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The Commonwealth of Massachusetts

LETTER OF TRANSMITTAL TO THE
SENATE AND HOUSE OF REPRESENTATIVES

To the Honorable ‘Senate and House of Representatives:

GENTLEMEN: — The Legislative Research Council submits
herewith a report prepared by the Legislative Research Bureau
relative to the subject maltter of current House document numbered
3745, pertaining to the establishment of a procedure for promotions
within the uniformed branch of the State Police in the Department
of Public Safety. 'I‘hrs repox‘t was requlred by an unnumbered
joint order adopted by the two branches of the General Court on
May 10 - 11, 1965.

The Leglislative Resea:mh Busreau 1s hmll*ted by law fto “statistical
research and fact-finding.” Therefore this repor*t contains factual
material only, without recommendations. It does no't niecessarily
reflect the opinions of the underslgned members of *ﬁhe Legislative
Research Council.

Respectfully éubmi*tte'd,

MEMBERS OF THE LEGISLATIVE
RESEARCH COUNCIL:
SEN. MAURICE A DONAHUE of Hampden,

Chairman
RepP. CHARLES L. SHEA of Quincy,

Vice-Chairman

Rep. STEPHEN T. CHMURA of Holyoke

Rep. JAMES F. CONDON of Boston

Rep. DAVID M. BARTLEY of Holyoke

Rep. SIDNEY Q. CURTISS of Sheffield

Rep. HARRISON CHADWICK

: : of Winchester

SEN. STANLEY J. ZAROD of Hampden
- SEN. JOHN F. PARKER of Bristol

SEN.'ALLAN F. JONES

of Cape and Plymouth
ReP. PAUL A. CATALDO of Franklin
Rep. BELDEN G. BLY, Jr. of Saugus
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Tl Comutonwealth of Massachusetts

LETTER OF TRANSMITTAL TO THE
LEGISLATIVE RESEARCH COUNCIL

To the Members of the Legislative Research Council:

GENTLEMEN: — The unnumbered joint order of May 10 - 11,
1965, reprinted on the inside of the front cover of this report,
directed the Legislative Research Council to study current House
document numbered 3745, relative to establishing a procedure for
promotions within the uniformed branch of the State Police in
the Deparitment of Public Safety.

The Legislative Research Bureau submits such a report herewith.
Its scope and content have been governed by statutory provisions
which limit Bureau output to factual reports without recommenda-
tions. The preparation of the report was the primary responsibility
of Daniel M. O'Sullivan and James Hugh Powers of the Bureau
staff.

Grateful acknowledgment is made for the generous and valued
assistance of Public Safety Commissioner Richard R. Caples; State
Police Executive Officer Lit. Col. Thomas D. Murphy and his staff ;
Professor Robert Sheehan of the Northeastern University Depart-
ment of Law Enforcement and Security; the Federal Bureau of
Investigation; the U.S. Secret Service; the International Associa-
tion of Chiefs of Police; and the legislative research agencies, state
police and state hiighway patrol authorities of other states, which
cooperated in 'this study.

Respectfully submiitted,

HERMAN C. LOEFFLER,

Director, Legislative Research Bureau.

The Commuonwealthy of Massachusetis

STATE: POLICE PROMOTIGNS

SUMMARY OF REPORT
Origin and Scope of Study

This document discusses the promeotional procedure of the uni-

formed branch of the Massachusetts State Police. In addition,
the report devotes considerable attention to related legislative deve-
lopments, the organization of the umiformed branch, its recruit-
ment methods, alternate ipromotional procedures and the proce-
dures used in certain selected state police units and federal law
enforcement agencies to choose their personnel and to make promo-
tions. :
This study originated from ‘the laction 'of a party caucus of the
Massachusefts Senate calling for additional data 'on a pending leg-
islative bill revising the ipromotional procedures of the Massachu-
setts State Police. Subsequently the General Court directed this
study of the pending proposal.

The Senate has approved another resolve creating a special com-
mission to 'make recommendations on this issue in the near future;
the House has not yet taken similar action.

Organization of the Massachuseits State Police

Historical Development

The Massachusetts ‘State Police is the -oldest state law enforece-
ment unit in the United States. Created in 1865, it was made re-
sponsible (a) for the enforcement of the State Prohibition Act, (b)
for the suppression of vice and gambling, and (c¢) for the mainten-
ance 'of ‘order at political iand ‘anti-slavery meetings after the Civil
War. Subsequently, it jwas also entrusted with the enforcement of
labor laws, with oversight 'of industrial and public safety requlre-
ments, and with wvarious other non-pelice functions.

With these added responsibilities it lost its efficiency as a pohce
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organization, but the General Court refused to adopt a recess com-
mission report recommending its abolition in 1917. Around this
{ime the need (of @ mew type of police force was developing. The
advent of the automobile ‘was spurring an increase in criminal ac-
tivity and made the policing of rural areas more difficult. From
these conditions stemmed the uniformed branch of the State Police
which was established in 1921.

Presanf Status

The Commissioner of Public Safety is the chief iexecutive officer
of the State Police and is responsible for the operation jof both its
uniformed branch and detective division.

The uniformed branch started with an original nucleus of 50
men and has increased fto a current agency containing 603 officers.
It operates as a semi-military organization, governed principally by
rules and regulations, and is not subject to either the Civil Service
law or many of the administrative checks that regulate other
state agencies. Personnel is distributed among (a) ten bureaus
which perforim specialized functions, (b) a headquarters command,
(e) a training lacademy, and (d) 31 field stations. In addition, a
few men are assigned to special duties serving state constitutional
officers and the district attorneys throughout the Commonwealth.

The comparatively small detective division consists of 52 men —
all either Captains or Lieutenants. Its work consists of criminal
investigations, and fire prevention and related activity. Unlike the
uniformed branch, appeintments to and promotions within, the
detective division are governed by civil service statutes and regula-
tions.

Recruitmeni By The Uniformed Branch of State Police

Service Enirance

- The reputation of {the Massachusetts State Police, its para-
military environmerit, the diversity and challenging nature of its
work, and good pay -~ all combine to stimulate the 'enlistment of
young men. Of importance also is 'the liberal retirement program
which provides for retirement at an early age that permits the
retiree to 'commence a second career.
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To qualify as an applicant to the uniformed branch, he must be:

. Between the age of 21 and 29;

. A citizen of the United States;

. A resident of Massachusetts;

. Of good moral character and reputation;

. Of a minimum height of 5°9” and of 150 pounds;
. Holder of a Massachuseits driver’s license; and

. Able to swim 50 fyards.

aZ O QU b L0 00

Written Examination and Physical Test

Applicants for admission to the corps are subject to both written
and oral examination and to a ‘physical test. As the basis of its
written examination the State Police for many years used the
entrance examination for admission to the University /of Southern
California. Since 1964, however, the Public Personnel Association
has prepared this test. At present, such questions are correlated
toian IQ of 110, and are designed to determine the general educa-
tional qualifications of the iapplicant in relation to possible police
situations. The former passing mark of 709, has been raised to
75%. It may be raised .even higher when a considerably greater
number of men qualify with at least that minimum mark and
hence a greater number of men become available than are required
by the immediate personnel needs of the branch.

Physically, each applicant is given a general medical examination
and must also pass an agility test, e. g. rope climbing, which was
introduced into the recruitment process for the first time in 1964.
However, the Commissioner has authority to waive the physical

_ requirements.

Oral Interview Bodrds

Each applicant has his background and qualifications subjected
to investigation among his neighbors, employer, his associates, and
other public sources. If the findings are favorable to the candidate,
he must then appear for oral questioning by the members of a
board composed of four Captains, with the Commandant of the
State Police Academy serving in an advisory capacity. This board
was first used in the 1964 recruitment pregram, having been deve-

TN T Ty e A T R TR T e
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loped from the recommendation of an industrial perso.nel con-
sultant. The board has broad latitude in its questioning of the can-
didate who must obtain a mark of 709, from this screening to
qualify for another oral interview conducted by the Commissioner’s
Board, which usually consists of the Commissioner, Executive Of-
ficer and the Adjutant.

Recruit Selection for Admission to Police Academy

Each applicant receives a final mark based on his written ex-
amination iand oral interviews, and, if that mark is of passing
grade he is eligible for certification for admission to the Police
Academy. These admissions should be made according to the top
qualifiers on the list, but there has been considerable criticism to
the effect that political intervention has brought admission of some
qualified applicants in advance of other applicants with higher
marks justifying early consideration. Such political sponsorship
is defended -on the basis that any applicant who has succeeded in
making the list has demonstrated the potential for enlistment.

After members of the new class to attend the Academy have been
designated, the roster remains in force for about a year, although
the Commissioner may extend it beyond that period. This class is
limited to 50 members by statute, and in the 1964 recruitment pro-
gram was selected out of 1,500 approved applications.

Academy Training

At the Police Academy the intensive training course.covers 14
to 15 weeks, depending on size of the appropriation voted by the
General Court. The recruits attend both day and evening classes
given by the seven-member faculty of State Police officers with
the assistance of over 50 guest lecturers. Class quizzes are frequent.
Weekly examinations are followed by both mid-term and final
examinations, the latter require a passing grade of 709,.

A weekly evaluation report is prepared by the iaculty for each
trainee; in addition, squad members rate one another and submit
their findings to the faculty.

If an acceptable final passing mark is achieved by an applicant
upon completion of the course, he is recommended for enlistment

=y
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in the uniformed branch. At least 909, of the class is so recom-
mended and all of t+ members of some classes have been approved.
Enlistments are for two-year periods; by law the enlistment period
may not exceed three years. Each new trocper serves an initial six-
months probationary period during which he may be summarily
expelled, if found unfit for the branch. During his service up to six
years, when he acquires tenure, he may be discharged only after
a trial. Tenure gives the officer the right to appeal both a trial
board verdict and the Commissioner’s decision to the district court.

Uniformed Branch Promotions

Promotions within the uniformed branch are governed by agency
rules and regulatiorgé. The procedure is subject to two basic rules:
(a) for all commissioned oﬂiceﬁ; the Commissioner is the sole ap-
pointing authority without restriction, and (b) for mnon-commis-
sioned officers he is free to accept or reject recommendations made
by the troop commanders from the grades just below the rank

for which openings exist.

Politics in Promotions

Up to the present decade, promotions in the uniformed unit ap-
pear to have been made on merit. In recent years allegations have
been quite frequent that poliiicai sponsorship has become a prime
consideration for advancement. Subject to particular criticism on
this score has been the escalation of members who have served as
aides to governors and to other constitutional /officers, and the
creation of additional positions to reward political favorites.

Legislative Proposal

To correct this situation, three legislative proposals were intro-
duced in the present session establishing various requirements for
making police promotions. These proposals have been merged in
a redraft (House, No. 3745) which provides for a total mark based
on the following weighted criteria: (a) a 19, credit for each year
of service up to a maximum of 209,, (b) a written examination
counting 309, (c) a performance evalvation history worth £59,,
and (d) an oral interview counting 159,.
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gative body recommends that the head of the State Police be se-
lected from among professional career men in police administration
after written examination and oral interviews. It is urged that a
new police head so chosen be appointed for a fixed term of five
years, subject to reappointment without examination.

As to promotional aspects, the Commission urges that (a) service
in grade (b) longevity, and (c) the recommendations of super-
visory personnel, guide the promotion of men up to and including
the rank of lieutenant. Senior officers should be chosen primarily
on the basis of oral board interviews and performance ratings, the
Crime Commission urges.

View of Indusirial Management Consultant

The Massachusetts State Police has applied only to its recruit-
ment process the dimension of the readiness of applicants for
police responsibility recommended by a consultant in industrial
management. This method has been tried out in Connecticut and
has evidently been sufficiently successful so that a legislative pro-
posal is being formulated for its mandatory application to the
Connecticut State Police premotien procedure. A former Commis-
sioner refused to consider this principle for promotion in the uni-
formed branch of the Massachusetts State Police.

This management expert stresses that a good performance
evaluation system must be governed by proven standards. In addi-
tion to emphasis on performance rating, he also favors written ex-
aminations and oral interviews and would place relatively minor
importance on seniority.

Views of Former Commissioners

Two former Commissioners were personally interviewed during
the preparation of this report. Both agree in principle with the
pending legislation as the answer to the premotional problem.

A newspaper report states that another former state Com-
missioner indicated that an in-grade requirement is all that is
necessary to improve the present method. According to newspaper
sources still another past Commissioner stresses seniority, but may
favor examinations as a basis of making promotions.

e R
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Application of Civil Service to Both Branches of State Police

The application to promotions within the uniformed branch of

the Massachusetts State Police of the civil service process, which

is in general use for the state and its localities, rouses almost un-
animous cbjection. It is contended that civil service is geared to
mediocrity, dilutes responmsibility for personnel management, and
undermines discipline among employees. One police authority be-
lieves that such a change would be a progressive step if the present
Massachusetts Civil Service were improved.

Since 1894, civil service requirements have controlled both ap-
pointments and prometions within the detective branch of the
Massachusetts State Police. The present head of that division sup-
ports civil service, but its workings therein were criticized by
special commissions on governmental operations.

Practices of Other States and Federal Jurisdictions

The two concluding chapters of this report describe briefly in
turn the prometional procedures (a) of three federal law enforce-
ment agencies, and (b) of state police agencies. The latfer discus-
sion is general because of the quick production of this report re-

quired by the General Court. However, two state promotional sys- -

tems are discussed in some detail (Pennsylvania; and anonymously,
an “Industrial State A” because information was supplied on that
basis).

Three Federal Law Enforcement Agencies

The three federal agencies whose promotional plans for investi-
gafive and protective personnel are portrayed in full, include (1)
the Federal Bureau of Investigation, (2) the United States Seeret
Service, and (3) the Metropolitan Police Department of the Dis-
trict of Columbia. Of the three, the Federal Bureau of Investigation
is exempt from the Federal Civil Service Law, but the two other
agencies come within the scope of that statute.

Federal Bureau of Investigation. Agents of the Federal Bureau of
Investigation (FBI) are promoted by the FBI Director, on written
recommendation of their supervisors. In such instances, the super-
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visor’s written recommendation to the Director must be based upon
the following factors: (a) the annual performance rating record of
each Agent, which is the most important criterion; (b) inspection
reports upon the Agent; (c) any letters of commendation or cri-
ticism; and (d) educational background. Two further factors of
seniority and of veteran status count only when all other considera-~
tions are equal. The supervisor’s recommendation is reviewed by
the personnel assistant to the FBI Director, before presentation to
the Director for his final decision.

Since no effort is made by the FBI to grade agents on all of the
foregoing promotional elements, no system of weighted grades is
used to produce over-all scores for the establishment of eligible lists.

United States Secret Service. The United States Secret Service is
subject to the Federal Civil Service Law and to the rules of the
Federal Civil Service Commission governing the promotion
of personnel. The Commission has delegated to agencies
under its jurisdiction the authority to establish “merit promotion
plans” which conform to the following six general requirements:

(1) Each “merit promotion plan” must cover all applicable posi-
tious in the promoting agency. Positions must be grouped accord-
ing to specific criteria, and opportunities for promotion must be
made broadly available. Standards applied to promotional qualifica~
tions must be at least equal to competitive civil service standards.

(2) The agency must solicit the views of its employees and
their representational organizations before installing or alfering
its “merit promotion plan.”

(3) That plan must be integrated with other aspects of person-
nel administration in the agency.

(4) Employees must be kept informed of promotional procedures

(5) A grievance and appeal procedure is required.

(6) The plan must apply systematically and uniformly to all
promotional candidates.

Accordingly, the United States Secret Service has established
separate merit promotion plans for three of its employee groups,
nantely: (a) agents, (b) White House Police, and (¢) administra-~
tive and clerical personnel. The procedures, criteria, elements, and
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weights used by each of these plans vary with the various ranks
of office. Dominant elements in this process are: (a) performance
rating, (b) an “evaluation” of the promotional candidate by his
supervisor or by a promotional beard, which may use oral inter-
views; and (c) length of service in specified lower ranks.

Thus, for example, the promotional plan for certain agent per-
sonnel bases promotions on supervisory “evaluations” of these
agents (609,) and length of service (409,).

District of Columbia Police. Promotions of uniformed and investi-
gative personnel of the Metropolitan Police Department of the
District of Columbia are governed by a plan established by agree-
ment between the District Government and the Federal Civil Serv-
ice Commission. The Commission assists in the administration of
certain phases of that plan.

Final competitive ratings for promotion are based on fitness and
experience (609,), and practical questions (409,). The former
element is determined under a process utilizing (a) initial “fitness
and experience” ratings of applicants by their commanding officers,
(b) credit for any citations and awards. snd (¢) an evaluation of
such applicants by a promotional rating board. The latter element
above, consisting of ‘“practical questions”, is graded on the basis
of an exainination administered by the Civil Service Commission.
Appeal procedures are provided for aggrieved applicants.

State Police Agencies

Type and Extent of Promotional Systems. The 50 states vary greatly
as to the promotional practices established for their state police
(including “highway patrols”, “safety patrols”, etc.). These varia-
tions reflect differences of organizational size and function, and
historical and other backgrounds of the individual state police
agencies.

Of all the states, 27 subject their state police promotions to con-
stitutional or statutory civil service (merit system) procedures.
Such civil service coverage usually does not extend through the
entire range of promotional positions of the state police agencies.
Thus, for example, Massachusetts includes only its state police
detective force within the scope of civil service. Normally, top man-
agement positions of the foregoing 27 state police forces are filled
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on a non-competitive basis or are fully exempt from civil service
coverage. '

. Another 20 states do not subject their state police to civil serv-
ice, but instead have established ‘competitive promotional pro-
cedures by means of state police agency regulations: adopted with
gubernatorial approval. :

- Reportedly, only three states lack any state police competitive
promotional systems at all.

Time in Service Requirements. Nearly all states with competitive
promotional systems for their state police limit participation in the
promoticnal competition to officers who have served a minimum
specified time in the state police force, or in their current rank,

otr tboth. There is no uniformity in this practice ‘among the 50
states.

Competitive Promotional Examinations. In states with competitive
promotional systems, promotions of state police officers are gov-
erned by onre or more of the following nine elements:

Competitive Element No. of States

| Using Element
1. Written examination or practical test 37
2. Oral examination or interview 35
3. Periodic or special performance rating 23
4. Service rating 10
5. Evaluation of personnel file of candidate 8
6. Evaluation of experience and training S5
7. Seniority (longevity) 27
8. Veterans’ preference at least 13
9. Medical examination 13

When more than one of these elements is used in the examination
process, it is the practice to assign weighted values to each ele-
ment used, such weighted values being expressed in percentages or
points. The examinee’s grade on each individual element is trans-
lated by formula into a weighted percentage or point score on that
single element. These separate scores are then added up to pro-
duce an overall score for the entire examination. The greatest
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weighted values usually attach to the writi.:en exa:mma;tll;):;,n :lsle oral
examination, performance rating and service rating ele : e. i f

For the higher state police positions, (.liﬂferent elements ar oo
nsed, along with different assigned weighted values. a -

As a sample of state weighting practices, the tablt; a:i (;wslt)ate |
sents the weights (in points) given by the Pe.nn-sg ‘; e ive (
Police Department to the various elements used in Its p .
promotional examinations:

i Total
Written Oral Service . »
i Exam Inferview Rating  Seniority Points
Promotions To :
Corporal; Sergeant;
Detective; Detective 2 10 100
Sergeant . w . . 70 —_—
First Sergeant; 2 0 0 100
Lieutenant . . . 60 o
Oaptain . 3 . . 100 — — —
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The Commonwealth of Mussarhnsetis

STATE POLICE PROMOTIONS

CHAPTER I. INTRODUCTION

Origin of Study

By unnumbered legislative order, a copy of which is printed on
the inside of the cover page of this document, the Legislative Re-
search ‘Council was directed ‘“to investigate and study the subject
matter of current document numbered House 3745 relative to estab-
lishing the procedure for promotions within (the) uniformed
brianch of the department of public safety.” Proposed by Senator
Philip A. Graham, Republican Minority Leader of the Senate, the
order was adopted by that branch on May 10, 1965, and by the
House of Representatives on the following day.

