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Throughout this publication, references are made to existing statutory framework and case
law decisions that delineate legal boundaries for every aspect of the search for a police chief.
These legal boundaries are accurately described as they existed at the time of publication.
However, with the release of new local, state, and federal statutory amendments and case
law decisions, local officials must determine whether any material changes in the law have
occurred before acting on the recommendations of this book. It is recommended that before
the search for a police chief is begun, and throughout the selection process, the appointing
authority consult about all details of the search process with legal counsel and a human
resource professional.
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INTRODUCTION

In the middle of the night a city manager is awakened by a phone call from
the police chief. The chief apologizes for the late call and briefs the manager
about an incident that has just happened. A rookie police officer, on routine
patrol, spotted a car reported stolen earlier in the evening. When the officer
tried to pull the vehicle over, the driver drove away at speeds exceeding 100
miles per hour. Other police cars joined the chase as the stolen vehicle wound
its way through mostly deserted streets. Suddenly, the fleeing vehicle col-
lided with a car driven by a teenager on his way to work. The suspect, appar-
ently uninjured, jumped from the stolen car and was chased on foot by the
rookie officer. The officer tackled the escaping runner and as the two struggled,
the officer’s firearm went off, killing the suspect, a boy of 16.

Now the chief asks the manager to accompany him to the morgue where
the parents of the dead youth must identify their son. The chief interrupts
his story to say that he has just learned from one of his officers that the
injured teen driver has also died. The manager hangs up the phone, but
immediately it rings again: a local news reporter asks whether the manager
is aware that the rookie officer was involved in a similar incident just three
weeks earlier.

Over the course of the next year, this incident will prove to be a tragedy
not only for the two youths and their families, but also for the officers in-
volved. It will have profound implications for both the police chief and the
city manager. Their relationship will be severely tested as they attempt to
understand and explain the actions of the rookie officer. This single incident
will affect the city’s relationship with the police union and the city’s image
in the local and national media. This incident may cost both the police chief
and the city manager their jobs.

A scenario like this can happen in any town, at any time. Any manager
who has been through this kind of experience knows that the manager and
the chief are locked in a symbiotic relationship, built on mutual trust and
open communication. During incidents like the one described, the critical
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factors are not what happens that night, but what policies and practices are
in place before the incident and what actions and policy changes occur after
the incident. The right police leader can make all the difference—not just in
crisis situations, but in the daily trial of working closely with police officers
to keep citizens safe. The selection of a police chief is the manager’s single
most important appointment.

So how does one recruit, select, and appoint a professional police chief?
This book addresses that question. It is the product of a collaboration be-
tween the International City/County Management Association (ICMA) and
the Police Executive Research Forum (PERF)—both professional organiza-
tions that have had considerable experience in this arena. In putting this
book together, we selected managers, police chiefs, lawyers, federal investi-
gators, human resource professionals, and executive search consultants to
share their experiences about different aspects of the search process. This
book will serve as a road map for local government officials to follow as they
consider the selection of their next police chief. It will also make police chief
candidates more sensitive to the concerns and issues of greatest interest to
their potential employers.

ICMA and PERF have a vested interest in a selection process that will
result in an outstanding police chief. The right kind of police leadership can
build mutual trust between police and community. A strong management
team can institute reforms that will improve all citizens’ quality of life and
make their neighborhoods safer. Indeed, the stakes are very high for the
entire community.

William Hansell Chuck Wexler
Executive Director Executive Director
ICMA PERF



1
THE SELECTION PROCESS

CHUCK WEXLER AND CHARLOTTE LANSINGER

Whether caring and responsible or perceptively hostile, police departments embody
the values and culture of the jurisdictions they represent. Given this potential
to define an administration, local government managers consider their police
chief their single most consequential appointment.

Unlike the appointment of the head of engineering or sanitation, the ap-
pointment of the police chief inevitably becomes a political act. No other ap-
pointment will generate the news media attention, lobbying, or scrutiny this
one will receive. Indeed, in some ways the selection process itself is as impor-
tant as the outcome. If the process bypasses relevant stakeholders, even the
appointment of a clearly superior candidate will be denigrated by those who
feel that their opinions were ignored.

At the same time, the very process of picking a police chief can be a positive
experience bringing together traditionally compartmentalized constituencies.
There are even instances in which the search committee becomes the initial
support network for the new chief.

The Role of the Appointing Authority
An effective selection process should be tailored to the unique characteristics of
the jurisdiction. At the outset, the local government manager must address sev-
eral issues, the first being whether to direct the process using existing local
government resources, a national executive search firm, or some combination of
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both. In making this decision, the manager must answer a number of questions:
Given its existing resources, does the local government have the capacity to
construct a process that local constituencies will perceive as fair, broad based,
and capable of attracting the best candidates? Is the human resources staff
able to recruit candidates who might not apply unless sought out? Does the
human resources staff know the strengths and weaknesses of the police depart-
ment and is it able to identify a candidate who can meet the challenges facing
the department not just today but in the future?

In assessing the answers to these questions, the appointing authority must
decide whether the search will be limited to internal or regional candidates or
whether a national search will be conducted. The local government manager
can anticipate that members of the police department and their respective la-
bor leaders will most likely advocate an internal selection and the use of exist-
ing department resources in the selection process. Others in the local government
may argue that the department is too insular, and suggest opening up the pro-
cess by conducting nationwide recruiting managed by an experienced executive
search firm in cooperation with the local government’s human resources de-
partment. Executive search firms that have experience working with police de-
partments nationwide are able to assess the strengths and weaknesses of the
department. At the same time, they are familiar with suitable candidates from
different parts of the country. But equally important, the local government’s
human resources department is sensitive to the local nuances and political sen-
sitivities that must be taken into consideration in a search process.

Selecting a Search Firm
If a local government decides to contract with an executive search firm, it should
consider several questions:  What experience does the firm have with the unique
nature of policing and the quality of police leaders around the country? Are the
people who will be conducting the search conversant with contemporary police
practices and able to assess the strengths and weaknesses of a police agency?
Does the firm have a track record of successful recruitment and a proven ability
to attract a diverse pool of candidates? What other jurisdictions has the firm
served? What do these local governments have to say about the service they
received? (Several firms that conduct executive searches for police chiefs are
listed in Appendix A.)

Developing a Framework for the Selection Process
Once the local government has decided who will conduct the search for a new
police chief, it must develop a framework for the process. This involves thinking
through the various stages and then establishing responsibilities and time frames
for each aspect of the process.

Several key actions occur in any well-managed selection process. These
include:

• Developing a profile of the position based on the unique characteristics of
the local government and police department
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• Assessing the strengths and weaknesses of the department

• Deciding whether to establish a search committee and determining what
its role will be

• Advertising the position and recruiting applicants

• Evaluating candidates

• Checking references

• Interviewing candidates

• Narrowing the field to the top candidates

• Conducting second interviews

• Conducting a background investigation on finalist(s)

• Negotiating terms of employment and a compensation package

• Introducing the new police chief to the community.

Each part of the selection process contributes to the goal of demonstrating
to the public that the process is open and fair and that the candidate who has
been selected is the one who will best serve the local community.  There must be
a time line for each step of the process, and the appointing authority should
place one person in charge of the overall process and therefore responsible for
keeping all aspects coordinated and confidential. In some local governments,
the human resources department is given overall responsibility; in others, the
search firm oversees the process in cooperation with local officials. But the ap-
pointing authority must clearly articulate the roles and responsibilities of all
who are involved, including the search firm, the human resources department,
the search committee, and the appointing authority’s top staff.

Aspects of the Search

Developing a Profile of the Community and the Prospective Chief
The first step in any selection process is a careful examination of the priorities
of the local government, members of the community, and the police department.
From this information will be developed a profile of the community and its ex-
pectations, and a description of the “ideal candidate.” For these profiles a vari-
ety of stakeholders should be interviewed, including members of the administration
such as the local government manager, the manager’s deputies, and the incum-
bent police chief and his or her command staff. Police union leaders, local elected
representatives, and other key government officials should also take part in the
discussions. From the local community, the viewpoints of school officials, busi-
ness and civic leaders, the local heads of relevant advocacy groups, realtors, and
a cross section of neighborhood watch leaders all merit attention.

The appointing authority or search consultant uses the information culled
from these interviews both to identify and recruit candidates. Information on
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demographic characteristics and quality of life is essential in “selling” the local
community to prospective candidates. Any serious candidate from outside the
local area will want to know, for example, typical housing costs, the characteris-
tics of the local school system, the size of the police department budget, and the
state of local police labor-management relations.

Interviews with local stakeholders will help the appointing authority un-
derstand the strengths and weaknesses of the police department from the per-
spective of a number of key constituencies, such as council members, the police
union, and advocacy groups. A search consultant who is experienced in policing

The position profile should be shared with candidates to

give them a better understanding of the qualities and

skills the appointing authority is looking for.

issues is able to help the appointing authority use this information to define
specific qualities and characteristics of candidates that will help the appointing
authority advance his or her vision for the police department. For example, a
candidate who has little experience with community policing will be incompat-
ible with a jurisdiction that has a tradition of this type of policing. Similarly, a
jurisdiction with a strong union will be looking for someone experienced with
labor-management relations. Extensive community and department interview-
ing helps develop a thorough profile that will serve as a road map to identify
candidates with the characteristics necessary for success in the jurisdiction.

Once a position profile has been developed, it should be shared with candi-
dates to give them a better understanding of the qualities and skills the ap-
pointing authority is looking for. Sending the profile to potentially well-suited
candidates can also be a means of encouraging them to submit an application.

The profile should be specific in describing the requisite qualities and char-
acteristics as they relate to particular issues confronting the department. Rather
than say that a chief should be a good listener and possess leadership skills and
extensive command-level experience, the profile should go a step further and
state that a track record of experience and accomplishments in specific areas is
desired. For example, if the department is weak in its ability to develop part-
nerships within the community, the profile should indicate that candidates who
have had success in this area are sought. In conducting a review of the depart-
ment, the appointing authority might consider performance in such areas as
technology application, leadership and team building, effective employee rela-
tionships, using innovative approaches to fund new projects, devising problem-
solving strategies, community policing, implementing contemporary crime control
strategies, methods of accountability, and planning for future growth. If the
department is weak in any of these areas, the need for candidates with corre-
sponding experience becomes more compelling.
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Before establishing a set of job requirements and selection guidelines, the
appointing authority should review all materials related to the police chief po-
sition. These include the job description, applicable civil service requirements,
the jurisdiction’s human resources policies on hiring, local statutes or regula-
tions regarding the position itself or the selection process, and state certifica-
tion requirements.

The appointing authority must be aware of any state or local requirements
that the police chief possess certain credentials, training, or experience in order
to be appointed. State certification requirements differ from state to state, and
certification in one state may not transfer to certification in another. Knowing
this in advance can save the appointing authority anguish at the end of the
process. Likewise, local ordinances such as a residency requirement should be
considered in advance.

The Search Committee
Many appointing authorities believe that one way to ensure broad citizen input
is to appoint a search committee to assist with the selection process. The search
committee is usually made up of prominent citizens from education, business,
civic, and advocacy groups. Members of the manager’s staff, such as deputy
managers or department heads, may also serve on the committee. Search com-
mittees should not be too large; usually six to eight members is ideal. The ap-
pointing authority will select one member to chair the group, and the committee
will be assisted by either the human resources staff of the local government, the
executive search consultant, or both. An executive search firm can play an im-
portant role by helping the committee to identify the needs of the department,
assess the skills of each candidate, and conduct interviews, and by acting as a
facilitator in the process.

A search committee can be useful to the appointing authority, by helping to
develop the profile of the prospective candidate as well as participating in the
selection process through interviews and discussion. The search committee can
also help orient the new chief during his or her first few months on the job.
While a citizen committee can be a valuable tool to ensure citizen involvement,
it is very important that it be staffed with professionals who are sensitive to
hiring issues and recognize the fact that their role, while very important, is
nonetheless advisory and that the local government manager has final appoint-
ing authority. After the selection is made, search committee members will re-
sume their normal, daily responsibilities, but the manager will be held responsible
for the selection and its consequences.

The appointing authority must make it explicitly clear to the search com-
mittee that confidentiality is essential; no information concerning prospective
candidates is to be released to the news media or to anyone else outside the
committee. The appointing authority should instruct committee members to refer
all inquiries about the process to the chair of the committee, who will confer
with the appointing authority. Committee members must understand that all
aspects of the process are to remain confidential even after the process has
been concluded. Finally, the appointing authority should make a point of pub-
licly recognizing the committee at the end of the process. The committee will
have worked hard, and they should be invited to be present when the appoint-
ment of the new chief is announced.
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Advertising and Recruiting
An effective recruitment effort begins with a thorough analysis of the local
community’s needs and expectations and development of a written community
profile. Once this profile is completed, the search committee or recruiter devel-
ops a comprehensive recruitment strategy. The strategy should be shaped by
the answers to the following questions: Is the process focusing on local, regional,
or national candidates? How will advertisements be written to capture the in-
terest of candidates who might not otherwise apply? How does the jurisdiction
encourage applications from a diverse pool of candidates?

In recruiting, consideration should be given to advertising not only in local
newspapers but in criminal justice periodicals. Publications such as Police Chief
(published by the International Association of Chiefs of Police), Subject to
Debate (the Police Executive Research Forum), Law Enforcement News (John
Jay College of Criminal Justice), and Crime Control Digest are read by many
police chiefs, as well as prospective candidates for police chief positions (see
Appendix B for information on these publications).

An executive search firm can be a valuable means of

channeling communication between the local

government and prospective candidates.

The appointing authority should allocate a reasonable period of time to
advertise the position. This period should be factored into the overall timetable
for the search effort and should not be cut short in order to expedite the process.
Allowing enough time for advertisements to circulate and word of the vacancy
to spread through the policing community is essential to attracting a strong
candidate pool. Some journals require that advertisements be submitted one
month in advance of publication. The closing date for applications should be at
least four weeks after publication of advertisements.

Instead of establishing a firm closing date for receipt of applications, some
local governments now state “open until filled” in job announcements. This gives
the local government the flexibility to continue to accept additional applica-
tions as it reviews the candidate pool. The success of a search depends upon a
comprehensive recruiting effort in the early stages of the process. This critical
phase is time consuming, and an anxious appointing authority must resist the
temptation to hurry it along.

An executive search recruiter will be helpful in making the vacancy known
to police organizations such as the Police Executive Research Forum, the Inter-
national Association of Chiefs of Police, the National Organization of Black Law
Enforcement Executives, the National Sheriffs Association, the National Asso-
ciation of Women Law Enforcement Executives, and the Police Foundation. The
recruiter may write letters to the heads of these organizations, hand out flyers
at meetings, or simply call agency representatives to alert them to the vacancy.
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If a search is to be national in scope, an executive recruiter becomes a ne-
cessity. In many cases, the recruiter will be familiar with talented candidates
who may not be looking for a new job but may be encouraged to apply. Such
individuals are often among the most desirable candidates; incidentally, they
will need assurances that their interest will be kept confidential at the initial
stages of the process.

An executive search firm can be a valuable means of channeling communi-
cation between the local government and prospective candidates. Candidates,
as well as local officials, typically develop relationships with the search consult-
ant that provide for open and direct communication. Both the local government
and the candidates can address issues with the recruiter that would be difficult
for them to discuss directly with each other. Both parties need certain questions
answered in order to decide whether to move forward together in the process.
The search consultant is in the unique position of knowing what the critical
issues are for both the appointing authority and the candidate that will help
determine if a good match exists.

The local government should consider, before recruitment begins, how its
compensation package compares with those offered by jurisdictions of similar
size. If the compensation package is substantially less than those of comparable
jurisdictions, then local officials should seriously consider making appropriate
adjustments in order to remain competitive. If the compensation package is
inadequate, the quality of the applicant pool will be dramatically reduced. In
any case, apprising all candidates of the compensation package at the very be-
ginning of the recruitment process will keep potentially embarrassing or time-
consuming misunderstandings from cropping up later.

All parties to the recruiting process should strive to attract a strong pool of
candidates. A good executive search consultant will be well positioned to seek
out qualified candidates and encourage their participation in the process. Ef-
forts should be made to ensure that the candidate pool reflects the diversity of
the hiring community.

Another important factor to consider, not only during recruiting but throughout
the process, is the need to keep candidates well informed. The local government
should acknowledge receipt of all materials submitted by candidates and keep
them apprised of the status of their applications. If candidates request informa-
tion from the local government either by telephone or in writing, a prompt reply
is warranted. It is important to keep in mind that candidates are judging the
local government largely by how they are treated in the process. Once a hiring
decision has been made, all candidates who were not interviewed should be
notified in writing. A personal telephone call by the appointing authority or
executive search consultant to candidates who were interviewed but not se-
lected is standard operating procedure. For a candidate, there is nothing worse
than learning that he or she was not selected from a reporter who is writing a
story on the newly selected chief.

Evaluating Candidates
Most searches prompt literally scores of applications.  It is not unusual for a
jurisdiction in a highly desirable location to attract more than 150 résumés.

The objective in the initial evaluation stage is to place each application in
one of three categories: qualified, more information needed, and unqualified.
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Determining which candidates are qualified entails examining each résumé and
asking the following kinds of questions:

• Does the candidate have the minimum qualifications (e.g., management
experience, a college degree, experience with a unionized department, urban
experience)?

• Does the candidate have broad experience in policing that includes both
operations (patrol and investigations) and administrative assignments
(personnel management, internal affairs, planning and budget)?

• Does the candidate’s record demonstrate accomplishment, initiative, and
problem-solving skills?

There may be candidates whose résumés fall short of providing informa-
tion that will determine whether they are qualified. Here again, someone from
either the local government or the recruiting firm may be able to speak to pro-
fessionals in the field and learn more about such candidates’ qualifications. While
there is a tendency to write off such candidates, from time to time unusually
impressive candidates are so preoccupied with their present assignment that
they do not take the time to develop a comprehensive résumé. It is important to
be able to distinguish these résumés and not automatically discount them.

Having sorted through the résumés and narrowed the field of candidates
on the basis of a matrix of qualifications and experience, the search committee
or recruiter should look at the candidates in terms of their compatibility with
the government and local community. Many talented candidates are simply the
wrong fit. For example, an applicant with experience exclusively in an urban
area may not be the right fit for a rural area, and vice versa.

The selection group should also consider how likely it is that a particular
candidate will actually come to terms if offered the job.  For example, it may be
unrealistic to expect a candidate to move to an area with a sharply higher cost
of living without significantly higher compensation. However, a stated salary
requirement should not be the sole criterion used to eliminate a candidate from
consideration: many candidates are eligible to collect a pension from their cur-
rent agency and therefore may be willing to accept a reduction in pay for a new
position. If there is a question regarding salary, it is wise to get it clarified
before moving too far into the process with a candidate. A simple telephone call
to the candidate early in the process can resolve this issue.

Reference checks and other preliminary assessments. Before candidates
are selected to be interviewed, their references should be checked over the tele-
phone, or, if possible, in person. Just as a skimpy résumé may not do a good
candidate justice, a well-written résumé may hide a poor candidate’s shortcom-
ings. A good recruiter or personnel director will know how to “read between the
lines” and save both the candidate and the local government time and money by
recognizing a bad fit or the low probability that a particular candidate will ac-
cept the position.

The recruiter should conduct a search of print publications using the Internet
to review all public statements and media stories that mention the candidate or
the candidate’s current department. This will be one of the first steps the local
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news media will take to profile each of the candidates. The appointing authority
should know as much as possible about the candidates before releasing their
names to the local media.

The selection committee will have to choose just a few candidates from the
many résumés it receives. It is helpful to ask qualified candidates to submit a
writing sample in response to a job-related question (e.g., “describe the challenges
in implementing community policing”). This gives the committee the opportunity
to see how the candidate thinks and writes concerning a substantive issue.

These steps should reveal which candidates are best qualified and should
be interviewed. The group of candidates selected for interviews usually num-
bers six to eight. Any candidate in this group should be considered serious enough
that the local government is willing to pay the costs associated with bringing
that person in to be interviewed. No one should make it to this level who is
clearly unqualified. While some local governments will occasionally expose less
qualified candidates to the process as a career development exercise (aspiring
internal candidates), care should be taken not to invite obviously inexperienced
candidates and subject them to questioning that is clearly inappropriate to their
experience level.

Structured interviews. The most common method of assessing candidates is
the structured interview. It may be conducted by members of the search com-
mittee, the executive search consultant, a group of peers in the police profes-
sion, or a combination of all of the above. Interviewers should coordinate beforehand
concerning the questions that will be asked, who will ask them, and how follow-
up questions will be handled. With every candidate, the interviewers should
ask the same questions, allowing the same amount of time, in order to compare
responses. However, interviewers should be allowed the flexibility to ask follow-
up questions that flow from the answers provided by each candidate.

Interview questions should be based on the criteria from the job profile.
Questions should assess the candidate’s knowledge and experience in police
administration, current management practices, and issues of concern to the lo-
cal government and police department, as well as the candidate’s level of inter-
est in the position. Interviewers should be briefed on questions that are clearly
not appropriate, such as those related to age, health, marital status, race, reli-
gion, or other matters unrelated to the job. Interviews should last sixty to ninety
minutes, with a fifteen- to twenty-minute break between them. Once an inter-
view schedule has been set, it should be adhered to and all candidates should be
treated equally. Introducing additional tension into the process by running be-
hind schedule should be avoided.

The local government may decide to have more than one interview panel
assess the candidates. For example, one panel might be composed of search com-
mittee members, one of local government department heads, one of neighbor-
hood leaders, and one of police executives. Comparing the responses from all of
these groups can be a useful means of assessing the candidates, and a consen-
sus may develop on those who are best qualified.  It is important to schedule
debriefing meetings between the interview panels and the appointing authority
as soon after the completion of interviews as possible. The interview panel par-
ticipants should remain the same throughout all interviews.
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Assessment centers. A more structured process for evaluating candidates
is the assessment center. This is a series of structured exercises that measure
the candidate’s management ability as demonstrated by specific behavioral
dimensions.

Typically, an assessment center consists of a leaderless group exercise, a
set of in-basket exercises, and an exercise designed to evaluate public speaking
skills. The search committee should tailor these exercises to the challenges fac-
ing the local government and community; here again, the position profile and a
formal job analysis should be guides in developing these exercises. Assessment
centers can be expensive to administer and may not be appropriate for all local
governments; however, they are a more valuable tool than a written test in as-
sessing management skills at the police chief level. More information on assess-
ment centers is provided in Chapter 6.

Confidentiality. Candidates usually agree to participate in a selection pro-
cess only when they have confidence in the integrity of the process. The manner
in which a local government conducts its search is viewed by candidates as a
direct reflection of the overall professionalism of that government. All selection
processes should be designed not only to ensure selection of the best candidate
but also to protect candidates from unnecessary risk to their professional repu-
tations and current positions.

The selection process should be governed by a set of principles that all in-
volved understand and value. When an applicant submits a résumé, he or she is
only indicating initial interest in the position. Search committees should keep
the candidate’s interest in the position in confidence. It follows that the selec-
tion committee should check a candidate’s references only after conferring with
the candidate; the names of prospective candidates should be disclosed to the
news media or general public only with the permission of the candidates and
only after a mutual interest has been established. In some jurisdictions, it is
not uncommon for names to appear (unauthorized) in the news media as “trial
balloons” to assess community reaction. Candidates need to be prepared for this
possibility and should alert their superiors of their interest in the position. There
is nothing more damaging to a professional working relationship than for a
supervisor to learn from a third party that an employee is a candidate for a
position somewhere else.

Candidates should be aware that in some states, such as Florida, state law
requires that all résumés received as part of applications for government posi-
tions be subject to public disclosure by the news media. Officials have no discre-
tion to withhold the names of candidates in these states once résumés are
submitted. Local governments that come under these “sunshine laws” should so
advise candidates in job announcements.

Executive search consultants and human resource departments frequently
go to extraordinary lengths to protect candidates who risk losing credibility in
their own jurisdiction if their identity is discovered. It is not uncommon to have
candidates visiting for interviews stay in different hotels, to protect them from
public exposure before the process gets to the final stages.

Second interviews. Following the first round of interviews, a consensus usu-
ally develops on two or three front-runner candidates.



The Selection Process 11

Second interviews should focus on the fit between each prospective chief
and the community and local government manager. The second interview is
usually conducted by the appointing authority, human resources director, search
committee chair, and, if one has been engaged, the executive search consultant.
The interviewers should focus on both getting to know the candidate better and
“selling” the local community to the candidate. Because many strong candidates
at this level already hold good positions or may be actively recruited by other
local governments, they often have to be courted. Consequently, the second in-
terview is much more a dialogue than a monologue, a chance for both parties to
see if they share compatible values, a common vision, and a similar set of pro-
fessional standards.

The interviewers should prepare a set of open-ended questions that will
allow the candidates to talk openly about their decision-making processes, how
they manage and like to be managed, and their long-term career objectives. A
good second interview should reveal a candidate’s thoughts on substantive is-
sues and how he or she relates to other people. It is also important to learn
what the prospective chief is interested in outside work—what books he or she
reads, what kinds of outside interests or hobbies he or she pursues. This and
other pertinent information will give the appointing authority a more complete
picture of each candidate. Issues such as benefits and moving expenses, although
important, are far less significant than the expectations that both parties have
concerning work performance, goals, and values, and the sense of “fit” between
the candidate and the appointing authority.

The second interview is also the time to have candidates’ family members
visit the city. The appointing authority should make sure that each candidate
and his or her family have a chance to tour the area and meet with people who
will be important to the family’s decision to support a move. They should be
introduced to potential employers to help them determine how they will make
their own professional transition. A local government can lose a good candidate
if his or her family is not convinced that the move is right.

A second interview should always be conducted before an offer of employ-
ment is made. Even if the initial round of interviews identifies only one candi-
date, the appointing authority must meet at least a second time with that candidate
to ensure that the fit is right. A good, wide-ranging second interview often re-
veals personality factors that can either close the deal or give either the ap-
pointing authority or the candidate second thoughts about whether the “fit”
will work.

The background investigation. Once an offer has been made, it should al-
ways be contingent on successful completion of a background investigation. No
announcement should be made until the background investigation is completed.
This process usually takes about two to three weeks. One of the first things that
happens upon announcement of the hiring of a new police chief is an in-depth
investigation by the news media of the candidate, which often includes his or
her relationship with the local union and community leaders. If there are issues
here, the local government manager needs to be fully briefed in advance in or-
der to be prepared to respond to questions raised by the media.

Some appointing authorities want to visit with the candidate in his or her
jurisdiction and talk to community residents and the present mayor or man-



12 Selecting a Police Chief: A Handbook for Local Government

ager and gather first-hand information about the candidate. Such a visit may
be very helpful but it also exposes the candidate and should only be made in the
final stages of the process.

Background investigations should be conducted by trained investigators
who are not associated in any way with the police department for which the
chief is being hired. A candidate will be asked to cooperate with the investigator
and assist in the process. The candidate’s work experience, personal life, educa-
tion, and financial history are reviewed. In the case of out-of-town candidates,
investigators will visit the candidate’s present community to interview neigh-
bors and past employers and generally to verify résumé information such as
educational achievements. Court judgments or other issues that might prove
controversial are brought to the attention of the appointing authority. In the
age of the Internet, all public statements are easily accessible, as is financial
information. More information on background investigations can be found in
Chapter 7.

No announcement should be made until the

background investigation is completed.

The background investigation should provide all information that is needed
to determine whether the candidate meets state and local requirements for the
position of police chief. In the case of out-of-state applicants, this is a good time
to double check with the state certifying agency regarding the level of educa-
tion and training necessary for reciprocal certification. The appointing author-
ity should also be aware that although a chief may be eligible for state certification
based on level of training, a new appointee may still be required to take addi-
tional training or testing on state laws. Some states require an additional two
weeks of training before certification. Others require the chief to pass a test on
state laws. Additional requirements can take a heavy toll on a newly appointed
chief ’s time.

Negotiating Terms of Employment and the Compensation Package
Once a mutual interest is established between the local government and a can-
didate, either the human resources department or the search consultant can
bring all of the terms and conditions of employment to the table for discussion.
If requested, the consultant can provide examples of employment/performance
contracts and compensation information on comparable positions.

This discussion should cover not only compensation issues but the expecta-
tions the appointing authority has for the new chief concerning goals and per-
formance. It is important to establish early in the relationship a clear understanding
of the measures on which the chief ’s performance will be rated. Likewise, the
resources and decision-making authority necessary to attain these goals should
also be addressed. Having the appointing authority articulate what he or she
considers most important for the new chief to accomplish helps the candidate
understand exactly what is expected and how he or she will be evaluated. This
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discussion helps ensure that the working relationship will be a good fit for
everyone involved.

Both parties are advised to get the terms of employment and compensation
in writing. Whether the agreement takes the form of a memorandum, a letter of
understanding, or a formal contract, it will prevent confusion or misunderstandings
that might later erode the relationship. (See Chapter 8 for more on employment
contracts.)

Presenting the Appointee to the Community
Once the background investigation has been completed and an offer has been
accepted, it is important that the candidate be presented to the community through
a series of announcements and public events. Here the search committee and
local government manager should work together to ensure that major stake-
holders are invited to the following events:

• A press conference announcing the new chief

• A reception in the new chief ’s honor

• The swearing-in ceremony

• Community events and meetings.

Special meetings should be arranged with representatives from labor, busi-
ness, education, and the media. In the case of the media, the new chief should
meet with editorial boards, news room directors, and assignment editors. The
local government should provide staff support to the new chief and family to
help them find temporary housing and schools and make other arrangements.

Conclusion
The local government manager will have to make many decisions throughout
the process of selecting a new police chief. These decisions build upon one an-
other and shape the outcome. The appointing authority must prepare for what
is often a lengthy process with intense news media exposure. Each decision
made throughout the process, from where to advertise to whether to hire a search
firm, will be the subject of public scrutiny. It is wise to structure a realistic
process (in terms of timetable, scope of the search, people involved, and expen-
ditures) at the outset. At the same time, the local government manager must be
flexible enough to change course as unanticipated issues arise. Greatness, as
they say, is the ability to execute “Plan B.”

A fair and thorough process that results in appointment of the best-
qualified chief is the ultimate goal, and this process, as much as the appoint-
ment itself, can have a crucial impact on the local government manager’s own
success in office.



2
THE LOCAL GOVERNMENT

MANAGER’S PERSPECTIVE

WAYNE BOWERS

Although selecting a police chief is certainly one of the most important respon-
sibilities of a local government manager, many local government executives work
many years before being required to perform this duty. The tenure of a police
chief is sometimes considerably longer than the incumbency of the local govern-
ment manager. Police chiefs are more likely than local government managers to
be promoted from within the organization and thus often have stronger ties to
the community. For instance, I served in the city manager’s office in four differ-
ent communities over a period of 22 years (18 as the city manager) and never
had the opportunity to select a police chief. My experience was limited to serv-
ing on one assessment center at the request of a city manager in a neighboring
community. After this period of limited experience, however, I had the opportu-
nity to conduct three police chief searches in less than two years.

The Police Department Is Different
My concentrated experience taught me that selecting a police chief is very dif-
ferent from selecting other department heads and executives in local govern-
ment. Even though I had previously selected several assistant city managers,
public works directors, fire chiefs, and other key management personnel, my
efforts to select a new leader for the police department led me to concur readily
with Michael Kelly’s observation that “the search for a police chief differs
significantly from efforts to find other managers.”1

This significant difference results from several factors. Because of the
nature of its work, the police department has a special prominence within any
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community. Unfortunately, crime is a daily occurrence in most American cities.
The local newspaper generally devotes a portion of one page to the overnight
crime stories. Bank robberies, murders, rapes, and drug busts always result in
prominent stories in the newspaper, on the six o’clock news, and in the hourly
radio reports. No other department within local government approaches the
level of news media and community attention accorded to the police depart-
ment and its work. As the leader of the police department, the chief has a promi-
nence that invariably rivals that of the local government manager and other
elected officials. No other department presents the manager with such an op-
portunity to influence the perception of the local government by the news me-
dia and, through the media, the community.

Police work tends to be at the center of the deepest

sources of dispute in American life.

More than any other local government department, the police department
can be a source of management problems if proper leadership is not in place.
The police department is unique among local government departments because
police work tends to be at the center of the deepest sources of dispute in Ameri-
can life, with domestic violence, racial tension, public and corporate corruption,
and youth crime being obvious examples. Moreover, the police are involved in
the most fundamental and visible functions of government—making arrests,
maintaining public order, and protecting constitutional rights.2 Simply put, the
police chief is the leader of a group of officers who are authorized by law to carry
guns, make arrests, and use force to ensure that the laws of the state and local
government are enforced. Poor performance or abuse of power will have results
that far exceed any impact that can result from bad management in any other
local government department. Poor police management will reflect not only on
the administration of the police department, but on the local government in
general.

Internal Promotion or Outside Recruitment?
The search for a new police chief necessarily begins with a decision between
promoting an internal candidate and recruiting outside the department. Police
chiefs traditionally work their way up through the departmental ranks.3 If the
police department has a second in command who is both qualified and inter-
ested in becoming chief, a time-consuming search can be avoided. Even if there
is not an evident successor, the local government manager should evaluate the
management staff within the department to determine if one or more internal
candidates should be considered to lead the department.

