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PURPOSE OF THE GUIDE

This volume was prepared at the request of the C.ormecticut I.Dlanml;lg
Committee on Criminal Administration to he.lp chiefs and .the%fr cg;ln
mand staff and police union leaders to realize the potent1§1 or the i
public interest that can be derived from mature lc'lzlbor relations ‘prac
tices. The volume is not an advisory on strategies for collfec;tlve s
bargaining; its focus is on problems, purposc'es , goals ancl.;l in eriie
that police administrators have in common w1th. the work olrF:es Wy_
command. It is offered with a conviction thaft 1rr}proved po 1;:e sﬂe1
ices, increased police productivity, and sa.tls.fymg careers for tnhe
men and women in the service are nonconﬂlctn‘rlg goals ar.ld 1Ehat
constructive union-management relations are vital to achieving

these goals.

The practices recomme nded here have bee.n drawn fr(?m an alr}alyzles_
of police experience and police attitudes in Gonnec.tlcut 1130 %ce'
partments. The study that produced the data ?or thlS. analysis is i,
reported in detail in @ companion volume, Police Union Manageme
Relations in Connecticut, A Report of a Study of Connecticut Town

Police Departments.

We hope that the individual chiefs and union leaders can'. adapt .
contents of this Guide for their use in staff training seminars an .
in continual stimulation and exploration of their so often expresse

common desire to improve police services.

Police chiefs and police union leaders in Connecticut were thé first
audience for this Guide. We believe, howgver, that‘ Connecticut
police departments are more typical than idiosyncratic and that,
therefore, police personnel in similar sizecll to'wns .(200,_000 or
less) in other states may find useful material in this Guide.

iv
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THE STYLE AND ORGANIZATION OF THE GUIDE

There is no town of Mythton, Connecticut. This book presents in Chapter I a
mythical Connecticut town in which the police department's labor management
relationship is ideal. We have assembled Mythton P.D., its chief, its union

president and their practices from our observations of the departments in our
study.

In this composite of case history, we have alluded to practices by police
union and police management that appear to frustrate long term interests of
the police force and the public it serves. We have described, as the cur-
rent practices in Mythton, a distillation of the conditions, attitudes and

practices that our study data suggest will promote constructive police union
management relations.

Chapter I on the ideal composite, Mythton P.D., is followed by an analysis

of the real police union management relations in Connecticut (Chapter II) as
we saw them in 1875,

Chapter III, Improving Police Union Management Relations--Recommendations
in the Style of a Syllabus, is written in the form of recommendations with an-
notated background and discussions from our data. Not all, but the primary

elements of constructive union management practices are described and some

of the subtleties of moving in a practical way toward the ideal department are
discussed,

‘We have had in mind, while writing this Guide, its practical use by chiefs and
union presidents. Therefore we have avoided lists of recommendations or of
injunctions to do one thing and not another. "Orders" from consultants, we
believe, are not apt to change any institutional practices. Instead we have
stuck closely to our observed material in departments that are representative
of the Connecticut police departments whose chiefs and union presidents were
our target audience. What is recommended is not common practice; but it will
not be totally foreign to any audience of police chiefs and police union heads.

We hope that Chapter III, a body of recommendations supported by the material
in the Guide, can be a point of departure for many discussions in police de-
partments in the next few years.

The remainder of the Guide is reference material. Chapter IV is a Glossary of
Contract Terms and Examples of Clauses; it is followed by a Reference Bibliog-

‘raphy and an Appendix that includes four useful documents.
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CHAPTER I

POLICE UNION MANAGEMENT RELATIONS
IN
MYTHTON, CONNECTICUT POLICE DEPARTMENT !

A recent report on Mythton Police Department states;

The police chief in this town is regarded by the police rank and file
as a hard working professional manager. He knows his job and
works hard at it. He "listens to the Union"and works with it "but
is no pushover" according to union leaders. He respects the union
as a responsible organization and considers its proper role as rep-
resenting both the narrow short-term interests of its members in
matters of pay, fringe benefits, and working conditions and their
concerns with wider and long-range matters of professional career
development, increased productivity and improved public service
of the police department.

This broad and accepting view of the union's role required a union
leadership that presents itself as assuming this role. In Mythton
P.D. there is just such a union president. He sees the chief as
the man with the responsibility to run the department ("that's his
job"). The union president is not trying to wrest management pre-
rogatives from the chief. This union president has long-range
goals for his members and his orientation toward these goals af-
fects his day-to-day relations with the chief and with his member-
ship.

Although the chief and the union president are the key figures in the union man-
agement relationship in Mythton, each of them delegates responsibility for some
aspects of the relationship to associates. In each case this is done for the same
reasons: so that the primary figures (chief and union president) can have time for
other aspects of their work and so that there is depth and back up in both the
union's and management's capabilities to anticipate, to confer, to talk intelli-
gently and to settle on plans about their entwined concerns in department opera-
tion. That is, neither side runs a one-man show but each is a responsible leader.

1 Mythton Police Department is a composite of bits and pieces of practices found
here and there among police departments in Connecticut towns and here and there
among the expressed hopes of police chiefs and union presidents who participated
in our study. Don't look for Mythton, Connecticut on the map--at least not in
19761
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The union-management relationship is marked by an underlying commitment to the
mission of the department rather than by a stance of confrontation. This has not
always been the picture here; the union broke onto the scene four years ago with

tough rhetoric about "oppressive management," "discriminatory treatment" and "in-

tolerable working conditions and wages." There were several years of strong re-

sistance and reaction by the chief and his command staff to the union's harsh criti-

cism of their department and their persons. The union in these years could never
see the chief as a partner in anything--only as an enemy. "Trouble maker,"
“radical," "unreasonable" as well as stronger words were labels commonly put on
the union president and his proposals by the chief. The contacts between the
chiefs and union presidents were for years almost exclusively bitter battles over
grievances and issues that in retrospect the incumbent chief and the incumbent
union president view as "minor league stuff." The "hot issues" of those old days
are now seen for the most part as gambits in a game of status and control--an ex-
ercise totally outside the new relationship that has grown up in the department.

In the earlier years of the union's development its leaders were voted into office
to "fight the boss in the interest of the rank and file." In the last election the
union president called for more training for police officers, for improved pension
plans and for more attention to crime prevention in the allocation of the depart-

ment's resources--a very different appeal in a different time. This appeal was not

against management but for improvement in the work and careers of members.

It is also clear in the public statements made by the union president that he seeks

to get public support for union demands by showing the public that better police

service is the goal of the union's demands. In the earlier years public support was
sought either in terms of economic equity ("we are falling behind other town police

departments and other workers in the community") or through demonstrations or
threats (of slowdowns and strikes) to call attention to the public's reliance on
police services. The dramatic change in the union's view of itself is creating a
subtle change in the public's view of the police. This is clear from a comparative
review of newspaper stories and editorials (1972 with 1975).

On the management side the police chief has radically changed from older prac-
tices both in making his budget demands to the town manager and in his relation-
ship to the union. His current emphasis is on "better police service by greater
productivity from the work force I already have" rather than by adding personnel.
This he proposes to get by more rational allocation of personnel (based on a study
just completed) and a "police professionalization" program. This program is
largely an in-service training program for officers at all ranks including manage-
ment training for command staff. The costs for training represent the largest in-
crease in & budget item in his current budget. His "police professionalization®
program was supported by the union and this fact was helpful in persuading the

town manager and the town council that it and the costly training it requires should

be authorized.

S -
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In previous years his arguments for budget increases were usually on the level
of the union's argument for salary increases: "I need more to stay competitive.®
This year he argued for funds to improve the quality (not the quantity) of his
work force and their ability to serve the town.

The chief's meetings with the union presidents in the past were--in his own
words--"ninety percent to one hundred percent concerned with disputes and a
good part of that time spent in useless shouting matches." In the most recent
years the meetings with the union committee are regular meetings, mainly used
for planning ahead.

This is not to say that problems, gripes, misunderstandings, broken rules, mis-
takes and frustrations have been eliminated. But the grievance procedure has
been established in practice so that most grievances are settled before the
chief is required to enter the controversy. All grievances that get to the
chief's office are handled by a command staff officer specifically assigned the
responsibility and the authority to settle them. On the average five to twalve
grievances per month are settled without the chief's direct participation. The
result is that the time in regular meetings, now called Joint Planning Meetings,
can be spent on constructive matters free of time-consuming posturing and
rhetoric, This procedure and its record are subjects of pride for both the union
president and the chief. Each takes some credit for initiating and nurturing it.

Because the union management relationship described above will be unfamiliar
to some chiefs and union presidents, a representative list of items from the
agendas of the chief's meetings with the union over the past two years was
selected to clarify what the meetings are concerned with. Some items had
been suggested by the union and some by the management:

* Assigning responsibility for union-management meeting agendas

*  TJustification or lack of it for supernumeraries

*+ Shot guns in police units: pros and cons

* Plans for Crime Prevention Week

* East side burglary wave: how to keep costs of overtime at a minimum

* Flexibility in uniform of the day rules

* - Seasonal variation in town's crime statistics; what to anticipate in
assignment by shifts, training, etc. this summer

*  Preparation of joint statement on CPCCA (the state's LEAA agency)
Productivity Study of Mythton, Connecticut P,D.
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Of course, we've had the kind of chief who was willing to listen to
our ideas. That has been a big part of it. And to be honest about
it, some of the best ideas have come from the chief and his people.

» Planning to reduce confusion and problems in change to new shift
schedules

* Pros and cons of education incentive pay
The Chief sees it this way:

« Review of department personnel rules and regulations

Two years ago I decided that I wanted to create a certain kind of police
department. One that continually reduced the crime statistics, attracted
better and better people into the work force, kept the best officers in-
stead of losing the best ones to other jobs as had happened before. And
I knew I had to do this with no more manpower and probably no more
than enough budget increases to keep up with price rises for equipment
and the cost of wage increases. I figured that since personnel costs
are the biggest item in my budget I had to do something about that.

+ Review of equipment maintenance complaints and suggestions for im- . N And obviously that meant I had to get more work out of my police force
[ for the dollars spent.

provement in preventive maintenance

* Two-hour "debriefing" of department representative to IJACP Police
Labor Management Conference

* Professionalization Project: plans for training schedule for next year

isN
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* Review of grievance processing to eliminate problems

>

oy ,“

"Increasing productivity" without some totally new labor-saving tech-

nology sounds like a "speed-up." That was how the union first reacted

to my suggestion that we work together to increase department produc-
! tivity.

.

* Revisions in the new state labor law:; how they will affect us

v

* Police Professionalization Program: review of role of non-sworn em-
plovees and impact on professionalization

That issue came up when we had just begun these joint meetings. It
took us a few meetings just to get acquainted, to see each other as
these "other people" who could sit around and be quite intelligent?
Like the Ford ad, the more we looked at each other in this new setting
the better we looked--and the more reasonable our conversations be-
came.

