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SIMERSON, BYRON KEITH, Ed.D. An Evaluation Approach Applicable to
North Carolina Police Ma?agement Development Programs. (1987)
Directed by Drs. Elisabeth Bowles and Willlam T. Markham. 219 pp.

Police administrators recognize the importance of determining how
well training programs function. However, generally only a limited
number of wvariables are tzken into consideration when police
management training programs are evaluated.

While there is relatively little information about assessing
police management training, tnere is considerable informarion about
the evaluation of educational programs in general. Due to
organizational and professional constraints, police managers tend to
ignore the use of these general education evaluation approaches.
Moreover, none of these approaches alone are completely adequate for
pelice management developmeﬁt program evaluation.

The purpose of this study was to remedy this problem. It
developed an evaluation model drawing on each general evaluation
strategy's contribution to the design of effective evaluation studies,
Howéver, it is broad based enough to reduce many of the liabilities
associéted with program assessmant using any one evaluatilon strategy.

The resulting model for evaluation has four major parts: (1)
assessment of the needs of the training program's "interest groups" to
determine whether the program meets their needs; (2) determination of
the degree to which the official program description coincides with
the actual training program; (3) assessment of whether students
achieve the training program learning objectives; (4) discovering how
the trzlning program affects subseduent students behavior or job

performance.



The appropriateness and usefulness of the developed evaluation
model was Investigated by its application to the Police Executive
Development Program conducted by the Institute of Government at the
University of North Carolina at Chapel Hill. 1In addition, a detailed
description of the approach was disseminated to a sample of North
Carolina Chiefs of Police to obtain their views about its
appropriateness and usefulness.

Program administrator and police chiefs' views suggest that the
developed evaluation approach can effectively be applied to North

Carolina police management development programs,
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CEAPTER I

INTRODUCTION

There is considerable evidznce that "human resource development,"
and specifically management skills development, is being increasingly
emphasized in organizations. During 1982, organizations with fifty or
more emplovees spent approximately 2.9 billion dollars on human resource
development, with sixty-seven percent offering formal training in
management skills (Zemke, 1982: 30-40)., During 1984, organizations
employing fifty or more individuals spent approximately 4.2 billion
dollars for human resource Aevelopment. A significant portion invelved
management development; elighty-nine percent of such organizacions offer
some type of formal management skills development (Zemke, 1984: 1lé-44),
Ameng human resource development officials surveyed in 1984, almost
thirty-five percent responded that training was "much more impovtant” to
the oxganization's success than in 1982 (Zemke, 1984: 73-74).

Organizations support formal management development programs for a
variety of reasons. Drucker (1981), McGehee (1979), and Kirkpatrick
(1983) argue that management develepment programs benefit both these who
attend them and their organizarions, though evidence that these benefits
actually occur is generally not nrovided. Kirkpatrick suggests that
individual benefits include increased knowledge, skills, and opportunity
for organizational advancement. Organizational benefits include bvetter
management, increased profitability, and an enhanced organizational

image . (Kirkpatrick, 1983: 125-127}.
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Like other organizations, law enforcement agencies invest a signifi-
cant amount of time and ‘-money in management development, assuming that
training will benefit both the organization and its employees. Because
of this significant investment, as well as the possible benefits, it is
increasingly important for administrators to determine how well such
training programs function. Only after the worth of the current program
is assessed can rational decisions about program improvement occur.

Information about law enforcement training in general (Lohela,
1981; Younce, 1981; Tully, 1980; Seay, 1979) indicates that decision-
makers in some police organizations do recognize the importance of
determining how well training programs function. Nevertheless, only a
limited number of variables uswally are taken into consideration when
training pregrams are evaluated. These include: (1) attendance pattern
analysis (Shagory, 1977: 39-42), (2) feedback from participants at the
conclusion of each class week (Shagory, 1977: 39-42), (3) comparison of
pre~ and post-test scores (Seay, 1979: 30), (4) review to determine the
relevance of training to job performance (Bettiol et al., 1974: 33),
and (5) follow-up surveys to determine how participating in the course
affects the participants' subsequent job performance (McMullen,

1977: 60).

While relativeiy little information is available about the eval-
uation of police management development training, there is much more
information about the evaluation of educational programs in general (see
Chapter 1I1). Unfortunately, approaches developed in the general litera-
ture on evaluating educaftional programs require some modification to fit
police trairing. Moreover, due to organlzational and professional

constraints, police managers may tend to make little use of this



literature (Myers and Myers, 1973; Katz and Kahn, 1966; Katz and
Lazarsfeld, 1955; Festinger et al., 1950). As a result, important
factors are typically ignored when evaluating the effectiveness of

management development programs for police personnel.

The Purpose Of The Study

This present study undertakes to remedy this deficiency. It
develops an evaluation model for police management training which
incorporates multiple variables. TIt then examines the usefulness of
this approach. The evaluation model synthesizes existing evaluation
approaches to develop a broad based approach appropriate to police
management development programs. The usefulness of the approach is
examined by applying it to evaluation of the four week '"Police Executive
Development Program" conducted by the University of North Carolina at
Chapel Hill's Institute of Government. In addition, the appropriateness
and usefulness of the approach developed 1s investigated by dissemi-
nating a description of it to a sample of North Carolina Chiefs of
Police to obtain their reactions and evaluation of it.

The model for evaluation of this management development program for
police personnel has five primary objectives: (1) assessment of the
particular needs of the program’'s "interest groups" to determine whether
the program meets their neceds, (2) determination of the degree to which
the official descriptions of the course coincide with the actual pro-
gram, {3) assessment of whether these participating as students achieve
the obiectives of the program, (4) discovering how the program affects
subsequent student behavier or job performance, and (5) providing

Information to help program administrators determine the strengths and



weaknesses of the course. This information suggests how the program
should be modified in content or process to (a) better serve current

students or (b) be introduced to a different student populatiom.
Methodology

The evaluation approach is based on a review of the general litera~
ture about evaluation of management development programs. General
evaluation approaches that can be applied to police management training
are synthesized to identify information needed for a comprehensive
evaluation. Information about the current status and needs of law
enforcement management training and the effectiveness of the Institute
of Government's program is obtained through "descriptive research."
Descriptive research determines and describes "the way things are" by
examining opinions, attitudes; conditions, and procedures through
self-reports and observation (Gay, 1981: 154-155).

Self reports from questionnaires and interviews are used to

(1) collect data from participants in the "Police Executive Development
Program" and their supervisors about their knowledge, opinions, atti-
tudes, and characteristics, as well as about expected and actual program
benefits, content, and procedures; (2) determine how course administra-
tors view the evaluation approach developed here after it is made
avajlabie for their use; and (3) determine how the appropriateness and
usefulness of the management development evaluation approach developed
is seen by North Carolina Chiefs of Police.

Nonparticipant, observational research is used to evaluate the four

week Poiice Executive Development Program at the Institute of Government



in Chapel Hill. Care is taken not to intentionally affect the opinions
or attitudes of course pérticipants or the content or procedures of the
Program. Observation times are randomly selected so that different days

and times of days are represented.
SUMMARY

In short, this study develops an evaluation approach for police
management development programs that provides needed informaticn to
program administrators and participants. The evaluation model is bhased
on a review of relevant literature focusing on current police management
development evaluation practices. To determine usefulness, the approach
1s applied to the evaluation of a four week police management develop~
ment program. A sample of Chiefs of Police is surveyed to obtain
feedback about their perceptions, and feedback 1s obtained from the

administrator of the program studied.

Limitations of the Study

‘Information from descriptive research is inevitably somewbat
limited by the lack of generalizability. The information collected and
the interpretations describe the Institute of Government's Police
Executive Development Program. The study should not be assumed to
describe subsequent management development programs offered by the

Institute of Government.

Definition of Terms

The following terms used throughout this study require clarifica-

tion and/or definition:



Evaluate - To appraise, to determine the worth of. The process
involves the collection;‘analysis, and dissemination of informatiomn.
The product enables program decision-makers to determine program
strengths and weaknesses, possibly leading to program modification.

The Institute of Government - As part of the University of North

Carolina at Chapel Hill, the Institute is devoted to research, teaching,
and consultation for state and local governments. The Institute con-
ducts schools and short courses for state, county, and

municipal officials.

Police Executive Development Program - A four week course designed

for mid- and upper-level managers of North Carolina police and public
safety 2gencies. This particular management development preogram is
cffered by the University of North Carolina's Institute of Government.

Interest Groups - These groups consist of individuals having a

direct or indirect interest In the evaluation of management development
programs. This includes course participants, program decision-makers,
and supervisors and subordinates of individuals participating in the

course as students.



CHAPTER II

REVIEW OF LITERATURE

Little information is available about evaluation of police management
development training. There is, however, considerable information about
the evaluation of education programs in general. Five salient topics
emerge from a review of thils general literature and the limited available
information about the evaluation of police training. These are (1) the
definition and purpose of evaluation, {2) the evaluation of management
training programs, (3) the evaluation of police management development
programs, (4) strategies for pianning educational evaluations, and (5) the
use of evaluation information. Each of these is discussed below. Chapter
II1 describes how they are used in developing the evaluation approach for

this research,.

Definition and Purpose of Evaluation

Evaluation, as understood in this study, is the collection, analysis,
and disseminaticen of information to determine the worth of a program's
procedures and product (Worthen and Sanders, 1973: 14-19), It aids in
planning and decision-making, leading to improved teaching and improvements
in the instructional program (Werntling, 1980: 20-22),.

The major. gnal of evaluation is to determine whether the "phenomenon
under observation has...sufficisnt value of itself that it should be

maintained” (Jorthen and Sanders, 1973: 26). Evaluation of an educational



program includes collecting information about the worth of existing in-
structional activities and ‘materials. It answers such questions as "Are
the benefits of the management development program worth its cost?" and
"Will this training manual benefit course participants upon return to their
organization?" Evaluation may contribute to the improvement of an existing
program or to the development of a new program. It aids program developers
by providing information needed to administer the program, and it provides
data to guide constructive progrem modification (Worthen and Sanders, 1973:
14-26).

The Evaluation Of Management
Development Programs

A comprehensive review of relevant indexes and journals found little
information about the evaluatién of management development programs in
general. Discussions of human resource development programs in the private
sector (Schmuckler, 1971; Parker, 1973; Monat, 1981; Truskie, 1981;
Benjamin, 1982; Spitzer, 1982; Preziosi and Legg, 1983; Wehrenberg, 1983;
Carlisle, 1984) indicate that decision-makers in some organizations do
recognize the importance of determining how well management training
programs function. However, only a few variables are generally considered
when ménagement development programs are evaluated.

Baker and Gorman (1978: 249-251) report that most human resource
development program evaluations are deficient because they focus only on
variables such as participants’ reactioﬁs or pre— and post-test scores.
Spautz (197i: 1-68), in a survey désigned td determine how the private
sector validates management training, found that decision-makers usually

"infer" program effectiveness from measurement of participants' attitudes
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toward various aspects of the program, assessment of change in the partici-
pant's managerial values, ahd feedback from course observers.

Formal evaluation of employee and management training programs is
almost nonexistent. Owen and Croll (1974) surveyed almost two hundred
federal agencies and obtained detailed reports about over five hundred
training programs. While the purpose of those training programs could be
described by the reporting organizations, a majority of respondents
indicated that no attempts to formally evaluate the programs are made.
Goldstein (1974) and Porras and Berg (1978: 249-266) also report that
tralning managers in the private sector seldom attempt to formally evaluate
the effects of the programs they offer. Wagel (1977: 4-10), in a survey
of fifty companies, found that approximately 757 had no formal method of
evaluating the effectiveness of their training programs.

Police Management Development
Program Evaluztion

A review of relevant indexes and journals revealed very little infor-
mation about the evaluatlon of police management development programs. In
a similar review, McGreevy, Rosbrook, and Lateef (1978) reported that only
one follow-up study of law enfcrcemeﬁt training course graduates had been
conducted for program evaluation. They concluded that "programs in police
science have-rapidly increased in number during the last ten years, but
little is known about what happens to the graduate of such programs"
(McGreevy et al., 1978: 42-43).

Decision makers in some police organizations do recognize the
importance of determining “how well" training programs function (Shagory,

1977; McMullen, 1977; Seay, 19793 Tully, 1980; Younce, 1981; Lohela, 1981).
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The four major law enforcement executive associlations in the United States
have developed 940 standards for law enforcement agencies. Their Standards

Manual of the Law Enforcement Agency Accreditation Program (1983) includes

standards for the training and development of law enforcement personnel.
Training is identified as "one of the most Important responsibilities in

any law enforcement agency" (Standards Manual, 1983: 33-1). The Commission

on Accreditation for Law Enforcement Agencies stresses that training
programs should ensure that the needs of the agency are addressed and that

there is accountability for training provided (Standards Manual, 1983:

33-1). One standard mandates that law enforcement agencies have a written
directive establishing "an annual process for evaluating, updating, and

revising all agency training programs" (Standards Manual, 1983: 33-2).

But again, only a few variables are typilcally considered when police
management development programs are evaluated. For example, Shagory (1977:
39-41) presented an evaluatlon apprcach for assessing the training activ-
ities of the New England Institute of I.aw Enforcement Management. 1t
involved the assessment of participant performance during the course,
attendance pattern analysis, and feedback from surveys at the end of each
class week.. Seay (1979: 28-31) reported that command level training is an
jmportant component of human reso#rce development in the Nassau County
Police Department. Although acknowledging that '"the effectiveness of any
training will have to be evaluated according to its impact on job perfor-
mance over an extended period,” Seay contends that until "such evaluation
can be accomplished, training results can be measured through testing
procedures" (Seay, 1979: 20). McMullen (1977: 58-60) describes three
levels of career development courses established by the Florida Police

Standards and Training Commission. McMullen stresses the importance of



determining whether training is reievant to actual job performance in the
evaluation of courses for officers at the mid-management and executive
levels within their organizations (McMullen, 1977: 60).

Wright (1973) evaluated the impact of several law enforcement training
courses at the North Dakota Law Enforcement Training Center. His evalu-
ation consisted of questionnajres forwarded to course participants and
their supervisors at the end of the course. Respondents were asked ton
comment on course content, materials, and instructors' rate of presenta-
tion, time allotted to each toplc, and opportunity for questions (Wright,
1973: 1-11). Bettiol, Freed, and Mayer (1974: 33) recommended that a
regular "review and evaluation of all training programs offered by the
Tennessee Law Enforcement Training Academy be done at least yearly." Their
review determined whether training received was relevant to job perfor-
mance., Methods of evaluation included weekly student surveys, an overall
student questionnaire at the end ¢f the course, and a follow-up participant
critique (Bettiol et al., 1974: 12-38). Ulberg, Fogarty, and Schram used
several information sources to evaluate the Washington Criminal Justice
Education and Training Center, including Interviews with program
administrators, questionnaires from participants, and analysis of atten~
dance patterns (Ulberg et al., 1974: 1-40).

The writer (Simerson, 1983) surveyed thirty-five state law enforcement
and public safety training academies. Among the 25 responding, 337 offered
management training, Forty-five percent of these indicated that they
formally assess training impact. The variables used to evaluate training
impact included feedback from course participants through surveys and exit

interviews, pre~ and post-test score comparisons, and the assessment of

11



changes in the participants' behavior during the period following the
training program. -

Studies like these do provide useful information; but they are not
guided by a comprehensive model of training evaluation, and they typlcally
use only a few variables selected on an ad hoc basis. Guleck (1982, pp.
410-436) recommends that multiple variables should be taken into consid~-
eration when evaluating the effectiveness of an education program. He
suggests that effectiveness can be measured in social, economic, and legal
terms. All of these dimensions must be considered because a program may
appear to be effective from one perspective and ineffective from another.
Thus, it is important for evaluation of police management development
programs to use an adequate number of measures of effectiveness, as guided
by a model of evaluation.

General Strategies For Program
Evaluation Studies

Becazuse of the limited amount of available information about the
evaluatiou of police management training programs, the evaluation approach
developed here draws heavily on the general literature on educational
evaluation. Strategies for planning education evaluation studies have been
divided into three basic types: judgement models, decision-management
models, and decision-objective models (Worthenm and Sanders, 1973: 42).

This study makes use of ideas from all three evaluation approaches.

The Judgment Model

Judgment models evaluate pnrograms by noting discrepancies between
program performance and pre-existing standards identified by the evaluator.
The program evaluator must assume the responsibility for rendering

judgments. Evaluation 1is concerned not only with whether program

12



objectives are achieved, but alsc with whether the course as a whole is
adequate to meet student need.

Cronbkack, ¢he leading advocate of this approach, defines evaluation as
the "collection and use of information to make decisions about an
educational program" (Cronbach, 1963: 672). He stresses that evaluations
must take different program factors into consideration according to the
situation in which the evaluation is being conducted. Judgment 1s central
to Crombach's evaluation model which emphasizes the collection and analysis
of information for use in judging nrogram instructional methods, materials,
and outcomes,

Cronbach considers program evaluation to be a fundamental part of
curriculum development. Its job is to collect information the course
administrator "can and will use to do a better job, and facts from which a
deeper understanding of the educational process will emerge'" (Cronbach,
1963: 683). The purpose of evaluation is to assist program administrators
in making three types of decisions: (a) decisions about course improvement
—-= deciding which instructional materials and methods are satisfactory and
where changes are needed; (b) decizions about individuals -- identifying
the needs of the student for the purpose of instruction planning; and (c¢)
administrative regﬁlation -~ judging how "good" the educational pregram is
by determining,. for example, the quality of instruction (Cronbach,

1963: 673).

Cronbach warns against evaluations based solely on limited measures of
effectiveness. He poilnts out that if one places too much emphasis on a
single score, success in another direction may be masked. If the
evaluation study 1s to contribute to the improvement of all courses and not

just the course under evaluation, the evaluation results should

13



lead to an understanding of how the program produces its effects and what
factors influence its effectiveness (Cronbach, 1963: 675).

Cronbach's approach to conducting evaluations includes process
studies, proficiency measures, and attitude measures. The process study
examines what actually occurs in the training session. Studies using
proficiency and attitude measures look at changes in course participants
during and after the course (Cronbach, 1963: 677-678). Each of these
evaluation approaches involves the analysis of single items or types of
items, rather than the analysis of "composite'" scores that try to cover the
whole course. Such "single item" analysis is more informative if one
wishes to identify areas of the course, such as quality instruction, that
need revision (Cronbach, 1963: 683),

Scriven, another advocate.of the judgment model, argues that program
evaluation provides information for use in making judgments about a
program. His model identifies two basic roles for evaluation, the
formztive rcle and the summative role. He argues that the evaluation role
determines what types of questions should be addressed by the evaluator.

Use of evaluation in the on-going improvement of a program is referred
to as its "formative" role (Scriven, 1973: 61-62). TFormative evaluation
focuses on factors such as instructional processes, procedures, or
materials. Each 1s considered in terms of how well it performs, the
benefits and costs associated with its use, and whether it is worth what it
costs, In its "summative" role, evaluation enables program administra-
tors to decide whether the "entire finished curriculum, refined by use of
the evaluation in its first role, represents a sufficiently significant
advance on the available alterrative to justify the expense of adoption"

(Scriven, 1973: 62-63). Summative evaluation results may be disseminated

14



to prospective students and serve to improve program recognition among
possible clientele. )

Stake, a third advocate of the judgment model, considers both
descriptive information and judgment to be essential evaluation of
educational programs. According to Stake, antecedent, transaction, and
outcome information are all necessary for comprehensive evaluation.
Antecedent information describes conditions existing before instruction.
It includes students' aptitudes, previous experiences, and personal
interests. Transaction information concerns encounters during the
training. Examples of transactions are film presentations, small group
exercises, or class discussions. OQutcome information pertains te the
consequences of the instructional process. Stake suggests that,
traditionally, evaluations have mainly used information about program
cutcomes (Stake, 1967: 528). These types of information are obtained from
observation or instruments such as inventories, biographical sketches,
interviews, check lists, or questionnaires (Stake, 1967: 531). He
believes this should be supplemented by antecedent and transaction
information.

The. "judgment model" of evaluation emphasizes the collection and
analysis of information to judge a .program's instructional methods,
material, and outcemes. It involves ildentifying discrepancies between
observed performance and pre-existing standards. It comnsiders not only
whether the course objectives are achieved, but also whether the course as
2 whole meets student needs. Information iIs collected to describe the
program and make judgments aboutr its effectiveness. Conditions before

instruction, experiences during thas training period, and the consequences
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of instruction are all important. The purpose of evaluation may be the
further development of the.program or collection of information to help

prospective students choose among training programs.

Decision-Management Approach

The decision-management evaluation aéproach is characterized by a
primary focus on collecting information for use in management decision-
making, rather than for assessing whether program objectives are attained.
Identification of program decision-makers, the kinds of decisions to be
made, and the information required to make these declsions are the key
elements of this approach.

Stufflebeam, the leading advocate of this view, defines evaluation as
the "process of delineating, obtaining, and providing useful information
for ‘udging decision alternati§es" (Stufflebeam et al., 1971: 40).
Delineating means identifying information that is needed by
decision-makers. Obtaining information involves the collection and
analysis of data. Providing information means furnishing the information
to program administrators in a form that will aid in their decision-making
(Stufflebeam et al., 1971: 40-43).

Stufflebeam argues that, while "judging" is central to the definition
of evaluation, the act of judging is not central to the evaluator's role,
The evaluator compiles information to be used by others in judging the
program. To ensure that the necessary information is collected, the
evaluator must know who the decision makers are, what questions they must
answer, what alternatives are to be considered, and what criteria are to be
used in making decisions. The projected timing of the various stages in
this process must also be taken inte account. (Stufflebeam et al.,

1971: 49).
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Stufflebeam's model identifies four types of evaluation that can
provide information for deeision-making. These are context, input,
process, and product evaluation. Each type has a specific objective, uses
certain data collection methods, and provides information for decisiomc
about a particular aspect of the program. -

Context evaluation seeks to determine prospective program participant
need and to identify deficlencies causing these needs. Data collection
methods include surveys and interviews. Context evaluation provides
information for use in developing training program goals and objectives
(Stufflebeam, 1983: 128-130).

Input evaluation seeks to identify strategies and procedures that meet
participants' needs. Relevant data collection methods include reviewing
current instructional materials, analyzing available human resources, and
surveying teaching strategles and procedures. Input evaluation provides
information used in designing instructional methods and optional learning
activities (Stufflebeam, 1983: 128-130).

Process evaluation provides information to administrators about the
degree to which training program activities are on schedule, are being
conducted as planned, and are being effectively implemented. Data
collection methods include course observation, participant interviews, and
questionnaires completed by participants. Process evaluation provides
information that can help administrators conduct a training program as
planned, or modify it as needed (Stufflebeam, 1983: 132-134).

Product evaluation attempts to determine how well the training program
has met the participant's needs. Data collection methods include

interviews and surveys of participants. Product evaluations provide



information needed to determine whether the program under study merits
continuance or modification® (Stufflebeam, 1983: 134-136).

Alkin, another advocate of the decision-management model, also
considers program evaluation to be central to making decisions about
programs. He asserts that evaluations can provide several kinds of
information to program decision-makers. Program planning evaluation, which
occurs prior to the implementation phase, provides information that helps
decision-makers decide which programs might be more effective in addressing
specific needs. Program implementation evaluation provides information
about whether the program has been introduced as intended to the population
for which it was designed. Program improvement evalvation provides
information about how well the course is functioning and whether interim
objectives are being achieved (Alkin, 1969: 2-7).

In summary, evaluation using the decision-management approach thus
focuses on collecting information for use in management decision making.
The approach involves 1dentifying information that is needed by program
decision-makers, collecting and analyzing the information, and furnishing

the results tc¢ program administrators.,

Decision-Objective Model

The decision-objective model of program evaluation suggests that
training programs need to be organized around objectives. ObjectiQes serve
as the basis for program planning and act as guides for selecting program
cbntent, procedures, material, and tests. This approach to evaluation is
bésed on cne's determining how well educational objectives are
being realized,

Tyler, the "father" of this appfoach, presents six assumptions that

serve as a basis for developing an evaluation model:
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(1) Education is a process which seeks to change the

behavior of human beings;
(2) Changes in behavior patterns the program seeks to

affect are its educational objectives;
(3) The prograum should be evaluated by determining the

extent the program objectives are being realized;
{4) The way the student relates to the information

gained is an important aspect of his or her development

and is an important part of the program evaluation;
(5) The method of evaluation is not limited to the

pen and paper test;
(6) The process of evaluation should involve all

individuals involved. in the educational process.

(Tyler, 1942: 496-497).
The six assumptions,
show the necessity of basing an evaluation program upon educational
objectives, and they indicate that educational objectives for purposes
of evaluation must be stated in terms of changes in behavior of
students; they emphasize the importance of the relation of various
aspects of behavior rather than the treatment of them in isolation,
they make clear the possibility of a wide range of evaluation tech-
niques; and they suggest the ccoperative responsibilities of teachers,
pepils, and parents (Tyler, 1942: 497),
Tyler believes that evaluatibn can have six purposes:
(1) Evaluation monitors the effeétiveness of the

prdgram and may identify these areas in which

improvement is needed;
(2) Evaluation can validate premises on which the

program operates;

(3) Evaluvation provides information for appraising

student growth and development;



(4) Evaluation provides reassurance of quality to
program participaﬁts as well as prospective
clientele;

(5) Evaluation provides information needed to
establish good community relations;

(6) Evaluation clarifies the mission of the program
and helps instructors and students clarify their
purposes (Tyler, 1942: 494),

Tyler divides the evaluatioun process into several major steps. First,
the program administrator must formulate a statement of educational objec-
tives. Secoud, the objectives must be defined in terms of observable
behavior. This prevents the objectives from being too abstract or vague.
Third, situations in which the. students are expected to display these
behaviors are identified. Fourth, promising methods for obtaining evidence
about each type of behavior change are selected. These methods are tested
and modified when necessary- resulting in a more accurate assessment of
student progress. Finally, results of the various data collection instru-
ments are interpreted to see whether the objectives are being met (Tyler,
1942: 498-500).