Although competition among internal and external candidates can be beneficial
to the organization, it is unfair to outside candidates if selection of an internal
applicant is a foregone conclusion. Any chief in another community takes a cer-
tain career risk in becoming a public candidate for another position. No matter
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how much job security a chief or other experienced police executive has, most
potential candidates would prefer not to have their name mentioned in another
community’s search process when chances are not good that an outsider will
win the position. Any critics in the candidate’s community can use the news of
interest in another position to question the loyalty and commitment of the po-
lice official to his or her current department and community.

If an internal candidate appears to be a strong contender for the position,
the local government manager may want to make an interim appointment and
evaluate the internal candidate’s performance during this acting service before
initiating a formal search. If an internal candidate is clearly qualified for the
position, a quick appointment of this local officer will minimize disruption of
department operations.

In some instances, several internal candidates will be interested in the po-
sition, each with supporters and detractors within the department and the com-
munity. To avoid this potentially delicate situation, some incumbent police chiefs
cultivate an internal successor (ideally in consultation with the local govern-
ment manager, who will make the ultimate hiring decision).

Even if there is no clear internal choice and the local government decides to
open the process, qualified internal candidates should still be encouraged to
apply. The consideration, evaluation, and interviewing of internal candidates
usually provides a learning process for both the candidate and the local govern-
ment manager. The local government manager who does not often have the op-
portunity to select a new police chief may need to compare internal candidates
to those from outside the department to get a true picture of the relative strengths
of incumbent departmental personnel. Also, the local government manager will
be working closely with the senior management staff in the police department
in the future, so no matter who is chief, if the manager gets to know internal
candidates, the local government organization should benefit.

Although choosing between internal and external hiring processes should
be the first step in the selection process, the leadership qualities and skills of
the candidates are usually much more important than whether they are insid-
ers or outsiders.4 If no obvious internal candidate emerges from the prelimi-
nary assessment by the local government manager, the formal selection process
should be commenced immediately with the recruitment of outside candidates.

The News Media
If the decision is made to proceed with a formal selection process rather than
appoint an internal candidate, the local government manager should next de-
velop a strategy for dealing with the news media. The police department in
almost every community is the focus of more media attention than any other
local government department. If the positions exist, the manager should seek
advice on developing a media strategy from public information officers (PIOs)
for the local government and for the police department. In smaller jurisdictions
without a PIO, a captain, lieutenant, or sergeant may fill this role informally.
The PIOs generally know the reporters covering the police department (who
may be different from the reporters assigned to city hall). The PIOs will be
asked questions throughout the selection process and will need to be kept in-
formed about all developments.
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The local government manager must decide between conducting an open or
closed recruitment process. In most cases, state law will dictate this choice. When
I conducted a search in South Carolina, the state freedom of information act
exempted most personnel matters from public disclosure. The names of candi-
dates in that state do not have to be revealed to the news media, and media
access can be limited to general descriptions of the process and an announce-
ment when the final selection is made. In Florida, by contrast, a much more
expansive “sunshine law” requires that the names of all candidates and most
other aspects of the search process be open to the news media and all interested
citizens.

The local government manager should assess the level

of aggressiveness of the local news media before

formulating a media relations policy.

In addition to state law requirements, the local government manager should
assess the level of aggressiveness of the local news media before formulating a
media relations policy. In some communities, the local police reporter will be
content to follow the police chief selection process from a distance. More often,
however, the police reporter will want to know every step in the process and will
want to know the names of the candidates as soon as possible. In my experience,
the local news media has never demonstrated much interest in the appoint-
ment of other department heads and only slightly more interest in the appoint-
ment of an assistant city manager—the second in command of the entire
organization! In every police chief search, however, making any aspect of the
police chief selection process into a news story appears to be a cherished goal of
both the print and broadcast media.

The strong interest likely to be expressed by the news media requires the
local government manager to adopt a clear media relations policy. If the local
government manager fails to supply the news media with information, local
journalists will seek out the news on their own. Major developments in the pro-
cess should be conveyed to the news media expeditiously, but only after the
council or commission and police department employees have been informed. To
maintain credibility with the local elected council or commission and the mem-
bers of the police department, the local government manager should ensure
that important announcements come directly from the manager and not indi-
rectly through the news media.

If the manager chooses, on the basis of state law or personal preference, to
conduct an open search, a press conference should be scheduled for each of the
candidates as part of the interview process. The manager should give each can-
didate sufficient advance notice of the ground rules for the press conference and
get the candidate’s consent before making final arrangements. A standard press
conference format provides “a level playing field” for all candidates in regard to
news media contact. This approach is also convenient for reporters, in that it
ensures contact in an orderly setting with each candidate. The local govern-
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ment manager should not attend any of these press conferences. By not being
present, the manager will avoid influencing the candidate’s responses to ques-
tions, and avoid diverting any of the spotlight at what is, inevitably, a key event
in the evaluation process.

The local government manager should review all news media reports on
the candidates. Media coverage can give the manager an idea of how the candi-
date handles media attention and how the candidate is perceived by the media.
In reporting personal information about the candidate, the news media will
perform something of a preliminary background investigation function.

Community Expectations
Once the local government manager’s media relations plan is in place, the next
step involves determining the community and police department expectations
of the new chief. The manager should not begin evaluating individual candi-
dates until a profile of the job qualifications and performance expectations is
prepared. Determining what the community expects from the police chief is a
primary step in determining the characteristics to be sought in the new chief.

The written survey is much less time consuming, generally elicits

broader community input, and allows each leader to candidly

identify his or her expectations.

Some communities use personal interviews and focus group sessions with
police officers, citizens, and community groups to form the profile of qualifications.5

My preference is to use a written survey of identified community leaders. The
written survey is much less time consuming, generally elicits broader commu-
nity input, and allows each leader to candidly identify his or her expectations
for the position absent any group influence. In my searches, I have dissemi-
nated a short survey form to a sampling of community leaders (see Exhibit 2-1
for an example). The mailing list of leaders has included the board of directors
of the chamber of commerce, the presidents of active neighborhood associations,
leaders of neighborhood watch groups, local union representatives, leaders of
the local chapter of the National Association for the Advancement of Colored
People (NAACP) and other minority advocacy groups, the sheriff, state’s attor-
ney, public defender and other key figures in the local criminal justice system,
and current and former members of the local elected council or commission. My
approach has never been to follow a scientific sampling technique, but is simply
directed toward obtaining as much comment as possible from those individuals
with an active interest in the work of the police department.

The local government manager should ensure that the current members of
the local elected council or commission are kept closely informed of the progress
and outcome of the survey process. Because these elected officials are them-
selves active community leaders, they will come in contact with many of the
individuals who are responding to the manager’s formal survey. The members
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of the local elected council or commission must be able to discuss the process
with a certain amount of knowledge. Because the members of the local elected
council or commission in many cases have been active in community affairs
longer than the local government manager, they can help in determining which
community leaders will be included in the survey process. My preference is to
make this the stage at which the local elected council or commission is most
actively involved in the process of selecting a new police chief. The manager
must make it clear that the new police chief will be selected on the basis of
specific qualifications and strictly professional considerations without any po-
litical influence. Local elected officials can best facilitate this process by defining
community expectations and refraining from involvement when candidates are
interviewed later in the process.

The survey form begins with a ranking of skills, traits, and qualifications
that a police chief should possess. The listing of items should be tailored to the
community on the basis of a preliminary assessment by the local government
manager of the needs of the department and community. Certain basic qualifications
will be important for any police chief, but other characteristics, such as collec-
tive bargaining skills and affirmative action records, may vary in importance
depending on the community.

In my most recent survey, one item was “Experience in university-city rela-
tionships.” This is clearly an item that would be relevant to only a few commu-
nities. Others would be more interested in other survey items related to specific
aspects of their local economy and culture such as tourism, high technology,
retirement communities, or industry.

The survey form also includes an open-ended question giving the respon-
dent an opportunity to identify in his or her own words the issues that should
be important to the new police chief. The third question asks that the respon-
dent list two questions that can be used during candidate interviews. The sug-
gested questions generally reflect the personal perspective of the community
leader and allow the local government manager to adopt questions that nor-
mally would not arise from the manager’s particular perspective on the commu-
nity. The final part of the form is an open-ended invitation to offer other comments
and suggestions. My experience is that most often this opportunity is used to
express appreciation for being asked to participate in the process or to recom-
mend a particular person for the job. The survey is not anonymous; I expect
each respondent to sign the form and identify the organization he or she
represents.

In preparing for my most recent police chief search, I mailed 189 forms to
community leaders in Gainesville, Florida, and received 67 responses. A response
rate of 35 percent was closely comparable to that for a previously surveyed com-
munity. The responses reflected a diligent effort by a large number of commu-
nity leaders to provide good information to the local government manager in
order to assist in the process. I received numerous letters, telephone calls, and
personal comments expressing interest in the survey. The community leaders
who responded uniformly appreciated the opportunity to be part of the process
and had strong feelings on the characteristics they considered important in a
new police chief.

The same survey form (although printed on different colored paper for easier
tabulation) was sent to all the employees of the police department, including
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Exhibit 2-1 Police Chief Selection Survey Form
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Exhibit 2-2 Summary of Responses to Police Chief Selection Survey
(Citizens)
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Exhibit 2-3 Summary of Responses to Police Chief Selection Survey
(Police Department Employees)
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sworn officers and civilians. Bringing the employees of the department into the
selection process is just as important as the inclusion of community leaders. I
recommend that the cover letter and survey form be sent to the home address of
each department employee. The local government manager should take the time
to sign each letter to communicate the importance of employee participation in
the selection process. Department employees will possess a wealth of informa-
tion that can be of great value to the manager in the selection process.

I have learned a lot about the internal affairs of police departments from
closely analyzing written comments from department staff. The response rate
for my most recent intradepartment survey was 25 percent (99 responses to 396
surveys sent).

Survey results should be tabulated as soon as possible after the submission
deadline. Each respondent should be sent a thank-you letter and a copy of the
survey results. This letter should also explain how the survey responses will be
used in the selection process and include a status report on the progress of the
police chief search. Results of surveys of citizens and police employees during a
recent police executive search are shown in Exhibits 2-2 and 2-3.

The responses to the ranking of police chief traits and qualifications serves
as the analytical portion of the community expectations process (question 1 of
the survey). The written responses to the other questions can quickly be re-
viewed and evaluated for inclusion in the interview portion that will occur later
in the selection process. The ranking of traits and qualifications by the commu-
nity leaders and department members provides insight into the different expec-
tations of the chief from the community at large and from within the department.

Although honesty and integrity was clearly the number one choice of both
groups of respondents in Gainesville, some significant deviations occurred in
the other eighteen specific items. In analyzing the two sets of responses in the
Gainesville survey, it is interesting to note that experience with community-
oriented policing was ranked second highest by local residents (76 percent of
total responses) but only thirteenth among departmental personnel (40 per-
cent). The community apparently had greater interest in a much-publicized
community-oriented policing effort than police department employees. This re-
sponse led me to emphasize with all police chief candidates that a better job of
integrating community-oriented policing into the department would be a high
priority. In ranking of collective bargaining skills, department employees, who
had a much greater stake in the union contract, placed this item fourteenth,
with a 40 percent response rate, while local residents ranked collective bargain-
ing eighteenth, with a 13 percent response rate.

A final use of the survey is to follow up with direct questions to community
leaders and departmental members to clarify the priorities included in the sur-
vey results. Specific questions to the sheriff, former police chief, and other com-
munity leaders will test the validity of the survey results. This technique can be
carried even further, to public forums, where the survey results can be discussed
in a group setting. If public forums are conducted, care must be taken to bal-
ance the representation of all community interests in the composition of the
forum panels. I myself do not use these forums because of the problems inher-
ent in eliciting truly representative participation.

The survey portion of the selection process is completed when the local
government manager has a good understanding of the particular skills and ex-
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perience expected of the new chief by the community and police department.
The qualifications of the new chief must be compatible with the expectations of
the community as expressed in the survey and during the personal contacts
made by the manager.

Reviewing the Applicants
The review of résumés submitted for consideration will vary widely based on
whether the local government manager is using a search firm. A professional
search firm will have solicited applications from many sources. A preliminary
screening will already have occurred and the manager will be presented with a
fairly short list of candidates. If no search firm is involved, the manager will
most likely have used the local government’s personnel department to adver-
tise the position and receive applications.

The job notification process should include as a minimum internal adver-
tising within the police department, notification in the local newspaper, and
dissemination through the appropriate professional journals. To achieve affirmative
action objectives, minority recruiting sources should also be contacted, and as-
sistance in dissemination of the job notice should be sought from minority groups
in the community and within the law enforcement profession.

The number of applications will vary depending upon several factors, in-
cluding the attractiveness of the community, the reputation of the police de-
partment, the posted salary, and whether the selection process is open or closed
to the news media. All other factors being equal, the local government will
receive more applications from higher-quality candidates if a closed process
is being used. Some well-qualified candidates simply will not submit their
names to an open process. Having conducted both a closed and an open process
over a relatively short period of time, I feel that my experience has clearly dem-
onstrated this point: I received 160 applications of very high quality for a posi-
tion for which recruiting was done in a closed process, and only 84 applications
for a comparable position in an open process. The only major difference in
the job notice was that in the open process all prospective candidates were
notified that by law their applications and résumés would be subject to public
disclosure.

No matter how many applications are received, my personal philosophy is
that a position as important as police chief requires the local government man-
ager to read every résumé. Each application is analyzed on the basis of prede-
termined criteria drawn from the specific minimum qualifications in the job
description and from community and departmental expectations as determined
by the surveys. Each factor is assigned certain points, with extra points as-
signed for such factors as advanced degrees, attendance at specialized schools
such as the FBI Academy, and experience within the state where the hiring
local government is located. If the community survey indicated that community-
oriented policing or administrative skills were high priorities, additional points
can be given to those candidates with expertise in these areas. The point rank-
ing system is certainly not an exact science; it simply is a tool used to narrow
the field from a large number of candidates to a reasonable number (ten to
twenty) for more detailed résumé review.
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Once the number of candidates is reduced to a manageable size, the local
government manager will begin contacting colleagues in confidence who may be
familiar with the qualifications of particular applicants. Such personal obser-
vations, without detailed investigations, can be used at this point to narrow the
field even more.

The Writing Sample
The final part of the screening process involves the preparation of a written
response to questions by each of the finalists. Each candidate should be pre-
sented with two or three questions and asked to provide a written response,
which can be brought to the personal interview. By the time a police profes-
sional has reached the level of chief, that person must be a good writer as well
as an accomplished verbal communicator. Like any other high-level local gov-
ernment administrator, the police chief will be making reports to the local gov-
ernment manager and the local elected council or commission on a regular basis.
The writing sample allows the manager to evaluate the applicant’s writing skills
and thought presentation process.

The questions should reflect issues that are important to the community.
The community survey is a good source of questions. The content of the an-
swers, however, is not nearly as important as how the information is organized
and presented. The content can be pursued further during the interviews. Here
are some sample questions:

• Give an example of an innovative crime prevention program you have
implemented.

• What experience have you had with community-oriented policing?

• Describe your personal code of ethical conduct for a police chief.

The candidates’ written responses need not take on the character of a doc-
toral dissertation. I always ask candidates to keep their responses to no more
than one page per question. Being succinct is a more important virtue for a
police chief than being a professional writer. The questions should be thought
provoking but answerable in a few paragraphs.

Interviews
Five or six candidates should be interviewed. If internal candidates are still
being considered at this point, the number can be larger since travel and gen-
eral logistics for internal candidates are easier to manage. Those selected for
interviews should be notified several weeks in advance in order to allow sched-
ules to be adjusted and appointments confirmed.

The Interview Panel
Because selection of a police chief is an important task not only for the local
government manager but for the entire community, formal community partici-
pation in the interview stage of the process is usually desired. One form of commu-
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nity participation is the interview panel. A properly selected interview panel
serves two primary purposes in the selection process. First, the group provides
the manager with expert evaluations of the qualifications of each candidate. If
the panel is truly reflective of the community, different perspectives will emerge.
Such perspectives are especially valuable if the local government manager is
relatively new to the community.

The second purpose of the interview panel is to serve as a community re-
source in answering questions from the candidates. Just as the local govern-
ment manager wants a different perspective on the qualifications of the candidates,
serious candidates will also want to know about the community from the view-
point of leaders other than the local government manager. If the panel truly
represents a cross section of the community, it can be a valuable asset in
providing a broad community perspective to each of the candidates and fa-
cilitating the candidate’s evaluation of the community without the need for
time-consuming research. Indeed, the interview panel can serve as a resource
for the new chief even after the hiring decision is made.

The panel members should be reminded of the two purposes they

serve in the selection process: to ask and to be asked questions.

If the local government manager is to derive the full benefit of using an
interview panel, the group must be carefully selected and genuinely represen-
tative of the community at large. No single group should dominate, and every
attempt should be made to reflect the diversity of the community. Selecting the
interview panel is a challenge to the local government manager because the
number of members should remain small in order to allow active participation
without time constraints during the interview and to prevent the candidates
from being overwhelmed by a large group of questioners. The number should be
small enough to permit interviews to take place in a setting that allows open
interchange.

I favor using a five-member panel. In one city, I selected three members of
the civil service board augmented by two other appointees. The participants
from the civil service board (whose members were appointed by the city council)
included a white man, a white woman, and a black woman. These three mem-
bers were respectively an attorney, a school administrator, and a school teacher,
all with experience in law enforcement personnel matters as a result of their
participation on the civil service board. The two additional members were the
sheriff (a white man) and a representative of a minority leadership/business
group (a black man). This city had no police collective bargaining unit. In an-
other city with an active police union, the president of the Fraternal Order of
Police (a white man) was appointed to the interview panel. The other four mem-
bers of the panel in the second city were the executive director of the local Girls’
Club (a white woman), the director of police training at the regional community
college (a white man), a community activist and chair of a community crime
task force (a black woman), and a member of the Chamber of Commerce board
of directors (a black man). Knowledge of the needs of the police department,
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strong interest in the community, and diversity are the key factors in the panel
selections. The definition of diversity will be different in each community. My
experience has been in communities with large African American populations.
In other communities, the panel may need representation of other minority groups
such as Hispanics, Asian Americans, or native Americans. In almost every com-
munity, diversity by gender and labor/management position will be important.

Because the panel most likely will consist of “take charge” individuals, the
local government manager must make sure that the members understand their
true role. This committee is to serve as a resource for the manager in the selec-
tion process and should not be charged with making a final decision.

After contacting each of the panel members by telephone and following up
with a written confirmation, the local government manager should meet with
the group prior to the first candidate interview. The purpose of this meeting is
to express formal appreciation to the community leaders for agreeing to take
time to play a role in the police chief selection process. The meeting also should
be used to review the manager’s expectations of the panel. The panel members
should be reminded of the two purposes they serve in the selection process: to
ask and to be asked questions. I stress to panel members that they are not a
selection committee and that I do not expect them to vote as a group on the
candidates. Each member is on the panel to represent a unique perspective in
the community. I want to hear directly from them on their evaluation of each of
the candidates, uninfluenced by consensus building within the committee. Also,
in a “sunshine law” state such as Florida, if the interview panel is not asked for
a group recommendation, the panel can be exempted from the open-meetings
law. A copy of the community and department survey results should be shared
with the group members along with a summary of the selection criteria that the
manager has determined to be the most important.

The personnel department, or in a smaller community the local govern-
ment manager, should work with the panel to select the interview questions.
For fairness and uniformity of evaluation criteria, each candidate should be
asked the same questions (see Exhibit 2-4 for some sample questions). The panel
should determine among its members whether one member will ask all of the
questions or whether the members will rotate with specific assigned questions.
Some time should be allowed during the interview for follow-up inquiries that
result from the responses to the predetermined questions. With a five-member
interview panel, I recommend a ninety-minute interview session with at least
thirty minutes between scheduled interviews to allow for runover and breaks.
The interviews can best be conducted in private with no news media present.
By closing these meetings, the local government manager encourages a more
open dialogue between candidates and the interview panel.

A final preparatory step for the panel is a briefing by the local government’s
human resources specialist or attorney on the “do’s” and “don’ts” of interview-
ing. The panel may not be experienced personnel interviewers and should be
reminded which types of questions legally can and cannot be asked. This review
will touch on such subjects as the Americans with Disabilities Act, age discrimi-
nation laws, and other areas of potential discrimination.

To achieve the maximum benefit from the interview panel, the local gov-
ernment manager should schedule individual meetings with each panel mem-
ber as soon as possible after all the candidate interviews have been completed.
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Exhibit 2-4 Chief of Police Panel Interview Questions
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Each panel member should be given the opportunity to candidly evaluate the
performance of each applicant.

I always emphasize that the panel members do not need to provide a rank
order of the candidates, but should simply provide individual analyses of the
strengths and weaknesses of each person interviewed. Despite this request, my
experience has been that each panel member will invariably present a numeri-
cal ranking of the candidates. This is certainly not bad if the individual rankings
result in a clear consensus for one candidate. In my successful searches in the
past, one candidate, with a strong second choice, has always emerged from the
citizen interview panel. Such consensus from the interview panel clearly facili-
tates the final decision-making process for the local government manager. In
addition, a strong endorsement from the interview panel will provide legiti-
macy in the community for the manager’s ultimate choice for police chief. The
interview panel members will serve as representatives to the community at
large, generating confidence in the process and in the final selection.

Other Community Contacts
While each candidate is in town, he or she should be given an opportunity to
tour police headquarters and to meet with the departmental command staff
and any other significant special-interest groups within the department. If the
sheriff is not part of the interview panel, a special effort should be made to
allow the candidates to meet the chief county law enforcement official. Also, the
current or acting chief should be given some time to talk with each candidate.
The purpose of these contacts is to allow interchange between the candidates
and the other important players in the local law enforcement system. These
persons will be interacting on a regular basis with the new chief, and any poten-
tial problems should be detected early and evaluated on at least a preliminary
basis during the interview process. If, for example, the sheriff, after meeting a
candidate, notifies the manager that working with that individual as police chief
could be difficult, this information should receive serious consideration in the
final selection process.

The Manager’s Interview
The most important part of the selection process is the individual candidate
interview with the local government manager. The final decision will eventu-
ally be made by the manager based in part on information collected from the
other participants in the selection process. The direct contact during the per-
sonal interview will be the manager’s best opportunity to observe personally
the performance of each candidate. Also, during the interview the manager will
form his or her own impression of each candidate, against which the indirect
information gathered from other sources can be compared and evaluated.

Because the interview lasts only a few hours and the decision has such
long-term impact on the police department and the community, the interview
must be carefully planned and requires the manager’s full attention. I prefer to
provide two hours of completely uninterrupted time for the personal interview.
The setting should be formal and in a location where no interruptions will be
permitted. In order to properly manage the interview time, the manager should
constantly be in a position to see a clock that is not visible to the candidate. A
visible clock is preferable to constantly looking at a watch. The person being



The Local Government Manager’s Perspective 31

interviewed should not be expected to have any responsibility for managing the
time, as the candidate’s sole attention should be on giving thorough answers to
all questions.

As the interviewer, the manager should restrict comments to asking the
questions and making very limited follow-up remarks if absolutely necessary.
The questions should be uniform for all candidates and represent inquiries that
are important to the manager, the police department, and the community as
identified in the previously completed survey and evaluation processes.

I prefer to take no notes during the interview. Note taking is a distraction
to the candidate, and active listening does not allow both completely compre-
hending a response and simultaneously writing down parts of the answer. The
manager should allow one additional hour of uninterrupted time immediately
after the interview to write or dictate an evaluation of the responses to the
questions. Detailed notes made at this point will be helpful in the period after
all interviews have been completed and the responses of several different can-
didates are being compared.

Informal exchange can provide the manager with insight into the

overall compatibility of each candidate with the community.

After the conclusion of the private interview and completion of the inter-
view notes, I always continue the interview process during lunch or dinner with
the candidate. The meal is never portrayed as a part of the interview process
and is officially only a social part of the candidate’s visit to the community. For
me, however, the time during the meal is important in the overall evaluation of
the candidate. This time allows for follow-up questions that may result from the
interchange during the formal interview.

The informal setting of a meal also allows the manager to evaluate the
candidate away from the official surroundings of the interview. Candidates are
more relaxed during the meal and usually relieved to have the interview over.
In this more relaxed setting, a candidate sometimes will “let down the guard”
and talk more freely about individual career goals and priorities. If properly
structured, this informal interchange allows the manager to evaluate a differ-
ent perspective of the candidate, as most people during the meal will discuss
such topics as hobbies, personal beliefs, and family values that are not appro-
priate for discussion during a formal interview. The police chief occupies a posi-
tion of both legal and moral leadership in the community, and thus the manager
needs to know more than just the official side of each candidate. Informal ex-
change can provide the manager with insight into the overall compatibility of
each candidate with the community and the manager’s own expectations of the
chief as a leader.

Reference and Background Investigations
When the interview panel has concluded its work, the manager has conducted
the personal interviews, and written responses have been evaluated, the next
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step is to conduct a thorough background review of selected candidates. The
other portions of the selection process should have narrowed the field to three
or four finalists. Making contact with references provided by the candidates can
be useful, but is of limited value because candidates will invariably provide
positive references. I prefer to allow the personnel department to contact the
references provided by the candidates and only report any major issues that
result from the formal reference check.

Of more value are contacts within the profession beyond the references pro-
vided by the candidates. Most local government managers know other local gov-
ernment officials who will have some knowledge of the performance and professional
reputation of the finalists. A candidate may have been considered by another
local government in a recent search, and the local government manager in that
jurisdiction can provide extensive information from that community’s own search
process. Most police chief candidates have a reputation within the profession,
and determining the nature of that reputation is an important part of the selec-
tion process. By being visible in the community, most candidates at the police
chief level have created a public record that can be readily reviewed.

By the time the reference checks have been completed, the local govern-
ment manager should have formed an opinion as to the top two or three candi-
dates for the position. Because of the unique role of the police chief in the community
and the difference between this position and other key management staff, a
more thorough background investigation must then be performed. The new chief
is going to be highly visible in the community and must have ethics beyond
reproach. Police chief is the only position in local government for which I re-
quire a complete, independent background investigation. This investigation should
be performed by a professional who can devote sufficient time to providing an
independent analysis of the police chief candidate. I do not recommend using
police department investigators to do this work because of the potential for
conflict of interest. The employees of the department have too strong a personal
interest to be perceived as totally objective, and it would be unfair to put them
in this difficult position.

Because of the cost involved in hiring an independent investigator, the number
of finalists should be narrowed to no more than three. The necessary level of
investigation will require the expenditure of several thousand dollars. The in-
dependent investigator will travel to the home community and, if necessary,
previous home communities of the candidate. Interviews will be conducted with
numerous individuals in these communities who know the work of the candi-
date. The public records, newspaper articles, and personnel file of each candi-
date should be reviewed in detail.

My experience is that a thorough investigator will always find information
that never came up during the reference checks or the entire evaluation process
to this point. The local government manager cannot afford to be less than com-
pletely thorough in investigating candidates for this highly visible position. If
the professional administrator does not find “the skeletons in the closet,” an
active news media surely will. The manager must be prepared to answer any
questions concerning media reports that surface about the selected candidate.
If a candidate cannot survive the scrutiny of a detailed background investiga-
tion, then certainly he or she will not be able to function properly as chief of the
police department. This detailed background investigation can reveal informa-
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 The “No Hire” Decision

What happens when the local government follows a rigorous selection process and
determines that none of the candidates meet all of the job requirements? This result
should rarely happen, but one of my three searches did result in a decision not to
hire any of the candidates. The decision to make no decision was really the most
difficult choice. The local government manager must be willing to notify the news
media, the governing body, the department employees, and the community leaders
who participated in the selection process that none of the candidates completely
meet all of the requirements for the job. Fortunately, the community leaders who
participated on the interview panel fully supported my decision. This confirmed to
me the value of having a group of community leaders assist with the selection.

For the local government manager, the toughest part of making a no hire
decision is notifying the finalists that no appointment will be made. When there is
no winner, the reasons why none of the candidates appear suited for the position
must be explained with particular care. Despite the prospect of these difficult
duties, if the manager is not completely convinced that the right candidate is
available, then refraining from making a decision is the right choice.

When a decision is made not to appoint any of the candidates, the local
government manager must move quickly to begin a new search because the
department clearly needs to know that permanent leadership, although delayed,
is on the way. In my experience, when the first selection process resulted in no
decision, I changed course and immediately sought the assistance of a police
executive recruiter. Because I had only recently gone through the normal job
advertisement channels, a repeat of the first recruiting process would probably
have generated few new applications. I moved quickly to contract with a national
organization with broad experience in recruiting police executives. Professional
police recruiters have extensive contacts with law enforcement administrators
throughout the country and can make direct contact with potential candidates who
would not normally respond to a general job announcement.

Following one site visit to the community and numerous interviews, the
executive recruiter was able to provide detailed information on 28 sound candi-
dates. After the list of candidates was provided to me, this second selection process
closely followed the steps described for the first process. The staff of the executive
recruiting firm assisted with the process, for instance, by helping the interview
panel to update the questions used during the interviews of the first group of
candidates. A recruiter representative facilitated the panel interview sessions. The
recruiting firm also coordinated most of the contact with the candidates and
assisted with the preliminary background investigations. The personal interview
with each candidate proceeded in the same manner as previously described.
Although the number of candidates provided by the recruiter was much smaller,
the overall quality of this second group was much superior to that of the candidates
who responded to the city’s own recruitment effort. For a position as important as
police chief, managers should seriously consider using professional recruitment
assistance in the selection process. For the sake of all involved, conducting two
police chief searches for one position should definitely be avoided.
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tion that will lead a manager to drop a candidate from further consideration or
at least require in-depth follow-up questions to explain a potential problem. A
candidate who successfully undergoes a detailed background investigation is
prepared to be appointed chief.

The Final Selection
It is a sign of a successful recruiting process if, when the time comes to make a
final selection, the local government manager is faced with a difficult decision.
Ideally, the process will have produced two or three outstanding candidates.
The final determining question is “Which of the candidates best fits the local
government manager’s own management style?”

I always personally contact the two or three finalists for the position to
provide a personal explanation of the decision. This is an obligation of a man-
ager in return for the time and work the candidates put into the selection pro-
cess. Usually, a candidate will understand if he or she is not selected when the
other candidate is also well qualified for the position. Each finalist should know
that the competition is tough and that there will only be one winner.

The Formal Announcement
When the final decision is made, the local government manager must move quickly
to make a formal announcement. The first group notified should be the local
elected council or commission. A basic rule of local government management is
to keep the local elected council or commission informed of any significant deci-
sions before the news media release this information.

The next group to be notified should be the members of the police depart-
ment. This can be done through an internal bulletin or an announcement dur-
ing shift change. Those departmental employees who will be working directly
with the new chief need to know who their new leader will be. A direct an-
nouncement from the local government manager will assist the new chief by
subtly establishing credibility very early with departmental employees. The news
media should next be informed, either by a formal press release or a news con-
ference. The announcement to the community through the news media brings
conclusion to the police chief selection process.

Summary
Although the selection of a new leader for the police department will invariably
be a time-consuming and difficult process, if done correctly it will certainly be
worth the effort. The key role that the police chief performs in the local govern-
ment organization and the community at large requires a total commitment by
the local government manager to making the right decision. Certain standard
selection procedures can apply to the selection of a new chief, but because of the
diversity of all communities, some portions of the process will always vary. Each
department will seek candidates having different skills and abilities. Depart-
ments that vary in size from one officer to thousands will have different needs.
Some communities have active employee unions, while others do not. The inter-



The Local Government Manager’s Perspective 35

est level of the news media will influence the selection process and will vary
widely from community to community. The emphasis should be on using some
of the selection standards reviewed in this article to design a process that best
fits the individual community. As Michael Kelly has noted, “It is obviously bet-
ter to find the right chief than to perfect a selection process that generates
a poor choice.”6 The best process for selecting a police chief is the one that
produces the best qualified law enforcement professional to lead the police
department.

1 Michael J. Kelly, Police Chief Selection:  A Handbook for Local Government (Washington,
D.C.: Police Foundation & International City Management Association, 1975), 4–5.

2 Ibid., 5–7.
3 Mark L. Dantzker, “The Position of Municipal Police Chief:  An Examination of Selection

Criteria and Requisite Skills,” Police Studies  19, no. 1 ( 1996):  3–4.
4 Kelly, 17.
5 City of Roanoke, Virginia, “Search for Police Chief to Involve Community” (news release),

July 16, 1997.
6 Kelly, 3.
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THE POLICE CHIEF’S PERSPECTIVE

MICHAEL R. MAEHLER AND TOM WAGONER

From the chief ’s perspective, police chief selections can be viewed like a court-
ship, albeit a little one sided at first. First you look at your potential “mate,”
usually through an advertisement or a head hunter’s call. Is there something
there that generates some interest—enough interest to inquire further? If so,
you may want to start dating—a process to get to know each other better. As the
candidate, you will gather intelligence and do some job research, and the em-
ployer will conduct a testing process and background investigation. And then,
the big moment! If there is enough compatability on which to build a long-term
relationship, you get a job offer and you must decide whether or not to take it.
You want a what—a pre-nuptial agreement??

Since police chief selection processes follow the described course of decision
points, that is how we have divided this chapter. At each of these decision points
there are a number of elements at play, or pieces of information that are impor-
tant. Some of these will carry through the entire process, but will become in-
creasingly important and more detailed. An increased awareness of these issues
will benefit both the employer and the prospective candidate.