* Complaints on dispatch practices: does the process need revision?

N 1 bt gt T

* Considering merit in pay increases

I e i

* Team policing: pros and cons for our department
* Consider a department police information library--where to locate and - '

how to finance ~ B This freed us up to talk about what we might mean by better productivity

and different ways to get it. In several meetings we agreed that we

AR . could do a number of things to make better use of the men and women

B . on the force and to train officers to greater competence. We agreed

that we could do this without violating the union's contract in spirit

If you ask the union president, he says: L or letter and that we would in fact achieve some of the goals the union
! had set for itself. That whole thing took maybe three or four months.

o But believe me it has been the key.

What are the elements of this happy police union management relationship in
Mythton P.D.?

The union decided a few years ago that we were spending all our energy
in battles and never figuring out what the war was all about. Then we
met and discussed where we wanted to be in a few years from now--
salaries, fringe benefits, advancement on the job--all of that. We
decided several things. One, that we had to keep making the police
job more and more professional so we could be better cops, make a
better life for ourselves and so we would be worth more in the minds

of the public. And twc, we decided we had to play a constructive role >
in working with the chief on long-term plans for the department if we
were going to have the kind of working conditions and the chance for
professional growth that we wanted. o

One thing we decided on early was that we would have these regular
meetings for the sole purpose of planning ahead. The agendas of
these meetings included everything from discussions of budgets to
anticipating the impact of a new state labor relations act. The one
thing we left out of these meetings was settlement of grievances;
that was taken care of separately. Of course, the negotiation of
the contract every two years is mainly the town's job here. We
didn't argue about contract negotiations either, but we got some
ideas 2i:2ut changes in it.

i
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The chief said further that "working this out with the union got us in the habit
of working together on things that I would call the mission of the department or In matters that the union and management agree on and that seem

the public interest." It turns out there are quite a few things--important things-- I to be of public interest the common practice is to issue joint

that fall in this category of the "public interest" in the view of the chief and statements or separate coordinated statements. This has been

of the union president. ! done about sending officers to schools of IACP, FBI and else-

) o where, participation of police in United Way, launching of a

The chief makes the additional point that he couldn't have gone this route if crime specific (burglary) prevention effort, explanation of a

the union hadn't seen that the members' interests are served too. He says: ; police career development project, announcement of a police
recruitment drive, and so on.
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We still have our disagreements and we process a lot of grievances.

But we do more thinking and less shouting. That produces more s - No censorship--with regard to statements by the union or man-
resolution of problems and I do believe I am moving along toward J agement it is agreed that neither has the right to review, edit, .
the increased productivity and the kind of professional police force T change or prohibit the expressions of the other. There is an

, understanding that leadership on each side will, when issuing
) ] statements on any subject, take into account the probable ef-
In these vignettes the chief and the union president leave out a lot of detail. v fect of the statement on the long-term goals--joint goals--
Much of importance that goes on to keep this relationship healthy is now taken Lok regarding professionalization and productivity of the force.
for granted by the two of them. An outsider looking at the department has
listed the following practices and processes as those "that sustain the rela-
tionship":

et

I set my sights on.

The chief has been asked if he has not given up prerogatives of management in
this new relationship with the union. Some critics suggest he has "been had"
by the union. His response:

. Regular Joint Planning Meetings. Once a week meetings are held.
Agendas are prepared in advance (alternate weeks by the union
and management). Other subjects can be brought up at the meet-
ings after the agenda is completed. Meetings have starting and
ending times, strictly adhered to.

i;f I don't think it is a matter of keeping or giving up rights to manage;
£ rather it is managing in a different way. Strictly speaking the union
is now counted in much earlier in the process of introducing changes.
: But always the union had to be counted in at some time because all
the changes affect the members. Chiefs who don't realize this are
« Separate meetings for grievance handling--grievance meetings ) ( kidding themselves. To discuss these matters early means I get

are also regular but are called off if no grievances are at the ap- ‘ additional points of view from people whose work day and work life
’ . are going to be influenced by the changes. My experience is that
i I get a lot more rational discussion of the issues this way and a

propriate step.

. A union and management agreement that the joint planning meet- lot more help than before. 1 also get a lot less shouting. My job
ings will not adjudicate or discuss grievances and will not change is more pleasant and I get more done.
contract clauses. Recommendations for contract change do come :
out of the meetings but these are left for consideration and reso- ‘ C RS Another think that I think I can see is that the union people are

learning about some of my management headaches. And all this
gets passed on out to the field. I think these police officers now
have a lot better idea of what we do inside this headquarters. I
just know I am respected more than I was before. I think that's

lution in the contract negotiations sessions. Similarly grievance-
producing problems are anticipated and discussed and grievance
procedural problems are proper subjects for the planning meetings.

* Joint publicity--an unwritten understanding has grown up in these : why.
meetings that if there is a matter in dispute it will not be aired in R £
the press by one side or the other without agreement that this is a : Lo Does the union president think he has taken away the chief's ability to manage?
constructive way to draw attention to the matter. Usually simul- \ Does the union run the department now? His view:

taneously released statements are issued so the reasoning on each

side can be examined by interested persons. No, my union doesn't run this department. This chief runs the de-

partment. He makes the decisions. We have the contract to pro-
tect us if he gets out of line. We have negotiations to improve
the contract to cover matters that we have found the contract




inadequate to handle. He runs it but we know a hell of a lot more
about how he runs it and why. He's got his job and we've got ours.

What has happened since we have had these planning meetings, I
think, is that the chief runs the department better. He invites us
to say what we think about what should be done. And when he
plans to do something he counts us in on the planning so we can
get our ideas into it. :

We don't have the surprises we used to have. You know if some-
‘body tells you on Monday morning that "we've made some changes;
this is what you're going to do from today on," your first reaction
is negative. You had expected to do what you had been doing.
Nobody wants to change just because he has been told to change.
But we have found that nearly everyone likes to do things a new
way if he has had a chance to think through why the new way is
better. I think a guy will even go along with trying out things that
he doesn't think are better--if he's counted in on the planning.

The chief is smart to bring us in early on his plans. And I know
he would agree that we have had some useful ideas too. After

all, we represent a lot of years of policing experience. When

you can focus that experience on constructive change, say, toward
making the life of a police officer less of a hassle, less full of
uncertainty about moving up the ladder, and more involved in the
real mission of the department, you've got something valuable.

I mean valuable to management. And I think this chief knows

that. He uses us in a good way but he still runs the store.

Internal Union and Management Changes

Establishing goals and ground rules for working together, regular meetings for
planning ahead, a mutual respect for the "role of the other" relative to the fu-
ture for the work force seem to be the hallmarks of the union-management re-
lationship in Mythton. But what internal management changes have been made
and what changes inside the union have been required to accommodate to this

new relationship?

For one thing the union decided that its committee, although democratically
elected, actually was never generally representative of the work force. That
is, the elected group was dominated one year by older officers and another
year by vounger officers because of voting blocks that had developed in the
union's political life. This made for charges that the "in group" looked out for
its kind and slighted the interests of the "outs." The union's by-laws and
election procedures did not allow for proportional representation of "parties"
or special interests-~the majority ruled.

R IR T

T e B s oy

I

e

T e T

&
£

| SiE

After several instances in which young incumbents were charged with downgrad-
ing interests of older officers (e.g., pensions) and one battle in which older
officers were charged with ignoring the younger police officers' interests (a
career development project), the union, after a long discussion, voted to
change the selection process of its committee. Now the committee of seven is
made up of the president who is chosen at large, two officers from the group
with one to four years of service, two officers from the group with more than
four years but less than eight years and two from the group with eight or more
years service. (This division was made on the basis of equal numbers in each
seniority group.) The committee, then, is representative of the department by
age group. The advantages and disadvantages reported to date are:

Advantages:

1. All groups feel their special kinds of interests are repre-
sented in the planning discussions.

2. The whole work force can be a constructive force because
the divisiveness (based on age or seniority) has been almost
entirely eliminated. There is no identifiable "out" group to
criticize the "ins."

3. There is value in the breadth of views now available to the
meetings. There is a guarantee that the committee will
span the generation gaps in cultural changes, differing
kinds of training and so on.

4. The oldest officers are particularly pleased with the new
arrangement because they had previously felt isolated;: now
from time to time their old timers' experience makes a con-
tribution to the meetings. "It's good to know that the
younger cops haven't forgotten you," says one twelve-year
veteran who is not on the committee, "and respect your
years of experience."

Disadvantages:

1. There has been some continuing quarrel with the seniority
group representation because it excludes the predominance
of the group that would win all the committee by majority
vote. The argument is that more positive and forceful lead-
ership would result instead of an "egghead seminar."

2. Some committee representatives have taken up the role of
special spokesmen for their seniority group, apparently to
assure reelection. This has recreated some of the divisive-
ness that the change was expected to eliminate.
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The new committee selection process was voted as a two-year trial. At the end
of two years by majority vote the process can be revised. The date for this
vote is coming soon. The general belief is that the new system, on balance,
is good and will be kept.

This new committee selection process is the most important change the union
has made. However, there are others. The committee has designated one mem-
ber called Committee Secretary to be responsible for the agenda and preparation
for the Joint Planning Meetings. His job is to get suggestions for agenda items
from the committee members and from meetings of the membership, discuss them
with the president and submit them in a timely fashion. Also he does research
on items coming up in meetings ahead (both those suggested by management

and by the union) so committee members can be informed and prepared.

Also the union has negotiated an agreement with management to authorize the
committee to meet on duty time for two hours a week (when necessary) to pre-
pare for the planning meetings.

The agenda for regular monthly meetings of the local union now includes a regu-
lar report on what is going on in the planning meetings and the membership is
invited to suggest new items and changes in emphasis and so on. More of
union membership meeting time is now spent on looking ahead and in discussion
of training schedules and less rehashing grievances.

The meetings are better attended than in previous years. About twice as many
people are active in the union now.

There has been a change in the work and job descriptions of the clerical staff
of the local union. Previously there was a secretary and a clerk-typist. Now
the secretary has been trained to keep a careful and complete file on the dis-
cussions and decisions of the Joint Planning Meetings (in addition to the griev-
ance records) and to continually gather information for the use of the union.
She has organized a library of materials on many matters of police operations,
police department pay scales, other union contracts, police personnel prac-
tices, police training and career development, police public relations and so
on. She regularly receives notification of police studies from the National
Criminal Justice Reference Service, screens them for the union and orders those
that union committee members want in the library.

Her work, under the president's direction, is the nucleus of a research depart-
ment. If the union grows larger and can afford more staff, it will build a re-
. search department around this function.

