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Preface

This is the first-year process-evaluation report of the W. W. Caruth Jr. Police Institute in Dallas,
Texas. It analyzes the early development of the institute, assesses the extent to which strategies
were implemented as planned, discusses obstacles encountered, and assesses whether the insti-
tute has lived up to initial expectations. The evaluation was funded by the University of North
Texas at Dallas with funds from the Communities Foundation of Texas. It is intended for an
audience of researchers and criminal-justice practitioners interested in policing issues.

The RAND Center on Quality Policing

This research was conducted under the auspices of the RAND Center on Quality Policing
(CQP), part of the Safety and Justice Program within RAND Infrastructure, Safety, and Envi-
ronment (ISE). The center’s mission is to help guide the efforts of police agencies to improve
the efficiency, effectiveness, and fairness of their operations. The center’s research and analysis
focus on force planning (e.g., recruitment, retention, training), performance measurement,
cost-effective best practices, and use of technology, as well as issues in police-community
relations.

The mission of ISE is to improve the development, operation, use, and protection of soci-
ety’s essential physical assets and natural resources and to enhance the related social assets of
safety and security of individuals in transit and in their workplaces and communities. Safety
and Justice Program research addresses occupational safety, courts and corrections, and public
safety—including violence prevention, policing, substance abuse, and public integrity.

Questions or comments about this report should be sent to the author, Robert C. Davis
(Robert_Davis@rand.org). Information is available online about the Safety and Justice Pro-
gram (http://www.rand.org/ise/safety) and CQP (http://cqp.rand.org). Inquiries about CQP

or about research projects should be sent to the following address:

Greg Ridgeway

Director, Safety and Justice Program
RAND Corporation

1776 Main Street, P.O. Box 2138
Santa Monica, CA 90407-2138
310-393-0411, x7734
Greg_Ridgeway@rand.org
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Summary

In March 2009, the Dallas Police Department (DPD) began a unique partnership with two
local universities, the University of North Texas (UNT) and the University of Texas at Dallas
(UT Dallas). Start-up funds to create the W. W. Caruth Jr. Police Institute at Dallas (CPI)
were provided by a $10 million gift from the Communities Foundation of Texas (CFT). The
institute will provide training for officers at all stages of their careers and will serve as the
research and problem-solving arm of the DPD, providing solutions to complex policing prob-
lems and developing effective crime-fighting strategies.

This report describes the results of a first-year process evaluation of CPI based on an eval-
uation design that RAND researchers prepared with funding from CFT. The design included
a process evaluation of the institute’s first-year operations and an impact evaluation to assess
whether and how the institute is able to make the DPD more effective. The process evaluation
described in this report focused on the setup of the institute. It examines the extent to which
the institute is meeting its operational goals and the milestones set forth in its business plan
developed for CFT. It also examines obstacles to implementation and how the institute has
responded to these challenges.

In addition to gathering data for the process evaluation, we also collected data during the
first year to serve as a baseline or benchmark for measuring the institute’s effects in subsequent
years. The results of the baseline measures of community opinion of the police, officer job satis-
faction, and several other items are contained in the companion RAND document, Measuring
the Performance of the Dallas Police Department: 2008—2009 Results (Davis, 2009).

Methods used in the process evaluation included collection of information from DPD
and institute records, interviews with CPI staff, interviews with senior DPD managers, inter-
views with participants in CPI’s inaugural course for lieutenants, course evaluations completed
by participating lieutenants, and observations of CPI board of steward meetings and classes.
Through the use of these multiple methods, we hoped to gain a solid understanding of the
start-up challenges that the institute faced and the extent to which the institute is meeting its
operational goals and milestones.

The report finds that, although the institute got off to a slow start, it assembled a well-
qualified staff that created a state-of-the-art leadership class for lieutenants as its first course.
The course, given in weekly modules over a period of six months, included lectures by CPI
staff instructors, guest lecturers, case studies, and Friday forums that featured candid discus-
sions between DPD chiefs and CPI staff on a variety of current topics. The class, which could
be taken for UNT undergraduate or graduate credit, was well-received by participants, based
on the student evaluations. Interviews with participants indicated that the course had signifi-
cant team-building value: By graduation, the lieutenants had developed a common approach

xi
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to leadership, a common language, and a common commitment to apply the leadership prin-
ciples that they had learned to their jobs. The development of a cohort of midlevel managers
who think similarly on issues is something that distinguishes CPI from other quality leader-
ship programs.

The research and problem-solving component of the institute is also off to a solid start.
The fact that the institute had to be quartered initially at DPD headquarters (because UNT
Dallas did not yet have space available to house CPI) proved to be fortuitous. Institute fellows
from UT Dallas have several significant research projects under way. Moreover, the institute
has been receiving an increasing number of requests from members of the DPD command staff
to use research to inform or evaluate DPD programs. It is unlikely that this integration of the
institute would have happened as quickly or to the same extent had the institute been housed
outside of DPD headquarters. The institute’s research capacity is currently limited, however, by
the fact that the institute has not effectively filled the position of research director. The execu-
tive director has so far acted as research director on an ad hoc basis, but this is not a tenable
long-term solution because the executive director’s time is being stretched increasingly thin.

Adherence of the two universities to their commitments will be key to long-term sustain-
ability. Between the universities and the city, the four senior positions in the institute, as well
as office space, should be covered once the initial four-year budget period ends. However, the
fact that the research-director position has not yet been picked up as specified in the memoran-
dum of understanding (MOU) between CFT and the university partners is cause for concern.
Another cause for concern is the fact that the City of Dallas has discontinued tuition reim-
bursement for police officers taking academic courses. This likely will continue to have a signif-
icant impact on the proportion of officers who use CPI courses to pursue academic degrees and
dampen enthusiasm for participating in CPI courses, whether on a credit or noncredit basis.

Demand for course participation from agencies in the region is building as word of the
institute spreads. Opening courses to other agencies is one of the keys to sustainability: The
extent to which the institute limits its scope to Dallas versus becoming a regional public-safety
training center is one that institute staff, CFT, the two universities, and the City of Dallas will
need to work through in the coming years.
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CHAPTER ONE
Introduction

This paper reports on the first-year evaluation of the W. W. Caruth Jr. Police Institute (CPI)
in Dallas. The institute was the result of an unprecedented $10 million gift from the Com-
munities Foundation of Texas (CFT) to the Dallas Police Department (DPD). The purpose of
the gift was to build the organization’s long-term capacity to more effectively fight crime and
respond to public concerns. CFT commissioned RAND to recommend how the DPD might
spend this grant to best effect and to assist in developing a formal grant proposal to CFT based
on the concept developed.

RAND researchers recommended that the best investment of the funds would be to estab-
lish CPI, a partnership that teamed the DPD with two local universities. CPI was designed to
make leadership and other types of training for DPD staff an integral part of staff development
and career advancement. It was also intended to partner the DPD with local academics, the
business community, and national experts in developing solutions to complex policing prob-
lems and innovative solutions to preventing and deterring crime. A primary objective for CPI
would be to promote Dallas as a laboratory for testing and evaluating new strategies to fight
crime and respond to community needs. Figure 1.1 depicts the concept behind CPI.

As the diagram indicates, the institute has two components. One is concerned with staff-
development courses at all levels within the DPD:

* At the recruit and sergeant levels, the institute will supplement current DPD training
programs. For recruits, the supplement will emphasize community policing and tacti-
cal crime fighting. For sergeants, the supplemental material will stress problem solving,
applying research and best practices, and understanding police culture in order to lead
effectively.

* At the midlevel-manager (lieutenant) level, courses will include small-business manage-
ment, strategic planning, evidence-based and problem-solving approaches to policing,
CompStat processes, and theories of leadership.

* At the executive (assistant chief) level, the curriculum will incorporate courses on under-
standing policing within the context of other city services, comparative approaches to
policing in major metropolitan departments, organizational theory and change, and
futures research (understanding how the context of policing will change over the coming
years).

The second component of the institute provides a forum for the DPD to solve complex
management problems through discussion between police administrators, business leaders,
and university scholars, bringing to bear information from national best practices. It also serves
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Figure 1.1
Institute Model
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as a laboratory, by comparing and measuring the effects of different crime-fighting approaches
or community-relations campaigns. By fostering competition, the institute aims to spur divi-
sion and midlevel managers to apply and test innovative solutions to policing problems and for
the DPD to develop a library of effective, evidence-based practices. The overall goal of imple-
menting and evaluating effective programs is grounded in the following discrete activities:

* Solve complex DPD problems, such as patrol deployment, with the aid of institute fac-
ulty, visiting academics and police executives, local business leaders, and executive-course
class projects.

* Develop, apply, and evaluate new approaches to crime fighting and police management.
Apply evaluation results to modify and improve programs and strategies utilizing the
CompStat process.

* Lead in the development of sophisticated metrics to monitor trends in performance of
districts and special units.

* Compare patrol districts and special units with past performance and with similar units.
Disseminate results publicly for enhanced accountability.

* Promote DPD as a national center on police training and innovation. Track best practices
in use of force, conducting stops, and other areas, to maintain state-of-the-art training
materials. Explore new staffing, management, and leadership models. Hold forums on
current policing issues.

Expected benefits of the instructional function of the leadership institute include better-
trained officers better able to respond to Dallas’ crime challenge and to effectively protect and
serve its citizens. Officers who successfully complete leadership courses leading to college cred-
its and advanced degrees will be better positioned for promotions, resulting in longer reten-
tion of the most-capable leaders by the Dallas Police Department. The institute also aims to
enhance public safety and public confidence in the police through improved leadership and
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through the application of field skills learned. Finally, with the inclusion of tactical and man-
agement training courses and applications of lessons in the field, the institute would have the
potential to make a quick dent in targeted crime.