Failure to do your part to build the potential future relationship can have
serious consequences, as many of the examples that follow will demonstrate.
And, like divorce, a termination can leave the former chief bitter, humiliated,
and in financial difficulty. The authors suggest that investing the time to get to
know each other, the unique circumstances of the job, and each other’s expecta-
tions will pay benefits in a better selection and a longer tenure for the chief.
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Preliminary Review of an Open Police Chief Position
The want ads for police chief positions are the most carefully scrutinized por-
tion of the professional journals commonly read by police chiefs and top police
command personnel. Who is leaving and what jobs are open are both frequent
topics of conversation among chiefs. Sometimes the reader is actively looking
for another job, but most of the time, frankly, we’re just being nosy.

A first glance at an advertisement may, however, strike a chord that gener-
ates further interest: “Is this a place I’ve always wanted to work? Would this job
provide more money, or maybe a great career advancement opportunity in a
larger or more prestigious community, or even (for the top commander) an op-
portunity to become chief? Would it be a better location for my family?”

Just as the euphemisms in personal ads can give unintended clues about
the true character of a person, police executive recruitment ads sometimes pro-
vide obscure but valuable tips to the potential job seeker. Ad phrases can indi-
cate perceived shortcomings of the past administration, and sometimes even
signal that the process is a sham being played out for political expediency’s
sake by a local government whose administration has already made up its mind.

Police executive recruitment ads sometimes provide

obscure but valuable tips to the potential job seeker.

A want ad that says “strong union negotiation experience required” informs
the reader that the local government and the police union have had poor rela-
tions, and that the local government manager is seeking someone to tackle that
sometimes vicious relationship. “Seeking police chief who can cast vision and
lead the department to new goals” generally means that the last chief was less
than successful, and the department is viewed as stagnating or floundering on
issues considered important by the local government’s leadership.

Then there is the ad that reads “must have minimum three years of college”
or “graduate of the Northeastern Special College of Police Leadership preferred.”
An uncommon requirement tips off the reader that the ad has been specifically
written for a predestined candidate, usually an insider with these exact qualifi-
cations. In these cases, although a dark horse occasionally wins the job, gener-
ally speaking the process is being done because it is a charter or political
requirement or because it sounds good to tell the local community, “We did a
nationwide search for the best chief, and that individual was right here all along.
Isn’t that wonderful?” Such a statement is a great starting block for a new chief
hired from the inside. But it is unfair to the other candidates, who spent time
and money, and possibly jeopardized their present positions, in a process in
which they never had a chance. The candidates best suited to this type of pro-
cess are those who are just as unethical as the local government that is doing
the alleged recruiting. These are the candidates who apply for the job without
any intention of taking it. They simply want the experience of going through
the process, or to get an expense-paid visit to the area where the job is located.
In such situations, both the “hiring” jurisdiction and the “candidate” are operat-
ing under false pretenses, and perhaps deserve each other.
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When reading an ad, the prospective candidate should first ask, “Am I
interested in this position?” The second question should be, “Do I meet the quali-
fications?” Many ad writers may not have a specific person in mind when writ-
ing the ad, but most have ideal requirements in mind that sometimes do not
translate well to paper. What exactly does “five years in command positions in
similar-sized agency” mean? If the ad says “graduate of the FBI Academy or
equivalent,” would the Senior Management Institute for Police or a state com-
mand college be acceptable?

The answers to such questions depend on who is doing the screening—an
analyst in the personnel department and a professional search consultant will
not necessarily take the same approach. Often the flexibility of job requirements
is driven by the number of applicants, which, in turn, is often driven by the at-
tractiveness of the hiring jurisdiction. “Plums” are those jurisdictions with good
reputations, good pay and benefits, few labor problems, generous budgets, and a
high quality of life. (Yes, they are out there!) One city received 325 applications
during its most recent recruiting effort, while a small town ten miles away re-
ceived just 14. One was a plum, the other was considered a pit. The screening was
tough in the first city, while no one was screened out in the second.

It is safe to say that the more standards the candidate meets or exceeds,
the more likely it is that the local government will be willing to be flexible on
one or more of the requirements. That is why résumés and cover letters must be
tailored to the job for which the candidate is applying. “Boilerplate” résumés in
our opinion should be trashed. If the candidate is not professional enough to
provide a tailored response, he or she can be expected to similarly shortcut ev-
eryday work products on the job.

The ad itself should provide insight into what should be covered in the
résumé. The basic rule is that local governments advertise qualifications that
are important to them. This does not mean that candidates should ignore other
elements of their experience, education, or other credentials. What it does mean
is that the better-positioned candidate is the one whose résumé communicates
that a good match exists between the candidate’s training and experience and
the local government’s needs.

Even ads with vague or general wording tend to send a message. It may be
that the local government is relatively ill informed about current law enforce-
ment practices and philosophies, or that it is a low-budget operation in which
someone from the personnel department was simply told to write a generic ad.
In these cases, a more general résumé might do. But the wise candidate will
spend some time finding out what the issues are in that community and depart-
ment and tailor the résumé accordingly. Experienced police professionals know
that the information networks in the law enforcement community extend al-
most everywhere.

Professional Consultants
One of the matters of greatest interest to the candidate will be who is running
the process, the local government or a professional search consultant. There are
advantages to each method, but from the candidate’s perspective the search
consultant is preferred for a number of reasons. Almost always, professional
search consultants have more experience with recruiting processes and have
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many more contacts in their “stable” of potential candidates. However, in some
cases their processes are “canned” and those who have gone through them more
than once often do better because they know exactly what to expect.

Consultants are not inexpensive. The fact that a local government is using
one generally means one of three things: (1) the jurisdiction wants the best
process with the greatest number of applicants; (2) the jurisdiction lacks the
staff expertise to conduct a search on its own; or (3) the jurisdiction’s adminis-
tration is simply too busy with other major issues and projects to spend the
time to complete a thorough recruitment and testing process.

The investment a local government makes in a consultant is an indication
to the prospective candidate that it is unlikely that there is an inside track for
a preselected candidate. Further, most consultants do not want to be part of a
bogus process. Their integrity is at stake, and candidates they recruit will avoid
them in the future if the candidates believe that it was a “fixed” process to begin
with.

The investment a local government makes in a

consultant is an indication to the prospective

candidate that it is unlikely that there is an inside

track for a preselected candidate.

The use of a consultant also says the local government has put a priority on
hiring a qualified chief, and that there will be more and higher-qualified candi-
dates in the process. It may also indicate that the top candidate will have a
stronger pay-and-benefits negotiating position when the offer is made, because
the local government cannot afford to reopen a process that has just cost it
thousands of dollars.

However, this “advantage” can backfire. Several years ago, a western city
hired the lowest-ranking candidate out of five finalists because the first four all
turned the job down. Even though the fifth-ranked candidate was said to be
unsuitable for the position by the interviewers, the city had spent $18,000 on
the lengthy process, which dismayed many taxpayers. When the first four can-
didates turned the position down, the city administration did not think it could
reopen the process, and consequently accrue additional costs, so it appointed
the unsuitable candidate. Less than two years later, the city terminated his
employment, and replaced him with an inside candidate.

Consultants usually have experience with national advertising and know
which publications will produce the best results and how to write an ad to at-
tract the most applicants. Most consultants also develop highly professional,
multipage, expensively printed position announcements, which they mail to their
constantly revised mailing list. In recent years, many local government person-
nel departments have followed suit with some excellent recruitment brochures.
These efforts are expensive, but they draw more candidates because they seem
more personal and present a more professional appearance than magazine ads,
and the several pages of photographs and information “sell” the position.
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Sometimes it is not the ad that attracts the candidate at all. Often, it is the
recruiter’s telephone call that piques a potential candidate’s interest. Personal
experience reveals that a recruiter’s call is very ego satisfying (providing you
don’t suspect your boss of giving the recruiter your name). Police chiefs, by their
very nature, are risk takers with highly developed competitive spirits. We thrive
on challenges, and recruiters often leverage this trait to get even the contented
chief to apply for a new position. The consultant generally knows something
about the potential candidate being called and will use that information to maximize
the sales pitch. While such calls are very self-affirming, the wise chief will be
careful not to let ego overturn present position security.

The consultant may ask the candidate who is not interested in the position
to review his or her own professional network for other candidates who may be
interested and qualified. If the sales pitch generates interest, the good consult-
ant will provide plenty of substantive information to potential candidates, in-
cluding both the positive points of the job and a realistic indication of what
problems must be faced and overcome. These, of course, are referred to as “chal-
lenges” and “opportunities” in the conversation. It is here that the use of an
executive search consultant provides some measure of comfort to the prospec-
tive candidate. Most believe that the consultant will answer questions honestly
and in confidence. The local government personnel director or assistant to the
local government manager, who may have been assigned to run a police chief
recruitment process from within the jurisdiction, is not positioned to operate so
freely.

Because the recipient of a consultant’s call is often caught off guard, and
the available position sounds momentarily exciting (particularly if the poten-
tial applicant is having a hard day), he or she forgets to ask important ques-
tions before making a commitment to applying. In almost all cases, the candidate
should ask every question that comes to mind at the time, and then ask to see
the ad and any other recruiting information before making a decision to apply.
Information exchange should continue until the candidate is confident of pos-
sessing a good understanding of the job and its requirements.

Often, if a candidate is in doubt, the recruiter will say, “Well, send me a
résumé. You can always drop out if you change your mind.” This is true, except
that the competitive spirit makes it more difficult to withdraw as one goes fur-
ther in the process. Also, withdrawing late in the process, particularly after one
has become a finalist, irritates both the consultant and the prospective em-
ployer. A reputation for entering and withdrawing from job searches may keep
a candidate from being taken seriously in future recruiting campaigns for posi-
tions the candidate may genuinely desire.

The Decision to Apply and Submit to Testing
The decision to apply for the position requires submission of a résumé and cover
letter, at minimum. If the process is run by the local government, completion of
a local government application is standard procedure. Although most profes-
sional local government managers will screen the applications themselves, or
assign this task to a deputy or perhaps to the director of human resources, in
some jurisdictions the first screening may be done by a low-level personnel ana-
lyst. In this case, the initial screening will proceed according to a set of very
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specific directions—all of which should have been mentioned in the advertise-
ment. Therefore, it is necessary to follow this detailed guidance. Highly quali-
fied candidates have been eliminated early in the recruiting process because
they did not present their education or experience in a manner that was consis-
tent with the requirements as defined, or because they forgot to do something
as simple as sign their application.

In preparing the résumé, the candidate should have a fairly thorough knowl-
edge of the department and the community and the problems both are facing.
The résumé and cover letter should be tailored to the specific knowledge and
experience the candidate possesses that will benefit the local government. No
one really cares who you are or who you know at this point. They care about
what you know, and more specifically what you have accomplished with that
knowledge. The material that you cannot logically cover in the résumé should
be referenced in the cover letter. And again, not only do boilerplate résumés
fail to create a good impression—they create a bad impression. The prospec-
tive employer will infer that the candidate is either too lazy to do the job
right, doesn’t know how to do the job right, or doesn’t have the time to do it
right, possibly because he or she is busy papering the nation in an effort to
find a job—any job! None of these impressions is particularly favorable to the
candidate.

The first serious issue that concerns candidates

in the application process is confidentiality.

The first serious issue that concerns candidates in the application process
is confidentiality. A job application is a signed, written instrument, and it is
hard for the candidate to deny that he or she is looking for a job if someone
outside the recruiting process gets hold of it. Generally speaking, a chief who
has applied for another job is considered to have committed the mortal sin of
departmental disloyalty—something like cheating on your spouse, only worse.
“Forgiveness” will depend on a variety of variables unique to each situation. It
is vital that the chief consider these variables before submitting an application.

Because of confidentiality concerns, incumbent police chiefs feel much more
comfortable dealing with a professional search consultant than with a local gov-
ernment personnel department. It seems sometimes that at least half of every
police department’s employees know someone in personnel, and the officers and
the news media love to “background” candidates before the local government
does. By contrast, confidentiality to the finalist stage is standard in consultant-
run processes (except in states such as Florida, where “sunshine laws” require
all public records to be opened immediately), and in some states consultants
are used to shield the candidates from the media until the final stage. Here the
agreement must be written such that the applications belong to the consultant
contractor, who is only required by contract to provide a certain number of qualified
candidates. The local government attorney should assist with preparation of
the agreement. Otherwise, the sunshine laws in some states make all applica-
tions public information and record.
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It is crucial that the local government manager have a thorough under-
standing of the open-records laws in his or her jurisdiction and the impact that
they will have on the candidate pool. Applicants should also ask questions and
find out exactly when in the process the names of candidates will be released.
Candidates should have a statement ready in case their candidacy is disclosed,
and should take particular care to ensure that their current supervisor does not
learn of their candidacy from anyone but themselves.

As the evaluation process moves forward, the candidate may continue to
have concerns about whether the process is really open or if the fix is in for an
insider or for another candidate who perhaps worked with the local govern-
ment manager before. The candidate’s intelligence sources will provide a great
deal of information, although it will have to be questioned and filtered carefully.
Much of it will be conjecture and rumor. Rumors sometimes originate with in-
side candidates who wish to discourage other competitive applications. But there
are other signals. A local government that refuses to pay expenses to candi-
dates from outside the local area may have a hidden agenda, or it may be so
tight-fisted that working for that jurisdiction will present other problems. The
same goes for a local government that limits its candidate pool to local or re-
gional applicants. These processes should be entered carefully, and with a knowledge
of the risks they entail.

Matching Skills to Needs
Stephen Covey, author of several best-selling books on the traits of effective
leaders, has said, “The amateur salesman sells products; the professional sells
solutions to needs and problems.”1 Every police department has problems, and
every local government has needs to fulfill. Although it is the duty of the candi-
date to determine what the problems and needs are, it is important that, to the
extent possible, this process be facilitated by the local government with ready
availability of information. The candidate must then demonstrate how he or
she is the solution to those problems, not just another alternative.

As noted earlier, the place to start when seeking information on a recruit-
ing community’s problems and needs is with the job announcement ad or dis-
cussions with the recruiter. Questions for consideration include: Where does the
department stand on community policing? What is the position of the rest of the
local government? Where does the community stand? Because community po-
licing is an overriding philosophy of policing that involves large-scale involve-
ment by various elements of the community and the rest of the local government,
it is safe to say that if it is not discussed in community information materials, it
is probably not being implemented. It is also safe to say that most who profess
to support community policing really do not understand it and have merely
implemented a program or two under that label. If it is not being implemented,
this could be a signal that the department is so parochial as to be nearly impos-
sible to professionalize. Conversely, a department and community that do not
know about community policing may be the ripest for leadership toward such a
change.

Some argue that a backward, parochial agency is the best department to
move into from the outside because anything a new police chief does will be
seen as creative and revolutionary. Some chiefs thrive on this challenge, moving
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from one troubled department to another after correcting immediate problems
and setting the department on a new course. Others bring about change more
slowly and desire to stay longer to enjoy the fruits of their labors. Still others
tire of the fight and resign in frustration.

The candidate must determine early whether the employer is seeking a
change agent leader or a status quo maintenance manager. And, if the local
government manager wants some dramatic changes, what is the perspective of
the department—the people who will most likely bear the brunt of that change?
In one case, in a city in the Northwest, the city manager hired a well-educated
captain from another state, but the police union openly resisted bringing in an
outsider and any change that he would bring. So overtly hostile to outside lead-
ership was the union that its leaders were quoted in the local newspaper as
saying that they would have the new chief fired within thirty days of his ap-
pointment. The union was not successful, but it did make the chief ’s life miser-
able every day of his several years with that city. Finally, he took another police
chief job, in a city where no union existed.

If the local government manager wants change and the police department
does not, actually bringing about change can be difficult at best. It can be just
as difficult to retain the status quo, particularly if the candidate sees the need
for change or has a high energy level. It is matching the job needs with the style
and experience of the chief that will result in long-term success.

Another challenge candidates need to know about going into the process is
whether the local government is operating with a static or shrinking tax base,
because that foretells possible budget cuts, layoffs, service reductions, and an-
gry people. When researching this issue, the potential candidate should not as-
sume that because a particular area of the country is strong or weak economically,
individual communities in that area will follow a like pattern. Even in areas of
high economic growth, the problems faced by the individual community will
depend on many unique factors. The candidate needs to find out what they are.

Knowing what the major crime and order maintenance priorities are will
help the candidate evaluate his or her chances for success in leading the de-
partment. Remember that priorities are often based more on perception than
on reality: local fears and concerns play a stronger role than actual data. Some-
times they match, but often they don’t. In this review it is also important to look
at experience and style. Many rural small town chiefs would have difficulty
leading a department in an urban city environment with high-density housing
and major gang and inner-city crime problems, even though the two agencies
may be similar in size. Conversely, one large city police command officer who
“retired” to a chief ’s job in the rural Northwest didn’t last long because resi-
dents did not like his “law and order by the book” enforcement style.

The candidate who knows whether the local government leadership, de-
partment personnel, and the community are on the same wavelength in identi-
fying the leading local law-and-order problems possesses an invaluable piece of
information. One Texas police department was the target of criticism from the
community for emphasizing enforcement of the traffic laws after several teen-
agers died in a neighboring city from heroin overdoses. Because traffic acci-
dents were not resulting in deaths, many local residents felt that the department’s
high-profile efforts in the admirable cause of traffic safety were severely misdi-
rected. Knowing this would be crucial in the interview process.
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The candidate should find out how the community perceives the depart-
ment and the amount of community support the department enjoys. Often this
information can be obtained from past surveys conducted by the local govern-
ment or by reading letters to the editor and other coverage in the local newspa-
per over a period of time. A police department that is well regarded by the local
community is, in many ways, much easier to manage; local high esteem gener-
ally indicates a high level of department professionalism, as well. A department
that lacks this high regard probably has problems. However, before deciding
against applying to be chief of such a department, the candidate should deter-
mine if the community is hungry for the kind of change that would improve
relations and professionalize the department. If a community wants positive
change, and the local government leadership wants positive change, there is a
strong basis for success providing that at least some people within the depart-
ment want the same change and are willing to work to bring it about, and pro-
viding that the chief has the energy and stamina to stick with it over the long
haul. “Gentle pressure relentlessly applied” really works, and change is the product
for which leaders are paid.

The candidate must determine early whether the

employer is seeking a change agent leader or a

status quo maintenance manager.

A great source of information for the candidate going into the selection pro-
cess is any recent management audit or public review of the department. Where
they exist, they often caused the job opening under consideration. Obtaining a
copy of the audit may be difficult, or it may require no more than a trip to the
local government’s library. Such audits are sometimes provided to finalists, but
are too large and expensive to send to all applicants. Sometimes they are, in
effect, not available at all. That is, a candidate could probably obtain a copy of
the audit with a written request citing open-records laws, but such an action
probably would be viewed as confrontational and would therefore be counter-
productive. If the audit is unavailable, the candidate can at least find out what
is in it. Sometimes a summary of an audit or its key points are the subject of
newspaper articles.

As a source of information, the local news media should not be overlooked.
Journalists know well that people are fascinated by police, which explains why
so many newscasts lead with police or crime stories. Subscribing to the local
newspaper or reading back issues at the library gives the candidate a feel for
the pulse of the community, the local attitude toward the police, and whether
the newspaper would be an ally or an adversary.

Often the newspaper will be a good source for finding out what happened to
the last chief, a subject of great importance to any candidate. Other chiefs in the
area are also good sources of information here, since they are the ones the out-
going chief most likely confided in. (This matter is further discussed in this
chapter under the heading “The Decision to Take the Job.”)
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The Evaluation Process
Assuming that the candidate meets or exceeds the listed desirable qualifica-
tions and has prepared an appropriate résumé and application, he or she may
be invited to compete in the selection process. It is the application package that
gets a candidate into the process, but it is performance in the process that el-
evates the candidate to consideration for the job. The rest is chemistry. Viewed
another way, the candidate pool is narrowed by three progressive questions:
 (1) Who meets the qualifications and appears to be suited for the job? (2) Who
demonstrates the skills to do the job? (3) Who does the local government man-
ager want to work with? Both the candidate and the employer should be cau-
tioned to take the process a step at a time without prejudgment.

In past years it was very common to encounter full-blown assessment cen-
ters, sometimes lasting several days, as part of the selection process. Assess-
ment centers are designed to measure the candidate’s ability to perform the job
duties in the assignment for which he or she is applying. They are also rela-
tively grueling processes designed to put the candidate under pressure over a
period of time so that a truer picture of the individual’s knowledge, skills, and
abilities can be obtained.

Assessment centers are becoming less common for a number of reasons.
The increased use of professional search consultants, who normally also set up
and conduct the search process, has changed things a little. The consultant
normally screens the candidates fairly carefully, checking references on skill
levels and work performance, and in nearly all cases conducting extensive in-
terviews with the most attractive candidates. In these cases, there is less pres-
sure to test skill levels thoroughly. The local government then moves to the
“chemistry test” sooner in the process, usually with a series of structured panel
interviews that test the candidate in several different working environments.

Examples of panels include: a panel of rank-and-file personnel, including
officers of employee bargaining units; a panel of command-level personnel; a
community panel including persons who represent institutions that have fre-
quent contact with police administration (e.g., the schools, the chamber of com-
merce, local minority advocacy groups); a panel of other department heads whose
organizations interact with the police (fire, the local government attorney’s of-
fice, personnel, recreation, public works); and a panel of “technical experts” usu-
ally made up of other police chiefs and local government managers. The local
government manager making the selection almost always sits in on the techni-
cal experts panel, and there is a staff person assigned to each of the other pan-
els to see that the rules are followed and to collect documentation. One of the
things these staffers like to check is whether the candidate changed positions
on selected issues when talking to different groups. But the local government
manager usually debriefs every panel as a matter of courtesy.

It is the application package that gets a candidate into

the process, but it is performance in the process that

elevates the candidate to consideration for the job.
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The panel process is actually a means of moving the “chemistry test” for-
ward. The local government manager gets an idea from the technical panel whether
he or she wants to get to know the candidate further; at the same time, the
chemistry between the candidate and the community, command staff, union,
and department heads is being measured. Two things are crucial for the man-
ager in working with panels. First, the panels must understand that they are
providing input, not making the selection. Second, the manager must weigh the
reactions from various groups based on the issues that must be dealt with—if
the command staff is a pile of deadbeats and reacts negatively to a candidate
expressing a strong value system and work ethic, this could be the one!

The candidate must be diplomatic but truthful in the panel interviews.
Questions should be answered in terms of what the candidate has actually done
in similar circumstances or what the candidate would plan to do given the in-
formation provided by the panel. By the time a candidate has finished a series
of panels, he may not remember his own name, but the panel members will
never forget what the candidate said about issues important to them.

Regardless of the type of process, preparation is crucial for the candidate.
Assessment center exercises and panel questions will be based on the real is-
sues of interest to the department or community. The candidate who hasn’t done
his or her homework will quickly sink to the bottom of the heap.

Finally, a word should be said about those occasions when an inside candi-
date is in the process. One of three possibilities exists: the fix is in, everything’s
equal, or the insider has been left in the process but has already been dese-
lected in the mind of the manager. As previously noted, if you think the fix is in,
unless you just like to practice interviewing skills you shouldn’t be in the pro-
cess. But you will not necessarily be able to determine whether the second or
third possibility prevails. While it is fundamentally unfair to leave an insider in
the process who has no chance of getting the job, some employers do it anyway.
Perhaps there are some political reasons, or, if the individual is the acting chief,
the manager may not want to create the impression that he is a lame duck.

In any event, how this person is treated is an important factor for candi-
dates, particularly if you later get the job. In processes where candidates are
allowed and encouraged to get to know each other, the wise candidate makes
special efforts to get acquainted with insiders. Be open, supportive, and appro-
priately inquisitive about local issues. In an assessment center, if the insider is
falling on his face, don’t encourage the bleeding—try to help and support him or
her. This is another human being in the most difficult of circumstances, and
developing people is a fundamental responsibility of every supervisor—espe-
cially chiefs. If the assessors see your effort, it will mean big points. But, more
important, the insider will never forget it. Often, the manager will ask an inside
candidate, “If you don’t get this job, based on what you saw in the process, who
do you think is most capable of leading this department?” Guess whose name
the insider will remember.

The Decision to Take the Job
Once the process of candidate assessment ends, the dynamics of selection change
dramatically. The local government manager generally focuses on a single can-
didate. This causes an interesting power shift in the relationship. Because this
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candidate is ranked first, everyone else in the process is second choice or lower.
Even where there are other viable candidates in the process, all managers want
to sign the one they consider the best of the field. The effect this has on employ-
ment negotiations is discussed later in this chapter under the heading “The
Final Negotiation Process.” At this juncture, however, it has a tendency to nar-
row the focus of both of the key players, from broad assessment to nailing down
the job.

While the local government manager is focused on signing the candidate,
the candidate is being cautious about saying anything that will change the
manager’s mind and on getting the best possible deal. What should occur at this
point is some really candid interchange about the manager’s expectations and
conditions that should be anticipated, and the candidate’s skills, experience,
and needs in dealing with those issues. If these kinds of discussions occurred
more often, the chemistry of the relationship would be more thoroughly tested,
as would the candidate’s ability and desire to do the job. And police chief termi-
nations would be dramatically reduced.

What Happened to the Last Chief?
Perhaps the foremost question on the potential appointee’s mind is “What hap-
pened to the last chief?” If the candidate has done his or her homework, a great
deal of information will already have been accumulated on this subject, but
some of it will be hearsay or speculation. What is most important at this point is
the local government manager’s perspective on the last police chief and why the
chief left. This allows the candidate to measure several things.

Part of reviewing what happened to the last

chief involves learning how that official was

treated in the transition process.

The candidate needs to compare himself or herself to the prior chief in terms
of skills, style, values, and priorities, in order to be able to predict the chances of
success. If the two are very much alike and the prior chief was well respected
within and outside the department and went out on a normal retirement, things
look good. If the two are very much alike and the last chief was forced out of
office for some reason, the candidate’s future in the job could be grim.

When irreconcilable differences between a local government manager and
a police chief exist and the chief must leave, the skillful manager will encourage
the exit under the most favorable conditions to the chief. Only the chief and the
manager really know what happened. Before an offer is made and accepted, the
manager and the prospective chief need to talk frankly about the issues that
led to the previous conflict.

Some years ago, a long-term police chief died in office as the result of an off-
duty accident. He was beloved in his department and in the community as a
caring individual who stood up for the needs of his officers. Every morning his
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staff meetings over coffee and rolls involved holding hands and praying for the
safety and well-being of the command staff and the officers, who were encour-
aged to be autonomous and free-spirited. In the eyes of the department, no one
could replace this wonderful man. In fact, however, relations between the chief
and the local government manager were very strained, because, for instance,
the chief was in the habit of sending the manager a budget that complied
with the manager’s guidelines for cost containment, and then sending the local
elected council an entirely different document enumerating all of the department’s
needs.

It was predictable that the next police chief would face a lengthy struggle.
Because the manager clearly wanted a different approach, most of the battles
the new chief fought were unavoidable, but certainly some strategic planning at
the beginning, with the help of the manager, would have helped. (The new chief
actually benefitted from this experience and is today a successful chief in a
much larger city.)

Part of reviewing what happened to the last chief involves learning how
that official was treated in the transition process, as there is no reason to be-
lieve the new chief will be treated any differently. If the local government’s
conduct was less than ethical, the candidate should look for another place to
work.

A word should be said here about the police chief who is scheduled to step
down but who is still in office. The retiring chief may have set the retirement
date far enough in the future to allow time for the selection of a new chief; or, as
sometimes occurs, the retired chief will be hired back on contract while a new
chief is being selected. One unfortunate chief took a job in a new city only to
find the previous chief still in the department. The local government manager
wanted to replace him with a more professional leader to bring about some
needed change in the department. The old chief needed another year for his
retirement and threatened a lawsuit if he were removed from office. The man-
ager negotiated an arrangement whereby the former chief would be hired as a
“special consultant” to the new chief until he completed the necessary time.
After a period of frustration and some interesting incidents, the former chief
was paid to consult on request from home.

Often a departing chief will want to leave some imprint on the new admin-
istration, or the manager will think that it is a courtesy to ask the departing
chief to show the new chief the ropes, introduce him (or her) to the players, and
show him (or her) where the bathroom is. It’s not—don’t do it! When the new
chief walks through the door, all eyes should be fixed on him and he should be in
complete and unequivocal command. If he doesn’t know what to do, he shouldn’t
have been hired. Let him meet people on his own terms and by his own design.
And, unless his new staff is crazy, the new chief will be well taken care of.

What Kind of Style Is Appropriate?
Just because some changes are desired, they may not have to be carried out
immediately or dramatically. But if dramatic or immediate action is required,
the new police chief needs to know it before taking the job. In some cases, the
need will be obvious because, for example, of publicity on corruption in the de-
partment, but in other cases immediate action may simply be in the plans of the
local government manager. If the manager wants a fast-moving, hard-hitting
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change agent, some special talents are required. These jobs are not for everyone
and they may also be short-term.

How Long Can the New Chief Expect to Last?
The tenure of the last several chiefs will be a matter of more than historical
interest to the selected candidate. The long tenure of previous chiefs is no guar-
antee of a long tenure for the new chief, but it is a sign of stability. A local
government that has hired a new chief every couple of years may have a troubled
police department, a manager who cannot be pleased, or politically unstable
conditions. The candidate may still be interested in the position but will need to
look at it as a likely short-term job. The analysis then needs to focus on whether
the candidate will suffer any damage in the process, or can make the challenge
work to advantage. In the cases of the two authors of this chapter, one took a job
where his predecessors had served for 13 and 29 years, respectively. The other
took his previous job knowing he was the fourth chief in five years to take on
that department. After more than nine years, the first author is still enjoying
his position, while after two and a half years the second has a new job.

A candidate’s investigation of the tenure of the last several chiefs should
include consideration of the prospects of his or her future boss—the incumbent
local government manager. If a manager is unpopular in the community, the
people he or she hires may be unpopular by association. A manager who has
been moving up the career ladder to increasingly larger communities, and who
has been in his or her present position for two or three years, may very well be
leaving soon. Some candid but confidential discussion of this issue is useful.

Politics can change a job and the security it provides. Many chiefs have
suffered through elections in which the challenger for the top local elected posi-
tion ran on a platform of firing “outsiders,” and did just that upon taking office.
Because of this, it is crucial for the candidate to ask for, and the local govern-
ment to grant, some form of contractual protection for the chief. As they say in
the television commercial, “Don’t leave home without it!”

Unusual Job Requirements
Social expectations can even be an issue, and advance understanding of the
requirement is important. One West Coast local government insisted that all
finalists for the chief ’s position bring their spouses to the interview at the final-
ists’ own cost. On inquiry, the finalists were told that the chief of police was a
high-profile figure who was expected to take an active role in almost all weekly
social events in the community with his or her spouse. Perhaps this is not un-
reasonable, but some families might be unable or unwilling to accept these
conditions.

Departmental Issues That Could Shape the Job

Labor issues or strife. Among other issues that the candidate should investi-
gate and discuss are labor issues or strife. A union almost always makes the
management of a department more difficult, but the strength and attitude of
the union are the important factors. It’s helpful to know whether the majority of
the labor force consider themselves police officers who are members of a union,
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or union members who happen to occasionally act like police officers. Great
things are achievable with the former. With the latter, expect hardened resis-
tance to any change and look closely for corruption.

Budget issues and budget support for change. The department and local
government budgets play a key role in whether a new chief will succeed or fail.
If the union is threatening to strike because of a lack of pay raises, but local
government revenues are relatively flat, the new chief faces an immediate cri-
sis. Expectations and strategies for dealing with the issue should be discussed.
With regional economies going sour in various parts of the country, some chiefs
are hired to institute “cutback management.” They know what is required going
into the job, and also realize it will make them highly unpopular within their
departments, so they make no plans to stay in their position once the “dirty
work” for which they are hired is done. But if funds are available to soften the
blow of cutbacks (e.g., for employee buyouts), options should be explored.

If change is expected, most of it will have a price tag. After learning what is
expected in bringing about change, to the extent possible the candidate needs to
determine what the approximate cost will be, and get some kind of commitment
that it will be funded.

Department quality and reputation. By the time a job offer is tendered, the
candidate had better know the department’s quality and reputation, particu-
larly its reputation in the community. The manager should know this, because
information is fed to him or her either directly from the community or through
the elected officials. But sometimes the best way is simply to ask questions in
the community without identifying oneself as a candidate. The department’s
professional reputation can be learned by inquiring with the police chiefs of
surrounding jurisdictions, the district attorney, and the local offices of federal
and state law enforcement agencies.

One chief moved his family a thousand miles to take a position, only to find
that the community had no trust in the police department, and that, further-
more, the department members were aware of this but did not care. “It was a
beautiful city, and we were mesmerized by that beauty. I knew the department
had problems, but I didn’t know how poor the quality was, nor how tough the job
would be,” he later explained. He stayed several years, but every day was a
struggle.

Pending and past litigation. Lawsuits are an unfortunate reality for most
police departments, but the number and type should be closely investigated
since they are clear indicators of deeper issues. One city’s chief was forced to
resign after the number of lawsuits against department members climbed into
the hundreds. Everyone must realize, as the new chief attempts to correct the
problems that may be triggering such suits, that regardless of the issue, the
chief will inevitably be drawn into existing or even new lawsuits. Change sim-
ply cannot occur fast enough in most cases to prevent that.