On management's side the new regular meetings have required some changes.
The chief has had to allocate his time for the meetings and has found it neces-
sary, too, to spend some time in preparation for them. Although this might
sound like extra work the chief is happy about it. He says:
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Having these meetings means I have to hustle and keep on my toes
about moving ahead. But it makes me feel good about my job. I
don't want to get in a rut and these meetings keep me out of one.
Another thing, I have been forced to delegate more matters. I sim-
ply don't have time to be in on all the day-to-day operations prob-
lems and.decisions that I used to feel I had to be inon. So I
delegate huge chunks of what I used to think was my job. This
new practice of giving command staff more authority and responsi-
bility didn't result just from the demands of these joint union-
management meetings. I got the idea from a police management |
seminar I attended. Also the productivity study that was done here
showed that many of us were working at tasks that were more sen-

sibly done by others. This included a lot of things I had been doing.

The essence of the thing is that I'can best do my real job as the
top police executive--which is, of course, to think ahead and lay
plans and strategies to improve police services over the long pull
as well as to set current policy for the department--if I can re-
lieve myself of most of the work of coordinating, and supervising
personnel, worrying about week-to-week allocation of department
resources, records and so on.

The new revisions I have made among command staff add up to
giving me more time to reflect, to think--in short to be able to
make the big decisions with confidence that I know what I'm doing.
I don't any longer feel so propelled by circumstances as I did.
Now I feel I can take the pressures and think things through. I
feel I am in control rather than controlled by circumstances. I

see these meetings with the union as just a part of that process.
But it is a helpful part--not a burden.

Another way I have thought of this: the amount of time I now
spend on these meetings including the preparation for them (and
much of that is done by my staff) is less than the time I used to
spend in shouting matches with the previous local union president
and in rehashing those sessions with my staff. All that was use-
less time in terms of the service of this department to the commun-
ity. And it took a hell of a lot out of me psychologically.

So I think there is a net gain for everyone concerned. I'm putting
into practice the theoretical stuff about management that I learned
at the FBI schools. I never had the opportunity to do that before.
I am more of a chief than before and I feel that not only am I more
professional but the whole department's getting that way. There
is no question--morale is higher than ever. And I am not worried
about an ulcer. Three years ago I was and with good reason.
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There are other changes on the management side. Parallel to the union's in-
volvement of its members regarding planning to improve the work life of the rank
and file, the chief has found it necessary to keep a continual communication with
his top people about the deliberations with the union. This is done by way of
brief summaries that are written by the chief's assistant and edited by the chief
immediately after each meeting. In addition, in regular command staff meetings
these matters are discussed in greater detail and suggestions are solicited from
command staff for the agenda and conduct of the meetings.

Also the chief has had to arrange for command staff attendance at the meetings.
Always his assistant is in attendance and usually two or three other command
staff depending on the subject matter on the agenda. In turn this means that the
top staff who are required in meetings (chief of operations, the lieutenant in
charge of maintenance, the financial officer or chief dispatcher, etc.) have to
turn over their work to subordinates. But this participation is looked on as
pleasurable and interesting by the command people. It gives them some time to
reflect and think ahead too. One lieutenant reported that he never found any
place to talk with other officers about the things he was learning in his college
courses until he became active in the new Joint Planning Committee. Now he
says, "The courses suddenly seem related to my job and the job seems more im-
portant. I think that is what police professionalization is all about. You can't
do it by learning stuff in courses that you have no opportunity to talk over and
integrate in work with your peers."

This new union-management relationship in this town is regarded as "good" by
both the chief and the union president. When asked, in separate interviews,
what they think is the basic ingredient, their responses are remarkably similar
to one another.

The chief speaks of a "new kind of trust" and goes on to say that he means not
just his trust of the union leadership to keep their eyes on the mission of the
department and to be honest in their dealings with him but his increased trust of
his command staff as well. He "relies on command staff to think through our
professional problems and to have some ideas about them." All this mutuality
of concern has been fostered by systematically recognizing that "everyone has
some brains and needs to be welcomed to use them."

The union president says that after about four months or so of these joint meet-
ings

.. .we finally quit playing games and really went to work on police
problems. We began to see what was good about the other side and
what we had in common. It's got to be that when we say something
the chief knows we mean it and we know he means what he says.
There is mutual trust and respect. We listen to each others' reasons.
It turns out that in matters that are really big--like planning for
careers in the department, knocking out drug pushers in‘the high
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schools or getting public sympathy for a better pension plan or to
get good equipment--we don't have any quarrel with the chief. We
are still on the same side on things that count for Mythton P,D.
We still battle about small stuff--the grievances never end--but
all that bundle looks smaller and smaller all the time.

Observation of this department indicates that other things are happening that
appear to relate to the constructive labor-management relationship and to the
management changes that have accompanied it. For example, in answer to a
questionnaire three years ago only 20 percent of the command staff answered
"yes" to the question "Do you usually feel that your ideas are listened to and
that the department is making the best use of your talents?" This year 78 per-
cent of the command staff answered this question "yes."

Similarly in the last year not one of the young officers (less than four years sen-
iority) who are regarded as "excellent" in their performance rating has left

the force; in the previous year there were three such officers who left and in

the year before that there were also three. During this three-vyear period the
economy of the town has not changed much (levels of unemployment and em-
ployment have been stable) so the chief feels that his plan is working; he's
keeping good people, the kind he lost before.

One additional significant change that will affect both management and the
union has been generally agreed to by the two parties but it has not yet been
approved by the parent body of the union or by the state of Connecticut. This
is to limit membership in the union to patrolmen. Currently, as in most po-
lice unions in the state, all levels of police are in the same collective bar-
gaining unit. The union and management agree that the prerogative of manage-
ment to supervise is frustrated by this arrangement. Captains, lieutenants
and sergeants all have to direct and discipline fellow union members. The
union is forever bringing a grievance for one member against another member.

Particularly in regard to grievances arising under the contract where infraction
of rules is charged by a supervisor, or violation of the contract by the super-
visor is charged by a patrolman, the matter of whom the union represents is
confounding. This anomolous situation can best be made right by clarifying the
roles of management representatives vis-a-vis the work forces they supervise,
No way other than that had been worked out in this department previously.

Both still hope to work this out together and in such a way that proper represen-
tation will be afforded all of the middle management people through an organi-
zation of their own.

The union at first had some qualms about attempting to limit its membership.
There will be a dues loss and some of the union's hard working leaders are
sergeants and lieutenants. But after many discussions the decision has been
made to limit the collective bargaining unit to patrol officers and nonsuper-
visory nonsworn personnel.
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CHAPTER II

THE REAL WORLD OF POLICE UNION
MANAGEMENT RELATIONS IN CONNECTICUT TOWNS

Introduction

This chapter reports our study findings and discusses their importance for plan-
ning improvements in Connecticut town police departments. In our study we did
not find any Mythtons but we did find fertile seed beds for the Mythton ideas.
We found strong expressions of hope for constructive police union-management
relations in the future; but few plans directed to fulfill these hopes.

Police chiefs and police union presidents have much more in common than their
typical practices would lead one to believe. That impression stands out clearly
from our data. Also it is more true than we had expected that both groups,

chiefs and union presidents, know what they have in common and know they want
to achieve similar goals. Both report frustration that their departments are not
moving fast enough toward these goals. There is a predominant feeling by mem-

bers of both groups that their current relationship with their counterpart in the
labor management relationship is far from ideal.

It appears that there is more good will and good intentions than there are forums,
communications, interaction or other vehicles to encourage their expression.
Many relationships are mired in institutional ruts exemplified by what one chief
called "amateur unionism" and a union president called "the chief's open-door
policy but nobody's listening inside the door." Most time in meetings between
management and unions is spent in argument. Perhaps that is not surprising (the
unions are newly organized), but nearly all of our respondents on both sides
would like to see that changed. Both would welcome joint discussions about the
department's mission, about improving the capability of the force, about speci~
fic training programs, about long-term plans for the department.

Some chiefs in our discussions would at first say that these planning matters are
management prerogatives. What they mean is that decisions have to be made by
the chief--not the union. But further discussion shows that the process of think-
ing through what kind of police force the town ought to have or what sorts of
training would be effective and attractive to the rank and file, whether team po-
licing would work in their town is not rejected out of hand by the chief. Although
some could never see sharing anything with the incumbent union president, even
these could imagine a president with whom they could plan. The idea and the

process of joint planning are generally acceptable.. They are not generally ac-
ceptable within the current forums used by the parties.

On the union side there are also some who have developed such animosity toward
the incumbent chief that any talk of changing the relationship requires, they say,
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"a change in chiefs." But these men, too, would like to see themselves matur-
ing into something more than the "first phase" unionists they know they are..
They think they could move up to a more effective, responsible and professional

unionism if they had cooperative management.

Chiefs' and Union Presidents' Attitudes

We found in our conversations with chiefs that it is common for them to think
that other chiefs generally are more against the unions than our data show them
to be. For example, chiefs responding to our questionnaire v.vere abou't eq}lally
divided between those who "would be satisfied to see the union organ%zatlon
continue about like it is" (twenty-four chiefs) and those who "would like tc;llsee
the union or association power or jurisdiction or 'bargaining _areas' reduced N
(twenty-five chiefs). Only a few (four chiefs, out of fifty-six) took. the position
that the union should be eliminated; three would like to see "the union or asso-
ciation grow stronger." This sort of toleration of the union was commonly ex-

pressed in our interviews.

It is interesting, and perhaps to some people surprising, to learn that c.hiefs and
union presidents respond in almost the same way to the following question:
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In your department the organization of the union or association resulted
primarily from:

Chiefs Unionists
4% 0% agitation by people outside the town
7% 0% a general movement for town employees to organize
80% 80% interest of police off%c.ers to improve their wages
and working conditions
4% 12% interest of police officers to provide better police
services in the town
7% . 25% reaction of police officers to unfair treatment by
supervisors :
10% 15% Other (please specify)

The percentages will total more than 100% because some respondents
checked more than one item.
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Notice that four out of five chiefs and union presidents agree on the primary
reason for unions in the departments to have organized. Note also that few

(only two of fifty~seven) chiefs believe that outside agitators were the primary
cause; in fact, more chiefs (four) believe reactions to unfair treatment by super-
visors was the main cause. So here is a case of general agreement by the parties
on a matter fundamental to their relationship. Everybody knows why the union is
there and how it got there.

When these facts are put together with other facts from the interviews and ques-~
tionnaires, other dimensions of the chiefs' and unionists' feelings and opinions
emerge. For exaniple, ninety percent of the chiefs answering the questionnaire
believe it is helpful to have a formal grievance procedure. That doesn't reflect

a@ majority "anti-union" opinion; a main function of the union is regarded as help-
ful by the chiefs.

We asked union presidents and chiefs to list examples of instances in which the
union had been cooperative and helpful and siluations in which the "union action
has hampered the operation of the department." The unionists reported more con-
structive things than hamperings and chiefs saw more bad than good. But for the
most part the ekamples were of very minor events. Significantly the hamperings
seemed primarily to be extensions of battles over grievances and contracts--a
kind of harassment, whereas the constructive events reported tended to be more
concerned with policy. We see in these accounts some efforts by some unionists
to achieve (and the chiefs to accept) a more mature and professional stance by
the union.