About This Report

The evaluation design that RAND researchers prepared envisioned both process- and impact-
evaluation methodologies. The process evaluation was intended to look at how well strategies
were implemented, identify obstacles to implementation, examine how the institute responded
to the obstacles, and assess whether the institute has lived up to expectations during its first
year of operations. Process evaluation can be used for a number of purposes. It can assess
the quality or strength of an intervention, explain why certain results are achieved, elucidate
relationships between program components, and identify factors that mediate program suc-
cess (Linnan and Steckler, 2002). In our case, the first-year process evaluation examines the
extent to which the institute is meeting its operational goals and the milestones set forth in its
business plan developed for CFT. It also examines obstacles to implementation and how the
institute has responded to these challenges. This report discusses the findings from the process
evaluation.

We also collected data during the first year to serve as a baseline or benchmark against
which to measure how the creation of the institute affects policing in Dallas. It was antici-
pated in the evaluation plan that efforts to determine how CPI affects the quality of policing
in Dallas would begin in the institute’s second year of operation, once classes were up and
running and problem-solving processes established with the DPD. The RAND plan antici-
pated that comparable data would be collected annually to compare with the benchmarks. The
results of the baseline measures of community opinion of the police, officer job satisfaction,
and several other items are contained in the companion RAND document, Measuring the Per-
formance of the Dallas Police Department: 2008—2009 Results (Davis, 2009).






CHAPTER TWO

Research Methods

A memorandum of understanding (MOU) between CFT, the University of North Texas
(UNT), the University of Texas at Dallas (UT Dallas), and the City of Dallas creating the
institute was signed in March 2009, and the institute offered its first course in September
2009. During this period of planning and implementation, the evaluation work focused on
determining whether the institute was taking the steps needed to conduct operations at a level
that will produce the kind of far-reaching effects envisioned by the DPD and CFT. We have

divided the process-evaluation questions into three major categories:

management and implementation issues (how well structural challenges are being met)
— Is the institute staffed appropriately?

— Are physical needs of institute being met?

— Are the partner institutions working well together?

— Is the institute progressing toward sustainability?

progress toward leadership development (curriculum development, integration of course-
work into DPD staff development)

— Are courses being offered on regular basis at all levels?

Is the curriculum innovative on the national stage?

Has the institute increased the number of DPD management staft getting leadership
training?

Do attendees value courses and apply lessons to their work?

Has the institute worked with the DPD to develop a process for developing and culti-
vating future leaders?

progress toward research and problem solving (marshaling resources for problem-solving

efforts, development of evidence-based policing framework)

— Is the DPD using the institute in the problem-solving role envisioned? Has that part-
nership paid concrete dividends to the DPD?

— Is the institute generating, publishing, and using performance measures?

— Has the institute developed a process for disseminating best practices to other
departments?

— Has the institute involved university faculty and the business community in solving
large DPD problems?

— Has the institute induced the DPD to develop an evidence-based approach to policing?

— Is DPD management making a commitment to performance indicators?
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Tables 2.1-2.3 describe the indicators that we examined in order to address each of the
topics in the process evaluation.

In conducting the process evaluation, we used information from a variety of sources,
including interviews with institute staff, interviews with DPD senior staff, observations of
meetings of the institute’s board of stewards, CPI and DPD records, literature on police lead-
ership training, on-site observations, course evaluations, and the career paths of a cohort of

officers.

Table 2.1

Management and Implementation

Question

Indicator

Is the institute staffed
appropriately?

Are the institute’s physical needs
being met?

Are the partner institutions
working well together?

Is the institute progressing toward
sustainability?

Number of staff positions filled and vacant
Effectiveness of search and selection process
Staff qualifications

Composition of board of stewards

Classrooms adequate to the number of students and course needs
Appropriate work space for institute staff
Progress toward finding permanent space

Relations between police chief and UNT and UT Dallas administrators
Relations between city government and UNT and UT Dallas administrators
Effective cooperation among members of board of stewards

Securing funding from federal or state grants or contracts
Income from tuition for officers outside DPD
Development of other revenue streams

Table 2.2
Leadership Development

Question

Indicator

Are courses being offered on
regular basis at all levels?

Is the curriculum innovative on the
national stage?

Has the institute increased the
number of DPD management staff
getting leadership training?

Do attendees value courses and
apply lessons to their work?

Has the institute worked with
the DPD to develop a process for
identifying and cultivating future
leaders?

Number of different courses offered

Enrollment in mandatory and elective courses

Number of DPD staff working on degrees

Course times and modalities encourage staff participation

Models used for course material

Approach to teaching leadership

Use of real-life DPD problems in class and individual projects

Use of UNT and UT Dallas faculty, local businesspeople, and visiting police
and academic experts in teaching roles

Increase in number of DPD staff taking leadership courses annually
Increase in proportion of DPD staff who have taken a leadership course

Course evaluations
Pre/post course changes in knowledge
Participants’ application of course materials to their jobs

Procedures or guidelines for identifying potential leaders at the academy
level or later
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Table 2.3
Research and Problem Solving

Question Indicator

Is the DPD using the institute in the Use of class projects to solve problems

problem-solving role envisioned? Involvement of institute and UNT and UT Dallas faculty in problem-solving
Has that partnership paid concrete efforts
dividends to the DPD? Involvement of visiting police executive and academic expert in problem-

solving efforts
Forums for regular exchange of ideas between institute and DPD staff
Involvement of institute and UNT and UT Dallas faculty in problem-solving

efforts
Is the institute generating, Development of set of performance indicators
publishing, and using performance Regular production of indicators
measures? Public access to indicators
Has the institute developed a Development of institute website and number of hits
process for disseminating best Conferences held and scheduled
practices to other departments? Publications and scope of distribution

Has the institute involved university Regular forums for involvement of faculty and the business community in
faculty and the business community DPD strategic planning and problem solving
in solving large DPD problems? Specific problems in which faculty and businesspeople play a role

Has the institute induced the DPD  Evaluation of new programs

to develop an evidence-based Evaluation of ongoing programs

approach to policing? Translation of evaluation findings to practice

Is DPD management making a Use of performance indicators in strategic planning and CompStat
commitment to performance processes

indicators? Making performance indicators available to the public

Interviews with Institute Staff

We conducted numerous interviews in person and by phone throughout the evaluation period
in order to generate information about the institute’s progress in each of the three domains
and keep the evaluation team informed about current activities and milestones reached. Staff
interviewed included the institute director, associate director for training, other instructional
staff, and research staff. Topics included development of the physical capacity of the institute,
relations with DPD and UNT staff, efforts to attract independent funding, progress toward
developing a curriculum, use of the institute as a factor in promotion decisions, forums devel-
oped to promote the use of the institute as a problem-solving resource for the DPD, evaluations
of new and existing DPD programs, and use of university faculty and business community as
problem-solving resources.

Interviews with DPD Senior Staff

We conducted periodic interviews in person and by phone with the police chief, assistant
chiefs for training and for research, and other senior staff to understand the institute’s progress
toward objectives from their perspective. The interviews, ranging from 20 to 45 minutes, cov-
ered implementation progress, the institute’s effect on the DPD, and thoughts about the future
of the institute. Interviews in the spring will focus on the ways in which the first lieutenant-
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course participants approach their jobs differently as a result of the course in which they have
participated.

Observations of Meetings of the Institute Board of Stewards

We attended several meetings of the board of stewards to observe and to ask questions about
decisions reached and actions taken by the board. Going forward, we will seek to conduct
structured interviews annually with each board member.

Caruth Police Institute and Dallas Police Department Records

We collected information from CPI records, including the MOU specifying responsibilities of
the partners, institute, the institute’s business plan, staff qualifications, the content of courses,
and the methods of choosing class participants, and records on the backgrounds of course par-
ticipants. From the DPD, we received data on the educational attainment of staff and on the
number of separations and reasons for separations for the past three years. This information
will become part of the baseline data against which the institute’s success will be assessed over
the coming years.

Literature on Police Leadership Training

We conducted a review of literature on law-enforcement leadership training to determine best
practices in the field. We also interviewed staff from several leadership training programs to fill
in gaps in our understanding of what their programs included.

On-Site Observations

Each week that the institute’s first course was in session, we observed the content of the classes
and the interaction between instructors and class participants.

Course Evaluations

We worked with institute staff to develop course evaluations that will assess participants’ satis-
faction with course content and instruction and knowledge gained on specific topics. In order
to assess the effects of the course, we started by examining course-evaluation forms developed
by institute staff. We also collected our own assessments that included both pre- and post-
course comparisons among participants, as well as comparisons between course participants
and a comparison group of lieutenants who did not take the course. The measures include
(a) decisionmaking ability, based on responses to hypothetical problems likely to be encoun-
tered in command positions (administered pre and post both to course participants and to
nonparticipating lieutenants); (b) changes in self-assessed leadership qualities and abilities (also
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administered pre and post both to course participants and to nonparticipating lieutenants);
(c) changes in job performance assessed by asking course participants to describe significant
recent accomplishments (to be administered several months after course completion, both to
participants and to nonparticipating lieutenants); and (d) perceptions of supervisors of the lieu-
tenants who took the course of changes in course participants’ approach to their assignments.

