model for
many institutions. In understanding this issue
it is perhaps appropriate to recognize the like-

lihood that change in this area was begun as a
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result of student exchanges with other cultures.
For example, we have long been criticized by
European educational leaders for the reverse
manner in which we havetseemed to regulate the
non-academic life of our students. Parents have
afforded relative freedom in the establishment of
social standards for high school students and then
we expect them to conform to a rigid type of social
environment in the college community. Most
European cultures reverse this process. Many
students now experience a junior year abroad in
high school énd many foreign‘students come to this
country sharing with each other their cuitural
experiences., Also, many students have a pretty
fair understanding of their non-college student
counterparts who have graduated from high school,
have their own apartment, have developed a life
style and self~-determined standards of living.
College students now ask provocatively for similar
privileges. Not only are these requests for change
understandable but in most cases legitimate.

An area that is likely to be more complex in the
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coming year is the nature of the high school relationship
with the community and law enforcement. I have just
jotted down.a few issues which require further discussion
that I see looming on the horizon and are now alreédy
being faced by many metropolitan communities. The manner
in which the communities respond to these issues is
extremely important. The question of local School Board
autonomy already is a very significant issue in several

of the large cities. How much does the Board reflect the
populous of the local district and who determines policy
for the immediate school district? How much does the
Board attempt to seek out grass root concerns of students,
parents and taxpayers? The question of academic freedom
for high school teachers, I thipnk, is another fundamental
issue that will pick up in tempo. This issue is comp1i¥
cated by the increasing unionization of teachers and main-
tenance staff, introducing problems of arbitration and
confrontation. Also, the rigidity of many schools with
regard to student dress regulations, underground
newspapers and other social issues, will be factors in the
continuing conflict. They, like the colleges, are

experiencing the same pressures with respect to the
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relevance of curriculum, black studies, the hiriﬁg of

more black faculty and staff as well as school integration.
The superficial manner in which I have covered

some of these issues does not do justice to them. The

complexities of the problems posed in dealiﬁg with the

issues requires depth discussion and analyses. However,

I do hope that I have been able to provide a basis for

further exploration on your part.

What about the future and some possible solutions?
Personally, I look at the future with a great deal of
optimism. I believe Academia is beginning to examine the
necessary kinds of approaches and to make the necessary
reforms. We are observing more and more student repre-
sentation on University committees. We are beginning to
distinguish between listening to students and telling
students. I think it is extremely important that we
emphasize listening, a lesson Police Chiefs can learn also.
I am persuaded that many more of the moderate faculty
are beginning to sée their responsibility in'the college
community with regard to the issue of governance of the

institution, which is not only a very significant, but

. also complex issue.
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We are also beginning to distinguish between con-
structive and destructive dissent. Student participation
is élso starting to expand beyond the academic community
to the community at large. I am impressed with the kinds
of changes that I see around the country in the establish-
of student committees working with law enforcement
prosecutors and court agencies, discussing somekof tﬂe
issues previously discussed in this paper. In my own
community, such a committee advising the state's attorney
has been most successful in attacking the drug abuse
problem., Student intern programs are being developed
not only with police, court and prosecutor offices, but
with 1egisiative and administrative agencies as well.

Some interesting kinds of experiments in the use of
student police forces on campuses are in progress.
Interestingly enough, these programs are an outgrowth of
student dissatisfaction with the lack of enforcement of .
campus parking and traffic regulations. These experiments
may serve as a model for future college security programs.
It is encouraging to note that many local governments
have expanded programs in which police are encouraged to

continue their education. Based on only one week's
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experience with you, I am convinced that the develop-
ment of a program of sabbaticél leaves for police
officers, similar to that offered in academic circles,
would be very beneficial to your profession.

Some of you may view my optimism with a certain
amount of skeptism as a result of this past year. Yet,
as I continue to observe the scene, I am convinced that
there are students, educators and law enforcement officers
who are committed to cfeaﬁing an environment where
constructive change can occur in an orderly pattern. The
characteristics of many of the actors in this drama do
reflect dedication, capacity for hard work, a willingness
to listen as well as to contribute, and a desire to
alter preconceived attitudes. I, for one, am committed
to the idealism of many young persons as expressed in the
following principle: The only ﬁay we really know one
another is by what we do and what we say and our dedication
is to bridge that gap between what we say and what we do.

The challenge to build new community models which
afford the maximum of human understanding and integrity
for the individual, is shared by each of us. I came to
share my experiences with you and found I leave having

learned much more from you than I had to give.
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STUDENT UNREST FACTORS

. I don't know if Jim Taylor (Inspector, NYPD) made
any calls since he has been down here and I haven't done .
so but it could very well be that when we tune in the
radio this evening, that we'll have some mbre problems
up there in New York. This is just my way of saying
that cbviously New York doesn't have all of the answers.
I come here today to try to share a few of my thoughts‘
with you and hopefully in the discussion which will follow
share some of your experiences which can be utilized for
wmy own personal benefit and fof the benefit, I feel,
of all of us in dealing with this problem.

As George 0O'Connor haé indicated, this factor of
student unrest may have in most instances originated at
the college or university level. But, we now find it
filtering down into the high school and the junior high
schools. This problem of student unrest at the senior
and junior high school level should be thoroughly

understood.

LLOYD SEALY, Assistant Chief Inspector, New York Police
Department; member of New York Bar Association; presently
commanding officer ot Patrol Borough Brooklyn North;

member of Advisory Panel for Law Enforcement, Law Enforce-
ment Assistance Act, U.S. Department of Justice; Consultant
to National Advisory Commission on Civil Disorders.
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A survey conducted by the National Association of
Secondary School Principals indicated-that three out of
every five principals reported some fo:m of active pro~

‘test. The Center for Research and Education in American
Liberties at Columbia University monitoring 1800 daily
newspapers to determine the extent of the disruptions in
a four moﬁtn period from November, 1968 to February,

1969 found 239 serious episodes of disorder, strikes,

sit-ins, demonstrations, riots or other violenée in high
schools. During the same period 348 high schools in

38 states underwent some form of disruption. It is esti-
mated that trom November, 1968 to May, 1969 there have
been 2,000 disruptions.

Although many may not have a college or university
campus within tneir jurisdiction, I think we have to
recognize that at the high school and junior high school
level, there is this trend of student unrest. Those
who arc studying and making surveys in this particular

area tell us that we can expect that the unrest is

going to increase the number of incidences of disorder
in the high schools and junior high schools, and we
as police officers are going to have to be in a better

position to deal with some of the resultant problems.
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Now, these incidents have been racial in some
instances in the large urban areas but predominantly
non~-racial in other areas. The basis of protest
reflecting in many instances the demand for greater
student freedom and involvement in a decision making

problem. I think that from the simple issue‘of how long

you're going to wear your hair to the question of sitting

in judgment and determining who should teach in a high
school, this is more or less the gamut of problems
that the school administrators have been confronted
with, and situations which at one time or another has
developed a protest in one form or another.
Activities of student organizations of various
kinds have served as catalysts in some of the student
unrests and I'm going to mention just two groups in
general category. One is the SDS, the Students for a
Democratic Society, which has been at the college and
university level, one of the most active groups on
campus and who likewise focus to some degree their
influence and direction to the high school level.
Now, as I understand it, the general orieﬁtation

of the SDS is one of a complete change in our society.
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The basic assumption the group has is that our society
stinks, and that the only thing you could do with the
system is to tear it down. Their approaéh‘has been

in the direction of confrontation politics, such as
Herman Goldstein was speaking of earlier. Going from
that group, you could run a broad cross-section of
students on college campuses who have a variety of
types of grievances. They have as their objective,

not necessarily tearing down but, certainly, some basic

modification and change in the system.

The same thing is true of the high school. You
have another substantial group scattered throughout the
country both on the college level and high sghool
level which can possibly fall in the category of Black
Student Unions, or Society of Afro-American Students,
or whatever the name may be. Basically these are black
students who are concerned with making the'educational
processes at the high school level and at the college

level more relevant to their lives. Most of them do

not have as a basic objective tearing the system down.

Most of them want to keep the system but they want to

=

effect real change within it, which will make education,
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as I said, more meaningful to their needs;

Now, some of the demands wﬁich_are emerging
from these high school groups are demands to b; given
a role in making fundamental decisions as they affect
the high schools. This is to be achieved through
affecting rules of conduct, behavior, courses of
study, teacher selection, and principal or administra-
tive selection. There is also the demand for greater
student freedom in a variety of areas.

There is a demand from the black students for ‘
the inclusion of black study programs in the high
school curriculum. There is a demand for a broader
representation of blacks at the administrative and
supervisory levels within the high schools or in the
teaching staff itself. There are, in some instances,
demands for sepafate facilities and fof autonomous
programs in which the black students would be per-
mitted to more or less have total charge of the
programs in the schools.

.Now, these student demands naturally present
some serious problems and pressures when it goes from

the state of verbalizing demands into some type of an
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activist program where the students, through a
variety of tactics, try to pressure the school system
into acceding éo their demands. As Herman Goldstein
indicated, the administrators and supervisory stéff
of many of the schools are being confronted with this
type of problem for the first time. These school
officials have been accustomed to dealing with stu-
dents in what I wouldn't call a superficial manner, but,
they have been accustomed to being able to discipline
students and have students respond to discipline with
no one attempting a’confrontation. This situation is
not true today.

Where we have disorder in schools, where we have
assaults on eiéher fellow students or on teachers,
where we have various other types of pressﬁres on
teachers, we find that thé,teacher orgaﬁization - the
teacher union - usually starts to make demands on the
police in terms of providing more adequate protection
for the teaching staff., Now this demand that the
teaching organization might be making on the police
may be in conflict with the general policy of the

school administration. For example, the teacher union
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may be requesting police be stationed inside the
school. .The supervisor or principal may have as a
policy, or the district superintendgnt may have as his
policy,~thét he doesn't want police in the schools at
all. So this is a second area, you might say, of
contention. |

Then, of course, you have the parents and the
community, and their involvement in this whole picture
of student protest and student unrest in the schools:
In many instances, the parents shrug their shoulders
and sort of indicate 'Well, we send the kids to school
and we expect the school to make sure that our child's
safety is ensured, and to take any necessary steps
that need to be taken to make this a reality.'" On the
other hand, theré are those in the community who lend
silent support and not only that, but who also will
actively encourage those who are dissenting in schools,
those who are protesting, those who are trying to
bring pressure to bear on these school systems.
Then, of course, the students who, themselves, are
divergent,'in that those who possibly are not members

of a particular group pushing for a particuiar demand,

'
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may be concerned with the fact that their education is
being interrupted, may be responding and reacting to
&he pressures - physical and otherwise'—,which they may
be encountéring from others who either are students or
members of the community.

One of the things that we have seén is that there
are adults who get involved with these student pro-
testors. The adults aren't necessarily on the streets.
They, for the most part,den't attempt to get into
school buildings. However, these adults attempt to
influence the students through either organizations
that provide a certain orientation and leadership train-
ing for students, give them a particular slant and help
to develop ideas as to how you will disrupt a school.
They,influence the students on‘how to go about bring-
ing pressure to bear and what tactics should be used.
Or, you have individuals who make public statements
and speeches which tend to be a little bit inflammatory.
These utterances tend to encourage students to feel
that in taking a particular disruptive tack to try to
achieve their objectives, they are following élong the

right lines.
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Now, the police role in these situatibns, of coufse,
stems from our obligation to protect life and property,
and to preserve the peace, and to prevent and control,
where possible, disorders. I think one of the problems
which law enforcement faces in dealing with these
school problems is the attitude the police have towards
such dissidents. ZLet's face it, the student who is
disruptive generally tends to fit a stereotype in
terms of appearance, in terms of background, in terms
maybe of an attitude of non-conformity which goes
against the grain of most police officers. Most of us
in law enforcement are strong conformists, we are
respectful of the law, we respect.people in authority,
we tend to have an attitude of cooperation, not one of
challenge. When we encounter, particularly in young
people, individuals who portray a picture that's
almost entirely opposite to that which we normally
approve it raises the hackles. It means that when we
deal, or have occasion to come in contact, with these
types of students, some of our own hostility, some of
our own aggression, some of our own feeling that we need

to set them right, comes into being. This is an area
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where I think as administrators and training officers
wé have to be aware of the fact that'our‘officers do
have these feelings, and that we have some of these

feelings ourselves. )

So, we must recognize that as professionals we
are going to deal with whatever problems we have in
terﬁs of maintaining order or restoring order, without
putting ourselves up as the ones who are going to
decide just what people can or cannot do. Our role
is one of ﬁaintaining order, not of extracting
revenge or making people become conformists’or non-
conformists. We must constantly be aware of, and
mindful of, the fact that this attitude may be present
in some of our police personnel and that we have to
deal with it.

One of the tactics of those that are engaged in
plotting - I don't like to use that emotional word
"plotting." I refer to people who have as their
objective tearing down a system., As I said, their
tactic is, in the confrontation process, to make the

police appear to be lawless. We avoid that trap if we

do the job we have to do in clearing the campus,
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patrolling a high school or maintaining and restoring
order, with professional calm, using force only when it
is necessary. We don't, in a sense, run amuck so that
it appears we have become a mob which no longer'stahds
for law and order. I think this is something which we
must constantly emphasize to our personnel. .Now we
should be aware and our police personnel should be
aware of the background of some of the student unrest
which Goldstein touched upon. I hope in our group
discussions we'll go into the background as it relates
to the college student in general.

I am sure you are generally familiar with the back-
ground as it relates to the black studenﬁ in parti-
cular, i.e. the need. in terms of a search for identity;
the need in a sense to establish his own ego satis-
faction; and the need to build a firmer foundation on
which he can move up. It should be recognized that his
demand for separate facilities for black study pro-
grams, for increased black faculty - teachers and
supervisors - is in a sense part of the whole bag.

It is a definite possibility that in his relationship

with police the black student's past may have been, in
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an overall sense, community-wise, one of hostility.

So this is something, again, police personnel
must be made aware of so that we can deal with it in
an intelligent fashiori. In the échools, particularly
in the high schools and junior high schools, we've
got to be aware of the ripple effect of confrontation
between black and white students. We have had some
of this fecently here in New York, and you can see the
ripple effect, not in the school population, but in
the black-white adult population. This is something
that we have got to keep on top of as police officers,
to make sure that we are zealous in providing necessary
enforcement and necessary protection for all
individuals.