However, there are still strong feelings that the union "may go too far" if it is
encouraged too much. And union people believe that pressing for new frontiers
will cause overreaction from the chiefs. Because of the confrontation character
of the bulk of their past experience, their caution is easy to understand. And we
did learn on the other side of examples of chiefs' willingness to confer and share
being interpreted as "softness" by union leaders whose own experience and insti-
tutional supports were not mature enough to handle the opportunity. In many
»ituations these suspicions and worries about being "taken in" by the other side
are evidenced less by the leaders than by critical peer groups. Some command
staff and some police officers are slower to change than the leaders are. Others
use the criticism to muster political or bureaucratic support.

There are some ways for energetic responsible leaders to hold the initiative in the
face of resistance. Police institutions need "ball carriers" who can run around
their slow blockers and break the heavy tackles from the "old timers." In Chap-
ter III some suggestions for good leadership are discussed.
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Can Police Unions "Join! with Management? How Far Is Too Far?

Rhetoric on both sides in the police union field abound W]'..'th disparaging Wordsh'
and signs of inevitable and continuing conflict. Our assignment wafs to healr this
but to look beyond it to see if there is potential basis for constructive relation-
ships. We found some things that are promising for joint efforts.

We asked in a questionnaire:

Now that nearly all Connecticut police departments are organized
many people believe police unions are "here to sta§./." 1f yog can
assume (for the purpose of this question) that this is true Whl(?h
one of each of the following sets of statements most closely fits
what you would like to see in your department?

Chiefs'
Responses
45 a. More concern by my work force with in~service police
training ' . .
0 b. Less concern by my work force with in-service police
training
8 c. I am indifferent to this question
49 a. More police emphasis on professionalizing the force
1 b. Less police emphasis on professionalizing the force
6 c. I am indifferent to this question
51 a. More attention to csime prevention activity by my
work force n
0 b. Less attention to crime prevention activity by my
work force
4 c. I am indifferent to this question
38 a. More work force participation in long-range planning

with my command staff
0 b. Less work force participation in long-range planning
with my command staff
10 c. I am indifferent to this question
The numbers opposite the a, b, and ¢ choices indicate the numbers of chiefs who
checked each response. Chiefs all over the state in large town§ e.md .sma-ll agree
overwhelmingly that they would like to see more work force participation in per-—
fecting the department and planning its future.

Our interviews with chiefs drew them out further about what they believe about

participation. For the most part chiefs did not mean that the union representatives
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or other people from the rank and file should share the decision making about
these matters but that they should to a greater extent than is now possible, given
the ways the top management comes in contact with the rank and file, have a
chance to discuss their future and the future of the department. With the excep-
tion of a few departments, chiefs described the current relationship with the
union as "grievance oriented," "strictly adversary encounter," "chaotic and
unplanned" and so on.

Some of the chiefs who had checked "indifferent" on the above questions said
they would really like to see more participation on all these fronts but feel the
incumbent union personnel or the current union contract inhibits or prevents joint
consideration of professional police matters. So it was ridiculous, in their
minds, to "want" help from below.

Only two chiefs we talked with felt that all these matters are better handled by
management without any participation by employees. Even these men could
imagine a police department where this kind of thing could work but felt that the
history of bitterness and distrust in their departments would foreclose the possi-
bility for many years to come.

In response to a related question three out of five chiefs would welcome work
force participation in "scheduling and manpower allocation." The other two out
of five regard that area as "strictly management's responsibility." In interviews
with members of this latter group we found that the chiefs felt "you'd be opening
a can of worms if you try to get everybody's ideas about how to handle your man-
power." But if the question meant discussing such things as anticipating prob-
lems in manpower allocation or getting some ideas from the field as to why traffic
or beach patrol or some other set of problems was getting out of hand--that kind
of thing would be welcome.

In summary our impression from these questionnaire answers and interviews is
that chiefs generally look favorably on orderly participation of the work force in
planning for more professional operations and better performance but there is a
general skepticism that the union structure as it now stands cannot help guide
this participation in the most constructive way. And there are a sizeable number
of situations in which the incumbent union leaders are regarded as inadequate to
take on the constructive role.

We asked union presidents essentially the same questions as those above. The
distribution of answers among the twenty-six union presidents who responded
was almost parallel to the chiefs answers with a slightly higher percentage
checking b (*less involvement" responses) on community affairs and crime pre-
vention. The fact that virtually ninety percent of union presidents and eighty
percent of chiefs lean generally in the same direction on this serious matter of
joint participation on essential operations and planning is certainly significant
in assessing the potentials of police unicn-management relations.
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We talked with the union presidents to discover in greater depth what was behind
their checks on these questionnaire answers. Here again the parallels to the
chiefs' insights was striking. "It would be a good thing for the chief to have the
advantage of the experience and brains of the whole department" (to paraphrase
their views), "but the way things are done in these departments there is no way
to achieve that kind of communication." Some of the union leaders thought it
might be possible if their departments had a different kind of chief but never pos-
sible with the incumbent chief.

Like the chiefs, the unionists would like to see these kinds of participation but
believe that for the most part existing union-management practices and the his-
tory of their relationship to the chief inhibits or prevents progress in that direc-
tion. Several union presidents suggested that their unions are new and therefore
are still "battling for recognition in fact." - The resistance to the union is so great
in at least two towns that unionists say that to introduce new roles for the union
now would be regarded as invasion of management turf by management and their
own members might say they were leaving the scene of the battle at the wrong
time. However, in some departments union people described examples in which
"these things are already being done."

Our general summary assessment of the current state of affairs regarding police
union-management relations encompassing joint efforts of the kinds suggested in
these questions is this: there is a will but no way in the minds of the parties at
interest. But there are strong majority feelings on each side that some ways
should be worked out. And there is a general feeling on each side that the estab-
lished relationships (and to some extent the personalities on the other side) are
primarily responsible for holding back progress.

Can police union-management relations in Connecticut towns or in towns else-
where maiure to include the processes of joint participation that chiefs and union-
ists say they want? We think the potential in Connecticut is promising. The way
can be found. Answers to other questions indicate what the vehicles for change

may be.

Everyone's for Training

An area of substantial agreement among chiefs and unionists is belief that police
training at all levels in the department is a good thing. Now this is not at all
surprising. But we think it is significant that even when the questions about
training are prefaced by a reminder that training is costly, when they are asked
after the respondent has described the ongoing training in the department, and
when the questions stress that more than the current training is being asked
about, the need for more training is almost universally supported. This is about
as true for chiefs as for unionists. :

We asked both groups this guestion:
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Recognizing that training is costly, do you believe more training
for police in this department (than they now receive) would be
worth the cost?

The answers: Chiefs 51 yes 5 no
Union presidents 25 yes 1 no

That is about as close to unanimity as one could expect from the two groups on
cjmy question. Here there is almost total agreement that whatever is being done
1s not enough. More should be done even though it is "costly."

Il"l énswer t9 a related question, only three of fifty-nine chiefs thought that no ad-
ditional training is needed "after the first year or so." One hundred percent of

the union presidents agreed with the ninety-seven percent of the chiefs on this
important matter.

Similarly, virtually all the unionists and fifty-one of fifty-nine chiefs believe
formal training should be planned to prepare personnel for each step up to more
responsible police jobs. And forty-eight of these chiefs think the effect of a
"career plan for training in all police functions at all levels" would be worth the
cost of training if the program were well planned.l We found no union president
who disagrees with the chiefs on this.

Chiefs' reasons for wanting more training range from "help to attract better people
into the force and keep better police officers on the force," to "a professionally
trained force will be more productive; it will actually do the job better with lower
cost." TUnionists agree: a well trained force can do the job more efficiently,
They argue, too, that the "dead-end nature of so many police jobs can be changed
by improving individual capabilities." Both groups overwhelmingly see career
development as a distinctly important goal.

So the traditional adversaries in police union-management battles think very much
alike about the importance of improving capabilities of police personnel. Neither
one is the adversary of the other on this score. However, our data reveal that
tl"leir constructive views, though parallel, are not often joined together in promo-
tion of or participation in programs of the kind they both want. For example
forty-eight of fifty-six chiefs reported that their departments had received gliants
from the Connecticut Planning Committee on Criminal Administration. (Twenty-
six of the grants had to do directly with the use of personnel.) But the chiefs re-
port that in half the projects "the union was not involved." 1In only nine is the
union listed as having "cooperated." In three the union is reported to have
"resisted" the project. In our interviews we found only a small minority of chiefs

The unanimity of opinion that the training would have a “"good effect" is
greater than even this figure indicates: six of the other eight chiefs thought it
would have a "good effect” but would not be worth the cost.
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who had ever thought about involving the union in planning the use of training
funds and even fewer who actually invite the union to join management to plan
training programs or any programs, for which funds will be requested.

Even in those departments where the importance of education and training is
recognized in negotiated contract provisionsl for pay incentives for education or
pay for time spent in training, the conversations about the training programs have
more to do with the equitable application of the contract clauses than about the
content of training programs, career planning, or the need for a department com-
prehensive training program.,

The Chiefs and Employee Relations Standards

Review of the chiefs' answers to questions about how they stand on the Employee
Relations standards published by the National Advisory Commission on Criminal
Justice Standards and Goals2 is also revealing on this point. All of the chiefs
responding agreed with all four standards in this chapter (except one chief who
disagreed with one of them). These standards and the discussion of them by the
Commission are replete with statements regarding advisability of "two-way com-
munications," of obtaining "advisory information from police employees," of
"applying the principles of participatory management," and a suggestion that
"traditional...police autocratic administration" is out of date. But although
chiefs we surveyed almost universally agree with those sentiments, few have
developed ways satisfactorily to put them into practice.

In interviews with chiefs there was no doubt about their sincerity. They want a
rational, informative and mutually helpful relationship with the union. Frustra-
tion about the difficulties in achieving such a relationship took up a large part
of our interview time with most chiefs.

Many chiefs, certainly a majority, have hopes that in the next few years rela-
tionships with the union will improve substantially especially in regard to pro-
fessional cooperation. TUnionists too believe there will be new acceptance of
joint concerns and more and more time spent in constructive meetings. One union
president said, "we may not give up all our militancy, but more and more if we
are going to get anywhere we have to use our brains and not just our lungs. We
have to win with management and it's got to be on these long-range matters of
increasing our ability to serve the public and management has to accept our help.
Higher salaries have to follow a demonstration that we are worth more. It can't
be done the other way around."

1 cf. Chart J'in Chapter IV.