More recently Popham has argued for using behavioral objectives in
evaluation. Explicitly stated objectives enable educators to attend to the
"important” instructional outcomes. Arguing against the common criticism
that behaviorally stated goals focuses instruction too narrowly, Popham
holds that they simply make the instructor question the real purpose of
such instructional activities, He acknowledges that outcomes other than
behavioral change are important, but he contends that the benefit of using

behavioral cbjectives outweighs possible liabilities. Behavioral
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objectives emphaslze student responsibility, measurable goals create
accountability, and only the ineffective instructor need feel threatened by
measurable goals (Popham, 1969: 46-52).

Whiie Popham unreservedly supports the use of behavioral objectives,
Metfessel and Michael do so with a note of caution. They note that the
evaluator needs to be aware that measures of whether behavioral objectives
are met may yield indications of false gains or false losses (Metfessel and
Michael, 1967: 936). These false results may result from student experi-
ences outside the program, uncontrolled differences in the effects
different instructors have on different students, and inaccuracies in
collecting, analyzing, and reporting data (Metfessel and Michael, 1967:
936) .

Atkin (1968: 27-30) also.argues for caution in using the decision
objective model of evaluation, since the instructional objectives one
should strive for are not always clearly known or readily identifiable. If
the specification of desired program outcomes in behavioral terms comes to
be standard, eventually the curriculum will emphasize only the elements
which are so identified. The result, according to Atkin, is that the early
articulation of behavioral objectives inevitably tends to limit
program development.

Evaluation based on the "decision-objective model" thus involves.
determining how well formally stated educational objectives are being
realized. It includes defining educaticpal objectives in terms of observ-
able behavior and identifying situations in which the students are expected
to display these behaviors. The model involves selecting methods for
collecting information, testing these methods and modifying them, when
necessary. The final step in the process is the development of methods for

interpreting and using the results of the various data gathering
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instruments to assess how well behavioral objectives are met.

The Use Of Evaluvation Information

Managers do not always use evaluation results, even when the decision
management approach with its focus on providing useful information to
managers, is used. Thus, additional steps may be necessary to help ensure
use of evaluation information by decision makers. In evaluations,

...considerations of usefulness take on an importance
equal to that of validity. The credibility, value, and
woerth of an evaluation study is enormously decreased if
its usefulness cannot be demonstrated. Hence the need to
conceptualize the motion of usefulness in a manner which
will allow evaluators and planners to systematically
consider issues of usefulness in the process of develop-
ing evaluation plans (Merrell, 1679: 218).

Morrell recommends that evaluation studies be tailored to provide one
or more of the following types-of usefulness: (1) the evaluation can
provide program administrators with realistic expectations about what the
program can and cannot do, (2) the evaluation may provide information about
methods that can be used by administrators and staff to improve their
performance, (3) evaluation can assist program decision-makers in determin-
ing whether basic changes in program content or procedures is warranted,
(4) evaluation can be used as political ammunition to attack or deiend a
program (Morrell, 1979: 218). 1In order for the evaluation io be useful to
the decision-maker, the evaluator must determine who the user of the
evaluation information is, what actions this individual can actually take,
and how the evaluation information i1s to be used.

Alkin and Daillak (1979: 41-48), studying a sample of ESEA Title I

and Title IVC programs in schools, found that evaluations seldom have "make

or break" impact on a program and that mejor modifications as a direct
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result of program evaluation are quite rare. However, it was found that
the following steps help promote greater use of evaluation: (1) focus the
evaluation directly on the needs of program director: (2) encourage the
program director's involvement in the evaluation; (3) immediately establish
rapport with the program director; (4) put the resulting Information in 2
form preferred by the program director,

Anderson and Ball (1978: 104-108) note that communication and dis-~
semination promote evaluation use. Opening communication channels early in
the planning stage increases the likelihood of providing an evaluation that
is responsive to the needs of program administrators. Evaluations should
be conducted within the time constraints of program administrators. To
enhance readability and use, evaluation results should be summarized at the
beginning of the report.

Te help ensure use of evaluation information, Weilss (1971: 140)
recommends that evaluation include an explicit analysis of program goals
and objectives and the process by which the program is expected to obtain
these results. She points out that the potential users of the evaluation
results should be identified and involved im the evaluation. Finally, the
results of the study should be released as soon as possible using the most
effective presentation and dissemination methods available.

Certaln steps are thus necessary to promote use of evaluation informa-
tion. by decision makers. The evaluator should assist the organization in
defining training needs, address research issues as they emerge, and dis-
cuss information with program decision makers as it becomes necessary. The

program evaluation should include identifying potential users of the
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evaluation information, involving them in the evaluation process, and using
the most effective presentation and dissemination methods for releasing

evaluation results.

Summary

The literature revier suggests that decision makers in many
organizations, including jolice departments, fecognize the importance of
determining "how well" management training programs function. Although
they provide a useful start, existing approaches to evaluation are poorly
grounded in theory, typically include few varlables, and do not give enough
attention to application of the results.

Three basic strategies for planning evaluation strategies were
described. Each moay be considered in terms of how it contributes to or
compromises the effectiveness Af program assessment,

The judgment model contributes to program assessment by providing
administrators and prospective clients with information for use in making
judgments about the program. Information is collected from various sources
using several data collection instruments. The model provides for both
formative énd summative evaluation, ailowing for program improvement at any
stage of course implementation as well as coverall assessment. It provides
continuous communication between the program administrator and evaluator.
However, applications of the judgment model typically provides no methed
for determining whether bemefits resulting from course participation are
transferrable to the work setting. The model also pays too little
attention to assuring that evaluators provide information that program
administrators can actually use in making decisions,

The decision-management model contributes to good program assessment

by emphasizing that evaluation reports must provide useful and relevant
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information to program administrators. However, the decision-management
model leads to an overly narrow approach by not emphasizing judgment of the
evaluator in the evaluation process.

The decision-objective model contributes to the effectiveness of
program assessment by insisting on precisé statement of objectives and the
extent to which they are actually realized. The approach is easily
understood, allowing program administrators to design evaluation studies.
However, it places little emphasis on whether the objectives actually add
up to a worthwhile program. It may result in a narrowly focused evaluation
by assessing only program goals that can be readily measured. Moreover, it
may not provide the information program directors need to make
good decisions.

Managers do not always use evaluation results, even whern the
decision-management approach with its focus on providing useful information
tc managers, is used. Certain steps are thus necessary to promote use of
evaluation information by program directors. The literature review
suggests that the evaluator should assist the organization in defining
training needs, address résearch needs as they emerge, and discuss
informaticon with program directors as it becomes necessary. The program
evaluatioun should include identifying potential users of the evaluation
information, involving them in the evaluation process, and using the most
effective presentation and dissemination methods for releasing

evaluation results.



CHAPTER III

THE EVALUATION MODEL

Information about law enforcement training in general indicates
that only a limited number of variables usually are taken into consid-
eration when police training programs are evaluated. While relatively
little Information is available about the evaluation of police manage-
ment development training, there is much more information about the
evalvation of educational programs in general., Unfortunately, approach-
es developed in the general literature on evaluating educational pro-
grams require some modifica£ion to fit police training. Moreover, due
to organizational and professional constraints, police managers may tend
to make little use of this literature. As a result, important factors
are typically ignored when evaluating the effectiveness of management
development programs for police personnel.

The evaluation approach developed here undertakes to remedy this
~deficiency., It draws on each evaluation strategy's positive contribu-
tion to the design of effective evaluation studies. However, it is
broad basaed enough to reduce many of the liabllities associated with
assessment using any one evaluation strategy.

Conslstent with the judgment model described in Chapter II, the
developed approach contributes to effective program assessment by
providing administrators and prospective clients broad based
information about the program. . As suggested by Cronbach, it

collects information from program administrators, participants
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and their supervisors, using questionnaires, interviews, and non
participant observations. As Scriven recommends, the model provides for
both fermative and summative evaluation, allowing for program
improvement at any stage of course delivery as well as overall
assessment, As suggested by Stake, it ‘considers conditions before
instruction, experiences during the training period, and consequences of
instruction.

The model overcomes judgment model liabilities reported in Chapter
ITI., Tollow-up surveys completed by participants and their supervisors
provide a method for determining whether benefits resulting from course
participation are transferrable to the work setting. Interviews with
program administrators prior to assessment help ensure that evaluators
provide information that can actually be uvsed in making decisions.

Consistent with the decision-management model described in Chapter
IT, the developed approach contributes to effective program assessment
by producing a report that provides useful and relevant information tco
program administrators. As suggested by Stufflebeam, it (a) provides
information for use in developing training program goals and objectives,
(b) provides information -for use in developing teaching strategies and
materials, {(¢) provides informatiocn about the degree to which the
program actlvities are being conducted as planned, (d) attempts to
determine how well the training program meets participant needs.

The developed model overcomes decision-management model liabilities
reportaed in Chapter II by emphasizing judgment of the evaluator in (a)

deciding which instructional strategies and materials are satisfactory



and where changes are needed, (b) identifying the needs of students, (c)
judging how "good" the training program is by determining, for example,
the quality of instruction.

Consistent with the decision-chjiective model described in Chapter
IT, the developed approach contributes -to effective program assessment
by insisting on precise statement of objectives and the extent to which
they are actually realized. As suggested by Tyler, it (a) considers
educaticnal objectives, (b} identifies situations in which participants
are expected to display this behavior, (c) selects promising methods for
obtaining evidence about each type of behavior change, (d) interprets
collected Information to determine whether the objectives are met.

The developed model overcomes decision-objective model liabilities
reported in Chapter IX. Tt focuses on whether the course objectives
actually add up to a worthwhile vnrogram. The model collects broad hased
information about expectations, procedures, and benefits, from program
administrators, participants and their supervisors, using question-
naires, interviews, and non participant observations. Follow up suvrveys
completed by participants and their supervisors provide a method for
determining whether participants have the opportunity to change behavior
upon return to the work setting.

In summary, the approach collects information to describe a police
management training program that can be used to make judgments about the
effectiveness of the program and its components. The Information can be
used to improve the training program, as well as to be forwarded to
prospective students to help them choose among available programs.

Information 1s gathered about conditions existing prior to instruction,
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encounters occurring during the training period, and
instructional consequencés.

Managers may not use evaluation results. However, Chapter II
reported certain steps that promote use of evaluation information by
program administrators. The developed model incorporates these steps.
As Morrell recommends, it is tailored to provide information that
program administrators can use to determine the strengths of the program
and make decisions about how the program should be modified for current
students or be introduced to a different student population. As sug-
gested by Alkin and Daillak, it identifies information actually needed
by program decision makers, collects and analyzes this information, and
furnishes the information to them, using methods which will aid in
decision making.

The evaluation approach developed here has four primary objectives:

"interest

(1) assessment of the particular needs of a program's various
groups" to determine whether the program as it presently exists meets
these needs; (2) determination of the degree to which planning de-
scriptions of the program coincide with the actual program; (3) assess-
ment of the extent to which those participating as students achieve the
obiectives of the program; (4) determination of the degree to which the
progrém affects subsequent student behavior or job performance.

The evaluation approach assesses particular needs of a program's
various "interest groups' to determine whether the program as it pres-
ently exists meets these needs, It is assumed that participants attend
a particular training program because their perceptions of

program purpose, curriculum, and benefits leads them to believe it will

meet needs identified by them or their supervisors. Information about



program expectations obtalned from participants and their supervisors
through a pre-course que%tionnaire is compared with the official program
purpose, curriculum, and expected benefits, as described by the course
information brochure and in interviews with program administrators.

The evaluation approach next derermines how well the actual program
coincides with the officlal course description. To accomplish this,
information provided by the program administrator and written informa-
tion about program purpose, curriculum, instructor methods, and expected
benefits are compared with the actuval course as described by participant
and supervisor questionnaires, dinterviews and personal observation,

The evaluation approach then determines the extent to which
participants achileve program learning cbjectives. Information about
program learning objectives. is provided by the program information
brochure and the program administrator. Interviews with program
participants and a course critique compieted by participants on the
f£inal class day are used to determine whether they consider the program
successful in enabling them to achieve program learning objectives.

The evaluation approach determines the degree to which the program
affects subsequent student behavior or job performance. It is assumed
that participants attend a particular training program to meet needs
identified by them or their supervisors. They expect the course
to have an impact on particular behavior or performance upon return to
the ageucy. Therefore,‘information is collected about whether partic-
ipants and their superviscrs believe the program actually affects
behavior or iob performance upon return to the agency.

The evaluation approach developed here consists of a sequence of

steps. Fellowing is a chronology of the evaluation effort:



Prior to the Training Pregram -

Identification’ of potential users of evaluation information
Identification of information needed by program
administrators

Development of instruments for collecting needed information
Questionnaire completed by participants and their supervisors
to gather information about expected course curriculum,

instructional methods, and benefits

During the Training Program -

Following

Non-participant observation of course content and procedures
Structured field interviews with participants

Completion of course evaluation by participants the final day
of class

the Training Program -~

Surveys completed by participants and thelr supervisors to
collect information about whether expected changes in student
behavior or performance occurred

Results analyzed

Evaluation report developed, presented and disseminated

The evaluation furnishes Information to program directors using

methods which will aid in decision making. However, the resulting

report normally consists of the following sections:

Section I - Evaluation Objectives

A, Evaluation audience
B. Anticipated decisions about the program

C. Evaluator's goals
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Section II - Methodology
A. ‘" Methods and procedures
B. Chronology of evaluation activities
c. Data analysis
Section IITI-  Program Description
A. Philosophy of the program
B. Subject matter covered
c. Instrucfional methods
D. Student charactefistics
Section TV - Program Qutcome
A. Fit of the program with client need
B. Congruence between official program
description and actual program
C. Extent to which students achieve the program
objectives
D. Program effectsbon subsequent student
behavior or job performance
Section V - Judgment of Value
A. Value of program outcome

B. Usefulness of evaluation information



CHAPTER IV

METHODS AND PROCEDURES
Overview

The review of literature revealed that little work has been done
pertaining directly to the evaluation of police management development
programs. However, considerable information about educational eval-
uation in general is available. The information most relevant to police
management training evaluation was summarized in Chapter II. Since none
of the existing evaluation épproaches were completely adequate for the
present study, general evaluation approaches were synthesized to develon
an approach directly applicable to police management developuent pro-
grams. The developed approach was summarized in Chapter III., 1Its
appropriateness and usefulness is invesfigated in the remainder of thils
dissertation in two ways. First, it was applied to the four week Police
Executive Development Program conducted by the Institute of Government
at the University of North Carolina at‘Chapel Hill. Second, a detailed
description of the approach was disseminated to a sample of North
Carolina Chiefs of Police to obtain their views of its appropriateness
and usefulness,

General information about the data collection 1is provided in this
chapter. More specific information about the various data collection

methode used are included in Chapters V and VI.
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Data Collection

IS

The general methodology used to collect the information used here

is descriptive research, It describes '"the way things are" by assessing

opinions, attitudes, conditions, and procedures. Informatior about
these variables is collected using self-reports and observation (Gay,
1581: 149-155).

Self~reports are used in the study to: (1) collect data from the
participants in the Police Executive Development Program and their
supervisors to measure relevant knowledge, opinions, attitudes, and
characteristics, as well as to collect information about expected and
actual program content, process, and benefits; (2) determine how
program administrators view the appropriateness and usefulness of the

evaluation approach develcped here; (3) determine how North Carolina

Chiefs of Police view the appropriateness and usefulness of this method

of management development evaluation approach.
The following is a chronological list of steps in the evaluation:

Prior to the Course -

{

Identification of potential users of evaluation information
- Identification of information needed by program
administrators

- Development of instruments for collecting needed information

- Questionnaires completed by participants and their supervisors

to gather information about expected course curriculum,
instructional methods, and benefits
During the Course -
- Non-participant observation of course content and procedure

- Structured field interviews with participants
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- Completion of course evaluation by participants the final day

of class :
Following the Course -

- Surveys completed by participants and their supervisors to
collect information about whéther expected changes in student
behavior or performance cccurred

- Results analyzed

- Evaluation report developed, presented and disseminated

Prior to evaluating the four week Police Executive Development

Program, the author met with the program administrator to identify
issues of concern to him. The evaluation was developed to emphasize
these issues to be sure that the results would be useful in decision
making. The administrator was informed that evaluation results would be
forwarded for use in decision-malking. He was asked to provide informa-
tion zbout the preferred methods for presenting and disseminating the
results to be sure the Information wouid come to him in thne most useful
form.

Letters were sent to all course participants summarizing the purpose
and methodology of the course svaluation prior to assessment. The
Jetter emphasized the evaluation objectives, the significance of the
study te the Institute of Government, and the implications of the study
for police management development in North Carolina. A signed "research
participant comsent form" was obtained from each course participant, and
a letter authorizing the course evaluation was obtained from the Pregram
Director. 7To ensure honest responses to evaluation question, all course
participants were assured anonymity. Coples of the information letter

and consent forms appear in Appendix A.
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Prior to participation in the training program, questionnaires were
used to collect informafion from both program participants and their
supervisors. This Includes data about (1) expected course content and
instructional methods, (2) characteristics of the students, and (3)
changes in student behavior or performance (or other benefits) expected
to result from the course. Coples of these instruments are included in
Appendix B. These surveys were pretested using a sample of recent
Police Executive Development Program graduates to identify deficiencies
and make Improvements, When problems of clarity were identified,
improvement to the instrument was made by rewording séveral phrases and
terms. Twenty-two of the 23 participants (96 percent) and 18 of their
supervisors (79 percent) returned these questionnaires. Participants
attributed their supervisor&s lower response rate to the reluctance of
city managers to complete and return the instrument. In addition, two
supervisors were absent from duty when the survey was received and as a
result were uvnable to complete and return the report prior to the due
date. These questionnailves were used to identify participant charac-
teristics, needs, and expectations before the training for use in
evaluating the program.

Field interviews supplement the surveys conducted before and after
the program by gathering information about program curriculum, instruc-
tional methods, and benefite in more depth than would be possible using
questionnaires. Seventeen twenty-minute interviews with randomly
selected course particivants were conducted during the program. Each
interview was seml-structursd. The subject of discussion and questions

were determined by the researcher before the interview, dbut encugh time



was allotted to allow clarificgtion of questions and follow~up questions
and discussion. A copy-of the interview schedule is included in Appen-
dizx C. The interviews were used to gather information about participant
reactions to the course while it was 1n process. Detailled notes were
made for analysis and comparison with survey and observation results.

A problem encountered during the field interview was that certain
participants were extremely reluctant tec discuss course deficiency.

This problem was resolved when additional time was allotted for restate-
ment of the evaluation goal and reemphasis of the significance of the
study to the Institute of Government.

Nonparticipant, naturalistic observation was also used during the
evaluation of the Police Executive Development Program. An evaluation
instrument guided notetaking during each observation period. A copy of
this instrument is included in Appendix D. The evaluation form and
rating procedures used were designed so that validity, reliability, and
other measurement weaknesses are minimized.

Validity, the extent to which the iInstrument measures what it is
intended to measure, was ensured in five ways: (1) Intended course
content and instructional methodology served as a basis for the eval-
uvation criteria, (2) Evaluation criteria were stated in a clear and
unambiguous manner, (3) Evaluation criterla were found to be consis-—
tent with these listed In comparable evaluation forms used in critiquing
similar training programs. (4) Coordinators and instructoxs in an
instructor certification program jundged the evaluation criterisa to be
hased on intended course content and instructional methodology. (5}

Coordinators and instructors in an instructor certification program
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judged the evaluation criteria to be stated in a clear and
unambiguous manner. -

Reliability, the extent to which the instrument yields consistent
results, was maximized as follows: (1) The evaluation is in the form of
a checklist, vequiring the evaluator td respond about whether particular
procedures were or were not performed. (2) Evaluation criteria vere
broken down into specific observable elements. (3) Space was provided
for the evaluator to comment on each criteria evaluated. (4) Time
lapse between the observation and the rating was kept to a minimum. (5)
The form was designed so that the evaluator must allow sufficient time
to observe the instructor's performance. (6) Evaluation criteria were
stated in a clear and unambiguous manner.

Other measurement weaknesses were minimized through the use of
additional evaluation construction procedures. These include (1) the
form was designed sc that specific comments accompany ratings - decreas-
ing the likelihood of evaluator bias, (2) the form was designed so that
adequate Information is provided on whatever factor is being assessed,
and (3) the form was designed so that it is relatively easy to adminis-
ter and interpret.

The researcher did not intentiomnally affect the opinion or attitude
of course participants or the course conditions or procedures during the
observation. Seventy-five percent (N=15) of the twenty class meetings
were .observed at random so that different days were represented in the
evaluation. Detailed notes on program curriculum and instructional
methods were made for comparison with survey and Interview responses.
This allowed the researcher to have an ohservational record of the

instructional methods and materials used during the course.
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A problem encountered during observation periods was the tendency
of participants to ask qhestions of the observer and otherwise attempt
to have the observer actively participate in the program. This was a
particular problem when observations were made in small group exercises,
This problem was resolved when the importance of observer nonparticipa-
tion was reemphasized to program participants.

A course critique questionnaire was completed by participants on
the last class day. It included questions about attainment of program
objectives, course curriculum, instructional methods, and suggestions
for Program improvement. A copy of the Instrument is included in
Appendix E. It was pretested using a sample of recent Police Executive
Development Program graduates to identify possible deficiencies., All
course participants completed this questionnaire. It provides informa-
tion about participant opinions of the course right after
its completion.

An additional survey was sent to participants and thelr supervisors
three months after the course to measure the long term effects of the
course and whether changes in participant behavior not initially iden-
tified appeared in the long-term. Questions focused on whether expected
change in behavior or performance upon return to the agency occurred and
whether other benefits expected to result from course participation
actually appeared. Copies.of these instruments are included in Appendix
F. The survey was pretested using a sample of recent Folice Executive
Development Program graduates to ldentify and eliminate deficiencies. A
problem regarding the langth of the proposed follow-up survey was

identified. A change ip the structure and wording of the survey
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decreased the length of the iInstrument, increasing the likelihood of
survey completion and ré%urn.

The resulting evaluation report (see Appendix I) furnished informa-
tion to the program administrator using a method conducive to decision
making, It consisted of five sections: (1) evaluation objectives, (2)
evaluation methodology, (3) program description, (4) program outcomes,
and (5) judgment of value.

The Police Executive Davelopment Program Director was interviewed
after he had reviewed course evaluation results. Information collected
during this two hour interview included his views about whether the
evaluation provided information of enough value to justify its costs and
whether the report’s organization and content was appropriate to the
decision-making process. The Director was also asked whether (1) the
evaluation's costs in time and money prohibit its general application to
police management development programs, (2) the evaluation's content has
enough value to justify its cost in general application, (3) the neces-
sary cooperation of the training staff, course participants, and partic-
ipants supervisors to allow its general application to police management
development programs could be obtained and (4) the evaluation report
organization would be conducive to the general decision-making process
of police management development program administrators.

Finally a survey was sent to the Chiefs of all North Carolina
police and/or public safety agencies with fifty or more employees to
obtain their views about the approprlateness and usefulness of the
management tralning evaluation approach used in the case study. The
information collected using this instrument includes perception about

(1) whether evaluation costs in terms of time and money would prohibit
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its application to police management development programs, (2) whether
the evaluation content is likely to provide information of enough value
to justify its cost, (3) whether the necessary cooperation of training
staff, course participants, and their supervisors to allow its applica-
tion tc police management training programs could be obtained and (4)
whether the organization cof the evaluatlon report is conducive to the
decision-making process. Coples of the instruments used are included in
Appendix G. The evaluation approach description and survey was again
pretested using a sample of recent Police Executive Development Program
graduates, Twenty four of 28 Police Chiefs (86 percent) respoﬁded to

thils survey.
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CHAPTER V

EVALUATION CASE STUDY

The evaluation approach developed here was tested using the North

Carolina Imstitute of Government's four week Police Executive Develop-

ment Program as a case study. This case study allowed both collection

of information about the Police Executive Development Program and the

appropriateness and usefulness of the evaluation approach. An overview

of the methods used was included in Chapter IV.

. The resulting report to the Institute of Government consisted of

the following sections:

Section I -

Section II -

Section III -

Evaluation Objectives

A, Evaluation audience

B. Anticipated decisions about the Program
C. Evaluator's goals

Methodology

A, Methods and procedures

B. Chronology of evaluation activities
C. Data analysis

Program Description

A, Philosophy of the Program

B. Subject matter covered

c. Instructional methods

D. Student characteristics



Section IV - Program Outcomes
A. " Fit of the present program with client needs
B, Congruence between official program
description and actual Program
c. Extent to whi¢h students achieve the Program
objective
D. Program effects on subsequent student behavior
and job performance
Section V - Judgement of Value

A, Value of Program outcomes

B. Usefulness of evaluation information

Fvaluation Objective

The evaluation undertook to collect and subsequently provide
adequate, broad-based information to program administrators and students
te ald them in making decisious about the Police Executive Development

Pregram.

Evaluation Audience

The evaluation report was intended to provide information for use
in management decision-making. The primary audience, the Police Execu-
tive Development Program administrator, was identified before the
evaluation study. To ensure the applicability and usefulness of eval-
vation results, the program administrator identified information needed
by him before the evaluation. Every effort was made to provide this
information. He was also asked about preferred methods for presenting
and disseminating the results. The administrator requested that the

evaluation provide specific information about (1) whether participants
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consider course topics to be adequately covered and (2) whether partici-
pants feel that they have adequate input into the planning and structur-
ing of the programs. He alsc considered the report format developed
here and reported in Chapter III to be conducive to decision making.

These specifications posed no problems-to the evaluator.

The evaluation was also designed to allow for information to be
disseminated to a secondary audience. Prospective Program clientele can
use the information to help them choose among available
training programs.

Anticipated Decisions About
the Training Program

The major goal of the evaluation was to provide information that
the administrator could use. to identify the strengths and weaknesses of
the Program. Such informatior would suggest how the Program should be
modified to better serve the needs of current students or be introduced
to a different student population.