These situations must be resolved at the student
level in such a manner that they're not going to feel
they have to take things in their own hands in order
to get justice. In turn, this means that they won't
go back home and have the adult community start feel-
ing that it's not safe for their black children to go
over to that school in a predominantly white community,

or feel that their white children are being abused by
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blacks and no one is doihg anything about it. .We've'
got to be particularly vigilant to see that we are
viving fair and impartial enforcement to keep the
potential for escalation at a minimum.

We've got to have good intelligence. Now this
is Qery difficult at the high school level because
most police officers, you know, have a 1ittlé weight,
a little size, they don't look like high school kids
because they are not. The problem of getting in so
that we‘know what is going on and what some of these
students are planning, what their tactics are. We've
got to think along these lines, to devise some method
of developing good intelligence. One method, of
course, may be a good liason with school officials.
This may be accomplished through the deans who
usually have their ear pretty close to the ground.
Perhaps some of the Physical Ed people? who are usually
popular with students and share confidences would be
a good source.

Intelligence is essential so that we can be pre-
pared if we hear there is going to be a rumble. We

can have men there, right at the school, on patrol to

N .
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eliminate the possibility of its coming off. In this
manner we will be able to jump in immediately and keep
it down. As Goldstein mentioned priQr, the intelli-
gence can help us in terms of the number of men that
we feel we will need in a particular situation.

Thus, there will be nothing to force us, you might say,
into using extra force, be too aggressivé to go into

a situation where we gon't have sufficient manpower.
In this way we will know in advance that we've got the
thing under control. The men must be in a poéition
where‘they know there is no question as to who is
coming out on top - that they are in control of the
situation.

I can't emphasize too strongly’the need for us to
be alert to the confrontation tactic which seeks not
only to bait police officers, but to get police
officers to over-react, and based on that over-reaction,
to develop sympathy where it is totally unwarranted.
This is particularly true at the high school and junior
high school level. Obviously the way we handle them
not only influences children at other schools but it

also influences and affects the adult population.
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Regardless of what the kids have done, -the reaction
of adults to police tactics will be: 'Well, after
all they are only children, why should the police
abuse them in that manner?" |

We have got to be sharp and make sure tﬂat our
men recognize the confrontation tactics, and that we
as supervisors do everything that we can to help them
to deal with vilification, with name-calling. We
must stress that action will be taken where there is
a violation of law. Police personnel must maintain
"ecool" so that they ére not placed in a situation
where people turn around and say, in effect, '"The
police were the problem, rather than the basic
situation with which they were originally confronted."

Student unrest reflects the myriad problems of our
society. It is essential that we keep abbalanced
perspective and recognize the inevitability of some
disruption to encourage great social change. fhe police
officer is responsible for the preservation of the
peace. This must be achieved to the extent possible

without police conduct becoming a fagt in issue.
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CAMPUS PROBLEMS

I am now in charge of Security at Grand Valliey
State College, which is a tax supported institution’
in Western Michigan, brand new as of 1963. We have
né alumni, we have no football team, and we have £o
ROTC. So you might say we have no problems. However,
I can assure &ou that in the six years that we have
been in existence we've managed to accumulate a small
but active SDS organization. We have participated in
a couple of busts involving pot and, of coufse, we
have the traditional grassers and beer busts. So,
although our éroblems may be in miniature, I think
they are to a great extent very much applicable to
those experienced on some of the larger camﬁuses
throughout the country. Since we are concerned here
with this matter of adolescént unrest - student revolt -

perhaps I'll start off in an area which I have had no

WILLIAM A, JOHNSON, Campus Police Chief, Grand Valley
State College, Allendale, Michigan; Former Superin-
tendent, Grand Rapids, Michigan Police Department;
served on Law Enforcement Officers Training Council,
State of Michigan; former member of State of Michigan
Governor's Crime Commission.
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practical relationship, but one in which I do ex-
perience concern,. and that is the matter of high
schools. As the Dean has told you, the problem of

the abrasive young militant is just as dangerous on
high school levels as it is on the collegiate oxr grad-
uate level,

Locally we have gone through the throes of
enacting a Master Plan. That is, we have homogenized
our municipal school district into one composite total
with fhe result that we haﬁe gone into bussing on a
one-way directional system. We have had a thorough
going over on the part of the black militauts who are
most unhappy with this arrangement, as well as with
the white backlash peoplé on the receiving end, an
area of the city in which I happen to live; all of
which makes for a very unpleasant situation, one which
could be transposed into any part of the country. To
further complicate the problem, of course, we have the
recently enunciated Gault decision which opens up a
bag of worms that no one can adequately cope with. In

fact we have not coped with it in our area of Western

Michigan any more than, I understand, has been done
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any place else. What is more, it has been ﬁy
experience that there is no area qﬁite so sensitive
to the average police chief, so far as the success or
failure of his endeavors, as that of policing school
problems - any disorganized or disruptive currents
which may occur in a school whether it be an ele-
mentary; junior high, or high school. So, I think
that in speaking to this group this afternoon we have
a greater area of common ground than one might think,
particularly on campus problems which the Dean has
developed.

Presently we in Grand Rapids are going into the
reversal of the Master Plan, and‘what that is going to
mean for our city I really can't say. We héve been
extremely fortunate to date. While we have had four

or five isolated incidents, due to a very harmonious

working relationship between the police people, the

city people, and the Board of Education, plus a thorough
and sympathetic reception and understanding on the part
of the great majority of the Negro community, we have
been able to keep the problems to a pronounced minimum.

Just what this is going to mean in terms of the future
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only God knows.

The Dean has pointed out that we can expect in the
very near future an intrusion of this insidious element
of the SDS in similar and allied disruptiﬁe groups
on the high school and even junior high school levgl.

I will héve to wait and see a more mature development
before I would quite buy Dean Patzer's theory. I
strongly éuspect that aloﬁg with everything else in
this fastly develcping world of change that maybe we
have reached the point Whére the SDS is now at its
peak and is going into deécendancy. There was an

old police cédrt judge at home who would say to me in"
my momenfs of despair, "Bill, doﬁ't worry about this
problem; forget all about it because in a week it's

all going to be gone and you'll have another and larger

' And this seems to be the way of life, more

problem.'
especially for Police Chiefs. Actually so far as the
matter of SDS and similér'and allied efforts getting

into a lower age level, I would strongly suspect that,

while the possibility always exists, our main area of

confrontation would be on the college campus.
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Currently, along with the other hats thét I am
wearing, I am chairman of a 1oc;1 group which is part
of a national group, the National Allia@ce'of Business -
Men. This is an organization set up in Washington,
chaired last year by Henry Ford II, dedicated to
getting summer jobs for disadvantaged &puths. We have
met with a small measure of success; however, not to
the degree that we had hoped. At least, at the time
I left Grand Rapids on the 29th of May, we had fallen
quite short of our goal. Part of the exposure that I
ﬁéd in this effort of securing jobs - this is a long
and a companion project to the traditional efforts
that we have emplofed in the past - for my part, I
found the chief source of resistance on the part of ‘

the industrial and commercial people was the fear that

the SDS wasz going to infiltrate the ranks of industry

this summer with the hope of projecting their philosophy

on a total community basis. Again, just how much this
will reach complete accomplishment and fruition is yet
to be known. Only the end of the summer will prove how

efficient the SDS has been in its recruitment program.
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Now, I mentioned I am associated with a small
college. It's been an experience the like of which I
would hope all Police Chiefs at one time‘or‘another
might be subjected to because I have never seen such
a totally different world than what I found when I
went on the campus of fhis small college just west of
Grand Rapids. Moré specifically, let us get into the
matter of organization. I thought thaﬁ I was pretty
familiar with all the elements of goodIOrganization és
they apply to a police agency or to any group. But, I
was only on the campus a week before I realized that
if I were to run the campus at Grand Valley State
College the same way that I ran the Grand Rapids Police

Department - or tried to run it for twelve years - I

- probably wouldn't last a month. Conversely, if I had

run the Grand Rapids Police Department on the same basis
and tactics employed by Grand Valley State College I am
quite sure I wouldn't have lastéd three weeks. Then I
suddenly realized that regardless‘of this gregt and
total disparity of energy, and the complete ex :rience
of opposites in the relationship of division of labor,

for some reason, although unknown to me, in a matter of
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less than six years these people, as addle-pated as
they were, had managed to build wﬁat I think is a
tremendous school. We have a tatal of some twenty-five
million dollars in buildings alone,»which brings us
back to the ultimate conclusion that we do not know
what the other person has to offer. The grass is
always greener on the other side of the fence, énd,
before we start to criticize too severely, I would
certainly recommend that there be a sitting down
together and working out a few basic common rules of
understanding. And, I think that this for better or
worse 1is the enigmé and dilemma facing this country |
today, whether it is on a college campus, whether it

is on a high séﬁool level, or whether it is in a police
agency.

Certainly the group of men in this room and in the
adjoining room are representative of the profession of
which, I think, 3% of the total number of police chiefs
in the United States are college graduates. Another
small percentage, 10%, have had some college experience
in varying degrees. And, yet, through all this, somehow,

somewhere, we have managed to do a pretty good job -
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not to say we couldn't do a better job. Transpose if

you would the reaction on the part Qf‘the academia. I
trust the good Dean will bear with me in my criticism
of academig. Observe the reaction of these’people‘at
the intrusion which has cbnfronte& theﬁ in the last
five years. They are séared, they are frightened -
and I am speaking now of the college presidents;and
those in éuthority. If we were to go down to another
‘ﬁery important but distinct separate group of people,
and this is the faculty, I have never seen such an air
of detached ngutrality bn the part of this very
important Segment of college community when it comes
to formulating and putting into practice fhose'ideas,
those thoughts and expressions, which will some day, I
hope, remove this great cloud of campus destrucéion
from over our heads. In fact, I find that there is a
feeling which bdrders on Oﬁtright hatred on the part
of the faculty - I am not referring to me personally
as I have been treated most cordially. Again I am
wondering if some of this feeling is not the result of

this matter of ignorance of what the police department

must do, what its limitations are, and what its
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responsibilities will be. This has been my experience,’
and I mentioned to our president just aBdﬁt three
weeks ago I would hope some day that it would be'possible
to set'up an intérnship in reverse and get some
experienced faculty people, especially from the realm
of businéss administration and the éocial sciences, and
let them go into the disciplined confines of a police
agenéy. Perhaps their eyes would open in the same
proportionate degree mine did when I went out to
Grand.Valley. And, as I said, this has been the
problem throughout the history of the last five to
ten years. We just don't know what is on the other
side of that barrier and it is about time that we find
out.

Now, there are some evidences, some signs that the
sun is trying to get through these dark clouds. I
sense a community awakening; and by community I am
not speaking necessarily of the academic community,
or the police commuﬁity, but thé total community. I
note with great satisfaction the recent energizing of
some very ctrong support from those people in authority

in the black commhnity, which, up until recently has
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been noteworthy by its silence and its'habit of
endorsed agreement, if anything, with the angry
militant. What do we know about the black community?
We know very little about'it.b Hoﬁever, when we have’
people with the stature of Associate Justice Thurgood

Marshall come out with his very pronounced statement

three weeks ago in Louisiana condemning the black

criminal, the same as hé'would condemn the white
criminal, I think this is a 'very wholesome sign and
maybe we have come to a turn in the road. Some two
weeks ago a Negro, Judge Murphy, in New. York verbally
castigated three white defendants before him who had
been found guilty of disofderly conduct in a civil
rights demonstration. The news accounts said that he
shook with visible rage when he asked them, 'Who
deputized you to speak for me, a black man?" I think

this is again another one of the straws in the wind

of which we are speaking, not about the white community

or about the black community, but about the total
American community.
You know, as an old retired police chief, I am

permitted several indulgences which you people who are
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actively under the hammer don't have. I would project
even further fo the point that I think this disruption
and these abrasive contacts which we have had. and
known over the last two, three, four and five years
hay have been, and still are, a good thing because
it's the leaven thaf gets us stirred up. It's one of
the neceésary attributes which we must all take to

heart to find out just what goes on in the mind of

~

the other person. I view the future with profound

optimism. These have been harrowing times, but when

yoﬁ go back into the annals of History there have always'
been harrowing times. When I see these youngsters

on that little caﬁpus of ours, even some of the boys
with beards and girls with mini-skirts - and I am still
young enough that I can see a mini-skirt - when I talk
with them, I get a reassurance which I didn't have
béfore I got there. Mény of my colleagues in the

police business told me, "Bill, you have rocks in your
head. Those collegiate people, those academic figures
will drive you nuts.'" Well, so far I'we ﬁad four months'
exposure and I haven't been driven nuts yet. But as

I say, if I sense anything in my contacts with the

’
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student body, it's been one of hope. I am sorry,
Dean, I would like to say the same about the faculty.

I think this is an area we have to do some work on;

insofar as the heads of the colleges and presidents,

I feel'they are in the process of reorganization, and
given another year or so they can retréce their posi-
tion. Maybe they can £ill some of the 70 to 75
vacancies presently existing in the offices of
president in the major colleges and universities
throughout the cohntry. This void has not happened in
the police ranks. And, again, I suppose that hasn't
happened because we have more experience,with violence,
we are creatures of violence, we have dealt with it
since the day we became police officers. We have an
expertise that the academicians don't have. I think
that we have a good contribution to make to them.

And, slowly but surely I feel there is the reali-
zation on the part of these academic people to come to
these illiterate, if you will, police officers,
unlettered perhaps in the classical sense. Yet when

it comes to the intimate knowledge of what makes people
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do things, I think that we are in'an area wheré we
have a sole monopoly; Let's not be selfish and keep
this to ourselves. Let's see if we can't help to
share and project a little of our\experience because
I think that the police estabiishment,”éertainly over
the last ten years when this whole social unrest has

reached its peak and ascendancy, the police establish-

. ment has done an outstanding job. Granted there are

many places where we have fallen down, we have made
mistakes, and we have been criticized here and there.

However, we are used to criticism. Again this is an

‘area the academic people are not used to because they

were never exposed to it. They lived .in ivory towers.
Now they are feeling the hot breath of the tagpayer,
the critical people, and, I hope, and am certainly
confident, that as a result of this there will emerge
a happier day in abademia, in high schools, and jugt
generally in the American structure.