Tracking the Career Paths of a Cohort of Officers

In the evaluation plan, we said that we would select ten Dallas officers during the first year of
the evaluation and track their careers over a period of years to determine how they used insti-
tute training to advance their career goals and how the institute affected their career trajecto-
ries. Since the lieutenant course was the first course offered by the institute, we decided to select
the ten officers from among the participants in the inaugural course. We asked for volunteers
and took the first ten that applied.

In October 2009, we interviewed the ten lieutenants about their career goals, about their
initial impressions of the course, and about their thoughts on the DPD. The interviews lasted
about 15 minutes and were conducted in private rooms at the conference center where the
course was being held. We will document the actual course of their careers—the extent to
which they take advantage of institute courses, whether they stay with the DPD, and whether
they are promoted. We plan to interview each officer in this cohort during each subsequent
year that the evaluation is funded. The interviews will query officers about career goals, job
satisfaction, and satisfaction with progress toward their goals. The in-depth information gath-
ered from these interviews will add a human dimension to the evaluation work describing the
effects of the institute.

Information from these multiple sources has been synthesized and important lessons
about the institute abstracted for this report. In drawing conclusions, we have been especially
attentive to patterns that emerge from the results—that is, in findings that are corroborated by
multiple sources of information. The chapters that follow describe the first-year experience of
the institute and how it dealt with significant obstacles.






CHAPTER THREE
Staffing and Infrastructure

The CPI executive director, Robert Taylor, was a clear choice to head the institute. Taylor was
one of the architects of the institute and chair of the criminal-justice department at UNT. His
lengthy resume as a trainer and consultant to law-enforcement agencies; authorship of several
popular textbooks on police administration, juvenile justice, and criminal investigation; and
his extensive contacts in the law-enforcement community made him well-qualified to assume
the directorship.

Getting the institute off the ground was a slow process at first. The institute involved a
complex set of relationships between two universities, the City of Dallas, and CFT, making
the process of drawing up an MOU a lengthy one. The process was complicated further by the
fact that UNT Dallas was just in the process of becoming a separate university from UNT
in Denton: While the institute was part of UNT Dallas, it initially had to rely on UNT in
Denton for the ability to give college credits and degrees, as well as for payroll, computer ser-
vices, grant administration, and other administrative support. Since the institute was a unique
collaboration designed to marshal university resources for the benefit of the DPD, it took time
to work out internal agreements and legal documents explicating the collaboration.

The DPD stepped up and offered CPI free temporary space in the police headquarters at
1200 S. Lamar Street until construction was complete for the institute’s permanent home on
the campus of UNT Dallas. Office equipment (desks, phones, and computers) was purchased
with money from the grant. Although the space at DPD headquarters was initially intended
to be temporary, the location has proven advantageous for integrating the institute into DPD
operations. Institute staff have been called on to help solve everyday issues and problems, from
reviewing vehicle-chase and use-of-force policies to active participation in the CompStat pro-
cess. While future plans call for an office in a new building at UNT Dallas, primary offices are
expected to remain at DPD headquarters.

The first staff person to assist the institute director was Jennifer Davis, project coordina-
tor, formerly director of a health project at UNT. She handles all budgetary and compliance
issues on grants, locates classroom space, and coordinates logistics for the courses. The DPD
assigned Lt. Sally Lannom to the institute. She acts as liaison between CPI and the DPD com-
mand staff.

The grant proposal that funded CPI envisioned three associate directors: one for train-
ing, one for research, and one for external affairs. In June 2009, the first of these positions
was filled when Richard Smith was hired as associate director in charge of training. Smith is
a former assistant professor at the University of Texas at Arlington and public-safety director

for Southlake, Texas.
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CPI also has temporary assistance in the form of Peter Johnstone, former vice president
and provost at UNT. Johnstone has an extensive background in policing, having served as an
officer with the London Metropolitan Police, as well as receiving his doctorate degree in inter-
national law and administration. Johnstone assists in teaching CPI courses and develops case
studies for use as teaching devices in the courses.

The other two associate director positions envisioned in the grant proposal have not been
filled. The institute director says that it is unlikely that the institute will hire a director for
external affairs in the foreseeable future. The need to make the initial $3.5 million CFT grant
funds last for five years has required scaling back on some of the original plans. The position
may not be missed, since the executive director has effectively taken on that role himself,
making contacts and publicizing the institute in the policing world. The addition of a perma-
nent law-enforcement executive-in-residence position will also help the institute to reach out
and make statewide and national connections with other agencies.

John L. Worrall of UT Dallas was designated associate director for research. Worrall,
well-published in the field of policing, is current editor of Police Quarterly. He does not draw a
salary from CPI and does not get release time from his university for his involvement with CPI.
UT Dallas has committed itself in the MOU to fund the research-director line, but, so far,
funding has not materialized. As a result of his participation being pro bono, Worrall is only
marginally involved with the institute’s work. Worrall does supervise two UT Dallas Ph.D.
students who are paid stipends by CPI for 20 hours per week of work. The graduate students
assist in teaching courses, aid in developing criteria for selecting course participants, and con-
duct research projects. Worrall and the institute director did recently coauthor and submit a
grant proposal to the National Institute of Justice to evaluate an “immersion” recruit-training
program.

The other staff envisioned in the grant proposal included a police executive in residence
and a scholar in residence. Rather than seek individuals to spend months at a time in Dallas,
the institute has decided to use these positions to bring in prominent people for brief periods.
Police executives are brought in for several days at a time to assist with teaching courses. For
example, the first person, Darrel Stephens—former police chief of Charlotte-Mecklenburg—
spent a day teaching the lieutenants’ course and, the next day, participated in a several-hour
candid discussion with Dallas chief David Kunkle on the experience of being a police chief.
Other visiting law-enforcement executives included David B. Mitchell, former secretary of the
Delaware Department of Safety and Homeland Security and of the Maryland State Police,
and Gregory Allen, current chief for the City of El Paso and an expert on U.S.-Mexican border
violence. Visiting academics were also used to aid in instruction, as well as conducting wider
seminars for the benefit of the DPD.

The institute just announced that, upon his resignation as chief, David Kunkle will be
joining the institute staff as the first police executive in residence, assuming much of the role of
the associate director for external affairs on a contract basis. Kunkle also will help with devel-
oping and teaching institute courses.

The institute recruited members for a board of stewards that includes staff of the Dallas
city manager’s office, UNT and UT Dallas, the DPD, CFT, Dallas Crime Watch, and local
representatives of the Drug Enforcement Administration (DEA) and the Federal Bureau of
Investigation (FBI). The board meets semiannually and met for the first time in June 2009 and
again in December 2009. The first meeting served to introduce the board to the institute. At
the second meeting, CPI staff gave a progress report on the institute objectives. So far, the new
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board does not appear to have taken an active role in setting objectives or policy for the insti-
tute, but it is still too early to tell how active the board or individual members are likely to be.
Finally, there are plans to bring in people from the business community to conduct semi-
nars for the benefit of the DPD. Contacts have been made with Southwest Airlines, American
Airlines, Burlington Northern Santa Fe Railway, City Center Security (Bass Companies in
Fort Worth), Frito-Lay, and Texas Instruments to assist in this venture. The hope is that DPD
deputy chiefs will be matched with business leaders who will serve as coaches and mentors.






CHAPTER FOUR

Institute Courses: Developing Future Dallas Police Department
Leaders

As the demands on law-enforcement agencies have grown and technology becomes increasingly
complex, experts have come to recognize the importance of good police leadership (see, e.g.,
International Association of Chiefs of Police, 1999). There are good programs in the United
States for training leaders in law enforcement, including the Senior Management Institute for
Police (SMIP) (run jointly by the John F. Kennedy School of Government at Harvard and the
Police Executive Research Forum, or PERF) and the FBI's National Academy, among others.
There are also significant drawbacks to these programs, including cost and significant time
away from the job in a residential program. Consequently, agencies—including the DPD—
tend to send only a few of their top administrators to these programs.

The concept behind CPI is very different from that of other programs that train police
leaders. Most obviously, the classes are local, so participants do not need to be away from home
and the department does not have to pay for transportation, hotel, and per diem costs associ-
ated with residential programs. Moreover, CPI courses are conducted in blocks of one week
per month: Even though the total number of class hours is enough to qualify for nine graduate
credits or 15 undergraduate credits, participants are not away from the job for extended periods
of time.

But, more fundamentally, CPI is a wholly new approach to leadership training. It looks
at learning as a career-long process: CPl is involved in the DPD’s training all the way from the
recruit stage to the level of senior management. It offers officers continuous chances to increase
their effectiveness on the job, to earn undergraduate and advanced degrees, and to expand their
opportunities for advancement at all stages of their careers. CPI is also unique in that cohorts
of officers from particular ranks go through the program together. Instead of developing a
few trained individuals as leaders, CPI courses graduate classes of several dozen officers who
have shared experiences over a period of six-week sessions. There is a chance to develop group
cohesion and to form professional relationships that will last throughout officers’ careers. The
cohorts of officers graduating from CPI courses using the same language and same ways of
thinking about policing problems have the potential to quickly and significantly change the
culture of the department.

In the spring of 2009, CPI staff began a careful process of planning the courses to be
offered through the institute. They did a scan of practice to determine the scope of supervi-
sion and management courses that were being offered across the country for law-enforcement
personnel. They examined the topics and content of major textbooks on police supervision,
management, and administration. They also examined academic literature on innovative train-
ing techniques, current trends in police management training, and adult learning strategies.