2 Police NACCJSG, Chapter 18, 1973. The chapter is reproduced in the Appendix
to this Guide. Ouwur questionnaire is also included in the Appendix.
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Evic‘ience that chiefs expect better union management relations can be drawn from
their answers to other questions we asked in connection with the union-manage-
ment relations standards. We asked the chiefs to indicate where they believe
they are now (on a scale of 1 to 10) in achieving each of the four Employee Rela-
tions Standards (Chapter 18) in their departments, then to check where they think
they will be on this scale of 1 to 10 in 1980. The results are interesting as can
be seen from the following two tables. The question was asked after the chiefs
had read the four standards and had indicated their agreement with them. (These
standards and the question form sent with them to the chiefs are in the Appendix.)

Here is how the question was put:

Probably no department is "up to standard" in all respects. Will
you check about where you think the practices in your department
stand on the road toward achieving the ideal standard level de-
scribed by NACCJSG?

In this scale 10 is "totally up to standard level," 7 is "substantial achieve-
ment of the standard level," 3 is "some progress toward the standard," and
1 is "no activity that fits the standard." Then check where you think you
will be in achieving these standards by 1980.

NACCIJSG Standard:

Tl;‘fvg OQ;ZGETSIZ‘;‘% Now 10 22 33 42 5l 43 ;6 g2 40 .1
Relations 1980 190 20 30 40 50 g2 .4 g4 g3 .6
Police Employees Now 13 2l 37 4l 52 0 .5 g0 g0 4,1
Negotiations 1980 10 20 31 42 53 41 .3 g2 g2 .4
Collective Negotia- ~ Now 19 2l 3% 42 52 ¢l .6 42 o1 .0

tion Process 1980 l0 2O 30 0 2 1 2 2 3 8

8 9 10

Now 10 23 31 42 57 40 .4 g2 g0 40

Work Stoppages
9 1980 10 20 0 4 g0 93 108

The superscript numbers on the 1 to 10 scale represent the number of chiefs who

checked each point on the scale. For example, one chief checked that he was
totally "up to standard" on the first one, six chiefs expect to be at the top of the
scale by 1980; no chiefs feel they are completely up to standards #3 and #4 now
but eleven of the twenty think they will be at the 9 or 10 level by 1980. '

S

! The number of chiefs who filled out this particular question is small. We "lost"
some of our respondents because the questionnaire form required the page to be
tun?ed over to locate the question. These data are for just twenty chiefs but we
believe them representative because of the homogeneity of the responses.
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Expected Change Factor
1 2 3 4 5 6 7 8 9 Zero Change

NACCTSG Standard:

The Police Executive and

Employee Relations 1 6 5 3 2 0 0 0 0 2(,10)
Police Employee Negotiations 3 4 3 2 2 0 0 1 0 3(3,7,10
Collective Negotiation Process 2 6 7 1 3 0 0 0 0 O
Work Stoppages 2 4 5 3 41 0 0 0 O

In the table above we have indicated from the same data the expected change fac-
tors anticipated by the chiefs. Notice that only two or three chiefs feel there
will not be a change for the better. Two of these check marks were made by the
chiefs who believe they are already fully up to standard #10! So virtually every-
one expects progress along this scale with an average expected movement of

about 3 points on this scale. That is what this chart shows.

Full significance of these data cannot be appreciated without a reading of the
standards. The significance is this: the standards are very liberal. They legiti-
matize the union and they describe a broad role for the union. Chiefs who accept
these standards as proper goals--as those in our sample of Connecticut chiefs
do--are a long way from the days of iron resistance to unions. It is reasonable
to believe that these chiefs have a high potential for participation in mature con-
structive labor relations.

In our discussions with chiefs we tested their reactions to other related stand-
ards1 and our findings are that there is sincerity and depth to the chiefs' feelings
about this matter.

We feel constrained to say here that chiefs' liberal views and hopes for their
future with the unions were sometimes tempered by doubts about the chances for
progress with the "incumbent union officials." One chief said he expected prog-
ress by 1980 only because the local union was "bound to get some new leadership
by then."

Some union leaders too, who all believe things are going to get better, put in
their own caveats--"but not until we get a new chief" and so on. We believe
the widespread prophecy of police chiefs that they will achieve these standards
will be fulfilled. The potential is there.

1 For example standards, see NACCJSG Chapter 19, Internal Discipline; Chapter
17, Development Promotion Advancement; Chapter 16, Training; and Chapter 15,
Education and others.
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Restraints on Chiefs' Authority to Manage

Our data reveal one of the chiefs' main complaints about dealing with the union
is that the chiefs are by-passed. The complaint is not aimed at the unions, but
at "systems fostered by law" that "leave us out."” Chiefs' resentment at being
left out stems from the operation of state law and past practice. We believe the
exclusion of chiefs from negotiations is a separate matter--and a far more per-
vasive and serious one--than by-passing them in processing grievances to arbi-
tration. We discuss them separately below but with a recognition that feeling
among chiefs is the same on each issue--no one likes to be left out and no one
should be left out of setting the policies that affect the essence of his job.

Our data show that overwhelmingly chiefs have little or no part in contract nego-
tiations. Several chiefs said the whole union contract negotiation process is
"completely out of our hands."

We asked the chiefs (and the union leaders):

Do you believe that the chief in your town should have more to
say about the content of the collective bargaining agreement?

Of the fifty-three chiefs who answered our guestion, thirty-two said "yes." In
interviews we learned more about why they want to have more to say and what
they want to say more about. They do not want to conduct negotiations about
the economic matters; those they universally concede to the town manager or to
other city officials. But they want to have more to say about contract clauses
that affect operations. The reason: they can't operate well with practices they
don't participate in designing. Moreover, they believe strongly (and who can
dispute them?) that managers who may know little about police work and don't

have the responsibility to run the department get "taken in" by the union repre-
sentatives.

We asked questions to find out about the arrangements for negotiation of police
contracts in the town. On the management side we found that in the fifty-seven
towns responding the breakdown is as follows:

16 Representatives of the town negotiate the agreement with the
union or association without the chief of police

11 Negotiations are shared equally by the chief and a represen-
tative of the town

1 Chief negotiates the agreement with some assistance from
town representatives

29 Representatives of the town negotiate the agreement with the

union or association with some assistance of the chief of police
and his staff.
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In some cases (eleven out of fifty-seven in our sample) the chief is not even
present in the negotiations! This has led to town manager and union president
agreements that violate quid pro quo understandings reached in day-to-day work-
ing relationships, setting hours per week and shifts that are awkward or unwork-
able, placing responsibility for routine police personnel actions (e.g., authoriz-
ing specific vacation days) in the office of the town manager, ignoring needs for
contract improvement because of town negotiator's grievance of operational prob-
lems, and so on. In many of the instances of this kind reported by chiefs there
had been an element of maneuvering by the union president and in some a "con-
spiracy" to leave out the chief.

In some of these situations chiefs have been able to reclaim authority lost in
"games played by the union, city managers and previous chiefs." But it is
systemic exclusion that bothers the chiefs, the fact that their participation does
not correspond to the responsibilities they have.

The strength of chiefs' feelings on this point, although various ones of them are
affected more than others are, is revealed by a cross tabulation from their re-
sponses to our questions that shows:

All chiefs that did not negotiate felt that they should assist in
negotiations

All chiefs that did assist in negotiations wanted the same or a
greater role in negotiations

Union leaders are aware of the anamolous position of some of the chiefs. Al-
though some routinely take advantage of it, and some think their chiefs "couldn't
contribute much," more than a third of the union leaders who filled out our ques-
tionnaires and most of those who talked to us about the subject believe chiefs
should have more to say on the management side in negotiations.

Unionists who think the chiefs should have more to say on management side mean,
just as the chiefs do, more to say about the noneconomic clauses in the contract.

It is difficult to assess the quality and quantity of the impact of noninvolvement
by chiefs in negotiations. Certainly all of the evidence we saw suggests the
impact runs counter to creating constructive union-management relations. An
argument for the practice, presented by a town manager (that all department con-
tracts had to come under his aegis for purposes of coordination and uniformity)
does not seem to be overwhelmingly persuasive. That argument deserves some
recognition but the argument of the chief who says "it's a struggle to keep from
looking «illy when I have to learn after negotiations what rights and responsibili-
ties I have concerning my own work force" deserves much more.

By-passing in the grievance process is not common but some chiefs complained
bitterly that their union presidents never really bargain out grievances, but

e

simply "stop here on their way to the arbitrator." Unionists in these situations
did not debate the point. Their attitude could be paraphrased: "Why hang around
talking to the chief; he will only say 'no' a hundred ways." These chiefs' com-
plaints were associated with their view that the arbitrators in the state lean to-
ward labor. We had no opportunity to make a comparative study of the leanings
of the arbitrators. We do point out that in view of the new state law that pro-
vides for compulsory binding arbitration, ! this complaint of chiefs may become
aggravated. The public's interests will be served if police unions and police
chiefs are afforded the opportunity to work conscientiously to settle disputes
locally. Forums for rational talk about fundamental problems-~the Joint Meet-
ings described in Mythton P.D.--would almost certainly help correct the abuses
now found in the grievance process.

Other Signs of Compatibility

Our study turned up other evidence that union and management share other views
and goals. These seem to us to be of @ comparatively minor nature but bear
notice.

On the matter of "parity," pegging police salaries to firemen's
salaries, there is almost total agreement. Chiefs and unionists
alike oppose it. This practice was common ten years ago in
Connecticut. Now fewer than half continue the system, but
almost no unionists and no chiefs believe it makes sense.

Ninety percent of the chiefs and all of the union presidents
believe the union has "improved incomes" of police officers.
Both sides also believe that higher salaries attract better
quality people. So both sides believe the union has been
advantageous to the department as well as to the work force
members individually.

Both agree that a Performance Rating System based on elements
of officers' performance on the job, rather than on personal
qualities subjectively judged, is preferable.

Our study of police union-management relations in Connecticut towns in 1975
shows:

a general immaturity on the union side that is completely

understandable in view of the recent and rapid development
of the unions;

1 A copy of the Act is in the Appendix.




What finally distill a .
regardless of lingering pervasive suspicions 1in

a lack of assurance in labor management affairs on the chiefs_'
side born by the rapidly burgeoning unions' challenge to tradi-
tional management and chiefs' lack of training as managers;

that a high potential for amicable constructive labor managle—
ment relationships lies in the fundamental agreement of ur}lon—
ists' and chiefs' views about the essential mission of poll?e.
work , the professional role of police, the principle of partici-

patory management;

both sides have faith in perfecting the institution of un.ion—
management relations (tempered by reservations about incum-
bent office holders on the other side).

s out of our data is a well-supported aura of hope for good,

and capabilities of the traditional adversaries, one for the other.

the field about motives, intents
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CHAPTER III

IMPROVING POLICE UNION MANAGEMENT RELATIONS

Recommendations in the Style of a Syllabusl

Introduction

Study data show clearly that both sides want to see a more constructive relation-
ship. But what has to happen to create that better relationship? To find out we
observed departments where union and management reported a good or "pretty
good" relationship. We focused on how the parties got to that point. Our sug-
gestions for growth, maturity, and success in police labor relations are based
on what we found in these situations.