Thank you very much.
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SMALL GROUP "STUDENT UNREST" REPORTS

An important part of eacp of the six'conferences
was the division of the conferees into small diséussion
groups immédiately following the in-put speaker's talk.
The objéctive.was an analysis of the effects and the
causes of student unrest and a search for possible
approaéhes to thg police problems based both on the
speaker's offerings, and the experiential background
the conferees bfought with tﬁem.

Upon the completion of their small-group work,
the conferees reconvened into a single body. The re-
porters for each small group presented\its findings in .
outline form utilizing a flip chart. Mbre'discussion
and quéstions followed from the floor. Also, further
offerings came from the in—pﬁt speaker upon request.

Distilled from thevwork of the small groups, in
outline form, is one conferénce's'work in the "Student

Unrest' area:
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STUDENT UNREST !

A. EFFECTS (positive and negative)

l‘

Social readjustments

a. pressure to make draft system more eguitable
b. improvement of college curricula
c. public support for police is increased

Disruption of the educational process
a, dlSSldent few interfere with orderly studies

of the many
b. cooperation, planning and action demands co-

operation between police, school administration,

and student groups .
c. quality of education suffers

. Economic factors

a. diversion of University resources, loss of
alumni, and legislative financial support
b. police manpower drain
I. overtime costs
I1. abnormal equipment demands

Civil unrest

a. increased demonstration activities

b. spreads beyond campus area, particularly in
junior and senior high schools

Racial polarization

a. hardening of resistance
b. increase in violence

Criminal acts

a. destruction of property--arson, vandalism
b. rise in number of thefts and assaults
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7. Over-reaction charges against police

a. need to expend department resources to process
such complaints

b. legal processes from charges and countercharges

c. adverse effects on morale

8. Community relations
a, police criticized regardless of action taken or
outcome : 7
b. public and police negative morale factors
c. negative affect on police recruitment
d. police unable to maintain normal service levels;
“public suffers '
9. Jurisdictional conflicts
a. at what point police enter under given situations
b. upon what basis and upon whose authority do police act
c. local, state and federal legislation factors
d. court actions--injunctions and restraining orders

10. High school mimicry of college confrontation tactics

a, demonstrations, sit=-ins, lock-outs
b. tactical problems posed in handling riotous children

CAUSES

1. Subversion

a. radicals with ulterior motives manipulate students
b. militant group activities--leftist and rightist

2. Need for change in the schools and in the establish-
ment at large

a. agitation for relevancy in faculty
b. protest against war as expressed by draft issue
and ROTC

3. Student complaints against university establishment re

a. curriculum relevancy
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b. teacher failures--quality of instructors and
instruction
c. school administrative policies

4, Changing values and standards

a. youth vs age gaps in areas such as self-discipline,
dress and rule of law concept

b. restlessness of youth and its relationship to social,
political and economic factors existing in social
order

c. growing 1mpersonallzat10n of society and mounting
pressures of many  persons and groups to have a voice
in creation of policy which affects them

5. Racial and minority group factors

a. polarization of races

b. black study demands--a real need for identity and
status ‘

c. militancy of their leadership

d. "haves vs have-nots' minority group interrelationships

e. 1dent1ty seeking aspects involved

6. Drugs-narcotics

a. student refusal to accept legal application of law
on campus as well as rest of society
b, pro-cons of marijuana; legal vs social implications

C. APPROACHES
1. Greater emphasis on police training

a. operational and staff in-service programs
b. prevention techniques, strategies and tactics

2. Establishing and maintaining meaningful communication
with all factions~--administrators, faculty, students
ranging from those seeking to maintain status quo to
most militant

A}

a. intelligence

1

b. liaison
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10.

11.

Development of compatible policies and goals between
police and :

a., school administrators
b. faculty and students

c. all community groups affected--mllltary and civilian

Police tactics re-evaluatéd in terms of

a. intelligence gathering, recording and utilization

b. determination and utilization of pollce manpower
resources available

c. application and non-application of conventional
arrest procedures

d. injunctive relief potential

e. increased patrolling needs and servicing of schools,

“bussing, rallles, athletic events

Emphasis on meetings for coordinating planning with
school boards and administrators

Greater involvement with parents and community groups

Involve all officers in police-community activities

Liaison with courts for effective usage of injunctions.

and restraining orders

Greater accent on 'rumor control centers’

Re-evaluate logistics planning

a, transportation needs N

b. detention and release mechanics

c. operational strategy and tactic needs in terms of
manpower and equipment

Initiate narcotic~drug education activities

a. in schools
b. in community group settings and use of media
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12, Coordinate activities with \news media

a. create operating procedures conducive to insure
both police and media can obtain their goals
efficiently .

b. eliminate '"press-police'” controversies through
effective pre-planning and agreements
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INTERNAL UNREST - g

Unrest within the police organization is "as preva-
lent as that found in the university. 1In fact, it is as
prevalent as that which exists, generally, in society

as a whole. Examples of each come readily to mind. Stu-

dents create disorder and destruction in part because of

an unfair draft that is.only another aspect of an unde-
sirable war. Our society, in fact, finds itself in the
throes of a soc¢ial revolution over its racial problems.
The police departments of the country are aftected
internally by these major upheavals taking place. Among
the by-products are problems of budget, manpower, police,
role, and citizen complaints concerning the use of force.
Police executives are responsible to the public for
successfully coping with these internal organizational
problems. Within the police organization the executive
finds himself confronted by militant Negro groups both
within and without the department asking benefits for
the "deprived minority members" of his department. He
is also confronted by dissidené groups of line officers,
white énd black, who are moving towards the formation

of trade unions.
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The major problems, of course, are only indicative
of a whole host of internal areas of unrest. To a great
extent, police organizations reflect the same limitations

as those of industry in the areas of unionization of

personnel, demand for a greater role in the decision-

-

making processes of the department, and the many aspects
of maintaining an efficiently operating organization in
the face of rising costs and shrinking budgets.

It is to these problems the in-put speakers addressed
themselves. Their talks were designed to provide a
starting point for reviewing alternative solutions
available for meeting the manifold internal organizational
problems existing in the large police deparfments of this

country. The talks are now presented.
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ORGANIZATIONAL MORALE ANDVEFFICIENCY

Gentlemen, as I came in this morning I asked
how things were going and someone said that the
Chiefs who are present apparently haQe some serious
problems, and they feel strongly about some of them.
I know it won't be much consolation to you but if
you think running a'police department is a problem,
some day try to have a fire department as well!
You'll be very happy to get back to the policemen;

I had that experience for about a year.

Some fine fellow told me because I've had an
experience that is a 1it£1e unusual having had~the.
opportunity to work in three police departments -
New York City, Syracuse, and Waéhington, D.C., and
few of us get the opportunity to worktin more than
one or two departments - that I should have some
valuable insights and some knowledge. Let me hasten

to tell you that I don't feel that way. The more I

PATRICK V. MURPHY, Commissioner, Detroit, Michigan
Police Department; former Deputy Chief Inspector, New
York Police Department; former Administrator, Law
Enforcement Assistance Administration; former Dean of
Administration and Police Science, John Jay College of
Criminal Justice, City University of New York; advisor

" to National Crime Commnission, and National Advisory

Commission on Civil Disorders.
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think about the problems,»énd the older I'gef, thé
less I feel I know the answers! I am not ashamed to
say - one reason being that it's supposedly»a sign of
maturity, an open mindedness, thét permits you to
admit that you have more:unansweréd questions than .
answers, |

But I think you do have many answers. Certainly
all of the experience you ha&e adds up to insights |
that none of us has individually. Among'you'thefe‘
are many answers that we may not have as individuals.
So, as I try to put a few thoughts befoye you thét

have occurred to me, hopefully, you'll have yourvpen-

cils sharp and make notes. In this manner you can

come back at me during our discussion périod to
challenge anything I say, and give the group the
benefit of your thoughts on some of these‘iséues which "
are important.

How much internal unrest there is in police
depértments is very difficult for me to evaluate,
one reason being that for many, many years I've heard
the comment that morale was never lower, or morale was

good or morale was bad. I think it's difficult for
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anyone to measure police morale on the basis of the
little we know about it presently. I think as you
begin to probe unrest and try to find what the
underlying causes are, and because police work is

so broad ranged and police organizations so cémplgx,

you will find it difficult to identify specific causes.

- We do know that at specific periods of time strong

feelings do run thfough departments on particular
issues, suéh as when there is a great concern about a
salary increase that is being negotiated or being
fought for, or when an issue such as pblice review
board is current. However, as we look at the total
picture I often wonder how much of it is related to
the day-to-day job of a policeman. If he is assigned
to a two-man unit, what ébout his partner? Does he
get along well With him? Is life made a iittle
difficult for him? Is He the kind of individual who
seems to have difficulty getting along with partners,
so that although an attempt has been made to please
him because he gsks for a change, in a few months he
is back again complaining about his new partner.

What of hiS'supervisoré, or the day~-to-day job?

What about the incentive system in the department?
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Does a man feel leaned upon to make arrests in youf
department or not? Does he feel leaned upon to write
ﬁore traffic tickéts than he feels he should? Does he
find the department policy in these areas satis-
factory? I think "incéntive" is an important wordf?
I'd hope that you Qould underline that, and think about
it yourselves because there certainly have to be many
issues in your own agencies concerning the incentive
system, both positive incentives and negative in~-
centives. What does a man do to get a better |
assignment? What does he do to get a better efficiency
rating? Wﬁat does he do to get ﬁrOmoted? Is an
efficiency rating of some kind part of tﬁe promotion"
process?

I think looking back at my own experience in
police departments and living for many years among a
lot of policemen, that a very important factor in a
man's concerns is the future of his career.  Many
policemen would like to advance in the department.
Many would like a change of assignment evenvif it's
not labeled a promotion. For instance, a man might

want very much to be a detective, whether it means a
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higher salary or not. A man might want.very much to
join the "lollipop squad,” youtﬁ division, or what-
ever it's'called in your érganization. Other men
don't like that assignment. Does he h;ve the
opportunity to obtain some kind of special assign-
ment that he would like to havevin the organization?

Is the man actually afraid? A few articles have

~been written about the fear of the policeman and

whether some policemen actually have this physical
fear of being assaulted or shot at on duty. Does the
man come to work every day a little up tight about
conditions in the beat that he works because there is
violence? Are there a lot of difficult arrests
required'to be made in his beat, his precinct or

his area? Have men in the department been injured?
Are the éssaults upon police officers a very serious
consideration in the city? It's been my observation
that a lot of myths in police departments, as in
almost all organizations, can suddenly be repeated
enough times for people to believe it fact when it may

not be fact.
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Is he worried about the future of the department
in the city? There are a lot of people with long
faces in thé United States today, and'particularly in
cities, ;bout the future, how things are going for
the city itself, for the police department, for the
nation. Does he have strong feelings about this?

Does his every day work influence his thinking in some
way or ancther, positively or negatively? Does he come
to work every day feeling that his hands are tied by
the Supreme Court, or the local government, the
politicians, or the Chief himself?

Do the men think that the Chief is a politiecian,
using the word in a derogative sense? Do they think
he's playing to any one group in the.city? Do they
think he is surrendering on certain issues? Is there
running throﬁgh the ranks, especially the lower ranks,
some feelings con.¢c ning this? And what about middle
management people? Where do they stand in all this?

I think that we have to expect that in large organiza-
fions there will always be some negative attitudes
within the organization that we must be concerned about.

Does the Chief really have the department behind him?
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Is the middle management with the Chief selling the
department, the Chief and his policies to the men in
the ranks? Or is there a revolution within the

ranks? Do the sergeants, or lieutenants, or cap-

‘tains when they talk at roll call run down

headquarters? Do they say ""another one of those
stupid orderé from headquarters?’” Now in some of
your departments I'm sure that Qéuld be unthinkabie,
but I think I know of a few departments where the
practice is somewhat common for some of the middle
manégement people not to be on the team. It is a
problem for the Chief, a very large problem for him
to know how to manipulate things - and I use that word
in a healthy sense. That's part of his job; How
does he keep the ship running and keep the group with
him?

Is there an attitude within the department, which
I have already referred to, about permissiveness in
our society. This is the thinking of many Americans.
It is a word that has been used by many people in high
places. And do the men fegl that this is a malaise

in our society, that we are a little sick and that the
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job of the policeman is being made more difficult
every day as more and more permissiveness is being
condoned by office holders, by public officials at all
levels of government, Federal, state and;local.

Then what is the role of the Chief in all of this?
Is the Chief of Police supposed to be é politician?
Or a statesman, or a political scientist? How does .
he make issues work for him, rather'than.against him?
How important is it for a police administrator to
have foresight about issues, and come ﬁo policy posi-~
tions and conclusions in his own mind about how to
move with the situation only after he has attempted
to think it through? A principle of politics is to
try to be on the winning side of an issue. How
important is it for a chief to be flexible within the
law and within his discretionary authority? Does the
Police Chief have to be astute about such matters
or can he succeed without thinking the way men in
political life must think about issues, evaluate them
and try not to sacrifice principle, of course - but
try to understand that an awful lot of lifé is in a

gray, rather than a black or white afea? and you have
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to know how to move around in that area if you want
to be successful in public life.

Some of the other thoughts which have occurred -

to me are related to the press. How is the press

dealing with issues in your city? How is the press
dealing with the problem of crime, how is it dealing
with the police department, and the criminal jusfice
system? And how is that affecting the thinking‘within
your agency, the morale among men, and what, if any-
thing,.can the Chief of Police do about it? Wha;
about public attitudes? What about police and law
enforcement spokesmen,Aand the positions they are
taking on issues at all levels of government -
national, state and local. 1Is the Governor taking a
law and order stand? Does this influence the thinking
in your department, and what impact is it having on
morale and grievances and other matters?

0. W. Wilson said a long time ago éhat the most
important function of the police administrator is
personnel management. I guess we would all agree that
personnel management is a very important part of the

job of a police administrator. If there is unrest .
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in the‘department, may it not be related not only

to the question of salary and ;epresentation by some
kind of an association whether that bé a union or
other type, but to some of the things we've just

run through. How about personnel relations within
the department between officers and supervisors?