15
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Course planning began in earnest with focus groups led by Eric J. Fritsch, professor and
associate chair of the Department of Criminal Justice at UNT in Denton. The focus groups,
which included both command staff and midlevel supervisors, asked participants for their
views on what kinds of training were needed to perform their jobs most effectively and on
the format and delivery options for courses. The sergeants’ focus group indicated that the
most-critical needs were in the areas of leading and motivating diverse personnel, handling
discipline and performance evaluations, liability issues, managing change, and keeping abreast
of evidence-based practices. For lieutenants, the needs expressed centered on mentoring and
career development, grant writing, project management, budgeting, interagency cooperation,
decisionmaking, and research methods for police managers.

Fritsch also conducted a scan of practice, contacting some of the best police leadership
training programs in the country, including those run by the International Association of
Chiefs of Police and PERF, to gain a detailed understanding of how their leadership programs
were structured. CPI’s director made connections early on with administrators of the police
executive leadership program at Johns Hopkins University (JHU) in Columbia, Maryland. So
far, the connection has brought staff from JHU in to teach portions of courses at CPI. CPI and
JHU are in the process of drawing up an MOU that will formalize ongoing faculty exchange
and other forms of cooperation. In the future, this relationship may also offer an avenue to
connect DPD supervisors with their counterparts from other agencies who are enrolled in the
JHU program.

The curriculum for the lieutenants’ course was a synthesis of the local needs assessed in
the focus groups, national best practices in leadership training, and the considerable experience
of CPI's executive director and the associate director for training.

Lieutenants’ Course

The first course offered through the institute was a leadership class for lieutenants, with the
broad objective to identify and prepare the next generation of leaders for the Dallas Police
Department. This was a sound decision, as findings from our needs assessment demonstrated
that lieutenants in the DPD are a traditionally undertrained group that has had only limited
training opportunities available to them.

About 80 of the DPD’s 120 lieutenants attended the introductory sessions. Lieutenants
who decided to apply were asked to provide a description of how the course would fit into their
career goals. The selection process was to have been based on these personal statements, time
in rank, performance evaluations, education, letters of recommendation, and disciplinary his-
tory, as well as ethnic and gender diversity. As it turned out, 24 of the 120 lieutenants applied
for the 26 slots, so all were accepted. The fact that more lieutenants did not apply for the course
may have been a function of the newness of the institute, but it is likely also related to the city’s
withdrawal of tuition reimbursement for police officers taking college courses—a cost-saving
move that unfortunately occurred just before the institute opened its doors.

Lacking adequate class space either at the DPD or UNT Dallas, the class was held in a
conference room at a local arboretum. While the space is attractive, the cost for the ten-week
session is $4,000—5,000 per week for space and food. However, the institute recently secured
a commitment from the Meadows Foundation to host future courses and provide lunches for
participants.
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The 240-hour course, which began in October, provided nine hours of graduate or
15 hours of undergraduate credit. However, few of the participants took the course for college
credit, likely again due to the fact that the city no longer reimburses officers who take col-
lege courses. The first CPI class convened on September 14, 2009. Each module began with
lectures by institute staff on the first two days based on assigned readings. On the third day,
Johnstone introduced a case study customized from Harvard Business Review. On the fourth
day, a guest lecturer took over the class. The lecturers were nationally recognized experts in
policing, including both police leaders and academics. The final day included a discussion
between the guest lecturer and a high-ranking member of the DPD, moderated by the institute
director.

The six course modules are built on the results of the focus groups held by Eric Fritsch.
Each module is one week in length, and one module was scheduled monthly through February
2010. Approximately one-third of the 240 classroom hours were devoted to traditional lecture
methodology. Key themes explored during this course included leadership practices, organiza-
tional structure and impediments, organizational change, performance evaluation, and human
resources and diversity issues. Throughout all coursework, continued emphasis was placed on
the role of leadership within organizations. For example, the first module consisted of a gen-
eral discussion about police leadership and what it entails. This was then followed by a block
on leadership and organizational development and a block on best practices in organizational
leadership. Lecturers included university professors, external police executives, and internal
command staff. This blend provided students with a broad-based understanding of the issues
under examination and allowed for candid discussions, emphasizing issues that currently exist
within the DPD.

Between each set of modules, students were expected to complete a demanding reading
list, which included several seminal works in leadership and police studies. Many of these texts
are utilized in competing police leadership courses. Examples included Malcolm Gladwell’s
(2000) 7he Tipping Point and Kouzes and Posner’s (1987) The Leadership Challenge. The extent
and depth of the reading material were substantial. At the conclusion of the course, the lieu-
tenant-students were exposed to a wide breadth of leadership material.

Each weeklong module was capped off by a case study. The case studies expanded on
issues raised in class using a problem-solving approach. The case studies were produced by
Harvard Business School, and the instruction was led by a senior UNT faculty member. Case
studies have gained increased popularity in law-enforcement training, being most notably uti-
lized by the SMIP program created by PERF in conjunction with faculty from Harvard Ken-
nedy School. Students at CPI were required to work both in groups and independently to
provide real-world solutions to the issues raised in the case study. Discussions were led by
the senior faculty member, and students were encouraged to provide feedback recommending
action. At the conclusion, students submitted a written document outlining the issues raised
in the case study and their proposed solution to the problem. This, in turn, was graded and
returned to the students. The conversations during the case studies were spirited. According
to the instructor, a marked increase in performance in terms of writing quality and progres-
sive problem solving was noted in the case studies from one session to the next. The instructor
observed that, by the end of the course, the CPI lieutenants were thinking and writing on an
advanced postgraduate level.

The topics and visiting faculty for the six sessions of the lieutenants’ course included the
following:
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* “Defining Police Leadership,” September 14-18, 2009: Darrel Stephens, former chief
from Charlotte-Mecklenburg, North Carolina, and former president of PERF, presented
material on the role of chief of police in a major city.

* “Organizational Strategies and Change,” October 26-30, 2009: Michael J. Heidingsfield,
current assistant sergeant at arms for the U.S. Senate and former police chief from Scotts-
dale, Arizona, discussed his two-year experience as a consultant attempting to change the
Baghdad, Iraq, police department.

* “Diversity and Promotional Systems,” November 16-20, 2009: Charles R. “Mike” Swan-
son, former director of the Carl Vinson Institute of Government at the University of
Georgia, presented material on promotion systems.

* “Policing Styles and Philosophies,” December 1418, 2009: John Liederbach, professor at
Bowling Green State University in Ohio, and Sheldon Greenberg, director of the Police
Executive Leadership Program at JHU, presented extensive discussion on the police sub-
culture, corruption, ethics, and the role of police.

* “Decision-Making and Political Management,” January 19-22, 2010: Lowell Cannaday,
former chief of the Irving, Texas, police department, and his wife, Rose Cannaday, cur-
rent Irving city council member, discussed politics in the police process. They also pro-
vide interesting discussion into “making a relationship work” while serving as the top
police executive.

* “Contemporary Issues: Police Response to Violence Stemming from the U.S.-Mexican
Border,” February 16-19, 2010: Robert E. Casey, Jr., special agent in charge (SAC) of the
Dallas FBI field office, and Michael Lee, SAC of the Secret Service’s Dallas field office,
provided in-depth briefings. Gregory Allen and Peter F. Pacillas of the El Paso Police
Department provided keen insight into violence on the border.

The Experience of Participants in the Lieutenants’ Course

Participants in the lieutenants’ course were asked to fill out evaluation forms after each week’s
class was concluded. The results were very positive. Participants agreed or strongly agreed that
the class improved their understanding of leadership concepts, that the class setting was con-
ducive to learning, that the Friday morning panels were useful, that there was sufficient time
for discussion, that reading materials were relevant, that the discussions about the case studies
were effective, and that the class objectives were clearly defined (see Figure 4.1). The only evalu-
ation item with which students did not agree was whether the work given outside of class was
excessive: Here, the rating did not indicate clear agreement or disagreement.

RAND staff conducted semistructured interviews with ten of the lieutenants’ course par-
ticipants midway through the course. The interviews revealed that CPI staff were very enthusi-
astic about the initial sessions of the lieutenants’ course. They were especially impressed by the
final day in the first week’s session, when Stephens and Kunkle shared personal thoughts on
the job of police chief. (In fact, several of the lieutenants said that this session had given them
pause in considering whether or not they would ever like to be a chief themselves.)

The interviews indicated that participants liked the course design and structure and that
they thought that the mix of learning sources was a positive aspect of the training. Several stu-
dents recounted gaining valuable information from the outside police executives, while others
believed that the candid interface with their own chief was the most positive aspect of the class.
The use of the case-study methodology was also well received. The vast majority of lieuten-
ants interviewed had never experienced a case-study learning method prior to this course, but



Institute Courses: Developing Future Dallas Police Department Leaders 19

Figure 4.1
Student Evaluations of Lieutenants’ Course

I I I

Class improved understanding |4.2

I
Homework was excessive | 281
I

Class setting conducive to learning |4.13

I I I
Friday panels useful |433
I I I
Time for discussion | 429

I I I

Reading materials relevant |4.16
I I I

Case-study discussions effective |4.15
I I I

Class objectives clearly defined | 4.4
| | |
1 2 3 4 5
Strongly Strongly
disagree agree

RAND TR851-4.1

all seemed to appreciate its value. The lieutenants’ least favorite aspect of the course was the
amount of work required outside the classroom. Many thought that the reading was too exten-
sive and required too much time to complete.