To accomplish this, the report provided four basic types of infor-
mation: (1) information about the needs of the program's interest
groups and how well the program met their needs; (2) information about
how well official descriptions of the program coincide with the actual
program; (3) information about the extent to which students achieve
program objectives; (4) information about program effects on subsequent
student behavior and job performance.

Based on the argument developed in Chapter III, it was expected
that these four types of information would provide a broad based data

base for assessing and making decisions about the program.



45

Evaluator's Goals

The Institute of GeVernment's Police Executive Development Program
evaluation providés information to the audience which is adequate to
describe the training program and its effectiveness. Of interest to the
evaluator was information about conditions existing before the training,
the nature of the training period, as well as the consequences of the
instructional process. Specific information needed by the program
administrator was identified, collected, and analyzed. Evaluaticen
results were furnished tc the program administrator using methods which
aided in his decision-making. Evaluation information was used by the
administ;ator to further develop the program and may be released to
prospective clientele to help them choose among available training

programs.

Methodology

The next section of the report to the Institute of Government
contained a description of the metheds used to gather data for the
evaluatiorn. A complete account of program evaluation methods appears in

Chapter ‘IV.

Data Analysis

Two types of criteria for evaluating training guided the énalysis.
Iﬁternal criteria Included courée objectives, subject matter coveréd,
instructional methods and other variables associated with the program
confent and érocess. Exterral criterla included whether the Eourse had
long term effects on participantés behavior or yielded other benefits

that were transferrable to the work setting.
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Official Program Description

The Police Executive Development Program is designed to provide
personal executive development to a select group of police practitioners
who qualify for the program. It is operated by the Institute of Govern-
ment 2t the University of North Carolina at Chapel Hill and

reflects its philosophy and procedures.

Philosophy Behind the Program

The Institute of Govermment provides research, training, and
consultation to state and local government. From 1931 to 1964, the
Institute offered recruilt training to state and local law enforcement
officers. Since 1964, the Institute of Government has offered training
programs only to executive 1eve1 law enforcement officers (Coates,
1983: 114-115).

The Police Executive Development Program 1s designed for state and
local law enforcement executives who want to increase thelr understand-
ing of the professional issues that challenge them and who wish to
develop their managerlal skills. It undertakes to (1) provide law
enforcement executives with the neceésary techniques for personal
executive development and (2) explore practical behavioral épproaches to
personai development.

The Program assumes thét previous training and experience have
already given the participants basic supervisory skills and a good
understanding of the technical asvects ¢! law enforcement. It builds on
this foundation by giving the executive an opportunity to think cre-

atively about executive level law enforcement management, to further
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develop personal skills necessary to be an effective police executive,
and to explore current téchniques in management as applied

to law enforcement (Personal Course Notes, 1985).

Subject Matter

The Police Executive Development Program is designed to expand both
"higher level" psychological skills (for example, communication, ieader-
ship, understanding of human behavior) and functional management skills
(planning, decision-making). ZEach topic is developed in a way that
relates important issues, effectiveAtechniques, and innovative ap-~
proaches specifically to law enforcement., The four week Program is
designed to explore thirteen topics (Personal Course Notes, 1985):

1. Leadership Styles ~ This unit considers the characteristics of

a successful leadér, including discussion of how the charac~
teristics of a successful leader may be learned or developed.
Specific feedback is given to each participant about how his
or her personalitv relates to leadership.

2. Relationships with City/éounty Manager - This unit focuses on
the roles played by each party, how the roles may blend or
clash, and how the police executive and City/County Manager

. can deal with each other's expectations., Problems that may
arise are emphasized, As an exercise, participants work in
small groups to solve assigned problems.

3. A Personal Preference Inventory is used to examine fifteen
participant desires (or "preferences') and explain how they
relate to leadership. Personal examination 1s accomplished
through completion of the Edwards Personal Preference Inven-

tory.



The Myers-Briggs Type Indicator is also completed by each
participant to allow him or her to develop a better under-
standing of personal preferences and decision-making charac~
teristics. This instrument evaluates how the participant
relates to the environment and information the executive is
likely to take into consideration when considering and resolv~
ing leadership issues.

Communication ~ This topic focuses on how the participant
perceives communication to flow within the police agency.
Specific feedback is given on whether the executive is likely
to influence others using thelr current communication “style.,"
Coverage of this topic is intended to help the executive in
developing skills. needed to effectively present ideas and
infjuence others.

Planning - This part of the course examines how the partici-
pant perceives the planning strategies used in his or her
agency. Planning is discussed in terms of developing goals
and establishing steps meeded to reach these goals. Three
planning styles are analyzed, and specific feedback is given
to participants about how their personal planning styles
rela;e to law enforcement management.

Power - This unit analyzes the use of formal and ivnformal
power. Sources of power and techniques leaders may used to
develop and use power are discussed. Small group exercises
based on actual situations adopted from North Carolina law
enforcement agencies are conducted to support this instruc-

tion.
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11.

Personnel Law - This segment considers how the legal re-
quirements for personnel administration in North Carolina
relate to the law enforcement management. Information is
provided about historical and recent landmark court decisions
in the field. A discussion of the development and implementa-
tion of promotion assessment centers is also included.

Human Behavior - This unit attempts to increase the partici-
pant's self-understanding and helps the executive understand
the behavioral patterns of others. It is intended to improve
understanding of hovw the participant is likely to approach
different tasks, react to different situations, and relate to
others. Strategies the participant can use to identify
effective methods. for self-development and subordinate
development are presented.

Comparative Law Enforcement -~ Law enforcement practices,
techniques, and management styles in the Unired States, Great
Britain, and Ireland are examined. Participants engage in
small group exercises to identify implications for North
Carolina,

Law Enforcement of the Future - This section describes and
anzlyzes current trends in law enforcement technology and
management., It provides information about the type of indi-
viduals entering law enforcement and their views of how law
enforcement agencies should operate. Criminal justice practi-
tioners provide information on which projected future trends

are based.
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12. Decision Making - An effort is made to help the participant
develop decisibn—making strategles that are effective in
dealing with current law enforcement issues. A variety of
decision-making techniques are introduced and their strengths
and weaknesses are reviewed.'’
13. Development of Personal Plan -~ Participants receive individual
feedback from other program participants in thils segment.
They have an opportunity for one—on-one consultation with
instructors to receive feedback about the results of psycho-
logical testing. These consultations help the executive

develop a plan for personal development.

Program Objective

In short, the Police E#ecutiﬁe Development Program is designed for
state and local law enforcement executives who want to increase their
understanding of the professional issues that challenge them and who
want to develop their managerial skills. It (1) provides law enforce-
ment executives with the necessary techniques for personal executive
developmentland (2) explores practical behavioral approaches to personal
development. The Program builds on the executive's existing ékills to

develop "higher level” psychological and functional management skills.
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Instructional Methods

The Police Executive Development Program is designed to include a
variety of instructional methods, including lectures, psychological
tests, small group exercisc, and class discussion.

Lecture, intended to conveyv information to program participants, is
the basic method of instructicn. Jectures are organized around single
topics. Each incorporates relevant examples to illustrate theory and
uses visual aids to help convey ideas.

Psychological tests are used to provide feedback to partici- pants
about thelr personal preferences and characteristics in order to in-
crease their understanding of how they are likely to approach different
tasks, react to different situations, and relate to others. Psychologi-
cal tests used during the program include the Myers-Briggs Type Indica-
tor, Ego State Assessment, Styles of Management Inventory, Managerial
Philcsophies Scale, Personnel Relations Survey, Edwards Personal Prefer-
ence Inventory, and the Power Management Inventory. Psychological test
results are interpreted. Teedback is provided to the participant about
how he or she relates to the world and what information is likely to be
considered when examining and resolving management issues.

Groups of five to six participants are assigned small group exer-
cises, designed to provide an opportunity to discuss some of the as-
signed topics. Before beginning the exercise, each participant under-
stands what is to be done and the amount of time allotted for the
exercise, A group leader is respounsible for assisting those group
members needing help and redirecting groups that stray off the assigned
discussion topic. The leader reports results of exercises to the entire

class.



The last instructional method is guided class discussion. It is
intended to involve class participation by students under the guidance
and control of the instructor. The instructor suggests a problem or
question for analysis, and volunteers or selected class participants
discuss it. Guided class discussions are planned so that each partic-
ipant understands the topic. Discussion is controlled by the

instructor to be sure the discussion contributes to the topic.

Student Characteristics

The Police Executive Development Program 1s designed for a select
group of law enforcement executives who qualify for the program.
Participants must be police officers in active service in a command
capacity with municipal, county, or state agencies. They must be recom-
mended by the Chief of Poliée, Sheriff, City Manager, and/or governing

body.

Evaluation of the Program

Tﬁé Police Executive Development Program evaluation cdllected
information about program purpose, curriculum, instructional methods,
and benefits. Prograﬁ effectiveness was determined through: (1)
assessment of the needs of the program's clientele to determine whether
the course meets their needs, (2) determination of the degree to which
official descriptions of the program coincide with the actual program,
(3) assessment of the extent to which students achieve program learning
objectives, and (4) discovering how the program affec;s subsequent

student behavior or job performance.



Extent to Which the Program
Meets Clientele Need

It was assumed that participants attend the Police Executive
Development Program because their perceptions of program purpose,
curriculum, and benefits lead them tc believe it will meet needs iden-
tified by them or their supervisors. Information about program expec-—
tations obtained from participants and their supervisors through a
pre-course questionnaire was compared with the official program purpose,
curriculum, and expected benefits, as described by the course informa-
tion brochure and in interviews with program administrators.

An important objective of the pre-course questionnaire (see Appen-
dix B) was to determine how well participants understood the progrzam's
purpose., This issue was explored by asking each participant "as a
current participant in the Management Development Course, I understand
the general goal(s) of the program" (Item la). Ninety-five percent
(¥=21) answered affirmativelv. Participants were also asked to list
specific program goals (Item 2). Seventy-two percent (N=16) stated
either thét the course was designed to provide the necessary techniques
for personel executive development or explore practical behavioral
approaches ‘to personal development. These perceptions were consistent
with the gecals described in the course information brochure.
Twenty-three percent (N=5) of them listed the program goal as described
in the course information brochure.

The pre-course questionnaire was also used to determine whether

participants knew what topics weculd be addressed in the program (Item

5). The results indicate substantial knowledge of the topics the course

brochure identified as addressed in the program. Table 1 shows the

53



54
percentage of participants who expected each of the 13 tepics to be
included. Ten of the tbpics were mentioned by over 70 percent of
participants; however, most did not expect three topics that are actual-
ly included in the program. Only 23 percent (N=5) each expected
personnel law and computer literacy to -be explored, and only one expect-

ed a comparative analysis of law enfeorcement management practices.



Table 1

Expected Course Topics - Participants

55

Expected Topic To Be Addressed

Communication Skills
Human Relations

Decision Marking
Performance Evaluation
Planning

Management Styles
Management By Objectives
Budgeting

Computer Literacy
Personnel Law

Civil Liability

Human Behavior

The Future of Law Enforcement

Management Practices -
Comparative Analysis

N %
19 86
16 72
21 95
16 72
22 100
22 100
16 72
16 72

5 23

5 23
14 63
21 95
16 72

1 5

N = 22
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Items 3 and 4 asked partiqipants to identify one or more benefits
they expected to result-from the course. Ninety-five percent of partic—
ipants (N=21) could identify one or more benefits they expected to
result from the course. All the benefits identified were benefits that
might reasonably result from exposure to the course as described in the
information brochure. Benefits listed most often were (1) an enhanced
ability to solicit cooperation and support from both superiors and
subordinates through a better understanding of their behavior and (2)
improved management ability through increased awareness of personal
behavior traits.

Participants were also asked about their sources of information
about program purpose, curriculum, and benefit (Items 6a and 6b).
Respondents indicated that this information was gained through a variety
of official and unofficial sources, including the information brochure,
program administrators, and colleagues (including previous program

graduates) (see Table 2).

Table 2

Information Sources Used By Participants

Information Receiving Information From This Scurce
Source N %
Information Brochure 8 36
Program Administrator 7 32
Program Graduate 4 18
Colleague (Other than graduate) 3 14

N = 22




Another objective of the pre-course questionnaire was to determine
whether participants were formally advised by their agency of what
curriculum or benefit to expect from the program. Participants were
asked whether "After enrolling in the management development program, an
orlentation session was conducted at my agency." If the response was
affirmative, the next item inquired about whether the participant was
provided with information on what to expect of the program, how their
supervisor expgcted the information to be used, what the objectives of
the program are, and what changes in behavior or performance (or other
benefif) were expected to result from program participation.

All participants indicated that their agencies provided no informa-
tion about what curriculum or benefit to expect from the program. No
participant was told what changes in behavior or performance (or other
penefits) were expected to result from program participation. However,
one of the participants had been told how the supervisor expected
certain information to be used upon return to the agency.

A pre-~course questionnaire (see Appendix B) with items parallel to
those on the participant survey was sent to the supervisor cof each
program participant. Eighteen responded. FEighty-three percent (N=15)
reported an understanding of the program's goal. Seventy-three percent
(N=11) stated either that the course was designed to (1) provide the
necesgsary techniques for personal erecutive development or (2) explore
practical behavioral approaches to personal development. These per-
ceptions abecut program purpose were consistent with the program goals
described in the course information brochure. Twenty-seven percent

(N=4) of the respondents listed the program objective in its entirety.

57



There was also a general understanding of what topics the course
addressed. Table 3 lists topics supervisors generally expected to be
included in the program, All but four items were anticipated by over 70

percent of supervisors, and six topics were expected by all supervisors.

Table 3

Expected Course Topics - Supervisors

Program Topic Expected Topic To Be Aadressed
N %

Communication Skills 15 83
Human Relations . 13 72
Decision Making 18 100
Performance Evaluation 18 100
Planning 18 100
Management Styles 18 100
Manégement By Objectives 18 100
Eudgeting 15 83
Computer Literacy 1 5
Personnel Law ' 7 39
Civil Liability 17 24
Human Behavior 18 100
Future of Law Enforcement 7 39
Management Practices - Comparative

Analysis 0 0

N = 18
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All the supervisors could identify benefits expected to result from
the course. Again, all-the benefits were consistent with benefits that
would be likely to result from subordinates' exposure to the course
described in the course information brochure. Benefits listed most
often were improvement in ability to understand and deal with the
compiexities of modern police organizations, increased understanding of
various leadership styles used in organizations, and improvement in
ability to respond to various situations using the planning process.

The supervisors reported that they based their expectations about
program purpose, curriculum, and benefits on information received from
four sources: the course informarion brochure, the program administra-
tor, and colleagues, including previous program graduates (see Table
4). The sum of percentages;in Table 4 does not equal 100 due to respon-

dents receiving information from more than one source.

Table 4

Information Sources Used By Supervisors

Information Receiving Information From This Source
Source : N : %
Program Graduates - ' 7 39
Information Brochure 6 33
Program Administrator 4 22
|
Cclleagues (Other than graduate) | 2 11
N =18
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Half (N=9) of the supervisors indicated that their agencies provid-
ed information to participants about what to expect from the program and
what changes in behavior or performance (or otherAbencfiCS) were expect-
ed to result from program participation. The difference between partic-
ipant and supervisor response to this item may result from the supervi-
sor delegating to others (assistant supervisor or training officer) the
responsibility of providing the information failing to follow-up to
ensure that the information was in fact conveyed.

This section has provided information about the extent to which
the course, as it is designed, is likely to meet client expectations,.
Participant and supervisor responses indicated that they had a good
understanding of what the program would provide in terms of purpose,
curriculum, and benefit. waever, there was a lack of understanding of
a few aspects of the program. While a majority of the participants and
their supervisors had at least some understanding of the purpose of the
program, only twenty~three percent of pauvticipants and twenty-seven
percent cf supervisors were able to list the program goals as described
in the course information brochure. While the participants and their
supervisors generally understood which topics would be discussed during
the program, three topics listed in the course information brochure
(personnel law, civil 1liability, and comparative analysis of law en-
forcement) were not expected by participants to be included. Four
toplics were expected by less than 70 percent of supervisors: civil
liability, personnel law, future of law enforcement, and comparative
analysis of law enforcement. The participants and theilr supervisor were
all able to jdentify one or more reasonable benefits they expected to

obtain from course participaticn. However, in no case did a participant
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repert having been told by their supervisor what change in behavior or
performance (or other benefit) was expected to result from program
participation. On the other hand 50 percent of supervisors believed
that such information had been conveyed.

The likelihood that the course as-'designed, will meet client
expectations presumabi - depends on the extent to which participant and
supervisor perceptions of program purpose, curriculum, and benefits are
correct. Information provided in this section suggests that a majority
of supervisors and participants had a general understénding of program
purpose, curriculum, and benefits likely to result from
course participation.

The Police Executive Development Program might benefit if the
course information brochure.were revised to include a section summariz-
ing program purpose, curriculum, and benefits, including a strong
recommendation that during a formal pre~course conference sponsoring
supervisors personally communicate program information and
expectations to the enrolled suberdinate.

Extent to Which Official Program Descriptions
Coincide With the Actual Program

The goal of this section is to determine how well the actual
program coincides with the official course descriptions. To accomplish
this, information provided by the program administrator and written
information about program purpose, curriculum, instruction methods, and
expected benefits are compared with the actual course as described by
participant and supervisor questionnaires, Interviews and personal

observation,



The program administrator and information brochure (see Appendix H)
describes the program as” being designed for a select group of law
enforcement practitioners who want to increase their understanding of
the professional issues that challenge them and to improve their mana-
gerial skills. Building on the participants' previous training and
experience, the program is designed to offer the executives the oppor-
tunity to think creatively about executive level law enforcement manage-
ment, to further develop personal skills considered necessary to be an
eifective police executive, and to explore current techniques of manage-
ment as applied to law enforcement,

Ninety~five percent (N=22) of the participants were found to meet
or exceed the minimum enrollment qualifications as recommended in the
course information brochure. They were currently employed by a munici-
pal, county or state agency in a command capacity and were vecvomumended
for attendance by the Chief of Police, Sheriff, City or County Manager,
and/or their agency's governing body. The single exception was a police
officer employed by a municipal agency who was recommended for atten-—
dance by the sponsoring agency's Chief of Police. Although not curvent-
ly acting in a command capacity, the individual was a supervisor con-
sidered a likely candidate for upper (executive level) mobility.

Seventy~five percent of class sessions were observed tec collect
information about how well the actual curriculum coincides with the
official curriculum. An important objective of the program observation
reriods was to determine whether program instruction (1) adequately
provided participants with necessary techniques for personal executive
developnment and {2) adequately explored current law enforcement manage-—

ment techniques. Observation notes were also compared with survey and
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interview responses to determine consistency of information provided by
the various sources of data.

An evaluatioh instrument guided notetaking during each observation
period. The "Observation Evaluation Form" (see Appendix D) guided
notetaking during each observation period. The evaluator filled out the
"Lesson Content" section while the instructor was actually conducting
the lesson by indicating whether particular procedures had or had not
been performed. The evaluator observed the entire lesson prior to
responding to the instruments® “Instructional Methods" section. Notes
taken during the observation period were used to complete this section.
Time lapse between the observation and the rating was kept to a maximum
of fifteen minutes. Response to items 1in this section closely paral-
leled that of "lesson content" in that the evaluator was required to
indicate whether particular procedures had or had not been performed.

One objective of the observation periods was to determine whether
the course content (1) adequately provided participants with necessary
techniques of personal executive development and‘(2) adequately explored
and explained current law enforcement techniques. These issues were
explored in the "Observation Evaluation" form's "Lessén Content" sec~
tion. Its first part required the evaluator to respond to three items

' The evaluator noted whether or not

about the lesson "introducticu.'
information was provided about (1) lesson purpose, (2) how the partici-
pant could use the information, (3) how the current topic related to

previous or subsequent blocks cof instruction. In the second part the
evaluator rated five items about the lesson "body." The evaluator noted

whether oxr not (1) topical information was presented in a logical

sequence, {2) adequate information was provided to support the lesson
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"purpcse,”" (3) personal experience and/or brief anecdotes were appropri-
ately used to emphasize-points, (4) time was allowed for adequate
analysis of contemporary law enforcement management techniques, (5) time
was allowed for adequate analysis of current law enforcement management
issues. The third part required the evaluator to respond to two items

' The evaluator noted whether or not the

about the lesson "conclusion.'
conclusion included (1) a summary eof the lesson's major points, (2) a
closing statement stressing how the participant could use information
provided during the block of instruction.

Information collected from fifteen course observation indicates
that each program topic consistent with the official course description
in that it (1) adequately explored and explained current law enforcement
techniques and (2) adequately provided participants with necessary
techniques of personal executive development. The following informaticn
provides the evidence to support this general conclusion.

Lesson introductions were generally effective in that participants
were provided informarion about lesson purpose and about how they could
later apply acquired information. However, only on two occasions did
the instructor relate the topic under -discussion to previous or subse-
quent blocks of instruction.

Information provided during the lesson body was generally adequate.
The program curriculum provided information considered by the evaluator
to adeguately support the lesson purpose and the information was pre-
sented in a logical sequence. Personal experience ana brief anecdotes
were used to emphasize lesson points. However, one instructor on six

different occasions used past management experiences considered by the

evaluator to be unrelated to the topic under analysis.
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Lesson conclusions were effective in that each instructor concluded
the block of instruction’with a summary of the lesson's major points.
Each conclusion also included a closing statement stressing how the
participant could use iInformation provided during the block
of instructien.

The Police Executive Development Program allowed four weeks for
analysis of contemporary law enforcement techniques and for adequate
analysis of current law enforcement management issues. Observation
notes indicate that the four week program explored those thirteen major
topics reported earlier in this chapter. The thirteen topics were
considered by the evaluator to adequately explore law enforcement
management and executive development techniques and were consistent with
official toplc description provided by the program administrator and
course information brochure. Each topic was delivered in a way that
related important issues, effective techniques, and innovative ap~
proaches specifically to law enforcement. |

The course was tauvght in an "“open" and supportive manner considered
by the evaluator to be conduvcive to creative thinking and likely :o
result in personal skill development. Although not reflected as a topic

in the course information brochure, Peter's book In Search of Excellence

was the basis for ome additional bleck of instruction. Major principles
in the .book were analyzed and implizations for law enforcement manage-
ment were identified and discussed., Although not previously described,
the topic was considered by the evaluator to be appropriate for.the type
of course described by the program administrator and

information brochures.



Several curriculum issues were explored through 17, twenty minute
interviews with randomly.selected program participants. Participants
were asked to respond to the following three questions: (1) "Is the
Police Executive Development Program providing information that you
consider to be 'state of the art'?", (2) "Has participation in the
previous weeks' sessions resulted in personal skill development?" and
(3) "Would you describe the érogram as being offered in an atmosphere
that encourages creative thiunking?" Of those interviewed, seventy
percent (¥=12) considered the program to offer “state of the art"
infermation about law enforcement management techniques. Eighty-two
percent (¥=1l4) indicated that the program was resulting in personal
skili develcpment, while ninety-four percent (N=16) believed the pro-
gram’s atmosphere encouraged creative thinking.

Twenty~three percent (N=4) of those interviewed believed the
program provided information beneficial primarily to municipal law
enforcement executives. Seven believed the program provided information
beneficial primarily to members of larger law enforcement agencies.
Five .indicated that they had been exposed to certain program topics
while attending previous courses. TImplications of these findings for
the course are discussed later in this section.

When asked if the curriculum schedule had allowed time for adequate
analysis of the program's topical areas, twenty nine percent (N=5) of
those interviewed sald that insufficient time was scheduled for topies
that they had not studied in previous courses. These participants
indicated that additional time was needed for instructors to analyzs
parsonnel law, planning, interpersonal communication, and relationships

with the city manager and/or mayor. Seventeen percent (N=3) indicated
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that information provided by the psycholegical tests was a repetition of
information received during previous testing.

All participants (N=23) completed a course critique (see Appendix
E) on the final class day. The critique was used first to determine

whether participants considered the program curriculum to be "

adequate."
Participants were asked about whether the curriculum (1) was interest-
ing or boring, (2) was useful in law enforcement, (3) was "state of the
art"” or outdated, (4) included materials useful for future reference,
(5) was applicable to their current positions, (6) plan allowed time for
adequate analysis of topical areas, (7) accomplished what it was
supposed to accomplish.

The results of these questions are reported in Table 5. Between 70
and 100 percent of respondehts gave favorable responses to these items.
The least favorable responses were given to the item about whether the

course was "state of the art,"

while the most favorable responses
concerned its utility in law enforcement. This evidence suggests that
program participants considered the curriculum topics (1) to adequately
provide necessary techniques of personal executive development and (2)

to adequately explore and explain current law enforcement

management techniques.

Table 5
Course Content Critique

Content Description . : Participants Indicating
N %
Interesting 19 83
Useful 1in Law Enforcement 23 100
"State of the Art" 16 ’ 70
Useful for Future Reference 21 g1
Applicable to Present Position 20 .87
Matches Course Objectives 20 87
N = 23




This information from course critiques thus proved to be consistent
with information collected from the interviews with participants.

The course critique Included a section in which participants were
asked about whether the curriculum allowed enough time for adequate
analysis of topical areas. Participants indicated that the curriculum
plan generally allowed time for adequate analysis, as shown in Table 6.
No topic was rated as receiving too much time by more than 15 percent of
participants. However, one fourth or more reported that too little time
was spent on relationships with manager, communication, planning and
personnel law,

Table 6

Time Allowed For Each Topic

68

Topic Pefcentage Indicating That Time Spent Was
Too Much About Right Too Little

Leadership Style 4 ‘ 91 4
Personal Preference Inventoryl O 100 0
Relationship With Manager 4 69 26
Myers Bigges Type Indicator 13 78 8

| Communication 4 65 30
Planning 4 69 26
Power 0 78 21
Personnel Law G 52 47
Human Behavior 0] 91 8
Development of Personnel Planl 8 91 0
Future of Law Enforcement 0 78 21
Management Issues 0 91 8
Decision Making 0 78 21
N = 23

{
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The results in Table 6 are consistent with information obtained during
participant interviews.’