Do the supervisors lead the men well? Do they 1ean‘
too hard on the men or allow them toé much freedom?
If there is a supervisor who is not performing
satisfactorily, is it something the administration

of the department must be concerned about, and how? -
Do you have a sergeant or lieutenant or a captain
who you know to be a problem? It's awfully difficult
for people to work under him. He is just not a
positive or a strong leader, and ﬁow do you cope with
him? What can you do about it? Is there another
assignment you can put him in? Is that possible, or
are the assignments so 1imited that it is not the

solution? Would moving him from one assignment to

“another create more problems?

What about the Chief's role in the community as

well as the department's role? Should the Chief be a
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commuﬁity leader? What is his responéibility for
attempting to mold public opinion? Or even educate
the éommunity and the public about some.of the issﬁes,
because we know all too well that many of.these

issues are very complex. We find the liberals talk-
ing about controlling the police. We constantly see
that theme coming from 1ibefa1 sources. From the
conservative side we hear the cry -~ "Take the hand-

' Well, we all know, every man

cuffs off the police.'
in this room knows that the issues are not that
simple, issues are complex. Is it important for the
Chief to try to educate the community about some of
these complex issues? 1Is the simplistic approach
being accepted by your men and demoralizing them?

In Washington, D.C., for a year there has been
lively discussion about consolidation of precincts.
It's still going strong. It's a hot issue., It is
said that next to closing a firehouse, cohsolidating
police precincts 1is the most difficult thing to

accomplish in municipal administration in the United

States. I know that to be a fact and yet I never
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thought the issue would go unresolved.for so long.
I don't know that it has moved an inch in a year in
D.C. Do precinct consolidations or plans for ﬁhem
foster unrest?

What aboot racial problems in and out of the
police department? What about assignmento? Is
there a problem in your department about integ;ating
police cars? Has there been pressure to integrate
them or not.to integrate them? 1If the policy to
integrate cars has been estabiished for whatever
reason - and I'm not discussing the merits of tho
issue itself ~ but if the policy has oeen adopted,
is there a problem in trying to carry out that policy
that has created unrest in the department? Is there
turmoil about it? What about the press rélations of'
the department? Do the men feel the press in town
is not giving ohem a fair deal?' Does the Chief feel
that? Do you have a public affairs officer in the
department? Do the men feel that the Chief is
getting the good P.R. for himself, rather than for the

department, or the men themselves? This charge which
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is a serious one has been leveled at a few police
administravors in the United States in recent years -
that there is someone attempting to fulfill thé
public information role in the department but he
functions more as a personal P.R. man for the Chief.
I wonder if any of you have that problem.

What abouf external control? What about the
mayor? Does the mayor support tﬁe Chief? 1Is there
harmony or conflict in that relationshipé What about
the city council? What about rhe city manager, if
there is one? |

Aside from all other considerations, if these
problems of internal unrest require too much of your
time as a police administrator, is there something
that can be done to get a little bit of the burden
off your own shoulders?

‘Has there been any issue in your city about Model
Cities? As you may know, in Boston the Policé Associa~-
tion ijected to a provision in the Model Cities
Program which had a component relating to policing

and law enforcement and the Plan was changed. Are
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there similar issues in your cities which are
disturbing the members of your departmegts?

Do the civilian employees enjoy better’cénditions
than the policemen themselves as far as unionizatiOn,
representation, job benefits, salary increases? Or
if not, is there an opposite problem where the‘
civilian employees feel that they are not being
fairly treated? 1Is there a need for change in your
department thaé you recognize but find difficult to
accomplish harmoniously? If a new policy is to be
implemented, what must ?ou do to let it come in
smoothly? We have all heard of the problem of issuing
orders that people are not prepared for, or that are
issued in an undesirable manner with the result that
there is resistance. If the proper groundwork had
been done, maybe the new policy could have gone in
smoothly, if there had been ﬁrior consultation. But
if it's imposed from on high, all kinds of resistance
is possible.

‘Are you able to anticipate the problems that are

coming up in the future? Can you plan in advance to
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be better prepared to deal with them?
Gentlemen, I hope I have not imposed ﬁy view-

point upon you but rather raised many questions that

~are important for you. I hope that during the

discussion period we can grapple very frankly with
these or related questions that interest you and
thereby learn from one another. It is a rare
opportunity for.tapping the wealth of experience

which you bring here.
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THE NAME OF THE GAME--COLLECTIVE BARGAINING

The Chief is the last person to enter the
Conference Room. Normally his appearance would be
the silencer to regular ''shop talk" or the usual
discussion prior to the start of a staff meeting.
This time a different atmosphere was prevalent.

It was not difficult to sense that the task
about to begin was serious business. Two top execu-
tives had preceded the Chief to the conference table.
A glance about the room prompted greetings from the
police officers' association union President, Vice-
president and the Recording Secretary who already °
were sitting with their new attorney on the opposife
side of the large conference table. They are sitting
there as equals, which in itself could disturb some
police executives. The attorney, although new to a

police setting, was well known for his expertise and

experience in the game about to begin. A game best

BERNARD G. WINCKOSKI, Program Manager, State of Michigan
Commission on Law Enforcement and Criminal Justice;
former Inspector, Detroit, Michigan Police Department;
was Director of Community Relations training and Science
and Technology projects, both funded by U. S. Department
of Justice.
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described as ''Collective Bargaining.'

There's a gut feeling that things won't be thg
same when this is over. Later events will confirm?the
accuracy of this emotion. The social amenities soon
end and the serious business of trying to negotiatg a
labor contract with the Patrolmen's Association is
underway. At a meeting of Police Chiefs in anbthef
state I recall one sharp remark to thé effect that
"If it were my department I'll be darned (or words to
that effect) if they would sit down around a table to

submit demands for working rights."

Obviously his
state had not enacted legislation requiring collective
bargaining with representatives or recognized unions
of city employees including the police.

At this point in time the situation is very
similar to a well-known game of cards with one signi-
ficant difference. One player (or team) has all the
chips. The players on the other side of the table
intend to win all of the chips, if they can, without
matching the ante. Like any good poker game there's

going to be a lot of bluffing, checking and plenty of

action. The chips, still on one side of the table,
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represent various values, i.e. recognition of
association (union), union security, grievance pro-
cedure, seniority rights, vacation selection, general

conditions, and a great big chip called arbitration.

If skill in playing the game has any bearing on the
outcomg,'the employee side should do all right. The
experience of the labor attorney and past employee
practices of the department make this a pressure
gituation for the Chief and his staff. The Chief
recognized that this is not a game for amateurs. To
equaliée thebodds he consulted with a labor expert who
will be available throughout the proceedings.

The first read-through of the contract is under-
way. The proposed contract prepared and submitted by
the union is a fairly massive document on legal-sized
paper listing all the demands of the association for

its members. After agreeing to the definitions in the

contract, e.g. employer - meaning the ¢ity or the police

department; department executive, a member of the
department holding the rank of inspector or above;
delegate means the agent of the association at the

lowest departmental unit; and many other terms, the
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sections outlining seniority rights is arrived at.
It doesn't téke long for the first red flag to gb up,
or for that matter, for the Chief"to see Eed.

The first "caucus" for the first contract crisis
takes place. After a private discussion, the Chief
and his staff decide to concede on this one. 1It's
only a small matter and one that we can live with.
Thus the first chiﬁ goes to the other side of the
table. As the game goes on, over hours, over days,
even weeks, the pressure is always on. New terms and
definitions become commenplace and are used by both
bargaining teams. Proposals are submitted followed by
counter-proposals. Slowly but surely the chips move
from ménagement to labor before the final agreement is
reached and the contract is ready for signing. If the
Chief and management fared well, there was more than
luck involved. Help from knowledgeable technicians
was obtained. Contract language was examined minutely
for meaning and reasonableness as well as workability.
Words and phfases that could have double meaning or be
interpreted differently were avoided. Past grievances

were analyzed so that justifiable concessions could be

90




E . aE

:

<

made at the proper time in the negotiation sequences.
By the same token ridiculous demands were not countered
by equally ridiculo:s counter-proposals. Although at
times tempers grew short, management was careful not
to contribute to a charge of "unfair labor practice'.
Likewise maintaining one's poétﬁre did not detract
from being firm or strong when the situation called
for it. |
A well-written management rights clause was in-
cluded to document the areas of management responsi-
bility and nced to manage:
'"Whereas the association reéognizes the pre~
rogatives of the department to operaﬁe and
manage its affairs in all respects.in accor-
dance with its responsibilities and powers of
authority. TFurther, supervisory personnel are
representative and part of management fof the
purpose of administering the department's
policies to insure the health and welfare of
the citizens of the city. The departmeﬁt
shall have the right to determine reasonable

séhedules of work and to establish the methods
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and processes by which such work is performed."

This is a part of the language written in the
contract (and had better be there) to guarantee
management against encroachment upon its rights and
ability to manage properly. An inexperienced
negotiator could easily bargain away management
functions. The ramifications of}this clause are
passed on to each supervisor who must preserve in
practice what is guaranteed in contract languagé;
action by a supervisor could establish a precedént.
Inadvertently, other chips will fall or be lost by
bad practices.

This description of participating in contract
negotiation for the first time is hypothetical and
oversimplified but I hope, somehow, imparts a feeling
for the seriousness of the situation. It's like
finding an open door while walking the beat on nights,
then discovering you left your revolver at the last
rest rbom.stop. Most police administrators may never
be required to become involved in the game of contract
negotiation. However, they cannot ignore the fact

that the sacred temples of autocratic rule in police
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agencies are being challenged. This is true regard-
less of labor legislation applicable to their |
department, regardless of the size of the department
or regardless of its geographic location. The'séope
of employee unionization is well documented in the
Urban Data Service Report, International City Managers
Association, March 1969. Some type of employée
srganization presently exists in 75% of the nation's
cities. Among occupational groups, fire protection
employees are the most heavily organized (82%),
followed closely by policemen and public welfare
workers. In fact, of a total of 181,308 police
proteétion employees, 73% were represented by unions
or associations. Police employees belong to organi-
zations known as A.F.S.C.M.E., B.S:E.I.U., L.I.U.,
I.A.F.F., F.0.P., Local Astociations, etc. This is not
to imply that discipline is a thing of the past. To
the contrary, in many instances the sitﬁation may call
for firmer discipline provided it is clearly and
fairly implemented. Proper employee felations con-
stitute proper administrative practices. Police

departments depend on, and are judged by the loyalty
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and practices of their employees with or without
labor contracts.

Ovér the last several years Police Chiefs have
been increasingly concerned over providing the’
mechanisms for dealing with citizen complaints and
rightly so. Ways to investigate these allegations
with dispatch had to be devised, with the results of
the findings and the actions contemplated ideally
relayed back to the complainant.

The need for providing a mechanism or a means
internally, for an employee to voice ais grievance,
is equally important. Where a labor contract exists
the language will set forth the procedure.

A. Every member of the department shall have
a right to present grievaﬁces in accordance:
with the procedure provided herein.

B. The informal resolution of differences or
grievances is urged and encouraged to be
resolved at the lowest possible lével of
supervision.

C. Commanding Officers, and Reviewing Officers

(explained in the definitions) shall consider
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promptly’all grievances pfesented to them and,

within the scope of their authofity, take such

timely action as is required.

The procedure is extensive and provides for
processing a complaint expeditiously to the final
step where it then shall be resolved by the chief
administrators and association heads.

A department does not have to be tno large before
a Chief can find it unfeasible to relate to each man
on a personal basis. This is especially true when
you consider the current demands on the schedule of

police executives. It then becomes important for him

- to avoid creating a communication gap within his own

organizatiorn:. He may successfully resolve complaints
in the community only to discover that internal
problems have been like a virus within -, undiscovered
;nd unchecked. A virus which gives rise to chills and
high fever - well known as the "Blue Flu." Half a
century ago in Boston, before médical science identi-
fied this troublesome bug, it first appeared as a
police strike. A strike that in the minds of most

constituted an illegal insurrection.
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Té arrivé at any logical understanding of wﬁy
police participate in work slow-downs or Blue Flu
epidemics, one has but to review his role as a law
enforcement officer or guardian of the peace during
the last decade. The police officer has been
required to protect not only the demonstrator but
the agitator. He has been more than an idle spectator
sitting in the grandstand watching 1ové-ins, walkouts,
labor strikes, lock=-outs, peace-walks, sit~ins, civil
rights movements, and doves, hawks, hippies and
yippies in action, each group with a special cause
seeking a speciai way to emphasize the imporﬁance of
their specific cause. The significant part of what
he has seen for himself is that some, in fact, most
of the methods employed, whether legal or otherwise,
have drawn sympathy and attention to the goals of
the groups involved.

The police officer may not have approved, but he

soon discovered that quasi-legal demonstrations not only

attracted attention but produéed results. A long
sought concession was yielded by an administration to

appease an articulate and energetic movement. Pro-
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fessional groups, respected for their cancns and
dedication, for thé first time flexed their muscles
and won impressive pay raises and improved fringe
benefits. Existing statutes may have been violéted
but immunity froﬁ the law was the rule, not the
excgption. When the police focused attention on
their own lot, what they saw caused further frustra-
tion. In many instances, personnel practices and
salary standards were hopelessly behind comparable
occupations, not only had they been losing a battie
for respect in the community, a right‘for decent»
working conditions and a living wage was suffering
defeat. h

The police were 'on the scene' witnesses to the
fact that the end product of turmoil often was improve-
ment. The frustrations of low pay, citizen apathy,
and inattention by the policy-makers made a perfect
mix. 'The rigid police organizational structure,
often insensitive to employee needs and wants, con-
stituted a test-tube for a new experiment, an
experiment which would find the police officer in the

role of the demonstrator or the striker, even though
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such action represented a rebellion against all that

he had sworn to uphold. A. H. Raskin, a speacialist

oﬁ labor affairs for the New York Times in dis-

cusging strikes by public émployees points out:

 YSuch tactics are disturBing when they are

confined to raids on the publicAtreasury,
overreaching any fequirement of equity and
forcing the diversion of funds needed for
education, housing, health, and other under-
financed civic responsibilities., But strikes
in public agencies are increasingly directed
toward compelling the community to do what
unions think they ought to do in terms of
public policy."”