Quality of managers in the department. Good managers delegate; how-
ever, some command officers can’t be trusted, which makes some delegation
impossible. Command officers may be incompetent, or may be very competent
but use their skills to work against the chief. Candidates should evaluate the
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quality of all command officers, those who appear to be supported by line-level
personnel as well as those who are mistrusted by the rank and file. The new
chief should be particularly aware of those who may have applied for the chief ’s
position and did not get it.

The issue of command officer tenure should be investigated. The potential
new chief should find out how long the commanders have been in their posi-
tions, and more important, how long they plan to stay. Good commanders who
are retiring soon and poor commanders who have no retirement plans both present
problems. Candidates need to know if attrition is expected soon, if competent
midlevel managers are available for promotion, and if the new chief has the
authority to bring in outsiders, if needed. The local government manager should
be able to assist with an assessment of the very top staff, and with strategies for
dealing with problems.

Staffing issues. A potential police chief needs to review each component in
the agency for appropriate staffing relative to need and the chief ’s philosophy.
If an audit has been recently conducted, it will be an immense help here as a
source of very specific information. Otherwise, you must rely on experience and
a review of budgeted positions against what you have learned about crime trends,
police perceptions of problems, and community complaints. If, for instance, the
new chief has found an unaddressed narcotics problem in the community and
wants to initiate or augment a narcotics unit, he or she needs to know if addi-
tional funding will be approved, or if internal resources will have to be moved.
In some communities, the police chief has unlimited authority to move resources
within the department providing the budget is not exceeded. In others, this
authority is severely limited either by policy or by the local government manager’s
direction. If either the candidate or the manager believes staffing authority
could have an impact on the chief ’s ability to succeed, it should be discussed. In
projecting solutions to these individual problems, both also need to be aware of
the old adage, “For every problem you solve, you will create at least two more.”
Strategic thinking is essential.

Comparing officers-to-population ratios is of some value in reviewing the
department for staffing issues, but regional crime patterns, service demand,
community makeup, and staffing patterns are huge variables that make any
comparison to national numbers useless. It is certain, however, that a depart-
ment that is severely shorthanded will be suffering from low morale and often
from poor performance. Making large increases in workforce size is generally a
long-term process. Even poorly paid officers are very expensive when hired in
numbers, and few local budgets can take that kind of a hit without drastic cuts
in other parts of the budget, making the process very political.

Performance against goals and measures. The candidate who has been
offered the job needs to know past, present, and future goals and measures used
by the department. It is a bad sign when they are poorly written, and even
worse when they do not exist, in terms of how the department has been man-
aged. Goals tell what the department and the local government consider impor-
tant. Measures show the level of sophistication in management and whether
the goals mean anything. Community surveys, accreditation, and certifications
all measure performance, as do complaint and internal affairs records and sum-
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maries. Although the absence of such records can be troubling, the new chief
can look at this absence as an opportunity to assess and refocus the organiza-
tion by instituting a work-planning process.

If the local government manager has any specific goals in mind for the new
police chief that are not otherwise documented and available, they should cer-
tainly be shared at this time. The candidate should have no subsequent sur-
prises, and should be able as completely as possible to assess the full expectations
of the manager before accepting the job.

Training issues. Training records and issues are other signs that prospective
police chiefs should evaluate. The number of hours of training that officers re-
ceive each year often indicates the level of professionalism the new chief will
find. Training hours are also a surprisingly accurate predictor of police perfor-
mance and the level, or absence, of complaints and lawsuits. Determining the
level of department training on the highest-liability issues, such as firearms
use, arrest control, driving, and supervision, is a top priority, if not before one
accepts the job, then immediately upon assuming office. The prospective chief
will also want to know what training department personnel have received on
topics such as sexual harassment, communications, crime prevention, and com-
munity policing.

All of this information looks daunting and may not be available before the
job offer is accepted or rejected, but to the extent possible it should be reviewed
and discussed between the manager and the prospective chief. Doing so will
minimize later surprises and grief for one or both.

The Final Negotiation Process
Few job offers come as a surprise to the candidate, so when the offer is made the
candidate should have a very definite idea of what is desirable and what is
absolutely necessary in terms of salary and benefits. The local government manager
should also have a definite idea of what he or she can provide. Both, however,
should know that these days few deals are consummated without breaking some
new ground for one or the other. Further, the salary and benefits should be
viewed as a package that provides some room for creativity and flexibility for
each party to the agreement. To begin, it is important to know what is nego-
tiable and what is not from either party’s perspective. The negotiation process
then works around these issues to meet each party’s needs.

Family and Housing Considerations
If the candidate’s spouse is employed outside the home, or the candidate’s chil-
dren are in school, information on other job opportunities in the area and infor-
mation on the school system will greatly assist the prospective police chief and
might help sell the job. The same goes for other educational, recreational, and
cultural opportunities for the family. Many police chief candidates who are of-
fered the job still have to convince their spouse that it is worth the move.

The most important family considerations will be whether the chief is re-
quired to live within the hiring jurisdiction’s corporate limits and the cost of
housing and the move. This is the issue that works best to inside candidates’
advantage, because they will have little or no transition expense. The candidate
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needs to know if living within the hiring jurisdiction is a charter requirement
that can only be changed by the voters, or simply the preference of the local
government manager. For example, living in the jurisdiction where one is police
chief is a benefit to all concerned, but it is not always financially feasible. Cur-
rently, someone moving to the heart of Silicon Valley to accept a chief ’s job is in
for housing sticker shock. Consequently, few chiefs in that area of California
are required to live within the jurisdiction that employs them.

Even where there is no residency requirement, many local governments in
high-cost areas offer six-figure housing loans to department heads at the city’s
discount interest rate. But this will not resolve the problem unless the candi-
date has substantial equity to put down. In some cases, the local government
also provides for equity sharing and will supply the first $100,000 or more to
assist with the down payment and thus bring the house payments down to an
acceptable level. Moving expenses are negotiable, but in any job that requires a
house sale and move, the candidate should expect these to be covered as part of
the package. It is not unreasonable for the manager to place some cap on these
expenses, however.

Job Security
Many of the assessments recommended in this chapter have been designed to
help candidates measure their capacity and their desire to do the job, as well as
some of the risks inherent in accepting individual jobs. No candidate should
take a job he or she does not want. The work of a police chief is too demanding.
If no intrinsic rewards are seen, it will likely be a miserable experience. Fur-
ther, no candidate should try to sell a manager on abilities that really are not
there. The truth will always come out at some point, and the new chief ’s cred-
ibility will be zero. But just because the job seems unusually challenging does
not mean it should not be accepted. Most police chiefs thrive on challenges. The
prospective chief should just make sure that the lure of a challenge does not
lead to trouble later. Make realistic assessments.

Part of the discussion around job security should concern how

the new police chief’s job performance will be measured.

When a job offer entails substantial professional risk, it is not unreason-
able to request some type of job security in the final agreement. All such agree-
ments should be put in writing. A contract is the best alternative for both parties
because it most clearly spells out the requirements placed upon each party and
is legally binding on each.

Many local government managers do not like contracts because they often
have to be approved by the local elected council when the council is not other-
wise involved in the selection. If the council is not likely to agree with the manager’s
selection, there may be good reason not to take a contract to the governing body.
However, the contract can serve as a mechanism to get the council to take own-
ership of the decision after the fact. In some cases, managers simply have not
used contracts before and hesitate to break new ground. But executive con-



The Police Chief’s Perspective 55

tracts are becoming much more common in local government. Even where con-
tracts are not considered viable, all pertinent facts agreed upon in the negotia-
tion process should be put in writing so that both parties have a record.

Part of the discussion around job security should concern how the new po-
lice chief ’s job performance will be measured. It is not unusual to place specific
goals in a contract or agreement, but both sides should take care to ensure that
these goals are achievable and reasonably under the control of the chief. At this
point, neither the chief nor the manager will want to talk about disagreements,
but both will find it useful to discuss how they will mutually handle a situation
in which they disagree. And, of course, the most extreme form of disagreement
will occur when one or both decide at some future time that the partnership is
not working out and “divorce” is in order. Severance is always the subject of one
of the clauses in a contract, but if there is no contract, the chief has a right to
know how this issue will be handled.

Other Items Open for Negotiation
The main purpose of the negotiation and agreement is to minimize later sur-
prises for either party to the agreement. As many issues as possible should be
resolved during the negotiation process. Items of particular interest to the pro-
spective police chief include:

• Starting salary and the potential for future raises, and the criteria on
which these raises will be based

• Pension and deferred compensation issues. Deferred compensation is of-
ten used to make up for a low starting salary. Further, if the chief is start-
ing in a new pension system, it is reasonable to ask for a clause providing
full access to all pension funds (local government and individual contri-
butions) if the chief departs before becoming vested in the new system.

• Use of a suitable radio- and telephone-equipped vehicle or, in lieu of that,
an appropriate personal vehicle allowance

• Health, dental, and life insurance is usually part of a standard local gov-
ernment package, but all standard packages should be reviewed for cov-
erage gaps.

• Vacation and leave benefits, including beginning banks of each in the event
that the chief is injured or becomes seriously ill in the first few months in
office. Vacation benefits should be commensurate with the chief ’s tenured
experience.

• Paid attendance at professional conferences and continued training
opportunities

• Policies on outside employment. If the chief teaches or consults on the
side, this should be made known to the manager and agreements should
be negotiated on limits, assuming such activities are considered appro-
priate.

These items are not meant to be an exhaustive list of items that could be
covered in the negotiation process, but should serve as a starting point for discussion.
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Conclusion
There is more mobility in the job and career markets today than ever before,
and mobile police chiefs have become the rule rather than the exception. Yet the
decisions made in the process of selecting a police chief by both the employer
and the chief are incredibly important and will have enormous subsequent im-
pact on both. The right match can be highly rewarding for the community, the
department, and the chief ’s career. A poor match can be devastating for all in-
volved. The community and the department will always carry on in spite of the
miserable experience, but either the chief or the manager who made the hiring
decision, or both, will lose his or her job, and a job loss under these circum-
stances can have serious negative consequences for a career. The threat of such
consequences demands complete honesty and openness in the selection process.
To lay a foundation for success, the prospective chief must make sure that ex-
pectations are clearly understood on both sides.

1 Stephen Covey, The Seven Habits of Highly Effective People (New York: Simon and Schuster,
1989), 244.



4
FROM BOTH SIDES

DARREL W. STEPHENS

The story is a familiar one: The police chief ’s position comes open, setting in
motion a community-wide debate that will take months, if not years, to resolve,
depending on how the position became vacant, how it is filled, and who takes
the job.

Filling the police chief ’s position has become one of the most difficult tasks
facing local governments. One city named its new police chief following an ex-
tensive search-and-selection process only to learn that the new chief left the
press conference to continue pursuing his candidacy in another community and
ultimately took the other job. In a nearby jurisdiction, the county executive’s
choice for chief was quashed by a powerful political figure. In Austin, Texas, a
police chief selection process took seven months to complete and put the city
manager “under fire for missing deadlines, mishandling candidates, and allow-
ing the process to be held hostage by political infighting.”1 By the time the selec-
tion decision was actually made,

Community groups and political leaders were complaining loudly about
the messiness of the selection process. . . . Austin’s difficulty in hiring
a police chief seems to have less to do with its own situation and more
to do with the changing expectations being placed upon big-city chiefs
and, in turn, the officials who hire them.2

The truth is, few public positions create the type of debate and discussion
that accompany the naming of a new police chief. The selection process is closely
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watched by the community at large, and the intensity of the resultant discus-
sion rivals anything surrounding the hiring of a local government manager or
school superintendent.

The reasons for this are as many and varied as the people and groups in the
community. No other government or private institution touches members of the
community like the police. They are welcomed as protectors when one is con-
fronted with the prospect of being a victim of crime and often blamed if a citizen
is victimized and the culprit is not caught. Members of minority groups pay
particular attention to the police chief selection process because of concerns
about the level of crime in their neighborhoods and about mistreatment by the
police. These images of the police, and other community concerns, contribute to
the intense interest in who might be appointed to the position. This interest
often drives a level of community involvement in the decision-making process
that no other departmental leadership position creates.

Similarly intense interest is common within the police department. The
officers themselves follow with anxious interest as the selection process un-
folds. The majority are looking for a chief who could be described as a “cop’s
cop,” that is, a chief who is not afraid to speak out against what officers perceive
as political interference in the department, has not forgotten the difficulties of
being a street cop, and fiercely protects them from external constraints on their
behavior, especially when they may be in the wrong. In some cases officers pre-
fer someone from the outside to minimize internal organizational politics or
because they think the inside candidate(s) will not be the type of chief best for
the department. Whatever the internal conventional wisdom, the varied opin-
ions have a way of finding vocal champions in the community or among local
elected officials. The result, quite often, is that police union representatives ob-
tain a significant voice in the selection process.

There are political considerations in both the choice of the police chief and
the process itself. Political figures will often distance themselves from the pro-
cess publicly but privately work to influence the choice. If the appointing au-
thority is an appointed manager, great care must be taken to ensure that the
political issues have been addressed in regard to both the process and the choice.
If the appointing authority is an elected official, the challenge is not much easier
because it includes addressing the political aspects of the process without mak-
ing it look overly political. The public expects that the police will have a degree
of isolation from political influences that may advance agendas not entirely
consistent with the community’s best public safety interests.

In this chapter, the issues surrounding the selection process are discussed
“from both sides.” In more than twenty years of dealing with this process, I have
been, at different times, a candidate for police chief, a behind-the-scenes ad-
viser to local government managers, and a search consultant. As I write, I am
the appointed administrator of a large city. At all times, I have been a keenly
interested observer of the selection process. In writing this chapter, I have tried
to include the perspectives of both the candidate and the appointing authority.

In the first section of this chapter, I address the decisions that must be
made when it becomes known that the current chief is departing. The next sec-
tion addresses the design of the search-and-selection process. That is followed
by a discussion of issues related to the announcement of the decision and the
transition period from the announcement until the new chief reports to work.
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The final section addresses issues associated with the new chief ’s first six to
twelve months on the job.

The Chief Is Leaving
The selection of a new police chief is often heavily influenced by the reason the
incumbent chief is leaving and the circumstances surrounding that official’s
departure. The process is challenging regardless of the reason the position be-
comes open, but it is even more taxing when the chief leaves under controver-
sial circumstances. Speculation and lobbying begin with the rumors of the chief ’s
impending departure. The real reason for the departure might not match either
the internal or the external perceptions, so addressing these perceptions is an
important part of setting the stage for identifying a replacement.

Political figures will often distance themselves from the

process publicly but privately work to influence the choice.

What is the main reason the police chief has decided to leave? Is the chief
retiring after a full career in the department? Moving on to a new position?
Resigning under fire? Being removed involuntarily? These questions will have
to be addressed as soon as the news breaks that the chief is leaving. The best
situation for a local government manager is to have as much advance warning
as possible and to structure the departure and announcement in a way that
minimizes any negative aspects of the situation. Every one of the questions
listed at the beginning of this paragraph can help the local government man-
ager identify issues that might influence the selection process.

Although none of them are foolproof, there are several ways of keeping track
of the current chief ’s career plans. One is to include a question concerning career
plans in the annual discussion at performance review time. Depending on the
tenure of the chief in the position and department, it only makes sense to talk
about any plans the chief might have for retirement or to move on to a new chal-
lenge. A sense of the chief ’s plans can also be obtained through a discussion at
performance review time about what the chief is doing to develop the skills of
senior managers in the department. Still another way of improving the chances
of being informed is to make it clear to the chief, and other department heads,
that retiring or seeking another position is not an act of disloyalty. If an organiza-
tional environment is created that recognizes job mobility as a normal part of
work life in today’s world, a local government manager can be in a much better
position to avoid being surprised by the departure of key personnel.

The Circumstances of the Departure

Retirement. The voluntary decision of a police chief to retire after a full ca-
reer may be the best circumstance under which a community faces the issues
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associated with replacement. However, one cannot always count on that situa-
tion to provide a smooth transition to the appointment of a new chief. It is not
unusual for unresolved issues to appear once the decision is announced or soon
after the chief ’s departure, when people inside or outside the organization may
feel more comfortable with raising questions than they did formerly.

In one mid-size city, a long-serving chief was retiring who had been very
active in national professional circles and well regarded in his community. However,
despite his good local image, he did not represent the type of chief his commu-
nity wanted for the future. Community members felt that the busy chief ’s travel
schedule had hurt the department and the community. It was not until after the
chief retired that the extent of the concern about this issue became known.

Conversely, it is not unusual for a chief to be regarded so favorably that he
or she is considered irreplaceable, or that the department or the community
hopes that someone just like the retiring chief can be found. Such a situation
often puts the new chief in a difficult, if not impossible, position. When Clarence
M. Kelley left the police chief ’s position in Kansas City, Missouri, in 1973, to
head the Federal Bureau of Investigation, many police officers and members of
the community felt that he was simply not replaceable. His successor, Joe
McNamara, a 38-year-old New York City police official with a doctorate from
Harvard University, left after three tumultuous years for San Jose, California,
where he served more than 15 years as chief and became a respected national
police leader.

With advance notice, prior planning, and the right questions, the appoint-
ing authority can be prepared to address the issues that might emerge follow-
ing a police chief ’s retirement announcement, whether the departing chief is
viewed positively or negatively.

Termination or forced resignation. The police chief who is being fired or
forced to resign presents another set of issues for the local government man-
ager. Rare is the police chief with more than a short incumbency who has not
developed a following in the department and the community. If the chief de-
cides to fight the termination, the replacement process can do damage to the
department and the community that may take years to repair. Unless issues of
professional integrity or corruption are involved, it is almost always better to
negotiate a resignation or retirement than go through the turmoil of a firing
decision. If that is not possible, then care must be taken to be as clear as pos-
sible about the reasons for the firing decision and to ensure that the local gov-
ernment manager has both the legal authority and political support to carry
it out.

Whether dealing with a termination or a forced resignation, the local gov-
ernment manager must do the necessary background work with the local elected
council to ensure strong support for the decision. In several instances, local
government managers have lost their job or caused substantial damage to their
relationship with the council over the decision to fire a police chief. An elected
executive may have a little more flexibility (particularly early in a new term),3

but nonetheless would be wise to develop as much political and community sup-
port as possible for a decision to fire.

Regardless of whether the local government manager is appointed or elected,
a key step in ensuring support for a new chief is laying the groundwork for the
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removal of the old chief. In conversations to develop support for removal of the
chief, the manager must be able to communicate the reasons for the decision
as well as the type of replacement that will be sought. The reasons may be as
straightforward as the chief ’s and the manager’s inability to develop a rela-
tionship of mutual trust. Whatever the reasons, it is important that those in-
dividuals who will have to stand by the decision understand the reasons and
are able to support them. The local government manager must take care to
ensure that support for removal of a chief is not tied to the identity of the
replacement.

A termination decision and announcement must include an explanation for
the action, identification of the interim chief (the issue of the interim chief is
discussed in more detail below), and either a general description of the replace-
ment process or an indication of when the specifics of the process will be an-
nounced. If it is already known who the replacement will be, the local government
manager should consider announcing the termination decision and the hiring
decision at the same time. In some cases, the circumstances are such that quick,
decisive action works to the advantage of both the community and the police
department.

Touching base just prior to the removal announcement with individuals in
the community who might be contacted for comment by the news media may
help in a couple of ways. First, it gives local opinion makers the opportunity to
formulate a knowledgeable response to media queries. This makes it more likely
that comments to the media will be either supportive of a difficult public deci-
sion or at least not as critical. Second, it gives the local government manager
a preview of the concerns that those who do not agree with the decision will
be expressing to the media, and thus more time to frame an approach to
dealing with them. Some of these issues might well be addressed in the initial
announcement.

Moving on to a new challenge. It is not unusual for a vacancy in the police
chief ’s position to occur because the incumbent has accepted employment in
another community. Many of the same issues are present whether a vacancy is
created by retirement, forced resignation, or termination. There are, however,
some issues that are unique to the situation when an incumbent chief accepts
another position.

One such issue is the destination of the outgoing chief. Is the new position
one that generally would be viewed as a career advancement? That is frequently
the case when a chief moves to a larger department with more responsibility
and compensation. Or does the position appear to be a lateral move or a step
back? A step up may be less difficult to explain than a lateral move or a step
back especially if the chief has been in the position for a respectable period, say
three to five years, but both can add hurdles to the selection and replacement
process.

A move up can cause problems if local residents are getting the impression
that the police chief ’s office has a revolving door: questions are going to be raised
that will range all the way from current issues in the department to questions
about why the incumbent chief was hired in the first place. Depending on what
might be going on in the department and the community, reasons may be ad-
vanced that have nothing to do with why the chief has taken another position.
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The local government manager must be alert to perceptions of instability
in the chief ’s position and carefully assess issues in the department and the
community. The knowledge gained from that assessment can be used to craft
the announcement and set the stage for the replacement process. It need not be
an exhaustive assessment at this stage. The assessment should include ques-
tions such as: How is the chief ’s performance generally viewed in the commu-
nity and the department? Are there problems with employee groups? How have
the department and the chief been generally characterized in the media? Are
there budgetary or financial issues that present unusual difficulties for the com-
munity? Is there a recent crisis or upcoming problem that will raise perfor-
mance questions? Did any of these issues contribute to the chief ’s decision to
move on, or can they be characterized in that way?

Such questions should be addressed as close as possible to the announce-
ment of the chief ’s departure. This can be accomplished by bringing a few trusted
staff and community members together for a couple hours of brainstorming to
identify the various issues that may be present at the time. In most cases there
will be a fair sense of what the issues are and how they might be addressed, at
least on a temporary basis. This list of issues can be expanded and explored in
greater depth in the early stages of the selection process. The list will be a cru-
cial tool in the identification and selection of a new police chief.

The Interim Chief
The interim chief is a critical appointment that will contribute immensely to
the success or failure of the search-and-selection process. An interim chief will
normally serve for about six months, but it is not unusual for someone to hold
the title for up to a year. This appointment must reflect a clear understanding
of the policing issues in the department and the community.

In most cases, the second in command of the police department is appointed
interim chief. In most cases, that is probably the best decision if there are no
complicating circumstances originating in the department or the community, or
with the potential appointee.

One issue the local government manager must consider is whether the in-
terim chief is a candidate for the permanent appointment. Although the in-
terim position can be a double-edged sword for a candidate, generally the perception
is that serving in this capacity provides an advantage. This perception will vary
depending on the history of the community. If there is a history of interim chiefs
being appointed permanent chiefs, the assumption will be that this will happen
in the current situation as well. The converse will be true if an interim chief has
not been appointed permanent chief in recent history. To avoid a debate over
the significance of the appointment, many local government managers announce
at the time of the interim appointment that the appointee will not be a candi-
date for the permanent position. Other managers give an assistant administra-
tor day-to-day oversight responsibility for the department rather than appointing
an interim chief.

Some local governments have selected interim chiefs from outside the com-
munity or local government structure entirely. In Tarpon Springs, Florida, an
interim chief, Keith Bergstrom, was brought in under the direction of the Inter-
national Association of Chiefs of Police while the IACP conducted a manage-
ment review of the department. The review was designed, in part, to guide the
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selection of the new chief and provide a blueprint for improving the depart-
ment. The individual who was brought in became well respected by members of
the department, the community, and those he worked with in the profession.
This approach is most commonly used when the department is experiencing
extreme difficulty or controversy resulting in a general loss of confidence by the
community. The interim chief can address some of the tough internal issues and
then move on when a permanent replacement is named.

The decision on appointing an interim chief requires a clear understanding
of what is expected of the person who will serve in that capacity. Is the indi-
vidual expected to be a caretaker and not undertake any new initiatives or pro-
grams? What authority will the interim chief have to deal with ongoing problems
that might require significant investments of resources or policy changes? Will
promotions and personnel transfers be delayed? For how long? How are issues
such as the capital improvement plan or operational budget to be handled? Should
key positions be left vacant? Recently, in Washington, D.C., the interim chief
found herself at the center of a controversy over her decision to ask three com-
manders for their resignations. The interim chief said in her own defense, “They
made it very clear that they were not looking for a caretaker. I accepted that
responsibility then, and I plan to carry it out every single day I sit in that chair.”4

The Search-and-Selection Process

Who Does the Work?
The appointing authority will have to make an early decision on who will actu-
ally do the work associated with the search-and-selection process. Like every
decision when a police chief is being replaced, this one has important implica-
tions for the entire process. Although search and selection is sometimes man-
aged by members of the appointing authority’s immediate staff, generally the
choice involves deciding whether the personnel department or an outside search
firm will develop and implement the process. There are many examples of both
of these entities conducting successful search-and-selection processes. There are
also examples of disasters from both quarters.

Cost and time are often central factors for local government managers in
deciding who will do the work. The initial assumption is that a search-and-
selection process conducted by the personnel department will be quicker and
less expensive. Frequently, the use of a search firm will require the develop-
ment of a request for proposals, solicitation of responses, and a process for se-
lecting the consultant, all of which takes time. And the budget for these services
must be added to the ongoing expenses of the personnel department. It may,
however, be just as expensive and time consuming for the personnel depart-
ment to develop and implement the process, especially if it has little or no expe-
rience in police chief recruiting.

The local government manager must consider whether the interim

chief is a candidate for the permanent appointment.
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Assuming that a firm is selected that has a track record of conducting effec-
tive police chief searches, the firm is likely to have used a number of approaches
to the development of a process tailored to the needs of the community. Experi-
enced search consultants will frequently know about qualified candidates who
might be both interested in and well suited to the position.

As with almost any decision associated with replacing a police chief, the
unique circumstances of the community must be given great weight when a
local government is considering employing a search firm. A search firm may be
most appropriate if the personnel department’s workload would make it diffi-
cult for the department to give search and selection its full attention. If there is
a strong impression in the community or among political leaders that a search
firm is a waste of money, then the personnel department might be the best
choice to conduct the search. In some cases, communities will split responsibili-
ties with a search firm for certain aspects of the process. This allows for the
strengths of both entities to be brought to bear.

The decision on whether to use a search firm should also be examined from
the candidates’ perspective. In most cases, outside candidates look favorably on
the use of a search firm, for several reasons: First, the investment in using a
search firm suggests that the community places high priority on finding a good
police chief. Second, a good search firm will spend time in the community doing
an analysis of the position and the challenges a new chief will face. That inde-
pendent analysis of the situation is helpful to a candidate’s own assessment of
whether he or she would be a good match for the position. Third, a candidate is
likely to be more comfortable raising issues about the position with a search
firm professional than with the appointing authority (e.g., Is the local govern-
ment willing to enter into a written contract? What is the local government
manager like? What type of talent exists in the organization? What were the
former chief ’s strengths and limitations?). Fourth, potential candidates are likely
to think that a search firm will place a higher premium on maintaining confi-
dentiality until the final stage of the process. Finally, a search firm’s business
future rests with ensuring that it produces a field of qualified candidates who
are good matches for the position. Candidates interested in becoming a police
chief know that even if they do not get the job, they will have another opportu-
nity with other clients of the search firm in the future if they made a favorable
impression in the selection process.

A Real Search?
One of the first questions every candidate who has had any experience with seek-
ing a police chief ’s position asks is: Is this a real search or is it being conducted for
show? Many candidates have experienced or observed processes that result in
the selection of the person “everyone” said would get the job. And they are left
wondering if there was ever any real interest in looking at other candidates.

Although such perceptions may not be accurate, they affect choices that
potential candidates make about whether they should put their energy into a
process and, depending on the circumstances of their current employment, whether
they should even take the risk of applying.

It is not difficult to get a fix on what the perceptions might be about the
position. A review of instances of how the police chief position was filled in the
past will provide considerable insight. If the position has never been held by
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someone from outside the department, outsiders may assume that an inside
candidate has already been chosen. The appointing authority can also place a
few telephone calls to police chiefs around the country or to the senior profes-
sionals in the various national police organizations, such as IACP and the Po-
lice Executive Research Forum (PERF), to find out what people are saying about
the open position.

If the departure of the past chief was amicable, the appointing authority
should get his or her impression on whether the search will be perceived as
credible. The former chief is an important source of information to potential
candidates and can be very influential in either a positive or negative way.

If it appears that candidates will think that the choice has already been
made, the local government will have to reach out to address these concerns.
For outside candidates, one of the best ways to do this is through the informal
networks in police associations, which can be accessed through their executive
directors or officers. Association networks can very effectively put the word out
that all candidates will receive full consideration for the job, or even that the
position is likely to be filled from outside if that is the case. Candidates’ con-
cerns about the authenticity of the search process can also be addressed, to an
extent, in the recruitment material, in the description of the type of candidate
sought for the position.

If it is highly unlikely that someone from outside the department

will be appointed, the search should not target outside candidates.

Potential candidates from inside must also believe that the process is sin-
cere. The local government manager must determine whether there are inter-
nal questions or concerns about the sincerity of the process and deal with them.

If it is highly unlikely that someone from outside the department will be
appointed, the search should not target outside candidates. Because it has a
tradition of hiring from inside, for many years the city of Orlando has named
the new chief at the same time that it announces the old chief ’s departure. By
contrast, some less scrupulous local governments use a search process to build
up internal candidates. They tout the number of applicants for the position and
then announce that, to their amazement and pride, they have discovered that
the best person has been in the department all the time!

On the other hand, if it is unlikely that an internal candidate will be ap-
pointed, then it is probably best to be forthright about that, too. It is usually not
in anyone’s best interest to pretend that the search process is something that it
is not—most people will be able to see what has really taken place.

Inside versus Outside

“Reacting to criticism that Philadelphia’s police force is ineffective,
sometimes corrupt and in dire need of new blood, Mayor Ed Rendell
reached outside the city and hired a new police commissioner.”5
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An issue that always seems to surface in the appointment of a police chief is
whether the new chief should come from the inside or the outside. In some com-
munities, the history has been that the person selected always comes from in-
side, while in others the reverse is true. There is considerable emotion attached
to this issue, so the appointing authority must be prepared to address it early in
the process. Some will see the appointment of an outsider as a statement that
the inside candidates are not up to the task. All search-and-selection processes
should be developed and conducted with a view to selecting the person who is
the most closely matched with the needs of the position at the time, whether
that person comes from inside the organization or from outside.

There are no hard and fast rules on whether the selection process should
focus on inside or outside candidates. The situation in the department may cause
the process to focus on one to the exclusion of the other. It is not unusual for a
local government to look outside the department for a chief if problems have
occurred that raise questions of confidence in the leadership. A corruption scan-
dal or a series of excessive-force allegations might cause a local government to
choose to focus on outside candidates. In recent years, Washington, D.C.; New
Orleans; Los Angeles; and Prince George’s County, Maryland, have appointed
outside candidates for one of those reasons. On the other hand, a police depart-
ment that enjoys a high level of community satisfaction and does not seem to
have significant unaddressed issues might be better positioned to focus on in-
ternal candidates. For example, as of the late 1990s, San Diego; Portland, Or-
egon; and Kansas City, Missouri, had been able to select their chiefs from inside
their departments for many years.

In most cases, the capabilities of the management-level people in the de-
partment will be well known. If the appointing authority believes that the best
match with the position can be made from within the organization, then the
process should concentrate on making the selection from among those individu-
als. If there are serious concerns about the capability of internal personnel to
move into the chief ’s position, the focus should be on external candidates. Or, if
there is a sense that the department has not kept pace with developments in
policing, an outside candidate with experience in several communities and a
reputation for innovation might be the best choice. Even when there is no con-
troversy, that does not mean the department is managed as effectively as it
could be—new ideas from an outsider may be beneficial. The converse is also
true, controversy around change is to be expected, and a department experienc-
ing that type of controversy may very well have the most capable replacement
within its own ranks.

If the department is pretty much on an even keel, and no significant factors
prevent the jurisdiction from taking a good look at the full range of potential
applicants, the search process ought to move ahead with the goal of identifying
the best candidate regardless of whether that person comes from inside or outside.

Race, Ethnicity, and Gender
It is a rare police chief selection process in which issues of race, ethnicity, and
gender are not a part of the public and private debate over the appointment.
Although not recommended, some local governments have initiated the process
with an announcement that a candidate of a specific race will be hired. In oth-
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ers, community demographics have led potential candidates to assume that the
successful candidate will be of a particular race. Potential candidates also make
assumptions about the race or gender of the next chief based on that of the local
government manager.

Although race and gender issues confront most selection processes in ur-
ban areas of America, progress over the past ten to fifteen years brings these
traditional assumptions into question. Today, many incumbent police chiefs are
not of the majority race in the community and have been appointed by individu-
als of a different race. Many communities are focusing much more on candi-
dates’ qualifications and record than on their race or gender. The nation’s urban
centers have seen African Americans and Latinos serve as chief in white major-
ity cities such as Houston, Phoenix, and Portland, Oregon. White men have been
appointed in communities where the majority is African American or Latino,
for instance, in Cleveland, Baltimore, and Miami. Whites, Latinos, African Ameri-
cans, men, and women have followed each other in police chief positions and
have been considered successes or failures independent of race or gender.

What is most important is that both the community and the

candidates have a sense that everyone who applies will get

a fair chance . . . based on qualifications and suitability.

Diversity in police chief selection has significantly improved over the years,
but one can expect that pressure will come from a variety of sources that em-
phasize race, ethnicity, or gender. The appointing authority must take care to
minimize the perception that decisions are driven more by race and gender than
by job qualifications.

What is most important is that both the community and the candidates
have a sense that everyone who applies will get a fair chance to be appointed
based on qualifications and suitability for the position. This sense can be strength-
ened by ensuring that the process is structured in a way that provides diverse
input from internal staff and the community. It can also be strengthened by
maintaining open lines of communication with those who advocate an empha-
sis on the race or gender of the successful candidate.