In summary, curriculum adequacy was determined by judging whether
the program content (1) adequately provided participants with necessary
techniques of personal executive development and (2) adequately explored
and explained current law enforcement management techniques. Personal
observation, course critiques, and participant interviews were used to
gather information about whether the program curriculum was adequate.
The resulting information about curriculum adequacy proved to be censis-—
tent. An overview summary of findings about program content along with
implications for the Police Executive Development Program is
provided below. |

Data from observations: indicated that the program topics covered
were generally consistent with the official course descriptions provided

by the course information brochure and program administrator. However,

although not reflected as a program topic, Peter's book In Search of

Excellence was the basis for an additional block of instruction. Each
block of instruction was delivered in a way that related important
issues, effective techniques, and innovative approaches to law enforce-
ment. However, instructors (1) seldom related a topic under discussion
to previous or subsequent blocks of instruction and (2) instructors
occasionally used experiences as examples which were considered by the
evaluator to be unrelated to the topic under analysis.

Information from interviews with participants indicated thaé they

“"state of the art" information in

generally believed the program offered
an atmosphere that encouraged creatlve thinking. They also believed

their attendance would result in personal skill development. However,



some participants from county agencies belleved the program was targeted
at managers from municipal agencies, some participants from smaller
agenciles believed the program targeted larger agencies, some partici-=
pants had previously been exposed to the psychological tests adminis-
tered during the program, and some participants reported that additicnal
time was needed for iInstructors to analyze personnel law, planning,
interpersonal communicatiorn, and their relationship with the
city.manager.

Information collected through course critiques completed on the
final class day indicates that participants considered the program
curriculum to be "state of the art," interesting, useful in law enforce-
ment, and applicable to their present positions. However, participants
indicated that additional time was needed to cover personnel law,
planning, communication, and relationships with the city manager
and/or mayor.

It was suggested that the Police Executive Development Program
might benefit if the curriculum is revised in three areas. The Program
night be changed to provide instructors more time to discuss and analyze
personnel law, planning, interpersonal communication, and relationship -
with the manager and/or mayor. Program topical areas might appear less
fragmented 1f instructors were encouraged to relate their blocks of
instruction to other lessons. The Program might be more beneficial to
participants if Instructors were encouraged to assess their lesson
content in terms of audience demographics to ensure that information
presented is relevant and beneficiza2l %o participants. Psychological
tests which are repetitive might seem more beneficial to participants if

instructors were encouraged to relate the psychological test results
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specifically to each of the program's blocks of instruction.
Participant expectation-might be more accurate if the course information

brochure were revised to include Peter's book In Search of Excellence as

a separate block of instruction.

The Police Executive Development Program information brochure (see
Appendix ¥) describes the course as using a variety of instructiomnal
methods, including lecture, psychological tests, small group exercises,
and class discussion. Instructor lectures are designed to incorporate
relevant examples to illustrate theory and visual aids to help convey
ideas. Psychological tests are intended to provide feedback to partici-~
pants about their personal performance and increase their understanding
of how they are likely to approach different tasks, react to different
situvations, and relate to others. Subgroups of five to six individuals
are assigned small group exercises designed to give participants the
opportunity to discuss an assigned topic. Class discussions are intend-
ed to allow volunteers or selected class participants to discuss a
suggested problem or question.

.Personal observation, course critiques, and participant interviews
were used- to gaEher information about whether program instructional
methods were adequate. Adequacy was determined by judging whether a
vériety of instructional methods were used and 1f so whether they were
used effectively. The various data gathering actlvities provided infor-
mation about instructional method adequacy that proved to be consistent.

These issues were explored using the "Observation Evaluation"
form's "Instructional Methods" section. This six part section gathered

information about lectures, psychological tests, class discussions, and
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small group exercises used during the program, as well as about the
instructor's use of questioning techniques and instructional aids.

The instructional methods section's first part required the evalua-
tor to respond to two items about the instructor's use of instructional
aids. The evaluator noted whether or not the instructor used training
alds that were appropriate for the subject matter and whether they were
used effectively.

Information collected from fifteen course observations indicates
that instructors used training aids considered by the evaluator to be
appropriate to the subject matter under discussion. These aids included
handouts, overhead transparencies, 35mm slides, and the use of the black
board and flip chart with paper. Training aids were used effectively in
that each instructor introduced and related the aid to the topic under
anralysis. However, although participants were given an opportunity to
ask final questions, each instructor failed to follow up the aid with a
summary statement.

The second part required the evaluator to code four items about the
instructor's questioning techniques. The evaluator noted whether or not
the instructor (1) asked participants questions to check their under-
standing of information, (2) acknowledged questions asked by students,
(3) asked questions that required participants to interpret newly
acquired information, (4) asked questions that required participants to
apply newly acquired information.

Observation notes indicate that instructors asked approximately six
questions per hour to check participant understanding of topic informa-

tion and that instructors acknowledged and answered each question asked



by students. However, only two instructors asked questions which
required participants te interpret and apply newly acquired information.

The third part contained two items about the lectures. The evalua-
tor noted the approximate percentage of the lesson taught using the
lecture instruction method, The evaluvator also noted whether or not the
instructor incorporated relevant examples into the lecture.

Data from the, observation of class meetings indicate that about 37
percent of the four week cocurse consisted of lectures. Relevant exam-
ples were incorporated in each lecture, and visual aids were used when
necessary to help convey ldeas. Content was consistent with instruc-
tional objiectives and each instructor was prepared for the lecture.

Each lecture was considered by the evaluator to be organized, consisting
of a logical sequence of ideas. Fach instructor encouraged participants
teo ask questions. Eachvinstructor acknowledged and answered

student questions.

The next part required the evaluator to respond to three items
about class discusslons, The evaluator noted the approximate percentage
of the lesson taught using class discussion. The evaluator also coded
whether or not (1) adequate time was allowed for problem analysis and
(2) whether or not the instructor guided discussion, when necessary, to
increase 1ts contribution to the topic.

About 33 percent of the program consiscted of class discussion.
Class discussion enhanced each lecture by giving participants the
opportunity to analyze and discuss the topic under amalysis. Each
instructor suggested the problem or questions for discussion, and
volunteers or selected class participants were given sufficient time to

analyze and discuss the topics, The imstructors monitored class

+
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participation by students and on several occasions guided discussions to
increase their contributlon to the topic under analysis.

The fifth part included six items about small group exercises. The
evaluator noted the approximate percentage of the lesson taught using
the small group exercises, The evaluator also coded whether or not (1)
the exercise focussed on a particular issue or problem, (2) an instruc-
tor or a designee monitored the exercilse, (3) an instructor or a desig-
nee gulded the activity, when necessary, to increase its contribution to
the issue under analysis, and (4) time was allowed for adequate follow-
up discussion after the class was readjourned.

About 23 percent of the course consisted of small group exercises.
Subgroups of five to six individuvals were assigned exercises focusing on
a particular topic. The small group exercise contributed to the in-
structor's objective by givirg participants the opportunicy to discuss
an assigned toplc. However, full benefit was not realized due to
certain deficiencies identified in each of the small group exercises
observed. Each instructor did not take several steps needed to ade-
quately administer a small group exercise, When preparing participants
for the small group exercise, instructors identified the issues for
discussion, but they seldom asked follow-up questions to ensure that
participants understood the focus of the exercise. Only two instructors
identified the exerclse goal or otherwise specified the product expected
to result from the activity. Although instructors set time limits, they
seldom asked follow-up questions to ensure that participants understood
how much time was actually allotted for the exercise. When preparing
participants for the small group exercise, each instructor failed to

select a participant to monitor and otherwise facilitate the activity.
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Deficient planning resulted in over 50 percent of small group
discussion focusing on uncertainties about what the group was supposed
to do, what the product of the activity was supposed to be, and how much
time was allotted for the exercise. Instructors (or a designee) did not
monitor the small group exercise. Therefore, no one was available to
assist group members or redirect groups straying from the assigned
topic. This resulted in each small group exercise focusing primarily on
topics other than the one under analysis and the tendency for rhe
exercise to consist of iInput primarily from one or two of its more
talkative members.

Time was seldom allotted for adequate follow-up discussion. For
example, only two instructors allotted time for follow-up discussion by
‘each group after class readjournment and on two occasions participants
changed instructors (and topic area) without discussing the small group
exercise results.

The final part contained four items about psychological tests
administered during the course. The evaluator noted the approximate
percentage of the lesson taught using psychological tests results. The
evaluator also noted whether or not (1) the instructor related psycho-
logical profile information to the topic, (2) the instructor specified
what information the test would produce, (3) adequate time was allowed
for analysis of the results, and (4) adequate feedback was provided to
the participant after test administration and analysis.

About 10 percent of the four week program involved administration
and Interpretation of the psychological tests, When preparing partici-
pants for each psychologilcal test, instructors specified what informa-~

tion the test would produce and related resulting information to the
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specific topic under analysis. Time was allowed for analysis of psycho-
logical test results and written and oral feedback was provided to the
participant in a useful form. However, long term impact -- and the
psychological test effectiveness -~ cannot be assessed by observation.

Several issues about iInstructional method were explored during
participant interviews. Participants were asked "Have the program's
instructional methods been appropriate for the course content?" and
"Have the program's instructional methods helped you learn the course
material?” All of those interviewed (N=17) reported that the program's
instructional methods were appropriate for the content. All of those
interviewed also said that the instructional methods helped them learn
the material.

An important objective;of the course critique completed by partici-
pants on the final class day (see Appendix E) was to determine whether
participants considered the program's instructional methods to be

' Farticipants were asked about whether instructicnal methods

"adequate.'
(1) were appropriate for the content and (2) helped them learn the
material, Participants also indicated whether questions they asked
instructors were adequatély addressed. The course critique also con-
talned a section that asked participants to provide specific information
about whether too much or %too little time was spent on each instruction-
al strategy.

All the participants (N=23) consildered the program's instructional
methods appropriate, while ninety~five percent(N=22) believed the
instructional methods helped them learn the course material. Ninety-

five percent (N=22) of the participants indicated that individual .

attention was provided by dinstructors and that questions asked the



instructors were adequately addressed. At least eighty percent of
participants believed that the right amount of time had been spent using

each strategy (see Table 7).

Table 7

Time Allotted For Teaching Methods

3 Method Percehtage Indicating That Time Spent Was
Too Much About Right Too Little
Lecture ;4 92 4
Psychological Tests 8 88 4
Small Group Exercise 13 83 4
Class Discussion 0 88 12




In summary, the various data gathering activities provided consis-
tent information about the adequacy of instructional methods. Instruc-
tional method adequacy was determined by judging whether instructors
used a variety of instructional methods, and 1f so, whether they used
them effectively. Tnstructors used training aids that were appropriate
to the curriculum, but instructors failled to follow up aids with a
summary statement. Instructors asked questions to check participant
understanding of topic information, though questions were seldom asked
that required participants to interpret and apply information. Approxi-
mately 70 percent of the program consisted of lecture and class dis-
cussion. Both were generally effectively administered. Small group
exercises, used approximately 23 percent of the time, contributed to the
lesson by giving participants the opportunity to discuss assigned
topics. However, full benefit was not realized because instructors did
not take socme steps needed to adequately administer them. Approximately
10 percent of the program involved administration and interpretation of
psychological tests. The tests were effectively administered in that
participants were prepared for the tests, adequate time was allowed for
analysis, and feedback was provided in a useful form. However, some of
the participants had previously taken the tests.

The interview results indicated that participants believed the
program’s instructional methods were appropriate for the course content
and helped them learn the matexrjal. Data from the course critique also
indicated that participants considered the program's instructional
nethods appropriate. Almost all also believed that the Instructional

methods helped them learn the material. Almost all also indicated that
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individual attention was provided by instructors and that questions
asked the instructors were adequately addressed.

On the basis of these resuits, several recommendations were made to
the Program Administrator. TFirst, the program might be more beneficial
to participants if instructors were encdouraged to follow-up instruction-
al aids with 2 summary statement and if instructors were encouraged to
ask more questions that require .participants to interpret and apply
acquired information. Small group exercises might be more beneficial if
instructors were encouraged to: (1) identify the specific issue for
discussion, (2) ask questions to ensire that participants understand
what the issue 1s, (3) identify the exercise goal, (4) ask questions to
ensure that participants understand what the goal is, (5) establish time
limit for the exercise, (6);ask questions to ensure that participants
understand what the time limit is, (7) personally (or through a desig-
nee) monitor the exercise to ensure its contribution to the issue under
analysis, and (8) allow time for adequate follow-up discussion following
class readjournment.

Extent to Which Participants
Achieve the Program Objective

The program objective is to provide state and local law enforcement
executives with greater understanding of professional issues, techniques
for personal executive development, and practical behavioral approaches
to law enforcement executive development. The program administrator
indicated rhat the program is designed to increase the participant's
understanding of the topics covered but that the program is not designed

to influence participant valves,

79



80

This issue was explored through interviews with program partici-
pants during the course:” Participants were advised: "This program is
designed to provide command personnel with the necessary technigues in
personal executive development. The course is oriented toward ex—
plaining and exploring practical behavioral approaches to executive
development." Participants were then asked to respond about whether
they considered the program successful in accomplishing what it was
designed to accomplish. At the time of the interview, eighty-eight
percent considered the program successful., Two of those interviewed
considered the program less than successful as a result of (1) providing
information beneficial primarily to members of larger agencies and {(2)
providing information beneficial primarily to their counterparts in
municipal police agencies. .

The course critique (see Appendix E) completed by participgnts on
the final class day was also used to determine whether they considered
the program successful in (1) providing the necessary techniques for
personal executive development, and (2) exploring and explaining practi~-
cal behavioral apprcaches to law enforcement executive development.
Respondents were therefore asked "In your opinion, did the course
accomplish what it was designed tec accomplish?"  All of the partici-
pants stated that the program had successfully reached these objectives.

In summary, observation by the evaluator indicated that the
curriculum and instructional metiiods were likely to result in
participant obiective attainment. All participants reported in the
course critique that the program had provided the necessary techniques
for personal executive development and explored and explained practical

approaches to law enforcement executive development. However,
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elghty-eight percent of those interviewed while the course was in
progress considered it t0 be successful at the time of the interview.

Some participants complained that it was targeted at largexr or
municipal police agencies. It was, therefore, suggested to the
administrator that the program might be more beneficial to participants
1f instructors were encouraged to assess lesson content in terms of
student demographics and modify it when necessary.

Effects of the Program on Subsequent
Student Behavior or Performance

It is assumed that participants attend the Police Executive
Development Program to meet needs identified by them or their supervi-
sors. They expect the course to have an Impact on participant knowledge,
behavior, or performance upbn return to the agency. Therefore,
informaticn was collected about whether participants and their super-
visors believed the program actually affected behavior or job
performance upon return to the agency.

The follow-up surveys, (see Appendix F) completed by program
participants and their supervisor three months after the course wvere
used to determine whether course hnad long term effects and whether
changes in varticipant behavior not initially identified appeared in the
long term. In addition, the follow-up surveys were to determiune whether
expected changes in behavior or performance actuvally occurred upon
return to the agency.

The participants were reminded in the survey's first section about
those specific changes in behavior or performance they had saild earlier
that they expected upon return tc their agency. They were asked to

indicate (1) that expected change in behavior or performance had been



exhibited, (2) that the opportunity had existed for the participant to
exhibit expected changes in behavior or performance, or (3) that expect~
ed changes in behavior or performance had not been exhibited even though
the opportunity to exhibit it had existed (Items 2, 3, 4). The results
showed that eighty percent (N=16) of the respondents believe program
information benefited them upon return to the agency. Seventy-five
percent (N=15) also believe that expected changes in behavior or perfor-
bmance upon return to the agency actually occurred. Twenty-five percent
(N=5) indicated that the opportunity had not existed for them to exhibit
changes in behavior or performance.

Program participants were also asked to describe how, other than by
expected benefit, the program has helped them since their return to
their agency (Item 5). Benefits not initially identified or expected
but reported as appearing in the long term include: the use of personal
contacts made while attending the course, a better understanding of how
the agency should be managed, an increased understanding of the poten-
tial feedback received from subordinates, increased use of input from
subordinates in the development of present and future programs, a more
realistic approach to management, and the increased awareness of verson-

al management weaknesses (see Table 8).



Table 8

Reported Benefits

Benefit Number Reporting Percentage Reporting
Personal Contact 13 65
Understanding of Management 6 30
Understanding of Feedback 1 5

Increased Use of Emplovee
Suggestions 8 40

More Realistic Mangement
Approach 2 10

Awareness of Personal
Weaknesses 3 15

N = 20

The follow-up survey also asked participants whether they would
recommend the Police Executive Development Program for individuals
holding positions compafable to theirs (Item 6). Ninety percent (N=18)
of the respondents indicated that they would. Ten percent (N=2) in-
dicated that they would recommend course attendance only to individuals
recently appointed to an executive level position.

These issues were also explored through parallel surveys completed
by the participant’s supervisor. Supervisors were asked to describe the
actual changes in subordinate behavior or performance in terms parallel
to those on the participants follow-up survey (Items 2, 3, 4).
Eighty~two percent of the supervisors believed the program had benefit-

ed the subordinate who attended since his return to the agency. Sixty-
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five percent (N=11) also indicated that expected changes In subordinate
behavior or performance'ﬁpon return to the agency had actually occurred.
Seventeen percent (N=3) indicated that the opportunity has not existed
for the subordinate to exhibit expected changes in behavior or perfor-
mance. Seventeen percent (N=3) also irdicated that expected changes in
subordinate performance or behavior had not been observed, although the
opportunity for the participant to exhibit it had existed. However, all
three said that previous graduates had benefited from program attendance
and that support for the course will continue.

Follow-up surveys completed by the participant supervisors also
asked them to describe how, other than by expected benefit, the program
has helped the subordinate siﬁce return to the agency (Item 5). Bene-
fits not initially identified or expected hut reported as appearing in
the long term include the use of personal contacts made while attending
the program, an enhanced understanding of how the participant's position
relates to overall department operation, increased effectiveness in
dealing with colleagues, and an enhanced understanding of civil liabil-

ity as it relates to the participant's current position (see Table 9).:
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Table 9

Reported Benefits

Benefit Number Reporting Percentage Reporting
Personal Contact 5 29
Understanding of Position 2 11
Increased Effectiveness 8 47

Understanding of Civil
Liability 3 17

The follow-up survey also asked participant's supervisors whether
they would enroll additional personnel in the program (ITtem 6). All of
the supervisors (N=17) indicated that, as a result of impact on the

‘participant, they will enroll additional personnel in the program.
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Judgment of Value

This section provides information about the value of the program
outcomes and usefulness of evaluation information as judged by

the evaluator.

Value of Program Outcomes

Data about the Police Executive Development Program purpose,
curriculum, instructional methods, and benefit have been analyzed.
Program effectiveness was evaluated through: (1) assessment of the
particular needs of the program's clientele to determine whether the
course met their needs, (2) determination of how well official de-
scriptions of the program coincided with the actual program, (3) assess-
ment of the extent to which‘students achieved program objectives, and
(4) examining whether the program affected subsequent student behavior
or job performance.

The evidence suggests that a majority of the participants under-
stood the official program purpose and had general knowledge of what
topics would be addressed in the program. Participants could identify
the benefits expected to result from course participantion. The
majority of the participants' supervisors also understood the official
program purpose and had general knowledge of what topics would be
addressed in the course. The supervisors could identify benefits
expected to result from subordinate participation.

The program curriculum was consistent with the official course
descriptions in that 1t (1) adequately provided participants with
techniques for personal executive development and (2) adequately ex-

plored and explainad current law enforcement management techniques.
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Each topic dealt with important issues, effective techniques, and
innovative approaches to law enforcement management. The program
provided information considered by the evaluator and participants to be
interesting, timely, and directly applicable to law enforcement. Enough
time was generally allowed for each topic, giving the instructor time to
analyze, discuss, and answer participant questions.

Lectures, the basic method of Instruction, were organized around
fourteen topics. Thelr content was consistent with course objectives
and consisted of a logical sequence of ideas. Class discussion enhanced
lectures by giving participants the opportunity to analyze and discuss
the topic. Subgroups of five to six individuals were assigned small
group exercises related to the topic under amalysis. Although they
contributed somewhat to the. instructor's objective, full benefit was not
realized, as instructors failed to adequately administer the activity.
The program also included effective aduinistration and interpretation of
psychological tests. Information was provided on how the resulting test
information was related to personal executive development, test results
were Interpreted, and feedback was given to the participant,

The progran appeareﬁ to ke successful in (1) providing participants
with the nzscessary techniques for personal executive development and (2)
exploring and explaining practical behavioral approaches to law enforce-
ment development. Particlpants 2nd their supervisors reported that
expected changes in behavior or performance upon return to the agency
generally occurred and that there were additional benefits other than

those expected resulted from rrogram participation.



Usefulness of Evaluation
Information

-

The evaluation's primary audience, the Police Executive Development
.Program administrator, was identified prior to the study. To ensure use
of evaluation results, the administrator's preferred method for Informa-
tion presentation and dissemination is used in releasing evaluation
results. The Program Administrater considers the evaluation to also

provide information which can be forwarded to prospective students.
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CHAPTER VI

RESULTS

Information is reported in this chapter about the views of the
Institute of Government Program Administrator and North Carolina Police
Chiefs about the appropriateness and usefulness of the management
training evaluation approach develcped here.

Administrator Views on Appropriateness
oi Approach

The Police Executive Dévelopment Program Director was interviewed
after course evaluation results were made available to him to determine
the appropriateness and usefulness of the evaluation approach developed
here. The two hour interview covered his perceptions about whether the
evalﬁation nrovided information of enough value to justify its cost and
whether the evaluation report's organization was useful in decision-
making. Information was also collected about whether the Director
thought (1) the evaluation's costs in time and money would prohibit its
general application, (2) the resulting reports would be likely to
provide information of enough value to justify its cost in general
applicatioﬁ to police management development programs, (3) enough
ccoperation of the trailning staff, course participants, and partici-
pants' éupervisors could be obtained to allow lis general application
to police manégement development programs, {4) the evaluation report's
organization would be helpful in the decision-making process of police

managenent development program edministrators.



An important objective of the interview was to obtain the adminis-
trator's perceptions about whether the program evaluation provided
information of enough value to justify its cost. The administrator was
advised that the evaluation cost four percent of the total amount that
agencies had invested (in terms of employee salary and benefits, course
tuition, and supplies) in their representative's attendance. He was
also advised that training program participants spent a total of one
hour and fifteen minutes completing evaluation surveys, while their
supervisors completed two, fifteen minute questionnaires. The adminis-

rator stated that "without a question" the evaluation provided informa-~
tion of encugh value to justify the cost. He added that "the evaluation
provided comprehensive and concise information about program content and
instructional methodology thnat has resulted in the planned modification
of both content and instructional methodology."

The second interview objective was to collect information about the
administrator's perceptions of whether the evaluation report's orga-
nization was helpful in decision-making. The administrator indicated
that the evaluatidn report was "written in a manner that is interesting,
informative, and enjoyable to read." He stated that '"the evaluation
results were reported using a format that is definitely conducive to the
decision-making process." However, the administrator recommended that
an "executive summary" accompany the evaluation report and that the
summary consist of three of four conclusions and recommendations. The
administrator stated that such a summary would focus the training.
program official on those issues "around which a change program could

be built.”
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Another important objective of the interview was to collect infor-
mation about the administrator's perceptions of whether the evaluatiom
approach could be applicable to police management development programs
in generai. He reported that he beileved evaluation‘costs in time and
money would allow its general application to police management develop-
ment programs, He thought the evaluation provided inforwation of anough
value to justify its cost in general application to police management
development programs. He alsc believed that cooperation of the training
staff, course participants, and participants' supervisors would be
sufficient to allow its general application. Finally, he believed the
evajuation report organization tc be conducive to the general decision-

making process of police management development program administrators.

Police Chiefs Views on Appropriateness
of Approach

Chiefs of 2ll North Carolinu police and/or public safety agencies
with fifty or more emplovees ware sent a detailed description of the
evaluation approach developed here (see Appendix G).

The chiefs were surveyed after thé'description of the evaluation
approach was made available to them. Their responses were used to
determine the appropriatenééé and usefulness of the evaluation approach.
Information collected inclﬁded perceptions about whether (1) the eval-
uation's coéts in terms of time and meney prohibit its general applica-
tion, (2) the reports resulting éré likely to provide information of
enough value to justify its costs, {3) enough cooperation of training
staff, covrse participants, and their supervisors could be obtained to

allow its application to police management training programs, (4) the
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organization of the evaluation report is conducive to the decision-
making process. -

The first objective of the survey was to see whether the chiefs
thought the evaluation approach's costs in time and money would prohibit
its application to police management development programs. Item !
reported to the respondents that the "evaluation approach was recently
applied to a police management development program. The evaluation cost
four percent of the total amount that agencies had invested (in terms of
employee salary and benefits, course tuition, and supplies) in their
repreéentative's attendance. Participants of the training program spent
a total of one hour and 15 minutes completing evaluation surveys, while
their supervisors completed two, fifteen minute questionnaires."
Eighty~three percent (N=20). of the respondents thought that the eval-
uation costs would allow its general application to police management
development programs. However, seventeen percent (N=4) responded that
evaluation costs prohibit its general application to police management
development programs. One respondent indicated that participant survey
time should be reduced. Two believed that evaluation administrative
costs would excead agency budget. One was unable to answer due to lack
of specific information in the report.

The second objective was to see whether the chiefs thought the
evaluation content was likely tc¢ provide information of enough value to
justify its cost (see Item 2). Seventy-one percent (N=17) reported that
the evaluation provides information of enough value to justify its
costs. However, sixteen percent (N=4) reported that the evaluation does

not provide useful information. One respondent indicated that the

additional training cost would not be well received, while three said
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that evaluation information does not affect decilsions about whether or
not to offer training. -Three of the respondents reported that they are
unable to determine due to lack of specific information contained in
the report.