Apart from financial problems, the police
administrator has the inherent ability to cope with
personnel grievances. His career is dedicated EQ
managing people and problem solving. Greater dili-
gence is required to assure that first-line supervisors
are thoroughly trained and sensitive to the need of
fair procedures and practices. Promotions, assign-

ments, and a multitude of day-to-day policies directly
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affect personnel morale. The administrator who
fights to retain status-quo; who believes that it is .

necessary to order rather than manage; who represents

-employees having a right in the decision-making

process; may discover to his dismay that his depart-
ment is not vaccinated against that pesky virus.

Nothing can antagonize a department quicker than the

one-sided unilateral implementation of a new pro-

cedure where it is obvious that management exercised
its prerogative to do so regardless of the fact that
the '"change'" was controversial or misunderstood. The
grapevine 1ét everyone know it was in the works, but
management failed to take a few sensible precautions
to articulate them to department personnel at any time.
What actually occurs then is the reinforcement of the
belief that employees must be protected from the boss
or the feeling that the boss doesn't really care.
Change by its very nature is threatening, let alone
the infliction of sudden and disturbing change by the
administration. Simple recognition of employee needs

and attitudes will not compromise the ability to run
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a department. Rather it may be possible to éngendef
greater support and efficiency when changes are con-
structively planned and carefully communicated.
Today our departments are being tested at every
turn. During this crucial period internal problems
can only compound already serious problems. Police
officers everywhere are st¥iving to gain dignity and
respect as individuals. It is up to the police
administrators to motivate them by providing more
than monetary gain. He must inculcate the feeling
that results from contributing to common goals and
help them realize the satisfaction that comes from

being a loyal member of the team.
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ORGANIZATION CONTROL AND DIRECTION

It is axiomatic that law enforcement admini-
strators must maintain the power to control their
own police departmehts, to dictate policy and to
direct their men. It is of the utmost importance
during this revolutionary period (or period of rapid
evolution) with its very special dynamics, that
strong leadership be exerted. The problems which
have beset the nation over the past several years,
and which have symptomatically erupted into dis-
plays of violence, have brought about a stiffening
of public opinion, both far right and far left; and
the role of the police has become a matter for debate
within each community. Thus, the men we command have
been subjected to unprecedented pressures originating
outside their departments, and these have had a
strong impact upon the quality of leadership. Some
of the forces being brought into play are obviously

not within your realm of control, but do ultimately

WESLEY A. POMEROY, Private legal ccnsultant; former
Associate Administrator, Law Enforcement Assistance
Administration; 25 years law enforcement experience
with California Highway Patrol and San Mateo County
Sheritt's Office; formerly taught at Foothill College

and College of San Mateo, California; was consultant to

President's Crime Commission.
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challenge your ability to guide your men in apprb-
priate ways.

I don't think that there is any doubt in many or
our minds that the role of the police should change
in some respects, but the diversity of ideas held
by outspoken factions to the lett and right has led
to confusion within the ranks. There are segments
of the populace which advocate the use of absolute
punitive controls by the police in dealing with the
citizens they serve; and there are those who would
prefer the imposition of regulatory controls upon
individual patrolmen by neighborhood committees.

On the one hand, people seem'to want to thrust the
police into the role of "punisher', while opposing
elements want to create é body of‘emasculated serfs.,

Since policemen hear so many messages emanating
from the community, it's only natural for them as
human beings to begin to decide for themselves uni-
laterally how they are going to react to a variety
of situations, whether crisis-oriented or non;

threatening. That is a bothersome thing for us to

cope with when daily procedures are only routine, but
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it becomes a matter of acute concerﬁ when we have
people on the street under very sensitive kinds of
conditions, when the need for absolute” command power
is vital to the prevention of possible riot.

One major factor which mitigates against the
police administrator and dilutes his power to direct
his men properly is the part played within departments
by employee organizations. I speak not only of
unions, but refer to fraternal orders and benevolent

associations as well, because they seem to have so

many things in common. They have the same aims:

higher wages, improved working conditions, and a
determined involvement iﬁ the setting of policy.

It is not my intentlon to evaluate the propriety
of such goals; whether or not they are appropriate
depends to a large extent upon you and your own
jurisdiétion. The reality is that we do have
employee organizations, and we, as police administra-
tors, must deal with whatever problems they may pose.
T think it is basically important to understand why

policemen want to organize. My feeling is that the
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same disaffection with society whichAcauses studéﬁts
to band together and demonstrate, or minority groups
to protest, prompts our men to formASelf-protective
organizatiohs. I believe that stafed aims are
symptoms of disenchantment with the status quo, and
that in fact they seek recognition of their plight -
an "establishment" insensitive to their needs,
insensitivity on éhe part of those who control their
destinies, and a system which does not appear to be
working in their best interest.

When minorities protest against society in -
general, the policeman is a highly visible represen-
tative of the target. When stﬁdents demonstrate in |
opposition to university authority, in a way they
are expressing dissatisfaction with all figures of
authority. When police organize, they may be
exhibiting deep inner feelings about the way their
departments are being administered, whéther due to
the inability of administrators to recognize vital
issues or to the political influence which renders

those administrators incapable of positive action.
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They may also be evidencing dissatisfaction with
' other systems upon which they rély‘heavily for

successful performance; they know that the court
system is not working the way it should, and it is
obvious to them that there is no swift justice;
they see that the correctional system does not
"correct“, so that criminals who enter that phase of
justice emerge unchanged;obviously, there exists a
strong temptation for the police to alter their 'role."

If it is a valid assumptioh that the.police
organize tor the same reasons that minorities and
students demonstrate, then it follows that thié“
desire could be diminished or eliminated through
police and governmental administrators who are zware,
informed, and responsive. ©Police administrztors
have a responsibility to exercise their leadership
ability by meeting the legitimate needs of their
men. If this is done, relatively simple issues will
not grow into causes upon which union organizing
strength can be bullt. It is a method of de-fusing,

in a sense,
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One valuable mechanism whiéh can be applied is
a gdod workable grievance procedure. Among your
reading material is an article, "Police Management
Employee's Relations Revisited", written last year
bnyon Pomerlau, Commissioner of Police for Baltimore.
Tt has in it a fine example of a good grievance
procedure, as established by law within the State
of Maryland. It contains several key elements
which I believe to be essential. One is that the
grievance board (the PersonnelAService Board) is
representative ot all employees who may be affected,
inclﬁding all ranks up throﬁgh'Caftain and all
civilian personnel. It also has built into it the
authority to act upon legitimate grievances;

My own personal experience with just such a
procedure indicated that it fills a particular need
of the police. The San Mateo Caunty Sheriff's
Department in California, of which I speak, utilized
an "internal review board,'" not estapblished by law
but by policy. Those who served on it were repre-

sentative of the entire spectrum of the department.
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We met every two weeks, and all items Qere placed
on the agenda, irrespective of format or means.
We preferred that matters to be considered be
placed in written form, but they could be submitted
anonymously or through any available channél. The
important factor was that we were to remain respon-
sive to whatever concern was expressed, no matter
how it reached us. Also, built into the procedure
was the very strong notién that the process would
not by-pass the chain of command. Items and
grievances were presented to the Sheriff, Earl B.
Whitmore, and any corrections or expléﬁatipns came
through the éhain of command, which in etfect bolstered’
rather than weakened the procedure.

Also, we had aﬁ AFL-CIO affiliated union (which
I had helped to organize as a Sergeant); When the
internal review board waé established, union member-
ship began to drop off, because the men could see
no reason for paying dues when they were receiving
benefits through another group. There was no
questibn of competition between the union and the

review board, .for it was simply an outside voice that

107




nE e

%ﬁ

could deal with county government, and perhaps say
some things that police officers could. not.

If we must negotiate with unioné and employee
organizations, ag is required in Michigan and New
York, we must know how to do so. We must prepare
and become knowledgeable. Current material regarding
the sumject is available to you, and will provide
some very good guidelines with regard to dealing
with unions. 1In addition to Pomerlau's article,
there is one written by a man who is a resource to
this conference in the other group - Barney Winckoski,

formerly a police inspector in the Detroit Police

Department and an aide to Superintendent John

Nichols. .It is entitled, '"The Name of the Game,

''and is a very good exposi-

Collective Bargaining,'
tionvof how bargaining'might go in a negotiating
situation. I recommend it. Another good source is
"The ABC's of Collective Bargaining,“‘by Diezer. |
Also, in Superintendent William Kerwin's article

about the New York State Police, you will find a very

good guide, beginning on page 27, paragraph 4, in
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which he gives words of advice to police management
people who must negotiate. -

Barney Winckoski's article draws an analogy
between bargainiﬁg and a poker game; with bluffing
and checking and a lot of action. He points out that
when bargaining begins, it appears as though manage-
ment has all the chips, but the union has a larger
voice and can apply more pressure. The chips to be
won from management by the union are recognition,
security, grievance procedure, seniority rights,
vacation selection, general conditions, and, as
Winckoski puts it, "one big chip,' the matter of
arbitracion, | |

He makes the point that this is no game for
amateufs. Thé unions are prepared, for they have
been in business for a long time. Countless
individuals have built entire careers on labor
management and negotiations, and batteries of
attorneys have made a profession of this specialty,
so that there is a wealth of experience within union

structures. We in police management do not have as
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lengthy a background in that area, but we do have
the ability to draw upon the past experience of
management in its negotiationé with labor.
Winckoski emphasizes the need to pre-plan strategy,
to realize that the pressure is always on, to make
quite sure that every word you use has an exact
meaning that is clearly understood by both partici-
pants. |

It seems to me that this is an area which many
of us have neglected, and that we cannot afford to
do so much longer, whether or not we have strong
employee organizations of any type within our depart-
ments. We must recognize that skill and knowledge
in ﬁhe field of labor management is essential

in modern management of police departments.
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INTER-ORGANIZATION PROBLEMS
In your reading, "The Way To Cool The Police
Rebellion,'" the author states, "they seem to think

that to smile is some form of primitive treason."

:That always gets me. Somehow or other at police group

meetings, somebody says or people seem to be saying,
"You tell me something''. But today we're not here
to tell you something, we are here to open up a few
areas for discussion and hope that you are going to
tell each other something.

Again referring to your article, it says, '""The
nation's police are in a rebellious mood. The
grumbling in the station houses and squad cars through-
out the land goes far beyond the normal gripes of the
low pay and citizen indifference." Some exémples of
the kind of thing that have come ouﬁ of this type of
uiirest were mentioned in an article called "Police

Service Reforms are Overdue in the Nation's Cities''.

WILLIAM H. T. SMITH, Director, Inspection Division,
Department of Housing and Urban Development, Washington,
D.C.; former member of New York Police Department;
former Chief of Syracuse, New York Police Department;
former Director of the Institute on Human Relations in
Law Enforcement at Syracuse University.
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I will just read the first paragraph of this érticle:
"New York Police threaten to issue law enforce-
ment guidelines contrary to policies backed by the
Mayor and his police commissioner.'" '"Cleveland Police
rain criticism upon City Hall forAwithdraWing white
policemen from black neighborhoods at a time when
their continued presence would almost surely have

caused a major disturbance."

"Boston Police pressure

the City Council to kill the police element of the
Mayor's Model Cities Plan and thwart attempts by the
Méyor to make more efficient use of uniformed personnel."
”petroit Police frustrate the Mayor's attempt to hire
officers from minority groups.'" These have been a

few of the many clashes between police ana the Mayor's

office which occurred last year, a year termed by

former Attorney General Ramsey Clark as ''the year of

the cop." Now, many of these things develop almost
without us realizing they develop, the unrest from
within the department. What I would like to do now is-

to talk about some of the areas where unrest can

possibly generate, and we can all look at this and see

how it affects our own operation. Can everybody see this?
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So, the first area I have here is, ''Personnel

' We can look at the policies in various

Policies.'
departments with respect to all the aspécts of a
personnel program - recruitment, merit system, classi-
fication,salaries and wages, leave and sick plans,
grievance procedures, training, promotion policies

and retirement systems. In all these areas there can
be reason for unrest. With respect to recruitment,
there is much discussion about what we should be
recruiting these days, what our standards should be,
who should set the standard, etc. Now as far as
personnel policy is concerned, if you want to get a
fast run down on these various things that I have
mentioned, they are in the publication, '"ABC's of
Collective Bargaining," in the first chapter. So that
you can get there. I am sure that all of you can come
up with some reason for unrest in conjunction with
anything in the personnel policy area. The second thing

' Now

I have there is, '""Relations with Supervisors.'
the relationship between supervisors and men, as I've
seen it, has changed quite a bit over the past 25 or

30 years. I remember when I was first a patrolman, if
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a Sergeant said hello to me, I'd feel my day was made.
Nowadays, in many departments the Sergeant ‘and the men
are buddies, and we don't know whether thé Sergeants
are management or workers, or what they are. And

this is a possible cause for unrest. 1It's a chaﬁging
role, and again in talking about role we have the
third item, '"The Role of the Police in a Community."
Is our role changing? How does the policeman view |
himself as opposed to how does the community view the
the police? If the»community views him one way, and
he views himself another way, there is a certain éon-
flict here which will cause unrest. He also sees the
tactics of student agitators which you have been talk-
ing about, and racial agitators, and he has seen that
some of these tactics work. He wonders what his
relationship is, and this is a conflict situation.

Now the fourth thing I have there,is, "Union
Activities." We have the problems of unions looking to
get more people, so we have unions trying to get into
police departments because of their own interest. We
have the case of fraternal organizations developing

into unions from the inside, and these are conflict

114




|
|

5 I T N B S e

situations. You get unrest because naturally a labor.
organization of any type, whether a union or P.B.A. or
'.0.P. or whatever, is going to concentrate on the
things which are bothering people, or that they don't
like, so this will develop more conflict and unrest.
The fifth, "Political Considerations' are always there.
There are many areas that you can think of in respect
to political situations. One you've already heard
about in Madison, which probably Herman Goldstein men-
tioned, is a block party where, although it had been
the Chief's policy to handle these things in a certain
way, as a result of campaign promises, the new Mayor
made a policy change contrary to the Chief's policy.
The Chief had convinced the men, let us say, that
this was the right policy to follow. Now the new Mayor
comes in and he swings the policy over. So you have
this kind of example. These are some of the things
which you can be thinking about.

Another‘item (6) concerning the unrest problem is,
"Who is Management?"v There are some people who say
that management as.far as the police are concerned is

the Mayor, the City Manager, and maybe the Police Chief.
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As a matter of fact, there are some police chiefs who
probably feel that they belong more with the men than
they do with the Mayor or the City Manager, etc. There
are people who say that managément is from the Sergeant
up, and anywhere inbetween. So if you take any one of
these people, where should their interest lie? And
this is a source of conflict.