In a community where the upper levels of the local government manage-
ment structure are not reflective of the makeup of the population, one can rea-
sonably expect greater pressure from the community for better representation.
In that situation, the local government manager should work to ensure that the
pool of candidates includes credible minority and women candidates.

The selection process should also consider the issue of race or gender from
the candidates’ perspective. If some assume that too much emphasis will be
placed on race or gender, this assumption will influence their interest in taking
part in the process. Like other issues already discussed in this chapter, this one
can be dealt with by ensuring that both formal and informal channels of com-
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munication carry the message that the process is focused on finding the most
suitable candidate for the job.

Who Should Participate in the Selection Process?
The current circumstances in the department and the community play a key
role in determining who should participate in the selection process.

Community involvement. Some cities involve as many people from the com-
munity as possible. In Columbia, Missouri, a few years ago, the selection process
included a televised interview with the candidates that included an opportunity
for people from the community to call in with questions. It is not unusual for
police chief candidates to face interview panels that include representatives from
the local police union. In some communities, the appointment of the police chief
requires confirmation by the local elected council. This will influence decisions on
who should be involved in the process, as well as the final selection itself.

It is not unheard of for the selection process to be conducted in relative
secrecy. Some local government managers with full appointing authority have
opted to conduct the process completely outside the public eye to minimize un-
due political or union influence on the choice.

The visibility of the selection process can also have a great

influence on who enters the pool of candidates.

Decisions on community involvement in the selection process bring with
them implications for both the appointing authority and the candidate. A highly
visible process with a wide range of public involvement allows the local govern-
ment manager to receive direct feedback from people interested in the decision
or a particular candidate. A visible process also allows one to observe how a
candidate handles the stress of dealing with difficult questions in the public
eye, an important skill for a successful chief. It also provides an opportunity to
build early community support for the eventual appointee.

A public process can cause problems for the appointing authority as well,
primarily by limiting the local government manager’s discretion in making
the appointment. A critical aspect of the appointment decision for a local gov-
ernment manager is his or her assessment of the prospects for developing a
good working relationship with the new chief. If one candidate emerges from a
public process as the clear favorite, it will be difficult not to select that person,
even if the manager has concerns about the working relationship. For instance,
not long ago in a southern city, a new police chief who had developed wide
public appeal was appointed, but at a large public meeting within weeks of his
appointment he announced that he worked for the people, not the city man-
ager even though the municipal charter clearly indicated otherwise. Before
the new chief ’s first year was over, severe relationship problems developed;
the chief ’s employment was terminated by the end of the second year amid
great controversy in the department and the community. While it generally
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works to the appointing authority’s advantage to gain as much input as pos-
sible, everyone involved should clearly understand who makes the actual ap-
pointment decision.

Some local government managers have structured the selection to allow
public input but carefully outlined the parameters of that input. In Richmond,
Virginia, City Manager Robert Bobb included interviews by community mem-
bers in his process for selecting a public safety director and, later, a police chief.
In both situations, he made it clear to the interview board, which included rep-
resentatives of important community groups, that their responsibility was to
give him their perspectives on the strengths and limitations of the candidates
they interviewed. They understood that their point of view would be given great
weight in the final decision but that the city manager would retain the final
authority to make the decision. That process worked very well for him: he se-
lected individuals from outside the community for both positions who served
well beyond the national average tenure for those positions . Similar processes
are described in greater detail elsewhere in this book by Wayne Bowers, city
manager of Gainesville, Florida, and Kurt F. Kimball, city manager of Grand
Rapids, Michigan.

The visibility of the selection process can also have a great influence on
who enters the pool of candidates. An individual who is already employed as a
police chief will be reluctant to participate in a selection process that is highly
visible and likely to be publicized in his or her own community even before the
process has winnowed the candidates down to a few finalists. Chiefs who par-
ticipate in another jurisdiction’s selection process face the risk that doing so
will reduce their effectiveness in their current position. Disclosure of a police
chief ’s interest in a position in another community will likely alter the chief ’s
relationship with his or her local government manager, police department, and
current home community in many different ways regardless of his or her rea-
sons for seeking the other position. If the local government wants to look seri-
ously at outside candidates who have police chief experience, the value of a
highly visible process must be balanced against the need to attract as many
qualified candidates as possible. In essence, the process should, as much as pos-
sible, protect candidates’ confidentiality.

In states such as Florida and Texas, so-called sunshine laws make every
application a public record. Fortunately, the news media have become much
more sophisticated at handling this situation than when they first had access
to application information. It was not unusual for the media in Florida in the
mid-1970s and 1980s to publish a full list of applicants and to make inquiries
in the communities where the applicants were working. Most news organiza-
tions now wait at least until the applications have been screened to a group
of semifinalists or finalists, unless there is some unusual controversy in the
community.

Union/employee involvement. It is often helpful to the local government
manager, and has become an increasingly accepted practice, to include union or
employee representatives in the process, usually at the interview stage. It is
helpful to the candidate, as well, if the union and appointing authority agree on
the final choice. If they do not, the stage will be set for difficult times as the new
chief attempts to develop a relationship with the union.
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Like most other issues that go with replacing a police chief, the decision on
whether to involve the union in the process should take into account the cir-
cumstances in the department and the community at the time. A close examina-
tion of the union’s relationship with the prior chief must be made in the context
of the circumstances of his or her departure. If, for example, the union strongly
supported the prior chief but the local government manager encouraged the
chief ’s departure, then the chances of agreeing on the characteristics of a good
chief decrease tremendously. The appointing authority is better off making the
choice and then allowing the new chief to work on developing the most produc-
tive labor-management relationship possible.

The union will participate, whether or not its participation is invited. In
many cases, the union will conduct background investigations of the candidates
and share that information with their membership and interested news media.
The union sometimes will wait until the selection has been made and then con-
duct a background investigation. That investigation will frequently include vis-
its to the community where the candidate worked in the past. This is another
reason why the appointing authority needs to know as much as possible about
the appointee, so that any potential controversy can be addressed in the ap-
pointment announcement or soon afterward.

The formal involvement of union or employee groups in the selection pro-
cess generally makes candidates nervous because it makes it difficult for them
to present themselves in a way that will spare them from criticism for past
decisions. For instance, one of the police executive’s most challenging areas of
responsibility is that of meting out discipline for misconduct. Rarely are these
decisions universally accepted, and most involve complicated stories that can-
not be told in a few sound bites. These decisions are often the focus of the union
background investigation, and they are used as a key piece of the information
to determine whether a candidate or a newly appointed chief will be supportive
of the officers on the street. The union will also look carefully at the positions
candidates have taken in the past on disputes over salary or the hiring of more
officers. These decisions are complicated as well, and they can be used to put a
candidate in a bad light if the union so chooses.

The decision to involve the union or other employee representatives in the
process boils down to the manager’s judgment on the current circumstances in
the local community and the union’s leadership. In communities throughout
America there are some enlightened union leaders who see the increase in pro-
fessionalism in policing as a step forward and accept their responsibility to con-
tribute. These leaders can be expected to challenge the appointing authority on
various issues, but will also be more likely to contribute in a positive way to the
process of selecting a new chief. The local government manager must gauge the
situation in the community and act accordingly.

Candidate Qualifications
Qualifications will certainly be the subject of considerable discussion as the
candidate pool is narrowed and a final choice is made. Although the nature of
the debate will be framed by what is going on in the department and commu-
nity, there are several areas that are likely to produce more discussion than
others in the debate on qualifications. These will generally include experience,
education, and training.
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Experience. The experience debate usually takes place on several fronts. The
first concerns the number of years of experience a candidate might have. Time
in the field is an important factor because it provides some indication of the
candidate’s exposure to the wide range of situations that one might encounter
as a police chief. Second is the rate at which the candidate progressed through
the promotional opportunities in the department. If a candidate has progressed
at a good rate say, two or three years at each level that provides some indication
that he or she has been able to master the job requirements at each level. Third
is the type of assignments the individual has held during his or her career.
Well-rounded candidates will have had a range of assignments, with exposure
to patrol, investigations, support units, and administration. They should have
some experience in at least two of these four key areas.

A fourth area of experience, which is often discussed with reference to out-
side candidates, is the size of the communities and departments where the can-
didate has worked. It is not unusual to assume that a candidate with experience
in a large city is more likely to be successful as a chief in a large city.

Finally, there is often hot debate over whether the person hired should have
experience as a police chief. Certainly there has to be a first time for every
successful leader: no one gets his or her first chance to be a chief until some
local government takes a calculated risk. However, there are circumstances in
which the conditions in the department and the community make it more likely
that someone with a good track record as a chief will be successful than some-
one without that experience.

What is not discussed a great deal is the candidate’s link to the community
and other units of government. The police chief ’s position is one of the most
demanding in local government and requires long hours of direct contact with
people and institutions outside the police department. It is important that the
examination of a candidate’s experience include inquiry into this area of work
history. What type of contact has the candidate had with community organiza-
tions? Does the work history include direct interaction with neighborhood asso-
ciations and other community groups? Does the candidate participate on the
boards of nonprofit institutions or work as a volunteer in some community ac-
tivity? What type of experience has the candidate had in working with other
parts of local government? Has he or she worked on special projects or initia-
tives that require coordination with groups outside the department? How has
the candidate handled encounters with the news media under difficult circum-
stances? Does the candidate regularly speak to community groups about pro-
grams or initiatives that are underway in the department? What programs or
projects has the candidate played the key role in initiating in his or her depart-
ment or community?

Education and training. The candidate’s background should include an in-
dication that he or she is committed to lifelong learning. While police chief ap-
pointments continue to go to individuals who do not have a baccalaureate degree,
that should be the absolute minimum requirement for selection. Today, many
police executives possess graduate degrees, and a growing number of chiefs are
lawyers or hold doctorates. A candidate’s training record should include regular
entries that show some relationship to the types of positions he or she has held.
Many position advertisements will list attendance at the FBI National Acad-
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emy, the Southern Police Institute, or PERF’s Senior Management Institute for
Police as preferred management training experiences. While these are excel-
lent experiences that indicate how an individual is viewed in his or her organi-
zation, in recent years there has been a dramatic growth in the number of other
high-quality supervisory and management training programs that can also give
candidates exposure to new ideas and skills.6

Another area of experience that is not generally considered is the candidate’s
participation in and contribution to improvements in the profession of policing.
A candidate whose résumé contains few or no references to participation in
conferences and seminars or who has not published articles from time to time
may not be as well informed about cutting-edge policing issues. A well-qualified
candidate’s background will show a balance between a commitment to continu-
ous community improvement and to using professional involvement as a means
of learning and sharing ideas.

Foundation for a Relationship
The relationship between a police chief and the local government manager is
critical to the success of the police department and to the public safety interests
of the community. The foundation for that relationship is established in the
final step of the selection process, when the critical variable of how well the
candidate and the local government manager are likely to get along is mea-
sured. This is probably the most critical aspect of the selection process.

Before the final decision . . . a heart-to-heart conversation

between the local government manager and the

candidate of choice must take place.

There are many examples of how poor relationships between the police chief
and the local government manager have created severe problems in the depart-
ment and the community. One of the most visible examples of the effect of a
strained relationship in recent years was in New York City during Commis-
sioner William Bratton’s tenure under Mayor Rudolph Giuliani. While Commis-
sioner Bratton and Mayor Giuliani agreed on a number of issues, they clashed
on that fundamental matter of who got the credit for successes in the area of
public safety. The problem finally led to Bratton’s resignation at a time when
the national and world news media were in awe of the unprecedented reduc-
tions in reported crime in New York City.

Before the final decision on the choice for police chief is made, a heart-to-
heart conversation between the local government manager and the candidate
of choice must take place. That conversation should address a number of com-
pelling questions and will form the basis for a trusting relationship that can
evolve into the teamwork necessary to deal with the many challenges of
policing a community. One question that should be addressed in this conversa-
tion is: What type of policing does the community want? To be sure, the law-
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enforcement buzz phrase across America is “community policing,” and undoubt-
edly the chief and the local government manager will prefer that style of polic-
ing. It is important that the conversation include what each means by community
policing. Is it a series of special programs or a fundamental difference in the
way the community is policed?

Another question is: Who will have final responsibility for promotions, dis-
cipline, and employee assignments? While it is important that communication
take place and that there be an honest exchange of views, those decisions must
be the responsibility of the chief.

Other questions the local government manager and the preferred candi-
date should discuss include: What decisions does the manager want to be con-
sulted on before they become final? What level of community and professional
involvement by the chief is acceptable or expected? How will differences be handled?
What if the chief ’s professional opinion sharply contrasts with that of the local
government manager or the elected council? What is expected of the chief ’s re-
lationships with the council? What are the critical issues facing the department
and the community? How will success be measured?

One cannot anticipate every question or issue. Nevertheless, a conversa-
tion about those issues that one can reasonably expect will arise must take
place. That conversation or, more likely, series of conversations will serve as the
beginning of a relationship in which informed discussion can occur that will
strengthen the relationship and result in the best service to the community. If
those conversations result in a frank discussion of key issues, and in the type of
give-and-take that is fundamental to good decision making, there is a good chance
the choice for chief will be a good one.

Following the Decision
When the final choice is made, the appointing authority must have ready an
announcement and introduction process that will give the chief the best pos-
sible chance of getting off on the right foot. That “best chance” results from
thoughtfully anticipating problems and skillfully using strengths to minimize
the negative impact of issues that might create difficulties. The manager should
assume that some people will feel that the best choice was not made and take
that into consideration in structuring the announcement and the steps follow-
ing it. Most of the problems can be anticipated, and it is critical that they be
addressed in the very early stages.

Several matters should receive consideration following selection of the new
chief. These include the announcement of the choice, the confirmation process
(if required), and the period of time between the announcement and when the
chief reports for work.

The Announcement

Chicago, Illinois.  [To lead the Chicago police department] Mayor
Richard Daley Wednesday chose Terry Hilliard, a detective popular
among uniformed officers.

Saying he was “ flabbergasted” to be chosen, Hilliard said that
“misconduct, corruption and brutality will not be tolerated.”
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But the union leader, William Nolan, Wednesday praised the se-
lection of Hilliard, . . . as “a cop’s cop” who would be fair to those work-
ing the beats.

The selection of Hilliard, who is black, was applauded by some
who have been critical of the department.

For his part, Daley said that Hilliard was simply the best candi-
date for the job.7

Austin, Texas.  “I am concerned about the candidate’s lack of experi-
ence managing a force with a large number of officers of color,” said
Councilman Lewis. And Mike Lummus, the president of the Austin
Police Association, could barely muster any enthusiasm. “While Mr.
Knee would not have been our first choice,” he said, “we recognize that
the decision was the city manager’s, not ours.”8

As these reports of two police chief selections illustrate, announcing the new
chief is an important event that must be carefully arranged to ensure that the
chief makes a good first impression. The reactions of various interested parties,
including elected officials and union leaders, must be anticipated. Fortunately,
all of the key issues that one might encounter in making the announcement
probably surfaced during the selection process and can be addressed at the time
of the announcement and in the days to follow. In thinking through the an-
nouncement, the questions of when, where, and who will be involved, and what
the message will include, are very important.

The timing of the announcement must strike a

balance between being too late and too early.

The announcement should be made as soon as possible following the selec-
tion, but not so soon that it cannot be properly arranged. Given the amount of
media attention the police chief selection normally receives, the announcement
must be made before the choice is leaked. At the same time, it is important that
key community and political figures be informed of the decision before it is an-
nounced. They need time to think through what they will say about the selec-
tion. High-level staff in the local government manager’s office should notify these
individuals and provide information about the candidate (this is particularly
important if the choice is from outside the city) to help them frame their com-
ments. If the choice is from inside the department, the new chief can make some
of these calls. For some, it is important that the local government manager make
the calls personally. It is a good idea to compile a list of people to contact as the
selection process progresses to ensure that the last-minute crush of activity
does not leave someone out of the loop.

It is also important to give the new chief an opportunity to touch base with
those whom he or she must notify. For the chief hired from within the depart-
ment, this will include, besides family, individuals in the community and key
figures in the department who can help establish a good beginning for the new
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chief. The chief hired from outside will also need time to notify key members of
his or her community. These notifications are almost as important as those made
in the hiring community because immediately following the announcement there
will be news stories about what people in the outgoing chief ’s community think
about the selection. There will always be those who are glad to see a chief go, so
it is helpful to put the news media in touch with those who have positive things
to say about their departing chief.

In summary, the timing of the announcement must strike a balance be-
tween being too late (and thus being preempted by news leaks) and too early
(allowing insufficient time to ensure that positive stories get the best possible
chance to dominate reporting of the event).

The local government manager should give careful thought to where the
announcement will take place. Most selection announcements are made at the
headquarters of the local government or the police department. Either location
is suitable if there is a room with adequate space and lighting. Depending on
the circumstances of the appointment, other locations might be more appropri-
ate. If, for example, the choice is from inside the department, making the an-
nouncement from some place in the community may send a positive message.
For a candidate from the outside, the police department might be the most ap-
propriate location. The best location is the one that seems to convey whatever
messages need to be sent beyond the basic facts of the announcement.

Thoughtful discussion should also take place on who should be present at
the announcement and who should play a role in the event. Are there individu-
als in the community who took part in the selection process who should be in-
cluded in the announcement? Are there important political figures who could
contribute to a positive beginning for the new chief? Should key management
and union representatives be included in some manner in the press conference?
Are there individuals in the community whose absence at the announcement
would raise questions about support for the choice? What role, if any, should the
chief ’s family play in the announcement? Does the position require that the
new chief be sworn in? If so, is it appropriate to conduct that ceremony as a part
of the announcement?

Each community is unique, and those who are included at the announcement
should reflect those unique circumstances. It might be best for the announce-
ment event to include just the local government manager and the new chief. In
that case, all of the initial focus is on the new chief and the person who made the
final choice. The announcement can also be turned into a reception-style event in
which key community leaders have an early opportunity to meet the new chief
and share their initial impressions with the news media and others.

The most important aspect of the announcement is the message the local
government manager wants to send about the choice for police chief. In addition
to the statement of complete confidence in the choice, the content of the mes-
sage will depend on the issues that face the department and the community.
Through the announcement the manager should attempt to speak to the two or
three issues of greatest concern, whether they are crime, corruption, strained
community relationships, police use of force, internal departmental discontent,
or other problems.

It is not unusual for the selection announcement to include reference to the
new chief being a “cop’s cop,” as was the case in the announcement of the new
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superintendent of the Chicago police department. Usually, the message implied
in that phrase is aimed at street police officers, who frequently lament that the
chief, and management in general, have lost touch with street policing. This is a
difficult issue because it is important that the new chief get on the best footing
possible with line personnel and their union representatives. At the same time,
local government officials who use that label must keep in mind what it might
say to the community about the individual (and what it might say about the
former chief). How the new chief is described forms the initial impressions of
what that person is all about, and different audiences hear these descriptions
in different ways. And while a phrase such as “a cop’s cop” sounds appealing, the
chief is actually an executive leading a complex organization in a complex envi-
ronment. Too often, employee perception of a police chief ’s performance is given
greater weight than community perception, or other, more objective indicators
of success or failure.

Council Confirmation
In some communities, the police chief nominee must be confirmed by the local
elected council. In most cases, this is a routine step because the council has
been kept informed of the process, and council members simply ratify the choice
that has been made. But there have been times when the community has been
embarrassed by the refusal of the council to confirm the candidate. In Minne-
apolis in the late 1980s, after a lengthy and comprehensive process, the mayor
and a committee recommended a particular candidate to the council for confir-
mation. It did not confirm the candidate because council members felt that the
next chief should be an internal hire.

The confirmation process should be taken seriously even if the appointing
authority expects that the candidate will be approved. It gives the nominee an
early opportunity to make a statement about policing philosophy or issues of
particular concern. The confirmation process can provide an excellent forum for
making a favorable first impression on the political leadership of the community.

The Transition Period
The time of transition between appointment and assumption of duties is not
necessarily a critical period for the internally hired police chief. It is, however, a
crucial time for the chief appointed from outside the organization. The sooner
the new chief can report to work the better, but the local government manager
should make every effort to ensure that the new chief comes aboard no more
than thirty days after the announcement.

While the local government is waiting for the new police chief to arrive, it is
important that communication links be established between the incoming chief,
the local government manager, and the interim chief. If possible, the new chief
should schedule two or three visits to meet with key people in the department
and the community. If there are important community events taking place, the
incoming chief should attempt to be present.

The local government manager should expect the news media to contact the
incoming chief for comment on any controversy or issue that occurs around the
police department prior to his or her arrival for work. This is a particularly deli-
cate time, and the temptation on the part of the new chief and the local govern-
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ment manager might be to decline comment for reasons such as insufficient infor-
mation on the matter. But it is just as serious a mistake to say nothing as it is to
say too much. The new chief must get enough information to be familiar with the
basic facts of the issue and frame general comments or responses around those
basic facts while refraining from getting into too much detail. Offhand comments
or observations by the new chief can create long-term departmental or commu-
nity problems that are difficult to resolve because of bruised feelings or expecta-
tions unknowingly created or dashed. The chief should focus on providing some
information and some broad policy aspects of the issue and leave the detail to the
appropriate members of the department on site.

Good communication between the chief and the local government manager
will resolve most of the difficulties that usually arise during the transition pe-
riod. Good communication does not happen automatically. It requires the chief
to reach out to the manager and vice versa to ensure that everyone is on the
same page.

The First Six to Twelve Months
In the first six to twelve months in office, the new police chief will require con-
tinued support from the local government manager. A new chief must be ca-
pable of working in several arenas simultaneously and have the stamina to
devote extraordinary amounts of time to the job during this time. These arenas
include the department itself, the community, local politics, and the news me-
dia, among others.9 The local government manager can expect tension between
the department and community arenas, with each feeling that the chief is spending
too much time on the other. The steps that the manager and the new chief take
to reach the optimal balance among these areas should reflect an understand-
ing of the issues that concern the department and the community.

The local government manager can assist the new police chief in the commu-
nity and with local organizations by helping the chief prioritize requests or by
touching base with key people to ask for a little time to respond to requests. Inter-
nally, the chief will have to work with management staff and employee organiza-
tions to ensure that issues receive the appropriate attention. What is most important
for the new chief initially is to take enough time to address issues thoughtfully
without giving people the impression that they are being ignored.

Revisiting Past Decisions
Invariably, a new chief will be asked to revisit predecessors’ decisions that are
unpopular with some people in the department or the community. Often it is
suggested that if the new chief acts quickly and decisively, favor will be won
with the officers on the street or members of the community. In some situations,
the chief may have an opportunity to score points with a quick decision, and it
may indeed be appropriate to act quickly. In most cases, though, making quick
decisions on issues that were the subject of great debate in the past will cause
more problems than are resolved. When issues have advocates on both sides,
decisions must be well grounded in the new chief ’s managerial and policing
philosophies. The new chief needs time to fully understand the impact of chang-
ing the way the issue has heretofore been handled.
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Critical Policy Issues
Immediately upon taking office the new chief must examine the policies and
operating practices concerning use of force, vehicle pursuits, and the handling
of citizen complaints and internal investigations. In most urban communities,
these policies have already been the subject of considerable debate and discus-
sion. A new chief must understand what the policies say and how they are ap-
plied in the department and the community. They may be written and carried
out exactly as the chief would expect, or there may be critical lapses in content
or execution that must be addressed.

But even “obvious” solutions can cause problems. For example, within a few
months of being appointed chief in Kansas City, Missouri, with tremendous of-
ficer support, Steve Bishop had to deal with several highly publicized incidents
in which police officers were accused of using excessive force in dealing with
African American residents. In addition to taking disciplinary action against
the officers involved in these incidents, Chief Bishop prohibited the use of “slappers”
(lead-filled leather weapons that some officers had been using for years). It was
a move the department should have taken years earlier (most officers did not
carry slappers and they were not provided by the department), but it was viewed
in a very negative way by some officers on the street and contributed to the
chief ’s loss of popularity in the department.

Sometimes, as in the case just described, the chief must do what is right,
even at the expense of popularity in the department. But unless the policies or
practices are critically flawed, the chief should take sufficient time to study the
situation, and, when changes are necessary to meet current standards, thor-
oughly inform the department and community of the importance of making the
changes.

Personnel Issues
Some of the most difficult issues for a new chief will concern personnel. These
issues can range from filling critical management or staff positions with people
from outside the department, to promotions, to dealing with management per-
sonnel who do not meet expectations, to addressing questions about the number
of officers needed to police the community.

Rarely do police chiefs have the luxury of putting together a management
team of their own that is supportive of their philosophy of policing. They must
work with whoever happens to be in the critical management positions. In many
cases, personnel decisions are covered by inflexible civil service regulations or
long-standing practices that allow individuals to stay at levels in the organiza-
tion for which they are no longer suited.

Working with the local government manager, the new chief must under-
stand the local system and the amount of discretion he or she has to address
personnel problems. Personnel systems will not be changed overnight, and it
will require thoughtful, deliberate steps to adjust them in a way that is benefi-
cial to the department and the community.

Discipline
Disciplinary decisions are always watched closely by officers and the union.
Early decisions define the chief in their eyes (as well as the community’s). For
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instance, within a month of taking over as police chief in Newport News, Vir-
ginia, I was handed an internal affairs report of a shooting that had occurred a
month before I reported for work. In conflict with department policy, an officer
fired several shots at a young man running from a stolen automobile that the
officer had stopped. This was the fourth or fifth shooting situation the officer
had been involved in and the second or third in conflict with policy. I terminated
the officer’s employment and created a firestorm in the department amid accu-
sations that I would not support the officers on the street. The officer was rein-
stated by a grievance panel a few months later, with back pay. Later, a few
months after I placed him in a desk position without a department firearm to
carry, he left the department. The decision to terminate the officer’s employ-
ment was a source of discontent during my entire tenure as police chief in New-
port News. A similar decision within six months of my appointment in Saint
Petersburg, Florida, was met in much the same way in the department and
continued to be identified as a key reason that officers believed they were not
supported in their street-level decisions.

It seems that the earliest challenges a new chief faces are in the area of
discipline. These decisions are simply not avoidable; the chief must meet them
straight on. The key is to do what one believes is the right thing regardless of
how it might be viewed in the department or the community. There are few, if
any, disciplinary decisions that a chief makes that will meet with universal
acceptance. These decisions must be grounded in a set of values that respect the
demands and uncertainty of a police officer’s job and place the needs of the
community and the organization in proper perspective.

Conclusion
Because the police chief ’s position is one of the most difficult and challenging in
local government, the process of searching for and selecting a new chief de-
mands a level of attention that goes well beyond that required for most other
positions. The search-and-selection process begins with the knowledge that the
incumbent chief is leaving and should not end until the new chief is six to twelve
months in the job. Too often, good choices for police chief have had rocky and
sometimes job-ending starts because the critical thinking about the position
ended with the announcement of the hiring of the new chief. Or, the process was
doomed from the start because of actions or comments that were made without
clear thought about their consequences.

One of my purposes in this chapter has been to encourage the local govern-
ment manager to think and act thoughtfully and deliberately. In too many American
communities instability in the office of police chief has left a police organization
in shambles and a community poorly policed. This result can, in large part, be
averted if local governments grant the importance to the search-and-selection
process that it needs and deserves.

1Pamela Colloff, “Cop-Out,” Texas Monthly (October 1997).
2Ibid.
3I do not mean to suggest that a chief should automatically be replaced when a new elected

executive takes office, even though that is the practice in many strong mayor cities where elected
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executives are given strong powers. If the police chief has not actively engaged in the political
campaign, the new elected executive may give the chief the opportunity to meet the new expecta-
tions that come with a change in political leadership.

4Gabriel Escobar and Vernon Loeb, “Interim D.C. Chief Defends Dismissals,” Washington
Post, February 19, 1998, page D1.

5B. Drummond Ayres, Jr., “Former New York City Official to Lead Philadelphia Police,” Asso-
ciated Press, America Online, February 19, 1998.

6The California Command College, the Texas Law Enforcement Management Institute, the
Southwest Law Enforcement Institute, and the Florida Department of Law Enforcement Senior Ex-
ecutive Command Course are all good examples. The important point is that the candidate has this
type of training on his or her resume. It is not difficult to determine the quality of the training
experience through professional policing networks.

7Dirk Johnson, “Popular Detective Will Head Chicago Police,” The New York Times, Febru-
ary 19, 1998, National Section, Internet Edition.

8Colloff, October 1997.
9In The American Law Enforcement Chief Executive: A Management Profile (PERF, 1985),

author Donald C. Witham identifies these arenas in a discussion of who a police chief must con-
stantly interact with in order to effectively carry out the responsibilities of the position. This is a very
helpful framework for the chief and local government manager when they are looking at the job
requirements.
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REDUCING THE RISK OF LITIGATION

MICHAEL A. FRY AND MARK G. SPURRIER

You are about to hire an individual who will be an integral part of your admin-
istration and who will manage an agency with great potential for liability (criminal,
civil, and political). The information conveyed in this chapter is not a substitute
for sound advice from human resources and legal professionals, but it may help
you avoid the vast majority of legal blunders encountered today within the hir-
ing process. Some of the advice may seem obvious to the reader. However, it is
based upon the writers’ experience during years of representing law enforce-
ment officials in both hirings and separations.

Hiring a new police executive is a unique and important undertaking for a
local government manager and his or her administration, and one that should
not be taken lightly. Often the failure or success of your search depends upon
the people you select to accomplish this important task. Throughout this chap-
ter, we discuss the role of your professional team—the manager, the legal of-
ficer, the human resources/personnel manager, etc.—and the search committee,
that is, those designated by the professional team to handle the details associ-
ated with the whole process. Therefore, careful thought and planning should be
undertaken to assemble the right group of persons to accomplish the task of
hiring a police chief.

Everything done from the initial decision on hiring a chief of police through
the selection and employment process can be subject to legal scrutiny if an un-
successful candidate decides to challenge the final decision. In some cases, the
reason for seeking a legal remedy is clear. For instance, during a recent police



82 Selecting a Police Chief: A Handbook for Local Government

chief selection process, the city representative told a white applicant at the sec-
ond interview that while his credentials were exceptional, the city needed to
hire a minority individual, and therefore the applicant would no longer be con-
sidered. Federal law, of course, prohibits hiring decisions based solely on race,
sex, religion, or national origin. This was probably an actionable deprivation of
constitutional proportions, but fortunately for the city the applicant decided
that the impact of litigation on his professional career in future hiring opportu-
nities far outweighed the benefits available through litigation. However, hiring
jurisdictions cannot depend on disappointed candidates making similar deci-
sions under similar circumstances. Instead, the local government manager
must ensure that the hiring process meets all legal, professional, and ethical
standards.

It is also important to remember that a candidate’s perception of the
fairness of the selection process is subjective, and this perception will influ-
ence the candidate’s decision whether to seek legal redress. Taking steps to
eliminate the perception of discrimination will go far toward preventing legal
problems.

The local government manager and those working with him or her in this
process need to know the legal ramifications, or at least recognize the potential
for legal challenge, of actions they take in the process of hiring a chief of police.
Everything done throughout this process must be able to pass judicial scrutiny
if challenged. Failure to observe one or more of the proscriptions that apply
could be very costly to the manager, the administration, and citizens. The maxim
“An ounce of prevention is worth a pound of cure” certainly applies in this con-
text. Knowledge will determine success or failure. Only by understanding the
legal parameters for employment decisions can local officials comply with them,
thereby avoiding the legal pitfalls that plague the less prepared.

Instituting and using (not necessarily the same thing) sound policies, prac-
tices, and procedures will do much to minimize exposure to suits and adverse
judgments. Even if the hiring authority has done everything right, the cost of
defending a challenged action can be enormous. In addition to the enormous
monetary costs, the disruption to the organization can be paralyzing. The ini-
tial publicity, the allocation of internal resources to defend and investigate, the
impact of discovery (documentary and testimonial), the hiring of experts, and
the trial and its aftermath are all overwhelming, even in the best of organiza-
tions. Until they go through the experience, most people can not appreciate the
effect a suit will have on their professional and personal lives if they are named
as a party to an action.

This chapter may help you avoid litigation, but nothing can prepare you
for the hours of depositions you will be subjected to, which will review every

A candidate’s perception of the fairness of the selection

process is subjective and will influence the candidate’s

decision whether to seek legal redress.
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action taken and the reasons therefore, and every document generated through-
out the hiring process, if suit is filed. Nor will it prepare you for your first
time in front of a jury when the plaintiff ’s lawyer demands you answer the
question yes or no, even though you need to explain your answer. How silly
we sound to the citizens on the jury when we are unable to explain our ac-
tions or thoughts.

Beyond the impact on individuals, the time, monies, and resources that are
expended on defending litigation mean a direct reduction of government ser-
vices, particularly police services, within the jurisdiction. Administrators around
the country agree that litigation takes an enormous toll on their agencies and
on them individually. That is why it is so imperative that risk-reduction strate-
gies be employed in the hiring process to the same extent they are used in other
areas of government.

Understanding the Legal Framework
Although an injured party may file an employment discrimination suit in
either state or federal court, it is most likely that suit will be brought in federal
court because of the wealth of federal law prohibiting employment discrimina-
tion. In this section, federal statutes that prohibit discrimination in employ-
ment and should influence hiring decisions are summarized. The relevance
or applicability of a particular statute to a situation encountered during the
selection process should be reviewed with the professional team, including le-
gal counsel.