Item 3 told the respondents that the "evaluation approach requires
the assistance and cooperation of the training staff, course partici-
pants, and their supervisors.”" Respondents were asked whether or not
they think these groups cooperate well enough to allow general applica-
tion of the approach to police management development programs.
Eighty-eight percent (N=21) of the respondents reported that they think
the groups would cooperate enough to allow general application of the
evaluation approach. Eight percent (N=2) reported that the groups will
probably cooperate enough oﬁly if given adequate information about
reasons f£or the evaluation beforehand. One respondent indicated that
the training staff probably would not assist because of the added
training cost.

Another objective of the survey was to collect information about
the respondents' perceptions of whether the organization of the eval-
uation report is conducive to the decision~making process. All (N=24)
of the respondents reported that they consider the evaluation report's
organization to be useful in the decision~-making process. However, one
respondent suggested that the report be available in full text or

in summary format.
SUMMARY

Information was reported in this chapter about the views of the

Police Executive Development Program Director and North Carolina Police



Chiefs about the appropriateness and usefulness of the management
training evaluation approach developed here.

Information provided ‘indicates that both the Police Executive
Development Program Director and North Carolina Police Chiefs consider
the evaluation to provide information of enough value to justify its
costs and the evaluation report's organization to be useful in decision-
making. Information reported also suggests that they generally consider
(1) the evaluation's cost in time and money to allow its general appli-
cations, (2) the resulting report likely to provide information of
enough value to justify its cost in general application to management
development programs, (3) the evaluation to be generally applicable due
to the willingness of staff, course participants, and theilr supervisors
tc cooperate with the evaluétor, (45 the evaluation report's orga-
nization to be helpful in the decision-making process of police manage-
ment development program administratorsf

Information presented in this chapter suggests that both the Police
Executive Development Program Administrator and North Carolina Police
Chiefs consider the evaluation approach to be appropriate for and useful

in the assessment of police management development programs.
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CHAPTER VII

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

Summarz

A review of the literature about law enforcement training in
general indicated that decision makers in some police organizations
recognize the importance of determining how well training programs
function. The literature suggests, however, that generally only a
limited number of variables are taken iInto consideration when police
management training programé are evaluated,

While there is relatively litile information about assessing police
management development training, there 1s considerable information
about the evaluation of educational programs in general. Strategies for
planning education evaluvation studies have been divided into three basic
types, judgment models, decision management models, and decision-
objective models,

The judgment model contributes to program evaluation by providing
administraters and prospective ciients with information for use in
making judgments about the program. Information is collected from
various sources using several data collectlon instruments. The model
includes both formatlve and summative evaluation, allowing for program
improvement at any stage. It invelves continuous communication between
the program administrator and evaluator. However, the judgment model
does not provide a method for determining whether benefits resulting

from course participants are transferrable to the work setting. It aiso
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pays too little attention to providing information that the program
administrator can actualiy use in making decisions.

The decision-management model contributes to program assessment by
emphasizing that evaluation reports must provide useful and relevant
information to program administrators.® However, the decision-management
model does not emphasize judgment of the evaluator in the
evaluation process,

The decision-objective model contributes to the effectiveness of
program assessment by determining the extent to which precisely defined
training purposes are realized. It assesses the degree of congruency
between student performance and clearly defined program objectives. It
is easily understood, allowing program administrators to design eval-
uation studies. However, the model places little emphasis on assessing
the program’s overall worth. It may result in a narrowly focused
evaluvation by assessing only the program characteristic of
objective attainment.

Due to organizational and professional constraints, police managers
tend to ignore the use of general education evaluation approaches.
Moreover, none of these approaches are completely adequate for police
management development program evaluation.

The present study undertook to remedy thié problem. It developed
an evaluation model that draws on each evaluation strategy's contribu-
tion to the design of effective evaluation studies. However, it is
broad based enough to reduce many of the liabilities associated with
program assessment using any,oné avaluation strategy. It collects
informaition to describe a police management training program as a basis

for making judgments abour it. The approach collects informatiom that
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can be used to improve the program, as well as be disseminated to
prospective students to .help them choose among available training
programs. Information is gathered about conditions existing prior to
instruction, encounters occurring during the training period, and
instructional consequences.

The evaluation approach is designed to provide information that
will enable program administrators to determine the strengths of the
program and, if necessary, decide how the program should be modified to
better serve current students or be introduced to a different student
popuiation, It systematically identifies information needed by program
decision-makers, collects and analyzes the information, and furnishes
the Information to them, using methods that aid in decisicen making. It
also includes steps to ensure use of evaluation information by decision
makers. The process Includes identifying potential users of the eval-
uation information and using the most effective presentation and dis-
semination methods for releasing evaluation results.

The resulting model for evaluation of management development
programs for police persounel has four major parts: (1) assessment of
the needs of the training program's "interest groups" to determine
whether the program meets their needs; (2) determination of the degree
to which the officilal descriptions of the program coincide with the
actual training program; (3) the assessment of whether students achieve
the training program objectives; (4) discovering how the training
program affects subsequent student behavior or job performance.

The appropriateness and usefulness of this evaluation model was
investigated by its application to the four week Police Executive

Development Program conducted by the Institute of Government at the
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University of North Carolina at Chapel Hill. The Program Director was
interviewed after course’evaluation results were made available to him
to determine the appropriateness and usefulness of the model. In
addition, a detalled description of the approach was disseminated to a
sample of North Carolina Chiefs of Police to obtain their views about
its appropriateness and usefulness.

The study collected information using surveys, field interviews,
and nonparticipant observation,

Surveys were used to (1) collect data from participants in the
Institute of Government Course and their supervisors to investigate
relevant knowledge, opinion, attitudes, characteristics, as well as to
coliect information about expected and actual program benefit, content,
and process, (2) determine how program administrators view the appropri-
ateness and usefulness of the evaluation approach developed here after
evaluation results are made available to them, and Z3) determine how
North Caroline Chiefs of Police view the appropriateness and usefulness
of the resulting management development evaluation approach.

Field interviews supplemented the surveys by gathering information
about program curriculum, instructional methods, and benefits not
readily ascertainable through questionnaires,

Nonparticipant, naturalistic observation was also used during the
evaluation of the Police Executive Development Program. An evaluation
instrument guided note taking during each observation period. The
evaluation instrument is in the form of a checklist, requiring the
evaluator to basically respond about whether particular procedures are

or are not performed. Evaluation criteria are broken down into specific



99
observable elements with space provided for evaluation comments.
Detailed notes on prograﬁ curriculum and instructional

methods were made for comparison with survey and interview responses.
Conclusion

The developed approach was examined by its application to eval-
uation of the Institute of Government's Executive Development Program.
The approach proved to be an effective tool for assessing the pelice
management training program. However, three problems were encountered.
Participant supervisors were reluctant to complete and return pre- and
post-course surveys. Participants were reluctant to discuss course
deficiency during interviews and while completing the course critique.
Participants also asked queétions of the course observer and otherwise
attempted to have him activeiy participate in the program,

The program administrator was interviewed after course evaluation
results were made available. The administrator reported that the
evaluation provided information of enough value to justify its cost and
that the results were reported using a format that is conducive to the
decision making process. He also stated that, in his opinzon, the
approach is applicable to police management development programs
in general.

A majority of Police Chiefs surveved believed evaluation costs
allowed its general application to police management development pro-
grams. They also report that the evaluation approach provides informa-
tion of enough wvalue to justify its cost. A majority also believe the
evaluvation approach would be generally applicable to police management

development programs due to the willingness of staff, course
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participants, and their supervisors to cocperate with the evaluator.
All respondents considered the report format to be conducive to the

decision making process.

Recommendations

The evaluation strategy is based on the collection of various types
of information about the management development program under analysis.
Surveys, field interviews, and nonparticipant observations are used to
collect this information. Data collection instrument validity and
reliability has been ensured through the use of certain evaluation
construction and rating procedures.

Case study results showed that the various data collection instru-
ments developed here providé information that is consistent and useful.
Those surveyed and interviewed indicate that the data collection proce-
dures provide information of enough value to justify the evaluation
approach's general application to police management development pro-
grams. However, it is the author's recommendation that future research-
ers carefully analyze the data collection instruments developed here in
terms of validity and reliability.

Case study results provide additional information that might prove
useful to future evaluators. It is recommended that evaluators take the
following suggestions into consideration when planning and conducting
course assessment,

First, it 1s recommended that the evaluation strategy have four
primary objectives: (1) assessment of the particular needs of the
program's various “interest groups" to determine whether the course as

it presently exists meets theilr needs; (2) determination of the degree
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to which planning descriptions of the program coincide with the actual
program; (3) assessment ‘of the extent to which those participating as
students achieve the program objectives; and (4) determination of the
degree to which the program affects subsequent student behavior or job
performance. This strategy collects I1rnformation to describe the program
in a way that administrators can use in making judgments about it. It
is designed to gather adequate information about conditions existing
prior to instruction, encounters occurring during the training period,
and instructional consequences.

Second, when plannirg for assessment, it is suggested that the
evaluator identify the users of evaluation information and datz needed
by them for decision making. This ensures development and application
of an assessment strategy likely to capture useful information. This
also ensures administrator support that is crucial to successful
course evaluation.

Third, the evaluator should develop various data collection instru-
ments designed specifically for the program under study. This results
in an instrument more capable of gathering adequate information about
course curriculum, instructicnal methods, and benefits.

Fourth, the evaluation strategy should include multiple data
collection dnstruments such as surveys, fleld interviews, and nonpartic-
ipant observation. It 1is suggested that the evaluator determine whether
information provided by the instruments are consistent. This analysis
may identlify a need for additional data collection activities.

Fifth, the evaluator shouald pretest instruments developed for data
collection. . This minimizes the probabllity of using an instrument that

is too lengthy, wordy or unclear. This in turn increases the likeliihood



that the assessor will collect adequate information for
course evaluationm. ‘

Sixth, it 1s recommended that the evaluator meet with or send
information letters to participants and their supervisors prior to
assessment. Information about the evaluation purpose and benefits that
result from adequate course appraisal should be included. This might
reduce individual reluctance to criticize the program under study. 1In
addition, the course observer should advise participants about the
Importance of nonparticipant observation. This minimizes participant
attempts to persuade the observer to participate in the program.

Seventh, an "executive summary" should accompany the evaluation
report. The summary should list major evaluation results along with
assessor conclusion and recommendations. This provides key information
to the course administrator and increases the likelilhood of evaluation
results being used.

Eighth, it is suggested that the resulting evaluation report
furnish information to program administrators using a method conducive
to decision making. The report should normally consist of five
sections: (1) evaluation objectives, (2) evaluation methodology, (3)
program description, (4) program outcomes, and (5) judgment of value.
This report format provides administrators adequate information for use
in making judgments about the course.

Finally, the evaluator should determine how program administrators
view the appropriateness and usefulness of the evaluation strategy after
results are made available to them. This feedback mav help the assessor

identify the need for further evaluation approach modification.
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Institute of Government

University of North Carclina
at Chapel Hill

Chapel 'Hill, N.C. 27514
January 11, 1985

B. Keith Simerson
Rt. 9, Box 330C
Salisbury, N.C. 28144

Dear Keith:

This letter is formal notification that you are author-
ized to conduct research at the University of North Carclina
at Chapel Hill's Institute of Government. This authorizaticn
anplies only to the evaluation of the Institute's four week
Police Executive Development Program. It is understood that
the result of this study will be included in a doctoral dis-
sertation.

If you have any questions regarding this, do not hesitate
to contact me.
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EVALUATION STUDY OF THE POLICE

EXECUTIVE DEVELOPMENT PROGRAM

Background

During the past year research has been conducted in the topic area of
management development program evaluation, An evaluation model applicable
to police management development programs has been developed based on informa-
tion received from relevant literature and chiefs of police.

As part of the Institute of Government's continuing effort to insure
program quality and as a "case study" to determine model usefulness, this
study applies the developed evaluation model to the four week Police Execu-
tive Development Program.

The result of this study will be reported in a doctoral dissertation.
In addition, information regarding the program will be forwarded to the

program coordinator for consideration.

Considerations

The University of North Carolina at Chapel Hill's Institute of Government
has conducted the four week Police Executive Development Program for the past
five years. Course content and methodology will not change as a result of the
evaluation study. The model involves the use of surveys and interviews. Subjects
participating in either will do so on a voluntary basis and will have the
right not to participate and/or withdraw at any time. Survey and interview
results will not be identifiable by name or identification number - this informa-
tion source will remain anonymous and confidential, The model also involves
the use of nonparticipant observation. The attitude of participants and program
conditions and procedures will not be affected by such observation. The specific
name of the Institute or program will not be identified in the resulting
dissertation unless authorized by the program coordinator. No risk to the
participante has been identified. Benefit has been identified as giving
individuals the opportunity to contribute to police executive development practice
in North Carolina.

Researcher Biography

Currently the Administrative Services Director of the Salisbury Police
Department and Adjunct Professor at Gardner-Webb College. Received the B.A.
in Criminal Justice in 1979 and M.A. in Higher Education in 1981,



RESEARCH PARTICIPANT CONSENT FORM#*

I understand that my participation in this evaluation effort is
voluntary. I may refuse to participate and/or withdraw at any time.
Tf I do participate, the information I supply will remain anonymous and
confidential.

Name Date

Witness

*If you have any questions regarding this or any form relating to the
evaluation of the Police Executive Development Program, please contact:

B. Keith Simerson

Salisbury Police Department

P. 0. Box 421

Salisbury, N. C. 28145-0421

Telephone (w) 704/637-3312; (h) 704/637-888Q
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Salisbury Police Department
Post Office Box 421
Salisbury, N, C. 28145-0421
January 17, 1985

Dear Program Participant:

As program participant, you are in a position to provide information
regarding personal and agency expectation of the Police Executive Develop-
ment Program.

Please complete the attached survey. It should take approximately
fifteen minutes ro complete. Information obtained will remain anonymous
and confidential. (This survey is numbered for tracking purposes; your
identification number will be destroyed once all surveying is complete.)

Please return to Ron Lynch on January 18, 1985.

If you have any questions regarding this survey, please contact
B, K. Simerson at (w) 704/637-3312 or (h) 704/637-8880 or contact
Mr, Ron Lynch at the Institute of Govermment,

Thank you for your assistance.

Cordially,

B. K. Simerson
Program Evaluator



la. As a current participant in the management development course, I under-

stand the general goal(s) of the program,

Yes No

1b. If "Yes" this understanding is based on information from (check as many

as apply):
previous participants
program representatives
program information brochure
other police managers

other source(s) - please describe:

it is my understanding that the major goal of the management development

program is:

On my return to the agency I expect to exhibit the following changes in my
behavior ox performance:

a.
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Couvrse benefit other than (or in addition to) changes in behavior or

-
performance is expected. These include:

a.

It is my understanding that the management development program will address
the following topics:

Topic ) Tes No

Communication Skills

Human Relations

Decision Making

Performance Evaluation

Planning

Management Styies

Management by Objectives

Budgeting

Computer Literacy

Personnel Law °

Civil Liability

Human Behavior

The Future of Law Enforcement

other

other



6a. After enrolling in the management development program, an orientation

6b.

session was conducted at my agency.
Yes " No
If "Yes" information was obtained regarding:

What to expect of the program Yes

How my supervisor expects the information
to be used Yes

What the objectives of the program are Yes
What changes in behavior or performance
is expected as a result of program

particilpation Yes

What benefit other than changes in
behavior or performance is expected Yes

If you have any questions regarding thils survey, please
B. K. Simerson.

THANK YCU FOR YOUR ASSISTANCE.

contact

No

No

No

No

No
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Salisbury Police Department
Post Office Box 421

. Salisbury, N. C. 28145-0421
January 17, 1985

Dear Sir:

During the past year research has been conducted in the area of manage-~
ment development program evaluation. An evaluation model applicable to police
management development programs has been developed based on information
received from relevant literature and chiefs of police.

As part of the Institute of Covernment's continuing effort to insure
program quality and as a case study to determine model usefulness, this
study applies the developed model to the four week Police Executive Develop-
ment Program.

A representative of your agency is currently enrolled in the Institute's
Police Executive Development Program. You have been identified by this
individual as being in a position to provide information regarding your
agency's expectations of the program,

Please complete the enclosed survey, It should take approximately
fifteen minutes to complete. Information obtained will remain anonymous
and confidential., (This survey is numbered for tracking purposes; your
agency's identification number will be destroyed once all surveying is

complete).

Please return by February 01, 1985 to B. K. Simerson, Salisbury Police
Department, P. G. Box 421, Salisbury, N. C. 28145-0421, A stamped, pre~
addressed envelcpe is enclosed for your convenience.

If you have any questions regarding this survey, please contact
B. K. Simerson at (w) 704/637-3312 or (h) 704/637-8880 or contact
Mr. Ron Lynch at the Institute of Government at 919/966-4394,

Thank you for your assistance.

Cordially,

B. K. Simerson
Program Evaluator



la. Before enrolling my participant in the management development course,

I understand the general goai(s) of the program.,

Yes No

Ib. If "Yes" this understanding was based on information from (check as many

as apply):

previous participants
program representatives
program informatior byochure
other police managers

other source(s) - please describe

It is my understanding that the major goal of the management development

program is:

On the participant's return to che agency, I expect to observe the following
changes in behavior or performance:

2.
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Course benefit other than (or in addition to) changes in behavior or

performance 1is expected. These include:

a.

It is my understanding that the management development

the following topics:
Topic
Communication Skills
Human Relations
Decision Mzking
Performance Evaluation
Planning

Management Styles
Management by Objectives
Budgeting

Computer Literacy
Perscnnel Law

Civil Liability

Human Behavier

The Yuture of Law Enforcement

Cther

Other

program will

Yes

address



6a. After enrolling my participant in the management development program, an

6b.

orientation session was held.

If "Yes" information was given the participant regarding:

What to expect of the program

How I expect the information to be
used

What the objectives of the program
are

What changes in behavior or
performance is expected as a
result of program participation

What benefit other than changes
in behvaior or performance is
expected

PLEASE RETURN IN THE ENCLOSED ENVELOPE TO:

THANK YOU FOR YOUR ASSISTANCE.

Yes

Yes

Yes

Yes

Yes

Yes

B. K. SIMERSON

No

No

No

No

No

No

IF YOU HAVE ANY QUESTIONS REGARDING THIS SURVEY, PLEASE CONTACT PROGRAM
EVALUATOR B. K. SIMERSON AT (W) 704/637-3312 or (H) 704/637-8880,

SALISBURY POLICE DEPT.

P. 0. BOX 421

Salisbury, NC 28145
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Day Number
09

10

11

13

16

19

290

Time

5:00
5:00
12:00
5:00
5:40
12:00
5:00
5:40

12:00

5:40
12:00
5:00
5:40
12:00
5:00

12:00

JNTERVIEW SCHEDULE

I. D. Number

001
003
004
005
006
008
009
012
013
014
015

Ccl6

121

Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building
Building

Building
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OBSERVATION EVALUATION FORM

3

THE "OBSERVATION EVALUATION FORM" IS TO BE COMPLETED BY THE EVALUATOR DURING
EACH PROGRAM OBSERVATION PERIOD.

LESSON CONTENT

I. ™Introduction’ Section

1.

The lesson title or purpose is stated in a manner that clearly
indicates the purpose of the block of instruction.

Yes No

———

Comments:

Student performance objectives are stated.

Yes No

If "no," the instructor relates how the participant will use acquired
knowledge.

Yes No

Comments:

The instructor relates current topic to previous blocks of instruction.

Yes No

Comment.s:

II. Lesson '"Body”

4.

Sufficient information is given to iniroduce the topic.

Yes No

Comments:




io.
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Information is provided in a logical sequence so that new concepts
are built on previous information.

Yes No

Comments:

When needed, the relationship of one idea to the next is explained.

Yes No

Comments:

Information is provided that supports the lesson title or purpose previous-
1y stated by the instructor.

Yes No

Comments:

There is a smooth transition from one topic to the next.

Yes No

Comments:

“"New" terms are defined.

Yes No

Comments:

Personal experience is appropriately used to emphasize points.

Yes . No

Comments:




14.

ITXL.

15.

16.

Brief anecdotes are appropriately used to emphasize points,

Yes No

Comments:

Instruction is executed to allow time for adequate analysis of management

techniques related specifically to law enforcement.

Yes No

Comments:

Instruction is executed to allow time for adequate analysis of
issues related specifically to law enforcement management.

Yes No

Comnments:

current

Information provided is considered "timely."

Yes No

Conmments:
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Lesson ""Conclusion”
Laesson conclusion includes a summary of major points.
Yes No

Comments:

Conclusion includes a closing staiement which relates the importance of the

block of instruction to the participants.

Yes No

Comments:




i7.

i INSTRUCTIONAL, METHODS

-
.

Tastructor arranges classroom to meet needs of subject matter.

Yes No
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Instructor uses training aids that are appropriate to the subject matter.

Yes No

Comments:

Instructor, when using a training aid:

a. introduces it _____Yes _____No
b. relates it to the subject _____Yes _____No
c. follows-up with a summary _____Yes ___No
d. follows—up with an opportunity for questions ____Yes ______No
Comments:

Instructar asks participants queétions to check their understanding of topic

s
infomation.

Yes No

Comments:

Instructor acknowledges questions asked by students.

Yes . No

Comments:




22.

23.

24,

25,

28.
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Instructor asks participants questions which requires interpretation of
newly acquired information.

r's
.

Yes No

Comments:

Instructor asks participants questions which requires application of newly
acquired information.

Yes No

Comments:

Approximate percentage of lesson taught using the lecture instruction
method. If "0," skip to Item #26.

Instructor incorporates relevant examples into lecture,
Yes No

Comments:

Approximated percentage of class time spent on class discussion.
If "0," skip to Item #29,

Adequate time allowed for problem analysis.
Yes No

Comments:

Instructor guides discussion, when necessary, to increase its contribution
tc the topic under analysis.

Yes No

Comments:




29,

30.

31.

32,

33.

Approximate percentage of lesson tuaght using small group exercises.

If "0," skip to Item #35.

Small group exercise focuses on a particular issue or problem.

Yes No

Comments:

When preparing for small group exercise, instructor:

a. 1identifies issue for discussion

b. ensures that participants understand what the issue is

c. 1identifies the exercise goal

d. sets time limits for the exercise

e. ensures that participants understand what the time list is
f. selects a participant to facilitate the activity

Comments: \

Yes

The instructor or a designee monitors the small group exercise,.

Yes No

Comments:

Instructor or a designee guides activity, when necessary, to increase its

contribution to the issue under analysis,

Yes No

Comments:

No

No

No

No

No

No



37.

38.
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Adequate time is allowed for follow-up discussion after class is readjourned.

L3

Yes No

Comments:

Approximate percentage of lesson taught through the administration and
analysis of pscyhological tests. If "0," evaluation is complete.

When preparing participants for psychological tests, instructor:

a. specifies what informatlon the test will produce Yes Mo
b. relates information to the topic under analysis Yes Ne
Comments:

Adequate time is allowed for analysis of psychological test results.

Yes No

Comments:

Adequate feedback is provided to the participant following test administra-
tion and analysis. ’

Yes No

Comments:
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COURSE CRITIQUE

Course: Police Executive Development Program
Date: 01/14 - 05/10
Coordinator: Mr, Ronald G. Lynch

Location: Institute of Government
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The constructive evaluation of rhis course by participants' is a primary
source of information for course improvement. Please place a check in the

box which represents your evaluation of each course factor.

Course Factor Was It

Instructional Facilities Suitable for Hindered
Comments: learning learning
/ /
Course Content Interesting Boring
Comments:
/ /

Ccurse Content
Comments:

Course Content
Comments:

Course Transferability
Comments:

Course Materials
Comments:

Instructicnal Methods
Comments:

Coordination
Comments:

Useful in law

Not useful in

enforcement law enforcement
/ /

State of the Qutdated

art
/ /

Applicable to
my job

Not useful in
my job

/ /
Useful for future Not useful
reference

/ /
Helped me learn Did not help
material me learn

/ /
Activities flowed Course

smoothly

run smoothly

]

!




Instructor Preparation
Comments:

Course Objectives
Comments:

Instructional Aids
Comments:

Lesson Organization
Comments:

[Instructor Attitude
omments:

imall Group Exercises
omments:

nstructor/Participant
nteraction
omments:

vestions Asked the Instructor

ommencs .

Prepared to
teach

/

132

Not prepared to
teach

/

Content matched
objectives

/

Content not
related to obj.

/

Appropriate for
content covered

/

Not used

/

Logical sequence

Topics seemed

of topics unrelated

/ /
Enthusiastic Unenthusiastic

/ /
Helped me learn Not beneficial
material

/ /
Individual Individual
attention acttention
gilven not given

/ /

WVere answered

/

Did not respond

/

Please place a check in the box which represents your evaluation of the amount

£ time spent eon each topic.

Topic

Time Spent on This Topic Was:

*adership Styles
Jmmencs:

irsonal Preference Inventory

mments :

Too Much About Right

Too Little

Too Much  About Right

Too Little




Relationships to City/County
Manager -
Comments:

Myers-Briggs Type Indicator
Comments:

Communications
Conmments:

Planning
Comments:

Power
Comments:

Personnel Law
Comments:

Human Behavior
Comments:

Jevelopment of Personal Plan
Jomments:

‘uturz of Law Enforcement Agencies
lomments:

fanagement Issues
omments :
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Too Much  About Right Too Little

— / /

Too Much  About Right Too Little
/ /

Too Much  About Right Too Little
/ /

Too Much  About Right Too Little
/ /

Too Much About Right Too Little
/ /

Too Much  About Right Too Little
/ /

Too Much  About Right Too Little
/ /

Toc Much  About Right  Too Little
/ /

Too Much  About Right Too Little
/ /

Too Much  About Right Too Little
/ /
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Issues Regarding Productivity Too Much About Right Too Little
Comments:

/ /
Decision-Making "Too Much About Right Too Little
Comments: _

/ /

Please place a check in the box which represents your evaluation of the
amount of time spent on each during the course.