Another big broad area is, "Racial Problems."
We have racial problems within departments, and we have
racial problems coming from without the department. We
have a great push fo? more minority members in police
departments. We have problems with anti—poliée
attitudes on the part of minority groups working on
the men inside. We have the problems of lack of know-
ledge of what the different problems are on either
side. We have the problems of human relations which
is sometimes like waving a red flag in front of a
police group, when you‘tell them you are going to give
them human relations training. And there is '"Discrim-
ination." You have the police attitude toward minority
groups. You've read about that in your reading there.

There's no secret about it. Generally police have been
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very restrictive as far as minority groups are concerned.

Then you have the problem of minority groups within

the department. You have sime conflict here. You take
Washingtbn, D.C. where the black policemen have formed
their own organization because they don't feel they

are getting equality with the rest of the policemen.
This is another source of conflict. I héve, "Press
Relations," down here. You have City Hall's idea of .
how the Press should be handled. You have the Chief's
idea which may be different, and then you have the men,
who may have a different attitude altogether toward the
press. Some of the kindvof attitude that seemed to be'
exhibited in Chicago, if it was, where reporters and
people with cameras were possibly singled out for a
little extra attention. Another area which is develop-
ing more lately because of some of our better Federal
programs is, "Extermal Control." The Model Cities
Program is administered from my department, and talks
about citizen participation. Of course, nobody really
knows to what extent citizen participation is supposed
to go. There are some people who say that they are
supposed to be aware of what's going on; there are

other people who say the citizens should run the
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program. But this is something else. Citizen
participation means that they will have some say about,
or will be concerned with, the things the policemen
are doing in fhe community, and what their policies
are to be. If there are citizen in-puts into a Model
Cities Program which the police department doesn't
like, there is a problem of conflict. As I read

before, in Boston the police organization was’

instrumental in getting them to change their Model

Cities plan becauee this police organization withinvthe
department didn't like the police aspect of the plan.
At least they got a change so this was resolved in this
way. You may have some Model Cities Programs in

cities where it hasn't been changed.

And then as an after thought, I thought about
civilian employees because policemen see civilians
getting benefits right aloﬁg with people outside of
the department who are in unions, and other types of
organizations. They see them as having more rights
with respect to personnel matters, and this is a

source of friction.
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I suppose there are other areas that we could

talk about but this is enough to lay some groundwork

as to why we think some unrest occurs, or which we seem

to think is happening. Then we move in here to a little

bit of what happens here? Does this unrest get to a

point where it is not taken care of on an informal

or some other basis? We get into the idea of unions.

And when I say the idea of a union I'm talking about
the things that are cbaracteristic of the unioﬁ,
rathef than saying that something is a union, and
something is not a union. It doesn't make any
difference as John O'Connor said, what you call it,
you know. He said, "If it barks like a dog and has
four legs and wags iﬁs tail, it's a dog." So the
characteristics of the union are four things that I
can think of, and there are probably more. One is,
you have collective bargaining in terms of wages and
working conditiops in connection with a union. You
have the closed shops, you have the check=~off system,
and of course the right to strike with a union.

Now, it seems to me that some of our police

organizations, such as the P.B.A., have one or more
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of these in connection with their activities. Let

me refer to Neﬁ York City. They have collective bargain-
ing in New York City. The P.B.A. in New York Ciﬁy is
the recognized collective bargaining agent by law.
They also have the check-off system. The check=-off
system means that you take the dues out of your pay.
Now as far as the closed shop is concerned, I don't
know ot any police organization where that is preva-
lent. And of course, the strike is an interesting
thing because generally we all agree that a police
organization should not have the right to strike. And
the right to strike gets into some moral issues as

far as the police are concerned, There was a priest
who wrote a book on ethics in the public service,

and had a chapter on police. He went so far as to

say that the policeman who goes off his post and hideé
or whatever he does is really responsible for paying
back thé money a merchant loses in a burglary, if he
could have prevented it by being there. This thinking
is kind of on a high plane, but if you strike and all
the men go off the street, then there is that scrt ok

moral issue.
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Now there are ways of getting around the right to
strike. We have what Winckoski will call the '"blue
flu" and you have heard of that. In New’York City it
was the Hong Kong flu. Then you have thingé like
summons campaigns - all the way from flooding the city
with summonses to not giving out any summons. So you
say, 'Well, we shouldn't have the right to strike
whenever what we do involves the public interest.”
From that we say public agencies shouldn't have the
right to strike. It brings up the question, wﬁat is
the public interest? Probably in some of your read-
ings there, you have seen that the utility company can
be a public utility company or a private utility
company. You can have street cirs run by the City,
or street cars run by a private organization. If the
street car men are working for a private organization,
they can strike. If they are working for the City,
they can't strike., This is a question to think about.

We also might ask ourselves, would it be useful
to an administrator if the policemen did have the right

to strike? This is a question. We talk about who
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should conduct bargaining? 1In terms of bargaining,
we think of unions but let's not think of unions per
se. Let's think of our own fraterﬁal organizatiéns,
union organizatiéns. Are there bargains that we can
make back and forth between a fraternal organization
and our administrators in terms of getting things
that we want done as administrators, in exchange for
things that they want as a fraternal organization?
Now, it's quite possible that there is some place for
the chief to be in on the bargaining. I mean in an
informal sort of thing. If you get to formal bargai;-
ing, then you are going to have labor organizations
involved and labor organizations begin to sound like
a professional labor guy. Then you are talking about
professional negotiators, so maybe the Chief should
not get involved when it gets into this sort of role.
Winckowski will talk more about that.

I'Ll jump down now to "Grievances." Grievances
can be handled in at least two ways that I can think
of‘offhand. They can be handled on an informal sort

of basis, through the police organization. 1In effect,

this will get the police organization working with the
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administrator. He may find out a lot of things that

he doesn't know about because he is listening to what

they say. Then there may be a formal personnel policy

where it goes through certain steps all the way up

.

to the top. However, if there are grievances, something
has to be done about them, I would think. You havé a
cqnflict now between the civil service system and labor
organization activities because labor organizations
place emphasis on seniority, whereas we talk about the
merit system. We want to promote the best men, not

the guy who has been around the longest. The civil

service system doesn't lend itself well to unions
in this respect.

These are just some of the areas I thought I would
mention in tefms of internal unrest, internal conflicf
and a sort of professional gap between the administrator
and the men inbetween, something to think about -
whether you have these problems or not. How you handle

these things depends on whether you stay informal,

'l EE N

or whether you go, as everybody seems to think we are

N

going, toward formal type labor organizations within

the police department.

123




N I B R I BN B BE T B O EE e

SMALL GROUP "INTERNAL UNREST'' REPORTS

The small group discussion format was followed in
the énalysis and recording of the "Internél Unrest"
area as it had been in the "Séudenﬁ Unrest" phase.
Outlined below-~in the effect, cause aﬁd approach
formét--is a representative compilation of a second

conference's work:
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INTERNAL UNREST

A. FEFFECTS (positive and negative)

1.

6.

Manpower

a. higher salaries, better hours and greater
fringe benefits

b. more involvement in policy making

c. higher losses through resignation and early
retirement

Search for guidance through

a. union organizational activity
b. local and national fraternal organizational
activity

Low morale visible in

a. recruiting failures

b. increased inefficiency

c. unnecessary and uncalled for remarks on two-way
radio

d. decreasing respect for authority

e. personal problems at home

Enforcement slowdown or speedup as seen in

a. blue tlu epidemics
b. excessive absenteeism
c. too much time taken in processing assignments

. Movement away from semi-military police department

concept

a. loss of command authority
b. weak discipline

Polarization
a. effect on efticiency ot goal attainment

b. strite between more militant members of opposing
philosophy
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c. promotes formation of factions and cliques that
result in negative attitudes and morale

7. Police-News Media conflicts resulting in

a. charges and countercharges of news suppression
b. adverse police image portrayed to public

8. Complicatés management problems due to

a. divided loyalties
b. insubordination

CAUSES:
1. Inadequate salary structures

a, fringe benefits not competitive with those in
industry
b. narrow range of pay from bottom to top of grade

2. Job protection deficiencies

politically oriented promotion systems
inadequate rating systems

fear of personal injury :
. excessive civil and criminal liasbility suits

LN oo

3. Activist group actions

a. harrassment at demonstrations
b. excessive unfounded complaints

4, Lack of written policy and rules

a. failure of leadership
b. areas of discretion too large

5. Failure in organization's internal communications
system

a. lack of meaningful dialogue between administration

and operating levels
b. breakdown in "feedback'" needed for evaluation purposes
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c. no response from administrators on their complaints
as opposed to seeming immediate action on complaints
against operational level personnel

6. Lack of public support
a, community anti~police factions the most vocal

and active
b. courts, legislators move too slowly

7. Failure to adopt adequate written disciplinary and .
grievance procedures

! 8. Pressure group: demands

a, political and social harrassment along racial lines
b. internal pressure groups develop

9. Inadequate leadership and direction

10. Failure to involve subordinate ranks in decision-
making processes ‘

11. Lack of recognition for lower level operating persdnnel
C. APPROACHES:

1. Re-evaluating and updating management system in areas
of ' ' '
a. written policies and procedures
b. disciplinary and grievance systems
c. performance evaluation
d. lower level role in decision-making process
2, Training programs to emphasize
a. supervisory/management courses designed to eliminate
existing deficiencies
b. human values and relationships

3. Create internal organization involvement via

a. staff meetings
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b. meetings with employee organizations and department
units by command personnel

¢, newsletter )

d. employee recognition through use of awards and
citations for meritorious work

Establish system for processing complaints, suggestions
and recommendations from operational levels through

a, use ot suggestion boxes

b. patrolman committees

c. training supervisors to handle complaints or
grievances, and bringing attention to outstanding
work

Revitalize internal communications through

a. use of command groups

b. instituting staff inspections to assure feedback

c¢. making commarid persomnnel available to patrol level
for criticism of existing deficiencles as they see
them

d. providing for squashing of unfounded rumors that
affect morale

e. effective use or informal organization network of
communications

Create alternative disciplinary actions

a. permit working on ''days off" in lieu of withholding
wages needed for family purposes :

b. consider disciplinary action against supervisors
for failure to prevent incidents

Wages and working conditions
a. command level take initiative in obtaining good
work conditions and fringe benefits

b. top command should aggressively represent interests
of personnel before governing bodies
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CHANGE, CONFLICT, AND THE RESOLUTION OF CONFLICT

Cﬁange represented the key conceptual Ease upon
which the conrerence hinged. Analyses of student un-
rest or internal organizational unrest facing the
institutions of this country in general, and police
executives specirically, reveals the significance of
the relationship of change to existing problems--its
efrects, causes and approaches. Changes in social
economic and ﬁolitical practices certainly form the
crux of the demands of the student groups in their
pressure tactics being brought to bear upon the uni-
versities. The police executive has found himselt
doubly involved. Not only nas he pbecome a central
figure in the student drive for chanre, through the
resultant confrontation tactics designed to speed
societal implementation ot their demands, but he
finds the necessity for change within the police
organization taking up vast amouncs or his time,
energy and resources,

The police executive on any given day finds
problems on his desk ranging from recruitment needs

and manpower distribution failures, to union demands
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and integration of personnel deficiencies. 1In befween
he will find it neeessary to cope with such problems

as failures and/or deficiencies in communication,
participation in the decision-making process, morale,
training needs, human relations, community relations,
corruption and complaints of malfeasance and misfeasance,
and many "family' type problems. Change is the thread
tying them togeteer in one form or another.

As Ralph Siu stated, "I guess everything in the
world could be subsumed unéer the heading of 'Change,
Contliet, and the Resolution ot Conflict.''" This
was Dr. Siu's opening statement to the conference.

Few police executives present, after analyzing the
areas of student and ieternal organization unrest,
would quibble with the doctor's hypothesis.

Dr. Ralph Siu's in-put talk tollows.
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CHANGE, CONFLICT, AND THE RESOLUTION OF CONFLICT

As far as the police business is concerned, I'm
a complete amateur, having had only four month's
exposure to you Police Chiefs. So, I'm not going to
do any softshoe and try to tell you how to do your
job or anything like that.

The subject the TACP asked me to talk about is
pretty broad. We can subgume every:hing;that ever
happened in the world under "Change, Conflict, 'and the
Resolution of Conflict." Uniess we watch ourselves
when we tackle this kind of broad subject, we could
end up with just one 1ong.ta1k, big wind, and no rain.
On the other hand you have covered two specific
tacticai situations, involving students and your
internal organizationr. You have discussed.these as
thoroughly as could be discussed in two days. If we

don't watch our step in today's discussion, we might

RALPH G, H. SIU, private business consultant; former
Director of National Institute and Associate Administra-
tor, Law Enforcement Assistance Administration; former
Research Associate at Harvard University; Author of
"Microbial Decomposition of Cellulose," '"Radiation
Preservation of Food,'" '"The Tao of Science,' and

""The Man of Many Qualities."
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find ourselves rehashing the same subjects. I would
like to suggest therefore that we assume some middle
ground. _Since you have been dealing with tactics
for the last two days, let us now deal with
strategy which befits a broad subject. What are the
strategic principles you should always have in mind
when'degling with change. Later in the discussions, .
we can take‘up the relationship between a strategic
position and a tactical action. It you maintain a
good strategic position, you always keép your cool.
Nothing rattles you. If you apply a fitting tactic,
you do your thing.

I would like to get the ball rolling by men-
tioning ten strétegic principles involving change,
conflict, and the resolution of conflict; 1'll put

them down as follows:

I. CHANGE
1. Yin-yahg

2. Chinesge baseball
3. N-cushion billiards

I1. CONFLICT
1. Changing pockets

2. No ballg
3. Multiplying interfaces
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ITT., RESOLUTION OF CONFLICT

1. Value optimizing
2. Adaptive centrality
3. Time leverage

Iv, STRATEGIC POSTURE

1, TAT - TAI

The first pfinciple is the yin-yang - the principle
of change. This is a very, very old principle. It
was enunciated 4,000 years ago. The yin and the yang
are abstract terms. Yin stands for one pple and yang
stands for the opposite. Yin is darkness and yang is
light. Yin may be soft and yang may be hard. Whaﬁ
this principle says is that the whole universe is
made Pp‘of the yin and the yang. But, what is more
importaht is that whenever you have a yin, you always
have some yang,'and'whenever you have a yang you |
always have some yin; everything is yin-yang. It says
this: That nothing is pure. There is no pure
establishment in a university, for instance. The
president of & university is not 100 percent establish-
ment. The faculty is not 100 percent pure faculty.