Federal Enforcement (General)
The primary enforcement agency for employment discrimination is the U.S.
Equal Employment Opportunity Commission ( EEOC), which was established
by Title VII of the Civil Rights Act of 1964.1 From a statistical standpoint, the
EEOC has seen a steady increase in the past several years in the number of
discrimination complaints alleged under Title VII. Race continues to be the
most frequent basis for a charge (40.8 percent); sex is the basis for 29.8 per-
cent of all charges (the increase was attributable to a 50 percent increase in
the allegations of sexual harassment); and age discrimination charges follow,
accounting for 26.7 percent of the charges.2 According to the EEOC, most of
the increase in its workload is attributable to the passage of the Americans
with Disabilities Act of 1990 (ADA). During the first five years that the ADA
was effective, the EEOC received 91,133 charges under this law, the annual
number rising from 1,048 charges in 1992 to 18,108 in 1997. Charges relating
to discharge made up more than half (52.3 percent) of the ADA charges, while
hiring accounted for 12.7 percent of the ADA charges during this period.3

The judicial remedy for unlawful employment practices not only includes
monetary damages, but may also include injunctive relief, court-ordered af-
firmative action, and attorneys’ fees.4 The attorneys’-fee provision is very
significant because the prevailing party may be awarded more in attorneys’
fees than in actual damages. Additionally, in cases in which the actual com-
pensable damages to the individual are minimal, this incentive to counsel is
directly correlated to an increased number of court filings, since the attor-
neys’ fees are guaranteed if they prevail on any of their claims (although
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fees will only be awarded that directly relate to the claim on which they
prevailed).

Summary of Antidiscrimination Laws
Various federal statutes prohibit discrimination in employment. In summary,
they prohibit employment decisions:

• On account of race, color, religion, sex and national origin pursuant to Title
VII of the Civil Rights Act of 1964 (hereinafter referred to as Title VII).5

• On account of age. Those who are 40 years of age or older are protected by
the Age Discrimination in Employment Act of 1967 (ADEA).6

• On account of a disability pursuant to Title I of the Americans with Dis-
abilities Act of 1990.7 Federal employees with disabilities are protected
under Section 501 of the Rehabilitation Act of 1973 (hereinafter referred
to as the Rehabilitation Act).8

• On account of gender as it relates to compensation for substantially simi-
lar work under similar conditions pursuant to the Equal Pay Act of 1963
(EPA).9

The Civil Rights Act of 1991. The Civil Rights Act of 1991 applies to any
private employer in an industry affecting interstate commerce with at least
fifteen employees, and it is likewise applicable to federal, state, and local gov-
ernment employees. Employers may be broadly defined to include anyone af-
fecting employment opportunities.10 Liability extends to those who “control the
plaintiff ’s access to employment.”11 The Act, as in the case of most antidiscrimi-
nation statutes, also prohibits retaliation for asserting rights under it or oppos-
ing practices prohibited by it.12

Prior to the Civil Rights Act of 1991, relief was limited to equitable rem-
edies, including lost wages. The prevailing plaintiff now may be awarded equi-
table relief, including lost wages and benefits, attorneys’ fees (including expert
fees), and, pursuant to the 1991 Act, in the case of intentional discrimination
(disparate treatment), compensatory and punitive damages (governmental en-
tities are excluded), subject to monetary limits. If such damages are sought, any
party may request a jury trial.13

Title VII. Section 2000e-2 of Title VII prohibits an employer from:

• Failing or refusing to hire or discharging any individual, or otherwise
discriminating against any individual with respect to his compensation,
terms, conditions, or privileges of employment, because of such individual’s
race, color, religion, sex or national origin14

• Limiting, segregating, or classifying his employees or applicants for em-
ployment in any way that would deprive or tend to deprive any individual
of employment opportunities or otherwise adversely affect his status as
an employee, because of such individual’s race, color, religion, sex or na-
tional origin15

• Using race, color, religion, sex, or national origin as a motivating factor in
any employment practice.16
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Section 2000e-3 of Title VII prohibits an employer from:

• Discriminating against any employee or applicant because he has opposed
any practice made an unlawful practice by this subchapter, or because he
has made a charge, testified, assisted, or participated in any manner in
an investigation, proceeding or hearing under this subchapter.17

• Printing or publishing any notice or advertisement relating to employ-
ment that indicates any preference, limitation, specification or discrimi-
nation, based on race, color, religion, sex, or national origin, except where
it is a bona fide occupational qualification for employment.18

A point that requires discussion within this section of the law is the enact-
ment of the Pregnancy Discrimination Act, which specifies that sex discrimina-
tion under Title VII includes discrimination on the basis of pregnancy. This
amendment, arguably a clarification of the law in response to an adverse court
ruling, is now incorporated within Title VII and states:

The terms “because of sex” or “on the basis of sex” include, but are not
limited to, because of or on the basis of pregnancy, childbirth, or re-
lated medical conditions; and women affected by pregnancy, childbirth
or other related medical condition shall be treated the same for all
employment related purposes.19

This subsection of the law is highlighted because of the increasing number
of women who are competing for, or currently hold, chief of police positions through-
out the country.

Age Discrimination in Employment Act (ADEA). Under the ADEA, em-
ployers are prohibited from failing to hire or refusing to hire or from discharg-
ing any individual or otherwise discriminating against any individual with respect
to his or her compensation, terms, conditions, or privileges of employment be-
cause of that individual’s age.20 This statute limits its application to individuals
who are at least 40 years of age but less then 70 years of age.21

Americans with Disabilities Act (ADA). The Equal Opportunities for Indi-
viduals with Disabilities is the statutory version of the Americans with Dis-
abilities Act of 1990, commonly referred to as the ADA. The ADA has been
characterized as the most significant civil rights enactment since the passage
of the Civil Rights Act of 1964. Although many figures have been used over the
years, at the time of enactment (1990) it was believed that more than 43 million
Americans with disabilities would benefit from this law, which ensures them
equal access to employment opportunities. The ADA was designed to remove
stereotypical barriers that previously prevented qualified individuals with dis-
abilities from fairly competing with individuals who were not similarly situ-
ated. The law is divided into five separate titles. Only Title I, which concerns
employment, is addressed here.

Title I of the ADA contains the following provisions:22

(a) General Rule—No covered entity shall discriminate against a quali-
fied individual with a disability because of the disability of such indi-
vidual in regard to job application procedures, the hiring, advancement,
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or discharge of employees, employee compensation, job training and
other terms, conditions, and privileges of employment.

(b) Construction—As used in subsection (a) of this subsection, the term
“discriminate” includes

(1) Limiting, segregating or classifying a job applicant or employee
in a way that adversely affects the opportunities or status of such
applicant or employee because of the disability of such applicant
or employee;

(2) Participating in a contractual or other arrangement or relation-
ship that has the effect of subjecting a covered entity, qualified ap-
plicant, or employee with a disability to the discrimination prohibited
by the subchapter (such relationship includes a relationship with
an employment or referral agency, labor union, an organization pro-
viding fringe benefits to an employee of the covered entity, or an
organization providing training and apprenticeship programs);

(3) Utilizing standards, criteria, or methods of administration

(A) that have the effects of discrimination on the basis of dis-
ability, or

(B) that perpetrate the discrimination of others who are sub-
ject to common administrative control;

(4) Excluding or otherwise denying equal job or benefits to a quali-
fied individual because of the known disability of an individual
with whom the qualified individual is known to have a relation-
ship or association;

(5) (A) Not making reasonable accommodation to the known physi-
cal or mental limitations of an otherwise qualified individual with
a disability who is an applicant or employee, unless such covered
entity can demonstrate that the accommodation would impose an
undue hardship on the operation of the business of such covered
entity; or (B) denying employment opportunities to a job applicant
or employee who is an otherwise qualified individual with a dis-
ability, if such denial is based on the failure of such covered entity
to make reasonable accommodation to the physical or mental im-
pairments of the employee or applicant.

(6) Using qualifications standards, employment tests, or other
selection criteria that screen or tend to screen out an individual
with a disability, or a class of individuals with disabilities unless
the standard, test, or other selection criteria, as used by the cov-
ered entity, are shown to be job related for the position in question
and are consistent with business necessity; and

(7) Failing to select and administer tests concerning employment
in the most effective manner to ensure that, when such test is
administered to a job applicant or employee who has a disability
that impairs sensory, manual, or speaking skills, such test results
accurately reflect the skill, aptitude, or what other factor of such
applicant or employee that such test purports to measure, rather
then reflecting the impaired sensory, manual, or speaking skills of
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such employee or applicant (except where such skills are the fac-
tors that the test purports to measure).

(c) [Omitted]

(d) Medical Examination and Inquiries

(1) In general—The prohibition against discrimination as referred
to in subsection (a) of this section shall include medical examina-
tions and inquiries;

(2) Preemployment

(A) Prohibited examination or inquiry—Except as provided in
paragraph (3), a covered entity shall not conduct a medical
examination or make inquiries of a job applicant as to whether
such applicant is an individual with a disability or as to the
nature or the severity of such disability.

(B) Acceptable inquiry—A covered entity may make pre-
employment inquiries into the ability of an applicant to per-
form job-related functions.

(3) Employment entrance examinations—A covered entity may
require a medical examination after an offer of employment has
been made to a job applicant and prior to the commencement of
the employment duties of such applicant and may condition an
offer of employment on the results of such examination, if

(A) All entering employees are subjected to such an examina-
tion regardless of disability;

(B) Information obtained regarding the medical condition or
history of the applicant is collected and maintained on sepa-
rate forms and in separate files and is treated as confidential
medical record, except that

(i) Supervisors and managers may be informed regard-
ing necessary restrictions on the work or duties of the em-
ployee and necessary accommodations;

(ii) First aid and safety personnel may be informed, when
appropriate, if the disability might require emergency
treatment; and,

(iii) Government officials investigating compliance with
this chapter shall be provided relevant information upon
request; and,

(C) The results of such examination are used only in accor-
dance with this subchapter.

(4) Examination and inquiry:

(A) Prohibited examinations and inquiries—A covered entity
shall not require a medical examination and shall not make
inquiries of an employee as to whether such employee is an
individual with a disability or as to the nature or the severity
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of the disability, unless such examination or inquiry is shown
to be job related and consistent with business necessity;

(B) Acceptable examinations and inquiries—A covered entity
may conduct voluntary medical examinations, including vol-
untary medical histories, which are part of an employees health
program available to employees at that work site. A covered
entity may make inquiries into the abilities of an employee to
perform job-related functions.

Information obtained under subparagraph (B) regarding the medical con-
dition or history of an employee is subject to the requirement of subparagraphs
(B) and (C) of paragraph 3.23

Since 1990, case law has delineated the parameters of employers’ compliance
with the ADA. In many of the cases, it is clear that the essential functions of the
position are the foundation upon which all further employment decisions are made.
Thereafter, the analysis for determining applicability of ADA protections, and
ultimate employment decisions, is fairly clear; that is, is the person an “otherwise
qualified individual with a disability,” and if so, what, if any, reasonable accom-
modations would enable the person to perform the essential functions of the job?

There are a number of resources on the ADA available through the U.S.
Department of Justice, such as the Americans with Disabilities Act Handbook,
implementation guidelines, advisory opinions, etc. You can speak to a repre-
sentative regarding technical question by calling the ADA Information Line of
the Department of Justice at (800) 514-0301. By calling that number you can
also order publications to be sent by mail or fax; or you may get information
through the Department of Justice’s Web site at www.usdoj.gov/crt/ada/
adahom1.htm.

Some of the written advisory opinions are very narrow in scope. If you in-
tend to use these advisory opinions, make sure your question is the same as
that covered by the advisory opinion, not just similar. Another excellent refer-
ence on this topic is Americans with Disabilities Act: Employee Rights and Em-
ployer Obligations.24

Fair Labor Standards Act. The EPA, also known as the Fair Labor Stan-
dards Act of 1938, requires that employers treat their employees fairly with
regard to compensation. However, the Act expressly exempts any individual
employed by a state or political subdivision, who [is] “not subject to the civil
service laws of the State, political subdivision, or agency which employs him;
and who . . . is appointed . . . to serve on a policymaking level.”25

Rehabilitation Act. Section 504 of the Rehabilitation Act forbids employment
discrimination on the basis of handicap by programs receiving federal financial
assistance. Although the Act proscribes all aspects of discrimination in the work-
place, it does not require an employer to grant any preference on the basis of
disability.

Other Federal Employment Laws
Other areas of federal law that you should be aware of are affirmative action,
lawful disparate treatment, disparate impact, reverse discrimination, and sexual
harassment.
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Affirmative action. Affirmative action means taking race or sex into account
in the employment decision, whether under court order or voluntarily. 26 Under
certain circumstances, the adoption and implementation of a voluntary affir-
mative action plan will pass judicial scrutiny under both Title VII and equal
protection arguments. The EEOC has provided guidelines for a voluntary affir-
mative action plan.27

A mistake many organizations make within their program design is the
failure to include a periodic review of the facts and circumstances that led to
the implementation of the plan in the first place. If the affirmative action plan
works, these underlying factors change with every new hire.

Lawful disparate treatment. Lawful disparate treatment is the intentional
use of sex, national origin, or religion where it is necessary based upon a bona
fide occupational qualification.28 However, race and color are specifically ex-
cluded from this exception. It is inconceivable to think of any circumstance in
the hiring of a chief of police when sex, national origin or religion would be a
legitimate disqualifying trait.

Reverse discrimination. Reverse discrimination involves a “claim by [a]
nonminority individual that he or she was discriminated against on the basis of
race [or sex].”29 This type of claim under Title VII may either attack a current
affirmative action plan or be based upon circumstances that support a claim
that the “employer is among those unusual employers who discriminate against
[the] majority.”30

If the goal of the hiring authority is to hire someone in a protected status,
professional legal and human resource advice is mandatory.

Sexual harassment. Sexual harassment has two separate and distinct defi-
nitions: “quid pro quo” and “hostile working environment.” In the context of
hiring, quid pro quo harassment is the more likely problem. Under quid pro quo
harassment, conduct such as unwelcome sexual advances, requests for sexual
favors, and other verbal and nonverbal conduct of a sexual nature are unlawful
where submission to or rejection of such conduct is used as the basis for an
employment decision affecting the individual. Any attempt to explicitly or im-
plicitly require an applicant for the position to submit to any such sexual con-
duct as a condition of advancing in the selection process is clearly illegal, unethical,
and immoral.

Decisions to Make Before the Search Begins
Beyond basic compliance with the law, there are a number of things you can do
to maximize the perception of fundamental fairness throughout the employ-
ment process.

Define Qualifications
First and foremost, you need to carefully determine the qualifications you are
looking for in your new chief of police. Some questions that may assist you in this
process are shown in the sidebar “Questions to Ask Before the Search Begins.”

Spend the time necessary to thoroughly think through these critical areas:
all employment decisions should be based upon the information and character-
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istics identified during this initial process. This same information will be used
to defend your actions if they are challenged.

Define the Political Situation
Another preliminary question that mandates immediate attention is: How much
political support or interference will the selection committee receive? If con-
trols on political interference are not established early, it can have a devastat-
ing effect on the entire selection process.

Define Essential Functions of the Position
A clear definition of the essential functions of the position will make it easier to
prioritize the characteristics the local government is seeking in a police chief.
As a result of the enactment of the ADA, there is a wealth of information on
defining essential job functions, available through the municipal attorney or
the EEOC.

Questions to Ask Before the Search Begins

• Is there a particular leadership or management style you want this person to
possess?
•Do you need an individual who can manage extensive organizational change?
•Have you identified specific challenges that the new chief will be faced with,

such as ingrained corruption, discrimination, or sexual harassment?
•Does your department have labor-management issues?
•Are you looking for someone with demonstrated community policing skills?
•What educational requirements will be mandated?
•Will you include other specialized training requirements, such as attendance at a

management training program?
•Have you decided on the scope of the search?
•Have you identified the applicant pool you want to reach?
•Have you decided against promoting from within the agency?
• Is there a certain career status you want to include?
•Will you only consider individuals who are currently serving in a chief position?
•Will you include a restriction on the size of candidates’ current department?
•What about the number of employees candidates currently supervise?
•Will you consider community activities?
•Will you look for membership in professional associations such as the Police

Executive Research Forum, the International Association of Chiefs of Police, and
the National Organization of Black Law Enforcement Executives?
•Will you get input from your community?
•Do you have a marketing plan?
•Where will you advertise?
•Are you going to hire a consultant to assist with this search?
•What will you include within your job announcement?
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However, jurisdictions continue to use broad, sweeping job descriptions, of-
ten derived from their local statutes. For example, a local government may say
that it is seeking a chief “to preserve the public peace, prevent crime, and pro-
tect the rights of persons and property.”31 The problem with general statements
like this is that it is impossible to determine whether the applicant can “pre-
serve the public peace” during the initial review of applications or during the
interview process. Neither can a very broad definition of the position help sort
out the best candidates from the hundreds of applications that may be received.
It is not uncommon during the search process for a midsized agency to receive
hundreds of applications.

Some local statutes have undergone extensive revision in recent years and
are good reference points from which to start your evaluation process. A copy of
the amended definition of the Baltimore County (Maryland) Code concerning
the “powers and duties” of the chief of police is provided as Exhibit 5-1. How-
ever, this is only the starting point, not the final job description.

We cannot stress enough the need to establish the base qualifications in
order to create specific, objective criteria against which to evaluate the ap-
plicants during the initial screening and subsequent selection process. A suc-
cessful defense of employment decisions relies on it. Once these crucial
definitions of qualifications are made (for they are the foundation upon which
all other employment decisions will be made), it is time to initiate your search
process.

Avoiding Legal Risk During the Hiring Process

Assemble Your Legal and Human Resources Teams
The purpose of the legal and human resources teams is to provide the best ad-
vice and guidance to those persons who will actually make the hiring decision.
Sometimes these two teams will overlap in the advice they offer. Both should
have familiarity with the law enforcement field. The legal team should provide
guidance on all issues that touch upon matters of legal importance or that may
have a liability component. The legal team may also provide invaluable assis-
tance in reviewing documents for legal sufficiency. An appropriate legal team
may include someone with special knowledge of such areas as employment or
contract law. The human resources team should guide the search committee
through the common obstacles involved in the employment process. Accordingly,
it should be made up of specialists with skills in marketing, background inves-
tigations, writing job descriptions, preparing interview questions, medical and
psychiatric services, finances and accounting, and related fields.

At the outset, it is important to establish for the teams and the rest of the
selection members what the responsibilities and authority of each team will be.
For example, the legal team will have the final say on all matters that could
result in liability, while the human resources team should have the last word on
the essential functions of the job. Clearly defined responsibilities will make
everyone’s job easier and the process less contentious.

As you define responsibilities, it is worth bearing in mind that profession-
als today are segregated into a variety of specializations because of the complex
nature of the tasks they face. The era when one person could provide accurate
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Exhibit 5-1 Powers and Duties of the Chief of Police—Baltimore
County, Maryland

Powers and duties. The chief of police is the chief executive officer of the department,
and in the exercise of the duties shall be subject to the Charter and laws of the county.
Any order to the police department shall be directed through the chief or an official
acting in the absence of the chief. The chief shall take such measures as will ensure
prompt and vigorous enforcement of all criminal statutes, ordinances, and regulations,
the enforcement of which comes properly within the scope of the police function and
power. The chief shall have the arrest powers granted to police officers and shall also
have the following authority and responsibility:
(1) To determine and establish the form of organization of the department and its
subdivisions, and define the functions, duties, and responsibilities of each.
(2) To assign and reassign, allocate and reallocate, members of the department to such
duties and to such organizational subdivisions of the department as in the chief’s
judgment may be necessary to best serve the interests of the public and the department.
(3) To determine and establish such classifications of ranks, grades, and positions for
police officers within the department as the chief may deem appropriate pursuant to the
county personnel law; to prescribe the uniform insignia for all ranks; to define and
designate the authority, responsibility, duties, assignments, rights, and privileges for
each rank, grade, or position; and to establish the order of succession to positions of
command within the department.
(4) To determine and establish such classified service ranks within the department for
nonsworn employees as may be deemed necessary and appropriate in the manner
prescribed by law.
(5) To appoint, promote, reduce in rank, grade or position, reassign, reclassify, retire,
and discharge all members of the department in the manner prescribed by law.
(6) To regulate attendance, conduct, training, discipline, and procedure for all mem-
bers of the department and to issue whatever rules, regulations, and orders as may be
necessary for the good government and proper performance of the department and of its
members. A copy of the rules and regulations of the department shall be made available
to all members of the department.
(7) To institute a system of periodic performance evaluation for all members of the
department.
(8) To establish procedures for disciplining members charged with violating rules and
regulations of the department. Such procedures shall not be in conflict with state or
county law.
(9) To accept, hold, control, maintain and dispose of property, equipment, facilities,
and premises necessary to the operation of the department in such manner as may be
authorized by law.
(10) To establish and modify systems for the reception, processing, and maintenance of
reports and records of occurrences or alleged occurrences of crime in the county and of
the administration, management, and operations of the department; and to establish
procedures, consistent with law, for the safe storage, retrieval, and destruction of
departmental records.
(11) To suspend, amend, rescind, abrogate, or cancel any rule, regulation, order, or
other department directive adopted by the chief or by any former chief and to adopt all
such other reasonable rules, regulations, and orders as the chief may deem necessary to
enable the department to effectively discharge the duties imposed upon it by this title.
(12) To prepare and submit to the county executive the department’s proposed operating
and capital budget for the ensuing fiscal year according to article VII of the Charter and
existing laws.
(13) To enter into agreements and cooperate with volunteer civilian organizations for
the purpose of assisting the department in preserving the public peace and safety.

Source: Baltimore County, Maryland, Code.
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and timely advice on every nuance within his or her general field of expertise
has all but vanished. Over the past decade, specialization in the field of law
enforcement has also emerged in both the human resources and legal counsel
professions. This development adds to the challenge of finding individuals who
can balance the competing interests within the law enforcement profession and
provide support and direction to management to enable it to realize its vision.

Clearly defined responsibilities will make everyone’s

 job easier and the process less contentious.

Once you have identified your professional team, articulate what you want
to accomplish and let the team provide direction through the legal minefield.
You may be influenced to modify some of the things you want to do; however,
seldom should you be intimidated into abandoning them completely. When your
advisers say you cannot do something, ask why. If they respond with something
like “This is the way we have always done it,” find new advisers.

Documenting the Process
First and foremost, never assume that a note or other writing you have pre-
pared for the file is privileged. Do not memorialize any information that you
would not or could not defend or explain in the future. For example, a note from
the local government manager to the administrative officer directing that only
members of minority groups should be considered for the job of police chief would
be the smoking gun for plaintiff ’s counsel. Likewise, if an interviewer writes
personal observations unrelated to the essential functions of the job on
the applicant’s résumé, these notes may be used later in an action against the
interviewer.

Over the years, we have counseled hundreds of individuals with respect to
their writings and personal notes. Most people can easily see the implications of
their documents when they review them days, months, or years later, and have
learned the importance of delayed review. The common theme that has emerged
from these discussions is that documentation should be reviewed prior to its
dissemination but only after sufficient time has elapsed to afford an objective
and rational review. It is our belief that many questionable documents would
never be disseminated if all employers followed this practice. This is not to sug-
gest that information and activities should not be documented. However, before
you document, ask yourself the following questions:

• What concerns would you have if the writings were made public?

• Are there any implications of illegal, unethical, or immoral activities?

• Could you defend your writings (and the thoughts contained therein) to a
third party? A jury?
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If you can logically and rationally answer these questions, you should not
hesitate to document the information. Conversely, if you have trouble with
your answers, you should not only reevaluate whether to document the infor-
mation but also revisit the underlying premise of the actions or decisions being
documented.

Once you have made the decision to document, ensure that you write in a
coherent manner so that you will be able to read and explain your writings at a
later time. It is not unusual for a trial on the merits to commence years after
the incident. Many documents produced in litigation contain illegible, fragmented
thoughts or questionable comments. If you cannot explain your notes and writ-
ings, your testimony and credibility may be questioned. There is nothing worse
than to explain to a jury that you have no idea what you wrote or intended in a
document that you admit is yours.

When you are documenting information during the hiring process, always
explain your reasoning as it relates to the responsibilities of the position. If
there is a position description, reference to this document will be most benefi-
cial should questions arise.

Specific instructions concerning all aspects of the selection process must be
explained to search committee members. Although they may not be employees
of the jurisdiction, they are an integral part of the selection process, and there-
fore legal constraints regarding the employment process apply to them. The
jurisdiction’s liability can also extend to actions by consultants who assist in
the selection process.

Moving through the Process
Although the need to fill the police executive position quickly is understand-
able, haste is often the catalyst for costly mistakes. Some of the most important
steps in moving through the process are summarized in the following
paragraphs:

Brief the search committee. Review responsibilities and legal requirements
with the people who will design and participate in the search process.

Prepare an accurate job description. It is imperative that you take the
time necessary to clearly identify the characteristics of the chief of police you
intend to hire. The job description will be the foundation to justify all of the
actions taken throughout the entire employment process. The earlier section on
decisions to be made before the search begins covers this point.

Review the application process to evaluate whether it will have a dis-
parate impact on groups with protected status.  Have your professional
team review the entire process for compliance with federal, state, and local laws.

Review recruitment and application materials. Review the application
and other documents to be used in this process for any questions related to a
protected status, marital status, race, religion, etc. All such questions should be
removed. If your applicant executes a release of information and waiver of li-
ability form at the preconditional offer stage of the employment process, make
sure those involved in the process do not seek the release of medical informa-
tion. This would violate provisions of the ADA. Furthermore, have your current
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release and waiver form scrutinized for compliance with statutory mandates in
the jurisdictions where they will be used. Otherwise, the response you receive
to your inquiry will be a form letter advising you that your document fails to
comply with statutory requirements of that jurisdiction and therefore no infor-
mation will be released.

In addition to the above, make sure the breadth of the form you use is suf-
ficient. For example, does your form authorize the use of the information ob-
tained beyond the initial hiring process? If not, you should amend this document
to expand the authorized use to include the use of this information for any criminal,
civil, or administrative purpose whatsoever, during the application process, any
term of employment, and after separation or denial of employment. We also
suggest that you add a statement such as “with said use of this information to
be determined in the sole and absolute discretion of the employer.” The release/
waiver form currently used by the Baltimore County (Maryland) Police Depart-
ment contains similar language, and no applicant has ever refused to sign it. It
has been used successfully in several legal challenges to the subsequent release
of information gathered during the background investigation.

In another area, you should mandate that in addition to the criminal his-
tory check of an applicant, each applicant must complete a self-disclosure form
concerning any criminal activities. The need for this supplemental inquiry be-
came quite apparent when recent changes were made to the federal firearm
laws in the area of misdemeanor convictions for domestic violence. Under cur-
rent law, a law enforcement officer who has been convicted of domestic violence
may not possess a firearm. Since one of the conditions that may be placed upon
a chief of police is to carry a firearm, any conviction for domestic violence be-
comes extremely relevant. The national database of criminal history records is
woefully inadequate and should not be relied upon as the sole source for this
information. Check criminal history records in the state and locality from which
the applicant hails.

Evaluate consultants. If you are going to contract with a consultant to assist
in the search process, ask for information on the types of skills and abilities the
consulting firm tests for, and whether anyone has ever challenged the process
based upon a discrimination claim. Once you have this information, an informed
decision can be made.

Communicate all necessary information to all applicants.  Make sure
the requirements of the position are clearly communicated to all applicants. In
the initial interview, ask them if they received this information and determine
if they have any questions about it. Not only will you find out if the process in
place worked, you will also provide the opportunity to clarify any areas that
could be misconstrued during the hiring process or after employment. Your goal
should be to ensure that both the applicant and the interviewers leave the room
with the same expectations concerning the position. Forthright communication
of this kind helps to reinforce the position requirements with the applicants
and reaffirms the selection criteria with the interviewers.

What about a request for confidentiality by applicants? In many states,
information about job applications is strictly regulated by statute. Your state’s
public disclosure law will speak directly to this situation. For example, in some
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states it would be a crime not to disclose an applicant’s information upon re-
quest. Your legal team can and should provide advice on this topic. Therefore,
make sure you are knowledgeable about the public disclosure law in your juris-
diction so that you can advise the applicant of your limitations. Never guaran-
tee confidentiality, even if it is legally permissible to do so.

Document the interview questions and examine them for relevance and
bias. Does everything relate to the job description? If not, do you need to elimi-
nate the question(s) or modify the job description? All interview questions should
be reviewed by a human resource professional to ensure that specific, objective,
and nondiscriminatory criteria will be used during the interview process. A quick
overview of the law in this area prior to the interview will also be helpful.

Many times protected information is volunteered by the applicant during
an interview. Interviewers need to know the legal parameters so that they will
not pursue a new line of questioning about a protected status. For instance, if
the first interview is prior to a conditional offer of employment and medical
information is disclosed by the applicant, can you pursue a line of questioning
to find out more about the applicant’s medical condition? Under the ADA this
information is protected and no further questioning should take place. All docu-
mentation relating to the applicant’s medical condition should be sealed and
only opened if a conditional offer of employment is made. Furthermore, the in-
formation conveyed cannot be considered in determining whether a conditional
offer of employment will be given. Therefore, if you are unsure whether the line
of questioning is prohibited, ask for a short break and explore this matter out-
side the interview room.

If one interviewer takes a break during an interview, make sure the other
interviewers do not continue the interview informally. What is said “off the record”
is usually paramount in any subsequent litigation. It should be made clear that
if someone starts a response with “This is off the record,” that person should be
reminded immediately that nothing in the process is “off the record.”

Review your sexual harassment policy. Before the interview process be-
gins, you and your legal and human resources teams should examine your “quid
pro quo” policy and discuss the adverse perceptions that can result from com-
ments about how someone looks, pressure for dates, sexual comments, sugges-
tive gestures or looks, unwelcome hugging, excessively “lengthy” handshakes,
or brushing against another person. Despite continued attention to these types
of violations in workplaces throughout the nation, they repeat themselves in
the most unlikely settings with the most unlikely individuals.

Treat all applicants fairly and keep an open mind. If you stereotype indi-
viduals who apply for the position, you may be acting illegally or you may elimi-
nate the person best suited for the position. Decisions based upon race, sex,
disabilities, and a number of other well-defined characteristics are clearly pro-
hibited. Unfortunately, information on this type of discriminatory practice must
be discussed since some employers continue to make hiring decisions based on
illegal criteria.

However, not all acts of discrimination violate the law. You will, of course,
make a distinction between applicants based upon the characteristics identi-
fied for the position. By using these essential functions as the standards by
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which all applicants will be evaluated, you will select the most likely candidate.
For example, job announcements in a recent issue of The Police Chief included
the following mandatory requirements:

• Possession of a bachelor’s degree

• Experience to include direct responsibility for not fewer than 60 person-
nel for a period of ten years

• Two years minimum of paid full-time employment at the rank of police
lieutenant or higher.32

Each of these requirements “discriminates” against certain applicants, but
each can easily be related to job functions and none raises constitutional impli-
cations because none of these requirements involves the type of physical or im-
mutable characteristics protected by law. This sort of discriminatory screening
is permissible and necessary.

Communicate with the examining physician and keep medical records
secure. Keep in touch with your medical advisers. For example, after the con-
ditional offer of employment, what happens if the applicant fails the medical
examination? Your medical adviser can provide valuable screening information.
Also, remember that all medical information must be maintained separate from
the applicant/background file.

Make sure you provide the essential functions of the position to your physi-
cian and discuss them with him or her. Some physically unqualified individuals
may pass the medical examination if the physician does not understand the
essential functions of the job. The examining physician’s knowledge of the es-
sential functions is critical to successful defense of any ADA-related claim that
may arise after the conditional offer has been made.

Base the selection on the needs of the job.  Often, the final hiring decision
is based on a variety of subjective factors. Opinions on how someone will fit
within the organization, other personality traits, body language during the in-
terview, and other factors will influence the selection process. Relax, they are
supposed to; furthermore, every one of these subjective factors may correlate
with the qualifications previously identified. Usually, the nexus between the
two is easily made. Nonetheless, when the final decision is between several
individuals, with one or more enjoying a legally protected status, care should be
given to accurately documenting the rationale behind the final selection. The
requirements of the job and the needs of the agency are the guiding light to
follow when finalizing the selection. Otherwise, this onerous task may repeat
itself quickly and frequently.

Prepare a written employment agreement. Once the selection is made,
the employment agreement should be reduced to writing. Although this topic
is discussed elsewhere in this book, a few recommendations and observations
are appropriate here. First, we suggest that the benefits of using a contract far
outweigh the disadvantages. Careful consideration must be given to ensuring
that all of the terms and conditions of employment previously agreed to are
included. It is very difficult to claim a misunderstanding when the disputed
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terms are clearly articulated within the agreement executed by all parties. Fur-
thermore, provisions for arbitration and confidentiality can easily be included
so as to minimize disruption to the department, negative publicity, or any other
adverse impact on the community should the chief ’s employment be terminated.

Conclusion
This chapter is a brief overview of significant discrimination provisions affect-
ing the employment process. Each of the discrimination topics identified herein
is the subject of numerous treatises and extensive case law development. This
is why we recommend professional assistance once a “protected status” issue
has been identified.

We hope this information will heighten your awareness of these critical
issues, allowing you to immediately identify them and, where appropriate, take
corrective measures. Beyond being ethically and morally the right thing to do,
this will also minimize your liability exposure. Nothing will prevent the filing
of litigation, but good preparation and proper documentation are the founda-
tions of a successful defense.