The decision not to open up the initial lieutenants’ course to officers outside Dallas was
a sound one. Course instructors reported—and course participants reinforced this during our
interviews—that the course has team-building value. Several of the ten course participants
whom we interviewed talked about developing a greater appreciation of their peers and a devel-
oping sense of solidarity within the class. The building sense of solidarity may be particularly
strong in this first class because the participants were the first to volunteer for this program and
because the lieutenants in the course were young and relatively new to their positions (most
have been promoted within the past three years).

The development of a cohort of midlevel managers who think similarly on issues is likely
to bring pressure on the DPD administration to adopt changes that will make decisions about
strategy, assignments, and promotions more rational, egalitarian, and transparent. The lieuten-
ants with whom we spoke had a sense of enthusiasm about their jobs and a strong desire to
participate in improving the department. They were eager to put the leadership principles they
were learning in the course to work on the job. However, four saw some deputy and assistant
DPD chiefs as apprehensive about expectations for greater participation in decisions among
the newly energized cohort of lieutenants completing the course. A couple of the lieutenants
with whom we spoke saw this as a critical test for the institute: If institute graduates can put
into practice the principles they learned in the course, the institute will come to be seen as a
positive force for change and officers will seek to participate in its courses. But, if it is seen that
top DPD leadership does not accept the principles taught by CPI, the institute will come to
be seen as irrelevant. One lieutenant expressed the need for a change in the DPD culture and
hoped that the course would create a critical mass of midlevel managers who share a common
language and common vision for the department.
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RAND has also conducted baseline assessments that include measures of leadership skills
and decisionmaking abilities for course participants and for a group of lieutenants who did not
take the course. Under a new grant from CFT, RAND staff will add significant components to
the assessment of the lieutenants’ course. These will include postcourse measures of leadership
skills and decisionmaking abilities for course participants and for a group of lieutenants who
did not take the course. We will also conduct structured interviews with course participants
and their supervisors to learn how course participation has affected the lieutenants’ approach
to their jobs.

Other Courses for Dallas Police Department Officers

The institute also planned to offer a course for assistant chiefs. The plan was to hold it in two-
hour sessions once per week following CompStat meetings and to bring in leaders from the
business community to conduct the seminars. CPI’s director made a pitch for the class after a
weekly CompStat meeting, but just one of the 30 assistant chiefs expressed interest, so the idea
was temporarily shelved. The institute director speculates that the lack of interest may have
stemmed from recent cuts in civilian staff that have added significantly to the workload of
uniformed administrators and from the city’s withdrawal of tuition reimbursement for police
officers taking college courses. He expects to work with the incoming police chief to host an
executive retreat for assistant chiefs to ease the transition. In addition, he hopes to build a men-
toring program for the deputy chiefs, pairing DPD chiefs with leaders in the local academic
and business communities.

The next executive-development module is a supervisory course for sergeants. Institute
staff are now developing the selection process to determine which of the DPD’s 400 sergeants
will be chosen for the first class. The process will be based on an objective scoring system, with
points given for college degrees, less tenure, good performance evaluations, positive recom-
mendations from supervisors, and a clean internal-affairs record. They are also working on a
survey that will query sergeants about what they would like to see included in the course. The
course will incorporate state Texas Commission on Law Enforcement Officer Standards and
Education training requirements, the chief’s in-service training, and a more conceptual com-
ponent developed by CPI.

In December, the institute jointly sponsored a one-day workshop on managing police
liability with the Institute for Law Enforcement Administration (ILEA) in Plano. The work-
shop, which focused on the DPD chief’s controversial policy on police chases and emergency
vehicle operations, was open to agencies in Texas as well as in neighboring states. Institute staff
are exploring future joint programs with ILEA, including midlevel management courses for
smaller departments in the greater Dallas area. The partnership makes sense because ILEA is
one of two state organizations that provided training to senior law-enforcement personnel prior
to the founding of CPI. (The other is the Law Enforcement Management Institute of Texas,
which provides training mainly to personnel of small law-enforcement agencies.) The fact that
the CPI director sits on the ILEA board should facilitate coordination of efforts between CPI
and ILEA.

Institute staff have integrated CPI courses with the programs and course offerings at both
UNT and UT Dallas. Participants in the lieutenants’ course can currently work toward an
undergraduate or graduate degree from UNT in Denton or a Ph.D. from UT Dallas. Institute
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staff are also working toward establishing a master’s degree in police leadership from UNT
Dallas and a blended graduate degree with the new UNT Dallas law school beginning in the
fall of 2012.

Still to be determined is how taking courses will be incorporated into the promotion
process. It is a thorny issue in any event, given union pressure, considerations of seniority and
diversity that enter into promotion decisions, and willingness of institute staff to disclose class
performance information to DPD administrators. It will be important to observe how the new
police chief will use the institute as a tool to promote staff development and retention.

Staff Educational Levels and Retention

Part of the original intent in creating the institute was to generate a better-educated police force
and one that is able to retain officers for longer tenures. We hope to track changes in educa-
tional level and staff retention in the upcoming years. For now, we have put together baseline
data on these indicators.

Table 4.1 displays educational attainment of DPD staff at various ranks. The table indi-
cates that most DPD staff at the rank of corporal and above have college degrees, varying from
52 percent of corporals to 92 percent of chiefs. At lesser ranks, a minority of staff hold college
degrees: Forty-three percent of officers have bachelor’s degrees, as do 38 percent of officer train-
ees. Advanced degrees are held by 32 percent of chiefs and 14 percnt of lieutenants. Advanced
degrees are extremely rare below the rank of lieutenant.

Table 4.2 presents DPD separations by year and reason. The table indicates that separa-
tions show a downward trend over the five-year period for ranks of officer and above. How-
ever, separations among trainees show an opposing trend, with separations increasing over
time. Both trends in separations are in the category of voluntary separations. That is, more
staff at the trainee level have quit in more-recent years, while fewer staff at the rank of officer
and above have resigned. Involuntary separations have remained relatively constant over time
within all ranks.

Table 4.1
College Degrees Among Dallas Police Department Sworn Staff

None Bachelor’s Master’s Doctorate Total
Rank % n % n % n % n % n
Chief or 8 2 60 15 32 8 — 0 100 25
captain
Lieutenant 20 22 66 71 14 15 — 0 100 108
Sergeant 36 155 62 267 3 12 — 0 100 434
Corporal 48 696 51 736 1 14 <1 2 100 1,448
Officer 57 604 42 445 <1 3 — 0 100 1,052
Officer 62 337 37 202 <1 2 <1 1 100 542

trainee
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Table 4.2
Dallas Police Department Separations, by Year and Reason

Retirement, Disability, Voluntary Involuntary Total
Position or Death Separation Separation Separations

Apprentice, trainee, or probationary officer

2004 0 25 8 33
2005 0 27 1 28
2006 0 42 1 53
2007 0 52 10 62
2008 1 61 9 71
Officer
2004 4 25 7 36
2005 4 22 3 29
2006 6 18 13 37
2007 3 16 3 22
2008 9 7 5 21

Corporal or senior corporal

2004 42 9 2 53
2005 45 4 2 51
2006 45 2 3 50
2007 43 7 2 52
2008 37 2 3 42
Sergeant
2004 15 2 0 17
2005 13 0 1 14
2006 23 0 1 24
2007 18 0 1 19
2008 12 0 0 12
Lieutenant
2004 4 0 0 4
2005 4 0 0 4
2006 5 0 0 5
2007 4 0 1 5

2008 7 0 0 7
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Table 4.2—Continued

Retirement, Disability, Voluntary Involuntary Total
Position or Death Separation Separation Separations
Captain or chief
2004 4 0 0 4
2005 0 0 0 0
2006 2 0 1 3
2007 1 0 0 1
2008 2 0 0 2
Total
2004 69 61 17 147
2005 66 53 7 126
2006 81 62 29 172
2007 69 75 17 161
2008 68 70 17 155

SOURCE: DPD data.






CHAPTER FIVE

Research and Problem Solving: Introducing Evidence-Based
Practice into Dallas Policing

A report several years ago by the National Research Council pointed out large gaps in the body
of policing research (Skogan and Frydl, 2004). Moreover, Bayley (1998) argues that, despite
the volume of studies, policing research has not produced broad operational changes in the
way that law enforcement is done. Bradley and Nixon (2009) attribute this gap to problems
with different models of policing research, which they divide into research generated by police-
agency staff and critical, academic, or policy research. Researchers based within police agen-
cies are likely to best understand the context and workings of police agencies. But their work
is likely to consist mainly of using simple and less-than-optimum research methods to develop
quick solutions to urgent problems. Moreover, there is a temptation to bend results in order
to curry political favor with the chief. On the other hand, academic research has the virtue of
being independent, but the results may be too theoretical or too long term to be of practical
use to police administrators. Moreover, the differences in cultures and language between aca-
demics and police practitioners make meaningful exchange difficult (Shaftoe, 2004; Brown
and Waters, 1993).

CPI represents a new model of conducting research on policing issues: one based on a
partnership between academic researchers and a police agency. By bringing researchers physi-
cally into the DPD, CPI encourages researchers to learn about the police culture firsthand. At
the same time, the proximity of researchers at DPD headquarters encourages police adminis-
trators to use institute staff to conduct studies, both small and large, that promote the adoption
of evidence-based practices in DPD work. Still, the fact that the institute is formally a part of
UNT or UT Dallas allows researchers to maintain a degree of independence in their findings
and interpretations of study results.