The Lecture Method of Instruction Too Much  About Right  Too Little
Comments:

/ /
Individual Projects Too Much  About Right  Too Little
Comments:

/ /
The Use of Psychological Tests Too Much  About Right Too Little
Comments:

/ /
Small Group Exercises Too Much  About Right  Too Little
Comments :

/ /
Class Discussion Too Much  About Right Toc Little
Comments:

/ /

The course description states that this course is 'designed to provide command
personnel with the necessary techniques in personal Executive Development, The
course is oriented toward explaining and exploring practical behavioral approaches
to ZExecutive Development."

1. 1In your opinion, did the course accomplish what it was designed to accomplish?
Yes . No

If "N," what factors do yocu think hindered the course accomplishing what it
was designed to accomplish?
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'

2. Do you think course participants should have more input into what content is
covered during each particular course? Yes No

3., What suggestions do you have for modification or improvement of the course?
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Salisbury Police Department
Post Office Boux 421
Salisbury, N. C. 28145-0421
July 27, 1985

Dear Colleague:

As a recent graduate of the Institute of Government's Police Executive
Development Program, you are in a position to provide information regarding
whether your expectations of the program were fulfilled and the extent to
which Information gained during the program has benefitted you and your
agency,

Please complete the attached survey. It should take approximately
fifteen minutes to complete, Infermation obtained will remain anonymous
and confidential. (This survey is numbered for tracking purposes; your
identification numbier will be destroyed once all surveying is complete.)

Please return the attached survey by August 10, 1985 to B, K. Simerson,
Salisbury Police Department, P. O. Box 421, Salisbury, N. C. 28145-0421,
A stamped, preaddressed envelope is enclosed for your convenience.

Included 'in this packet is an envelope containing a follow-up survey
which should be forwarded to the supervisor who completed the 'pre~course'
survey at the beginning of the Police Executive Development Program.
Please forward the envelope and contents to your supervisor as soon as
possible. '

If you have any questions regarding this survey, please contact
B. X. Simerson at 704/637-3312 or 704/637-888Q or contact Mr. Ron Lynch
at the Institute of Government at 919/966--4394,

Thank you for your assistance.

Cordially,

B. K. Simefson
Program Evaluator
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FOLLOW~-UP SURVEY

At the beginning of the Police Executive Development Program you indicated
that vou expected to exhibit the following changes in behavior or performance
upon your return to your agency:

a.

Place an "x" next to the statement which most accurately describes the
actual change in your behavior or performance.

a. In regard to 1{a) above:
expected change in behavior or performance has been exhibited.

opportunity has not existed for me to exhibit expected change
in behavior or performance.

expected change in perfeormance or behavior has not been
exhibited although the opportunity to exhibit it has existed.

b. In regard to 1(b) above:
expected change in behavior or performance has been exhibited.

opportunity has not existed for me to exhibit expected change in
behavior or performance.

expected change in performance or behavior has not been exhibited
although the opportunity to exhibit it has existed.

c. In regard to 1l(c¢) above:
expected change in behavior or performance has been exhibited.

opportunity has not existed for me to exhibit expected change in
behavicr or performance.

expected change in performance or behavior has not been exhibited
although the opportunity to exhibit it has existed.
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d. In regard to 1(d) above:

expected change in behavior or performance has been exhibited.

opportunity has not existed for me to exhibit expected change in
behavior or performance.

expected change in performance or behavior has not been exhibited
although the opportunity to exhibit it has existed.

At the beginning of the Police Executive Development Program you indicated
that you also expected the course to berefit you by:

a.

Place an "x" next to the statement which most accurately describe the actual
Benefir{s) of the course.

a, In regard to 3(a) above:
the course was of great benefit
the course was of some benefit
the course was of no benefit

b. In regard to 3(b) above:
the course was of .great benefit
the course was of some'benefit

the course was of no benefit

c. In regard to 3(c) above:
the course was of great benefit
the course was of some benefit

the course was of no benefit



d. 1In regard to 3(d) above:
the course was of great benefit
the course was of some benefit

the course was of no benefit

Other than what has been indicated above, how else has the course benefited

you since your return to your agency?

Based on course impact, would you recommend this course for individuals

holding positions comparable to yours? Yes No

If "Yes,'" your primary reason is:

If "No," your primary reason is:

Were the following topics addressed during the Police Executive Development
Program?

Topic Yes No

Communication Skills
Human Relations
Decision Making
Performance Evaluation
Planning

Management Styles
Managenmant by Objectives
Budgeting

Computer Literacy
Personnel Law

Civil Liability

140
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Topic : Yes No
Human Behavior
The Future of Law Enforcement
Analysis Techniques
Team Building
Intuitive Thinking
Leadership Skills
Comparative Law Enforcement
Techniques of Power

Organizational Structure

IF YOU HAVE ANY QUESTIONS REGARDING THIS SURVEY, PLEASE CONTACT
B. K. SIMERSON AT (WORK) 704/637-3312 or (HOME) 704/637-8880.

PLEASE RETURN IN THE ENCLOSED ENVELOPE TO: B. K. SIMERSON
SALISBURY POLICE DEPT.
P, 0, BOX 421
SALTSBURY, N. C. 28145-0421

THANK YOU FOR YOUR ASSISTANCE.
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Salisbury Police Department
Post Office Box 421
Salisbury, N. C. 28145-0421
July 27, 1985

Dear Sir:

A representative of your agency recently completed the Institute of
Government's Police Executive Development Program. As this individual's
supervisor you were earlier asked to provide information about your
expectations of the program. It is now requested that you provide informa-
tion regarding the extent of whicn information gained during the program
has benefited the course participant and your agency and whether your
expectations of the program were fulfilled.

Please complete the enclosed survey. It should take approximately
fifteen minutes to complete. Information obtained will remain anonymous
and confidential. (This survey is numbered for tracking purposes; your
identification number will be destroyed once all surveying is complete.)

Please return the enclosed survey by August 10, 1985 to B. K. Simerson,
Salisbury Police Department, P. 0. Box 421, Salisbury, N. C. 28145-0421,
A stamped, preaddressed envelope is enclosed for your convenience.

If you have any questions regarding this survey, please contact
B. K. Simersor at 704/637-3312 or 704/637-8880 or contact Ron Lynch at the
Institute of Government at (919/966-4394,

Thank you for your assistance.

Cordially,

B. K. Simerson
Program Evaluator
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FOLLOW--UP SURVEY

-
v

At the beginning of the Police Executive Development Program you indicated
that you expected to observe the following changes in the participant's
behavior or performance upon return to the agency:

Place an "x'" next to the statement which most accuracely describes the
actual change in the participant's behavior,

In regard to 1(a) above:

expected change in behavior or performance has been observed.

opportunity has not existed for the participant to exhibit expected
chauge in behavior or performance.

expected change in performance or behavior has not been observed

although the opportunity for the participant to exhibit it has existed.

In regard to 1(b) above:

____expected change in behavior or performance has been observed.

opportunity has not existed for the participant to exhibit expected
change in behavior or performance.

expected change in performance or behavior has not been observed although
the opportunity for the participant tc exhibit it has existed.



In regard to 1 (¢) above:
expected change in behavior or performance has been observed.

opportunity has not existed for the participant to exhibit expected
change in behavior or performance.

expected change in performance or behavior has not been observed
although the opportunity for the participant to exhibit it has existed.

In regard to 1{d) above:
expected change in behavior or performance has been observed,

opportunity has not existed for the participant to exhibit expected
change in behavior or performance.

expected change in performance or behavior has not been observed
although the opportunity for the participant to exhibit it has existed.

At the beginning of the Police Executive Development Program you indicated
that you also expected the course to benefit thlie participant by:

2.
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Place an "x" next to the statement which most accurately describes the actual

benefit of the course,

In regard to 3(a) above:
the course was of great benefit
the course was of some benefit

the course was of no benefit



145

In regard to 3(b) above:

___ the course was of greatfbenefit
thé couvrse was of some benefit
the course was of no benefit

In regard to 3(c) above:
the course was of great benefit
the course was of some benefit
the course was of no benefit

In regard to 3(d) above:
the course was of great benefit
the course was of some benefit
the course was of no benefit

5. Other than what has been indicated above, how else has the course benefited
the participant since return to the agency?

6. Based on course impact, would you enroll personnel in the Police Executive
Development Program in the future?

Yes A No

if "Yes," your primary reason is:

If "Nec," your primary reason is:

IF YOU HAVE ANY QUESTIONS REGARDING THIS SURVEY, PLEASE CONTACT B. K. SIMERSON
AT 704/637-8830.

PLEASE RETURN IN THE ENCLOSED ENVELOPE TO: B, K. SIMERSON
' SALISBURY POLICE DEPT.
P, 0. BOX 421
SALISBURY, NC 28145-0421

THANK. YOU FOR YOUR ASSISTANCE.
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October 5, 1985

Dear Sir:

I am currently conducting research which will result in a doctoral
dissertation at the University of North Carolina at Greensboro. The
dissertation develops an evaluation approach applicable to law enforcement
management development programs. The developed approach has strong implica-
tions for law enforcement training in North Carolina.

I amw forwarding to you a description of the developed evaluation
approach along with a one page questionnaire. Questionnaire results will
be used in determining the appropriateness and usefulness -of the developed
management training evaluation approach.

I request that you study the enclosed evaluation description and then
complete the attached questionnaire. It should take approximately fifteen
minutes to complete the questionnaire. Please return the one page
questionnaire to my office by October 15, 1985. A preaddressed, stamped
envelope is enclosed for your convenience.

If you should have any questions, do not hesitate to contact me at
the above address or by telephoning (work) 704/637-3312 or (home)
704/637-8880.

Thank you for your assistance.

Cordially,

B. K. Simerson
Director
Administrative Services
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AN APPROACH TO POLICE MANAGEMENT

DEVELOPMENT PROGRAM EVALUATION

Overview
Literature about law enforcement training and information from a survey
of larger North Carolina law enforcement and public safety agencies indicate
that decision-makers in many departments want to know "how well" the manage-~
ment‘development programs they use work. This document describes an evalua-

tion approach that could be used to find out how well such prcarams function.

This approach involves collecting information which 1s adequate to
desuribe the training program and its effectiveness. Tt can lead to
improvements in the training programs studies and it provides information

that departments can use to chocse among available programs.

Information about conditions before the training, the nature of the
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trairing period, and consequences of the instruction are all needed for adequate

evaluation of a police management training program. The evaluation plan,
therefore, calis for comparison of actual program outcomes with the intended

program results. The evaluation is designed to insure that usable evaluation

information is made available tc decision-makers. Tt includes (a) identification

of potential users of the evaluation information, (b) involvement of users in

the evaluation process, (c) and use of effective presentation and dissemination

methods for releasing evaluation regults.



Objectives

The model for evaluating manaéement development programs for police
personnel has five primary objectives: (1} assessment of the particular needs
of the program's "interest groups'" to determiné whether the program meets
their needs; (2) determination of the degree to which official descriptions
of the course coincide with the actual program; (3) assessment of whether
those participating as students schieve the objectives of the program; (4)
discovering how the program affects subsequent student behavior or job
performance; and {5) providing information ‘to help program administrators
determine the strengths of the program and to decide how the program should
be modified t§ (a) better serve the needs of current students or (b) be

introduced to a different student population.

Methods and Procedures

The informatiou needed 1is collected using questionnaires, interviews,
and observation of training.

Prior to implementing the evaluation approach, the evaluator meets with
prograﬁ administrators to identify issues of concern to them. The evaluation
is developed tolemphasize these issues. Program administrators are asked to
provide inférmation about the hest methods of writing up and distributing the

results. In addition, letters are forwarded to all course participants

sumnarizing the purpose and methodology of the course evaluation. These letters

emphasize the objectives of the evaluation and the significance of the study

results to the organization conducting the management development program,
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A signed '"research participant consent form'" is obtained from each course

participant and a '"consent to conduct research' letter is obtained from the
program administrator. To insure honest responses to evaluation questions,

all course participants are assured anonymity.

Questionnaires are used to collect information from both program
participants and their supervisors before they participate in the training
program, Information collected includes data about (1) expected and actual
course content and instructional methods, (2) characteristics of the students,
and (3) expected changes in student behavior or performance (or other
benefits) expected to result from the course. Steps are taken to insure at
least a seventy percent response rate to these questionnaires so that the

results can be generalized to others who might take the course,

The evaluation also involves field interviews with course participants.
These interviews supplement the surveys by gathering information not readily
ascertainable using questionnaires. Enough time is allotted for each interview
so that questions can be clarified if not originally understood and to allow

time for follow-up questions and discussion.

Observation of the training course itself it also used in the evaluation
approach, Observation times totaling 70% of the total class time are randomly
selected sc that different days and times of days are represented in the
evaluation. Detailed notes on course obsarvations are made for comparison

with survey and interview responses.
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The evaluation approach alg? uses surveys completed by participants and
their supervisors three months ;fter the course to measure the benefits realized
by course participants. Data is collected to determine if initial course impact
has long term effects and whether changes in participant behavior not initially
identified appear in the long-term. Information collected also includes
whether expected change in behavior or performance upon return to the agency

actually occurs and whether other benefits expected to result from course

participation actually appear.

Information Provided

Information provided to users of the program evaluated includes data
about the program purpose, curriculum, instructional methods, and benefits.
Program effectiveness is determined through: (1) assessment of the particular
needs of the program's clientele to determine whether the program meets their
needs; (2) determination of the degree to which official description of the
course coincides with the actual program; (3) assessment of the extent to
which students achieve program objectives; and (4) discovering how the program

affects subsequent student behavior or job performance.

It is assumed that students attend the course to meet certain needs
identified by them or their supervisors énd that the expectation that these
néeds will Be met is based on their perceptions of program purpose, curriculum,
and benefits. information about these expectations is obtained from participants

and their supervisors before the course and is compared with official program
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purpose, curriéulum, and benefit, as described by program administrators or
information brochures. For example, the evaluator might learn that thirty
percent of the participants enroll in the program to further develop their
decision-making zkills while the official infoymation brochure and course

administrators suggest that decision-making is not addressed in the program.

The evaluator also collects information to determine how well official
descriptions of the course coincide with the actual program. Information
provided By program administrators or written information about program
purpose, curriculum, instructional methods, and benefit is compared with the
actual program, as described through questionnaires, interviews, and observa-
tion. Informaticn obtained through this activity may indicate, for example,
that the topic of decision-making is not = :twally addressed during the course,
even though the official information brochure and program administrators
stress that major program emphasis is on the development of decision-making

skills,

The evaluator also collects information to determine the extent to which
students achieve program objectives. Program administrators and the course
information brechure provide information on program objectives. Surveys
completed by students on the fimal class day and surveys completed by students
and their supervisors three months following the course provide this information.
Information coilected from this activity may reflect, for example, that only

twenty percent cof the students attain the stated objectives of the course,
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Follow-up surveys provide Fhe evaluator adequate information to determine
how the program affects subsequent student behavior or job performance. Partici-
pants and their supervisors provide information on whether initial course impact
has long term effects and whether changes in participant behavior are identifi-
able through study of long-term course effects. Actual program benefit and
benefit initially expected tc resuvlt from course participation are compared.
Information obtained this way may indicate, for example,. that only ten percent
of the participants benefit from course attendance in a manner which they and

their supervisors had initially expected.

Data Analysis

Two types of criteria for evalﬁating training are used in data analysis,
Analyzed are variables associated with the content and instructional methods
of the program as well as changes in student behavior which are transferrable
to the work setting. Information regarding these variables is presented in

the evaluation report.

Format of Evaluation Report

The evaluation approach furnishes information to program administrators
in a format which helps them make decisions about course improvement. Although
designed to meet specific needs of each administrator, the evaluation report may
reflect the following: (1) objectives of the evaluation; {(2) description of the

training program; (3) program outcomes; and (4) judgement of worth.
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EVALUATION QUESTIONNAIRE

After reading the attached evaluation description, please respond to the
following four itemes. (Information cbtained will remain anonymous and confidential.
This survey is numbered for tracking purposes; your identification number will
be destroyed once all surveying is complete,)

1. The evaluation approach was recently applied to a police management
development program., The evaluation cost 4% of the total amount
that agencies had invested (in terms of employee salary and benefits,
course tuition and supplies) in their representative's attendance.
Participants of the training program spent a total of 1 hour 15
minutes completing evaluation surveys while their supervisors
completed two, fifteen minute questionnaires,

Rased on the abcve case study, do you consider the evaluation
costs in terms of time and money to prohibit its general application
tc police management development programs? Yes No

Comments:

2. Based on the information provided in the attached evaluation description,

do you consider informaticn provided by the evaluation approach likely :o
be of sufficient value to justify its cost? Yes No

Comments:

3. This evalvation approach requires the assistance and cooperation of the
training staff, course participants, and their supervisors. In your
opinion, will these groups cooperate enough to allow general application
of the evaluation to police management development programs? Yes No

Comnernis:




4. Basic final evaluation report emphases are listed in the attached document.
Do you consider the final ewvaluation report's organization tc be conducive
to the decision-making process? Yes No

Comments:

If you have any questilons regarding the survey, please contact B. K. Simerson
at (work) 704/637-3312 or (home) 704/637-8880.

Please return in the enclosed envelope to: B, K. Simerson

Salisbury Police Dept.
P. 0. Box 421
Salisbury, N. C. 28145

Thank you for your assistamnce.



156

Ap-p endix H



157

Sixth Annual

Police Executive Development Program

1985

INSTITUTE OF GOVERNMENT ~
The University of North Carolina at Chapel Hill



General Information

-

SCHEDULE. The Police Executive Development Program will be held at the
Institute of Government in Chapel Hill between January 14 and May 10, 1985,
So that participants can give maximum service tc their departments while
receiving instruction, classes will normally commence at 1:30 p.m. on
Menday. Class sessions are scheduled as follows:

Jan. 14 (1:30 p.m.) to Jan, 18 (4:00 p.m.)
Peb. 18 (1:30 p.m.) " to Feb. 22 (4:00 p.m.)
Mar. 18 (1:30 p.m.) to Mar. 22 (4:00 p.m.)
May 6 (1:30 p.m.) to May 10 (3:00 p.m.)

Sessions may be scheduled for Tuesday and Thursday evenings.

TEXTS5. Instructional materials and special texts will be supplied by
the Institute of Government.

COST. Officials or employees of North Carolina counties, cities, and
towns will pay no tuition; there 'is, however, a registration fee of $350 for
bocks and maierials,

CLASSROOMS AND LIBRARY, C(Classes will be held in the Joseph Palmer Knapp
Building, home of the Institute of Government, in Chapel Hill., Participants
will have access to the Institute library.

CERTIFICATE. Participants who compiete the course with a satisfactory
record will receive a special certificate from the TInstitute of Government.

Selection of Students

Tc qualify for the program, the applicant must:

1. Be a police officer now in active service with a municipal, county,
or state agency.

2. Be in a command capacity in the department.

3. Be recommended by the Chief of Police, the Sheriff, the City Manager,
and/or the governing body.
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Course Description
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This special program is designed to provide command personnel with the
necessary techniques in personal Executive Development. The course is
oriented toward explaining and exploring practical behavioral approaches
to Executive Development. A variety of instructional methods will be employed,
including lectures, psychological tests, individual and group projects,
ard class discussions.

Leadership Style

Personality =style as it relates to leadership. Other instruments are used
that give the participant concise feedback from his or her subordinates.

Personal Preference Inventory

Each participant examines 15 personal desires and how they relate to the
role of leadership. This is done by means of a special psychological instru-
ment now used in industrial settings.

Relationship to City/County Manager

Real-life problem situations are discussed by a city manager. Participants
then have the opportunity to work in groups on specific assigned problems.

Myers~Briggs Type Indicator

An instrument designed to evaluate the manner in which you view the world
and what preferences you might have in examining and resolving issues pertain-
ing to leadership.

Communication and Planning

Discussion and group problem about the concept of how executives view
the aspects of communication and planning within their agency. The emphasis
is on the possible consequences that may result from the executive's preferences
in each area.
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Power .

A discussion on the use of formal and informal power, the sources of
pewar, and the techniques that leaders may employ in both developing and
using their power. Group exercises are planned around real-life situations
taken from law enfo-cement agencies in North Carolina.

Personnel Law

A discussion of the latest legal requirements of personnel administra-
‘tion as it relates directly to the role of a law enforcement agency's head.
Included will be discussions on developing and implementing Assessment Centers.

Human Behavior

This section will help the participant understand himself and the
behavioral patterns of other people, Strategiles will be shown that will
help the participants understand how they may help develop themselves and
their subordinates.

Development of a Personal Plan

Participants will receive individual feedback from other participants and,
on the basis of such feedback and the results of psychological testing in
eariier sessions, will have an opportunity for one-on-one consultation in
developing a personal plan for improving their skill level.

Law Enforcement Agencies of tune Future

A discussion of theories on where law enforcement may be headed in the 1980s.
Data will be provided on the types of people who are now entering law enforcement
and their views on how police departments should operate. Judges, prosecutors,
and personnel of the Department of Correction will provide much of this inform-
tion.

Comparative Law Enforcement

Issues in management and productivity will be examined. Comparisons will
be made between practices in the United States and those in England and Ireland.
Participants will engage in a group exercise based on the information provided.
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Decision-Making

Issues developed by the groups during the first and second sessions will
be put together in an individual problem. Groups will be assisted in develop-

ing strategies they feel can best deal with the forces prevalant during the
1980s,

A special banquet with a guest speaker will be held on Thursday, May 9.
The cost 1is included in the registration fee,



Faculty

The course will be taught by Institute of Government faculty members supple-
mented by police management experts and others especially qualified in particular
phases of instruction.

G. Patrick Gallagher. TFormer Director of the Florida Division of Training
and Standards, responsible for developing managerial programs for law enforce-
ment perscnuel in the State of Florida. Formerly Director of Police Management
and Executive Development Programs of the Police Foundation and adviser on
future managerial strategies ‘to major police departments. Knowledgeable
about law enforcement systems in the United States and Europe.

Richard McMahon. Assistant Director, Institute of Government, The
University of North Carolina at Chapel Hill, Clinical psychologist dealing
with human behavior as it relates to organizational change and personal
development,

Ronald G. Lynch., Assistant Directcr, Institute of Government, The
University of North Carolina at Chapel Hill, Responsible for managerial training
of personnel in key management positions throughout government with an emphasis
on management of law enforcement agencies.

Michzel Smith, Assistant Director, Institute of Government, The University
of North Carolina at Chapel Hill, Deals in areas of criminal law, civil liabili-
ty of public officials and local governments, duties of sheriffs, and dismissal
of public employees.

Kurt J. Jenne. Teaching Assiscant, Institute of Government. The University
of North Carolina at Chapel Hill. Deals in policy and management issues
relating to general planning programming and management, community and economic
development, and finznce and budget. Former city manager of Chapel Hill,

Warren J, Wicker. Assistant Director, Institute of Government, The
University of North Carolina at Chapel Hill. Specializes in local government
administration. Also works in the fields of purchasing law and personnel
administration.

C. Donald Liner. Assistant Director, Institute of Government, The
University of North Carolina at Chapel Hill, Deals in economics of financing,
state and local taxation and expenditures, economic development, state budget,
revenue estimation; and data processing.

A. John Vogt. Assistant Director, Institute of Government, The
University of North Carolina at Chapel Hill, Deals in city and county
budgeting, capital planning and finance, revenue sharing; cash management and
investments, and lease-purchase of capital assets,
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William A. Campbell
Stevens H. Clarke
Anne M. Dellinger
James C. Drennan
Richard D. Ducker
Robert L. Farb
Joseph S, Ferrell
Philip P. Creen, Jr.
Donald B. Hayman
Milton S. Heath, Jr.
Joseph E. Hunt
Robert P. Joyce
David M. Lawrence
Charles P, Liner
Ben F. Loeb, Jr.
Ronald G. Lynch
Janet Mason

Rickaxrd R, McMahon
Laurie L., Mesibov
Robert E. Phay
Benjamin B. Sendor
Michael R. Smith
Mason P. Thomas, Jr.
A, John Vogt

L. Poindexter Watts
Warren J. Wicker



164

INSTITUTE OF GOVERNMENT



165

Appendix I



POLICE EXECUTIVE DEVELOPMENT PROGRAM

EVALUATION

Presented To:
; Ron Lynch

Deputy Director
Institute of Gevernment

B. Keith Simerson
Program Evaluator

1986
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An extensive evaluation has been applied to the North Carolina

Institute of Government's four week Police Executive Development

Program. This application furnishes comprehensive information to the

Program Administrator about the Police Executive Development Program.

The evaluation report comsists of the following sections:

Section I -

Section I -

Section IIT -

Section IV -~

Evaluation Objectives

A. Evaluation audience

B. Anticipated decisions about the Program

C. Evaluator's goals

Methodoiogy

A. Methods and procedures

B, Chronology of evaluation activities

c. Data analysis

Program Description

A, Philosophy of the Program

B, Subject matter covered

c. Instructional methods

D. Student characteristics

Program Outcomes

A. Fit of the present program with client needs

B. Congruence between official program
description and actual Program

c. Extent to which students achieve the Program

objective

167



3

D. Program effects on subsequent student behav-
ior and job performance
Section V - Judgement of Value
A, Value of Program outcomes

B. Usefulness of evaluation information

Evaluation Objective

The evaluation undertakes to collect and subsequently provide
adequate, broad-based information to the program administrator to aid
him in making decisions about the Police Executive Development
Program.

Evaluatfion Audience

The evaluation report provides information for use in management
decision-making. The primary audience, the Police Executive
Development Program administrator, was identified before the
evailuation study. To ensure the applicability and usefulness of
evaluation results, the program administrator identified informatien
needed by him before the evaluation. Every effort has been made to
provide this information using the administrator's preferred method
for presenting and disseminating the results. The administrator
requested that the evaluation provide specific information about (1)
whether participants consider course topics to be adequately covered
and (2) whether participants feel that they have adequate input intc

the planning and structuring of the programs. He also considered the
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report format used here to be conducive to decision making. These
specifications poséd no problems to the evaluator.

The evaluation is also designed to allow for information to be
disseminated to a secondary audience. .Prospective Program clientele
can use the information tc help them choose among available training
programs.

Anticipated Decisions About the Training Program

The major goal of the evaluation is to provide information that
the administrator can use to identify the strengths and weaknesses of
the Program. Such information would suggest how the Program should be
modified tc better serve the needs of current students or be
introduced to a different siudent population.