This legislative directive reflects the judgment of a party caucus
for the need of added factual data to reach a decision on pending
legislation dealing with State Police promotions which had been
passed by the House of Representatives without any 'debate there-
on. Legislators and others seek research data relative to promo-
tional systems elsewhere, as a guide in lany modification of the
promotional system used in the uniformed division of the Massa-
chusetts State Police — a system which has been the subject of

much criticism.

Scope of Study

While it appears that major changes in the organizational
structure of the Department of Public Safety may possibly result
in improved personnel practices within the State Police uniformed
brianch, this report omits any extended discussion other than brief
mention thereof where appropriate on this point.

Instead, the report explores methods of fimprovement in pro-
motional procedures within the present framework of organiza-
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tion. Emphasis is placed on the recruitment process for the unit,
its para-military concept, its retirement policy, and other person-
nel managerient factors which affect promotional procedures. ?.[1:
presents an extended analysis of the promotional methods used in
the state police systems of other states.

In the development of the above material, staff members have
conferred as far as time permitted with interested legi‘sla‘to?s,. pro-
fessional police research groups, meademicians in police administra-
tion and with others knowledgeable in the operations of the Massa-
chusetts State Police. Among the latter group, the views of two
former Commissioners of Public Safety have been solicited as well
as those of the present staff officers of the unit, the uniff)med
branch delegate to the Massachusetts State Employees Association,
and some rvetired members of the force. Prospective personnel
improvements were discussed with an industrial mana'gerr.lent con-
sultant who has conducted specialized personnel tests with Stffute
Police units here and elsewhere. Conferences were also held with
the ranking officials of two jmportant state police systems .e'lLse-
where and two related federal agencies about their promotional
procedures.

Legislative Proposals

Study Commissions. The promotional system of the State ]:?olice
has been almost completely immune from study groups m 44
years of activity. Thus, only two proposals have been submitted
for study action in this area, — under House, No. 20.82‘ pf 1962,
and Senate, No. 551 of 1965. The 1962 proposal was 1r‘m¢1'ate5d by
the then Representative Albert H. Zabriskie and \prow.*d'ed f.or .a
recess study of the methods and standards for Sprom*otl.on mrbl}ln
the uniformed branch. The political considerations .a§§odrated vfnrﬁh
such promotions had stirred Representative Zabriskie to alcticn;
‘his proposal was consigned to an omnibus study order for'ﬂjh.e House
Ways and Means Committee which failed to report on ﬁ.ns score.

In the present session, Senator James A. McIntyre of Quincy filed
a similar measure (Senate, No. 551).- Redvafted. as Sen'a'xtg, No.
1009 to include expanded commission members‘.h*lp of legislators,
the Attorney-General, the Commissioner of Public Safety and pub-

Y A n Qe‘l ndn o
lic appointees, the measure has been approved by the Senate ana
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currently awaits action by the House of Representatives. Since it
must report by July 15, 1965, such recommendations as it makes
will undoubtedly be based on this document.

In its 1938 report covering the Department of Public Safety,
the Special Commission on Taxation and Public Expenditures was
highly complimentary in regard to the recruitment, promotion and
manpower management methods of the uniformed division ‘(House,
No. 1707). In discussing the role of salary levels in stimulating
State Police enlistments, the Commission states that “apparently
the standing of the force in popular esteem, and opportunity for
appointment and promotion according to demonstrated merit have
‘been the controlling factors thus far.” '(p. 26).

Statutory Changes

'As indicated above the Legislature has generally refrained from
authorizing investigations of promotional aspects of the State
Police. .However, many substantive proposals have been made to
apply new promotional techniques. Most of the proposals have
called for placing the division under the state civil service system,
with the more recent and pending measures making advance-
ment contingent on some type of merit system.

These measures reflect a belief that the uniformed branch is a
politically ridden bureaucracy. On the other hand, it is intimated
that the resistance of some Commissioners of Public Safety to po-
litical pressure, particularly in the 1930s, motivated others. More-
over, since 'the uniformed division did not acquire tenure rights
until 1947 (e. 407), it was felt in some quarters that job security,
advancement, and other benefits could best be attained under civil
service auspices. :

A total of 21 legislative petitions have proposed placing the
personnel administration of the uniformed State Police under civil
service jurisdiction. The first proposals on this topic appeared in
the 1934 session '(House, Nos. 364 and 961), and the most re-
cent in 1962 (House, No. 3104). The large majority of these
measures were introduced in the 1930s and early 1940s; only three
such measures have been considered by the General Court since
1948.

Basically, these petitions stipulated (1) that all future recruit-
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ment and promotions within the uniformed division shall be in ac-
cor'dance with civil service requirements, and (2) that the present
membership of the force was to be blanketed under civil service
coverage without examination. Over the years, this proposal won
passage only once by the House of Representatives, in 1935; in
1936, the House refused to advance the favcrable action of the
Joint Committee on Civil Service, and since then all proposals in
this area have been rejected in committee.

In another development, the failure of the General Court to ap-
prove the extension of civil service to the uniformed brianch
brought an abortive attempt in 1937 to obtain this result by a con-
stitutional amendment through the initiative process. Charging
that the joint dismissal of a commissioned officer, & corporal and a
trooper constituted a political discharge, police chiefs in two icen-
tral Massachusetts communities invoked the constitutional pro-
cedure. Insufficient signatures nullified their efforts and thus
prevented the submission of the petition to the Legislature.

" The pending legislative proposals dealing with the establishment
of & merit system and the alternatives thereto will be discussed
in Chapter ITI of this report.

CHAPTER II. THE MASSACHUSETTS STATE POLICE

Historical Background

The State Police of Massachusetts constitutes the oldest state
law enforcement unit in the nation. Created as the State Con-
stabulary in 1865 with a complement of one Chief Constable and
32 deputies (20 assigned to Suffolk County and one to each of
the other counties), its duties were threefold: (1) the enforce-
ment of the state prohibition act; (2) the suppression of vice
and gambling; and (3) the maintenance of order at impassioned
political and anti-slavery! meetings after the Civil War. While ap-
plauded for its effective maintenance of order at the latter meet-
ings, the Constabulary became unpopular for rigid enforcement of
fhe priohibition law.

1 These anfi—-slavery meetings were related to agitation for the ratification of

the Thirteenth Amendment to the U. S. Constitution, abolishing slavery. That,
amendment took effect on Decembher 18, 1865.
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In 1875, the Constabulary was reorganized by statute as a State
De.tective Force, consisting of a Chief and 30 detectives (c. 15).
This unit, precursor of the Pbresent State Detective Brianch of the
_St?a'te Police, was required to aid the Attorney-General and the
District Attorneys in their suppression of crime. In the following
'ye!ajr it was also assigned enforcement of the labor laws, and safety
Inspection of factories and public buildings, — functions which were
later transferred to other divisions of the Department of Public
Safety. Several years later this Detective Force became the Massa-
(tj.hu'sertts District Police and was assigned various additional activi-
ies.

A hodgepodge of responsibilities, including such duties as en-
forcement of the fishing laws, checking entertainment licenses, and
making investigations, markedly reduced the efficiency of this
force of 125 men as a police agency. Accordingly, the General
Court passed a resolve in 1916 calling for a special commission
study of reorganizing the District Police into a new State Police
Force (c. 92). |

The broad investigation which followed recommended a new
State Commissioner of Police to supervise the operation of all police
units, local and otherwise, according to unified standards and pro-
cedures of law enforcement. The commission proposed abolition
o':f the District Police with transfer of detective and police func-
tions to the Commissioner, and of inspectional duties to other non-
police agencies. It also recommended that the new Commissioner
consider the feasibility of an automobile and motoreycle rural pa-
trol (a) to patrol the highways, (b) to enforce the automobile laws,
(c) to protect thinly populated sections, and (d) to prevent and
prosecute rural crime.l However, the General Court failed to adopt
any of the above recommendations.

Following the Constitutional Convention of 1919, the General
Court established the Department of Public Safety, within which
the District Police became a Division of State Police. (Executive
Reorganization Act of 1919, . 350).

1 Report of the Special Commission on Constabul, ,
ary o
No. 539 of 1917. Yy and State Police, House,
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The Uniformed Branch

~ With the advent of the automobile, criminal activity increased
and the policing of rural areas in particular became more difficult.
The General Court therefore directed the Commissioner of Public
Safety and the Adjutant General to explore the possibility of es-
tablishing a state police force (Resolves of 1920, c. 40). In re-
sponse, these officials proposed a uniformed police patrol of 140
men (two troops of 65 men each, plus Lieutenants and Captains) .
As a result, the Legislature approved a corps of 50 men, thereby
establishing the uniformed branch of the State Police (G. L. c. 22,
8. 9A; Acts of 1921, c. 461).

The Department of Public Safety consists of the four Divisions
of (1) State Police, (2) Fire Prevention, (3) Inspections, and (4)
Subversive Activities, — all serving under the Commissioner. In
addition eight boards deal primarily with industrial and public
safety; two of these Boards concerned with (a) Fire Prevention
Regulations, and (b) Standards, are not subject to the administra-~
tive control of the Commissioner. Likewise, the State Boxing
Commission is also a part of the Department but not under the
Commissioner’s control.

The Division of State Police is under the immediate charge of
the Commissioner of Public Safety; an arrangement subject to
some administrative criticism. It consists in turn of (a) the uni-
formed branch, headed by an Executive Officer (a Lieutenant-Colo-
nel), and (b) the detective branch, with a Captain in command.
Past suggestions that the detective branch be merged within the
uniformed branch have not been adopted.

The uniformed branch consists of a general headquarters staff
in charge of ten bureaus and six sets of field troops, as shown
on the accompanying two-page chart. Of the ten bureaus, only
the Criminal Information Bureau is prescribed by statute (G.L. c.
22, s. 3A; Acts of 1955, c. 771; G.L. c. 147, s. 4C). The other
bureaus have been created to provide efficient law enforcement
in line with modern police practice.

To provide for crime prevention and detection, and for the in-
creasing demands of traffic enforcement, the uniformed branch

1 Report of the Adjutant-General and the Commissioner of public Safety on
the Establishment of a State Police Force, House, No, 280 of 1921,
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Table 1
ORGANIZATION OF STATE POLICE UNIFORMED BRANCH '

COMM IgglONER
PUBLIC SAFETY

COMMANDAI{:S- OFFICER
GENERAL HDQRS. STAFF
BOSTON

PUBLIC : CRIMINAL SPECIAL BALLISTICS FIREARMS
RELATIONS COMMUNICATIONS INFORMATION PHOTOGRAPHY ACADEMY SUPPLY SERVICE TRAFFIC R
BURFAU BUREAU BUREAU BUREAU BUREAU UNIT BUREAU 'DENBTJIQIE%JHON BE%%?\B
PHOTOGRAPHY SUPPLY
SUB-LABS DEPOT
SPECIAL DETAILS
TROOP — A TROOP — B TROOP — C TROOP — D TROOP — E TROOP — F
HEADQUARTERS HEADQUARTERS HEADQUARTERS HEADQUARTERS HEADQUARTERS ”m‘ggu"gﬁs
FRAMINGHAM NORTHAMPTON HOLDEN MIDDLEBORO ALLSTON AUTHORITY
A—1 B 1 C—1 D — 1 E—1
ANDOVER LEE ATHOL NORWELL SOUTHBORO
A—2 B— 2 C— 2 D — 2 E— 2
TOPSFIELD SHELBURNE GRAFTON YARMOUTH CHARLTON
I I | '
[
A—3 B — 3 C—3 D — 3 E— 3
CONCORD MONSON BROOKFIELD DARTMOUTH WESTFIELD
A— 4 B — 4 C— 4 D — 4
FOXBORO PITTSFIELD LEOMINSTER REHOBOTH
A—5 B—5 C—5 D—5
SALISBURY |2 RUSSELL STURBRIDGE OAK BLUFFS
A— 7 D — 6
LYNNFIELD HANTUCKET
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ras been authorized to provide a current complement of 522 officers
and men.

By statute, State Police service must also be furnished to both
the Massachusetts Turnpike Authority (G.L. c. 22, s. 9H; Acts of
1955, ¢. 552) and to the Massachusetts Port Authority (G.L. c. 22,
s. 9K; Acts of 1959, c. 274). The respective Authorities must as-
sume the financial costs of the salary, retirement and other fringe
benefits of the manpower ‘assigned — 66 members of the uniformed
branch to the toll road, and 21 members to the Port Authority.
Since these 87 officers on special Authority details are not included
among: the ;516 persons shown to be on the State Police payroll
in the following Table 2 the total enlisted personnel of the uni-
formed: branch adds up to 603 members. Beyond this total, 137
civilians are permanently employed to fulfill the administrative,
clerical: land mam*tenance requirements of the uniformed branch.

As 1n1b1a11y fpro«posed the uniformed branch is still orgﬂanlued as
a semi-military- unit. Troop details live in a scattered system of
barracks and a chain of command is in control which closely fol-
lows the pattern of a military organization.

The first Commissioner of Public Safety was General Alfred P.-
Foote, World War I Commander of the 104th Infantry Division,
and many of the State Police serving under him were World War
I veterans recently retired. Among his successors, at least ﬁhree
Commissioners have had both active and reserve service as high-
ranking military officers although they have not been professional
soldiers. After World War II, enlistment in the uniformed branch
attracted many ex-servicemen and thus the rank and file of the unit
consists in large measure of 1nd1v1du'als who are familiar W1th the
vigors of military regimentatior. :

Statutory control of this unit is at a minimum, and relates mostly
to enlistment, tenure, salary, hours of duty and retirement aspects.
For the most part, the unit is governed by rules and regulations
promulgated by the Commissioner with the approval of the Gov-
ernor. Periodic changes in those rules have been of a limited na-
ture since the last major revision and recodification which occurred
in 1958. Neither the Executive Office of Administration and Fi-
nance nor the Division of Personnel and Standardization exercise
any authority over the uniformed branch. As will be discussed later,
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TABLE 2

Uniformed Branch Roster, May 1965

Authorized Number
State Police Designation Strength On Payroll
Lit. Col. & Executive Officer 1 1
Major & Adjutant 1 1
Capt. and Civil Defense Officer 1 1
Capt. & Division Inspector 2 20
Capt. & Supply Officer 1 1
Captain 10 7
Lieutenant 23 251
Staif Sergeant 20 20
Technical Sergeant 1 182
Detective Sergeant 10 9
Sergeant 24 343
Special Officer Sergeant 24 16
Corporal 50 50
Policewoman 7 5
Trooper 331 326
Total No. Members 522 516

1 Two Lieutenants in lieu of Captain.

2 One Technical Sergeant in lieu of Detective Sergeant.

3 Eight Sergeants in lieu of Special Officer Sergeant
Two Sergeants in lieu of Policewomen.

the administration of the recruitment, promotion and other per-
sonnel problems of the unit is not subject to the state civil serv-
ice law.

Detective Branch Organization

As has been indicated the detective branch of the State Police
was created by statute long before the uniformed branch, and was
organized with a maximum of 30 men, headed by a Chief Detective.
The detective unit has gone through many reorganizations and now
consists of 52 members, i.e. four Detective Captains and 48 Detective
Lieutenant Inspectors.

The work of the branch is two-fold: (1) criminal investigations,
and (2) fire prevention and related activities. Detectives must
possess the versatility for either assignment. .

The criminal work is headed by a Captain of Detectives with a
command of 26 Detective Lieutenant Inspectors. Of this total,
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three detectives are assigned to General Headquarters, and all the
other's to the various District Attorneys, to the Attorney-General
and to branch offices of the Department of Public Safety through-
out the state.

As to fire prevention and related activities a State Fire Marshal
supervises the activity of a Captain and 22 Lieutenant Inspectors;
of this number, eight work out of General Headquarters in Boston
and the remainder out of offices located throughout the Common-
wealth. '

Unlike the personnel of the uniformed branch, members of the
detective branch are subject to the state civil service law and reg-
ulations. Civil service protection was first provided them in 1894.
The fact that the branch is a comparatively small unit has meant
that comparatively few vacancies occur, and that changes in the
civil service requirements have been few in number.

During the early part of this century, almost any type of police
work established eligibility for admission to the detective branch.
In fact the limited nature of such qualifications, it is reported, de-
veloped situations whereby hotel and house detectives were able
to obtain civil service certification.

The Commissioner of Public Safety refused to appoint men of
smiall calibre, and from the early 20’s to 1945 (when passage of
Acts of 1945, c. 704 applied the civil service provisions of G.L. c.
31, s. 20 to the detective branch) agency appointments and promo-
tions were made either (a) by non-competitive civil service exami-
nations open to the uniformed branch, or (b) by transfer from the
uniformed branch by administrative order, with subsequent statu-
tory provision of civil service protection for the beneficiaries.

By administrative action in 1955, the Director of Civil Service
applied the following entriance requirements:

(1) 4dge—25 to 45 years.

(2) Training and Experience — At least five years of related experience
within the last ten years of applicant activities, including at least one
of experience in the grade (1) of corporal in the Massachusetts State
Police, or (2) of sergeant in the Metropolitan District Police or in
local municipal police systems, or (3) of lieutenant in a fire fighting
force, or (4) of full-time service as a special agent of the Federal
Bureau of Investigation or the United States Secret Service.

A legislative proposal of 1961 would have limited eligibility for
appointment to detective to uniformed members of the State Police

ka%& es

with permanent status (6 years) and would have advanced the

maximum age to 50 years: the proposal was reject
’ i ed b -
eral Court (House, No. 1511). J y the Gen

. The maximum examination mark is five points, of which train-

mg and experience qualifications count for two points, and the'
- written examination three points. Applicants must ,
. griade of 70% in each category to be certified.

e

attain a passing

Pros and Cons of Civil Service for the Detective Branch

’;D-he i’SSUe of applying civil service status to the state police de-
te‘ctlye I-ras been the subject of much debate and comment >In
considering the prevailing systems of state police personnel z.n'an~
ageme.-nft in wse in other states, it must be remembered that. theii:
_ dete‘c‘f':lve brianches are not separate from the uniformed unit as i‘sl
! ) . the situation in this Commonwealth. Further, eaibmit oﬁe;hraﬂf of
i the 50 states stipulate civil service coverage for all law enforc‘e;

: I’I}efl*t personnel within their state police ranks, except certain rtev:'h?
nicians and top management personnel. ' |

T i s e o ety

‘ , In a study published 40 years ago relative to the administration
of state pqlice organizations, the noted police authority, the late
1 : Br.u'ce Smith, lamented the Massachusetts distinction bet’-wée'n the
unlf.om{l'ed and detective divisions. He emphasized that such or-
ganization was unique and that because of its civil service require~
ments Massachusetts was not free to select its detectives from the
uniformed branch, — the best possible source.! |

.Rc?moval of Massachusetts State Police detectives from -éivil
se}'w:ce provisions was unsuccessfully urged by the Special Com-
mission on Taxation and Public Expenditures in 1938. This com-

~ mission reported:;

ST T R R
b

«

) .« . It will prove desirable to abandon civil service contr
j W ol for. all
» ; fuf:qre adcptlons to the detective force and to recruit the latter by tem-
borary assignment from the uniformed branch. Practical police expei‘iéﬁce

in a uniformed force is one of the best means i
a ¢ : of preparing for
criminal investigation.” (House, No. 1707). i rreparng Fuccessiul

Ay s

'Diss'at.isf«acti'on with the results of civil service was exbresse‘d in
the findings of the Special Commission on the Structure of the

1 Bruce Smith, The State Police, The McMillan Co. 1925,
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State Government of 1952 (Little Hoover Commission).r The
Commission stated that inadequate credit is allowed for the train-
ing and experience which members of the uniformed branch
achieve. Indirectly this Commission suggested that civil service
has denied the Commonwealth the best possible detective force, be-
cause high-rank officers of the uniformed branch have been handi-
capped in competition with their contemporaries in the cities and
towns. The extra credit allowed the latter local officers for the
rank they hold is denied to the State Police officer because he is
not under civil service.