In the CFT grant proposal, the research and problem-solving component of CPI is articu-
lated in nearly as much detail as the staff-development component. The proposal indicates that
the institute will include “class projects that analyze and propose solutions to current problems
facing the department,” promote regular meetings between institute faculty and DPD admin-
istrators to “analyze current practices and make suggestions for improving effectiveness,” “enlist
the help of senior [business] executives in providing seminars and providing advice on improv-
ing DPD operations,” and, through the visiting-scholar and executive-in-residence programs,
“provide the DPD with the best national expertise on policing issues.” The proposal states that
the institute will conduct evaluations of current DPD practices and programs, with the results
used by the DPD to improve programs and published in professional journals. The proposal
further indicates that the institute will, in coordination with RAND, develop and implement
a set of “sophisticated performance metrics” that will be used by the DPD to improve its effec-
tiveness and shared with citizens through the DPD website. Finally, the proposal states that
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the institute will serve a repository and distributor of best practices in policing through confer-
ences and written outlets.

A year into operations, the institute has begun to integrate itself into the decisionmaking
process of the DPD command staff. The executive director regularly meets with the Dallas
chief and attends command staff meetings. Two UT Dallas Ph.D. students are conducting
significant research projects for the DPD. One project is examining patrol strategies to reduce
crime. It is using longitudinal data to examine relationships between crime rates and admin-
istrative directives (e.g., staffing patterns, overtime, response time, activity), officer-initiated
behaviors (e.g., arrests, self-initiated investigations), and policing practices (e.g., foot patrol,
hotspot policing, saturation patrol). Another project is evaluating a diversion program operated
by the DPD’s Youth Services Section. The program provides offenders with the opportunity for
a second chance by providing services to them and their families. Still another institute project
is conducting ethnographic research with the DPD’s gang unit to understand how gang affili-
ates are policed compared to non—gang-afhliated suspects.

In addition to these longer-term projects, DPD command staff have begun to call on
the institute to provide information to help them in determining agency strategy and making
operational decisions. Some recent examples include the following:

* an assessment of a new Breathalyzer™ law for stops for suspected driving under the influ-
ence (DUI)

* an experiment evaluating simultaneous versus sequential viewing of suspect photos

* matching DNA and fingerprint data acquired from prostitutes with forensic evidence
gathered from crime scenes

* providing training for Dallas’ critical-incident team.

The institute has also had significant involvement in research and consulting projects
regionally, statewide, and beyond. The institute houses the Reduce Auto Theft in Texas project
designed to reduce vehicle crime in Texas by raising awareness about vehicle theft and burglary
and by promoting practical steps to prevent auto crime. Institute staff expect that the project,
which is also responsible for training statewide auto-theft task forces, will generate more than
$500,000 in revenue by the end of 2010. The institute has also partnered with RAND on a
project for the Bureau of Justice Assistance that is identifying international best practice in law
enforcement.

The institute director has been very active in consulting with other Texas law-enforcement
agencies. For the City of El Paso Police Department, he has conducted evaluations of acad-
emy training and internal-affairs policies and developed a fusion center. He also assisted in
conducting departmental assessments and patrol-allocation studies for the McKinney Police
Department, Rowlett Police Department, and North Richland Hills Police Department. The
associate director for training has conducted retreats and staff briefings for the North Texas
High Intensity Drug Traflicking Area and the City of Irving. While this is not technically
CPI work, the income provided through his consulting work does flow into institute coffers.
Moreover, the work has helped to promote and publicize the institute’s name across the state
of Texas.

The institute is also beginning to establish itself nationally. It was the topic of an article in
a recent newsletter of the U.S. Department of Justice (DOJ) Office of Community Oriented
Policing Services, of an upcoming article in Police Chief magazine, and of an upcoming panel
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at the annual conference of the International Association of Chiefs of Police. The institute
director is also one of a select group of experts involved in a police leadership forum at the John
Jay College of Criminal Justice.

The research and problem-solving component of the institute is off to a good start. The
challenge going forward will be to identify ways to coordinate and promote this aspect of the
institute that do not involve the executive director. The demand, both locally and beyond
Dallas, is there; it is now a question of whether the institute can find a way to hire a research
director so that the executive director is not stretched too thinly. If this happens, the vision of
the institute as a vehicle for program evaluation and solving complex policing problems will
be achievable.






CHAPTER SIX

Dallas Police Department Senior Staff’s Views About the Caruth
Police Institute

To understand the perspective of DPD administrators about the institute, we interviewed the
police chief and five deputy and assistant chiefs. (The latter were interviewed as a group.) We
asked the chiefs what they thought of the concept behind the institute, about the material cov-
ered in the lieutenants’ course, about whether they thought that CPI courses would factor into
promotion decisions, and about whether they believed that CPI would act as a force to change
the DPD and the way that policing is done in Dallas.

As a group, the chiefs thought that the concept behind the institute was a sound one.
They each believed in the value of leadership training and felt that opportunities for DPD
managers had always been limited—even more so since the start of the recession. They saw a
local leadership training capability as a way to offer training to a wide set of DPD managers
without the large price tag associated with high-quality leadership training courses. The chiefs
expected that, as funds allowed, the department would continue to send small numbers of
senior administrators to remote training programs as well so that they could have a chance to
interact and exchange ideas with peers from other agencies.

The chiefs noted that the institute staff had sought their input into the lieutenants’ course
curriculum and that one of the DPD lieutenants had played a large role in developing the
course curriculum. They believed that leadership courses ought to teach participants “how to
think, not what to think.” That is, they thought that it was important to teach how to see an
issue from all sides and where to go to find information necessary to solving problems. They
said that the feedback they had been getting from course participants who worked with them
was that the lieutenants’ course fit this description. The course was thought to be demanding
and the participants intellectually pushed. In fact, one chief said that it was challenging to the
point that course preparation sometimes interfered with participants’ job responsibilities.

The chiefs noted that the lieutenants especially liked the fact that a different guest lecturer
was brought in for each segment of the course. Course participants saw the guest lecturers as
providing fresh ways of thinking about issues and new perspectives on different aspects of
policing, ranging from personnel decisions to police liability issues. Several of the chiefs had
sat in on the Friday sessions in which the guest lecturer and a DPD chief had candid conversa-
tions about organizational issues and policing philosophies. They were impressed by the candor
of the discussions.

The consensus among the chiefs whom we interviewed was that limiting the initial courses
to Dallas personnel was a good decision. The course was seen as a vehicle for the relatively small
group of lieutenants to get to know one another and develop a sense of group cohesion. Eventu-
ally, opening courses to officers outside Dallas was seen as acceptable as long as enrollment was
limited to urban agencies with problems similar to those faced by the DPD.
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The chiefs were not sure how CPI participation might factor into the promotion process.
One remarked, “The chief is going to promote who he needs to when the need arises.” But
they also noted that the department ought to move toward making education a factor in pro-
motion decisions and use CPI as a tool to encourage midlevel managers to pursue advanced
degrees. One noted that, de facto, course participation will be considered at promotion time:
“If you don’t go for it, what message are you sending?” Kunkle noted that performance in CPI
classes could become one of a variety of factors considered in promotions. However, that would
require that institute staff provide the DPD with feedback on class performance, something
that could prove controversial with some course participants.

The chiefs were not sure whether or how CPI course participation would affect the DPD.
Noting that (at the time that the interviews were conducted) the first course was only in its
second week, they thought that it was too early to tell whether the course graduates would act
as a potent force for change in the DPD.

Shortly before Kunkle’s departure, we asked the chief how he thought that his leav-
ing would affect the institute that he was instrumental in creating. His response was that he
believed that whomever was chosen as the new chief would lend strong support to the institute
and recognize it as a valuable resource. He indicated that maintaining the institute within the
DPD headquarters and direct access to the new chief were critical factors for future success.
The chief felt that the institute director was really the key to its success. He expressed strong
support for the job that the director has done, and he argued that the director’s demonstrated
commitment to keeping the DPD’s interests paramount was crucial to the continued success

of CPL



CHAPTER SEVEN

Sustainability

The MOU signed with CFT gave UNT $3.5 million of the original $10 million gift to sup-
port the first four years of operation.! The remainder of the money was placed into a quasi-
endowment, with earnings from the corpus to be used to support institute operations.

The MOU offers a partial path toward institutionalization. UNT Dallas is tasked
with picking up the executive-director and associate-director-for-training lines at the end of
5.66 years. The city is tasked with providing a police lieutenant to fill the position of associate
director for external affairs, and UT Dallas is tasked with picking up the associate-director-
for-research line immediately. Between the entities, all four senior positions at the institute are
funded in perpetuity. With the addition of the office space provided gratis by the DPD, the
institute should be well positioned for sustainability.

The DPD provided the lieutenant it had pledged immediately, well ahead of the 2013
scheduled date. However, the fact that UT Dallas has not yet stepped up to provide a full-time
research director raises concerns not only about the institute’s present capabilities to realize the
potential of its research component but also about its long-term sustainability.

An important part of the sustainability plan for CPI is for the institute to bring in cash
through opening courses to officers outside Dallas or to bring in grant funds. The institute
director has had several discussions with larger police departments (e.g., Dallas Area Rapid
Transit Police, Dallas County Sheriff’s Department, Arlington Police Department) regarding
potential participation in future courses. These departments would send a limited number of
officers and pay tuition to CPI. The director also plans to open courses to law-enforcement offi-
cers from outside Dallas once the course offerings and curricula are fully developed. He plans
to solicit participants from El Paso and other large cities in Texas, as well as major cities around
the country. He expects to collect $5,000 in tuition from each participant outside Dallas.