To accomplish this, the report provides four basic types of
information: (1) information about thn needs of the program's
interest groups and how well the program meet their needs; (2)
information about how well official descriptions of the program
coincide with the actual program; (3) information about the extent to
which students achleve program objectives; (4) information about
program effects on subsequent student behavior and job performance.

It was expected that these four types of information will provide
administrators a broad based data base for assessing and making
decisions about the program.

Evaluator's Goals

The Institute of Government's Police Executive Development
Program evaluation provides information to the audience which is

adequate to describe the training program and its effectiveness. Of
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interest to the evaluator is information about conditions existing
before the training, the nature of the trailning period, as well as the
consequences of the instructional process. Specific information
needed by the program administrators has been identified, collected,
and analyzed. Evaluation results are furnished to the program
administrator using methods which aid in his decision-making.
Evaluvation information may be used by the program administrator to
further develop the program or be released to prospective cllientele to

help them choose among availsble training programs.

. Methodology

A varlety of procedures, methods, and activities were used in the
evaluation of the Police Executive Development Program. This section
containg a desecription of those methods and procedures.

Methods and Procedures

The hasic method for this evaluation was descriptive research.
It describes "the way things are" by gathering information about
attitudes, conditions, and procedures using self-reports, interviews,
and personal observation.

Before evaluating the four week Police Executilve Development
Program, the assessor met with the program administrator to identify
issues of concern. Emphasized were factors that participants
indicatad had interfered with the Frogram reaching its objectives and

information about whether participants thought that they should have
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additional input into what content is covered during each particular
course. The program administrator was also asked to provide
information about the preferred methods for presentation and
dissemination of the results. This typed, final evaluation report is
being submitted, as per request.

Letters were sent to course participants summarizing the purpose and
methodology of the evaluation, These letters described the evaluation
goals and emphasized the significance of the study to the Institute of

"research participant consent form" was obtained

Government. A signed
from each course participant, and a letter authorizing the evaluation
was obtained from the Program Director. To Insure honest responses to
evaluation questions, all course participants were assured anonymity.
Questionnaires were used to collect information from program
participants and their supervisors before participation in the
training program. These covered (1) expected course content and
instructional methods, (2} characteristics of the students, (3)
changes in student behavior or performance (or other benefits)
expected te result from the course. The . 'struments were pretested
using a sample of recent Police Executive Development Program
graduates. The pretests were used to identify possible instrument
deficiencles. When problems of clarity were identified, improvement
to the Instrument was made by rewording several phrases and terms.
Twenty—-three precourse surveys were forwarded to participants.
Twenty=-two surveys were conmpleted, for a response rate of 967.

Twenty-three surveys were forwarded to participants supervisors.
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Eighteen surveys were completed, for a response rate of 79%.
Participants attributed their supervisor's lower response rate to the
reluctance of City Managers to complete and return the instrument. In
addition, two supervisors were absent from duty when the survey was
received and as a result were unable to complete and return the report
prioxr to the due date.

The evaluation strategy also involved field interviews. They
su?plement the surveys by gathering information about program
curriculum, Instructional methods, and benefit not readily
ascertainable throuvgh questicnnaires. Seventeen, twenty-minute
structured interviews with raﬁdomly selected course pafticipants were
conducted during the prograﬁ. Enough time was allotted for each
interview to allow for clarification of questions not originally
understood and to allow for follow-up questions and discussion.
Detailed notes on perceptions about program curriculum, instructional
methods, and benefit were made for analysis and comparison with survey
and observation results.

4 problem encountered during the field interviews was that
certain participants were extremely reiunctant to discuss course
deficiency. This problem was resolved when additional time was
allotted for restatement of the evaluation goal and reemphasis of the
significance of the study to the Institute of CGovernment,

Non-participant, maturalistilc observation was also used during
the evaluation. An evaluation instrument guided notetaking during

each observation period. The researcher did not intentionally affect
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the participants, course conditions or procedures during the
observation. Seventy-five percent (N=15) of the twenty class meetings
were cbserved, representing different days of the week. Detailed
notes on program content and instructional methods were made for
analysis and i.r comparison with survey and interview responses.

A problem encountered during observation periods was the tendency
of participants to ask questlons of the observer and otherwise attempt
to have the observer actively participate in the Program. This was a
specific problem when observations were made of small group exercises.
This problem was resolved when the importance of observer
non-p&a” ticipation was reemphasized to program participants.

A course evalution que;tionnaire was completed by program
participants on the fimal class day. Information collected included
data about course currilculum, instructional methods, and the extent to
which program objectives were attained. Respondents were encouraged
to list suggestions for program improvement., The survey was pretested
using a sample of recent Police Executive Development Program
graduates. The pretests were used to identify possible instrument
deficiencies. When problems of clarity were identified, Improvements
to the instrument were made by rewording ambiguous statements. Each
participant completed a course evaluation questiomnaire.

Finally, the evaluation involved surveys completed by
participants and their supervisors three months after the course to
explore benefits realized by course participants. Data were collected

to determine if initial course impact had long term effects and
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whether changes in participant behavior not initially identified
appeared in the long. The survey was pretested using a sample of
recent Police Executive Development Program graduates. The pretests
were used to identify possible instrument deficiencies. A problem
regarding the length of the proposed follow-up survey was identified.
A change in the structure and wording of the survey decreased the
length of the Instrument, increasing the likelihood of survey
completion and return. Twenty~three follow-up surveys were sent to
participants. Twenty of the twenty-three (877%) were completed.
Twenty—-three follow-up surveys were sent to participants' supervisors
and seventeen (747) were completed. The lower follow-up survey
response rate was attributeé te a lack of participant and supervisor
understanding cf the Importance of the instrument to the program
evalution. Thils lack of understanding may be attributed to the
researcher's failure to personally contact respondents prior to
requesting that they complete the survey.

Chronology of Evaluation Activities

The following is a chronological list of steps in the
evaluation:

Prior to the Course -

- Identification of potential users of evaluation informatioen.
- Identification of information needed by program
adninistrators.

- Develcpment of instruments for collecting needed

information.



- Questionnalres completed by participants and thgir
supervisors on January 17, 1985 to gather information about
expected course curriculum, instructional methodology, and
benefit,

During the Course -

- Non-participant observation of course content and procedure.

- Structured field interviews with participants.

- Completion of course evaluation by participants the final
day of class.

Following the Course -

- Surveys completed by participants and their supervisors on
July 27, 1985 to éollect intformation about whether expected
changed in student behavior or performance actually occurred
upon return to the agency.

- All results analyzed.

- Evaluation report developed, presented and disseminated in a
manner which aids the program administrator in his decision
making.

Program praticipants spent a total of one hour and fifteen
minutes completing surveys and their supervisors completed two,
fifteen minute questionnaires. Seventeen twenty minute participant
Interviews were conducted and fifteen class sessions were observed by
the researcher. Problems with scheduling these activities were
minimized due to program administrator support and assistance.

Data Analysis

Two types of criteria for evaluating training guided the

analysis. Internal criteria included course objectives, subject
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matter covered, instructional methods and other variables associated
with the program content and process. External criteria included
whether the course had long term effects on participant's behavior or

ylelded other benefits that were transferrable to the work setting.

Official Program Description

The Police Executive Development Program is designed to provide
personal executive development to a select group of police practition-
ers who qualify for the program. It 1s operated by the Institute of
Government at the University of North Carolina at Chapel Hill and
reflects its philosophy and‘procedures.

Philosophy Behind the Program

The Institute of Government provides research, training, and
consultation to state and local government. From 1931 to 1964, the
Institute offered recruit training to state and local law enforcement
officers. Since 1964, the Institute cof Government has offered train-
ing programs only to executive level law enforcement officers.

The Pelice Executive Development Frogram is designed for state
and local law enforcement executives who want to increase their
understanding of the professicnal issues that challenge them and who
wish to develop their managerial skills. It undertakes to (1) provide
law enforcement executives with the necessary techniques for personal
executivre development and (2) explore practical behavioral approaches
to perscnal development,

The Program assumes that previous training and experience have
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already gilven the partic;pants basic supervisory skills and a good
understanding of the technical aspects of law enforcement., It buillds
on this foundation by giving the executive an opportunity to think
creatively about executive level law enforcement management, to
further develop personal skills necessary to be an effective police
executlve, and to explore current techniques in management as applied
to law enforcement.

Subject Matter

The Poli:ze Executive Development Program is designed to expand
both "higher level" psychological skills (for example, communication,
leadership, understanding of human behavior) and functional management
skills (planning, decision—ﬁaking). Each topic is developed in a way
that relates important issues, effective techniques, and innovative
approaches specifically to law enforcement. The four week Program is
designed to explore thirteen topics.

1. Leadership Styles - This unit considers the characteristics
of a successful leader, incluiing discussion of how the
characteristics of a successful leader may be learned or
developed. Specific feedback 1is given to each participant
about how his or her personality relates to leadership.

2. Relationships with City/County Manager -~ Thils unit focuses
on the roles played by each party, how the roles may blend
or clash, and how the police executive and City/County
Manager can deal with each other's expectations. Problems
that may arise are emphasized. As an exercise, participants

work in small groups tc solve assigned problems.
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A Personal Preference Inventory 1s used to examine fifteen
participant desires (or ''preferences") and explain how they
relate to leadership. Personal examination is accomplished
through completion of the Edwards Personal Preference
Inventory.

The Myers-Briggs Type Indicator is also completed by each
participant to allow him or her to develop a better
understanding of personal preferences and decisicn-making
cheracteristics. This instrument evaluates how the partici-
pant relates to the environment and information the
executive is likely to take into consideration when con-
sidering and resoiving leadership issues.

Communication -~ Thils topic focuses on how the participant
?erceives communication te flow within the police agency.
Specific feedback is given on whether the executive is
likely to influence others using their current communication
"style." Coverage of this topic is intended to help the
executive in develoning skills needed to effectively present
ideas and Influence others.

Planning -~ This part of the course examines how the partici-
pant percelves the planning strategies used in his or her
agency., Planning is discussed in terms of developing goals
and establishing steps needed tc reach these goals., Three
planning styles are analyzed, and specific feedbach is given
to participants about how their personal planning styles

relate to law enforcement management.
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Power - This unit analyzes the use of formal and informal
power. Sources of power and techniques leaders may used to
develop and use power are disgussed. Small group exercises
based on actual situations adopted from North Carolina law
enforcement agenciles are conducted to support this
instruction.

Personnel Law - This segment considers how the legal re-
quirements for personnel administration in North Carolina
relate to the law enforcement management. Information is
provided about historical and recent landmark court
decisions in the field, A discussion of the development and
implementation of‘promution assessment centers is also
included.

Human Behavior -~ This unit attempts to increase the partici-
pant's self-understanding and helps the executive understand
the behavioral pat:erns of others. It is intended to improve
understanding of how the participant 1s likely to approach
different tasks, react to different situations, and relate
to others. Strategies the participant can use to identify
affective methods fcr self-development and subordinate
development are presented.

Comparative Law Enforcement ~ Law enforcement practices,
techniques, and management styles in the United States,
CGreat Britain, and Irelarnd are examined. Participants
engage in small group exercises to identify implications for

North Carolina.
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11, Law Enforcement of the Future - This section describes and
analyzes current trends in law enforcement technology and
management. It provides information about the type of
individuals entering law enforcement and their views of how
law enforcement agencies should operate. Criminal justice
practitioners provide information on which projected future
trends are based.

12. Decision Making - An effort is made to help the participant
develop decision-making strategies that are effective in
dealing with current law enforcement issues. A variety of
decision-making techniques are introduced and their
strengths and weaﬁnésses are reviewed.

13. Developmént of Personal Plan -~ Participants receive indi-
vidual feedback from other program participants in this
segment. They have an opportunity for one-on-one consulta-
tion with instructors to receive feedback about the results
of psychological testing. These consultations help the
executive develop a2 plan for personal development,

Program Objective

Ir short, the Police Executive Development Program is designed
for state and local law enforcemert executives who want to increase
their understanding of the professional issues that challenge them and
who want to develop their managerial skilis. It (1) provides law
enforcement executlves with the necessary techniques for personal

executive development and (2) explores practical behavioral approaches



to personal development. The Program builds on the executive's
existing skills to develop "higher level" psychological and functional
management skills.

Instructional Methods

The Police Executive Development Program uses a variety of
instructional methods, including lectures, psychological tests, small
group exercises, and class discussion.

Lecture, intended to convey information to program participants,
is the basjic method of instruction. Lectures are organized around
single topics. Each incorporates relevant examples to illustrate
theory and uses visual aids to help convey ideas.

Psychological tests are designéd to provide feedback to
participants about their personal preferences and characteristics in
crder to increase their understanding of how they are likely to
approach different tasks, react to different situations, and relate to
others. Psycheclogical tests used during the program include the
Myers-Briggs Type Indicator, Ego State Assessment, Styles of
Management Inventory, Managerial Philosophies Scale, Personnel
Relations Survey, Edwards Personal Preference Inventory, and the Power
Management Inventory. Psychological test results are interpreted.
Feedback is provided to the participaunt about how he or she relates to
the world and what information is likely to be considered when
examining and resolving management issues.

Groups of five to six participants are assigned small group
exercises, which are designed to provide an opportunity for students

to discuse some of the assigned topics. Before beginning the
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exercise, each participant understands what is to be done and the
amount of time allotted for the exercise. A group leader is
responsible for assisting those group members needing help and
redirecting groups that strayv off the

asslgned discussion topic. The leader reports results of exercises to
the entire class.

The last instructional method is guided class discussion. It is
intended to involve class participation by students under the guidance
and control of the instructor. The instructor suggests a problem or
question for analysis, and volunteers or seclected class participants
discuss 1t. Guilded class discussions are planned so that each partic-
ipant understands the topic: biscussion is controlled by the
instructor to be sure the discussion contributes to the topic.

Student Characteristics

The Police Executive Development Program is designed for a select
group of law enforcement executives who qualify for the program.
Participants must be volice officers in active service in a command
capacity with municipal, county, or state agencles. They must be
reccamended by the Chief of Pelice, Sheriff, City Manager, and/or

governing body.

Evaluation of the Program

The Police Executive Development Program evaluation collected

information zbout program purpose, curriculum, instructional methods,
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and benefits. Program effectiveness is determined through: (1)
assessment of the needs of the program's clientele to determine
whether the course meets thelr needs, (2) determination of the degree
to which official descriptions of the program coincide with the actual
program, (3) assessment of the extent to which students achieve
program learning objectives, and (4) discovering how the program
affects subsequent student behavior or job performance.

Extent to Which the Program Meets Clientele Ne=d

It is assumed that participants attend the Police Executive
Development Program because their perceptlions of program purpose,
curriculum, and benefits leads them to believe it will meet needs
identified by them or their‘supervisors. Information about program
expectations obtained from participants and their supervisors through
a pre—course questionnaire 1s compared with the official program
purpose, curriculum, and expected benefits, as described by the course
information brochure and in interviews with the program administrator.

An important objective of the pre-course questionnaire was to
determine how weli participants understood the program's purpose.

This issue was explored by asking each participant "as a current
participant in the Management Development Course, I understand the
gereral goal(s) of the program."” Ninety-five percent (N=21) answered
affirmatively. Participants were also asked to list specific program
goals. Seventy-two percent (N=16) stated either that the course was
designed to provide the necessary techniques for personal executive
development or explore practical behavioral approaches to personal

development. These perceptions were consistent with the goals
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described in the course'information brochure. Twenty-three percent
(N=5) of them listed the program goal as described in the course
information brochure.

The pre—course questionnaire is aiso used to determine whether
participants know which topics would be addressed in the program (Item
5). The results indicate substantial knowledge of the topics the
course brochure identified as addressed in the program. Table 1 shows
the percentage of participants who expected each of the 13 topies to
be inciuded. Ten of the toplecs were mentioned by over 70 percent of
participants; however, most did not expect certain topics that are
actually included in the program. Only 23 percent (N=5) expected
personnel law to be explore&, and only one expected a comparative

analysis of law enforcement management practices,
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- Table 1

Expected Course Topics - Participants

Expec¢ted Topic To Be Addressed

N %
Communication Skills 19 86
Huma:i Relations 16 72
Decision Making 21 95
Performance Evaluation 16 72
Planning 22 100
Management Styles 22 100
Management By Objectives 16 72
Budgeting 16 72
Computer Literacy 5 23
Personnel Law 5 23
Civil Liability 14 63
Human Behavior 21 95
The Future of Law Enforcement 16 72
Management Practices - 1 5
Comparative Analysis
N=22
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Items 3 and 4 asked participants to identify omne or more benefits
they expected to result from the course. Ninety-five percent of
participants (N=21) could identify one or more benefits they expected
to result from the course. All the benefits identified were benefits
tha: might reasonably result from exposure to the course as described
in the information brochure., Benefits listed most often were an
enhanced ability to solicit cooperation and support from both
superiors and subordinates through a better understanding of their
behavior and possession of improved management ability through
increased awareness of personal behavior traits.

Participants were also asked about their sources of information
about progran purpose, curriculum, and benefit (Items 6a and 6b).
Respendents indicated that this information was gained through a
variety of official and unofficial sources, including the informaticn
brochures, program administrators, and colleagues (including previous
program graduates) (see Table 2}.

Table 2

Information Sources Used By Participants

Information Receiving Information From This Source

Source

p=1

%

Information 8
Program Administrator 7 32
Program Graduate - 4 18
3
2

Colleague (Other than gradvatce) 14
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Another objective of the pre-course questionnaire to determine
whether participants were formally advised by their agency of what
curriculum or benefit to expect from the program. Participants were
asked whether "After emrolling in the management development program,
an orientation session was conducted at my agency. ___ Yes __ No"
(Item 6a). If the response was affirmative, Item 6b inquired about
whether the participant was provided with information on what to
expect of the program, how thelr supervisor expected the information
to be used, the objectives of the program are, and what changes-in
behavior or performance {or other benefit) were expected to result
from program participation.

All participants indicéted that their agencies provided no
informatiorn about what curriculum or benefit to expect from the
program. No participant was told what change in behavior or
performance (or other benefit) were expected to result from program
participation. However, one of the participants had been told how the
supervisor expected certaln information to be used upon return to the
agency.

A pre~course questiomnaire with items parallel to those on the
participant survey was sent tc the supervisor of each program
participant., Eighteen responded. Eighty-three percent (N=15)
reported an understanding of the program's goal. Seventy-three
percent (N=11) stated either that the course was designed to (1)
provide the necessary techniques for pcisonal executive development or
(2) explore practical behavioral approaches to personal development.

These perceptions about program purpose were consistent with the
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program goals described in the course information brochure.
Twenty-seven percent (N=4) of the respondents listed the program
objective in its entirety.

There was also a general understanding of what topics the course
addressed. Table 3 lists those topilcs supervisors generally expected
to be included in the program. All but four items were anticipated by
over 70 percent of supervisors, and six topics were expected by all

supervigors,

Table 3

Expected Course Topics - Supervisors

' ®rogram Tcpic Expected Topic To Be Addressed
N %
' Communication Skills 15 83
I Human Relations 13 72
| Decision Making 18 100
Performance Evaluation v 18 100
Planning 18 100
Management Styles 18 100
Management By Objectives 18 100
Budgeting . . 15 83
Computer Literacy 1 5
. Personnel Law 7 39
Civil Liability . 17 94
Human Behavior 18 100
Future of Law Enforcement 7 39
Managemént Practices - Comparative 0 0
Analysis
N=18
f
!
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All the supervisor; could identify benefits expected to result
from the course. Again, all the benefits were consistent with bene-
fits that would be likely to resulc from subordinates' exposure to the
course described in the course ivnformation brochure., Benefits listed
most often were improvement in ability to understand and deal with the
complexities of modern police organizations, increased understanding
of various leadership styles used in organizatlons, and improvement in
ability to respond to various situations using the planning process.

The supervisors reported that they based their expectations about
program purpose, curriculuvm, and benefits on information received from
four sources: the course information brochure, the program
administrater, and colleagués; including previous program graduates
(see Table 4).

Table 4

Information Scurces Used By Supervisors

Information Receiving Information From This Source

Source N %

Program Graduates 7 39

Information Brochure ‘ 6 33

Program Administrator 4 22

Colleagues (Other than graduate) 2 11
N=18
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Half (N=9) of the supervisors indicated that their agencies
provided information to participants about what to expect from the
program and what changes in behavior or performance (or other
benefits) were expected to result from program participation. The
difference between participant and supervisor response to this item
may result from the supervisor delegating to others (assistant
supervisor or training officer) the responsibility of providing the
information failing to follow-up to ensure that the information was in
fact conveyed.

This section has provided information about the extent to which
the course, as It is desigred, is likely to meet client expectations.,
Participant and supervisorx ;esponses indicate that they had a good
understanding of what the program would provide in terms of purpose,
curriculum, and benefit. However, there was a lack of understanding
of a few aspects of the program. While a majority of the participants
ané their supervisors had at least some understanding of the purpose
of the program, only twenty-three percent ol participants and
twenty-seven percent of supervisors were able to list the program goal
as described in the course Information brochure. While the
participants and their supervisors generally understood which topics
would be discussed durilng the program, two toplcs listed in the course
“ information brochure (personnel law, and comparative analysis of law
enforcement) were not expected by participants to be included. The
participants and thelr supervisor were all able to identify one or
more reasonable beneflts they expected to obtain from course

participation. However, in no case did a participant report having
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been told by their supervisor what change in behavior or performance
(or other benefit) was expected to result from program participation.
On the other hand 50 percent of supervisors believed that such
information had been conveyed. .

The likelihood that the course, as designed, will meet client
expectations presumably depends on the extent to which participant and
supervisor perceptions ol program purposs, curriculum, and benefits
are corfect. Information provided in this section suggests that a
majority of supervisors and participants had a general understanding
of program purpose, curriculum, and benefits likely to result from
course farticipation.

The Police Executive Dévelopment Program might benefit if the
course information brochure were revised to include a section
summarizing program purpose, curriculum, and benefits, including a
strong recommendation that during a formal pre-course conference
spousoring supervisors personally communicate program information and
expectations to the enrolled subordinate.

Extent to Which Official Program Descriptions

Coincide With the Actual Program

.The goal of this section is to determine how well the actual
prograr coincides with the official course descriptions. To
accomplish this, information provided by the program administrator and
written information about program purpose, curriculum, instruction
methods, and expected berefits are compared with the actual course as
described by participant and supervisor questionnaires, interviews and

personal observation.
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The program administrator and information brochure describes the
program as being desligned for a select group of law enforcement
practiticners who want to increase thelr understanding of the profes-
sional issues that challenge them and iﬁprove their managerial skills,
Building on the participants’ previous training and experience, the
program is designed to offer the executives the opportunity to think
creatively about executive level law enforcement management, to
further develop personal skills considered necessary to be an effec-
tive police executive, and to explore current techniques of management
as appli-~d te law enforcement.

Ninety-five percent (N=22) of the participants were found to meet
or exceed the minimum enroliment gqualifications as recommended}in the
course information brochure. They were currently employed by a
municipal, county or state agency in a command capacity and were
recommended for attendance by the Chief of Police, Sheriff, or City or
County Manager. The single exception was a police officer employed by
a municipal agency who was recommended for attendance by the
sponsoring agency's Chief of Police. Although not currently acting in
a command capacity, the individual was a supervisor considered a
l1ikely candidate for a command position.

Seventy-five percent of class sesslons were observed to collect
information about how well the actual curricﬁlum coincides with the
official curriculim. An lmportant objective of the program
observation periods was to determine whether program instruction (1)
adequately provided participants_with necessary techniques for

'

personal executive development and (2) adequately explored current law
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enforcement management techniques. Observation notes were alsn
compared with survey and interview responses to determine consistency
of information provided by the various sources of data.

An evaluation instrument guided notetaking during each observa-
tion perfod. The "Observation Evaluation Form" guided notetaking -
during each observation period. The evaluator filled out the "Lesson
Content™” section while the imstructor was actually conducting the
lesson by indicating whether particular procedures had or had not been
performed. The evaluator observed the entire lesson prior to respond-
ing to the instruments' "Instructional Methods" section. Notes taken
duxing the observation period were used to complete this section.

Time lapse between the observation and the rating was kept tc a
maximum of fifteen minutes. Response to items in this section closely
paralleled that of "lesson content” in that the evaluator was required
to indicate whether particular procedures had or had not been
performed.

One objective of the otservation was to determine whether the
course content (1) adequately provided participants with necessary
techniques of personal executive development and (2) adequately
explored and explained current law enforcement techniques. These
issues were explored in the "Observation Evaluation”" form's "Lesson
Content" section. .Its first rart required the evaluator to respend to
three items about the iesson "introduction." The evaluator noted
whether or not information was provided about (1) about lesson
purpose, (2) how the participant could use the information, (3) how

the curreat topic related to previous or subsequent blocks of
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instruction, In the second part»the evaluator rated five items about
the lesson "body." The evaluator noted whether cr not (1) topical
information was presented in a 1ogica1‘sequence, (2) adequate
information was provided to support the lesson "purpose," (3) personal
experience and/or brief anecdotes were appropriately used to emphasize
points, (4) time was allowed for adequate analysis of contemporary law
enforcement management techniques, (5) time was allowed for adequate
analysis of current law enforcement management issues. The third part
required the evaluator to respond to two items about the lesson

' The evaluator noted whether or not the conclusion

"zonclusion.'
included (1) a summary of the lesson’s major points, and (2) a closing
statement stressing how the‘participant could use information provided
during the block of instruction.

Information collected from fifteen course observations indicates
that each program topic was consistent with the official course
description in that it (1) adequately explored and explained current
law enforcement techniques and (2} adequately provided participants
with necessary techniques of personal executive development. The
following information pfovides the evidence to support this
conclusion,

Lesson introductions were generally effective in that
participants were provided information about lesson purpose and about
how they could later apply acquired information. However, only on two

occasions did the instructor relate the topic under discussion to

previous or subsequent blocks of instruction.
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Information provided during the lesson body was generally
adequate. The program curriculum provided information considered by
the evaluator to adequately support the lesson purpose and the
information was presented in a 1ogica1.sequence. Personal experience
and brief anecdotes were used to emphasize lesson points. However,
one instructor on six different occasions used past management
experiences considered by the evaluator to be unrelated to the topic
under analysis.