Finally, many Commissioners have opposed the application of
civil service within the detective division because responsibility is
gaid to be weakened by many refinements, and by the procedures
in effect for appeals.

On the other hand, the application of civil service relative to-de-
tectives is defended by the present head of the detective brianch
who formerly served in the uniformed division. Among advantages,
he cites the avoidance of inbreeding, the development of a more
representative police force, and the special knowledge, contacts,
etc., relative to the criminal element provided by recruits from
municipal police ranks. Many potential aspirants enjoy civil service
protection in their local departments and it is said that the loss
of civil service would make appointment to the detective bureau
less attractive.

Lastly, it is reasoned that the working conditions of the detective
division — the type of work performed, less hours of duty, subordi-
nation of the semi-military concept, ete. — vary considerably from
those of the uniformed group. The failure of the uniformed branch
to install a civil service system it is argued should not be used to
discredit the success of that procedure in the detective division.

Recruitment of Uniformed Branch

When the number of viacancies in the uniformed branch has re-
duced its membership considerably below its authorized strength,
funds to undertake a recruitment program must be sought from
the General Court. The recruitment program, including training

1 Ninth Report of the Special Commission on the Structure of State Govern-
ment, House, No. 2400 of 1952,

i
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classes at the Police Academy in Framingham, requires five
months. Activities are planned so that classes commence either in
the month of March or in early autumn.

Enlistment Attractions

Many reasons motivate wvoung men to seek enlistment in the
Massachusetts State Police. As the oldest state law enforcement
agency, its long history and tradition spur candidates for enlist-
ment, It is considered to be one of the most modern and efficient
of such agencies in the nation, and therefore attracts candidates
who desire to develop their capacity for law enforcement work.

Be'cgu'se of the wide diversity of state police work and the variety
of assignments, a greater appeal arises to avoid the monotony of
restricted local police work. Undoubtedly, the attractive pay sched-
ule inﬂuen?ces others although there is definite evidence that some
candidates suffer a personal financial loss through enlistment.

'F'-in'a.l'ly, the esprit de corps of the service with its quasi-military
en\{m*onmen't are considered influencing factors, along with a liberal
retirement system making it possible for a retired member to start
a second career.,

Baszc Qualifications. By statute the exclusive control over ad-
missions to the uniformed branch is placed with the Commissioner
of Public Safety (G.L. c. 22, s. 9A). In only two ways is that au-
thority restricted, — first by limiting admissions to persons from
21 to 29 years of age; this requirement may, however, be waived
in the case of special enlistments, such as the selection by a Gov-
ernor of a civilian as his personal ‘aide or bodyguard. Second, there
is the statutory limitation of recruit training to a maximum of 50
member classes (G.L. c. 22, s. 9A). Hence, the fundamental terms
governing enlistments are determined by rules and regulations of
the uniformed branch.

As preliminary qualifying conditions, the application of a po-
tential trooper must be that of a person who:

(1) Is between the ages of 21 and 29;

'(2) TIs a citizen of the United States;

(3) Has been a resident 'of the state for at least one year;

(4) Has good moral character and reputation;

e
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(5) Is well proportioned physically (Minimum height of 5 97,
and weight of 150 1bs.); .

(6) Has a valid, non-restricted Massachusetts license to operate
a motor vehicle; and

(7) Is able to swim at least 50 yards.

The Application. Each candidate must sub@t a cor_npleted fosurl;
page application form to the Police Academy In F?e'tml‘ngh\?\m,‘wm
an attached copy of both birth certificate and mlht'ary discharge,
if a veteran. In addition to basic personal 1.n:fo=nm'a:1:1'on, t-.h-e ap-
plication requires educational, occupational, I‘l’l‘l.‘h‘baijy', financial an'd
other facts about the candidate. The application I8 pre-numfb(?rgd
and contains sections for the individual’s photog.raph. and rlgllt
thumb print; the number s used to conceal the identity .otf each
‘éJpplfifcan‘t during written examinations. Tk-le general exp‘erlen'ce‘ of
recent years is that the average applicant is about 23 years of age,
\é hi'g*h. school graduate with one-two years of college, a former
serviceman, and is athletically inclined. .

.The Wﬂttén Examination. ApprbxirrHately three weeks gfter his
application is approved, the aspirant is subjected to a Wl:ltten ex-
émimation. Formerly, the examination was condgcted'srrr.mlrbane-
ously at various locations throughout the. state. A.tc ﬁ%n’s tmng the
examination is given all candidates in a single auditorium, such as
the Commonwealth Armory or Boston Garden. Such central ?x-
aminations not only simplify administrative problems, .,but provide
3 psychological advantage. In the face of ;mu'ch confusion, cozrm%cl)-
tion and controlled disorder, the prospective trc?qper @ust be a- e
to think clearly and respond with accurate decrsw.n-s in unpredlct-

able situations. Centralized examinations are believed to demon-
tr e necessary attributes.

Sm%li%ﬁii&??&fsmz written examinatior}. is to ascertain the .gegil'-
eral educational qualifications of the applicant. As -'h'as ‘beian indi-
cated, a high school diploma ‘or an equivalency cer:-tlrﬁoa’c’e is not ;
scholastic prerequisite for membership in the uniformed bra@g .
The examination is correlated to an IQ of 110, and emuksi.: be cqm-
pleted in an hour. Unlike the preparatory te?{t'.s 'a\nal.l'ajble for
candidates for local police forces regr‘ul‘afte’d by civil service, th;;e
is no printed matter embriacing the subject content of the Atest r
these candidates. ' ’ :
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For a 15-year period prior to 1964, recruiting officials used an
examination which was identified as the entrance test for admission
to the University of Southern California. When copies thereof be-
cdame ‘accessible in many large libraries, 'this particular test was
discontinued. Upon recommendation of 8 management analyst, the
division now uses examinations prepared by the Public Personnel
Association i Chicago. Since four different examinations are
supplied by that Association, the same examination is not continu-
ally reused — with the result that re-applying candidates who had
failed in past performances will now be ‘subject to wider interro-
gation and testing ranges.

This new examination measures the individual’s general educa-
tional qualification 'to meet certain police situations. Thus, firom
illustrative material the student may be asked to describe a scar
on the @ccompanying criminal’s face or indicate the directional
approach lof i@ vehicle in ‘a simulated automobile accident.

. Formerly, the passing mark was 70%. This requirement has
been raised to 75% and an even higher minimum mark may be
used when preliminary grading shows that the number of successful
candidates exceeds the 'demands for future personnel quotas. Ex-
aminations ‘are corrected by data processing methods applied by
the Framingham school department. An unsuccesszful candidate
may subsequently exiamine his paper and compare his answers
with those desired, but there is no procedure to appeal his grading.

Physical Examinations. The candidate’s physical condition is
checked in two ways: (1) an agility test to reveal physical dex-
terity and endurance, e.g., rope climbing, broad jumping, ete.; and
(2) a general medical examination, similar to the standard military
test. The agility test was first used in 1964 to weed 'out physically
fit candidates who mevertheless are unable to meet the arduous
physical requirements of typical state police work. However, ithe
Commission has statutory authority to waive the physical require-
ments when advisable. 'Candidates are notified immediately at the
physical examinations of their successes or failures.

Oral Interview Board. Prior to the appearance of each applicant
for an oral interview, a mon-commissioned officer of the uniformed
branch makes an extensive background investigatioh. For ‘this
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purpose he meets with the 'applicant’s wife, neighbors, employer,
ete., ‘and checks relevant records at the local police headquarters,
probation department, Registry of Motor Vehicles, and at wother
official agenies.

The oral interview is conducted by @a board consisting of four
Captains and the Commandant of the State Police Academy, as a
non-voting member. This board was recommended by 'a manage-
ment specialist who had reviewed the recruitment process. First
used in 1964 ‘it provides a more scientific method for evaluating
candidates for state police work. This system of judging the can-
didate’s maturity on the basis of established criteria of expression
and effectiveness ‘has been successful in formulating personnel
policy in the Connecticut State Police, and in both the Boston and
Syracuse Police Departments.

The Oral Interview Board exercises wide latitude in its inter-
rogation. Each member must then rate the applicant. If these
ratings average at least 70%, the applicant qualifies for the next
step, examination by the Commissioner’s Board. If the applicant’s
ratings average below 70% he is dropped.

The Commissioner’s Board. The membership on this board varies
but frequently consists of the Commissioner, the Executive Officer
and the Adjutant. As in the case of the previous board, the Com-
missioner and his associates are rot limited in their questioning.
The candidate is likewise graded on this interview.

Selection to Academy. Final marks are then determined by
averaging the results of written exams and of the oral interviews
by the two boards, and a list is established with the names of
candidates arranged in the order of their overall final grades.

Up to this point, there has been very little opportunity for politi-
cal considerations to apply, and it is hoped that the presence and
results of the newly established Oral Interview Board will fore-
close any chance of political advantage. However, unfortunately
there is evidence that political considerations do have some bearing
in the actuai selection of men for recruit training at the Academy.

The ideal assignment of the fifty candidates admitted should be
based on the order of their standing on the list. But one school
of thought defends the policy of departing from this order of listing
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among the successful candidates on the grounds all of them have
demonstrated the requisites for a good trooper, and they differ
from ‘one another only in the matter of degree. It is argued that
differences between these listed candidates may merely mean that
one 'or more of them had an “off” 'day at his board interviews and
thus seriously impaired his final mark. Provisions for this and
other subjective considerations would justify departing from 'the
standings on the list, it is alleged. Yet no system is perfect, and
to give weight to this sort of ‘objection can easily make ‘a mockery
of the whole carefully conducted evaluation system.

Other commentators discuss political intercession possibilities in
terms akin to the nomination 'of individuals to the military service
schools by members of Congress. However, this analogy is not
proper as ‘the individuals nominated must subsequently pass an
entrance examination to the chosen school.

After assignments are drawn for the Academy, the list remains
in force for approximately one year but the Commissioner may
extend its life.

In general, reactions to the recruitment process of the Massa-
chusetts State Police have been favorable. As time goes on, it is
hoped that the experience of the Oral Interview Board will strength-
en the method. Except for the period in the mid-thirties when
civil service proposals were frequent, the recruitment system has
been relatively free of legislative attack, and laudatory comments
have accompanied the findings of study commissions.

However, the Massachusetts Crime Commission mildly criticizes
the recruitment procedure.! In addition to retaining certain exist-
ing requirements, its draft legislation proposes (a) ‘that the ap-
plicant have a high school diploma or an equivalency certificate
approved by the 'Commissioner of Education, (b) that he be al-
lowed to appeal his oral examination mark to ‘a higher board with-
in the uniformed branch, and (¢) that of the final grade, the writ-
ten and oral examinations shall count for 60% and 40% respec-
tively.

Emphasis in some quarters has been placed on psychological
testing as @& mecessary step in a strong recruitment policy. Pro-
ponents of this view are convinced that the stereotyped pattern

1 Fifth Report, Massachusetts Crime Commission, May 17, 1965,
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f)f Wl'if;ten %}n’d oral examinations has advanced very little since it,
lniceptlf)n with the Liondon Metropolitan Police over 130 years @ o,
Oﬁjc"mﬂs of t{he Massachusetts uniformed branch view suich psg O:
Ezgg)igzgi tfti:tmg unfavorably., They stress that this method WLZS
o Zr . ;11 ﬁfie;rs ago and W?.S found wanting., Similar adverse
o hons maﬁe ,y the Qxecwtlve Personnel of other state police
n - 4 ' Aage.me-nt consultant who has studied the Massachu-
ells procedure indicates that psychological testing is both u
necessary and undesirable, .
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The training course at the Academy runs for 14 or 15 weeks de-
pending on fiscal appropriations. A seven man faculty of com-
missioned or non-commissioned personnel is in control, - assisted

by approximately 50 guest lecturers who are expert in some phase

of law enforcement,
~ The trainee’s schedule is vigorous. Eight hours are devoted tto
classes during the day ‘and another 114 hours to instruction a-

night. Moreover the trainee must devote another hour to com-

pulsory study each evening. He is subject to class quizzes and an
examination on the course subject matter each Saturday. He is

The following. *able reflects the imp:
. S the Impact of the various sty f
the 1962 and 1964 i campaigns: e
recruitment campaigns: \% rated by his fellow students for leadership and other qualities, and
TABLE 8 | x the faculty prepares a weekly evaluation report. Gigs and de-
i

merits penalize attendees for unbecoming conduct and attitude.

State Police Recruitment 1962 a '
3] nd 19641 . o . . .
i Mid-term- brings ‘a comprehensive exam and in the final exam a

Stage of Recruitment

grade of 70 is necessary.

Process 1962 1964 1: . . . . ' .
Appl.icat.ions disseminated ES“ ‘4—3‘5; 2 A compqsﬂ:e !gmdu.lg me.irk is determined upon- Fompletlon of the
::pphcatlons approved 2000 1500 i course, ‘and each trainee is recommended for enlistment solely on
Pﬁf;zr‘zgmﬁznv‘g;?r? exam 1408 1009 yE this basis. In some classes all members graduate; generally at
Appeared for‘PhYSical exam gfg 293 [1 T least 90 % of the group successfully complete fhg training. Trainees
Pasged the physical exam 345 izg . deemed to be unfit may be eliminated at any time and no replace-
gfii‘:‘ir;dg-iﬁ’t; f‘ﬁgeisltity test NAz2 241 ; ments are made after the third week. The longstanding and tra-
Appeared for oral board 3122‘2 177 } ditional po‘licy. of refusing re’infstatemen.t 1.:0 an expelleq trainee
Passed exam of oral board 342 ﬁszaa : was,. breached in 1964 when the CO‘l’nml‘SSl‘OH'eI.‘ of Public Safety
Appointed to 1st Class 45 =0 ;} was ordered by the Governor to reinstate a trainee in response to
Appointed to 2nd Class 50 —4 ’ the demand of @ Governor’s Councillor. * ‘ '
21 ll\I\r:t I:;;ﬁieggf:‘t conducted in 1963. : It qualified graduates exceed the number of arvailafbl? openings,
3 Two oral boar:ds — st one comprised of 4 Captai '. ‘ ﬁh‘o’s:e n'oF i‘-mrmedi'at.ely appointed are nevertheless retained on an

qualified by this board, 119 appeared before iﬁeaf:c;dzioiz | eligible list. Experience shows that all graduates are usually ap-
mwtmfalegiﬁimgﬁiiﬁginf?ainﬁafé“g' Second Board consisted of ‘ ' pointed within & year.
g ’ ' xecutive Officer., } ‘
’ :gpﬁﬁfig'ams appointed to the Academy — No additional class . i Service Appointment. Enlistments are for two-year periods. The
oo new trooper is assigned to @ troop and for the first six months he

Police Academy Training. All of the cahdi’dfate’s who have be
's'el'f‘ect‘ed usually accept appointment to the class. Ocecasionall "
‘subcessfiuﬂ applicant may renounce his appointment but such aﬁg :
1s usually due to factors beyond his control, such as the pendigg

discharge of a soldi ing postnoned 4 . ,
gency, er being postponed because of a national emer-

is on @& probationary status during which his immediate superior
prepares a monthly evaluation report. If events indicate he is
unfit for service in the State Police during this period, he may be
summarily discharged. Until he acquires tenure after serving six
years, he may be discharged upon findings of a trial board after

1 F'ifth Report, Massachusetts Crime Commission, May 17, 1965, p. 38.
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ratification by the Commissioner. A member having achieved
tenure rights may appeal the Commissioner’s decision to his local
district court (G.L. . 22, s. 94, Acts of 1947, c. 407).

By order of the Commissioner of Public Safety, the trooper’s
work week was temporarily reduced from 100 to 92 hours in 1964,
and by statute he is permitted one day off in four (G.L. c. 22, s.
9D). A new trooper starts at a salary of $5,491 (Grade 13) and
receives $6,958 after six years. He may retire after 20 years or
at age 50, whichever comes first,

CHAPTER III.
MASSACHUSETTS PROMOTIONAL PROCEDURE

Laws and Regulations

The statutes establishing the uniformed branch of the Massa-
chusetts State Police contain mo provisions on promotional re-
quirements or procedure. Full authority on this score is vested
in the Commissioner under his statutory power to make rules 'and
regulations “for the discipline, organization and government of the
force” ‘(G/L. c. 22, s. 9A).

On this basis a promotional process has been set up which is
governed by the following rules, of which the last two are of
doubtful significance:

Rule 4.8. Al commissioned officers of the Uniformed Branch shall be
appointed by the Commissioner upon such conditions as he may fix and
determine. All officers so appointed must have been enlisted by the same

procedure as that prescribed for other members of the uniformed branch,
except that the Colonel or Commanding officer need not be so enlisted.

Rule 4.9. Non-commissioned officers shall be appointed from the next
grade inferior of the Uniformed Branch by the Commissioner. The Com-
'missioner shall call upon the Executive Officer and the Troop Commander
for recommendations for promotion to the various non-commissioned
grades.

Rule 10.91. Members of the Uniformed Branch shall not request the
aid of any person outside the Uniformed Branch to have them transferred
to any assignment from which they have been removed by order of a
superior officer, or to have them promoted to a higher rank in service;
nor shall they knowingly permit any petition to be presented by citizens
in their behalf requesting such transfer, restoration or promotion.
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Rule 20.1. Members of the Uniformed Branch shall be subject to trial
... for (£) causing or procuring any person to directly or indirectly solicit
or request the Commissioner or any superior officer to take any action by
way of advancement or promotion in behalf or for the benefit of any mem-
ber of the Uniformed Branch.

Background of Promotions Within the Ranks

Upon teletype or other motification that vacancies have arisen
among non-commissioned officers’ positions and the rank of Lieu-
tenant, troop commanders must submit their recommendations for
promotions within the ranks to the Commissioner. The com-
manders are not informed of the specific location of any vacancy
to be filled, though that information is quickly available through
the “grapevine” and other sources. Troop commanders are not
furnished with any list of candidates from among whom nomi-
nations must be made. Furthermore they are not restricted to the
personnel within their own commands in making these recommen-
dations.

The commanders are subject to no standard criteria, and may
exercise wide discretion in making their selections. It is stated tthat
the performance evaluation record of each employee recommended
for promotion is a factor in decisions by commanders. However,
the service folders of such enlisted men are kept in the station or
troop to which they are now assigned, and are not readily avail-
able to a commander who wishes to recommend a man now serving
in -another command for promotion on the basis of prior service
under his jurisdiction. In such cases the knowledge entering into
the recommendation may have become obsolete relative to leader-
ship and supervisory gualities of the officer concerned. Moreover,
in the absence of a specific system of grading, enlisted men are
undoubtedly recommended by different commanders on the basis
of unrelated, or even conflicting, factors.