Even though attorneys’ fees can be recovered in a number of the areas in-
volved in hiring, this incentive will be greatly diminished once your reputation
for preparation and proper documentation is established, since the plaintiff has
to prevail in order for attorneys’ fees to be awarded.

Litigation prevention is the focus of this chapter, which is why there are
several references to infusing fundamental fairness into the process. Percep-
tion of unfair treatment is the underlying reason why most individuals who are
denied employment seek legal consultation. Proactive measures undertaken to
eliminate the perception of discrimination and advance the concept of funda-
mental fairness within the employment process will have a direct correlation to
the reduction of legal challenges.

Internet Sites of Interest

www.eeoc.gov Equal Employment Opportunity Commission
www.dol.gov U.S. Department of Labor
thomas.loc.gov U.S. Congress, legislative search engine
www.law.cornell.edu/uscode/ The United States Code
www.law.cornell.edu/topics/ Employment law discrimination law
employment_discrimination.html resources
userwww.service.emory.edu/ New Developments in Employment
~cescoff/employ.html Discrimination Law
janweb.icdi.wvu.edu/kinder/ Americans with Disabilities Act Document

Center
www.hrlawindex.com Miscellaneous human resources materials
www.nbs.ntu.ac.uk/staff/ Human resource management resources on
lyerj/hrm_link.htm the Internet
www.shrm.org Society for Human Resources Management
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6
EVALUATING CANDIDATES

MICHAEL D. MENDENHALL

This chapter focuses on three matters: (1) the factors local government manag-
ers need to consider when deciding how to evaluate candidates for the position
of police chief, (2) the steps that must be followed in applicant prescreening,
and (3) the various methodologies that are available for the evaluation of candi-
dates’ qualifications, skills, and abilities. This chapter is intended to meet the
needs of the practitioner by providing suggestions, evaluations, and recommen-
dations based on real world experience in police chief selection procedures.

Factors to Consider When Deciding How to Evaluate Candidates
Before the local government manager prepares a plan of action for candidate
evaluation, four critical factors must be considered: (1) scheduling and costs,
(2) rules and regulations, (3) evaluators, and (4) methodology.

Scheduling and Costs
Some evaluation processes take longer than others, and the schedule require-
ments of a particular jurisdiction may determine which is used. For example,
because an interview process requires less time and money than an assessment
center, circumstances (such as an already tight budget or pressure from local
citizens to take prompt action) may dictate that the local government manager
select the interviewing methodology.
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It is generally better in the long run to take the time to be thorough than to
wrap up the selection process as fast as possible. For example, it may well be
that additional months of recruiting will result in a much stronger pool of
candidates.

Likewise, a jurisdiction looking to save several thousand dollars by using a
less expensive selection process should keep in mind that the new police chief
will oversee a large department with a budget that may be in the tens of mil-
lions of dollars. From that perspective, the jurisdiction may be better served by
spending more money in order to ensure a more comprehensive process.

Rules and Regulations
Another key factor to take into account is the rules and regulations of the juris-
diction, including local and state ordinances and departmental regulations. An
appointing authority well versed in these matters is more likely to avoid con-
flicts, delays, and other problems resulting from failure to comply with existing
rules or regulations. For example, if regulations require that the police chief
possess a particular type of background, education, or certification, these re-
quirements must be followed and should be clearly communicated to applicants.
If state regulations require that vacancies must be filled by internal candidates
if qualified individuals are available, then those responsible for setting up the
hiring procedures will be required to limit applications to internal candidates,
or must be prepared to document that no qualified internal candidates were at
hand.

Evaluators
Early in the selection process, the local government manager must determine
who will serve as evaluators or assessors in the selection process. Many juris-
dictions recruit a panel of evaluators made up entirely or almost entirely of
local residents. Jurisdictions that have used this approach have done so in or-
der to obtain community input and support, to demonstrate the openness of the
selection process, and to show responsiveness to the needs of the community.

The panel members should meet minimum qualifications in terms

of professional and management experience and education.

Other jurisdictions choose a panel of evaluators made up entirely of law
enforcement personnel. For example, assessment centers conducted by the In-
ternational Association of Chiefs of Police (IACP) recruit police chiefs from other
jurisdictions to serve as assessors. Jurisdictions select this method when they
wish to evaluate candidates’ professional experience and accomplishments, mana-
gerial skills in law enforcement, and approach to law enforcement.

A third option is to include a combination of both law enforcement and
community leaders among the evaluators.

The decision regarding whom to invite to serve as evaluators should be
based on the needs and priorities of the jurisdiction and the local government
manager. Regardless of who is appointed to the panel, the key to a successful
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evaluation process is to stay focused on selecting the best-qualified candidate
for police chief.

Jurisdictions that seek community members’ input and involvement in the
process should carefully define their roles and responsibilities. For example, it
is important to get input from community members as part of the job analysis
of the position. In addition, it may be appropriate to have community members
serve on the evaluation or assessment panel. However, the panel members should
meet minimum qualifications in terms of professional and management experi-
ence and education in order to understand the training they will receive and
the responsibilities they will assume as evaluators. The panel should include a
significant percentage of law enforcement personnel (e.g., 50 percent or more)
in addition to members of the community, to provide expertise regarding law
enforcement in general and management in a law enforcement setting in
particular.

Finally, it should be clear from the beginning that the appointing authority
will make the final hiring decision.

Methodology
The fourth and final factor to consider before preparing a plan of action is
methodology—that is, the selection methods that will be used to assist the local
government manager in deciding who will be the next police chief. A number of
methods are available that will provide critical information regarding the can-
didates’ qualifications and skills, that will meet the needs of the jurisdiction in
terms of cost and scheduling, and that will accomplish the goals of the selection
process. The following section of this chapter provides a review of various steps
that should be taken, as well as discussion of the different types of selection
methods.

Prescreening
The first step in the selection process is evaluation of the candidates’ back-
ground to determine if they meet minimum qualifications. Typically, these quali-
fications are identified on the local government’s job description or class
specification and include required levels of experience and education.

Application Form
The most basic means of prescreening is the application form. Most organiza-
tions have a form that is given to applicants whenever a vacancy occurs. On this
form they typically are asked to list their educational achievements and experi-
ence, along with other information such as certifications and other special quali-
fications. Many organizations require that all applicants fill out such a form for
documentation purposes.

Résumé
Many jurisdictions encourage—and some require—submission of a résumé by
applicants for high-level positions such as chief of police. Although résumés
ordinarily provide significantly more detailed information than a completed
application, they must be read critically because candidates may use vague
or incomplete terminology, may intentionally or unintentionally inflate their
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background and qualifications, or may provide more detail than is necessary
(for example, several pages of educational attainments). Generally, however,
the résumé is a supplement to the information provided on the application
form.

Letter of Interest
Some jurisdictions require that applicants submit a letter of interest with their
résumé or application. Usually, these jurisdictions require applicants to include
key information in the letter, such as a summary of their qualifications, accom-
plishments, philosophy of policing, management experience, or other critical
background factors. This information may assist the jurisdiction in determin-
ing whether candidates meet minimum qualifications and which candidates should
be invited to participate in subsequent phases of the selection process. Frequently,
the letters submitted by the candidates provide useful information regarding
their experience and background, vision for the department, and philosophy of
policing, as well as their written communication skills. However, it is important
to remember that someone else may have written the letter for the candidate,
and therefore the letter should not be used for a final evaluation of written
communication skills.

Essays and Training and Experience Questionnaires
Another technique for obtaining additional information about candidates’ quali-
fications is the use of training and experience (T&E) questionnaires or essays.
Under this method, candidates are asked to respond to specific job-related questions
regarding their experience or background. The responses to these questions are
evaluated to determine whether candidates meet minimum qualifications, or to
assist in narrowing the pool of candidates, or both. More information is presented
on this approach in a later section of this chapter, on methods of evaluation.

“Red Flags” and Other Areas to Investigate
When reviewing applications and résumés and other materials submitted by
candidates, it is important to look for “red flags”: areas of concern that war-
rant additional questioning or investigation. An example of a red flag is an
unexplained time gap in the career information submitted by the applicant.
Another possible area of concern is the candidate’s specialization in terms of
experience or training, which may have been focused on a limited area of law
enforcement. For example, if a candidate’s background is in managing deten-
tion facilities or the supervision of a crime laboratory, then he or she may not
be as strong a candidate as one who has worked in state or municipal law
enforcement.

Level of educational achievement, including continuing professional devel-
opment, should be considered. Most candidates for the position of police chief
will have a bachelor’s degree, and many will also have a master’s degree. Candi-
dates should also provide evidence of ongoing professional training, including
completion of some type of executive management school such as the FBI Na-
tional Academy, the Senior Management Institute for Police (PERF), the North-
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western University Traffic Institute’s School of Staff and Command, or the South-
ern Police Institute’s Administrative Officers Course.

Another area warranting close review is candidates’ experience, including
highest rank achieved, department size, scope of responsibilities, and the size of
the staff they supervised.

A related area of interest is frequency of job changes. Like other factors,
this may work for or against a candidate. A candidate with frequent job changes
may be on a “fast track,” with a proven record of excellent performance in each
of his or her previous positions, or he or she may have had performance prob-
lems in each position. A candidate may have been fired or asked to resign, or
may have otherwise left a position under controversial circumstances, and may
not have put this information on the application form. Although a past termina-
tion should not mean automatic disqualification, it should be investigated.

Another red flag pertaining to employment history is evidence that the can-
didate would be taking a big step up or down in terms of rank, size of depart-
ment, or size of jurisdiction by accepting the open position. A candidate going
from a small department to a large department, for example, will experience
significantly different problems as chief than he or she probably faces in his or
her present position. Someone going from a large department to a smaller de-
partment will also experience different kinds of problems.

A “minus” in one area may be compensated for by

many “pluses” in several other areas.

Another area to investigate when reviewing applications is involvement in
professional law enforcement associations, such as the IACP and PERF, as well
as state and local associations. When reviewing this area, it is important to look
at whether the candidate was actively involved in the association, and whether
he or she assumed a leadership role.

Generally, the top candidates will be the ones who are able to provide a
record of personal and professional accomplishments. These accomplishments
should be evaluated in terms of how well they match the needs of the jurisdic-
tion and whether the candidate has accomplished tasks that also need to be
accomplished in the appointing jurisdiction.

Whereas education, training, experience, accomplishments, professional
associations, rank, scope of responsibility, and job changes are all critical areas
to review and evaluate, the appointing authority should be discerning. Weak-
ness in any one of these areas should not automatically result in disqualifica-
tion. A “minus” in one area may be compensated for by many “pluses” in several
other areas. For example, a candidate lacking a college degree may have experi-
ence, training, and accomplishments that make him or her a strong candidate.
In addition, a factor that appears on its face to be a negative (such as holding
three jobs in seven years) may in fact be a plus, indicating, for example, a strong
candidate who is on a fast track and who has accomplished a great deal in each
position he or she has held.
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Prescreening Roles
Applications and résumés are useful tools to assist local governments in
prescreening candidates for the position of chief of police. However, agencies
should not rely solely on the application and résumé to help them decide who
will move forward in the process and who will not. Additional information should
be requested from the applicant, and the T&E questionnaire and essay format
are excellent means of accomplishing this.

Another important step in the decision-making process is to determine who
will evaluate the information submitted by the applicants and make the final
decision regarding which candidates will continue in the process. Some local
governments that have a central human resources department will assign this
task to a personnel manager. In other jurisdictions, the local government man-
ager will want to make this decision.

One approach that has worked successfully is to have both the personnel
manager and the local government manager review the information and work
together on the evaluations. Under this arrangement, each provides his or her
unique perspective and expertise. The local government manager has the
opportunity to evaluate the candidates’ experience, qualifications, accomplish-
ments, and vision for the department, and determine how well this background
matches the needs and future of the department. The personnel manager is
responsible for ensuring that all decisions are made fairly and consistently, and
that applicable federal guidelines pertaining to test validity and reliability are
followed. The following section of this chapter includes a discussion of these
federal guidelines.

Evaluation
Several techniques may be used to evaluate candidates for the position of chief
of police. No one technique should be considered the best for every situation and
for every jurisdiction. The decision regarding the technique or combination of
techniques to use should be based on the requirements and needs of the juris-
diction and department and an analysis of the advantages and disadvantages
of each method.

Validity and Reliability
Regardless of which selection methods are used, the procedures should comply
with the federal government’s Uniform Guidelines on Employee Selection
Procedures.1

The type of validation on which most jurisdictions will rely is content valid-
ity. This method requires completion of a comprehensive job analysis and docu-
mentation that the elements of the selection process measure a representative
sample of the key elements of the job. For example, if the job analysis identifies
knowledge and experience in preparing and monitoring budgets, then it would
be appropriate to develop written or interview questions about candidates’ back-
ground in the area of budgeting. To comply with professional guidelines per-
taining to content validation, each question or procedure in the selection process
should similarly be supported by documentation regarding the duties and re-
quirements of the position.
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Another requirement of content validation is that the rating process be con-
ducted in a fair, consistent, and reliable manner. Several steps should be taken
to achieve this goal, including rater training, the use of scoring methods with
preestablished benchmarks, and the administration of highly structured meth-
ods of evaluation. Rater training and the use of preestablished benchmarks are
discussed in greater detail in the following sections on structured interviews,
simulations, questionnaires and essays, citizen panels, and assessment centers.

Structured Interviews
One of the most commonly used selection methods is the employment interview.
The interview process should be highly structured, to ensure consistency in the
conduct of the interviews and fair treatment of the applicants. A structured
interview is one in which the same questions are asked of all candidates. Other
steps that should be taken to make the process structured include the use of
interviewer training, the development of scoring benchmarks, and the structur-
ing of follow-up questions, if any are asked.

Interview questions are generally constructed to fit either of two formats:
hypothetical questions and background (historical) questions. A question in the
hypothetical format asks the candidate how he or she would handle a possible
situation such as a job action by employees of the police department or a protest
by a citizens’ group. A question in the background or historical format asks the
candidate about his or her background or experience, including experience han-
dling particular problems or situations.

A key component of a structured interview

process is interviewer training.

Follow-up questions to each of these types of questions may concern
the reasons for actions the respondents said they would take, the outcome or
anticipated outcome of their actions, and the impact on the community or
department.

Although background questions and hypothetical questions both are ap-
propriate, it is generally recommended that for a high-level management posi-
tion such as chief of police, a majority of the questions focus on candidates’
background, experience, and accomplishments. All of the applicants will have
extensive backgrounds and established track records that they can draw on
when responding to these questions. In addition, the selection process should
for the most part focus on behaviors, and experience-related questions are bet-
ter suited to this goal (e.g., “How have you handled this situation?” rather than
“How would you handle this situation?”; “How do you delegate?” rather than
“How would you delegate?”).

Interview questions should reflect the critical components of the job, in-
cluding required knowledge, abilities, and skills, as well as the key issues within
the organization. Besides ensuring that the interviewers will receive informa-
tion that will help the appointing authority make a difficult selection decision,
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using job-related questions ensures compliance with professional and federal
guidelines pertaining to test validation and employee selection.

Another key component of a structured interview process is interviewer
training. Training is critical to ensure that interviewers understand the rating
process and are applying it in a fair and standardized manner to all applicants.
The most effective method of training interviewers is to provide extensive prac-
tice in conducting and evaluating interviews. Interviewers should have the op-
portunity to observe “practice” candidates completing the interview process and
to evaluate the “practice” candidates using the evaluation process that has been
established.

Interviews of the practice candidates may be conducted “live” or they may
be videotaped for presentation during interviewer training. After observing and
evaluating the practice candidates, the interviewers can compare and discuss
their evaluations, resolving differences before interviews of “real” candidates
are conducted. Interview training conducted in this manner generally lasts from
four to eight hours, a time commitment that is necessary to achieve a fair and
standardized process that will provide valuable information about candidates’
skills and qualifications.

One of the critical steps in this process is the recruitment and training of
the practice candidates. These individuals may be recruited from within the
organization, for instance, from the human resources department or another
department within the organization. They may also come from another organi-
zation, such as a neighboring police department. Practice candidates should
provide a wide range of behavior. There is limited training value to a practice
interview that is very good or very poor. Therefore, each practice candidate should
give responses to the interview questions that include examples of both “good”
and “poor” answers. When selecting and training practice candidates, it is im-
portant to stress the need to maintain the confidentiality of the interview ques-
tions and the process as a whole.

Another way to achieve standardization and fairness to candidates is to
develop benchmarks or some other structured scoring or evaluation process prior
to the interviews. The format of this scoring plan may vary from a highly struc-
tured grading system to a general listing of responses that the interviewers will
be looking for. While the format may vary, it is important that a structured
method of evaluating candidates be determined in advance, and that the appli-
cation of this evaluation plan constitute a key component of the interviewer
training.2

The procedures outlined here apply to interviews that are conducted by a
single interviewer as well as those conducted by a panel of interviewers. Although
both formats are commonly used, the police chief selection process frequently
includes a panel interview, which provides an opportunity for a number of
interviewers to evaluate the candidates and to provide their individual insights
regarding the strengths and weaknesses of each candidate. A local government
manager will generally conduct his or her own interviews, and at the same time
may schedule panel interviews in order to receive input from multiple sources.

Simulations
A structured interview process may be supplemented by an interactive simula-
tion exercise. Candidates might be asked to participate in a role-play, for ex-
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ample, responding to the complaints of a citizens’ group, or members of the
news media, or a subordinate with performance problems, or a meeting of the
local elected council. This simulation may be brief and therefore add little to the
scheduling requirements, and yet add much insight into the candidates’ vari-
ous approaches to critical issues, as well as their decision-making skills.

The process of developing and conducting a simulation is similar to that for
a structured interview, including the need to train evaluators and role players,
to conduct the process in a standardized and structured manner, and to develop
preestablished benchmarks for scoring purposes. It is also important to ensure
that the simulation is job related, that is, that it reflects critical components of
the position of chief of police.

Further discussion of the use of simulations is provided in this chapter in
the section on assessment centers.

Training and Experience Questionnaires and Essays
Two commonly used methods of evaluating candidates for high-level positions
such as chief of police are the training and experience questionnaire (T&E) and
the essay format. As discussed earlier in this chapter, this kind of methodology
is frequently used as a prescreening device to determine whether candidates
possess minimum qualifications, or to reduce the number of candidates who
will be invited to take part in subsequent phases of the process.

A T&E generally asks a series of questions regarding the candidate’s expe-
rience, education, accomplishments, and certifications. The questions, which are
similar to the kinds of questions generally asked in structured interviews, should
reflect the requirements of the job as documented in the job analysis, as well as
critical issues in the jurisdiction. Examples of these questions include the
following:

• How would you summarize your experience developing and monitoring
budgets?

• How would you describe your approach to community-oriented policing?
Please include examples of programs you have implemented.

• How would you describe your efforts to implement affirmative action
programs?

• How would you summarize your supervisory and administrative
experience?

These questions generally include specific, structured follow-up requests
for more detail and more specifics, such as “Include in your response a sum-
mary of the outcome of these programs,” or “Be specific about the rank and
number of employees who reported to you.”

Additional follow-up questions may ask for the dates of employment or the
time frame that applied to each response, the name of the department, and the
name of a supervisor or other party who can verify the responses.

Essays are similar to T&E questionnaires in that they require candidates
to provide written responses to questions. A variety of issues can be addressed
in an essay format, such as the candidate’s approach to community-oriented
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policing, or to developing subordinates, or to delegating tasks to subordinates,
or to planning work projects. Another way of using this format is to provide
written or oral information to candidates, such as a magazine article or a writ-
ten report, and then ask them to analyze the information, provide a summary of
the key information, and give their recommendations and the reasons for them.

Evaluations of T&E questionnaires and essays should follow the same
guidelines as those for structured interviews and simulations, with preestab-
lished benchmarks developed for each question, and training provided to raters
to assist them in evaluating the responses in a standardized manner.

Citizen Panels
Frequently a local government manager will convene a panel of local citizens to
assist with the evaluation of candidates for chief of police. This approach provides
members of the community with an opportunity to be involved in the selection
process, to meet the candidates and ask them questions that address local con-
cerns, and to provide input to those responsible for making the final decision.

Although using this approach carries with it a number of risks (for example,
upsetting the citizens whose favorite candidate was not selected, or inviting the
participation of citizens with personal agendas), there are also several poten-
tial benefits to including citizens in the process, such as achieving “buy-in,” and
demonstrating to the community that the process is fair and open.

Jurisdictions that use citizen panels should be aware of the need to follow
the same guidelines pertaining to validity and reliability that apply to other
selection processes: the need to train evaluators, the need to achieve consis-
tency and standardization, and the need to develop procedures that are related
to the requirements of the job. More than other selection methodology, citizen
panels are subject to a lack of standardization. Citizen evaluators may “go off
on tangents,” or pursue agendas that may not be job related, or ask different
questions of different candidates. Those responsible for overseeing a citizen panel
should define (and limit) the role the panel plays, and carefully direct and monitor
the work of the panelists.

Assessment Centers
One of the most effective methods of evaluating candidates for high-level posi-
tions such as chief of police is the assessment center. This is a highly struc-
tured, objective process that is designed to measure candidates’ supervisory,
administrative, interpersonal, and managerial skills. One of the first American
organizations to use assessment centers, American Telephone and Telegraph
(AT&T) began applying the method in 1956.3 Since that time, assessment cen-
ters have been administered in thousands of businesses and governmental units,
including law enforcement agencies.

The results of the assessment center, when considered along with other
methods of evaluation, such as the interview, T&E questionnaire, and back-
ground investigation, provide a comprehensive overview of the candidates’ abilities,
work experience and training, and readiness to take on the responsibilities of
the demanding position of police chief.

Exercises.  The supervisory and administrative skills measured by the as-
sessment center are generally referred to as management dimensions or compe-
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tencies. The assessment center measures these dimensions or competencies by
placing candidates in exercises that simulate some of the key managerial and
interpersonal aspects of the job. A panel of assessors is trained to evaluate how
effectively the candidates handle these situations. Exercises should be designed
or selected to simulate the types and complexity of decisions that a police chief
in the interviewing jurisdiction typically makes, as well as the types of chal-
lenges and problems the chief generally faces. Exercises may take place in a law

Assessment Center Exercises

A variety of exercises may be administered in an assessment center. The following is
a list of exercises that may be administered for the position of police chief:

In-basket.  A written exercise in which the candidate responds to a series of
memos, letters, and other written communications; the candidate must make
decisions, delegate, plan, write letters, and schedule activities both for himself or
herself and for subordinates. The written in-basket exercise may be followed by an
interview with an assessor designed to provide additional information about the
candidate’s actions and rationale.

Interview simulation. An exercise in which the candidate reviews background
information regarding a problem or series of problems and then meets with a role
player to discuss these problems. The candidate prepares for and then meets with
a role player, who may represent a subordinate, a citizen, a local government
leader, or a member of the news media. An assessment center may include more
than one interview simulation (e.g., a meeting with a citizen and a meeting with a
subordinate).

Group discussion. An exercise in which a group of candidates (typically five or six)
discuss an issue or series of issues and then reach consensus on the best solutions.

Analysis/presentation. An exercise in which the candidate is typically given a large
quantity of background information and asked to review and analyze the informa-
tion. Generally, the candidate must write a report summarizing his or her analysis,
recommendations, and rationale for these recommendations. The written report is
typically followed by an oral report: the candidate presents his or her analysis and
recommendations in a formal oral presentation, and then answers questions from
an audience of trained assessors or role players who ask questions and/or challenge
the candidate.

Structured interview. An exercise that is not a simulation, in which the candidates
are asked a series of questions about their work history or approach to manage-
ment, and respond to these questions as themselves (not as part of a role-playing
situation). The interview is designed to measure the same set of skills or dimensions
that are measured by the other exercises, and to supplement the information gained
from the simulation exercises.
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enforcement setting or in a general business setting. The latter type of exer-
cises may be just as effective as those that take place in a law enforcement
setting, if the exercises are constructed to measure the same types of skills,
with the same level and complexity of issues.

Another component of the assessment center process is the use of multiple
exercises. Generally, a police chief assessment center will include a minimum of
three exercises, but may include as many as six.

Multiple exercises provide assessors with the opportunity to evaluate can-
didates in a variety of situations or problems, in order to determine how they
handle a broad range of issues. A candidate may be very effective in one type of
setting, for instance, counseling an employee, but may be less effective in an-
other setting, such as a press conference. A position such as police chief is a
complex, multifaceted job, requiring a wide variety of skills and abilities. Ad-
ministering different types of exercises will determine how effectively the can-
didates handle these diverse issues, and therefore will provide a better
measurement of their managerial skills.

Assessors. Those responsible for conducting the assessment center must give
a great deal of attention to the selection of assessors. These may be law enforce-
ment professionals from other jurisdictions, or local business or community leaders,
or a mix of the two. Regardless of the backgrounds of the assessors, it is impor-
tant to select assessors who are credible, fair and open-minded, and willing to
give the full amount of time required for the assessment center process (often
five full days or more). They should also have a background in management or
in a professional field so that they can comprehend and apply the assessor training
they will receive. Law enforcement professionals should make up at least half
of the assessor team.

There is no central source that lists likely members of assessment panels.
Generally, a local government administrator or personnel manager will contact
police chiefs from other jurisdictions and ask them about their interest and
availability. These chiefs may also be asked to recommend other individuals. If
the local government manager plans to invite members of the community to
serve on the panel, he or she will generally call familiar community leaders or
professionals from business and education who meet the requirements estab-
lished for the assessor team.

Job analysis. As indicated earlier in this chapter, the assessment center is
designed to measure managerial skills that are referred to as management di-
mensions or competencies. These skills are determined by the results of the job
analysis, which documents why these skills are critical to successful perfor-
mance in the position to be filled. The job analysis also provides support for the
exercises that are included as part of the assessment center, by summarizing
the duties, responsibilities, and performance requirements of the position of
chief of police. The job analysis may also suggest some of the components of the
various exercises, such as the types of issues that are ongoing in the community
and therefore may be included as one of the questions in the structured inter-
view or as one of the issues in a simulation exercise. Thus, the job analysis
serves as the key document supporting the content validation of the assess-
ment center process, therefore helping the process meet professional and legal
standards.4
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The following examples illustrate the link between a job analysis and the
types of simulations included in an assessment center. A job analysis may indi-
cate that a particular position requires the ability to meet with members of the
public and the news media, individually and in groups, making formal and in-
formal presentations, answering questions, and providing information regard-
ing the police department. Based on this job analysis information, the assessment
center administrator may include an interview simulation exercise, in which the
candidate is required to meet with reporters and make an oral presentation
regarding some police-related matter (e.g., crime statistics, reorganization of
the department, a major police case), and then answer questions from the audi-
ence. Again, the “audience” consists of assessors or role players trained to ask
questions and challenge the “chief.”

The job analysis might also indicate the need to be able to read and inter-
pret complex information, to analyze relevant information and reach logical
conclusions, and to compile written reports detailing the essence of what was
learned. Therefore, the assessment center may include an analysis exercise, in
which the candidate is required to study a written report summarizing key in-
formation, such as an executive summary of the operation of a fictitious police
department, to analyze this information and develop recommendations, and to
support these recommendations. This exercise may also include an oral compo-
nent, in which the candidate orally presents recommendations and rationales,
and then answers questions regarding these recommendations.

Assessor training. Another key aspect of the assessment center process is
assessor training. The first responsibility that assessors assume is to complete
the assessor training program and to demonstrate through this training their
competency to perform the tasks required of all assessors. Although professional
standards have not established a minimum time requirement for assessor training,
training will generally last two to three days, depending on the experience level
of the assessors and the number of exercises.

The most critical component of assessor training is the use of practice and
feedback. Assessors must become very familiar with the exercises, dimensions,
and scoring methods used in the assessment center; the most effective means of
achieving this goal is by having assessors practice applying these methods on
fictitious “candidates” before using them with real candidates. For example, if
one of the exercises concerns employee counseling, during training the asses-
sors should observe a practice “candidate” participating in this exercise and
record the practice candidate’s behaviors. They should rate this candidate and
then discuss the ratings with the other assessors in order to achieve consis-
tency in ratings across all assessors for this exercise.

Most of the assessors’ training time will be devoted to this practice-and-
feedback process, with assessors observing and evaluating practice candidates
as they complete all of the exercises included in the assessment center. Assessor
training is designed to “calibrate” the assessors, by having them compare their
ratings of practice candidates and make adjustments as necessary, with the
objective of developing a common set of standards that will be applied to all
candidates by all of the assessors.

Videotaping of practice candidates is widely used in assessor training. Not
only does videotaping the practice candidates make the process of assessor training
easier, it also results in a more consistent, more reliable rating process.
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Assessor report forms. Assessment centers are designed to focus on the can-
didates’ behaviors as demonstrated by their performance in the various exer-
cises. Assessors are told throughout the training process that they should focus
on the candidates’ behaviors, including the candidates’ actions, decisions, and
directions provided to others. Therefore, the assessors should provide clear, spe-
cific examples of the candidates’ behaviors in their reports, and their ratings
must be supported with behavioral examples.5

To assist assessors in providing example behaviors, many assessment cen-
ter administrators have developed assessor report forms that include behav-
ioral checklists or benchmark statements for each exercise and for each dimension.
The use of checklists or benchmarks makes the assessors’ job easier by reduc-
ing the amount of writing they are required to do while at the same time im-
proving the reliability of their ratings. By focusing the assessors’ attention on
the same set of rating factors or benchmarks, the administrator is able to re-
duce subjectivity and the possibility that different assessors will look at differ-
ent things.

The following are examples of behavioral checklist items that might be in-
cluded on an assessor report form for one type of exercise (namely, a simulation
of a meeting with a subordinate):

• Commends Captain Hamilton for his strong record with the department

• Stresses the need for Hamilton to attend the neighborhood association
meeting in the future

• Asks follow-up questions to determine why Hamilton did not attend the
meeting

• Makes clear that Hamilton should not have delegated attendance at the
meeting to a subordinate.

Another benefit of the use of checklists or benchmarks is that assessor re-
port forms may be computerized, with the result again being savings of time
and money, as well as improved assessor reliability.6

Summary. One of the advantages of using an assessment center is that much
information and data are generated that at the conclusion of the evaluation
process can be shared with the hiring authority. The local government manager
will rely on this information and will give much weight to the results of the
assessment center when making the final selection.

The assessment center is one of the most comprehensive and labor-inten-
sive selection methods available, requiring a significant investment of time on
the part of assessors and administrators. It is also an expensive process. Cur-
rent costs for a center administered to six candidates may be $7,000 to $10,000
or more, plus administrative and travel expenses, if it is conducted by an out-
side consulting firm. However, many local government managers believe that
the value added by the assessment center, in terms of the vast amount of infor-
mation generated by the process and the insights provided into the candidates’
strengths and weaknesses, justifies the cost of the process.
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Additional Evaluation Methods
Several additional methods should be considered as part of a comprehensive
program of evaluating candidates for the position of chief of police.

Background investigation. The jurisdiction should conduct a thorough back-
ground investigation of the top two or three candidates, or the finalist who will
be offered the position or has been conditionally offered the position pending a
satisfactory conclusion to the background investigation.

The background investigation should be conducted by an outside agency or
consulting firm. It is inappropriate to assign personnel from within the police
department to conduct investigations of individuals who may later supervise them.

A jurisdiction may conduct a less comprehensive background investigation
if the finalists are internal candidates, since the department and upper man-
agement already know a great deal about the candidates and their track records.
However, a background investigation should still be conducted to provide addi-
tional documentation of the skills and backgrounds of the candidates, and to
ensure that a thorough screening process takes place.

Although the background investigation may be conducted at a variety of
levels (from numerous on-site visits to no more than telephone interviews and
record review), the investigation should include several things. For example,
interviews should be conducted with community leaders, coworkers, subordi-
nates, and superiors. A check of the candidates’ criminal records should be com-
pleted. Feedback should be received from the leadership of the employees’ union
or other groups of employees at the candidate’s current department. Informa-
tion received from the candidate should be verified, such as employment his-
tory, educational achievements, and certifications. Information received from
the candidate regarding accomplishments and outcomes of actions taken or de-
cisions made should also be verified. An extensive search of newspaper articles
and other media coverage may also be conducted.

One technique that will facilitate the background investigation process is
the self-reporting method, in which candidates summarize their backgrounds
and provide additional information such as names, addresses, and telephone
numbers of potential contacts. One aspect of this self-reporting process entails
asking each candidate to indicate in writing whether there is anything poten-
tially sensitive in his or her background of which the department should be
aware. Candidates with some issue to report should have the opportunity to tell
their side of the story.

A police executive who has never been involved in controversy may be some-
one who has never done very much on the job, whereas someone who has been
controversial may have accomplished a great deal. Therefore, the background
investigation should focus on all sides of the situation: the actions taken by
the candidate, the results of these actions, and the reasons that controversy
resulted. See Chapter 7 for more on background investigations.

Polygraph testing. As part of the background investigation, some departments
require police chief candidates to participate in a polygraph test to verify infor-
mation received from the candidates. Jurisdictions that use the polygraph to
evaluate candidates for the position of police chief risk losing top candidates.
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Some candidates feel that, given their many years of experience in law enforce-
ment, including command-level experience, a polygraph test is unnecessary and
insulting.