A Commitment to Change--The First Steps

Improvement means change and change requires that someone has to do some-

thing new or different. Someone has to take the initiative. Let's assume your
department is typical of Connecticut town police departments--both the union

and the chief want a constructive relationship.2 The commitment is there.

What are the first steps to take and who has to take them?

Either party can take the first step. It can be a giant step (e.g., the chief an-
nounces a whole new program of inviting the union's participation in matters
from which it has been excluded) or a mincing one (e.g., the union for the first
time joins management in a request for upgrading department equipment). The
first step, large or small, will always be a test of the other side. Can the
union accept the chief's gesture as an attempt to improve the union management
relationship or does it have to declare that it has beat a concession out of the
boss? Can the chief graciously welcome the union's move as constructive and
helpful or does he have to say "It's about time"?

1 This section as presented can be used as a syllabus for local union manage-
ment training sessions or for seminars in police labor management relations
organized for groups of chiefs or groups of union leaders from several towns.
Seminar assignments and discussions can be organized around the several
topics in this Chapter and other subjects that are sparked by discussion. The
other chapters of the Guide can be helpful as a reference text.

2 Assumptions made in this chapter are all based on the Connecticut Police
Uhion-Management Relations Study data.
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The reciprocal balance of attitudes determines the chances of success for the
process of change. If the union has to say "We won" every time the chief tests
the climate for change, the chief will withdraw in the face of stormy weather.
And if the chief is not secure enough to accept the union's first steps as timely,
matdre and sincere the relationship's frontier will not be much advanced.

Planning and Maturity

There is a chicken/egg tension in the politics of change. Degrees of trust and
appreciation of long-term versus immediate rewards are important.

We suggest the word "maturity" to describe the ability of one or the other side

in the police union-management relationship to postpone gratification of success;
the ability to restrain the impulse to pounce on every advantage over the other.
It also includes the good sense not to exploit every ameliorating or agreeable
gesture as a "concession to demands." In short, it is the ability to admit that
you have something in common with the other side and that the motives of the
other side on this issue are as pure as vours. It means you are secure enough
to say, "It's better to credit the chief (or union president) with good will in this
matter, in the interest of our long-term objectives, than to get a headline on
Monday for a 'concession' this week."

This concept of maturity presumes some kind of future goals--some sort of insti-
tutional plan (for the department or the union). So we see planning as another
necessary ingredient to improving police union management relations.

There has to be a commitment on each side. Someone has to take the first steps
and the steps have to be honored as authentic. And the parties have to be mature
enough to fit these steps into a plan for change.

Management's plans and the union's plans don't have to be identical; the parties
do have different roles. But the plans of each can have many features in common
with the plans of the other. It is the rational identification of these matters in
common, the sensible nurturing of interactions that can foster them and the dig-
nified pursuit r f them that can form the essence of a sound relationship. Mean-
while areas of difference can be debated in the grievance machinery and periodi-
cally in contract negotiations. But good planning "to build the union" on one
side and to "perfect the administration of the department" on the other (currently
acknowledged goals) requires, in some form, the constructive mature interaction
of the kind we describe.

A Meeting of the Minds

What is the appropriate forum for this interaction? We believe it can develop
(and in some towns it has developed) in grievance meetings. But the evidence

) ISiE

indicates that regular meetings of union and management for the expressed pur-
pose of planning ahead are the best environment for fostering a good relationship.

The regularity of the meetings is 1'mpor1:ant1 and the agreed authority and juris-
diction of the meetings to set goals, to anticipate problems, to agree on pro-
grams are the foundation of a proper forum for change.

For most Connecticut police departments and for departments in other states
meetings of this kind separate from grievance meetings will be in itself a change.
But the data forcefully suggest that to some degree this change must be made.
Variations may be worked out according to the size of the department and tradi-
tional practices. For example, where regular meetings are traditionally con-
cerned with grievances, every other meeting might be designated a "planning
meeting" with no grievance discussions allowed. Or a similar alternate arrange-
ment could be made by doubling the number of meetings or designating every

third meeting for planning, and so on.

Agendas for the meeting are also suggested as a must by our findings. Without
an agreed subject matter, the discussions will tend to be drawn off onto matters
of immediate interest and these may be the hot grievances or some continuing
controversy. No vacuum should be allowed in the meetings' time; if they are,
extraneous subjects will quickly fill them and the meeting will be off the track.

Agendas should be circulated to participants in advance of the meetings. We

suggest that to avoid elabc.ate requirements and rules , the management be re-

sponsible for preparation of agenda for one planning meeting, the union the next

and that the subjects for each agenda be announced the day after the previous -
meeting. This practice allows plenty of time for meeting preparation and gives

the group planning the agenda an opportunity to take into account the events of
the last meeting.

Preparation for the meetings will certainly make them more profitable. Prepara-
tion time prompts another suggestion that may meet more resistance than having
agendas and regular meetings. There should be specific time set aside for pre-
paring for the regular Joint Planning Meetings so that each side can think ahead
about what positions it wants to pursue in discussing the announced agenda sub-
jects. Again, to avoid overformalizing the arrangements, we suggest than an
understanding be reached that the union's personnel who are going to be in the
meeting (and the number can be agreed to as well) can be freed from duty assig::~
ments to meet for not more than some specified time (perhaps an hour}, just prior ‘s
to the Joint Planning Meeting or at some other time that may seem more appropri- [
ate in the local situation. On the management side too, the chief will do well

1 Data suggest strongly that this is the case. It is also true that both union and
management already believe that greater regularity and formalized meetings
(with agendas) will be helpful.
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to regularly schedule a think session with his staff participants prior to the
meeting.

There are good reasons for these pre-meetings in addition to getting more out of
the joint meeting time. The planning process and the serious inveclvement of the
department's leadership in planning will be greatly augmented by these prepara-
tion meetings. It is orientation toward the professional long-term asp=«ts of
their respective roles in the department that will gradually improve the command
staff's concepts of their jobs. The job will literally be more valuable and more
professional. They will know their jobs better and do their jobs better. This in
turn is fundamental to morale. N

Similarly, the problem of communication--mentioned over and over again by
chiefs and union presidents alike in our study--is on’its way to being solved
through such pre-meetings. The-more involvement, the fewer levels required

for handing off information, the greater the concentration on the subject matter,
the greater the clarity of positions and the rationale for them--that is a sequence
for success. )

Joint Resclution

Another principle for success in constructive labor-management relations: agree
on some goals and some ways to get there. The data indicate that where police
management and the police union have agreed that a goal (a fair trial of a patrol
deployment system; a bigger budget for communication equipment) is one they
both want and when the particular actions the union and management will take to
achieve the goal are understood, things go smoothly.

This suggests that matters that are discussed in planning meetings should be dis-
cussed long enough for both sides to join in agreed purposes and to agree on re-
spective roles and responsibilities of the parties to work toward these ends. For
example, if the union has agreed with management to try out a practice of over-
time allocation for the Christmas season that might be challenged under a narrow
interpretation of the contract, there might be agreement that the union will make
the first announcement of this plan through its stewards, bulletin board or union
meeting. The police department will describe the plan to newspaperreporters as a

plan worked out jointly with the union to test the new system. Another example, a
new recruitment and career development plan ‘s announced jointly by the union

president and the chief at a news conference as a "joint project to improve the
career opportunities for police officers and to improve police service." The union
describes its part in the program. The important thing is to forego

one-upsmanship, put the professional cause beyond the adversary roles of griev-
ance battling.
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"Agree to Disagree'" on Principle

Not all matters that find their way onto the agenda of planning meetings will be
quickly talked into joint resolution. Our observation is that additional meetings
on the subject rather than partisan announcements are in order. On matters
where impasse is unresolved after prolonged attention to a matter the parties
should make every att .mpt to agree about the nature of their disagreement. What
are the facts in dispu::-, or what is the basic principled difference or what are
the priority differences. To the degree this can be done, the resort to personal-
izing the argument, name-calling and debaters' tricks can be left on the bench.
The institution of joint planning can survive principled differences. But vicious
rhetoric invites an escalation of reciprocal counterattacks that quickly can erode
the foundation of trust and good will that the institution is built on. '

Is Cooperation "Giving In"?

Skeptics in management and in the union are liable to put this same question to
a leader who suggests the kind of "togetherness" suggested in this Guide. An
honest answer is "It certainly can be." There are on each side of the relation-
ship peer groups who exert pressures both subtle and crude on their leaders.
The nature of the groups we have here and their history of conflict mean tradi-
tions and practices have built up expected roles. No one accepts change easily
but some resist it for little reason more than that it is change. Not everyone in
the command staff is equally flexible, not everyone in the union can accept
change at the same rate. Therefore anyone who steps out to change a traditional
practice runs the risk of opposition from his peers. This may be even more true
of the union where there is less discipline and a more egalitarian aura than in
the more structured management group. But it does occur on both sides.

The union leader who reports a series of discussions that result in joint action
with management may hear from some members who believe h¢ should spend
more time fighting against a management violation of the contract. The chief
who works with the union may be told by old timers that he is giving away the
department and breaking down discipline. Schematically, no leader can easily
withstand pressure from his peers unless he can produce. And his "production
success' often rests on the behavior of his counterpart leader. If the union
leader claims some joint venture means he is now “"running the department,” he
undermines the chief's attempt to convince his command staff that "participatory
management' makes sense. The chief who brags that he has "taken the union
in" can drive the union president out of the relationship in a day. Both the union
and the police command staff are too politically volatile to tolerate "weak"
leaders for long. Augmented by natural resistance to change and traditional
suspicions, peer pressures can demolish everything new.

So there are risks for leaders who want to lead, for administrators who care to
innovate, for anyone who wants to raise his sights, for police who want a




professional department. In police departments the risk is there. But the risk
is much less when there is a basis for trust that agreements won't be claimed as
unilateral victories by the other side. Where a trusting relation is built the risk

is probably worth taking.

Tabor Relations and Productivity

Chiefs gave us endless examples of what is wrong with the police uniouns in their
departments. Many stories were about unions' refusals to be reasonable about
standards of work (stopping the traditional practice of a few minutes of unpaid
overtime when shifts change; preventing use of civilians on certain inside jobs;
tacit approval of sleeping or otherwise goofing off on duty; resisting training un-
less paid; "hold up" payoffs in lost time, and so on). We got the impression
from union and management alike that many grievances and much of the union
management relations time and energies are spent in argument about matters of

these kinds.