The rules specify that the Commissioner shall seek recommenda-
tions, but he may arbitrarily discard them and make entirely
independent selections. In practice, the Commissioner usually con-
fers with the Executive Officer and he may conduct a further in-
vestigation of the recommended people before reaching a final de-
cision.

With reference to the promotions of commissioned personnel,
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the Commissioner has complete dominion under Rule 4.8. He need
not confer with his immediate subordinates if he wishes to make a
completely unilateral decision without regard for promotions ‘“from
the next grade inferior” required under Rule 4.9, relative to the
promotion of non-commissioned officers. Obviously this approach
increases political hazards by placing the Commissioner so greatly
under the desires of the Governor who has appointed him.

Political Considerations

When the tniformed brianch of the State Police was organized,
both the Adjutant-General and the Commissioner of Public Safety
emphasized ‘“that the greatest care should be taken to eliminate
political consideration.” o

This admonition was heeded during the early development of the
corps, according to the first Executive Officer, Captain George A.
Parker. He asserts that the promotions were then made strictly on
the basis of recommendations from within the branch. His su-
perior, Commissioner of Public Safety Foote, refused to promote
a member of the force in whose behalf political pressure had been
asserted even though the individual did not know that such was
the case. Despite the fact that the Commissioner had originally
decided to promote this particular member, he declined to do so be-
cause he felt that the integrity of the force was at stakel In con-
nection with early promotions to the rank of corporal and sergeant,
there is evidence that they only occurred after successful results in
written examinaltions relative to related laws and departmental ad-
ministration, and after appraisal of satisfactory qualities of per-
sonal leadership.

The charge that political pressures were being brought to bear
in the promotions of members of the uniformed force seems to
have first appeared in the mid-thirties when numerous legislative
proposals were filed to place the muniformed branch under civil

service. On the other hand, the evidence on this allegation is con-

fused by the statements made in the subsequent 1938 report of the
Special Commission on Taxation and Public Expenditures praising
as meritorious the promotional system then in use (House, No.
1707).

1 Bruce Smith, The State Police, The MacMillan Co. 1925.

e

-
“~
R A

R eyt

1965.] SENATE — No. 1140. 41

Politics awere probably of little consequence in the making of
State Police promotions in 'the early 40s and in the immediate
post World War II era. This opinion is supported by the fact that
in 1942 the Executive Officer was chosen after a '(1) written ex-
amipatilon, '(2) an oral interview with a board of out-of-state police
officials, 'and (3) the favorable recommendation of a three-man
spfaci’al committee consisting of the Attorney-General, the Com-
missioner of Public Safety, and the retiring Executive Officer.

All officers of ‘the rank of corporal or higher were eligible to
seek this post. Forty-two members of the uniformed force took
the written examination — of the twelve who attained passing
marks, seven were corporals, four sergeants, and one a lieutenant
with the highest mark who was appointed. This list remained in
force for some time and was used to fill vacancies by promotion.
Among those who passed the above written examination with a
median mark was & corporal who at the time was the personal aide
to the Governor. ‘ ‘

The year 1953 has been pegged by one political writer in the
State House®! as ‘the starting point for political manipulation of
.promotion‘s in the uniformed branch. This development must not be
interpreted as placing all State Police promotions under a cloud
of suspicion; but episodes of recent years certainly indicate that
1ifra.n:y promotions are undoubtedly affected by political considera-

10ns. '

Thus, one Commissioner of Public Safety is quoted as receiving
300 requests for promotion of political favorites within the first
three weeks of his taking office.” This '‘Commissioner defends the
promotion of aides of Governors and other constitutional officers
to high rank because he helieves that observing government op-
erations of many sorts develops improved police attributes. More-
over he states that these promotions serve as compensation for
the long working hours in these special assignments. '

The limited time allowed for the preparation of this report has
precluded a full search for evidence as to the potency of political
influence at this time in the promotion of State Police officials.
However, it is clear that the present staffing within the State Police
seems to indicate that political assistance is certainly no handicap

1 Thomas Gallagher, The Boston Trdveler, August 11 and 18, 1964. -
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to obtaining promotions. Thus, out of six staff officers now active,
at least three have served as aides to a Governor, to a constitutional
officer, or to a 'Commissioner. And of ten Captains, one-half have
had similar past service.

Evidence cannot be cited at this time to prove the gossip and
rumors picked up during the preparation of this report. Thus men
who have hiad “State House” service or other political power are
said to have 'ascended to the rank of Lieutenant after comparatively
short service. Temporary ratings with increased financial benefits
are @alleged to have paid off political debts in many instances.
Persons without the requisite technical proficiencies have never-
theless been promoted to work in laboratories and other specialized
bureaus, particularly in the troop stations.

Some police personnel enjoyed a meteoric rise from their initial
enlistment. Others have gone through 'an extended period without
change until sudden rapid escalation suggests that possibly they
had located a political benefactor. Certainly the jumping of grades
has not been uncommon, and 'double promotions by separate orders
within one or two days ‘are noted. Separate troops are said to have
been established merely to accommodate the promotions of political
favorites.

Among other idevelopments, one Commissioner, upon taking of-
fice, rescinded the actions of his predecessor and filled surplus high
ranking positions. A State Police captain was assigned to might
duty answering a telephone at headquarters, only to be returned
to 'duty at the State House upon the change of political party con-
trol. And, lastly, newly appointed captains have been placed second
in command of troop headgquarters notwithstanding departmental
regulations to the contrary.

Evidently these conditions have motivated the special legislative
scrutiny being given at this year’s session to state police personnel
problems.

Pending Legislation

To help correct existing conditions, three legislative proposals
were filed for consideration at the present session of the General
Court. Two of these proposals '(House, Nos. 2016 and 2202, intro-
duced by Representatives John J. Navin and William Longworth,
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respectively) may be described as “longevity” bills, and the third
(House, No. 417, the petition of Representative Paul J. Cavanaugh)
is concerned with establishing a merit system. The followmg text
discusses the pertinent features of these proposals.

House, No. 2016. This measure proposes that promotion to the
respective grades indicated would be conditioned on the stated
minimum years of State Police service:

Minimum Length

Promotion to: of Service
a) Corporal 3 years
b) Sergeant 5 years
¢) Lieutenant 10 years

d) Captain, Major 15 years
and Lit. Colonel »

In-grade stipulations are omitted and thus the bill is ineffective
in thwarting delayed but later rapid escalation, and double pro-
motions.

House, No. 2202. The three salient features of this bill are: (1)
the prohibition of initial advancement of members unless they
have six years of tenure; (2) @ minimum service period of two
years within each police grade before promotion may occur to the
next higher rank; and (5) the denial of time spent as an aide to a
constitutional officer as creditable service. The above features
would establish the following time requirements for promotions:

Minimum Length

Promotion to: of Service
Corporal 6 years
Sergeant 8 years
Lieutenant 10 years
Captain 12 years
Major 14 years
Lit. Colonel 16 years

Like the above House, No. 2016, ‘this measure omits any control
over promotions to temporary grades. Further, its denial of
promotions to State Police officers serving as aides to constitutional
officers has been criticized as too stringent:

House, No. }17. Basically, this proposal stipulates that the Com-
missioner promote from among those applicants witk the three
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highest marks who have passed a written examination prepared
by the Commissioner. The bill contains no further standards. It
would be advantageous to the man who has the faculty of writing
good examinations.

House, No. 8745. After considerable study of promotional
methods here and in other state’s police units, Representative
Cavanaugh submitted @ substantially revised version of his original
measure to the Committee on Public Service (House, No. 3603).
This proposal was subsequently approved by the committee in the
form of House, No. 3745. As indicated, this proposal would be
referred to a study commission under a pending resolve approved
by the Senate (Senate, No. 1009).

An extended discussion of House, No. 3603 is omitted inasmuch
as it differs from House, No. 3745 in only three respects. Thus, the
former specifically gives authority to the Commissioner to pre-
pare the written examination; a 'passing mark of 70% is pre-
scribed; and the averaging of performance evaiuation reports is
required.

The chief characteristics of the latter measure and their respec-
tive weights, are:

(1) A written exam which is to be open to those with one year’s

service in the next lower grade (30%);

(2) Performance evaluation as determined by those superiors
under whom the aspirant had served in ‘the two-year period
prior to the examination (35%) ;

{3) An interview before an oral board, composed of Massachu-
setts 'State Police officers, or out-of-state officer personnel
of a rank higher than the position open (15%)

(4) A longevity credit of 1% mper year of service, subject to a
maximum of 20%.

The above requirements would govern all promotions up to and
including the rank of Captain. For Staff Captain 'and the Division
Inspector (Captain) the same procedure would be followed but with
different percentiles assigned to the various categories as follows:

Nature of Test Weight of Credit

1. Written Examination 409%
2. Performance Evaluation 30%
3. Oral Interview 30%
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The bill empowers the Commissioner to appoint an Adjutant (a
Majjor) from the mext lower grade, and an Executive Officer (a Lt.
Colonel) from 'the next two lower ranks.

Other important features of H.3745 relate to the (a) abolition
of temporary grades; (b) limitation of the Commissioner’s appoint-
ing authority 'to the three listed candidates who have attained the
highest total mark, with notice of declination and the reasons why
the unsuccessful men were passed over, (c¢) the disclosure of ex-
aminations through departmental orders, and (d) the following
longevity provisions:

Minimum Length

Promotion to: of Service
1. Corporal 4 years
2. Sergeant 6 years
3. Staff Sergeant 8 years
4, Lieutenant 10 years
5. Captain 12 years
6. Staff Positions 14 years

This redraft, popularly identified as the Cavanaugh bill, has at-
tracted support from many sources which are conversant with
existing promotional conditions in the uniformed branch. Some
persons disagree with centain provisions, but nonetheless support
the measure as a step in the right direction.

Newspaper articles refer to support from the uniformed branch,
but it is much more likely that the uniformed branch provides
most of the opposition to the measure. This opposition reflects the
opinion of certain members who ‘defend the status quo, and of other
members who admit that reform is necessary, but believe that the
pending measure is not the right step. The legislation is opposed
on these varying grounds:

'(1) Its provisions go far beyond civil service requirements;

(2) A written examination is unnecessary;

(3) Disproportionate weight is given to the examination;

(4) Politics will still be a force under its provisions;

(5) The bill does not help those who are now being overlooked;

(6) The Commissioner can control the examination and regulte

attendant procedures;
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(7) It is based on the Connecticut system which is currently
under attack; and . .

(8) Its provisions are impractical for the State Police organiza-
tion.

Sheehan Commitiee Report

Shortly after taking office in December 1964, the present Com-
missioner, former Senator Richard R. Caples, appointed a com-
mittee to study the uniformed branch promotional procedure. The
committee was headed by Professor Robert Sheehan, Chairman of
the Department of Law Enforcement of Northeastern University in
Boston. Its membership included Judge Otis M. Whitney, a former
Commissioner of Public Safety; Chief Philip Purcell of the Newton
Police Department; District Attorney Matthew Ryan of Hampden
County; and Lieutenant James J. Foley of the Massachusetts State
Police who is the elected uniformed branch delegate to the Massa-
chusetts State Employees Association.

In February of 1965, the committee rendered a preliminary re-
port to the Commissioner calling for the immediate establishment
of a promotional system through changes in departmental rules
and regulations. Two months later — in early April — the com-
mittee filed another report proposing statutory changes which are
almost identical with the provisions of House, No. 3745. However,
some members dissented from particular provisions within the
document.

The most important variation related to the staffing of the Massa-
chusetts oral interview board with officers from other state police
organizations. Moreover, the committee expressed sentiment for
the preparation of the written examination by an out-of-state pri-
vate personnel examining service, although mo official vote was
taken on this question.

Lieutenant Foley of the State Police dissented from the com-
mittee’s action in terminating its business, and contended that

other reform procedures should also have been explored. Accord-
ingly, he voted in favor of the final report but only ‘as a secondary
means of solving promotional problems.

To date Commissioner Caples has taken no action on the com-
mittee report.
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The Views of Police Delegate and Retired Officers

The following text is devoted to the views of Lieutenant James
J. Foley who represents the muniformed branch personnel in the
Massachusetts State Employees Association. Foley discounts as
pure speculation any reports that the employee representatives
from the various troops have prepared a promotional plan. In view
of his long service as employee agent, his minority views may be
interpreted as being those of the rank and file in the State Police.

Lieutenant Foley frankly admits that strong political ties have
helped many men to advance in the uniformed branch, particularly
those officers ‘assigned to serve the Governor, and 'other constitu-
tional officers. To obtain such coveted assignments, enlisted per-
sonnel have been known to ‘take 'their vacations to assist a guber-
natorial candidate from one of the two parties.

On the other hand, the Lieutenant believes that the various Com-
missioners must share much of the responsibility for the political
atmosphere that has developed in the police service. Being political
appointees, the Commissioners look beyond their service in the
Department to ‘a judicial post or to some other attractive execu-
tive position. On this score, he believes & decided improvement in
departmental morale and efficiency would result if a career man
or professional police administrator were to be appointed as top
commandant of the force.

Lieutenant Foley criticizes the Sheehan Committee for limiting
its considerations to House, No. 3745. He opposes the bill as
written and he indicates that a poll of the 31 troop stations shows
similar opposition. The lone exception to this general opposition
is the Northampton troop which does not enthusiastically support
the proposal, but nevertheless considers it to be a step in the right
direction.

In large degree this opposition is predicated on the lack of em-
phasis on seniority and job performance as promotional standards.
The Lieutenant is especially critical of written examinations as
favoring that portion of the State Police which has conventional
working hours 'at Headquarters, at the State House, and at the
offices of the District Attorneys, and therefore has greater op-
portunity ‘to study. He maintains that once the native ability and
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intelligence of an adult man is established in police work written
examinations ‘are superfluous. . - N 1
Similarly, the Lieutenant frowns on ora} interview boards, 1231-
ticularly when their discretionary power Is SO broad. Qompg ing
candidates appear before different boards an.‘d are‘ not judged ;o'n
common grounds. In support of this observation, Lleutenlant. Foley
cites the allegedly incongruous decisions of ora"l boards In ‘ﬁ}-le
Connecticut State Police system which 'are now being .ohaﬂl'enged in
the courts. He urges that the use of out-of-state police ofﬁ'c.e%‘s to
serve on such Massachusetts boards be discouraggd as these visitors
do not know the needs and problems of the uniformed branch of
assachusetts State Police. o
th;olf\lliizsgiomo‘ci‘ons are urged on the combined ibas%s of semom’iy
and in-grade service and good fpex‘-formancg evaluajcl-on. To aﬁ?i
seniority, the Lieutenant suggests the longevity requlrements W . ic .
are indicated for the various police ranks: for Corporal, 6 yeérs,
for Sergeant and ‘Special Officer Sergeant, 8 yfaars; for Staff, De-.
tective and Technical Sergeant, 10 years; for px.euten‘ant, 12 yealﬁ'f1 ;
and for Captain, 15 'years. After a list of eligibles is established,
the Commissioner should be allowed to select from the top five
applicants. .
mrl:}v({)idSat?i)’f Captains, he urges that the Cqmm}ssioner be given
complete authority to select from all Captains In @e covrps w%o
have served at least two years in grade; and for MaJorJto_ have the
same authority to select from Captains and Staff Captains gen]eré
ally. The position of Executive Officer, he ibellev?'s, should be fille
by automatic promotion of the Adjutant. ’I‘lf.xe Lieutenant p?oposgs
that the Commissioner have exclusive appointment power at this
level in order that he may attract loyalty -a'r.ld conﬁden’f:e. 'feumong
those highly ranked officers who m;llvst exercise responsibility for
( operation of the branch.
1j}.1G'EDEZea[I"::It(ii;zd(n)rli)le’mfbers of the uniformed branch also insist .thad.: re-
form in the promotional system is vital. .In general, their -we.ws
parallel the above approach which emphasizes the use of seniority
and of service in ‘grade as major criteria.

Viéws in 1965 Report of the Massachusetts Crime Commission
| In the light of its recent investigation of the Department of
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Public Safety, the Crime Comumission criticizes promotions within
the uniformed branch as often resulting from political sponsorship.t

Among various police recommendations, the Crime Commis-
sion urged a major reorganization of the Department, and the ab-
sorption of both the Metropolitan District Police and the Registry
of Motor Vehicles by the State Police. Similarly, the Commission
proposes changes in executive and personnel management areas of
the State Police. Thus, it recommends that the Commandant of
the State Poclice be selected by its proposed new three-member
Commission on Public Safety on the basis of a written exam and
oral interviews whereby the professional qualifications of all as-
pirants for the post would be analyzed and determined. The suc-
cessful candidate would be appointed for a term of five years and
may be reappointed without examination. His removal for mis-
feasance, malfeasance or willful neglect of duty would be controlled
by the State Administrative Procedure Act (G.L. ¢. 30A).

Relative to promotions within the uniformed branch, the Com-
mission’s suggested procedure is spelled out in the following extract
from its proposed legislation filed with the General Court:

Section 10. Ranks, ratings and promotions in the uniformed branch.

“The mnon-commissioned and commissioned officers in the uniformed
branch shall be corporals, sergeants, staff sergeants, lieutenants, captains,
staff captains, two majors and a colonel. Officers and non-commissioned
officers performing special duties may be given special designations *to
indicate their duties but such designations shall not affect their ranks
or ratings.

“Promotions shall be made to the next higher rating or rank only. No
trooper shall be weligible for promotion to corporal until he has served as
a trooper for six years. No corporal or member of the uniformed branch
holding any other rating or rank shall be eligible for promotion to the
next higher rating or rank until he has served two years with the rating
or rank from which he seeks promotion.

“Promotions up to and including the rank of lieutenant shall be made
as follows: —

“From itime to time when they deem such action deserved or when
they are ordered to submit recommendations for promotion to ranks
or ratings up to and including the rank of lieutenant, officers in com-
mand or in charge of a troop, bureau, or other unit of the state police,
and their superior officers, shiall submit to the police director recommenda-
tions for the promotion of those men under their command or super-
vision whom they consider worthy of promotion. When the police direc-

1 Fifth Report, Massachusetts Crime Commission, May 17, 1965
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tor considers that one or more promotions should be made, he shall ap-
point three commissioned officers in the uniformed branch to act as a pro-
motion board and shall refer to them the recommendations he has re-
ceived which relate to the promotions to be considered. After investiga-
tion into the merits of the recommendations, the promotion board shall
select therefrom and shall submit to the police director nominations f.of
promotion. The police director shall make the promotions under consid-
eration from those so nominated.

“Promotions to ranks above lieutenant shall be made by the police
director from the candidates recommended as qualified for promotion by an
examining board consisting of a staff captain or major in the uniformed
branch and two officers serving in the state police of New Jerscy, Pennsyl-
vania, Connecticut or Rhode Island, each of such two being from a dif-
ferent state police force. Such officers shall be designated by the heads
of their respective state police forces. The special examining board shall
conduct interviews and shall give due consideration to service recqrds
and experience. The board shall indicate by marks the relative §tandmgs
of the qualified candidates. A single promotion shall be made Zrom the
top three qualified candidates having the highest marks. If mo%'e than (.)n.e
promotion is to be made at the same time, the number of candidates eligi-
ble for selection shall be increased above three by one candidate for each
promotion over one that is to be made. Such candidates shall be added
in the order of the marks given by the examining board.

“Examinations for promotions to ranks above lieutenant shall be open
to all officers who have served at least two years in the rank below the
rank for which the examinations are held.