Lesson conclusions were effective in that each instructor
concluded the block of instruction with a summary of the lesson's
major points. Each conclusion also included a closing statement
stressing how the participaﬁt could use Information provided during
the block of instruction.

The Police Executive Development Program allowed four weeks for
analysis of contemporary law enforcement techniques and for adequate
analysls of current law enforcement management issues. Observation
notes indicate that the four week program explored those thirteen
major topics reported earlier in this report. The thirteen topics are
considered by the evaluator to adequately explore law enforcement
management and executive development techniques and were consistent
with official topilc description provided by the program administrator
and course information brochure. Each toplc was delivered in a way
that related important issues, effective techniques, and innovative
approaches specifically to law enforcement.

The course was taught in an atmosphere considered by the evalua-

tor to be conducive to creative thinking and likely to result in
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personal skill development. Although not reflected as a topic in the

course information brochure, Peter's book In Search of Excellence was

the basis for one additional block of instruction. Major principles
in the book were analyzed and implications for law enforcement manage~-
ment were identified and discussed. Although not previously de-
scribed, the topic analysis 1is considered by the evaluator to be
appropriate for the type of course described by the prdgram adminis-
trator and information brochures.

Several curriculum issues are explored through seventeen, twenty
minute interviews with randomly selected program participants.
Participants were asked to respond to the following three questions:
(1) "Is the Police Executivé Development Program providing information
that you consider to be 'state cof the art'?", (2) "Has participation
in the previous weeks' sessions resulted ii. personal skill
development?" and (3) "Weuld you describe the program as being offered
in an atmosphere that encourages creative thinking?" Of those
interviewed, seventy percent (N=12) considered the program to offer
"state of the art" information about law enforcement management
techniques, Eighty-two percent (N=14) indicated that the program was
resulting in persomal skill development while ninety~four percent
(N=16) believed the program's atmosphere encouraged creative thinking.

Twenty three percent (N=4) of those interviewed believed the
program provided information beneficial primarily to municipal law
enforcement executlves. Seven believed the program provided
information beneficial primarily to members of larger law enforcement

agencies. Five indicated that they had been exposed to certain
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program topics while attending previous courses. Implications of
these findings for the course are discussed later in this section.
When asked if the curriculum schedule had allowed time for adequate
analysis of the program's topical areas, twenty nine percent (N=5) of
those Interviewcd considered insufficient time to be scheduled for
those topics which they had not studied in previous courses. Those
participants indicated that additional time was needed for instructors
to analyze personnel law, plauning, interpersonal communication, and
relationships with the city manager and/or mayor. Seventzen percent
(N=3) indicated that information provided by the psychological tests
were g repetition of iInformwation received during previous testing.

All participants (N=235 éompleted a course critique on the final
class day. The critique 1s used first to determine whether
partlicipants considered the program curriculum to be "adequate."
Participants were asked about whether the curriculum (1) was
interesting or boring, (2) was useful in law enforcement, (3) was
"state of the art" or outdated, (4) included materials that will be
useful for future reference, (5) was applicable to their current
positions, (6) plan allowed time for adequate analysis of topical
areas, (7) accomplished what it was supposed to accomplish.

The results of these questions are reported in Table 5. Between
70 and 100 percent of respondents gave positive responses to these
items., The least favorable responses were given to the item. about
whether the course was "'state of the art," while the most favorable

responses councerned 1ts utility in law enforcement,
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Participants indicated that the program curriculum was "state of
the art,”" interesting, not only useful in law enforcement but also
applicable to their present position. They reported that the curricu-
lum did what they expected it to do and that information and materials
recelved would be useful for future reference (see Table 5). This
avidence sﬁggests that program participants considered the curriculum
topics (1) to adequately provide necessary techniques of personal
executive development and (2) to adequately explore and explain

current law enforcement management techniques.

Table 5

Course Content Critique

Course Description Participants Indicating
N %
Interesting 19 83
Useful in Law Enforcement 23 100
"State of the Art" 16 70
Useful for Future Reference 21 21
Applicable to Present Position 20 87
Matches Course Objectives 20 87
N=23




This information from the course critiques thus proved to be
consistent with information collected from the interviews with
participants.

The course critique included a section in which participants were
asked abcut whether the curriculum devoted enough time for adequate
analysis of topical areas. Participants indicated that the curriculum
plan generally allowed time for adequate analysis, as is reflected in
Table 6. No topic was rated as receiving too much time by more than
15 percent of participants. However, one fourth or more reported that
too little time was spent on relationships with manager,

communication, planning and personnel law.

Table 6

Time Allowed For Each Topic

Topic Percentage Indicating That Time Spent Was
Too Much About Right Too Little

Leadership Style 4 91 4
Personal Preference Inventory 0 100 0
Relationship With Manager 4 69 20
Myexrs Biggs Type Indicator 13 78 8
Communication 4 65 30
Planning 4 69 26
Power 0 78 21
Personnel Law 0 52 _ 47
Human Behavior 3] 91 8
Development of Personnel Plan 8 91 0
Future of Law Enforcement 0 78 21
Management Issues o 91 _ 8
Decision Making 0 78 21

N =23




The results in Table 6 are consistent with information obtained
during participant interviews.

In summary, curriculum adequacy is determined by judging whether
the program content (1) adequately provided participants with
necessary techniques of personal executive development and (2)
adequately explored and explained current law enforcement management
techniques. Personal observation, course critiques, and narticipant
interviews were used to gather information about whether the program
curriculum is adequate. The resulting information about curriculum
adequacy prove to be consistent. An ocverview of findings about
program content along with implications fér the Police Executive
Development Program is provided below.

Rata from observation indicate that the program topics covered
were generally consistent with the official course descriptions
provided by the course information brochure and program administrator.
However, although not reflected as a program topic, Peter’'s book In

Search of Excellence was the basis for an additional block of

instruction. Each block of instruction was delivered in a way that
related important issues, effective techniques, and innovative
approaches to law enforcement. However, instructors (1) seldom
related a topic under discussion to previous or subsequent blocks of
instruction and (2)~instructqrs occasionally used experiences as
examples which were considered by the evaluator to be unrelated to the

topic under analysis.
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Information from interviews with participants indicated that they
generally believed the program offered "state of the art" information
in an atmosphere that encouraged creative thinking. They also
believed their attendance would result in personal skill development.
However, some particlpants from county agencies believed the program
was targeted at managers from municipal agencies, some participants
from smaller agencies believed the program targeted larger agenciles,
some participants had previously been exposed to the psychological
tests administered during the program, and some participants reported
that additional time was needed for instructors to analyze personnel
law, planning, interpersonal communication, and their relationship
with the city manager.

Information collected through course critiques completed on the
final class day indicates that participants considered the program
curriculum to be "state of the art," interesting, and not only useful
in law enforcement, and applicable to thelr present positions.
However, participants indicated that additional time was needed to
cover personnel law, planning, communication, and relationships with
the city manager and/or mayor.

The Police Executive Development Program might benefit if the
curriculum 1s revised in three areas. The Program might be changed to
provide Instructors more time tc discuss and analyze personnel law,
planning, interpersonal communication, and relationship with the
manager and/or mavor. Program topical areas might appear less
fragmented if instructors are encouraged to relate their blocks of

instruction to other lessons. The Program might be more beneficial to
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participants if instructors are encouraged to assess their lesson
content in terms of audience demographics to ensure that information
presented is relevant and beneficial tq participants. Psychological
tests which are repetitive might seem more beneficial to participants
if instructors are encouraged to relate the psychological test results
specifically to each of the program's blocks of instruction.
Participant expectation might be more accurate 1f the course

information brochure is revised to include Peter's book In Search of

Excellence as a separate bleck of instruction.

The Police Executive Development Program information brochure
describes the course as using a variety of instructional methods,
including lecture, psycholoéical tests, small group exercises, and
class discussion. Instructor lectures are intended to incorporate
relevant examples to illustrate theory and visual aids to help convey
ideas. Psychological tests are intended to provide féedback to
participants about their persconal performance and increase their
understanding of how they are likely to approach different tasks,
react to different situavions, and relate to others. Subgroups of
five te six individuals are assigned small group exercises designed to

ive participants the opportunity te discuss an assigned topic. Class
discussions are intended to allow volunteers or selected class
participants to discuss a suggested problem or question.
. Personal observation, course critiques, and participant inter-
views were used to gather i{nformation about whether program instruc-
tional methods were adequate, Adequacy 1s determined by judging

whether a variety of instructional methods were used and if so whether
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they were used effectively. The various information gathered about
instructional method adequacy prove to be consistent.

These issues are explored using the '"Observation Evaluation"
form's "Instructional Methods" section. This six part section
géthered information about lectures, psychological tests; class
discussions, and small group exercises used during the program, as
well as about the instructor's use of questioning techniques and
instructional aids.

The instructional methods section's first part required the
evaluator to respond to two items about the instructor's use of
instructional aids. The evaluator noted whether or not the instructor
used training aids that weré considered by the evaluator to be
appropriate to the subject matter and whether they were used
effectively.

Information collected from fifteen course observations indicates
that instructors use training alds considered by the evaluator to be
appropriate to the subject matter under discussion. These aids
inciuded handouts, overhead transparencles, 35mm slides, and the use
of the black board and flip chart with paper. Training aids are used
effectively in that each instructor introduced and related the aid to
the topic under analysis. However, although participants were given
an opportunity to ask final questions, instructors failed to follow up
the aid with a summary statement.

The second part required the evaluator to code four items about
the instructor's questioning techniqués. The evaluator noted whether

or not the Instructor (1) asked participants questions to check their
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understanding of inform;tion, (2) acknowledged questions asked by
students, (3) asked questions thap required participants to interpret
newly acquired information, and (4) asked questions that required
participants to apply newly acquired igformation.

Observation notes indicate that instructors asked approximately
six questions per hour to check ﬁarticipant understanding of topic
information and that instructors acknowledged and answered each
question asked by students. Hovever, only two instructors asked
questions which required participants to interpret and apply newly
acquired inlormation.

The third part contained two items about the lectures. The
evaluator noted the approxiﬁate percentage of the lesson taught using
the lecture instruction method. The evaluator also noted whether or
not the Instructor incorporated relevant examples into the lecture.

Data from the observation of class meetings indicates that about
37 percent of the four week course consists of lectures. Relevant
examples were Ilncorperated in each lecture and visual ailds were used
when necessary to help convey ideas. Content was consistent with
instructional objectives and each Instructor was prepared for the
lecture. Each lecture was consldered by the evaluator to be
organized, consisting of a logical sequence of ideas. Each instructor
encouraged participants to ask questions and the evaluator considered
all questions to be adequately addressed by the instructor.

The next part requlred the evaluator to respond to three items
about class discussions. The evaluator noted the approximate

percentage of the lesson taught using class discussion. The evaluator
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also coded whether or not (1) adequate time was allowed for problem
analysis and (2) whether or not the instructor guided discussion, when
necessary, to Ilncrease its contributioq to the topic.

About 33 percent of the program comsists of class discLssion.
Class discussion enhanced each lecture by giving participants the
opportunity to analyze and discuss the topic under analysis. Each
instructor suggested the problem or questions for discussion, and
volunteers or selected class participants were given sufficient time
to analyze and discuss the topics, The instruciors monitored class
participation by students and on several occaslons guided discussions
to increase thelr contribution to the toplc under analysis.

The fifth part included six items about small group exercises.
The evaluator noted the approximate percentage of the lesson taught
using the small group exercises. The evaluator also coded whether or
not (1) the exercise focused on a particular issue or problem, (2) an
instructor or a designee monitored the exercise, (3) an instructor or
a designee guided the activity, when necessary, to increase its
contribution to the issue under analysis, (4) time was allowed for
adequate follow-up discussion after the class was readjourned.

About 23 percent of the course consists of small group exercises.
Subgroups of five to six individuals were assigned exercises focusing

on a particular topic. The small group exercise contributed to the

instructor's objectives by giving participants the opportunity to

iscuss an assigned topic. However, full benefit was mot realized due

to certain deficiencies identified in each of the small group

exercises observed,. Each instructor did not take several steps
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needed to adequately administer a small group exexrcise. When
preparing participants for the small group exercise, instructors
identified the issues for discussion bqt seldom asked follow-up
questions to ensure that participants understood the focus of the
exercilse. Only two instructors identified the exercise goal or
otherwise specified the product expected to result from the activity,
Although instructors set time limits they seldom asked follow-up
questions to ensure that participants understood how much time was
actually allotted for the exercise. When preparing participants for
the small group exercise, each instructor failed to select a
participant to monitor and otherwise facilitate the activity.

Deficlent planning res;lted in over 50 percent of small group
discussicn focusing on uncertainties about what the group was supposed
to do, what the product of the activity was supposed to be, and how
much time was allotted for the exercise. Instructors (or a designee)
did not monitor the small group exercise. Therefore, no one was
available to assist group members or redirect groups straying from the
assigned topic. This resulted in each small group exercise focusing
primarily on topics other than the one under analysis and the tendency
for the exercise to consigct of input primarily from ome or two of its
more talkative members.

Time was seldom alloited for adequate follow-up discussion. Only
two instructors allotted adequate time for follow-up discussion after
class readjournment and on two occasions participants changed
instructors {and topilc area) without discussing the small group

exercise results. .



The final part contained four items about psychological tests
administered during the course., The evaluator noted the approximate
percentage of the lesson taught using psychological tests results.
The evaluator also noted whether or not (1) the instructor related
psychological profile information to the topic, (2) the instructor
specified what information the test would produce, (3) adequate time
was allowed for analysis of the results, (4) adequate feedback was

provided to the participant after test administration and analysis.

About 10 percent of the four week program involves administration

and Interpretation of the psychological tests. When preparing
participants for each psychological test, Instructors specified what
information the test would produce and related resulting nformation
to the specific topic undexr analysis. Adequate time was allowed for
analysis of psychological test results and adequate feedback was
provided to the participant in a useful form. However, long term
impact =-- and the psychological test effectiveness -- cannot be
assessed by observation of the program.

Several issues about instructional method were explored during
participant interviews. Participants were asked "Have the program's
instructional methods been appropriate for the course content?" and
"Have the program's instructional methods helped you learn the course

material?" All of those interviewed (N=17) reported that the

program's instructional methods were appropriate for the content. All

of those interviewed also said that the instructional methods helped

them learn the material.

207



208

An important objective of the course critique completed by
participants on the final class day was to determine whether
participants considered the program's %nstructional methods to be

"adequate."

Participants were asked about whether instructional
methods: (1) were appropriate for the content and (2) helped them
learn the material. Participants also indicated whether questions
they asked instructors were adequately addressed. The course critique
also contained a section that asked participants to provide specific
information about whether too much or too little time was spent on
each Instructional strategy.

All the participants (N=23) considered the program's instruction-
al methods appropriate, while ninety-five percent(N=22) believed the
instructional methods helped them learn the course material.
Ninety-five percent (N=22) of the participants indicated that
individval attention was providad by instructors and that questions
asked the instructors were adeguately addressed. At least eighty
percent of participants believed that the right amount of time had
been spent using each strategy (see Table 7).

Table 7
Time Allotted For Teaching Methods

Method Percentage Indicating That Time Spent Was
Too Much About Right Too Little

Lacture 4 91 4

'Psychological Tests 8 87 4

Small Group Exercise 13 82 4

Class Discussion ‘ 0 87 12




In summary, the various data gathering activities provide
consistent Inforwation about the adequacy of instructional methods.
Instructional method adequacy is determined by judging whether
instructors used a varilety of instructional methods, and if so,
whether they used them effectively. Instructors used training aids
that were appropriate to the curriculum, but instructors failed to
follow up alds with a summary statement. Instructors asked questions
to check participant understanding of topic information, though
questions were seldom asked that required participants to Interpret
and apply information. Approximately 70 percent of the program
consisted of lecture and class discussion. Both were generally
effectively administered. émall group exercises, used approximately
23 percent of the time, contributed to the lesson by giving
participants the opportunity to discuss assigned topics. However,
£ull benefit was not realized because instructors did not take some
steps needed to adequately administer them. Approximately 10 percent
of the program involved administration and interpretation of
psychclogical tests. The tests were effectively administered in that
participants were prepared for the tests, adequate time was allowed
for analysis, and feedback was provided in a useful form.

The interview results indicate that participants believed the
program's instructional methods were appropriate for the course
content and helped them learn the material. Data from the course
critique also indicate that participaats considered the program's
instructional methods appropriate. Almost all also believed that the

instructional methods helped them learn the material. Almost all also
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indicated that individual attention was provided by instructers and
that questlons asked the instructors were adequately addressed.

On the basis of these results, seyeral recommendations are made
to the Program Administrator. First, the program might be more
beneficial to participants if instructors are encouraged to follow-up
instructional aids with a summary statement and if instructors are
encouraged to ask more questions that require participants to
interpret and apply acquired information. Small group exercises might
be more beneficial if instructors are encouraged to: (1) identify the
specific issue for discussion, (2) ask questions to ensure that
participants understand what the issue 1s, (3) identify the exercise
goal, {4) ask questions to ;nsure that participants understand what
the goal is, (5) establish time limit for the exercise, (6) ask
questions to ensure that participants understand what the time limit
is, (7) persomally (or through a designee) monitor the exercise to
ensure its contribution to the issue under analysis, and (8) allow
time for adequate follow-up discussion following class readjournment.

Extent to Which Participants

Achieve the Program Objective

The program objective is to provide state and local law enforce-
ment executives with greater understanding of professional issues,
techniques for personal executive development, and practical bebavior-
al approaches to law enforcement executive development. The program
administrator indicated that the program 1s designed to increase the
participant’s understanding of the topics covered but that the program

is not designed to influence participant values.
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The course critique completed by participants on the final class
day is used to determine whether they considered the program
successful in (1) providing the necessary technlques for personal
executlve development, and (2) exploring and explaining practical
behavioral approaches to law enforcement executive development.
Respondents were therefore asked "In your opinion, did the course
accomplish what it was designed to accomplish?" All of the
participants stated that the program had successfully reached these
objectives.

This issue was also explored through inteiviews with program
participants. Partilcipants. were advised: "This program 1s designed
to provide command personnei with the necessary techniques in personal
executive development. The course 1s oriented toward explaining and
exploring practical behavioral approaches to executive development."
Participants were then asked to respond about whether they considered
the program successful in accomplishing what it was designed to
accomplish., At the time of the interview, eighty-eight percent
considered the program successful, Two of those interviewed
considered the program less than successful as a result of (1)
providing information beneficial vrimarily to members of larger
agencies and (2) providing informatiou beneflclal primarily to their
counterparts in municipal police agencies,

In summary, observation by the evaluator indicate that the
curriculum and instructional methods were likely to result in
participant objective attaimment. All participants reported in the

course critique that the program had provided the necessary techniques
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for personal executive development and explored and explained
practical approaches to law enforcement executive development.
However, only eighty-eight percent of those interviewed while the
course was in progress consldered it to be successful at the time of
the interview. Some participants complained that it was targeted at
larger or municipal police agencies. It 1s, therefore, suggested to
the administrator that the program might be more beneficial to
participants if instructors were encouraged to better fit lesson
content to student demographics.

Effects of the Program on Subsequent

Student Behavior or Performance

It is assumed that paréicipants attend the Police Executive
Development Program to meet needs identified by them or their supervi-
sors. They expect the course to have an im#act on participant behavior
or performance upon return to the agency. Therefore, information was
collected about whether participants and thelr supervisors believed
the program actually affected behavior or job performance upon return
to the agency.

The folilow-up surveys, completed by program participants and
their supervisor three months after the course are used to determine
whether the course had long term effects and whether changes in
participant behavior not initially identified appear in the long term.
In addition, the follow-up survevs are used to determine whether
expected changes in behavier or perfermance actually occurred upen

return to the agency.
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The participants were reminded in the survey's first section
about those specific changes in behavior or performance they expected
upon return to thelr agency. They were asked to describe the actual
change in their behavior or performance in terms of (1) whether
expected change in behavior or performance had been exhibited, (2)
whether the opportunity had existed for the participant te exhibit
expected changes in behavior or performance, and (3) whether expected
changes in behavior or performance had not been exhibited even though
the opportunity to exhibit it had existed. The results show that
elghty percent (N=16) of the respondents believe program information
benefited them upon return to the agencv. Seventy-five percent (N=15)
also believe that expected ;hanges in behavior or performance upon
return to the agency actually cccurred. Twenty-five percent (N=5)
indicated that the opportunity had not existed for them to exhibit
changes in behavior or perfoermance.

Program participants were alsc asked to describe how, other than
by expected benefit, the program has helped them since thelr return to
their agency. Benefits not initially identified or expected but
reported as appearing in the long term include: the use of personal
contacts made while attending the course, a better understanding of
how the agency should be managed; an increased understanding of the
potential feedback received from subordinates, increased use of input
from subordinates in the development of present and future programs, a
more realistlc approach to managsment, and the increased awareness of

personal management weaknesses {(see Table 8).
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Table 8

Reported Benefits

Renefit Ngmpgr Reborging Percentage Reporting
Personal Contacts 13 65
Understanding of Management 6 30
Understanding of Feedback 1 5
Increased Use of Input 8 40
More Realistic Management Approach 2 10
Awareness of Personal Weaknesses 3 15
N = 20

The follow-up survey also asked participants whether they would
recommend the Police Executive Development Program for indlviduals
holding positions comparable to theirs (Item 6). Ninety percent
(N=18) of the respondents indicated that they would. Ten percent
-(N=2) indicated that they would recommend course attendance only to
individuals recently appointed to an executive level position.

These issues were also explored through parallel surveys com-
pleted by the‘participant's supervisor. Supervisors were asked to
describe the actual changes in subordinate behavior or performance in
terms parallel to those on the participants follow-up survey.

Eighty-two percent of the respondents believed the program had
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benefited their subordinate since returaing to the agency. Sixty-five
percent (N=11) also indicated that expected changes in subordinate
behavior or performance upon return to.the agency had actually
occurred. Seventeen percent (N=3) indicated that the opportunity has
not existed for the subordinate to exhibit expected changes in
behavior or performance. Seventeen percent (N=3) also indicated that
expected changes in subordinate performance or behavior had not been
observed, although the opportunity for the participant to exhibit it
has exjsted. However, all three sald that previous graduates had
benefited from program attendance and that support for the course will
centinue.

Follow-up surveys compieted by the participant's supervisors alsc
asked them tc describe how, other than by expected benefit, the
program has helped the subordinate since return to the agency.

Banefit not initially identified or expected but reported as appearing
in the long term include: the use of personal contacts made while
attending the program, and enhanced understanding of how the partici-
pant's position relates to overall department operation, increased
effectiveness in dealing with colleagues, and an enhanced
understanding of civil liability as it relates to the participant's

current position (see Table 9).
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Table 9

Reported Benefits

Benefit Number Reporting Percentage Reporting
Personal Contacts 5 29
Understanding of Position 2 11
Increased Effectiveness 8 47
Understanding of Civil

. e 3 17

Liability
N = 17

The follow-up survey also asked participant's supervisors whether
they would enroll additional personnel in the program. All of the
supervisors (N=17) indicated that, as a result of impact on the

participant, they will enroll additional personnel in the program.
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Judgement of Value

This section provides information about the value of the program
outcomes and usefulness of evaluation information as judged by the
evaluator,

Value of Program Outcomes

Data about the Peclice Executive Development Program purpose,
curriculum, instructional methods, and benefit have been analyzed.
Program effectiveness was evaluated through: (1) assessment of the
particular needs of the program's clientele to determine whether the
course met thelr needs, (2) determination of how well official de-
scriptions of the program céincide with the actual program, (3)
assessment of the extent to which students achieved program objec-—
tives, and (4) examining whether the program affected subsequent
student behavior or job performance. i

The evidence suggests that a2 majority of the participants under-~
stood the official program purpose and had general knowledge of what
topics would be addressed In the program. Participants could identify
the benefits expected to result from course participantion. The
majority of the participants' supervisors also understood the official
program purpose and had general knowledge of what topics would be
addressed in the course. The supervisors could identify benefits
expected to result from subordinate participation.

The program curriculum was consistent with the official course

descriptions in that it (1) adequately provided participants with

techniques for personal executive development and (2) adequately
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explored and explained current law enforcement management techniques.
Each topic dealt with important issues, effective techniques, and
innovative approaches specifically for.law enforcement management,

The program provided information considered by the evaluator and
participants to be iInteresting, timely, and directly applicable to law
enforcement. Enough time was generally allowed for each topic, giving
the iInstructor time to analyze, discuss, and answer participant
questions.

Lectures, the basic method of instruction, were organized around
fourteen topics. Their content was consistent with course objectives
and consisted of a logical sequence of ideas. Class discussion
enhanced lectures by giving‘participants the opportunity to analyze
and¢ discuss the topic. Subgroups of five to six individuals were
assigned small group exercises related to the topic under analysis.
Although they contributed somewhat to the instructor's objective, full
benefit was not realized, as instructors falled to adequately
administer the activity. The program also involved effective
administration and interpretation of psychological tests. Information
was provided on how the resulting test information was related to
personal executive development, test results were Interpreted, and
feedback was given to the participant.

The program appears to be successful in (1) providing partici-
pants with the necessary techniques for personal executive deveiop-—
ment, and (2) exploring and explaining practical behavioral approaches
to law enforcement development. Participants and thelr supervisors

reported that expected changes in behavior or performance upon return
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to the agency generally occurred and that there were additional
benefits other than those expected resulted from program
participation.

Usefulness of Evaluation Information

The evaluation's primary audience, the Police Executive Develop-
ment Program administrator, was identified prior to the study. The
evaluation provides information which emnables the Program
Administrator to determine how the program should be modified for
curreni students. To ensure use cof evaluation results, the
administrator's preferred method for information presentation and

dissemination are used in releasing evaluation results.
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