We observed great differences among departments about what can be called
"police productivity ." In some departments there is an attitude to "do as little
as you can get away with": in others there is at best a profession of great
earnestness to "do the best possible job." We know that all kinds of variables
can and do influence the particular pictures that we picked up in our interviews.
Perhaps no department is as good or as bad as the impressions we got in our
short visits. But there certainly are wide variations in the degrees to which dif-
ferent police officers feel committed to the missions of their departments.

It is interesting to note that most chiefs and most union presidents in our sample
feel that police officers are well motivated and that they do not need to be
weoerced" into working hard.l In our discussions we went deeper into the sub-
ject and got some further insights from the police leaders. We certainly do not
believe we collected enough information to have the definitive word on this per-
plexing subject. But here are some ideas suggested by what we did find.

Productivity in police work is hard to measure. Therefore it is hard for employee
and supervisor alike to set standards for aspiration or evaluation. Also depart-
ment goals, missions, and the expected roles of particular personnel are often
hazy or ill-defined. A general sloppiness or lack of clarity of assignments--of
what is expected--sometimes results. Another aspect of the problem: the most
easily measurable results of an effective police department (say crime statistics)
are not immediately accountable to day-to-day work habits of police personnel.
Tt is all quite different from measuring worker output in a factory or business

e et

1 On a questiormaire inquiry regarding the general attitude of respondents we
asked for agreement or disagreement with extreme expressions of very democratic

and very autocratic statements.
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and should factor out subj {
_ jective and non-j e d
dominate informal systems. on-job related characteristics that often

But sensible performance e i
valuation suggests a person
: ble ! nel system i i
éol}laoizflcrlptlons ‘F’lt work performed, and in which there is a logic:aln Vlvalqucfh e
ion of assignments and accountability of personnel et

In tu i i k
partrrxlﬂgnihlsTl;ads us to the need for direction--goals and objectives for the d
. That means planning. And as we have seen above, planning had -

better be joint planning wi
g with the uni i ;
enthusiasm. on if plans are going to be carried out with

In this i inki

i ;t ic;h?;n of t%lmkmg about labor relations and productivity our data su t

that it 1s | perative that the chief establish a well-managed department Wgtgljles
g s, roles and objective measures of personnel and department perlform

ance. Without a demonstrati i i
cn of his abili
the most out of his personnei. lity to manage he cannot expect to get

Good ma i i
ciood 1 f;lra?}f:;ztsin tl;;s se_nse may be necessary but perhaps not in itself suf-
doten Cimumstancespthalictlye d.epartment. ‘We have observed another related
S et ot will give greater assurance of increased productivity:
3 productivity plan is geared to the career development aspirations of the -

. e were pleased to note that in both the union and chief groups

these relations are i
quickly grasped and generall
I3 N 0 v S i
task is to initiate the practices that produce thei upparted as spproprite. The

Police Library and Research Facilities

Chi i i

pe;::‘effuan;i umon.premd'ents need to read more about their field of work. Re-

peats foz kzoc‘):-r dlscussmns with police leaders in unions and managemént "tahe
ing more about new developments in the police field was mentioned
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The materials commonly being read by chiefs and by union presidents include
very little of the wealth of relevant reports, articles and books that are increas-

ingly available.

Recently it has been documented that people in many walks of life get less and
less of their information from written materials. The television news and other
television shows bring us a load of information that spreads some kinds of cul-
tural developments, reports of experiments and discoveries much faster and
farther than any previously common medium could do. Even some aspects of
police operations are spread in this manner.

One chief, after analyzing errors of his staff in conducting a homicide investiga-
tion, said he might assign his sergeants and lieutenants to "watch all the cop
shows and see if they couldn't pick up something!" This chief was new to the
department and had learned that for years almost no in-service training had been
going on in his department. Whatever was being absorbed by his work force about
how better to do their jobs was almost totally an off-duty unorganized and un-
known activity. His one liner about the cop shows was not entirely in jest.

That department had no room, cubicle, or shelf where professional police informa-
tion could be picked up and read or discussed by the men and women on the force.
In this regard this department was worse but not dramatically worse than the
average department in the state.

Should this be changed? Can it be changed? 1Is it costly to do? WIill police and
command staff use such facilities? Is up-to-date material available?

Our findings indicate answers to each of these questions is "yes," except about
the cost. ‘A well-managed library can be costly but a fairly well-run library--at
least with a small number of up-to-date acquisitions and reference materials—-
can be maintained with small cost.

Good up-to-date material is so profuse and so easy to get that no department need
hesitate on that score. The bes! source--only available in the last few years--is

the National Criminal Justice Reference Service. This is a free service of the U.S.

Department of Justice Law Enforcement Assistance Administration in Washington,
D.C. The idea of the service is to pick up information from the thousands of re-
ports of operations, studies, demonstrations, conferences and research produced
each year throughout the fifty state planning committees, the Criminal Justice
Institute, universities, the Police Foundation, TAC® and other police professional
organizations and make it available to anyone who wants to use it. There are
charges for some of the materials, although many things that cost hundreds of
thousands of tax dollars to produce are available free. The important thing is that
the services of NCJRS--sending information each month about what is available at
cost or free--cost: nothing.
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A library can be started with a designated place in the department for keeping and
reading the material and a letter to NCJRS expressing your areas of interest. If
the department is large perhaps a librarian can be designated and trained to
handle the materials flow, storage, exhibit and book orders along with some
other clerical or secretarial duties. Even if there is absolute crowding in the
police facility (a condition we observed all too often) , comfortable seating and
good lighting should be provided in the library or a reading area.

Facilities and budgets available locally will govern the size of library that can be

initiated. But the data suggest some beginning can and should be made in every
department.

Early in our study we had thought that a union library and a department library
might be the way to go. But so many police union locals in Connecticut and in
other states are small, many have no union halls, and many of those who do

have facilities that do not often offer the convenience of one library. We calme

to the conclusion that a department library supported jointly (with the union desig-
nating and paying for certain volumes, journals and other materials that are par-

ticularly union-oriented, and the department paying for professional and reference
materials) will work best.

A plan for development of a library and for gradual expansion to accommodate to
use can be an appropriate subject for the joint meetings discussed above. The
suggestions under Sources in the Bibliography in this Guide will be helpful. The

number one suggestion is to get on the mailing list of the National Criminal
Justice Reference Service.

The service is known and used by some chiefs and some unionists, but not by all.
Among those who use the service, most use the information for individual improve-

ment. Few pass things around to colleagues, and even fewer do this in any formal
way.

The amount of material available in the police field is huge. It would overwhelm
anyone to examine it; the NCJRS now has 15,000 titles. A few months' experience
with the NCJRS system, which is exceedingly well-designed, is enough "training"
for someone in an interested department to know what limits to set, how to get
what is wanted and how to avoid what is not wanted.

2!
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CHAPTER IV

POLICE UNION CONTRACTS REFERENCE MANUAL

Introduction

This Manual has been prepared for use of police managers and police union
officials. It reports on the current status of police union contract clauses
in Connecticut in 1975. The union movement is still new in the police
field and rapid changes can be expected in the contracts that will be nego-
tiated in the next decade. Therefore this Manual, unless it is updated,
will soon be out of date and its value then will be primarily historical.

Material for the Manual was collected as a part of a broader study of
Connecticut police union management relations. The companion volume
published with this Manual and other Chapters of this Guide will be use-
ful to interpretation and understanding of the collective bargaining setting
from which these contracts grew and in which they are continually changing.

The Sample of Contracts Studied

The study included an analysis of all available police union contracts in
the state. Chart A indicates the numbers of agreements that existed in
the state in 1975 (by name of union) and the number of contracts we re-
ceived and examined. The sample of contracts is generally representa-
tive of various-sized locals and of the several kinds of organizations.
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CHART A

¥ : UNIONS REPRESENTED IN CONTRACTS ANALYZED

; NUMBER NUMBER
P UNION ANALYZED IN CONNECTICUT
2 IBPO 25 37
{ AFSCME 18 34
. OTHER
L SEIU 1 12
: Glastonbury Police
i Officer Association 1 1

¥ L Silver Shield Association 1 1
B New Cannan Police Benevolent
i Association 1 1
. Teamsters 1 1
! TOTAL 48 87
) Contract Analysis

Comparable contract clauses that bear on the union-management rela-
tionship were analyzed. A comparison of wage rates and economic
benefits was not done because this is seen from the perspective of
our study as a negotiations matter between the union and the town;
not a union-management relations matter between the union and the
chief. Moreover there is a comprehensive study of comparative
police salaries done by the Connecticut Public Expenditure Council
every two years. This series of studies is available to the public.

oA 1 x

’_ y The following section is made up of tables derived from our analysis
g By and discussions of these tables. Reference to these discussions
v are made in the companion volumes of the study.

In Chart B we have shown the kinds of police personnel who are in-

cluded in the bargaining unit. The Chart is organized to show the
v numbers of contracts that include persons up to and including spe-
cified ranks, the percent of contracts in each category.
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The significant thing to observe here is that virtually all (96%) of the police
local union contracts cover supervisory employees (sergeant or sergeants
and others). This is, of course, a rarity in American unions but not among
police unions. In Connecticut the language of the state Municipal Em-
ployees Relations Act contributes to this oddity by describing, in Sec.7-
471(3), the appropriate "unit for each police department consisting of the
uniformed and investigatory employees...." This law has been in effect
since 1965--the beginning of the decade of police union organization in
Connecticut.

The two major unions that have organized police in the state (IBPO and
AFSCME) have made it a practice to include supervisory officers in all of
their contracts (except one IBPO contract).

There is uniformity about where the line is drawn among the higher ranks,
however, as can be seen in Chart B. A substantial number of contracts
(23%) exclude only the chief and second in command!

It will be surprising to most students of labor relations to find rank-and-
file workers and their supervisors and managers in the same bargaining
unit and being defended by the same union representatives. Our data
from other parts of the study indicate that confusion and distortion of
the union's role result.

CHART B

UNION MEMBERSHIP—RANKS IN UNITl

AFFILIATION OF LOCAL UNION

RANK TOTAL IBPO AFSCME OTHER

# 8204 s | & s | ¢ s

Dispatchers, secretaries, clerks| 1 2 X x X X 1 (20)
Up to & including patrolmen 1 2 1 (4] x X X X
Up to & including sergeants 15 31 (10 (40)| 4 (22)| 1 (20)
Up to & including lieutenants 14 29 B (32)) 5 (28)} 1 (20)
Up to & including captains 4 8 2 (8)} 2 (11)| x X

Excludes Chief & second

in command 11 23 3 (12)} 7 (39)| 1 (20)
Not stated 2 4 1 (4)] x X 1 (20)
5

48(100){25(200) {18(100) (100)

1 Highest ranking officer included in the bargaining unit

2 Column percent is the ration of a given response to all

responses in that column (i.e., within IBPO, AFSCME or within
OTHER)
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Chart C exhibits the variety of contract durations. It shows that the pat-
tern is to sign two-year agreements. Other information collected during
the study indicates that both management and labor regard the two-year
contract as appropriate and neither plans to press for a change.