“If a promotion is made within twenty-four months prior to the date
on which a member of the state police retires, for the purpose of de-
termining the amount of his retirement pay he shall be deemed to hold
on retirement the rating or rank ‘held before such promotion.”1

As indicated, the Commission would require no written examina-
tions as part of the promotionai process. Elevation to ranks as
high as the grade of Lieutenant would not vary greatly from the
present system, except for the requirements for in-grade service
and longevity. However, under the Commission’s proposal, the
arbitrary power to reject recommendations would be eliminated.
Since the Commandant or Police Director would be 'chosen because
of his professional attainments and would not be responsive to
political pressures, the Commission evidently deems that statutory
safeguards in the form of detailed administrative requirements
are unnecessary.

Relative to promotions of senior officers, the proposed staffing
of the examination board with officers from other states so they
constitute the controlling majority, will undoubtedly provoke con-

1 Op. cit., p 44.
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siderable objection. And the Commission’s further proposal to bar
promotions within two years of retivement is criticized as un-
equitable and impractical.

In summary, the Commission’s total promotional method is based
on longevity, oral boards and performance rating.

View of Industrial Consultant

An industrial consultant, Hrand Saxenian, of Concord, Massa-
chusetts, first became officially associated with the operations of
the State Police when he conducted a study of their budgetary
and fiscal practices in 1957, at the invitation of the then Governor
Foster Furcolo. This work developed his interest in that agency
and he suggested to the then Commissioner Otis M. Whitney the
application of proven industrial personnel theories, so as to measure
the maturity and effectiveness of State Police personnel. The Com-
rnissioner then granted Mr. Saxenian permission to apply his test
in an advisory ‘capacity to twelve experienced corporals of the uni-
formed branch. The test is based on the theory that the extent to
which a man expresses his own convictions while still bearing in
mind the thoughts and feelings of others (i.e., “expression’”) serves
also to indicate how effectively he will work both alone and with
others when under pressure (i.e., “effectiveness”).

The Saxenian test findings for these corporals are reported as
having matched very closely the opinions of their superiors of their
relative effectiveness as police officers. So did the findings of a later
study of recruits at the State Police Academy when compared with
the ratings of Academy staff who had observed the recruits over
a 15-week period. As a result, these criteria are now being used by
the Oral Interview Board to measure the prospective recruit’s
readiness to accept the responsibilities of police work.

The possibilities that good results might emerge from the appli-
cation of this theory to State Police promotions was considered by
former Commissioner Frank S. Giles, but he relinquished his duties
as Commissioner before deciding on this matter. His successor,
former Commissioner Robert MacDonald, took no further steps and
is said to have deferred to the wishes of certain ranking officers
who opposed a study of this technique as part of promotional pro-
cedure. '

P e i



e s e

52 SENATE — No. 1140. [June

Meanwhile, this formula has also been tried out in the promo-
tional processes of the Boston Police Department, the Syracuse
(N.Y.) Department and the Connecticut State Police. Among vari-
ous generally favorable comments, Commissioner Leo J. Mulcahy
of the latter Connecticut force describes the Saxenian formula as a
‘“statement of the intuitive “gut feeling’ one has of another’s trust-
worthiness,” and as helping his state make progress towards three
important 'goals: (1) greater uniformity in ratings of comparable
performance (2) increased tendency to give more high or low rat-
ings when deserved; and (3) greater openmindedness both in the
periodic performance evaluation and in actual daily police super-
vision.*

This consultant suggests meodification of present promotional
practices for the Massachusetts State Police system on the basis
of the following general outline:’

1. Written examinations which emphasize the responsibilities of
the position, questions of criminal law and administrative
practices — to be given a weight of 25%.

2. Pexformance evaluation based upon effective criteria and
standards — ‘to be given a weight of 50%.

3. An oral interview board, a minority of which shall be police
officers from other states to benefit from their lack of per-
sonal prejudices — to be given a weight of 25%.

Allowing credit for seniority has important morale advantages
and should be given additional weight, according to Mr. Saxenian.
He concurs with the longevity credit in House, No. 2745 — the
proposed one point for each year of service — to be added to the
total of the above scores.

Views of Former Commissioners of Public Safety

To determine the views of men heretofore in charge of ‘the ad-
ministration of the 'State Police, staff conferences were held with
two former Commisioners of Public Safety, one of whom served
some years ago and who requests anonymity.

1 Hrand Saxenian and Major Victor J. Clarke, Objectivity in Performance
Evaluation, 9 pp. In memorandum presented at New England State Police
Administrators’ Conference in April 1965. Major Clarke is associated with the
Connecticut State Police.
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v ’I“his former Commissioner indicates that political pressures arose
during his service but were invariably resisted. He laments the
d'eteriora'tion in the uniformed branch due to the political manipula-
tions of promotions. While he believes that changes in the rules
g.n'd Tegulations of the uniformed branch would be preferable, he
states that the pending legislation appears to be a measure worthy
of support,

The other former Commissioner, Judge Otis M. W'hitney; in-
dicated that statutory changes are necessary to eliminate political
preferential treatment. He concurs in the report of the Sheehan
Con}-m'ittee, but recommends that the proposed new four-way pro-
motional formula be weighted as follows: (1) longevity (30%):
(2) performance rating (30%); (3) written examination (25%) :
and (4) oral board examination (15%).

The promotions made in 1964 by former Commissioner Robert
MacDonald were violently criticised. He is quoted in a newspaper
article as defending the present system as fair; and states that
p.romotions made were based on the recommendations of respon-
sible officers who supervise the individuals concerned.! At that
time the only modification he favors is a requirement that before a
member may be promoted he must have a stated minimum length
of service in the next lower grade,

.Frormer Commissioner Frank S. Giles stated that seniority was
his prime consideration in making appointments. However, a news-
p@per interview quotes him as then probably also fafvorin'g promo-
tional examinations.2

Civil Service for Uniformed Branch

. Approximately 10,500 police officers in the 39 municipalities and
11.1 .131 towns are under civil service coverage. The pertinent pro-
visions for appointment and promotion are mostly governed by
general statute '(G.L. c. 31, s. 20), and by the regulations of the
Massachusetts Division of Civil Service, However, many local
police forces are covered by special statutes.

S-'ome informed sources doubt the advantages of civil service for
police personnel, particularly in making police promotions. Thus,

1 Christion Science Monitor, August 25, 1964,
2 Boston Globe, August 19, 1964,

s
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the late Bruce Smith, a former distinguished police expert, moved
part way in that direction in the following statement:
“One of the greatest handicaps suffered by the merit system as now
practiced is that its merchanisms and processes are largely concerned with
a personnel of mediocrity. Rarely is there provision for ways and means
by which a real career in higher posts can be quickly achieved by qualified
men.”’1

Among the local sources interviewed by Bureau staff with respect
to placing the recruitment and promotional procedures of the
Massachusetts State Police under civil service only one individual,
Professor Robert Sheehan of Northeastern University, has indi-
cated a somewhat favorable reaction. He favors civil service for
the uniformed branch but only if the major deficiencies which he
finds in the present general civil service statutes are corrected.

All opponents including legislators, consultants, departmental ad-
ministrators and study groups generally agree that a para-military
concept of the uniformed branch calling for a young, flexible and
highly disciplined unit cannot be maintained under basic require-
ments of civil service.

The 1917 Special Commission on the Constabulary and State
Police strongly urged that @all local police forces be placed under
civil service. However, in its discussion of the rudimentary pre-
cursor of the uniformed branch — the rural and motorcycle patrol
— the Commission omitted any endorsement of civil service for
that body.

'‘As has been indicated, various legislative study commissions have
expressed dissatisfaction with the functioning of civil service within
the detective branch.

CHAPTER IV. FEDERAL PRACTICES

This chapter outlines the promotional practices of three federal
law enforcement agencies, two of which are subject to require-
ments laid down under the Federal Civil Service Liaw by the United
States Civil Service Commission. The three federal agencies are (1)
the United States Secret Service, (2) the Federal Bureau of In-

1 Bruce Smith, Police Systems in the United States. N.Y., Harper and Brothers,
1949, :
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vestigation, and (3) the Metropolitan Police Department of the
District of Columbia.

Promotional Practices of Federal Civil Service Law

Federal departments and agencies subject to the Federal Civil
Service Law are allowed to establish their own “merit promotion
Pl:ans,” subject to guide lines laid ‘down by the Federal Civil Serv-
Ice Commission. The relevant regulations of the Commission are
published in its Federal Personnel Manual (c. 335). They stipulate
that such plans must conform to the following six general require-
ments:

(1) Each ‘“merit promotion plan” mu-t be developed and ad-
ministered for all applicable positions in the promoting agency.
The plan must group positions according to specific criteria; must
utilize qualification standards meeting competitive civil service re-
quirements; must provide open promotional opportunities for a
maximum praocticable number of candidates; and must use reason-
able qualification and evaluation standards.

.(2) The agency must consult with individual employees and
with employee organizations, to get their views before installing
or altering a “merit promotion plan.”

(3) The promotional plan must be integrated with other aspects
of agency personnel administration.

. (4) Employees must be kept informed of promotional procedures
in the “merit promotion plan.”

(5) The plan must include an intra-agency grievance and appeal
procedure.

(6) The plan must apply systematically and uniformly to all
promotional candidates.

Under such a “merit promotion plan” for its civil service per-
sonnel, a department or agency may utilize one or more of the

following qualifying steps: (1) written tests, (2) performance rat-

ing,! (3) interviews, and (4) evaluation of training and experience
of candidates for promotion. As a result there must be established

1 Fox“ an extended discussion of performance rating systems, see: Mass. Legis-
lative Research Council, Civil Service Performance Rating, House, No. 2655
of 1959, Boston Mass., 110 pp.
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a list of candidates for promotion who are ranked as ‘“‘qualified,”
“well-qualified,” “best qualified,” or in any other number of cate-
gories. The promoting officer must make his selection from among
the three candidates at the top of that list. Veterans’ preference,
which is accorded on a mandatory basis only in original recruit-
ments into the civil service and in lay-offs, does not apply to pro-
motional grading.

Agency “merit promotion plans” need not be approved by the

. Civil Service Commission before they take effect, but they are sub-
ject to review by Commission inspection teams. Agency employees
aggrieved by actions taken under an agency plan may appeal to the
Commission for relief; and in the course of settling these disputes,
the Commission examines the plan for compliance with the above
six general requirements.

This delegation of promotional authority to many federal depart-
ments and agencies became necessary with the tremendous expan-
sion of federal personnel during the Great Depression and after
World War II, to its present level of over 2.4 million personnel.
Such delegation has been approved by Congress.

Promotional Practices of U. 8. Secret Service

Origin and Functions

The United States Secret Service was established as a Division
within the United States Treasury Department in 1865 to combat
widespread counterfeiting of currency during the Civil War. Today,
it functions as: (a) the Department’s principal investigative arm
for enforcement of laws relating to counterfeiting, forging, certain
aspects of foreign exchange and of safe deposit insurance; and (b)
the agency primarily responsible for protecting the President, Vice-
President and others in the presidential line of succession.

The Secret Service Division is commanded by a Chief who is
responsible to the Secretary of the Treasury. The 870-member
Division is organized in (a) a 70-member unit guard which pro-
tects the Treasury buildings and vaults, (b) a White House unit of
225 members, and (c) 575 personnel assigned to the headquarters
offices and 59 district offices of the Secret Service. The latter dis-
trict offices are headed in every instance by a District Supervisor:
and they are grouped in a total of four area offices, each of which
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is comn.qanded by an Inspector. The 870 employees of the Division
are.subject to the Federal Civil Service Law; about 60% are investi-
fgatlve. anq protective personnel, and 40% are clerical and other non-
1nve§t1gatlve personnel. The appropriation requested by the Secret
Service for fiscal 1966 was $11.5 million.

Recruitment and Training of Personnel

The Secret Service recruits its personnel through the civil service
system.administered by the Federal Civil Service Commission
Appl{c.ants for appointment to agent positions must take g .n'on
competitive qualifying entrance examination and must be colle c;
graduates. After three years of satisfactory service, such negw
agents -may be given full civil service status on recomm’endaﬁon of
the Chl.ef of the Secret Service and the Secretary of the Treasury,
" Azl))pllFants for app(.)i-ntment to non-agent positions are chosen on
€ Dasis of competitive entrance examinations, and must meet
otl.ler educational standards, Veterans preference ’is reflected in ten
ggin;s added to the examination mark of applicants who are dis-
pog ae]Ol ;et,itz;:,n:'nd In five points so added in the instance of non-
Neyv ullve_s‘tigative and protective personnel receive intensive
trafnfng 1.1’1 specialized schools of the Treasury Department This
training is supplemented later on by other in-service tr;iinin
programs of the Secret Service., ¢

Promotions of Agent Personnel

o Separate _vmerit promotion plans have been established by the
Fecczzret Service, pursuant to the above cited requirements of the
ederal Personnel Manual of the Civil Service Commission, for (a)
:f;lzntl peirS(;nnel, (b) White House Police, and (c) administrative
clerical personnel. The first two of th i
i this et ese plans are described

T1.1e merit promotional plan for agent personnel applies to pro-
motions subsquent to the initial non-competitive “promotion” of
nevY agents, which is little more than a salary increase reflecting
their improved work performance, and readiness for increased

responsibility as determined by .
performanc
supervisors, e rating reports by

s oot S
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An agent must have served at least two years following that
initial non-competitive promotion before he may be considered for
competitive merit promotion to positions in the next higher rank.
This merit promotion is based upon an cverall merit promotion
grade given to each candidate for promotion, according to the fol-
lowing weighted elements: (a) his length of service (30%); (b)
his record of training in certain schools of the Treasury Depart-
ment (10%) ; and—most important—(c¢) an “evaluation” report by
his supervisor (60%). That “evaluation” is in the form of a per-
formance rating report which requires the candidate to be graded
as “outstanding,” ‘“‘above average,” ‘“average,”’ or ‘“below average”
with regard to 20 aspects of his performance during the preceding

12 months.

‘Candidates are then listed in order of their overall marks, with
the upper five to ten candidates being designated as “best qualified”
(depending on the total number of candidates on the list). This
eligible list is transmitted to the Secret Service Promotional Ad-
visory Board, which consists of five top-ranking officers of the
Division, for review, adjustment if need be, and a recommendation
to the Chief of the Secret Service who then makes his promotional
choice. Medical examinations of candidates may be required. Any
candidate for merit promotion may appeal his non-selection for
promotion to the Director of Personnel of the Treasury Department
whose decision is final.

Cdmpetitive merit promotions to positions in the next four suc-
ceeding higher ranks of agent personnel follow a similar procedure,
except that training is no longer included as a separate weighted
element in overall grading. A weight of 40% 1is attached to length
of service, which must include a specified number of years of serv-
ice by the candidate in his current or previous rank or position.
The “evaluation” of the candidate, which is performed by his super-
visor, or directly by the Promotional Advisory Board in certain
instances, has a weight of 60%. That evaluation includes a per-
formance rating similar to that described previously, except that
it is not confined to a 12-month period; the evaluating authority
must take into consideration, also, awards and commendations in

the personnel file of each candidate.
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Promotions to the three higher agent ranks at the top manage-
ment level gre made by the chief of the Secret Service without
use of graqlng or marking. These promotions are made largely
géln t}(lie bil.SlS of the experience of promotional candidates under

Slderation, and on the recommendation of the P i
Advisory Board. ® Trometional

Promotions of White House Police

Promotions to the ranks of Sergeant and Lieutenant in the White
H01.18e Police are made by the Chief of the Secret Service on the
bas1§ of an eligible list prepared by an Evaluation Board. The board
COHSISFS of the Major (commanding officer) and seven other non-
commissioned or commissioned officers,

P-mmotions to Sergeant are made from among tlie Privates in the
White House Police. To qualify for consideration, such Privates
must .(a) have at least five years of service and (b) be among the
20 Privates having the highest annual performance rating scores
(abov.e 70%) as determined by their supervisors. Each of these
20 Prfvates is interviewed by the Evaluation Board, each member
of YVthh evaluates the candidate on an evaluation form using trait
rating techniques. The individual scores by the eight board mem-
be.r§ are then averaged to produce a score for the candidate. An
eh.glble list of candidates, in order of their marks, is then t;'ans-
mitted to the Chief of the Secret Service for his d’ecision.

A similar procedure is followed in promoting Sergeants to Lieu-
tenant, except that there is no requirement of a given number of
years service in the former rank.

Promotions to Captain or Inspector are made from among those
ofﬁfzers who have served as Lieutenants for at least one year. 'The‘
Major commanding the White House Police, with the assistance of
his 'depn'l»ty, evaluates all qualified Lieutenants, and lists them in
descending order of preference. This eligible list, supported by a
Ssummary evaluation report upon each candidate, is transmitted
to the Chief of the Secret Service for his action.,

The Chief of the Secret Service makes his promotional selections
from among the top three candidates on the relevant eligible lists
'.I‘h'e. promotion of any person further down on the list must be.
Justified in writing by the Chief, Employees aggrieved because of
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actions taken under the promotional plan may appeal to the Direc-
tor of Personnel of the Treasury Department, whose ruling is final.

The rank of Major is a staff position, which is filled by the Chief
of the Secret Service in accordance with the merit promotion plan
for agent personnel.

Promotional Practices of Federal Bureau of Investigation

Origin and Functions

The Federal Bureau of Investigation (FBI) was established in
1908 as the investigative arm of the Department of Justice. It is
responsible for the investigation of violations of over 170 federal
statutes applicable to such matters as (a) crimes on federal property
and against federal officials, (b) espionage, (c¢) kidnapping, (d)
pursuit of felons who flee across state lines, (e) interstate rack-
etering and transportation of stolen property, and (f) federal
election laws and civil rights laws. The FBI also compiles crime
statistics and furnishes requested technical assistance to state and
local law enforcement agencies. It is not a prosecuting agency; that
function 1is performed by the Justice Department through its
regional United States Attorneys, with FBI help.

Not included within the jurisdiction of the FBI is the enforce-

ment of laws relating to customs, drugs and stimulants, the Internal-

" Revenue Code and Post Office problems and previously described
laws enforced by the U. S. Secret Service.

The FBI operates through more than 50 regional offices com-
manded by Agents-in-Charge responsible to the FBI Director, who
is appointed by the Attorney-General. Its 1966 budget request
seeks an appropriation of $165.3 million to provide for 14,700
positions of which about 6,000 are “Agent” investigative positions,
and the remainder are administrative and technical positons.

Recruitment and Training of FBI (Personnel

The FBI maintains its own recruitment, training and promoiional
system for its personnel, independent of the civil service law. How-
ever, it is bound by the Performance Rating Act of 1950 which re-
quires federal agencies, with but 13 exceptions, to establish per-
formance rating plans for the administration of their personnel,
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subject to approval by the Civil Service Commission and to regu-
lations of that Commission (PL. 873, 81st Congress). Great empha-
sis is placed by the FBI on professional standards of police work
and administration.

Special agents are recruited on a non-competitive basis through
the Personnel Office of the FBI. Candidates must be either (a) at-
torneys or (b) certified public accountants, a requirement that auto-
maticaliy establishes higher educational standards. In addition, can-
didates must pass satisfactorily a personal interview, medical exam-
ination, and an exhaustive security check. Following appointment,
the new special agents receive 14 weeks of specialized training in
Washington and at the FBI Academy in Quantico, Virginia.

Non-agent employees are recruited on the basis of satisfactory
tests, training and experience, a personal interview, and a security
check.

Because the FBI functions as an intelligence agency, its recruit-
ing program emphasizes not only the vocational or professional
competence of applicants, such as might be tested under civil serv-
ice procedures, but also personal characteristics not ascertainable
by civil service routines. These latter characteristics include the
candidate’s sense of discretion, mental stability, loyalty, alertness,
learning capacity, and willingness to work under difficult circum-
stances.