Nobody has 100 percent of the power. The implication

of the yin-yang principle is that everything is
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relativély distributed. At one particular point

.this might be 80 percent yin and 20 percent yang.

At another point it may be 99 percent yin and 1 per-
cent yang. But never 100 percent yin. So you can't
say that you can push a change until it is all
straighténed out 100 percent. It won't ever be all
straightened out perfectly. There is, according to
this principle, no social problem which can ever be
solved, period - like you solve a mathe@atical
problem. Everything is relatively attenuated.
Attenuate a lit#le bit - push a little harder ~ go to
something else before the point of the absblute. This
is the principle of the yin-yang.
ane second principle of "'Chinese baseball" pro-

vides an idea of how things change. How many of you .
have played Chinese baseball before? How many of you
have heard of Chinese baseball? No? Well, it's like
American bagzball - same ball - samé bat - same kind of
players. The pitcher throws the ball ovér home plate
as usual, and the batter stands at home plate as
usual, But, there is one, and only one difference.

That is, after the ball leaves the pitcher's hand
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and as long as the ball is in the air, anybody can

move any of the bases anywhere. Chinese baseball

means that while the game is going on, while the

ball is in motion, all the bases are being moved.

So in change, not onl& are people changing things 
with the rules staying the Same, but they are changing
the rules themselves at the same time. Evén though
the law may be written exactly, in effect, the people
are continually changingkthe interpretation of the
law., The law is not fixed. I'm not saying this is
what they should do or should not do. WhatFI am
séying is these are the old principles which have
governed change since Adam. The second'pfinciple
about change then says: '"Everything changes, the
rules as well as the evenés.“

The third principle about change is ''N-cushion
billiards." As you know, if you stroke ydur cue ball
northeast on the pool table, it goes northwest after
the first bounce; southwest after the second bounce,
southeast after the third, and so forth. If you thiﬁk
that when you move something in a given direction it

is going to stay in that direction, you are dead wrong.
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The ball reverses itself continuously. The better'a
player you are, the greatér the N you can play in
N-cushion billiards. Most people can play with

only N equals one. They can see something if it
comes straight at them. But, if it comes off the
first cushioh, they've missed it. A bounce off the
second cushion is something beyond their imagination.
Willie Hoppe c;n keep that ball going around ten,
fifteen cushions. The important thing to remember
is: Decide whaf N you are playing. Are you playing
an Nkcushion of one, with this pafticular action you
are taking, an N of two, or of ten. And what is the
other fellow playing?

Now, we come to-"Conflict." The first principle
of conflict is "Changing pocketé." This I got from
Gertrude Stein.' When someone askéd her, "Tell me
something about money,'" Gertrude replied,."There is
nothing complicated about money. The money is always
there, you know. Only the pockets cnaﬁgej" In other
words, everybody agrees that we should follow the

word of God; all the religions believe that. The only
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argument is, in whose Bible is the word of God to be
found. Both capital and labor agree the company
should make modey. The question is, in whose pockets.
should what share of it go, and how ié it to be
decided? The students and Professors agree the
uniﬁersity should be improved. The quesfion is:

According to whose estimation and under whose

| guidance? The question of conflict is therefore

not one of abstraét ideals that ﬁe'd like to think
about. We would think that certain conflicts are
abstract ideals. The big question is: Whose ideals;
yours or miné?‘ |

"No béil&" is taken from the behévior’éf a group
of rookies at épring football practice who wanted to |
get on the firstﬁteam. They were very eager to
practicg; eager to get on with the game. One of
them said, "Let's scrimmage." And he kept yelling,
and kept yelling. lFinaliy, jim said, "Joe, we can't
scrimmage right away, not right now." .”Why not?"
"Welié we don't have a football." Wﬁeréupon Joé.
éaid, "The hell with tﬁe footbali. Let's get on with

L
the game." What this "No ball" principle means is
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that ybu don't need a ball to play a game. You
don't need an issue to start a riot and sustain the
fracas, if the conditions are right. If you have
twenty-~two fellows milling around in a field and the
condiﬁions are right there is always someone on the
sidelines who will go get a ball from the locker
room and give it to them. Then, they'll have a
ball and a real ball game. S5o we must remembef‘that
at the beginning of a conflict, the presence of a
specific and real tactical issue may not be important
at all, if the social éonditions are.conducive. Some~
one else will provide an issue. Not only that -
the issue provided will also bring along a flock of
followers. Of course, if the social conditions are
not conducive, the movement will peter out. The
people will say: '"These characters have no ball,
they have no issue, you can forget it."

Next, the "Multiplying interfaces." This, I
think, is particularly important in the urban situation.
A person by himself doesn't do anybody any harm, ox |

any good. It is when he comes in contact with some-
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body éise that this occurs. The question is when
you raise the pppﬁlation from 3 to 4 for example, how
does the number of interfaces go up? 1If the popula-t
tion i1s increased 25 percent from 3 to 4, the number
of interfaces doesn't go up 25 percent but over

300 percent, something like 3 to 10. This means

your potentiel workload as a police department goes
up 300 percent instead of 25 percent. Now, in the
old days, A, B, and C might be one family, and

the father of that family speaks for the whole clan.
The number of interfaées did not go up as fast in

the old days when you had families, clans, and an
ordered society. Today where every individual ﬁore
likely acts fbr himself, you get closer to this
theoretical increase in interfaces in practice.

So, this is one of the sources, one of our chief
reasons, for increased conflict in urban settings.
Even if our people have higher morals, the number of
crimes committed per hundred thousand people will
still go up beéause the number of interfaces has gone

up tremendously. However, the number of crimes per
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hundred thousand interfaces should not go up if our
pe0pie are increasing in morals. |

We now come to the "Resolution of Conflict."
The firSt principle is "Value optimizing." This is
a straight forward measure of deciding whether you
are winning or losing. Basically, it is like this:
1f youfre in contest with somébody else, whether you
are wiﬁning or losing is not determined by whether
you beat the other guy or not. It's determined by
whether you have increased your wealth in what you
value. If what you value is beating up the other
guy, of course, you're winning if you beat him up.
However, if whaﬁ you value is making a million
dollars, and if you can make a million‘doliars by
losing to him, you win that particular fight if you
lose to him. But, if you make a million dollars in
not fighting him, then don't. If you gain the million
by beating him up, then of course, beat him up.

If you are out to resolve a conflict, you have
to be clear on this score. Am I trying to increase
my prestige, my pocketbook, or my son's future? You

should never sacrifice your strategic value by winning
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in terms of the other fellow's value. Even though
it mighﬁ make your image look better in his eyes,
actually you are losing. This is where we have a
schizophrenic attitude on life here. We're so
conscious of what the other guy thinks of us,

that when the other guy has a value system different
from ours, we Wént to increase in our own value sys-
tem, and at the same time increase in his value
system because we want him to think well of us.

This just won't work. So we get hung up.

Next is "Adaptive centrality." You hear this
quite a bit in politics when they ére saying, "'So and
so pre-empted the middle."” That is, President Nixon
in the last election pre-empted the middle, so they
say.b Or, he tried to get the middle ground. The
middle ground per se is not as important as standing
at the fulecrum of the see-saw of contending forces.
The old saying'goes, "Always maintain a mean of cen?_
trality so that you can be in contact with the four
corners of the universe." This (referring to his

illustration on the blackboard) is just a single seesaw.

In real life you can have an infinite number of seesaws.
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Now, if you are to resolve a conflict, there's ohly
one optimal where you have to be. You can;t be in
the extreme. You must be where the fulcrum is. .
Nexﬁ, "Time leverage.' As we mentioned in
connection with multiplying interfaces, the Police
Chief will never receive the resources to take care
of the increasing number of interfaces. Appro-‘
priations don't come that quickly. Even if you can
get many more policemen on your force, they them-
selves will increase the interfaces. And, who is
going 'to watch the interfaces of the interfaces.
There the Chief will have to use various leverages
through more sophisticated management, greater
knowlédge, better equipment, and all that. At this
time, I would like to bring up juSt'one of them - the
leverage of time. This is a very subtle one and
difficult to exercise. But it is very effectivg.
However, the greater use you make of the leverage
of time, the less will some people give you credit
for being a good Chief. This is because they won't

recognize your achievements, since you are doing

142




3

it so far ahead of them. But you:will derive great
persénal satisfaction.

As a specific example, in the yéar 1266, Kublai
Khan aéked Marco Polo to ask the Pope to send one
hundred scholars to teach him and his court about the
Seven Arts. The Pope felt, there is no point in
wasting his learned people over there in that heathen
court. So he kept them at home. As you could see,
if he had just sent thoée hundred people, there is no
question the world would be completeir different
today. Froﬁ the standpoint of Christianity, the Pope
missed the greatest opportunity in exercising the
leverége of time.

Having looked at these nine strategic principles

of change, conflict, and the resolution of conflict,

how do we summarize and say: 'This is the position;

this is the frame of mind a good Chief should have."

What should be his overall strategic posture? This
has been abbreviated as IAT-TAI.
IAT stands for the ''Instantaneous Apprehension

of the Totality." "Instantaneous' means that you
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grasﬁ all of those nine principles plus all others in
the instant. In other words, when I strike this
table (Bang!) the noise does‘not wait for a lot of
discussion, theofizing, and computers before 1ssuing
forth. If you are going to act, you immediately and
instantaneously apprehend all these things in your

| ‘ intuitional mind. Note the word "apprehension,"

instead ot "comprehension."

Tao philosophy stresses
the charactér'of having a éut'feeling about a situation,
rather than a book learning or thinking analysis.

If you stop to think, you really don't have it. You
might have in yoﬁr mind, only. Like 0.J. Simpson.

If he stops fo think whether he should swivel his
hips to the right or left when the defending itackle
lunges at him, 0.J. isn't going to make it. It must
be part of him, What Tao philosophy stresses is that
you should not attempt to verbalize these things.

The sooner you forget about what you call it - the
quickef it gets into the intestinal part of yourself
and into your belly, the better it is,

"TAI" means '"tactically act in the instant."

The Taoist say '"Do not separate theory from practice."
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He does not believé in abstract philosophy or abstraét
psychology. You are a psychologist if you act. An
abstract theory separated from the action doesn't

give you any enlightenment - it gives you a book,

it gives you a paper. So, tie these two things
together so that you instantly know the pitch of the
situation. You continually keep your cool, and act
instantly. This is the mark of a wise man. It is

the characteristic of the great Chief.
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SMALL GROUP "CHANGE, CONFLICT AND RESOLUTION OF CONFLICT"
REPORTS

The small group discussion following Dr. Ralph Siu's
1n-put talk differed from the prior two day's format.

The effect, cause and approaches design was varied in

order to cope with this less structured topic.

The group discussion and reporting assignment read
as follows:

What specific examples can you come up with

which illustrate the strategies of change and

conflict? Develop three of the principles

in terms of police incidents you have experi-

enced. For example, in which incident was

the "n-cushion," "yin-yang," or "Chinese

baseball," principle appllcable

Listed below are a representatlve sémple_oflinci-

dents selected by various conferees to illustrate their

interpretation of Dr. Siu's strategies.

146




"

CHANGE, CONFLICT AND RESOLUTION OF CONFLICT:

Yin-yang principle: emphasizes nothing is all

right or all wrong, that is, n0thing is pufe; there

are only degrees of certitude and these are con-
stantly shifting. One conference member illustrated
this principle by citing an incident wherein an SDS
group sought to march on the local court house to
bring attention to a trial of one of their members.

The group was accompanied by ofner leftist and right-
ist groups, plus Wallace adherents. The individual on
trial was convicted., At this point a peace vigil was
decided upon by the group camped in the park opposite
the court building. The law fead that after midnight
no one was allowed its usage. To prevent escalation
and put down any effects of confrontation with the
police, the police Commissioner issued an order stating
the police would not arrest anyone as long as they re-
mained peaceful. ©No trouble resulted and accolades
followed from the citizenry when the incident was over.
The police could have insisted on following the "letter
of the law" but instead came to the conclusion that‘tne

situation called for a shifting of value standards and
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it made more sense to interpret usage of the park as
legal and not illegal. Following the yin-yang prin-
ciple, this procedure acknowledged that’it would be
troublesome to insist on a strict interpretation of
the law. In other words, trouble was avoided by
recognizing that the law may not always be 100
percentbright.

N-cushion billiard principle: demands the

police official be capable of adapting strategy similar
to that of the billiardist. In n-cushion billiards,
tne player banks his shot off two, three or four
cushions to obtéin his desired result. The police
officer must utilize this same tlexibility to attain
his ends. One of the police officials related the
principle to successful prosecution of the members

ot a gambling‘ring. Despite numerous arrests, every
attempt to obtain conviction on a gambling charge in
court was defeated. However, the next arrest was
accomplished with the primary objective of seizing
records. The records were turned over to thé‘Treasury
Department's income tax people. A conviction was ob-

tained and that was the last of that particular gambling
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ring. The n-cushion principle dictated the needed
strategy to attain the real objective-~successtul
arrest aﬂd prosecution. This prihciple is essen-
tially a method of attaining objectives indirectly.
In this case, the 'cushion" was the records.

No ball principle: stresses the fact that, if

the situation is right, a ball will be found to

1

"nlay the géme,‘ i.e., someone will find a jﬁstifi-
cation for the éction that follows. As reported by
a member ot the conterence, his example involved a

state college incident. The police h;d infiltrated
the local SDS organization and obtained information

of confrontation planning. But, at the time, no

reason existed upon which to base an action. None of

the SDS group could agree upon a grievance that would

be backed by the majoricy ot students. This situation

existed up to the day before the confrontation was
scheduled to take place. The college administration
then unﬁictingly turnisned the ball. A sculpturist,
about to receive his degree, was presentiﬁg material
of a sex-based nature. The public display was a re-

quirement. Upon learning the nature of his exhibit,
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the school administration refused to allow the showing.
The Sbé now had their issue., The confrontation took
place and the police had to make a number of arrests 
As Dr. Siu stated, it a situatioﬂ is ripe, sooner or
later someone will find a "ball."