CHART C

CONTRACT DURATION

IBPO AFSCME | OTHER TOTAL
# 3| # s | # % # 2

1 year or lesst 4 16| 3 17 {1 20 8 17
1-1/2 years or iess 1 4 1 6 x X 2 4
2 years or less 14 56 |11 60 | 4 80| 29 60
2-1/2 years or less 1 4 b x | x x 1 2
3 years or less 5 20| 3 17 | x X 8 17

25100 {18 100 4 100 48 100

1
Those not of a whole number of year(s) duration were general-~

ly thg result of contracts hegotiated beyond the prior contract
deadline and without a retroactive clause.

Probation periods are usually twelve months during which time the new
policeman's protections under the contract are incomplete. We could
discern no trend toward shortening or lengthening the probationary period.

CHART D

PROBATION PERIOD*

IBPO AFSCME OTHER TOTAL

# 3 # % # % # %
3 months X X b 4 b4 1 (20)] 1 2
6 months 3 (12)] 3 (17) | x X 6 (12)
9 months 2 (8)| x X X x 2 (4)
12 months 14 (56))12 (67) | 1 (20)]27 (56)
Not stated 6 (24)} 3 (17) | 3 (60)|12 (25)
TOTALS 25 (100) |18 (101) | 5 (100) |48 (99)

*Trial period for new employees
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The union security clauses found in our sample (N=48) varied from simple

recoygnition without dues check off (N=6, 12% of total contracts) to union
shop or modified union shop with check off (N=20, 41% of all security
clauses were in these categories).

CHART E

UNION SECURITY!

e

SECURITY IBPO A¥FSCME OTHER TOTAL
] % | % | # ]2 |2 | # s [ # |3
col | tot ool | tot col | tot
Recognition Clause 6 4 12 |6 33 (12 {3 60 |6 15 31
Checkof £ 3| 15| 6] 6| 35 12| x x| x 9| 19
Maintenance of Membership [9 36 19 |3 17 6 |x X Ix 12 25
Checkoff 1 331 15 2 12 44 x X X 91 19
- A _ 5
Agency Shop X X X |1 6 2 ix x |x 1
Checkoff X P x| 1 6 2l X x| x 1 2
Union Shop 1 4 2 13 17 6 |2 40 |4 6 {12
Checkoff 1 5 2l 3 18 6 2| 100 4 6 12
Modified Union Shop 9 1|36 19 |5 28 |10 (x x 1x 14 129
Checkoff 9 450 19( 5 291 10| x X % 14} 29
TOTAL 25 |100 {52 (18 {101 136 |5 100 {10 48 RS
TOTAL CHECKOFF 20f 100 42 17 100 35 21 100 4 39 81

1. For definition of terms and examples, see glossary

2. Checkoff percentage is percent of responses with a checkoff procedure
in that colum, the second percentage is the ration of that response
to the total nunber of contracts (48)
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Management rights clauses show considerable variation1 as indicated in
Chart F. There is evidence in our discussions during the study that there
has been considerable pattern following in establishing the management
rights clauses in the contracts. Although much discussion is had during
negotiations about this clause, settlement is usually patterned after a
contract in a comparable town. In recent years the practice has grown

of listing specific management rights to clarify the general language and
to avoid confusion about contract intent.

In practice, our data show, these rights are not usually understood to be
absolute. Where there are conflicts the unions often insist on invasion
of management's rights and often management gives a little. This has
been particularly true regarding rules and regulations. We discern a
trend toward joint determination of some rules and regulations, particu-
larly those that relate to personnel deportment and conduct.

1 Management Rights: the most common form of management rights
clause was one which stated that it had all the rights inherent in manage-
ment including, but not limited to, various rights which the contract then
itemized. Of the contracts with this type of clause, at least one-half
specified the following management prerogatives: the right to determine
departmental rules and regulations; the rights of selecting and directing
the work force; the rights of hiring and promoting personnel; the rights

of demoting, transferring and laying off personnel; the right to relieve
employees for lack of work or other causes; and the right to discipline
employees. (The right to discipline employees was the most common -
specified prerogative, occurring in twenty-one of the twenty-two item-
ized lists.)

One-third of the contracts stated that management retained all rights
which it had prior to the contract except those specifically relinquished
in it. The remainder of the contracts did not have a management rights
clause.

:
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CHART F

MANAGEMENT RIGHTS
(Contracts in effect in 1975)

IBPO AFSCME OTHER TOTAL
# % 2 # % S| F % % $ %
of of of of of of
col tot col tot col tot
No Management Rights Clause 5 (20010 | 4 (22) . 8[1 (200 21|10 21
Retention of all prior rights 7 (28)15 | 6 {33) 12} 3 (60) 6 |16 33
Management rights itemized 13 (52)27 |8 (44) 1711 (200 2 [22 46
TOTAL 25 (100)52 |18 (99) 37 |5 (100)10 |48 100
ITEMIZED LIST
Operations:
Manage 5 (20) 10 3 (17) 611 (200 2 9 19
Additions to 3(12) 6 |1 (6) 2|1 (0) 2] 510
Replacements of 2 (8) 47|1 (6) 2|1 (20 2| 4 8
Curtailment of 4 (16) 8 |4 (22) 8|1 (20) 221|919
Transfer of 2 (8 4 |1 (6) 2{1(20) 2|48
Removal of equipment 3(12) 6 |1 (6) 21 (200 21510
Outside purchases of products 4 (16) 8 |4 (22) 8|1 (20) 2] 919
or services
Scheduling of 5(20) 10 13 (17) 6}1 (20 2| 919
Means and processes 6 (24) 12 13 (17) 6|1 (200 2710 21
Rules 'and Regulations § (32) 17 |7 (39) 15{1 (20) 2 |16 33
Materials used 2 (8 4 |1 (6) 2{1¢(20) 2|4 8
Introduce new methods and 4 (16) 8. |1 (6) 21{1 (20) 2 |6 12
facilities
Change existing methods 2 (8 4 |1 () 2|1 (0) 2 |4 8
and facilities
Content of job classification 4 (16) 8 {2 (11) 4|x (x) x | 612
Type of work performed x (®) x [1 (6 2|x X x (1 2
Maintain efficiency of department 6 (24) 12 |4 (22) 8|1 (20) 2 |11 23
Establish and change production 3(12) 6 |2 (11) 4|1 (20) 2 (612
standards and quality
standards
Determine guality and quantity 1 (4 2 |1 (6 2|1(20 2 |3 6
of production
Methods of operations 4 (l6) 8 |3 (17) G6(x (x) x |715
Procedures and means of conducting 2 (8 4 |1 (8 2|x (x} x |3 6
the work
Care, maintenance and operation 2 (8 4 |3(17) 6|x (x) x |[510

of equipment
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CHART F
MANAGEMENT RIGHTS
(Continued)

Personnel:

Direct the workforce 8 (32) 17 ] 3(17) 6 |1 (20) 12 25
Select 8 (32) 17 { 7 (39) 15 | 1 (20) 16 33
Decrease 3(12) 6|1 (6) 2 |1 (20 5 10
Increase 3(12) 6|1 (6) 2 |1 20 % 10
Hiring 7 (28) 15 | 6 (33) 12 | 1 (20) 14 29
Promotions 7 (28) 15 | 7 (39) 15 | 1 (20) 15 31
Demotions 5 (20) 10 | 6 (33) 12 | 1 (z0) 12 25
Transfers . 5 (20) 10 | 5 (28) 10 | 1 (20) 11 23
Discipline 12 (48) 25 | 8 (44) 17 |1 (20) 2 | 21 44
Effeciency 3(12) 6|1 (6) 2 {1 (20) 5 10
Suspension 4 (16) 82 (11) 4 |1 (20 7 15
Layoff 7 (28) 15 | 6 (33) 12 | 1 (20) 14 29
Terminate 2 (8) 4|5 (28) 10 | x (x 7 15
Discharge 6 (24) 12| 2 (11) 4 |1 (20) 9 19
Type of work performed 3(12) 6 [ 2(11) 4 |.x (%) 9 10
Qualifications of employee 7(28) 15 | 2 (11) 4 |1 (20) 10 20
Determine number of employees 2.(8) 474(22) 8 [x (x 6 12
Determine type of employees 2 (8) 4|4 (22). 8 | x (x) 6 12
Relieve employees for lack 9 (36) 19 {6 (33) 12 | x (x 15 31
of work or other cause

# CONTRACTS 25 18 5 48

Grievance procedure in these police contracts is simple and straight-
forward and for the most part consists of only two or three steps (de-
pendent almost wholly on the size of the unit) prior to arbitration.

All of the contracts we examined were written early in 1975 or before
1975 and therefore pre-date October 1, 1975, the day on which the
state's new "binding arbitration" law became effective. It is signifi-
cant that although 65 percent of the contracts had no provision for
mediation (a process not much used in the state) all of them had pro-
visions for arbitration. This, of course, is a reflection of the state
law prohibition of police strikes: arbitration has been the agreed way
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to resolve impasses.

binding" arbitration clauses.
of Mediation and Arbitration as the arbiter.
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Actually 79 percent of the contracts had "final and
Some 85 percent specified the State Board
Under the new law all towns

will be legally bound to use the state's services and be bound by the

state's decisions.

Charts under the headings Charts G and H organize the details of the

grievance sections of the contracts.

They show great variety in unim-

portant details but consistency in the major aspects described in the

paragraph above.

CHARTS G
GRIEVANCE PROCEDURE

G-1
(Steps Prior to Arbitration)
STEPS PRIOR TO ARBITRATION IBPO AFSCME OTHER TOTAL
# 0% B[# . 3 % % % ! # 2
of of of of of of
col tot col tot col tot
No grievance procedure stated 2 (8 4| x (x) x |1 (20) 2 3 6
Two steps 9 (36) 19 | 8 (44) 17 |1 (20) 2 |18 37
Three steps 10 (40) 21 | 9 (50) 19 {3 (60) 6 |22 46
Four steps 4 (16) 8 |1 (6 2 |x (x)x= 5 10
TOTAL 25(100) 52 |18(100) 38 5(100)10 48 100
CHARTS G
GRIEVANCE PROCEDURE
G-2
(Provisions for Mediation)
PROVISIONS IBPO AFSCME OTHER TOTAL
# 2 3 # 2 % # £ % # %
of of of of of of
col tot ool tot col tot
No provision 18 (72) 37 |9 (50) 19 | 4 (80) 8 | 31 65
If mutually agreed to 4(6) 8 |7 (3915 |x () x| 1123
Mandatory part of grievance 3(12) 6 |2 (11) 411 (20) 2] 6 12
procedure
TOTAL  25(100) 51 18(100) 38 5(100) 10 48 100
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CHARTS G

GRIEVANCE P