In-service training is provided by the FBI to its agent and non-
agent other personnel, who are also encouraged to avail themselves
of higher educational opportunities.

Promotions of Special Agents

Agent (investigative) personnel are promoted by the FBI Direc-
tor on written recommendation of their supervisors.

When a vacancy occurs or a new position is created, the relevant
supervisor reviews the personnel record folders of agent staff mem-
bers in the grade below that position, whose performance and
experience qualify them for promotional consideration. The super-
visor’s written recommendation to the Director must be based on
the following elements contained in every agent’s folder: '(a) the
performance rating record of the agent, which is prepared annually
in March by his supervisor, and also whenever he is transferred;
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(b) reports on the agent by the inspectors sent out annually by
FBI headquarters; (c) letters of commendation or criticism; (d)
his educational background, including special courses taken, lan-
guage proficiency, ete.; and (e) both the seniority status and mili-
tary records of the agent, which are important only when other
factors are the same. The supervisor’s recommendation is reviewed,
at FBI headquarters by the personnel assistant to the Director and
by the Director (who makes the final promotional choice).

The performance rating reports upon the employee are the most
important promotional consideration, and are used also in qualify-
ing special agents for their step-rate increases in salary and for
discharging those who fail to perform satisfactory work. The FBI
performance rating plan is authorized by the Performance Rating
Act of 1950, which lays down certain minimum requirements for
such plans. Currently, the FBI uses a performance rating plan
which merges adjectival trait rating with substantiating evidence
methods.

The work of each agent employee is rated by his immediate super-
visor annually by March 31st, which requires the supervisor to
mark the agent employee as “outstanding,” “excellent,” ‘“satisfac-
tory” or “unsatisfactory” as to the following 25 elements; (1) per-
sonal appearance, (2) personality, (3) work attitudes, (4) physical
fitness, (5) resourcefulness, (6) forcefulness, (7) judgment, (8)
initiative, (9) planning ability, (10) accuracy, (11) industry, (12)
productivity, (13) professional knowledge, (14) technical skills,

(15) investigative ability, (16) surveillance ability, (17) weaponry,
(18) development of informants and sources of information, (19)
reporting ability, (20) performance as witness, (21) executive
ability, (22) ability on dangerous assignments, (23) organizational
interest, (24) ability to work under pressure, and (25) certain
miscellaneous abilities.

On the basis of all these considerations, the supervisor must then
rate the overall performance of the special agent as:

1. “Outstanding,” which exceeds “excellent” and deserves special
commendation. For such a rating, all 25 specific elements
must be rated ‘“outstanding,” and each such element rating
must be backed up by a narrative statement on the back of

the rating form.
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2. “Excellent,” which means that the employee must not be rated
“unsatisfactory” on any of the 25 specific elements of per-
formance, and must have an “excellent” or ‘“outstanding”
rating on a majority of them.

3. “Satisfactory,” which connotes “good or very good,” the cate-
gory in which most special agents normally fall.

4. ‘‘Unsatisfactory.”

Any element rated “unsatisfactory,” and any general rating of
‘“unsatisfactory,” must be supported by a narrative statement by
the supervisor.

The supervisor’s performance rating report is submitted to the
agent employee being rated for his examination and initialing; and
the supervisor must discuss with that employee appropriate steps to
improve the latter’s job performance. If an agent employee re-
ceives an overall rating of “unsatisfactory,” he is given 90 days in
which to bring his performance up to acceptable standards, and he
is denied any salary increase. If he does not improve as demanded,
he may be transferred or he may even be dismissed from the serv-
ice.

Promotions of Non-Agent Personnel

Promotions of non-agent personnel, such as technicians and
clerical employees, are based on a different performance rating
plan, adjusted to the type of work concerned. As in the case of
agent personnel, the non-agent plan affects promotions, salary
increases, disciplinary transfers and dismissals. The promotional
plan for non-agent personnel seeks to base promotion on ability
and performance, rather than seniority.

Promotional Practices of District of Columbia Policet

Promotional examinations for the Metropolitan Police Depart-
ment of the District of Columbia are conducted by the Federal
Civil Service Commission, by arrangement between that Commis-
sion and. the District Government. The procedure utilizes the
1 This text digcsts the following document: Government of the District of

Columbia, Metropolitan Police Department, Procedure to be Followed in

Promotional Examinations Held by the United States Civil Rervice Com-~

mission for the Metropolitan Police Department, D. C., March 23, 1958, 4 pp.
mimeographed.
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services of (1) a Civil Service Advisory Board composed of Deputy
Chiefs of Police and Inspectors and (2) two Promotional Rating
Boards (one for uniformed personnel, composed of Deputy Chiefs;
and one for investigative personnel, composed of Deputy Chiefs
and Inspectors). The Civil Service Advisory Board is established
by the District Commission on recommendation of the Chief of the
Metropolitan Police. The two latter Promotional Rating Boards are

established by the Chief.

Initiation of \[Examination Procedure

When vacancies occur or new positions are created to which pro-
motions must be made, commanding officers are directed to pre-
pare a rating on the “fitness and experience” of each subordinate
who applies to take the promotional examination. The relevant
supervisor must submit an individual rating for each member of
the command. That rating is prepared on a form which reflects
the service record of the applicant for examination, and provides
narrative statements made by the supervisor. The Commanding
Officer then confers with his officials at length to rate each member
of his command.

Commanding Officers in turn present the units’ final ratings
to the Inspectors in command of their units for review. The rat-
ings are then sdabmitted to the appropriate Promotional Rating
Boards at a meeting at which the Inspector and the Commanding
Officer must justify each rating to the satisfaction of the mem-
bei's of the Board. The Board then rates each member who wishes
to take the promotional examination. After the Board makes its

rating, its members give additional credit, as approved by the Chief
of Police, to personnel cited for meritorious service. The latter ad-
ditinnal credit is only given in present grades and is not carried
between grades.

Each member of the Department taking a promotional ex-
amination is provided with his two fitness and experience ratings
in a sealed envelope prepared initially by the commanding officer
and the Inspector, and finally by the Promotional Rating Board.
Dissatisfied officers have five days to appeal to the Appeal Board

(same officials as Promotional Rating Board) with their Inspector
and commanding officer also present. The member who is appeal-

N g
T

1965.] SENATE — No. 1140, 65

1ng. submits evidence to Justify his request for an increase in his
rating, .If the rating was changed by the Promotional Ratin
Board, its chairman so informs the member making the atppea;g
Aft'er a full hearing, the Appeal Board decides the fitness and ex:
berience rating ¢« the member, When appeals ha{7e been com-
pleted all ratings are forwarded to the Chief of Police, who makes
the ﬁn'al'decision and sends it to the United States (’?ivil Service
Commission prior to the date of the examination. .

At ﬂ:le direction of the Chief of Police, all applicants for the
promot1.ona1 examinations for Lieutenant and Captain are per-
sonally. interviewed by one of the two Promotional Rating Boards
The:se Interviews are held prior to assignment of fitness and ex:
per.lence ratings and are taken into consideration with the ratings
delivered by the Inspectors and Commanding Officers. At a futuf
date, these personal interviews may be enlarged t(; take in al?
applicants for promotion in the Department,

Preparation for the Promotional Examination

.'W.ith the approval of the District of ‘Columbia Board of Com-
nr.nssmners, the Chief of Police then appoints a Civil Service Ad-
Z;S(;rg. ]?;)asrd. By agreement between that Board and the Fed-

al Clvil Service Commissi asti inati
are propared s on, the questions for the examination

(a) Each Deputy Chief submits 25 questions with answers; each
Iflsp-ector 20 questions with answers; and each Captain 15 ’ques-
tions with answers, or a total of 690 questions and answers. The
U. S. Civil Service Commission also furnishes questions bas.ed on
the regulations and on administrative competence.

(b) From all questions submitted, the Civil Service Advisor
Boardﬂ selects at least 300 questions covering the District o}f’
Col.u'mbia Code, the Police Regulations, the Manual of the Metro-
politan P(?lice Department, Traffic and Motor Vehicle Regulations
;:ft ;eer;fim General Orders issued by the Metropolitan Police De-

(c? From this list the Examination Division of the U. S Civil
Service Commission then selects approximately 120 questic')ns to
b.e used in the promotional examination. The selection of ques-
tions by the Examinalticn Division of the U.S. Civil Service Com-
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mission is with the understanding that, if a question or answer
is changed, the entire question must be referred to the Civil Serv-
ice Advisory Board to determine whether the regulation or law
that was used in the construction of the question still applied. If
so, the question will be approved.

Rating of the Promotional Examination

The final rating for p.omotion allots 60% to fitness and experi-
ence, and 40% to practical questions. Papers are graded by both
the Police Civil Service Advisory Board and the U. S. Civil Serv-
ice Commission without a final mark being assigned. Each appli-
cant must appear at U. S. Civil Service Commission o'fﬁces on a
specified date to examine his answers and the grade assigned each
answer.

If the applicant believes that some answers merit higher grades,
he may enter an appeal in writing within ten days to the U. S.
Civil Service Appeal Board. That body investigates thoroughly the
questions appealed, and reports to the Civil Service Advisory
Board which submits an advisory opinion as to Whethe.r the a.lp-
peal is justified. Final action is taken by the U. S. Civil Service
Commission which furnishes the Metropolitan Police Department
with a list of eligibles for the various positions.

The Chief of Police must recommend to the District of Columbia
Board of Commissioners one of the top three applicants to fill the

vacant position.

Out-of-Line Promotions

Whenever a highly specialized position is vacated, the Ch'ief
of Police forwards a recommendation to the U. S. Civil Se.r\.u'ce
Commission, with justification, selecting a well-qualified eligible
from the promotional list affected. The Commission has been ap-
proving such promotions with the proviso that those promof:ed
would not receive seniority in grade until the officers p.)recedlng
them on the list have been promoted. Out-of-line promotions c?n-
not be made on the basis of outstanding or meritorious service.
Such service can be recognized only at such times as ﬁtpess and
experience ratings are assighed to participants in promotional ex-

aminations.
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CHAPTER V.

PROMOTIONAL PRACTICES OF OTHER, STATES

Limited Scope of Chapter

This chapter describes the promotional practices of the states as
reported (a) in the responses of 38 states to inquiries of the Legis-
lative Research Bureau concerning their state police, and (b) tenta-
tive data presented in a survey of all 50 states by the International
Association of Chiefs of Police in 1963. As used in this chapter,
the term “state police” includes also “state safety patrols”, “state
highway patrols”, and “state public safety” divisions.

Limitations upon the time made available for preparing this re-
port have not permitted detailed comparisons of state police pro-
motional systems. However, the chapter does present (a) a gen-
eralized discussion of the practices in use in all of the states, and

(b) a rather detailed treatment of the practices in two selected .

states.

State Police Promotional Systems Generally

Among the 50 states, promotional practices of the state police
vary considerably, with no two states appearing to follow the same
approach in every aspect of their promotional systems.

These variations reflect differences in regard to (a) the his-
torical and political backgrounds of state police organizations,
(b) the scope of their functions, (c) state-local sharing of policing
responsibilities, and (d) state police organizational structures and
numbers of personnel provided to serve the various state popula-
tions and areas. The following text reviews in a general way some
of the more outstanding aspects of these many variations.

Civil Service vs. Non-Civil Service Administration

Twenty-Seven States With Civil Service Promotional Systems.
Available information appears to demonstrate that the promotional
practices among state police are subject to constitutional or stat-
utory civil service (merit system) procedures in just over half (27)
of the 50 states. Usually, these promotion procedures apply to all




68 SENATE — No. 1140. [June

positions except (a) some technician positions here and there, and
(b) top-management positions.

In 18 (67%) of the 27 civil service jurisdictions, the state police
are reportedly controlled by the same general constitutional or
statutory civil service requirements as are in effect for other state
departments and agencies in the same states, and, in certain instan-
ces, to local government agencies as well. The application of these
over-all civil service codes to promotional and other personnel ac-
tions of the state police may be modified in certain aspects to ac-
commuodate the operating needs and circumstances of the state and
local police forces, which are essentially semi-military organiza-
tions. (Ala., Alas.; 'Calif.; Colo.; Conn.; Ha., whose county police
perform state police functions; Kans.; La.; Me.; Md.; Mich.;
Minn.; Nev.; N. H.; Okla.; Tenn.; Utah; and Wisc.).

Another six (22%) of the 27 civil service jurisdictions have a
separate, special civil service (merit system) law applicable to the
state police only, or to state law enforcement personnel including
the state police. In three of these six jurisdictions, promotions and
other personnel transactions of the state police are controlled by a
merit system administered by a state police civil service board es-
tablished by statute within the state police department or agency
(Ariz., IIl., and S.D.). In the remaining three of these six states,
the head of the state police department or agency administers all
aspects of state police recruitment, promotions, discipline, ete., in
line with criteria spelled out in varying detail by statute (Fla., N.M.
and Wash.).

There remain three (11%) of the 27 civil service jurisdictions
with only a very limited application of constitutional or statutory
civil service requirements of a statewide character to promotional
and other aspects of state police personnel administration (Mass.,
N.Y. and Pa.). In one of these states, Massachusetts, the uniformed
branch of the state police is exempt from requirements of the state
general civil service statute, while detective and other personnel
are covered fully and in great detail by that statute. In the second
state, Pennsylvania, the examination and certification of recruits
for the state police force is conducted by the State Civil Service
Commission; in contrast, that Commission participates in no way
in promotions of investigative and uniformed personnel which are
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:.dmmistered by the state police agency itself. In the third jurisdic-
.101t1, New York, state police personnel administration is not sub-
%ﬁc ttz that tsta‘te’s general civil service law, though it must con-
rm 10 certain broad merit system criteria i : i
state constitution, HieemRorated T the

Practices differ among the 27 civil service jurisdictions as to the
extent to which state police promotional criteria and procedures
ar-e '?ontrolled by regulations formulated by the civil service com-
mls.smn, or within the scope of the civil service statute by the state
pollce agency. Thus, the State of Washington incorporates most of
Its state police promotional procedure within the relevant statute
Whe-reas the brief Illinois law leaves most of that procedure to re ;
ulations formulated by the State Police Merit Board. o

Twenty-States With, Other Competitive Promotional Systems.
Another 20 states reportedly have competitive state police promo-

tional systems which were established by regulations promulgated -

by the commissioner, superintendent or governing board of the
state police, usually with gubernatorial approval. Such regulations
are foirm.ulated under a broad statutory mandate authorizing that
commissioner, superintendent or board to make rules for the gov-
err.lm.ent of the state police agency, which is exempted from an
e?{l-stmg state general constitutional or statutory civil service ro}-’
visions. As in the instance of the state police under civil ser\?ice
thfa competitive promotional system usually applies to all but cer-,
tain technical and top management positions. (Ark., Del., Ga
Idaho, Ind., Iowa, Ky., Mont., Nebr., N.J., N.C., N.D .,Ohio.’ @) X
S.C,, Tex., Vt., Va., W.Va., and Wyo.). T e
In most of these 20 Jurisdictions, promotional examinations are
conduc.te:d by the personnel office of the state police, under the
supervision of the commissioner, superintendent or, governin
!oo:ftrd of the state police. However, in at least five of the 20 statei
it is reported that such promotional examinations are conducted
under the supervision of a merit or promotion board, of varyin
composition, established under regulations of the ,state polici
agency; on the basis of recommendations or eligible lists forwarded
by that board, promotions are made by the head of the state poli
(Ga., Idaho, Ind., Ohio and W, Va.). poriee
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Three States Without Competitive Promotional Systems. Infor-
mation received with respect to three of the 50 states indicates
that they have no competitive state police promotional system in-
volving an examination process. Promotions are made on a non-
competitive basis by the commissioner or superintendent of state
police, after receiving the recommendations of his subordinate
troop commanders and bureau heads (Miss., Mo., and R.L).

Prior Service Promotional Requirements

Nearly all states with competitive promotional systems for their
state police specify that admission to the competitive examination
shall be open only to members of the state police who have served
for a given number of years in the next lowest rank, or in the
state police force, or both. Often, this requirement consists of total
service in the state police, including a year or more in the promo-
tional candidate’s current rank. These requirements vary from
state to state as one ascends the promotional ladder to the higher
positions.

Differing state practices are in effect for promotions from troop-
er to the lowest non-commissioned cfficer ranks, which may be
either corporal or sergeant. Eight states report no minimum serv-
ice requirements (Fla., Idaho, Ind., Mass., Miss., Mo., Nev., and
R.I.). The single state of Delaware has a one-year total service
requirement, while Illinois specifies one and one-half years of total
service. Nine states have a minimum total service requirement of
two years (Ariz., Calif,, Ga., La., Tex., Va., W.Va., Wis., and Wyo.) ;
six more specify three years (Ala., Ark., Colo., Ha., Md., and N.H.);
ten states have a four-year rule (Conn., Me., N.Y., N.C.,, N.D.,
Ohio, OKla., Pa., S.C., and Wash.); nine states have a five-year
total minimum service requirement (Kan., Ky., Mich., Minn., Mont.,
N.M., S.D., Tenn., and Utah) ; and the single state of Nebraska speci-
fies 515 years of service by a trooper before he may be promoted.
The practices of the remaining four states are not clear (Alaska,
Towa, N.J., and Vt.).

Elements of Competitive Examination Process

Examination Elements Used. In states with competitive state
police promotional systems, promotions of state police officers are
governed by one or more of the following nine elements:
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No. of States

Competitive Element Using Element

1. Written examination or practical test. . . . 37
2. Oral examination or interview. . . . . . 35
3. Periodic or special performance rating . . . 23
4, Service rating . . . . . . . .« . . 10
5. Evaluation of personnel file of candidate . . . 8
6. Evaluation of experience and training . .. . 5
7. Seniority (longevity) . .. . . . . . . 27
8. Veterans’ preference . . . . . . . . Atleastl3
9. Medical examination . . . . . . . . 13

When more than one of these elements is used in the examina-
tion process, it is the practice to assign weighted values in per-
centages or points to each element used. An examinee’s grade on
each element is translated, by formula, into a weighted percentage
or point score, and all percentages and points are then added up to
produce a score for the entire examination. The heaviest weighted
values usually attach to the written examination, the oral examina-
tion, performance rating and service rating elements. Often, dif-
ferent weighted values are assigned to these examination elements
in competitive examinations for promotions to the higher state po-
lice positions.

Written Examinations. The written examinations used by 37
states usually cover such topics as criminal and penal law, and police
regulations, administration and practice. Such examinations are
based in varying degrees on true-false questions, multiple choice
questions, and questions requiring narrative answers.

The weighted values assigned to written examinations for promo- |

tion from trooper to corporal or sergeant range from as little as
20% in Minnesota to as much as 85% in Nebraska, with weights
ranging from 40% to 70% being the prevailing practice. Of 34
states indicating the weighting they give these written examina-
tions, 14 accord a weight of 50% or more, eight a weight of from
40% to 45%, 11 a weight of 30% to 35%, and one a weight of 20%.

Oral Examinations. Oral examinations are conducted by special
oral boards of two or more state police officers or personnel con-
sultants in at least 25 states (Ariz., Calif., Colo., Conn., Del., Ga.,
Iowa, Kans., Ky., Me., Md., Mich., Minn., Mont., Nev., N.H., N.M.,,
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NY, .N.C., Okla., Ore., Pa., Tex., Wash., and W. Va.). In some
Jurisdictions using such boards — in Connecticut and Maryland,
for.example — the board may include one or more out-of-state state
police officers. In states not using oral boards, the oral examination

is administered by an individual official or consultant of the state
police agency.