The institute director is also involved with a private company (Critical Information Net-
work, or CiNet, in Carrollton, Texas) currently providing courses to the Federal Law Enforce-
ment Training Center in Glynco, Georgia, through a federal grant. Future plans include joint
development of a web-based law-enforcement training curriculum that would support courses
at CPL

While CPI needs to go after grant funds as part of a sustainability plan, it has had to deal
with several obstacles. The original plan was for the associate director for research to spearhead
grant-proposal efforts. However, with only minimal services being donated pro bono for this

1 For institute operations, $9.5 million was available. The remainder of the $10 million was given to RAND to conduct

the needs assessment and develop a concept for spending the funds.
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position by UT Dallas, it is not clear how the institute will find the labor to write proposals
that will enable it to compete for federal and other grants.

Another obstacle to CPI bringing in grant funds is that, as part of UNT, it is not eligible
to compete for state contracts. There is a way around this, if CPI created a separate nonprofit
entity, but, so far, UNT has not wanted to pursue this path. As stated earlier, the institute
director has received two grants from the state for a total of $494,000 for motor-vehicle theft
prevention. CPI received $50,000 on the subcontract from RAND mentioned eatlier for the
Bureau of Justice Assistance project to identify best international practices in policing. On
these grants and the CFT award, the institute had to negotiate with UNT to get a reduction in
indirect costs (IDC) taken out of the grants by the university, since CPI gets little in the way
of university support (e.g., space, utilities, furniture, secretarial services). After some struggle,
the university settled for an IDC rate of 14 percent.

Last summer, the institute had a unique opportunity to apply for state matching funds
through the Tier One Research Initiative Program. Had the institute been able to apply, the
potential funds of up to $6 million would have made the institute self-sufficient and sustain-
able forever. However, UNT officials determined that CPI could not seek this funding because
only state-designated research universities could apply and CPI was technically was not part
of UNT in Denton (UNT Dallas does not yet qualify as a research university). A current state
ballot initiative could provide another chance at substantial matching funds if the institute can
negotiate a way to apply for the funds through its second partner university, UT Dallas. That
would involve a significant shift in CPI stewardship, giving UT Dallas a much larger role in
the operations of the institute.



CHAPTER EIGHT

Progress Toward Goals and Objectives: A Caruth Police Institute
Report Card

One of the first things that UNT was required to do for CFT was to develop a business plan.
Included in the business plan was a set of goals and objectives for the institute. In this chapter,
we describe progress that CPI has made in meeting these goals.

Twenty-nine of the 34 objectives listed in the business plan have expected completion
dates that had expired at the time that this report was drafted. Of these 29, 17 have been com-
pleted, six have been partially completed, and six remain to be done. Among the most signifi-
cant goals that have been attained are the following:

* filling most of the institute staff positions with well-qualified candidates

* working out agreements that allow course participants to complete undergraduate or
graduate credits for CPI courses

* developing and conducting the institute’s first course for lieutenants, including promi-
nent guest lecturers

* provide consulting services to regional law-enforcement and criminal-justice agencies.

Three of the six incomplete items are related to the research and problem-solving compo-
nent of the institute. They include hiring a research director (goal 1, objective 2; see Table 8.1
for a list of all goals and objectives and their current status), developing a major research project
on victimization or crime prevention (goal 3, objective 4), and providing a venue to host inter-
national police delegates showcasing best practices within the DPD (goal 5, objective 3). Two
are concerned with revamping the DPD’s recruitment and retention program (goal 2, objec-
tive 8, and goal 3, objective 2) and are not considered priorities in a time when few new posi-
tions are available each year and other employment options for DPD officers are less available.
The remaining incomplete item is evaluating the DPD academy training programs (goal 2,
objective 4).

Overall, the institute has achieved a surprising amount given the substantial delays in
start-up that it experienced. If it can come up with a plan to fill the position of research direc-
tor, it seems likely that nearly all stated objectives can be completed by the end of 2010.
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Table 8.1
Goals, Objectives, and Status

Goal or Objective

Status

Notes

Goal I: Provide and develop CPI with the organizational capacity and administrative means to carry out all
programming related to achieving the CPI mission.

Objective 1: Immediately commence work via
an agreement with the RAND Corporation
providing external independent third-party
evaluation of CPI's effectiveness.

Objective 2: Appoint an associate director of
research in coordination with UT Dallas by
March 1, 2009.

Objective 3: Hire an associate director of
training and education by July 1, 2009.

Objective 4: Hire an associate director of
external affairs by February 2010.

Objective 5: Select members and set the first
meeting of the board of stewards for May 30,
2009.

Objective 6: Sponsor a CPl open house by
June 15, 2009.

C

An MOU was signed between UNT and RAND in November
2008 for the first-year evaluation of CPI. Future evaluation
work is being discussed.

John Worrall has acted as the research director for CPI.
However, the position is not supported either by UT

Dallas, as was intended, or by CPI. As a result, the research/
problem-solving potential envisioned in the creation of CPI
has been only minimally realized.

Rick Smith was hired as training director in the spring of
2009 and has been instrumental in developing curriculum
for the institute.

David Kunkle has been hired to serve both as associate
director of external affairs and as police executive in
residence. He is working with the private sector to develop
mentor programs and with regional law-enforcement
agencies to recruit outside participants in the next
lieutenant class.

The board was chosen and met for the first time in July
20009.

An open house was held in August, with members of the
DPD, area police chiefs, members of the board of stewards,
local media, and leaders from the business community in
attendance.

Goal ll: Identify, help select, and train a new generation of DPD leaders by providing state-of-the-art professional

development and leadership training.

Objective 1: Review police training institutes
and conduct needs assessment for the
midlevel-management and supervisory
courses by April 30, 2009.

Objective 2: Develop curricula for midlevel-
management and supervisory courses by
June 2009.

Objective 3: Identify at least 15 candidates
for midlevel-management training and

30 candidates for supervisory training at the
DPD by July 2009.

Objective 4: Meet with academy command
staff and develop a plan to evaluate current
in-service training and leadership courses by
August 2009.

Objective 5: Integrate CPI leadership training
courses into the academic curriculum offered
at UNT Dallas Campus and UT Dallas by
August 20009.

Objective 6: Offer the first supervisory
training course through CPI for the DPD by
August 31, 2009.

Eric Fritsch contacted major law-enforcement training
programs to gather ideas for curriculum and teaching
methods. He held focus groups in the spring at the DPD to
explain the institute and gather course ideas.

Institute staff completed a curriculum for both programs.

Twenty-four candidates for the lieutenants’ course were
screened and selected during August. Selection for the first
sergeants’ course was recently completed.

Not yet completed

CPI has worked out an agreement with UNT in Denton that
will give 9 hours graduate credit or 12 hours undergraduate
credit for participants in the lieutenants’ course interested
in earning college credit. In two years, participants will be
able to earn undergraduate credit at UNT Dallas.

The first course for sergeants recently got under way.
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Table 8.1—Continued

Goal or Objective Status Notes

Objective 7: Implement one midlevel- C  The first lieutenants’ course was begun in September 2009.
management course for DPD officers by
January 31, 2010.

Objective 8: Develop academic program I This has been put on hold. With recruitment down due to
pathways and career opportunities for DPD the recession, the DPD does not consider changing entry
officers by July 31, 2010. requirements to be a priority.

Goal lll: Develop a national research center or think tank focused on providing the DPD with the capacity to solve
complex crime problems, implement best practices in policing, and evaluate agency performance.

Objective 1: Establish the CPI executive-in- C  CPl has brought in several prominent police executives
residence and scholar-in-residence programs to help teach parts of its first lieutenants’ course. Peter
and invite the first participant to begin in Johnstone has filled the role of scholar in residence. David
September 2009. Kunkle was recently brought on staff as the permanent

police executive in residence.

Objective 2: Meet with DPD recruitment | The CPl director has met with the head of personnel for the
representatives to identify and implement DPD. However, with hiring down, new strategies are not a
at least three new recruiting strategies by current priority of the DPD.

January 31, 2010.

Objective 3: Participate in at least five policy- C  CPIstaff have attended all weekly CompStat strategy

related leadership meetings at the DPD by meetings. Institute personnel have also been involved in

September 30, 2009. helping the department develop a vehicle-pursuit policy,
reviewed the DPD’s use-of-force policy, and worked with
state officials on issues surrounding racial profiling.

Objective 4: Develop at least one major I
academic research project focusing on crime
victimization or prevention practices by
September 30, 2009.

Objective 5: Secure funding for at least I The institute has several proposals for funding pending.
one major academic research or national

demonstration project focusing on training,

police best practices, recruiting, or police

management practices by January 31, 2010.

Objective 6: Review and evaluate DPD Task is not yet due.
general orders by December 31, 2010.

Goal IV: Build a stronger relationship between the DPD, UNT Dallas, UT Dallas, and the Dallas private sector.

Objective 1: Develop an executive and |
professional coaching program or mentoring
curriculum for members within the command
ranks of the DPD by January 31, 2010.

Objective 2: Recruit at least four private P Have contacted several local companies (including
companies to participate in DPD mentoring Southwest Airlines and Burlington Northern Railroad) that
programs by January 31, 2010. have indicated interest in participating

Objective 3: Establish a peer resource group P An electronic bulletin board has been created for

for leaders via the Internet to provide participants in the first lieutenant class to communicate and
long-term support for DPD command staff express concerns and innovations.

executives by June 30, 2010.