Chinese baseball principie: reflects the fact

rules are made but not necessarily followed, i.e.,
agreements are arranged but in real life'situationé
they are otften ignored, especially in stress éonditiopé.
The example given of this principle revolved arqund‘an
annual college student community invasion. Based upon
a lack of facilities a pool arrangemént was made with
the TV media péople. Part of the agreement included
limitation upon TV usage at night where large groups
were involved. A number of other facfors also figured
in the agreement pact. But, when the students began
arriving, the media people changed the operating pro-
cedures; the bases were changed as the gaﬁe was going
on. Baseball, Chinese or otherwise, is a good game
when it is played according to well-established and
carefully followed rules. Chaos would result if cne

team follows its rules and the other team follows
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rules which it is changing all the While the game is
going on. 1If the police are following the legal rﬁles
of procedure and rioters are making.their own rules
which they change as ﬁhey see fit, the rule of law

in a society becomes meaningless. 'In this case, the
TV people changed the rules which made it a new ball

game,
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RE-ENTRY - PHASE

The Ihursday, p.m. session was deéigned_as a
"re-entry" phase, i.e., the participant would pre-
éent an application he intended to make, upon re-
turn to his department, of an idea, technique, policy,
procedure or action alternative obtained from his
peers at the conference. As in prior wdrk, tne con-
ferees' plans, formulated in small group session, were
presented to the total conference group tor discussion
and analysis.

Listed below is a representati&e selection of
the points brdught out by one of the conference

groups.
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RE-ENTRY

To introduce department operational changes needed
to successfully cope with crime complexities
created by:

a. sup-housing tacilirties

b. deticiencies in the education system

c. unemployment rates due to disadvantaged persons'
occupation limitations

d. scnool dropouts

Rebuild communication systems responsible for organi-
zation deticiencies due to:

a. inadequate feedpack

b. lack ot control mechanisms for handling false
TUmors

c. failure to utilize the department's informal
communication system (grapevine)

d. lack ot printed house-organs

Immediate institution of plans for suppressing campus
violence by coordinating police tactics and strategies
with university and high school

a., administrators
b. faculty
c. student groups

Creating adequate administrative processes ror

a. handling grievances and complaints of all personnel

b. building etticient system for handling disciplinary
actions

c. meeting demands or department unions and benevo-
lent associations before they become controversial
issues or destructive morale tactors

Review ot existing policies and procedures with view

toward raising efticiency levels of both administra-
tion and field operaiions or the department
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6. Stress training through 1mp1ementat10n of needed
in-service programs for

a. front line personnel

b. supervisory levels
c. command personnel
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MEETING WITH THE U.S. ATTORNEY GENERAL

Friday, a.m. sessions were allotted to a meeting

with U.S. Attorney General John N. Mitchell. The dis~

cussion at these meetings revolved around the programs

being or already instituted by the Justice Department.
At the end of his presentatioﬁ, which was preceded by
a general survey of the LEAA program by Administrator
Charles Rogovin, the Attorney General fielded ques-v
tions and sought information from the police execu-
tives. Undoubtedly, the major item here was an ex-
change of meaningful information sought by both
parties involﬁed.
FINIS

The program cycle was completéd at this point.
The stage was set for the next round of conferences.
Few police executives, in their critique analysis
of any of the six conferences failed to mention their
desire for a followup to the 1969 Police Executive
Conferences.

The Iﬁternational Association of Chiefs of Police
in conjunction with the Department of Justice, with

the twin demands of time and circumstance ominously
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present would take on few more significant tasks than
this one-~-seeking courses of action to'steﬁ,potential
anarcny}and dissolution ot the police insfitutién, both
of which constitute dire threats to the welfare ot the

country.
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APPENDIX "A"

Listing of Conference Participants by session number
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SESSION I
(May 11-16, 1969)

Group A;

Chief J. T. Alley, Lubbock, Texas

Superintendent Allen H. Andrews, Peoria, Illinois

Detective Insp. Robert Finn, Minneapolis, Minnesota

Chief of Patrol John P. Knox, Los Angeles County
Sheriff's Office, Los Angeles, California

Chief John F. O'Connor, Syracuse, New York

Captain Louis Schwartz, Atlantic City, New Jersey

Group B:

Sheriff Lucius D. Amerson, Macon County Sheriff's

Office, Tuskegee, Alabama
Superintendent Robert Anderson, Grand Rapids, Michigan
Sheriff Michael Canlis, San Joaquin County, Stockton, Cal.
Asst. Chief M.E. Cook, Seattle, Washington
Actg. Deputy Chief James A. George, Trenton, New Jersey
Chief Henry E. Lux, Memphis Tennessee ‘

Group C:

Chief Harry A Guenther, Oshkosh, Wisconsin

Major Kenneth A. Nash, Oklahoma City, Oklahoma
Chief Charles F. Pegg, East Lansing, Michigan
Deputy Supt. James M. Rochford, Chicago, Illinois
Deputy Chief Insp. James Taylor, New York City
Chief Harry Whiddon, Akron, Ohio

Group D:

Deputy Chief James N. Deem, Bakersfield, California
Lt. Col. Paul M. Denham, Miami, Florida

Inspector Raymond L. Hoobler, San Diego, California
Captain Kenneth E. McDonald, South Bend, Indiana
Chief Justus M. Tucker, Winston-Salem, North Carolina
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SESSION II
(May 18-23, 1969)

Group A:

Exexutive Officer Harold W. Barney, Dade County Public
Safety Department, Miami, Florida

Paul E. Blubaum, Director, Public Safety, Patérson, N.J.
Chief William L. Durrer, Fairfax County Police, Fairfax, Va.

Captain Nicholas Fratto, Cambridge, Massachusetts
Chief William K. Hanger, Pontiac, Michigan
Chief Paul A. Shaver, Albuquerque, New Mexico

Group B:

Deputy Chief Joseph B. Kelly, New Britain, Connecticut
Chief Merrell R. Kirkpatrick, Wichita, Kansas

Chief Rocky Pomerance, Miami, Florida

Chief Joseph E. Rooney, Sacramento, California

Chief George L. Seaton, Denver, Colorado

Chief Harvey Shirley, Champaign, Illinois

Group C:

Sheriff Dale Carson, Jacksonville, Florida
Commissioner George W. D'Artois, Shreveport, Louisiana
Deputy Chief W. F. Dyson, Dallas, Texas

Chief Inspector James J. McNamee, Philadelphia, Penn.
Commissioner. Donald M. Pomerleau, Baltimore, Maryland

Group D:

Captain Leo Callahan, Fort Lauderdale, Florida
Chief G. H. Kleinknecht, Huntington, West Virginia
Deputy Chief Ralph G. Kortz, Long Beach, California
Chief Gus 0. Krausse, Brownsville, Texas

Chief Delbert E. Peterson, Rockford, Illincis

Chief William B. McClaran, Benton Harbor, Michigan
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SESSION III
(June 1-6, 1969)

Group A:

Deputy Chief Earl Burden, Columbus, Ohio

Chief Clarence M. Coster, Bloomington, Minnesota

Inspector George A. Edwards, Flint, Michigan

Chief Thomas L. Houchins, Criminal Division, Almeda
County Sheriff's Office, Oakland, Calif.

Chief Harry C. Huskisson, Knoxville, Tennessee

Captain Richard Leinbach, St. Petersburg, Florida

Chief William M. Lombard, Rochester, New York

Group 3:

Chief Edward O. Bauer, Baton Rouge, Louisiana

Sheriff Malcolm E. Beard, Hillsborough County Sheriff's
Office, Tampa, Florida

Asst. Chief Inspector Michael J. Codd, New York City

Deputy Chief Robert A. Houghton, Los Angeles, California

Chief Derold W. Husby, Lansing, Michigan

Col. Wilson E. Speir, Texas Dept. of Public Safety,
Austin, Texas

Major David Walsh, St. Louis, Missouri

Group C:

Chief Richard A. Anderson, Omaha, Nebraska

Chief George W. Bisch=zl, San Antonio, Texas

Asst. Chief Raymond J. Egan, Jr., New Haven, Connecticut
Chief Jacob C. Goudman, Chariotte, North Carolina

Chief W. D. Joiner, Gainesville, Florida

Chief Walter E. Krasny, Ann Arbor, Michigan

Chief R. E. Brians, Little Rock, Arkansas
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SESSION 1V
(June 1-6, 1969)

Group A:

Chief Joseph E. Bugenske, Saginaw, Michigan -

Chief Thomas J. Cahill, San Francisco, California

Chief Earl L. Chokiski, El Paso, Texas

Deputy Chief Robert J. Duck, Toledo, Ohio

Chief James G. Littleton, Tampa, Florida }
Inspector Christopher P. Quinn, Nassau County, Mineola,
Asst. Chief L. E. Reed, Jr., Pine Bluff, Arkansas

Group B:

Chief Frank S. Duling, Richmond, Virginia

Chief Dean A. Fox, Kalamazoo, Michigan

Major Robert E. Goodwin, Raleigh, North Carolina

Chief Leroy C. Jenkins, Racine, Wisconsin

Inspector John A. McAllister, Los Angeles, California
Deputy Commissioner Ralph Murdy, Baltimore, Maryland
Captain Daniel J. Shea, Jr., Springfield, Massachusetts

Group C:

Chief Frank J. Burnosky, Canton, Ohio

Chief Paul B. Calhoun, Greensboro, North Carolina

Deputy Chief L. M. Kast, Fresno, California

Lt. William W. McCutcheon, St. Paul, Minnesota

Major Thomas M. O'Brien, Connecticut State Police,
Hartford, Connecticut

Chief Eugene M. McGovern, Chattanooga, Tennessee
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SESSION V ,
(June 8-13, 1969)

Group A:

Major Forrest W. Garrison, Kansas City, Missouri

Lt. George Halverson, Mlchlgan State Police, East Lan91ng
Chief Robert M. Igleburger Dayton, Ohio

Chief John B. Layton, Washington, D.C.

Chief Stephen T. Nestor, Jersey City, New Jersey

Chief Richard Runyan, Corpus Christi, Texas

Group B:

Lieut. Dale Allen, Eugene, Oregon

Captain Felix Bradley, Virginia State Police
Inspector Patrick J. Ford, California State Patrol
Commissioner Johannes Spreen, Detroit, Michigan
Sheriff Edward Stack, Broward County, Fort Lauderdale, Fla.
Asst. Chief Stanley Topper, University City, Missouri

Group C:

Major Chief John R. Colister, Maryland State Police
Chief Leonard L. Landis, York, Pennsylvania

Major Charles W. Litkey, Madison, Wisconsin
Captain Anthony Lombardo, Waterbury, Connecticut
Chief Wendell Nichols, Des Moines, Iowa

Captain Charles G. Rosemond, Durham, North Carolina
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SESSION VI
(June 8-13, 1969)

Group A:

Commissioner Frank Felicetta, Buffalo, New York
Chief Patrick Gerity, Cleveland, Ohio

Lt. Col. John I. Grosnick, Pennsylvania State Police
Deputy Chief Elmer L. Klein, San Jose, California
Deputy Chief Richard H. Newton, Phoenix, Arizona
Captain Robert A. Wilbur, Columbia, South Carolina

Group B:

Chief William Bauer, Beaumont, Texas

Chief Armand J. Chimenti, Erie, Pennsylvania
Chief Wilbur Emery, Madison, Wisconsin
Chief Robert B. Murphy, Richmond, California

" Superintendent John F. Nichols, Detroit, Michigan

Captain Clyde Vasconcellos, Illinois State Police,
Springfield, Illinois

Group C:

Chief William Dee Blake, Chapel Hill, North Carolina

Chief Don Derning, Winnetka, Illinois

Deputy Supt. Albin Johnson, New York State Police,
Albany, New York

Chief Donald McNamara, Portland, Oregon

Deputy Chief Sam Nolan, Chicago, Illinois

Major S. S. Smith, Jefferson City, Missouri State
Highway Patrol

Chief John Tuffey, Albany, New York

163




il B 3B mN

APPENDIX "'B"

24 hour Conference subject cycle breakdown
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1:00 p.m.
1:30 p.m.
1:45 p.m.
2:30 p.m.
3:15 p.m.
3:45 p.m.
4:30 p.m.
6:00 p.m.
7:00 p.m.
7:30 p.m.
8:15 p.m.
9:00 p.m.
9:05 p.m.

Reading assignment (relating to subject matter
to be discussed)

Small group discussion of assigned reading material
General Se§sion.convenes
1. In-put speakers (would change each subject cycle)
a. Professor Herman Goldstein
b. Dep. Chief Inspector Lloyd Sealy
2. Five minutes break between two in-put speakers'
presentation enabling conferees to discuss
and formulate questions to be posed to speakers

Question and answer period

Coffee break

‘Small group assignment (generally consisted of de-

fining problem and existing effects faced by police,
schools, administration and students)

Small group reporters file work with staff for
analysis

Supper hour

Reading assignment (related to broadening knowledge
of discussion material)

Reconvene in general session. Small group re- .
porters present group reports to general body

Discussion of effects and causation factors of sub-
ject area between in-put speakers, conferees, and
amongst conferees presenting resources to draw upon

End of session (for the scheduled format of any
given day of the conference)

Advisory committee meeting with staff (here a
critical analysis of total program and logistics

~would evolve. Staff would take necessary steps

to make needed changes or adjustments called for
by committee members)

10:00 p.m. End of Advisory Committee meeting
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(The following morning program phase continued until noon.
At that point, the next subject cycle would begin)

10:

10:

11:

12

100

:30

: 00

115

30

45

30

00

a.m,

Noon

1:00 p.m.

Breakfast

Reading assignment (designed to stimulate and
broaden area under discussion)

Small group discussion of reading assignment
Discussion of causation factors of subject area
between in-put speakers--who gave presentations
the prior afternoor--and the conferees '
Coffee break

Small group assignment--generally consisted of
stating solutions to problems as a follow-up of
analysis of the earlier findings of effects and
causation by the various small groups
Presentation of small group solutions to general
session with final summation by in-put speakers
or conferee resource analysis

Lunch hour

(Cycle would begin again with another subject

area as the basic focus of discussion and analysis)
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