Oral examinations cover the same topical areas subject to the
written examinatipns, but are designed to evaluate also the judg-
ment, alertness, vitality and other pérsonality and leadership quali-
ties of the candidate for promotion.

Of 28 states indicating their weighting of oral examinations of
troopers competing for promotion to corporal or sergeant, nine
states reported weighted values of 20% to 25%, 11 states use
weighted values of 30% to 35 %, six states report such values of

40% to 50%, and two states allow weighted values of as much as
60% on the oral examination.

Performance Rating and Service ERating. More than half (32) of
the 47 states promoting their state police by competitive examina-
tion use performance rating reports and service rating procedures
in their promotional process. The distinction between “perform-
ance rating” and “service rating” is relatively superficial.

Performance rating reports are prepared periodically, and on
special occasions, by supervisors with respect to each of their sub-
ordinate employees. The purposes and types of performance rating

systems were outlined as follows in a Legislative Research Council
report of 1959.

Purposes. Performance rating is a tool of management designed to im-
prove the efficiency of employees and thereby increase the return for each
dollar expended for personnel. Although mot intended primarily as a device
to improve employee morale, performance rating may serve that end also.
Performance rating may be designed as the basis for one or more of the
following purposes:

1. Pay Increases. — For approval of employee step-rate pay increases
or “merit bonuses”.

2. Promotion. — For selection of employees for promotion, and checking
the effectiveness of the promotional system.

3. Probation. — For appraisal of probationary employees, to determine
their eligibility for continued employment.
4. Incentives; Morale. — To provide employee incentives and to improve

employee morale through recognition of superior work performance; and,
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negatively, to exert pressure on the inferior employee who does not respond
to training or improve the quality and quantity of his work.

5. Training. — To identify employee training needs and improve assign-
ment of employees in terms of their abilities and knowledge.

6. Order of Lay-off. — To determine the order of lay-off of employees
when reductions in force occur; and, alternatively, to establish the order
of re-employment.

7. Supervision. — To improve supervision and administrative organiza-
tion.

Seven Types of Rating Plans. — This report describes in detail the seven
principal types of performance rating plans which have been developed
since the initiation of federal civil service performance rating 72 years ago.
All seven of these plans seek to identify (e) the superior employee whose
performance merits special rewards and better promotional opportunities,
(b) the average or satisfactory employee, and (c) the inferior employee
who must be trained, transferred to a more suitable position, or discharged
if the former two actions fail, Generally, performance rating plans and
procedures require the employee’s work performance to be described and
evaluated solely in terms of the duties and specifications of his position.

The most frequent used of the seven types of performance rating plans
are: .

1. Trait Rating Plans. — All three major varieties of this most popular
type of the performance rating plans usually require the work performance
of an employee to be described and analyed under a small number of job
headings using such traits as quality of work, quantity of work, knowledge
of the job, work attitudes, etc.. The supervisor is directed to indicate on
the rating form the extent to which the employee has these traits. For
this purpose the frait rating plan uses a graphic so-called trait rating
“scale” on which the supervisor shows by adjectives the traits of each
employee, ranging from “Poor” to “Outstanding”, with one or more inter-
vening adjectives such as “Fair”, “Good”, and “Very Good.” - The supervisor
must then combine on a numerical basis the grading of individual traits
into an owver-all performance rating for all of the marks given for the
traits pertinent to the employee’s job.

The report must be discussed with the employee by the supervisor. Pro-
cedures are prescribed whereby an employee may appeal for a review by a
higher authority at which the supervisor must be prepared to justify his
rating of the employee.

2. Analytical Check List Plans. — The major varieties of this type of
performance rating also follow the above procedure, but there are two
major differences, as follows: (a) In order to minimize supervisor prejudice,
the rating form requires the supervisor to describe the employee’s be-
havior on the job solely in terms of behavior and other incidents observed
by the supervisor or known to him officially, For this purpose the super-
visor is confronted on the printed form with a series of contradictory
statements of employees behavior or incidents on the job, and is asked to
check-mark on the list those statements which apply to the employee. (b)

Under analytical check list systems the supervisor. is not requested to.

evaluate the report of employee performance. He is unaware of the

P
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weights or numerical grades of the various statements appearing on the
check list and the evaluation of each report which he completes is made
subsequently by specialists in the personnel office of the organization who
translate the check-marl: ‘ato a performance rating by means of con-
fidential formulae.

3. Substantiating Evidence Plans. — These plans provide that the super-
visor shall automatically rate all of his employees as “Average” or ‘“Satis-
factory”, except in those cases which he believes warrant either an “Un-
satisfactory” or an “Outstanding” rating. For the latter two non-average
types of employees, the supervisor must use a special performance rating
form to explain, with substantiating evidence, why he thinks the employee
merits a very poor or a very superior rating, respectively. Procedures are
provided for a subsequent supervisor-employee interview, and then for
appeals by the employee from the action of the supervisor.

4, Other Rating Plans. — Four other performance rating systems are
also available though used less frequently than the three preceding plans.
They are discussed in the report under the following titles: (4) narrative
rating plans; (5) forced distribution plans; (6) field review plans; and
(7) the obsolete rank-order plans.l

Of the above four “Other Rating Plans”, the narrative rating sys-
tem requires the supervisor to submit periodic written reports on
each of his subordinates without the use of rating devices and
scores. The forced distribution plan assumes the existence of a
“normal” distribution of employees from bad to excellent, in terms
of mathematical probability, and obliges the supervisor to dis-
tribute his subordinates along a “normal distribution curve” ascer-
tained by formula. Field review plans involve an interview between
a representative of the personnel office of an agency and each super-
visor, on the basis of which the former rates subordinates of that
supervisor in line with the latter’s oral report. Rank-order plans
compel the supervisor to list his subordinates in order from the best
to the least satisfactory, by rating each individual in comparison
with the entire group.

These performance rating reports by supervisors are an element
in the state police competitive promotional examinations of at least
23 states. Their weighted values in such examinations for promo-
tions of troopers to corporal or sergeant range from as little as
10% (Nebraska), to as much as 40% (Maine), with a range from
20% to 33-1/3% being common.

1 Massachusetts Legislative Research Council, Civil Service Performance Rat-
ing, House, No. 2655 of 1959, 110 pp. At pp. 8-10.
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Service rating is essentially a performance rating of a candidate
for promotion, which is made at the time of the competitive pro-
motlon.al examination as part thereof. It is prepared either by a
superYlsor in rank to the supervisor of the candidate (as in
Ge01jg1a) or by a special board of officers of the state police agency
(a.s.ln Michigan and Pennsylvania). The service rating procedure
u.tlhzes any of the above performance rating techniques or combina-
tions thereof and often covers the performance for a period of
several years or longer of the candidate up for promotion.

. Service rating procedures are used by at least ten states, includ-
Ing one which also gives separate weight to performance rating
(Alabama). In examinations for trooper promotions to corporal or
sergeant, the weighted value given to the service rating of candi-
dates in most of these states reportedly vary from 20% (Georgia)
to as much as 45% (Illinois).

Evaluation of Personnel File of Candidates. Information submit-
ted to the Legislative Research Bureau indicates that at least eight
states provide for an evaluation of each promotional candidate’s per-
sonnel file, on the basis of which weighted points are added to the
candidate’s total examination score (Ky., Md., Nebr., N.M., Ohio
\f’a., Wash., and W. Va.). In nearly all eight instances, this evalua-,
tion is made by an evaluation or promotion board or committee
Wh.ich is usually composed of higher ranking officers of the state
police agency. The weighted values awarded to such personnel file
evaluations in promotions of troopers to corporal or sergeant re-
portedly range from 10% to 20%.

Experience, Training and Seniority. More than half (27) of the
47 states which promote their state police on the basis of competitive
exa.minations recognize seniority (longevity of service) in that ex-
amination process. Usually, the examining authority must credit
each promotional candidate with points or fractions of points for
each year of his state police service, subject to a ceiling upon the
total number of points which may be so awarded. These points are
added to the candidate’s over-all examination grade, or are trans-
lated into a weighted value composing part of that over-all grada.
The latter weighted wvalues in trooper promotion to corporal or
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sergeant range from as little as 14 % (California) to as high as
33-1/3% (Utah), with 5% and 10% values being common.

Similarly, at least five states score their candidates in state police
competitive promotional examinations on the basis of their experi-
ence and training (education); and in a few instances this aspect
embraces seniority although that element may be rated separately.
This group of states includes Connecticut, Louisiana, Massachusetts
(with respect to the detective branch only, which is under civil
service), Tennessee and Wisconsin. Weighted values ranging from
10% to 30% are reportedly awarded to troopers competing for pro-
motion to corporal or sergeant, in recognition of their experience
and training.

Veterans Preference. Promotions in the state police systems in
at least 13 states accord some degree of preference to veterans (Ala.,
Alaska, Ariz., Colo., Conn., La., N.Y., N.D., Pa., Tex., W. Va., and
Wise.; Mass., with only detective personnel under civil service).
Usually, this preference is expressed in a prescribed number of
points being added to candidate examination grades. Thus, five of
the 13 states follow the federal example of granting 10 points pref-
erence to disabled veterans and 5 points to other veterans (Ala.,
Alaska, Colo., Conn., and Wisc.); one state gives 5 points to dis-
abled veterans and 2%%4 points to other veterans (Industrial State
A); one state reportedly allows 5 points to disabled and other vet-
erans alike (Tex.); two states grant a flat percentage (Ariz., 5%;
Mass., 2%, for civil service detective personnel); one state gives
preference to veterans only when their examination scores are tied
with those of non-veterans (Pa.); and the exact practice of three
states were not reported (La., N.D. and W. Va.).

In a number of jurisdictions, veterans preference points are avail-
able only to veterans who have first achieved passing grades with-
out those points.

Medical Examinations. Physical examinations are utilized in at
least 13 states to ascertain the physical fitness of candidates in
state police competitive promotional examinations, in terms of the
requirements of the positions to which they seek promotion. No
points or weighted values are assigned to these medical examina-
tions, which may be administered either at the beginning or end of
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the competitive promotional examination process. Candidates who
fail to meet physical fitness minima are simply disqualified for pro-
motion.

Promotional Appointment

Promotions in the }7 States With Competitive Examinations.
In general, each candidate for promotion in the state police under
the above-described competitive promotional examination processes
must obtain a passing grade in each of these major elements in order
to remain in contention, — the written examination, the oral ex-
amination, performance rating, and service rating. Thus, failure
to pass the written examination usually immediately disqualifies
the candidate who may not move on to the next competitive stage.

By this elimination process, the field of competitors is reduced
ultimately to an eligible list composed of examinees who passed
each component part of the total examination, and received a pass-
ing total mark under the weighted grade system. Names are ar-
ranged on the eligible list in declining order of the over-all marks
received by the examinees. Usually the “competitive” states, by
statute or by state police regulations approved by the governor,
require the head of the state police agency to select for promotion
one of the top three candidates on the eligible list, but some states
grant him a broader scope of choice.

In the instance of state police promotions to positions which are
filled on a non-competitive basis in the 47 “competitive” states,
promotiuns are made by the head of the state police agency, often
in consultation with his top aides and with the head of the unit
concerned.

Promotions in Three Other States. In three states (Miss., Mo.,
and R. L) all promotions are made non-competitively by the head
of the state police. His choice is based on the recommendations of
his principal administrative aids and troop commanders, and on
records of the individuals under consideration for promotion.

Practices of Two Selected States

Industrial State A
The state police agency of a large industrial state has furnished
the Legislative Research Bureau with information as to its promo-
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tional practices, outlined below, upon the condition that the name
of the state not be published in this report. This restriction re-
quires a confidential presentation, and this state is therefore
designated simply herein as “Industrial State A”.

Orgamnization and Role of State Police Agency. This state police
agency is headed by a Superintenrdent, who serves directly under
the Governor and who may be removed at the pleasure of the latter.
For many years, a high degree of professionalism has been re-
flected in appointments of such superintendents by governors.

Over 2,400 police officers and 300 non-police employees of the
agency are organized in four major staff-level divisions and eight
line units. The forrer four staff divisions are those of (1) The
Office of the Superintendent, (2) Administration, (3) Inspection
and (4) Field Command, which includes both the Uniformed Force
Headquarters and a Bureau of Criminal Investigation. The eight
ilne units, under the direction of a Deputy Superintendent who has
charge of the Field Command, includes (a) a special office headed
by a Lieutenant-Supervisor of the Bureau of Criminal Investiga-
tion, and (b) seven troops, each of which is commanded by a
Captain.

The state police agency functions include: (a) general law en-
forcement in areas outside incorporated cities; (b) enforcement of
certain state criminal laws and of the motor vehicle laws; and (c¢)
assistance to local law enforcement agencies in suppressing riots
and in certain other matters, at the request of those agencies or
on command of the Governor.

The state police agency functions under a gereral constitutional
provision requiring state and local appointive personnel to be ap-
pointed and promoted on a merit basis. However, it is not subject
to the general civil service statute of the state. The promotional
standards of the state police agency are established by regulation
adopted hy the Superintendent with gubernatorial approval.

Recruitment of Trooper Personnel. Present recruiting require-
ments, set by statute and regulations, are that candidates must:
(a) be between 21 and 29 years «:f age; (b) be U.S. citizens; (c) be
at least 59" tall, with weight in proportion to build; (d) be free
from physical defects, and have 16 natural teeth; (e) have good
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eyesight; (f) have good hearing; (g) be of good moral character;
(h) have a good credit rating, work record and driving record; (i)
be mentally balanced and alert; (j) have a high school diploma or
high school equivalency diploma, plus a driver’s license; and (k)
have no record of criminal charges or convictions. Candidates
(over 4,000 in 1964) must pass a written examination on the basis
of which an eligible list is established for appointment to the
trooper ranks. About 130-140 candidates are chosen. The number
of recruits accepted is governed primarily by (a) the loss of per-
sonnel through retirement and other causes, and (b) by budget-
supported expansion needs.

~ In the early days, the turnover of trooper and investigative per-
sonnel reached a high of 11%. In 1961, a new Superintendent
instituted improved personnel procedures and pay practices, with
the result that personnel losses dropped to 4% in 1963 and to 2.8%
in 1964. In 1964 a total of 67 men were lost, as follows: 46 by
resignation, 14 by retirement, 5 by death, and two for other rea-
sons. The turnover for all state agencies is about 17%.

Training. New state troopers are sent after appointments to the
state police academy for 16 weeks of basic training. Each class,
which varies from 130 to 140, is divided into four sections for ad-
ministrative and instructional purposes.

The academy is also used for the training of local pohce officers,
in connection with state programs of assistance for local police de-
partments. Further, the academy is used in conjunction with the
in-service training program of the state police agency. In-service
courses are offered in administration, investigation, traffic
control, instructor development, and driver training. The state
police agency sends selected officers for advanced courses offered
by the FBI National Academy, the FBI Fingerprinting School, the
Federal Bureau of Narcotics, and various colleges and universities.
Insofar as it can be arranged without interferring with duty hours,
members of the state police are encouraged to attend higher educa-
tional institutions on their own time, and to take advantage of cor-
respondence school programs.

General Aspects of Promotional System. .The positions in the
service of the state police consist of: (a) the Superintendent, who
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is named by the Governor with consent of the Senate; (b) certaip
professional positions, and middle and upper man_agement posi-
tions which are filled by appointment by the Superintendent on a
non-competitive basis; (c) police positions filled on .a competitive
basis by the Superintendent; and (d) ‘“civilian” cler.lcal and other
positions filled on a competitive basis by the Superintendent. 'Ithe
number, and in a few instances the qualifications, of state police
positions are regulated by law. . )

State police regulations establish ‘the following “Order _of

Rank” for state police personnel: (1) First Deputy Superin-
tendent; (2) Deputy Superintendent (Field ‘Commgnder);
(3) Deputy Superintendent -(Administration); €4) Chief In-
spector; (5) Executive Assistant to the Superintendent, and
Assistant Superintendents; (6) Deputy Chief. Inspector; .(7)
Captains; (8) Inspectors; (9) Lieutenant Superv1sors.; (10) Ll.eu-
tenants; (11) Senior Investigators, Staff Sergeants, Chief TechnlcE}l
Sergeants, and First Sergeants; (12) Zone Sergeants; (13) Investi-
gators, Technical Sergeants, and Sergeants; (14) Corporals, a rank
which is being allowed to expire by attrition; and (15) Tl-’oopers.
Not included in this “Order of Rank” is certain state police p-er-
sonnel of a civilian professional nature, viz: the State Folice
Physician and his Assistant Physician, and the Legal Co.unsel..

In 1964, there were 182 promotions, appointments, des.lgna‘tlons
and assignments to high level positions in the police ser\{lce of the
state police as follows: Captains (2), Inspectors (2), Lleutenz%nt-
Supervisors (3), Lieutenants (2), Zone Sergeapts (3), Technical
Sergeants (4) Sergeants (132), Lieutenant in the Bureau o-f
Criminal Investigation (1), Senior Investigators (3) and Investi-

gators (30).

Requirements re Competitive Promotions. Promotions to the
positions of (a) Sergeant and (b) Lieutenant are the'o.nly pro.mo-
tions in the police service currently filled on a competlt.lve !oasm.

Candidates are graded on the basis of major examination and
credit factors weighted in points as follows:

Basis of Grading Sergeant Lieutenant

(a) Written examination — relative weight . 60 28
(b) Oral examination — relative Weigh-t. . . 30 h
(e) Service record rating — relative weight . . . 20
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To the grades resulting from these three factors are added the

following points as indicated:
(d) Seniority: one-tenth of a point for each full year of continuous service
in the state police, not to exceed 2 points,
(e) Veterans' preference: 21 points, if a non-disabled veteran; 5 points if
a disabled veteran still able to meet the physical standards of service
in the position to be filled by promotion.

In general, no person may be considered for promotion to either
Sergeant or Lieutenant who (1) is under suspension, (2) is on
disciplinary probation, (3) is subject to a permanent disability
which prevents his engaging in strenuous physicial exertion, and
(4) has an overall annual performance rating of less than “satisfac-
tory”’, or has “unsatisfactory” ratings with respect to any of the
elements or sub-elements in the leadership category of his perform-
ance rating report.,

Competitive Promotions to Sergeant. Requirements and proce-
dures for promotions to the rank of Sergeant are outlined below
under the four headings of (1) Service in Grade Requirements, (2)
Written Examination, (3) Oral Examination, and (4) Service

Record Rating.

(1) Service in Grade Requirements: Candidates for promotion to Ser-
geant must — (a) Have served as Trooper for three years following ong
year of probationary service, and have served a year continuously since
written promotional examination, except. for military duty; or
(b) Hold the permanent rank of Corporal; (which is allowed to expire
(b) Hold the permanent rank of corporal (which is being allowed to expire
by attrition); or

(¢) Hold the position of Investigator and have served three years in the
uniformed force after one year of probationary service; or

(d) Hold the position of Senior Investigator and have served previously
in the uniformed force. '

Eligible state police troopers, corporals, investigators and senior investi-
gators who wish to enter the competitive examination for Sergeant must
apply to their Troop Commanders within seven days following the official
announcement of the examination. Eligible personnel who do not wish to
participate must file a waiver within same seven-day period.

(2) Written Examination: The written promotional examination for
Sergeant which has a relative weight of 60 in the candidate’s ultimate
score, is administered by the state police agency. Typically, it containg
about 100 questions, of which about 15 relate to the state penal code,
15 to the code of crniminal procedure, 10 to the vehicle and traffic law, 10
to the police regulations, and the remaining 50 questions to miscellaneous
police problems. Approximately half the questions are multiple answer
choice types, while the rest of the questions require a narrative response,
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Two alternative grading systems are used by the state police agency, one
requiring a passing grade of 75% and the other fixing the pa;smg grade
by ranking the examinees in order of their marks, and qualifying the top
quarter, third, ete. .