Objective 4: Hold at least four informational Task is not yet due.
events at Dallas-area business conventions,

conferences, or meetings to promote CPI

objectives by September 30, 2010.
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Table 8.1—Continued

Goal or Objective

Notes

Objective 5: Coordinate at least one outreach
event to be held at the DPD that will focus on
partnerships between the DPD and private-
sector companies by September 30, 2010.

Task is not yet due.

Goal V: Showcase the city of Dallas and the DPD, enhancing national visibility in addressing issues of urban crime

and policing.

Objective 1: Begin immediately to develop
a national reputation for CPI through
participation in national and international
conferences and writing.

Objective 2: Immediately provide professional
consulting services to law-enforcement and
criminal-justice agencies, with a particular
focus on larger police agencies in Texas.

Objective 3: Provide a venue to host
international police delegates, showcasing
best practices within the DPD, by January 31,
2009.

Objective 4: Disseminate research findings
through the sponsorship of two professional
journals by January 2009, and begin a
quarterly newsletter by January 31, 2010.

Objective 5: Design and build an operational
website for the CPl and produce marketing
brochures for the institute by September 30,
2009.

Objective 6: Complete and distribute at least
two press releases detailing CPl programs
and projects to local news agencies by
September 30, 2009.

Objective 7: Develop key relationships and
formal linkages with other police training
centers by January 31, 2010.

Objective 8: Host the first CPI national
conference on best practices in police
leadership by August 31, 2011.

Objective 9: Develop a library on
contemporary strategies in policing and
police organizational development by
December 31, 2011.

The institute has cosponsored with the DPD its annual
Crimes Against Children conference and Crimes Against
Women conference. The institute contributed funds for the
conferences and included information about CPI as part

of conference promotional literature, and the institute
director spoke at the conferences. CPI has also teamed with
ILEA to hold a conference on liability management that will
be held on December 11, 2010. CPI staff are also beginning
to plan a conference on innovation in policing.

The institute director has provided substantial consulting
services to the City of El Paso Police Department that
includes evaluation of training academy curriculum

and training on liability issues. For the McKinney Police
Department, the institute director has conducted a policy
evaluation and staffing study.

The institute does not yet have a venue for hosting
conferences or holding classes and has to rent space. This
will be the situation until UNT completes construction on a
second building on the Dallas campus.

Institute staff edit two criminal justice journals, Police
Quarterly and Youth Violence and Juvenile Justice. Articles
about the institute have appeared in Police Chief magazine
and Community Policing Dispatch.

The brochures have been printed. Someone has been hired
to design a website for the institute.

The institute has received good coverage in the local print
and mass media.

The institute has developed formal relationships with the
Johns Hopkins Police Executive Leadership Program and
the ILEA. The institute has also had contacts with the SMIP,
John Jay’s Leadership Academy, and the Southern Police
Institute.

Task is not yet due.

Task is not yet due.

NOTE: C = complete. P = partially complete. | = incomplete.



CHAPTER NINE
Conclusions of the Process Evaluation

CPI was confronted with numerous obstacles during its inaugural year. Like the institute itself,
CPT’s parent organization, UNT Dallas, is a fledgling institution. The new university did not
have space to house the institute as was originally envisioned. This turned out to be a fortuitous
occurrence because it pushed the institute closer to the everyday workings of the DPD and
helped to promote its integration into the police culture. In the normal stresses and strains that
occurred in the course of the new university in Dallas separating from its parent organization,
CPI was sometimes caught in the middle: It was reliant on UNT in Denton for its degree-
granting capabilities, grant support, and administration but clear that its natural home was in
the new university created at Dallas.

While the office-space issue was quickly resolved in a positive way, the institute lacked an
adequate space for its inaugural course. UNT Dallas did not yet have the physical plant to be
able to host CPI classes, so the institute was forced to rent a venue to hold the classes, finding
good, if remote, space at a local arboretum. The question of where to hold classes was eventu-
ally resolved when the Meadows Foundation stepped up and offered space for future institute
courses at its offices.

A third obstacle for the new institute was the fact that, under budget pressure, the city
withdrew its policy of reimbursing DPD officers for college credits. This removed a significant
financial incentive for DPD staff to take institute classes for credit. It is likely that this deci-
sion has dampened enthusiasm among DPD ofhicers for participating in the institute’s credit-
approved courses. In the long run, this will not only discourage enrollment in voluntary insti-
tute courses but also act to undercut the institute’s ability to increase the proportion of DPD
officers who have undergraduate and advanced degrees.

In spite of these obstacles, CPI got off to a very quick and positive start. The institute’s
initial course reflected best practices in police leadership training and, in some ways, broke
new ground. The materials and concepts covered were on a par with high-quality leadership
courses. 'The course material and instructional methodology developed by CPI staff make use
of a blended approach combining both lecture and case-study methodologies within tradi-
tional and nontraditional classroom activities. The 240-hour CPI course template, broken into
six 40-hour modules, is considerably longer than both SMIP and the FBI’s Law Enforcement
Executive Development Seminar. Yet, because the course is local and because it used an inter-
rupted class design, course participants were not away from their assignments for extended
periods of time. The back and forth between class time and work assignments encouraged
them to try out the concepts covered in class while actually performing their duties. What
makes CPI truly unusual is the fact that a large swath of the command staff within one police
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agency has now benefited from advanced leadership training and has the potential to think
and act as a single positive force.

As we noted, the concept of a cohort of midlevel police managers brought together to
bond and develop a common vocabulary and approach to leadership is unique in the world
of American law enforcement. The Leadership in Police Organizations (LPO) program devel-
oped by the International Association of Chiefs of Police takes a different approach, through
a concept called dispersed leadership (Moriarty, 2010). LPO training targets key individuals at
different ranks in an organization for training, based on the belief that leadership is a qual-
ity that should be promoted throughout an organization. CPI promotes the idea of leadership
throughout the organization as well but, by concentrating on one rank at a time, creates the
possibility of developing strong ties and common purpose among officers within each rank.

The problem-solving and research component of CPI has also gotten off to a good start.
There are strong indications that senior DPD officers understand the institute’s potential and
are making requests for research and evaluation projects that indicate a good appreciation of
the value of evidence-based practices. The recent departure of Chief Kunkle, whose vision
was instrumental in the creation of the institute, will present a test of the extent to which the
institute’s integration into DPD culture is independent of top DPD leadership. Nonetheless,
we would be surprised if the next chief did not take advantage of the resources offered by the
institute.

While DPD senior staff have been quick to appreciate the value of the institute, lack of a
research director has hampered CPI’s ability to respond to requests and to develop a research
agenda of its own. The void in research leadership at CPI has been filled by the executive direc-
tor, who has been instrumental in beginning to secure a place for CPI in the culture of the
DPD.

However, as the institute matures and grows, it is clear that the executive director cannot
continue to function effectively in the multiple roles of generating revenue through grant pro-
posals and marketing, promoting external relations, developing ties with and advising senior
DPD managers, developing curriculum, directing research, and consulting for other law-
enforcement agencies. These functions will need to be dispersed and delegated to other staff if
the institute is to continue to thrive.

The departure of Chief Kunkle will also pose a challenge to the institute. The chief was
one of the main architects of the concept that became CPI and, of course, a big supporter of
the institute. Any new chief likely will see the value of the institute for staff development. But
a new chief may not necessarily have the same high level of commitment that Chief Kunkle
has had to research and evidence-based practices. The institute director will need to educate
the new chief about the value of having an internal laboratory to develop and evaluate new
approaches to crime fighting and community relations. The fact that the institute director has
had a long and fruitful relationship with the department and its command staff will help to
ensure a smooth transition.

Finally, the institute will have to face the question of trying to identify the scope of its
mission. It was conceived as a resource for the DPD, and the executive director has kept that
conception clearly in mind as he has, at times, battled university forces that have not always
held DPD interests paramount. News of the institute has started to spread among Texas law-
enforcement agencies through word of mouth and is starting to spread among agencies around
the country as a result of publications and conference presentations. With increasing frequency,
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agencies in the Dallas region and beyond have begun making inquiries about sending their
officers to CPI courses.

Revenues from other agencies are, of course, a boon for CPI in thinking about sustain-
ability: Capturing significant revenues from agencies outside the DPD could go a long way
toward complementing the long-term commitments of key staff and office space made by the
city and the two partner universities. But, as opportunities present themselves, CPI will have
to ultimately decide whether it is solely a DPD entity or whether it also has a significant role to
play on a regional, state, or even national level. These are significant questions with which to
grapple but ones that grow from success and actualization of a concept that has the potential
to truly revolutionize law-enforcement leadership training.

We hope that CFT continues its commitment to thorough ongoing evaluation of CPI. It
is important for CPI and the institutions involved in the partnership to receive feedback that
will enable course corrections when needed. For an investment as large and innovative as this,
we believe that it is also important for CPI to get feedback on the extent to which its invest-
ment succeeded: It is this kind of feedback on its investments that, over the long run, will
enable the foundation to hone its ability to make gifts that are effective in meeting its goals.

We believe that it will be key to any future evaluations to incorporate a strong set of
metrics, such as those included in the evaluation plan that RAND developed for CFT. Evalu-
ation should include an assessment of individual courses offered by the institute and how
the courses affect the way that participants approach their jobs, and such an effort has been
funded by CFT for the institute’s inaugural course. Evaluation also ought to incorporate broad
measures—such as officer job satisfaction, officer perceptions of DPD leadership, public opin-
ion of the police, and satisfaction of citizens who have contact with the police—that gauge
whether the institute affects the professionalism of Dallas policing and the safety of Dallas
citizens.
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