Written examinations take about three hours, and are made on basis of
secret identification numbers issued to candidates. Hence completed exam-
ination booklets carry only these identification numbers.

(3) Oral Ezoamination: Sergeant promotional tests next involve oral
examinations which have a maximum value of 20 points. They are con-
ducted by seven or eight pairs of commissioned' o-fﬁcetrs, selected by the
Superintendent. These teams receive special training and operate u‘nder
uniform written instructions. Their work is supervised by an Examiner-
in-Charge also designated by the Superintendent. o

‘The candidates who passed the written examination are dwlde.d up amon.g
these oral examining teams, who know only without any detail that their
interviewees “qualified” on the written test. Candidates usually may not
be interviewed by an oral team member with whom they have had close
personal relationships. ) | .

Oral interviews are designed to evaluate (a) judgment and reasom.‘ng
ability, (b) ability to present information orally in a clear and effecti.ve
manner, and (c) ability to deal effectively with others, a-nd to e:xercvse
12 adership. Each oral team is provided with about 20 questions which test
these sub-elements reflecting the characteristics and knowledge of the
candidate:

A. FElement of Judgment and Reasoning Ability: (1) mental alertness,
(2) practicability, (3) handling matters and problems and when to
refer or to take up matter with superior, (4) ability to make corrc?ot
decisions, (5) sense of relative values, (8) resourcefulness, (7) in-
genuihv; .

B. Element of Ability to Present Material Orally in a Clear and Effective
Manner: (8) organization of ideas, (9) following logical course EO
proper conclusion, (10) clarity, (11) conciseness, (12) vocabulary, (13)
diction; .

C. Element of Ability to Deal Effectively With Others: (14) lefic?etrshlp,
(15) initiative, (16) organization, (17) persuasiveness, (18) decisiveness,
(19) flexibility, and (20) tact.

Each oral team member grades each candidate’s responses on a rating
sheet as “outstanding” (10 points); “axcellent” (8 points); ‘“good or ve.ry
good” (6 points); and ugatisfactory” (4 points). There is no “l%nsatl's-
factory” mark. By a complicated formula, these marks are corpbmed in
a maximum composite grade of 30 (equal to 100%). The composite grgde,
divided by 30 and then multiplied by 20 gives the weighted orf';ml examina-
tion mark (maximum, 20 points) in the total scheme of written exam-
inations (60), oral examination (20) and service rating records (20): In
addition seniority and veterans points are included for sergeant promotions.

(4) Rervice Record Rating: The two-year service record .ra-ting syst?m
was adopted by the state police agency because of dissat.lsfjactlor} w.1t'h
earlier experience with annual performance ratings as a ma_]or. cmf:e»rlon
in promotions. Performance rating is an element in the determination of
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candidates’ service ratings, but is stretched out over a two-year period,
and is modified somewhat by consideration given to other factors.

In a large organization such as the state police, changing needs make
it necessary to transfer personnel among units, activities, and areas. Thus,
if an officer were transferred to another type of unit, he would require a
certain amount of time to “learn the ropes” and would be likely to receive
a lower performance rating than a fellow officer with the same over-all
length of service and rank who had been in that unit longer. The service
record rating procedure was devised to offset such inequalities of treat-~
ment in the promotional process.

The service record rating, which has a maximum relative weight of 20
points in the competitive promotional examination for Sergeant, is deter-
mined by a service rating board consisting of three commissioned officers.
In all but one of the troops the board includes the Troop Commander (or
Acting Twroop Commander), one Lieutenant-Supervisor, and the candidate’s
immediate superior commissioned officer. In the remaining troop, the board
has a fourth commissioned officer. In other commands, the board consists
of three commissioned officers, one of whom is the candidate’s immediate
commissioned officer superior. No person may serve on the board who is
a candidate for the positions to be filled.

The service record rating board must prepare a service rating for each
eligible candidate in its area of jurisdiction, who has applied for promotion
to Sergeant, prior to any written examination. Ratings must comply with
instructions of the Superintendent, in an 1l-page Service Record. Rating
Form which covers such aspects as (1) initiative, (2) industry, (3) ability
to work under pressure, (4) planning ability, (5) accuracy, (6) attitude,
(7) reliability, (8) cooperativeness, (9) judgment, and (10) responsibility.
In essence, this form is an elaborate performance rating form of the sub-
stantiating evidence variety (which assumes workers are “satisfactory”
and requires narrative justification only for ratings of “outstanding” and
“unsatisfactory”). The Service Record Rating report requires ratings of
“outstanding” (10 points), “excellent” (8 points), “good or very good” (6
points) or “satisfactory” (4 points). No ‘“unsatisfactory” rating is included
‘and a narrative explanation is required for each element rating, Total
points are then scored.

Sealed reports are held by the Superintendent, and not opened until
after written examinations. The weighted grade is obtained by multiplying
the candidate's service record rating points by (.20). This information is
not given to the oral examining teams.

Competitive Promotions to Lieutenant. The procedure followed
in these promotions are outlined below under the same four head-
ings, used above, of (1) Service in Grade Requirements, (2) Writ-
ten Examination, (3) Oral Examination, and (4) Service Record
Rating.

(1) Bervice in Grade Requirements: The position of Lieutenant is the
highest position filled by competitive examination in the state police; to
be eligible, the candidate must:
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(a) Possess all the qualifications required of candidates for promotion to
Sergeant.

(b) Hold the permanent rank of Sergeant, including at least two-years
service as a non-commissioned officer in the uniformed force; or

(¢) Hold the position and permanent rank of Sergeant with three years
combined service as a non-commissioned officer in the uniformed force
and as an Investigator, or

(d) Hold the position of Senior Investigator with a total of at least two
years service as a non-commissioned officer in the uniformed force; or

(e) Hold the position of Senior Investigator with a total of at least two
years service in an investigatory position, have served previously in the
uniformed force, and hold the permanent rank of Sergeant or have
been centified on an eligible list established after January 1, 1963 for
appointment to the permanent rank of Sergeant; or

(f) Hold the position of Investigator with a total of at least three years
service in an investigatory position, have previously served in the uni-
formed force and hold the permanent rank of Sergeant or have quali-
fied for appointment to the permanent rank of Sergeant by com-
petitive examination and have been certified on an eligible list estab-
lished after January 1, 1963 for appointment to the permanent rank
of Sergeant; or

(g) Hold the position of Investigator and have held the permanent rank
of Sergeant for at least two years; or

(h) Hold the rank of Lieutenant or Lieutenant-Supervisor in the Bureau
of Criminal Investigation (positions filled on a non-competitive basis),
have previously served in the uniformed force and hold the permanent
rank of Sergeant or have been certified on an eligible list established
after January 1, 1963 for appointment to the permanent rank of
Sergeant.

Eligible candidates desiring to participate in the competitive examination
for Lieutenant, or to waive their right to do so, follow the same procedure
in this respect which is outlined above for the Sergeant examination.

(2) Written Bxamination: The written examination included in the com-
petitive promotional examination for Lieutenant has a maximum weighted
value of 60, as in the case of examination for Sergeant. The examination
for Lieutenant is administered in the same manner as the Sergeant written
examination, but uses only one basis of marking. Candidates who fail to
pass this written test with a grade of 75 or more are disqualified from
further competition.

A representative examination for Lieutenant includes about 100 ques~
tions — 25 on the state penal code, 15 on the code of criminal procedure,
and 60 on miscellaneous police topics. Approximately 78 of the questions
are multiple choice types, 16 require narrative answers, and six fill-in of
missing words or phrases.

(3) Oral Examination: In the competition for Lieutenant, the oral exam-
ination has a much greater weighted value (40) than is true of the oral
test of Sergeant candidates (20). Candidates for Lieutenant are dropped
if they receive a grade under 75 out of a maximum mark of 100%. This
examination, but used only one basis of marking. Candidates who fail to
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1?_engeavn,‘c examinations., Procedures are similar, and follow written Instrue-
tions.

Candidates for Lieutenant are asked eight questions testing (a) judg-
ment and reasoning ability, (b) ability to present information orally in a
clear and effective manner, and (c) ability to deal effectively with others
and to exercise leadership. Rating sheets are almost identical with those
used in the Sergeant oral examination, except that grades of “outstanding”
are expressed as 100 points, “excellent” as 85 points, “satisfactory” as 75
points, and “inadequate” as 65 points.

By mathematical formula, detailed ratings are combined into a score
which is then multiplied by (.40) to obtain the candidate’s weighted oral
examination grade.

(4) Service Record Rating: Procedure varies only slightly from ratings
for Sergeants; the rating accorded to candidates has a weighted value of
only half the 20 used in the Sergeant examination.

Examination Appeals and Eligible Lists. Using examination re-
sults, eligible lists of qualifying candidates are prepared. When
candidate ratings are identical, listings are based on the following
factors in order: (1) service record rating grade, (2) oral exami-
nation grade, (3) written examination grade, and (4) seniority.

(Candidates are notified of their detailed and overall examination
results and, if found eligible, of their numerical listing. Within a
week any candidate may, on written request review his examina-
tion papers, and within another week the candidate may request
in writing a partial or complete review of his examination. Such
appeals are referred by the Superintendent for recommendations
to an Appeal Board of three top officers. In the last year, the Board
considered 70 appeals of written examination grades, 15 appeals of
oral tests and 12 appeals of service record ratings; this activity took
several weeks. The Superintendent may then act so as to modify
the appellant’s position on the eligible list.

Eligible lists are valid for one year, but may be extended an addi-
tional year. Appointments must be made by the Superintendent
from members “whose final rating is equal to or higher than the
final rating of the third highest ranking member on the list.” Ap-
pointees must be willing to accept assignment anywhere in the
state, must be able to perform strenuous physical duties, and must
pass any required medical examination.

Candidates may be removed from the eligible list because of: (1)
refusal to accept a promotion offered; (2) mental or physical un-
fitness determined by medical examination; and (3) violation of
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disciplinary regulations. All persons promoted must serve a proba-
tionary period of six months.

Time Required for Competitive Examination Process. Competi-
tive promotional examinations for Sergeant and Lieutenant posi-
tions are ordered by the Superintendent as the need to establish
new eligible lists arises. The Superintendent is not restricted to any
fixed number of competitive promotional examinations annually.
In 1964, two major examinations were held. Under Division regula-
tions, the following schedule must be observed, however:

(a) Official announcement of competitive promotional examination: 30
days before date of written examination.

(b) Within 7 days after that announcement, participants must file their
applications with their Troop Commanders. Other eligible persons
who do not wish to participate must file their waivers. About this
time, the service rating boards must be organized in each Troop, to
undertake this rating task (which requires about half-an-hour per

“candidate, and may consume six weeks in all).

(c) 30 days following its announcement, the written examination is held.
Since there may be as many as 1,000 examinees for a position of
Sergeant, and over 240 examinees for Lieutenant, four to six weeks
may be needed to grade the written examinations.

(d) As soon as the candidates who passed the written examination. are
listed, the examining teams commence oral examinations.

(e) The eligible list for appointees is established, based on composite
written examination, oral examination and service record rating scores
‘of candidates, plus their seniority and veterans points. The eligible
list apears within 4-6 months following the examination announce-
ment under (a) above.

(f) Upon the announcement of the eligible list, aggrieved candidates
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Bureau of Criminal Investigation; (12) Senior Investigator; Bureau
of Criminal Investigation; (13) Staff Sergeant; (14) Chief Tech-
nical Sergeant; (15) First Sergeant; (16) Investigator, Bureau of
Criminal Investigation; (17) Technical Sergeant; (18) Counsel;
(19) Physician; and (20) Assistant Physician. State police regula-
tions spell out the qualifications for appointment to these positions
(such as educational background, service in next lower grade or
grades, experience, etc.).

In making these appointments, the Superintendent consults with
an Executive Committee which includes the three Deputy Superin-
tendents, his Executive Assistant, the three Assistant Superin-
tendents, and both Ch'ef and Deputy Chief Inspectors. The Com-
mittee reviews the personnel folder of each candidate, which
includes his performance rating reports, commendations, etc. No
interviews or written tests are required.

Usually, candidates for Captains (who are to be Troop Com-
manders) are chosen from the Inspection Service, whose members
become familiar with the work of each state police unit because
of their inspection of unit facilities and administration. The state
police agency policy is to develop their top leadership from within.

Police Performance Rating. The state police agency uses a per-
formance rating system modelled on that of the Federal Bureau
of Investigation which merges adjectival trait rating with sub-
stantiating evidence techniques.

Each investigative and uniformed employee is rated annually by

ji

o appeal. Those appeals do not delay the sstablisnment of the eligioie ‘ s Immediate supervisor on a rating form, titled Performance Rat- |

list, but are reflected only in subsequent amendments of the list (if q ‘ ing Guide for Investigation and Uniform Personnel, which requires
such are warranted). : the supervisor to mark the employee as “outstanding”, “excellent”, i
State Police Positions Filled on Nom-competitive Basis. Under | (" “satisfactory” or “unsatisfactory” as to 25 specific elements of his |
state police regulations, the following 19 classes of positions are ! : | y & I work performance. Ratings of “outstanding” and “unsatisfactory” '
filled by the Superintendent on a noncompetitive basis, almost al- i L must be supported by a narrative explanation. In addition, the su-
ways by promotion from within the state police agency: (1) First , f pervisor mast outline the émployee’s duty assignment, special tal-
Deputy Superintendent; (2) Deputy Superintendent for the field { . ents, avalla:bili?y for general and special assignments, and sick
Command; (3) Deputy Superintendent for Administration; (4) : / leg\.ze record. Fn.]ally, the supervisor must discuss his performance :
Chief Inspector (5) Executive Assistant to the Superintendent; (6) rating report with the employee. The report is then reviewed at |
Assistant Superintendent; (7) Deputy Chief Inspector; (8) Cap- ! o hlghler levels before incorporation in the personnel record of the §

g employee.

tain; (9) Inspector; (10) Lieutenant-Supervisor; (11) Lieutenant;
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These performance rating reports are used as a basis for (a)
granting or withholding pay increases, (b) preparing the service
record rating of candidates for competitive promotion, (c) spurring
better individual work performance, and (d) removing unsatis-
factory employees.

Normally, performance ratings are made annually, but they are
also required whenever a transfer or promotion occurs. They may
be requested each 60 days for certain employees, or when an em-
ployee’s separation from service occurs.

Civilian Personnel of State Police Agency. The state police
agency has about 300 «oivilian” -employees, who are not subject to
the state civil service laws, but who are recruited and promoted
under similar state police regulations. Such personnel receives all
the “fringe benefits” of regular civil service employees.

New employees are selected through the use of written tests or
practical tests, except in the instance of certain professionals.
Promotions are based largely on performance ratings, with written
or tests required in certain instances. No credit is given for

seniority.

Pennsylvania

Organization and Role of Pennsylvania State Police. The De-
partment of State Police was created in 1905. Subsequently, it was
enlarged by “gnnexation” of the motor vehicle inspector force. At
the present time it is headed by a Commissioner named by the
Governor, with Senate consent; and the Commissioner, with the
Governor’s approval, appoints his own Deputy Commissioner. The
Department is governed by regulations made by the Commissioner
with gubernatorial approval, pursuant to statute. It is organized
in a Detective Bureau, Crime Laboratory Bureau, Criminal Identifi-
cation Bureay, Police Academy, and Fire Marshal’s Bureau, and
has an authorized strength of 2,100 employees. The Department
maintains 96 installations across the state.

The uniformed force consists of 16 troops, one of which is a
“Turnpike Division”. About 80% of the man-hours of the uni-
formed force is taken up with highway policing duties and traffic

control.
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Trocfpe.r personnel are recruited through the State Civil Service
Commission on the basis of competitive entrance examinations
pursuant to civil service statutes and rules. However, promotions o%
sjcate police are conducted under a merit promotiona’l system estab-
lished by regulations of the Department of State Police.

. Competitive Promotions. Positions filled on a competitive basis
include all. non-commissioned officers (except Technical Sergeant)
and commissioned officers up to and including the rank of Captain
Th.e competitive promotional factors used, and the weights (ixi
points) accorded each such factor, are as follows:

' Written Oral Service
Promoticon To Exam. _ Interview Rating Sendority Total
Corp.; Sgt.;
and Det. Sgt. 70 — 20 10 100
1st. Sgt., Lt. 60 20 10 10
Captain 100 —_— —_ — igg

. Written examinations are prepared by a private examining serv-
1c.e under contract to the state. The company provides monitors
gives the.: examinations, does the grading, adds service rating p‘oints,
and seniority points provided by the Personnel ‘Oiﬁce of the De-
partmc?nt, and then prepares the eligible list of candidates in order
of the.:‘lr 1fota1 weighted points. Candidates must pass the written
faxa-mlflatlon or be dropped from competition. Any required oral
interviews are administered by the same examining service.

Tlfe .service rating of each candidate is determined by a board
conmsf;m.g of his commanding officer and two other officers or non-
comm1§sroned officers. The make-up of the board varies slightly
according to the type of personnel being rated. The service rating,
pro.cess utilizes a “service rating report” which is an adjectival
tral.t-.rating form covering ten specific performance factors, plus
additional factors which may be added to this list by the Départ-
riaent. On each factor, the candidate is rated as ‘“outstanding”
¢ e?cce‘llent”, “good”, “fair”, or “unsatisfactory”, such adjectives’
being .tra'nslatable into numerical points which are then totalled

Se.morlty is credited only at the rate of 14 point per year.of
service il:l the state police, not to exceed a total of 10 points.

No points are awarded for veterans’ preference in promotions.
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However, when veteran and non-veteran candidates are otherwise
tied, the veteran is usually chosen.

Role of Pennsylvania Performance Rating. Pennsylvania State
rolice Troopers, non-commissioned officers and Lieutenants are sub-
ject to annual performance ratings by their immediate supervisor
each June, In addition, such ratings may be especially prepared by
supervisors on their own initiative or upon request of a Troop
Commander; they are required each three months for employees
with overall unsatisfactory or marginal annual ratings. They must
be reviewed by supervisors with the rated employees, and are sub-
ject to endorsement by the superior of the supervisor in certain
instances. The report is subject to review by an officer of still higher
rank, to whom the rated employee may appeal for a change of
rating.

The performance rating form used is a hybrid of trait rating,
analytical check list, and substantiating evidence types of perform-
ance rating plans. The supervisor is required to check off the one
of the five appropriate descriptive statements, five which most
nearly indicates the following ‘“‘performance qualities” of the em-
ployee: (1) quality of work, (2) quantity of work, (3) judgment
and common sense, (4) initiative and self-reliance, (5) ability to
learn new duties, (6) knowledge, (7) attitude and loyalty, (8)
dependability, (9) personality, and (10) maintenance and care of
departmental equipment. Three additional qualities must be rated
in the case of noncommissioned officers: (11) supervisory ability,
(12) ability to use resources, and (13) ability to write and speak.

The rating official must then make an “over-all evaluation” of
the employee on a graphic trait rating bar, ranging from 0 to 100
points, thus: “unsatisfactory” or ‘“marginal”, 0 points; “good”,
10-30 points; ‘“excellent”; 40-60 points; “exceptional”, 80 points;
and “outstanding”, 100 points. Any “unsatisfactory”, “marginal”,
“exceptional” or ‘“outstanding” over-all rating requires specific
written justification.

Performance rating reports are used to detect training needs, to
improve personal performance, to appraise employees for promo-

tion in the service rating process, to grant or withhold pay in-.

creases, and to identify persons best separated from the service.
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