Psychological screening. Psychometric instruments or personality assess-
ment tools based on paper and pencil responses to questions have had an un-
even history in personnel selection. Agencies may use these instruments to
supplement assessment centers and interview formats, in order to corroborate,
confirm, or expand the personality and preference information discovered. They
work best at the tail end of a process, when information regarding the candidate’s
competence has been obtained and the next order of business is to develop a
strategy to integrate the new police chief into the local government’s leadership
team. Additional information regarding management style, relationship pat-
terns, balancing of community and internal demands, and other personality-
based issues may help determine whether a candidate’s personality fits the
psycho-social climate and environment.

Psychometric tools range from very simple and accessible measures of a
few factors to complex measurement of many factors. What the simple tools
gain in accessibility and obviousness, they lose in subtlety or specificity. An
example of an accessible tool is the Myers-Briggs Type Indicator, which yields
four-letter descriptions of one of 16 “types” that can give a general feeling about
the style of the candidate. An example of a complex tool is Human Patterns,
which yields information on many discrete issues, such as leadership prefer-
ences, problem solving, interpersonal relationships, achievement pattern, and
so forth. The more complex the instrument, the more dependent the selection
group is on the competence of the interpreter. It is essential to check with the
publisher of an instrument to verify certification. Be wary of vendors who send
out a computer generated report but do not have a clear understanding of the
context and the role the candidate will be filling. A responsible vendor should
be willing to provide feedback to candidates as well as to the selection commit-
tee, should be able to provide information on statistical validity, and should
have a researchable sample of police personnel to back up their findings.7

If an agency decides to administer a psychological evaluation to police chief
candidates, it is important that a qualified psychologist or psychiatrist admin-
ister the examination and evaluate the results. The psychologist or psychiatrist
should be required to support the use of the examinations he or she feels should
be administered, documenting the specific factors to be measured and how these
factors relate to success in the job of police chief. To comply with requirements
of the Americans with Disabilities Act, the psychological screening process should
only be administered “post-offer”; that is, it should be administered to the can-
didate who is being offered the position, pending successful completion of the
psychological examination.

The Multiple-Hurdle Approach
Most jurisdictions use a multiple-hurdle approach to selecting a police chief.
Candidates complete a series of steps in the selection process, and successively
fewer candidates are invited to participate in each succeeding step. For example,
all applicants complete an application and a T&E questionnaire, and then the
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Another point of view . . .  a psychological approach
to assessment

Another approach to psychological assessment combines the elements of an
assessment center with various methods of psychological testing. A typical
assessment battery for a police executive might take a day to a day and a half
and could include:

• Standardized personality measures
• Interest testing
• Standardized intellectual ability testing, usually completed with several ability

tests of different types
• A structured interview
• An in-basket exercise
• An interactive simulation—usually a role-play interaction with a “subordinate”

or “community member”
• A case study analysis or presentation

The process outlined above would use psychologists as assessors, who special-
ize in these processes and have significant expertise and experience in psychologi-
cal assessment. Organizational psychologists are also typically expert at job
analysis and can help design the assessment process to fit the specific need of the
situation without compromising assessment validity. Moreover, a meta-analysis of
50 assessment center studies suggested that assessment is more predictive when a
greater number of different types of tests and exercises are used.

The chief disadvantage of this approach may be cost. Fees for a comprehensive
assessment may range from $2,500 and up per candidate, not including travel or
other related administrative expenses. In addition, hiring agencies should be sure
that the organizational psychologist they retain uses legitimate tests and measures
that are valid and reliable. Finally, it is important to make sure that the organiza-
tional psychologist understands the critical difference between using standardized
testing and personality measures to investigate typical work-related skills or work
style, and using similar tests to assess psychological fitness (which may include
medically-related conditions such as depression or emotional stability). Assessment
of psychological fitness may only be conducted on a “post-offer” basis.

This side bar was contributed by Dr. Bob Barnett, executive vice president of MDA
Consulting Group, Inc., of Minneapolis, Minnesota.

top six candidates participate in an assessment center, with additional steps
such as interviews, citizen panels, and background investigations following.

One rationale for using a multiple-hurdle approach is that each step is more
time consuming and expensive than the previous one, and it is neither efficient
nor cost-effective to invite every candidate to participate in every step. Jurisdic-
tions that have used a multiple-hurdle approach have generally concluded that
this method works very efficiently and effectively in identifying the candidates
who possess the skills and qualifications that the agency needs.
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However, the multiple-hurdle approach will not apply to every situation.
For example, a jurisdiction may have a relatively small number of qualified
applicants, such as when applications are limited to internal candidates. If the
administrators of the jurisdiction believe that they have a sufficient pool of
qualified candidates, then it may be reasonable and appropriate to invite every
qualified candidate to each of the initial steps of the process.

As with other approaches, the multiple-hurdle method has advantages and
disadvantages. A key advantage is that the jurisdiction is able to evaluate ev-
ery candidate at every step in the process. If the candidates are from within the
organization, their morale will be enhanced by being allowed to participate,
and the process will provide a critical review of their management skills. This
assessment of top staff can identify skills that could be improved with special
training. The main disadvantage of this approach is that time and resources
may be wasted if there are weak candidates going through the process. Another
disadvantage is that if a strong candidate does not emerge, then the whole pro-
cess may have to be repeated.

Summary
This chapter has presented an overview of several methods of evaluating candi-
dates for the position of chief of police, each with its own advantages and disad-
vantages. Exhibit 6-1 provides a summary of the evaluation methods discussed
in this chapter.

Some evaluation methods are more time consuming and expensive than
others. Agencies may be able to implement some of the selection methods on
their own, but may require help from an outside source, such as a consultant, in
order to implement others. Some methods do a better job than others of measur-
ing the skills that are critical in a particular agency. Some techniques may be
inappropriate or unworkable in a given jurisdiction. Those individuals respon-
sible for making this decision should weigh each of these factors, and determine
which method or combination of methods will meet the goals they have set within
their agency and will provide the critical information they believe they must
have in order to make the best selection.
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Exhibit 6-1  Evaluation Methods

PRESCREENING METHODS:

Application Form Standard form designed to include education level,
experience, special qualifications

Résumé Provides candidates opportunity to list additional
qualifications, training classes

Letter of Interest Provides candidates opportunity to highlight experience,
special skills, policing philosophy, vision for department

Essay—T & E Questionnaire Requires applicants to respond in writing to job-related
questions

EVALUATION METHODS:

Structured Interview Includes preestablished questions
Follow-up questions (if any) are also structured
Questions are job-related
Questions may be experience-related or hypothetical
Interviewers are trained
Structured scoring methods are used (e.g., use of

benchmarks)

Simulations Candidates respond to a role-play situation
May be combined with an interview

T & E Questionnaire Questions are structured and reflect key job require-
ments or issues

Frequently includes structured follow-up questions

Essays Written responses are provided by candidates to several
key questions

Citizen Panel Citizens are included in the evaluation process,
e.g., reviewing résumés, reviewing T & Es, or serving
on interview panels

Must be closely monitored

Assessment Center Includes simulation exercises
Multiple exercises are administered
Assessors have backgrounds in management or

professional fields
Job analysis provides documentation supporting

dimensions and exercises
Assessors are trained to evaluate candidates in a fair,

consistent manner
Report forms include checklists or benchmark statements

to achieve standardization
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ADDITIONAL METHODS:

Background Investigation Provides in-depth information about the candidates’ past
history (employment, education, criminal history,
interviews with co-workers, citizens, etc.)

Should be more in-depth for outside candidates

Polygraph May be considered demeaning by some candidates and
therefore may lead to withdrawal of some top candidates

Psychological Screening Professional psychologist or psychiatrist administers
battery of job-related psychological or personal-
ity tests, followed by in-depth interview

Tests and interview questions should be reviewed for
job-relatedness

May only be administered “post-offer” in order to
comply with ADA

1 The Uniform Guidelines on Employee Selection Procedures were developed to establish a
uniform federal position on employment processes. The Uniform Guidelines were published in the
Federal Register on August 25, 1978, and adopted jointly by four federal agencies: the Equal Em-
ployment Opportunity Commission, the Civil Service Commission (whose functions are now the
responsibility of the Office of Personnel Management), the Department of Labor, and the Depart-
ment of Justice. Additionally, the Department of Justice established guidelines (revised as of July 1,
1997) that it applies in exercising its responsibilities under federal law relating to equal employ-
ment opportunity (Code of Federal Regulations, Title 28, Volume 2, Parts 43 to end, from the U.S.
Government Printing Office via GPO Access [Cite: 28CFR50.14]).

2 For a comprehensive overview of how to administer structured interviews, including job
analysis, interviewer training, the process of assigning ratings, documentation, development of bench-
marks, sample questions, and legal issues, see: Alice N. Outerbridge, Developing and Conducting
the Structured Situational Interview, PRD-94-01 (Washington, D.C.: U.S. Office of Personnel Man-
agement, Office of Personnel Research and Development, January 1994).

3 For a summary of the Management Progress Study, the long-term study of the assessment
center process conducted at AT&T, see: Douglas Bray, “The Assessment Center and the Study of
Lives,” American Psychologist 37, no. 2 (1982): 180–189. Bray presents some of the results of the
Management Progress Study, which determined that performance on the assessment center is pre-
dictive of job success. A more comprehensive description of this study and its results is presented in
Douglas W. Bray, Richard J. Campbell, and Donald L. Grant, Formative Years in Business (New York:
John Wiley and Sons, 1974).

4 A review of two separate legal challenges to assessment centers used for promotional pur-
poses in a law enforcement agency is presented by Michael D. Mendenhall in “A Firsthand Account:
Successful Legal Defense of the Assessment Center Method,” Police Chief (June 1992): 61–63. For a
comprehensive description of the professional standards relating to the conduct of assessment cen-
ters, see: Task Force on Assessment Center Guidelines, International Congress on the Assessment
Center Method, Guidelines and Ethical Considerations for Assessment Center Operations (Pitts-
burgh, Pa.: Development Dimensions International, 1989).

5 An effective model for conducting assessor training in order to achieve accuracy of assessor
ratings, as well as a general overview of the administration of assessment centers, is presented by
Kim Kohlhepp in “Assessor Accuracy Training: A Critical Component of the Assessment Center Method,”
Police Chief (June 1992): 54–60.

6 The development and use of behavior checklists as a part of assessor report forms is de-
scribed by R. R. Reilly, S. Henry, and J. W. Smither in “An Examination of the Effects of Using
Behavior Checklists on the Construct Validity of Assessment Center Dimensions,” Personnel Psy-
chology 43 (1990): 71–84. The authors present data that show that validity is improved through the
use of behavior checklist assessor report forms.

7 This section was contributed by Stan Smith of The Human Factor.
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INVESTIGATING CANDIDATES

ANTHONY E. DANIELS, SUSAN E. BORTZ, AND JOHN R. MORAN, JR.*

Managers take advantage of background investigations to use candidates’ past
performance to anticipate, if not predict, their future achievements. Citizens
hold law enforcement officers to high standards of personal conduct and profes-
sional judgment, and certainly demand nothing less from these officers’ lead-
ers. The police chief is always one of the most prominent members of any
jurisdiction’s government. Local officials will be held accountable for ensuring
that the chief is a competent administrator who is also responsible for the po-
lice department’s people and mission. A proficient background investigation ef-
fectively discloses aspects of a candidate’s style and abilities that the rest of the
selection process cannot; further, it can reveal past managerial or behavioral
incidents or indiscretions that may, if undisclosed at the time of selection, re-
sult in embarrassment to the jurisdiction, the candidate, or the manager re-
sponsible for the selection.

This chapter will guide you through the investigative process. Following a
few simple guidelines will enhance any agency’s background investigation:

• Define your standards for the police chief.

• Decide what you will require from the investigative agency.

*The first section of this chapter covering issues to be considered before the background
investigation begins was written by John Moran; those sections of the chapter dealing with the
investigation itself were written by Anthony E. Daniels and Susan E. Bortz.
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• Contract the background investigation to a company that is experienced
in conducting investigations and is familiar with law enforcement.

• Have the investigating team do more than just check the references the
candidate has furnished. Ask each reference to provide three names of
individuals who know the applicant.

• Require that investigators certify the legitimacy of their sources of
information.

• Make sure the investigation is conducted through face-to-face interviews,
instead of telephone interviews, whenever possible.

Although you may use your own staff to handle the background investiga-
tion, it is strongly recommended that this sensitive job be contracted to a licensed
private investigator experienced in conducting executive background inquiries.
Contracting the job to a professional firm gives you more intimate control of the
process and product, reduces the chance of prematurely exposing candidates’ iden-
tities, and provides greater protection of their privacy. Consider only reputable,
competent, and discreet private investigative firms. Get recommendations from
eminent professionals or other associates whose judgment you trust, or locate an
investigator through other legitimate sources. For example, you can contact the
national network of the Society of Former Special Agents of the FBI.

The local government should be aware that the activities of a private inves-
tigator will necessarily be limited by the requirements of the Fair Credit Re-
porting Act (FCRA). Although most people associate the FCRA with credit reporting,
as amended September 30, 1997, it actually covers the reports of all agencies
that collect and sell information about individuals to creditors, employers, landlords,
and other businesses. These agencies are considered consumer reporting agen-
cies under the FCRA, and must comply with its requirements whether they are
reporting credit information or other information. That means, for example, that
private investigators are prohibited from including in their reports any infor-
mation on a candidate’s criminal history that predates the report by more than
seven years, if the job for which the candidate is applying will pay less than
$75,000 a year. For more on the restrictions created by the FCRA, see pages 136
and 137.

Before the Investigation

Setting Standards
Before the local government contracts to a private agency (or assigns to inter-
nal staff) the investigation of candidates’ backgrounds, you must first decide
the standards to which all candidates will be held. Clearly, there is a distinction
to be made between entry-level applicants and those being considered for ex-
ecutive positions. In the latter case, you must decide about certain competen-
cies and the “gut feeling” that you will be able to work with a person. Such
decisions entail a degree of subjectivity that only you can articulate.

However, privates and chiefs share certain responsibilities that come with
their duties to provide law enforcement service to your community. Will you,



Investigating Candidates 123

then, require that potential chiefs meet the same selection standards that you
apply to other police applicants? Further, if the police chief is considered a “law
enforcement officer” under state certification standards, you must find out whether
state selection standards for law enforcement officers apply to the chief. You
need this information at the beginning of the process. And, finally, remember
that fundamental fairness requires that the standards for one candidate must
be applied to each of her or his competitors.

Planning the Investigation
After deciding what standards will be applied to the candidates, consider the
investigative process: what do you want done? You may obtain guidance in this
matter from your senior human resource staff, from professional executive re-
search contractors, or from a private investigative firm with experience in back-
ground investigations. Also, check with your legal experts on all candidate
investigation issues before proceeding. The laws covering these issues are di-
verse, and your legal and human resource experts must be involved in every
step of the process. As with all executive decisions, consider the counsel of those
whom you trust, but outline your process based on the most effective and effi-
cient way to determine whether a candidate is the best-qualified.

Operate under the assumption that the media or others with an

interest in the process will conduct parallel or subsequent inquiries

of actual or potential candidates, finalists, or selectees.

It is important that you consider what you want before you contract with
an investigator. Such preparation not only makes you a shrewder customer, but
helps you articulate what you want to know about any candidate. Further, oper-
ate under the assumption that the media or others with an interest in the pro-
cess will conduct parallel or subsequent inquiries of actual or potential candidates,
finalists, or selectees.

By this phase of the process, you will have already reviewed each candidate’s
application and résumé. Reflecting on our previous consideration of whether
the police executive candidate must undergo the rigorous inquiry you require of
entry-level applicants, note that all of the questions asked of any employee should
be answered during some phase of an executive candidate’s background inquiry.

Criminal and traffic records. In deciding what investigative efforts you will
require for each candidate, always include checking each candidate’s criminal
and traffic records. The need to check these records requires little explanation.
You are responsible for determining the veracity of an applicant’s responses to
questions about these records, and your jurisdiction’s laws and employment stan-
dards may eliminate applicants from consideration based on these records. For
example, federal law makes it unlawful for a person who has been convicted of
a domestic violence offense to possess a firearm or ammunition, and there is no
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exception for people who must carry firearms as a condition of employment.
There are many other examples of this nature that one must consider when
defining the parameters of the investigation and deciding what record systems
should be accessed.

The federal National Crime Information Center (NCIC) and each state
maintain criminal arrest records online. Private investigators cannot access all
these databases, however. Some computerized government records are acces-
sible only by certified law enforcement officers.

NCIC maintains arrest and disposition records of federal and military law
enforcement agencies, as well as most state and local contributing agencies.
However, note that not all state criminal records are always forwarded to NCIC,
so your online inquiries will necessarily also be directed to the state records-
maintenance agency in every jurisdiction where the applicant ever resided. For
the same reason, in addition to online records checks, you should require finger-
print records checks of each candidate from the FBI and every state where the
applicant ever resided.

Some local jurisdictions place restrictions on using criminal records for pre-
employment screening, and you must know your local law when making this de-
cision. Beyond local restrictions, California law precludes using state-maintained
criminal records for employment purposes, even for public safety applicants. Fi-
nally, because arrests, investigative files, and many law enforcement agency re-
ports are not forwarded to NCIC or state records-maintenance agencies, you should
require an investigator to conduct an in-person check at the records-maintenance
agency in each jurisdiction where an applicant has ever resided. Whenever you
find information concerning arrests or charges of infractions, you should obtain
court records before making a decision on the candidate.

Traffic records are routinely maintained by states, not by NCIC, and their
use for preemployment decisions is generally not restricted. However, these records
address time-driven privileges rather than static occurrence dates, as in crimi-
nal records. Moreover, an individual’s driving privileges can be affected by such
vagaries as inaccurate application input or transfer of data from courts or many
different government agencies. For these reasons, you should require investiga-
tors to consider computer-based traffic records only as precursors to obtaining
certified records from every state where the applicant ever resided.

Military record. Another record check to be initiated as soon as possible is
the review of an individual’s military record. All applicants who are veterans
should be required to present the “long form” of their military discharge papers;
we refer here to the DD Form 214, not the certificate of discharge. DD Forms
214 come in two versions, and the long form is the one that reflects certain
codes that reflect the applicant’s character of service. Your investigator may
obtain copies of an individual’s complete military records by forwarding a signed
release to the National Personnel Records Center, Veterans’ Records Manage-
ment Center, 9700 Page Boulevard, St. Louis, Missouri 63115; 314/263-3901.

Credit history. Before setting your process, decide whether credit issues will
affect your decision. If so, what kind of credit problems will you tolerate? If
negative credit history adversely affects a candidate’s employment prospects,
know that your investigation and use of developed information are governed by
the Fair Credit Reporting Act. “Judgment reports” concerning outstanding judg-
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ments or judgments levied against an individual are available through court
systems.

Currently, to use credit information for hiring decisions, you must have re-
ceived written permission from the candidate. If you use credit information to
deny employment, you must:

• Notify the affected candidate of the information and the name, address,
and telephone number of the credit reporting agency (in this case, the
investigative firm)

• Advise the candidate that the credit reporting agency simply reported
information, did not make the adverse decision, and cannot explain the
decision

• Inform the candidate that (s)he has the right to request a free copy of the
credit report from the credit reporting agency within 60 days

• Advise the candidate that (s)he may dispute the accuracy of the credit
report directly with the credit reporting agency.

When deciding whether credit information will be considered and what credit
issues you will tolerate, also decide whether candidates will be given opportuni-
ties to repair their credit or take other actions that may ameliorate a decision
to disqualify them. When making this decision, start by articulating what kind
of consideration is routinely given to other applicants faced with similar
circumstances.

Polygraph examinations. Typically, appointing authorities do not require
candidates for police chief to undergo a polygraph examination. If your jurisdic-
tion does require candidates to submit to a polygraph examination, many local
laws and Commission on Accreditation for Law Enforcement Agencies (CALEA)
standards require that you inform applicants of the requirement at the time
the job is announced.

Medical and psychological examinations. Decide whether you will require
each candidate to submit to medical and psychological examinations. Most agencies
require these examinations of all law enforcement applicants, and the exami-
nations are conducted in accordance with formal protocols that test specific medical
standards. Note that the Americans with Disabilities Act (ADA) applies. ADA
prohibits discrimination in hiring against individuals with qualified disabili-
ties. An individual is considered to have a disability if (s)he has a physical or
mental impairment that substantially limits one or more major life activity.
Medical and mental health examinations are not precluded by ADA; however,
they must be based on job descriptions that reflect essential functions of a posi-
tion. For more on ADA requirements, see Chapter 5.

Further, medical and mental health examinations may only be conducted
after a candidate is issued a conditional offer of employment (COE). Employers
may make a job offer conditional (make a COE) based on the satisfactory re-
sults of a post-offer medical examination or medical inquiry if such examina-
tion or inquiry is required of all entering employees in the same category. In
fact, some agencies issue COEs to applicants before polygraph examinations,
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because the polygraphist must inquire whether the person being examined con-
sumed any medication within 12 to 24 hours of the examination. (This question
is asked to determine whether such substances might affect an individual’s
physiological responses to questions.)

Inasmuch as a police chief candidate who reaches this investigative stage
is probably considered a finalist, it is unlikely you would be challenged for issu-
ing “blanket COEs” to an unreasonably large number of applicants. However,
ADA law evolves regularly. You should check with your jurisdiction’s ADA ex-
perts before deciding when and how to implement the medical and psychologi-
cal evaluations in the executive candidate selection process.

In the event that a reference volunteers information of a medical nature
about a candidate during the background investigation, a simple procedure used
by the Baltimore County (Maryland) Police Department can be followed: the
information is documented and sealed in an envelope, not to be disclosed to the
hiring authority until after a conditional offer of employment has been made.

Field work. Finally, you must decide what interviews and other inquiries you
wish to have conducted. All of these efforts can be considered under the larger

Exhibit 7-1 Sample Plan for a Background Investigation

Initial Interview:
Discussion of process
Preliminary screening
Preparation of releases

Record Checks:
Criminal (NCIC and local)
Traffic
Credit
Military

Re-Interview (if necessary)

Medical Examination (post conditional offer)

Psychiatric Evaluation (post conditional offer)

Field Work
All individuals with whom the candidate had a domestic relationship
Previous employers (including military records)
Listed references
Developed references
Media search
Other interviews

Final Report
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heading of field work, but they include interviews of past employers, domestic
partners, references, and many others. It is certain that you will require some
type of field work. Therefore, for this discussion, we will simply indicate “field
work” in your process and consider individual details later in the chapter.

Having considered all of this, you may develop an investigative plan like
that shown in Exhibit 7-1.

The Background Investigation

Interviewing the Candidate
The first step in the background investigation itself is an interview with the
candidate. The purpose of this interview is not to determine the qualifications.
By this point in the selection process, the interviewing board has already deter-
mined the qualifications and presumably has narrowed the field to one or two
candidates. Rather, this investigatory interview has five purposes.

The first reason to interview the candidate is to confirm all of the informa-
tion that has been included in his or her application and résumé. Look for in-
consistencies and any discrepancies. Be objective, but make note of any discrepancy.

Second, the interview is an opportunity for the lead investigator to let the
candidate know exactly what to expect during the course of the investigation.
Inform the candidate of who will be interviewed, what kinds of records will be
requested, what other kinds of searches will be conducted, including newspaper
and periodical searches, and the expected duration of the investigation. This
information should be communicated so that there will be no surprises for the
candidate at any time.

Third, the interview is an opportunity to determine whether the candidate
has any problem with your contacting people in his or her current department.
A thorough investigation is almost impossible without permission to interview
these people. If the candidate, for some reason, does not want his or her current
employer to know of his or her interest in this new position, find out why. Make
sure the candidate knows of the difficulty presented when investigators are
unable to contact personnel at a potential police chief ’s current workplace. In-
form the candidate that the current employer must be interviewed before a
final offer is made.

Fourth, the interview gives the candidate an opportunity to disclose aware-
ness of any negative or derogatory information that may surface during the
course of the investigation. This may be anything from a credit report showing
a history of slow payment or a bad credit report to the identity of someone with
a vendetta against the candidate.

The interview is an opportunity for the lead investigator

to let the candidate know exactly what to expect

during the course of the investigation.
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At the conclusion of this interview, give the candidate a separate disclosure
document (see Exhibit 7-2). This document notifies the candidate in writing
that an investigation will be conducted and that the report of findings will be
used to evaluate him or her for the position. It also explains the kinds of inves-
tigation that will be conducted. Emphasis is placed on “a separate disclosure
document.” This document must consist solely of the disclosure and is to be
clear and conspicuous.1 After the candidate has read the disclosure, then ask
him or her to read and execute an authorization for release of information.2

(See Exhibit 7-3.)
Include in the release authorization the authority to obtain credit records,

criminal history searches, education verification, employment verification, ref-
erence checks, neighborhood checks, and contacts with the internal affairs of-
fice at the candidate’s present or previous organization.

Usually, personnel investigations do not have to be released to the appli-
cant. Unless local law precludes it, you should also get a signed acknowledg-
ment from the candidate that no information developed during the investigation,
including source identities, will be released to him or her.

However, because some states have freedom of information laws similar to
the federal Freedom of Information Act, it is also important to ask persons be-
ing interviewed whether they want confidentiality in the event that the infor-
mation they are disclosing is released under a FOIA request.

The candidate may be asked to bring the following documents to this inter-
view, which will be copied and returned to him or her:

• Birth certificate

• Official college transcripts (for schools that do not release transcripts to
students, provide the candidate with an official address to which the tran-
script can be sent)

• Naturalization certificate

• Court orders or papers such as divorce decrees, name changes, adoptions,
criminal or civil court orders or dispositions, bankruptcy orders, ex parte
orders, or paternity suits

• Social security card

• Driver’s license, any vehicle registration card, and proof of vehicle
insurance

• Selective service card or proof of registration

• State and federal income tax forms, to include W-2s, for the last two years

• DD Form 214, certificate of discharge from the armed forces, for each period
of military service. The DD Form 214 must be the copy that reflects “Re-
entry Code.” (Whether or not the candidate is asked to bring the other
items listed here, the DD Form 214 is essential, because it may take six to
eight weeks to obtain records from the Veterans’ Records Management
Center mentioned earlier in this chapter.)
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Exhibit 7-2 Sample Disclosure Form

Face-to-Face Interviews
Only after the candidate has been interviewed and has signed the release au-
thorization should all of the other interviews and records checks necessary to
complete the background investigation begin. When appropriate, and if the can-
didate gives permission, interview the following persons (the investigator should
be prepared to present a notarized release when interviewing):

• The candidate’s immediate supervisor

• The chief of police in the candidate’s community (when the candidate is
the chief of police, interview the local government manager or mayor)

• One or two professional peers of the candidate who are in the immediate
area and know the reputation and history of the candidate’s current
department

• An immediate subordinate of the candidate

• A mid-level lower subordinate of the candidate

• A mid-level manager (sergeant or lieutenant) in the candidate’s current
organization

• At least two rank-and-file members of the candidate’s current organiza-
tion, for instance, a sergeant and a secretary

• The human resources officer (or personnel officer) at the candidate’s cur-
rent organization (but remember that under ADA you may not inquire
about any medical information such as workers’ compensation claims unless
the candidate has received a conditional offer of employment)
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Exhibit 7-3 Sample Authorization for Release of Information
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• The head of the internal affairs office at the candidate’s current organiza-
tion. Identify disciplinary problems or actions and any Equal Employ-
ment Opportunity complaints made against the candidate, including sexual
harassment complaints.

• At least two or three leaders in the candidate’s current community. These
can include prominent members of the chamber of commerce, local public
school officials, university or college faculty, and leaders of professional,
religious, business, social, political, charitable, and other groups repre-
senting many aspects of the community.

• The local prosecutor and the U.S. attorney in the candidate’s current com-
munity (if applicable)

• The special agent in charge of the regional office of the FBI responsible
for the candidate’s current community (if applicable)

• A police union representative or representative of a similar association in
the candidate’s current community

• At least three current neighbors

• Any spouse, significant other, domestic cohabitant, or other person with
whom the applicant has or has had a domestic relationship

• Other persons who may have valuable, practical perspectives on the can-
didate’s current law enforcement agency: for instance, a defense attorney
or public defender.

It is important to consider confidentiality in choosing people to interview,
but the investigator must anticipate that not all those interviewed will keep
the interview in confidence.

If for some reason the candidate does not want the current employer to
know of his or her interest in the new position, get permission to conduct the
interviews among people at the candidate’s previous place of employment. If
the investigation is being conducted at a place of previous employment, ascer-
tain the candidate’s place of residence during that employment and conduct the
neighborhood investigation there. Let the candidate know that before a final
offer is made, interviews must be conducted in his or her current neighborhood.

Additional Investigation
As soon as the interview of the candidate has taken place and the authorization
for the release of information has been signed, the candidate’s current or past
personnel file should be reviewed.

• Verify educational background by contacting the institution(s) in ques-
tion directly.

• Verify the date of birth and social security number as listed in the person-
nel file and on the application.

• Compare any application the candidate has provided to the department
with any résumé he or she has made available, making sure all facts are
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the same. If there is a previous résumé or application in the personnel
file, compare it with the new one with an eye for inconsistencies.

• Conduct local criminal record and arrest checks.

• Check motor vehicle records for offenses as well as previous places of
residence.

• Verify military records through the Veterans’ Records Management
Center.

• Conduct database and manual searches for court records regarding civil
cases pertinent to the applicant.

• Request a credit report.

• Conduct face-to-face interviews with the references provided by the can-
didate if these individuals have not already been contacted.

• Conduct a search of newspapers and other periodicals for anything of a
derogatory nature. Such checks can be done manually, either at the ar-
chives of the local newspaper office or at the public library. A more com-
prehensive search can be conducted on the Internet if the candidate normally
has a high profile, or if the candidate has lived in a major metropolitan
area. A third, even higher level of investigation can be conducted using
database resources such as Lexis©-Nexis© or The Dialog Corporation® (for-
merly Knight-Ridder Information, Inc.). Both of these services have ac-
cess to newspaper databases not available to the casual user of the Internet
and both charge for their services according to which databases are
accessed.

Restraints on Background Investigations

Americans with Disabilities Act
Under the Americans with Disabilities Act (ADA), enacted in 1992, the hiring
agency may not ask or require a job applicant to take a medical examination
before a conditional job offer is tendered. Neither can it ask a candidate before
making a conditional job offer whether he or she has a disability or about the
nature of a disability. The agency may make a job offer conditional on the satis-
factory result of a postoffer medical examination or medical inquiry if this is
required for all entering employees in the same job category. It can also be con-
ditional on the satisfactory completion of the background investigation and the
psychological exam, and on being the most suitable applicant from a pool of
qualified applicants.

A postoffer medical examination may disqualify an individual if the em-
ployer can demonstrate that the individual cannot perform the essential func-
tions of the job, even with reasonable accommodation, or there is no reasonable
accommodation that would permit him or her to perform the essential func-
tions. A postoffer medical examination may also disqualify an individual if the
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employer can demonstrate that the individual would pose a “direct threat” in
the workplace that cannot be eliminated through reasonable accommodation.
(For further explanation of the ADA, see Section 28 of the Code of Federal Regu-
lations, Part 35; see also Chapter 5 of this book.)

Fair Credit Reporting Act

Inquiries. Consumer reporting agencies are not permitted to make inquiries
for employment purposes if the inquiry would violate any applicable federal or
state equal employment opportunity law or regulation.3 Investigative question-
ing regarding gender, race, age, religion, or sexual preference is not allowed (see
Chapter 5 for a summary of antidiscrimination laws).

Certain public record information. Consumer reporting agencies are not
permitted to furnish information that is a matter of public record and that re-
lates to an arrest, indictment, conviction, civil judicial action, tax lien, or out-
standing judgment unless the accuracy of the information is verified during the
30-day period ending on the date on which the report is furnished.4 In other
words, the information must be current.

Certain adverse information. Consumer reporting agencies are not permit-
ted to report information adverse to the interest of the person being investigated
that is obtained through personal interviews with neighbors, friends, associates,
or acquaintances of the consumer unless the information has been confirmed from
an additional source with independent and direct knowledge of the information
or unless the first source is the best possible source of the information.5

Adverse action by the department. Under the FCRA, before taking any adverse
action based in whole or in part on a consumer investigative report received
from a private investigator, the local government must provide to the candidate
being investigated the following items:

• A copy of the report

• A written description of the rights of the consumer under Title 15 of the
U.S. Code (15 U.S.C., Commerce and Trade, Chapter 41–Consumer Credit
Protection, Subchapter III–Credit Reporting Agencies, §1681b–Reason-
able Procedures) as prescribed by the Federal Trade Commission6 (see
Exhibit 7-4)

• The name of the consumer reporting agency that provided the adverse
information (see Exhibit 7-5). An adverse action is described as “a denial
of employment or any other decision for employment purposes that ad-
versely affects any current or prospective employee.”7

The FCRA allows a copy of the report to be given to the candidate being
investigated if the candidate requests it. The act states, however, that the sources
of the information acquired solely for use in preparing an investigative consumer
report and used for no other purpose need not be disclosed. A further caveat states
that in the event an action is brought under Title 15 of the U.S. Code, the sources
shall be available to the plaintiff under discovery procedures in court.8
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Exclusions from consumer reports. Consumer reporting agencies are pro-
hibited from including in their reports any information concerning the follow-
ing items:

• Cases under Title 11, U.S. Code [Bankruptcy], or under the Bankruptcy
Act, that antedate the report by more than ten years

• Suits and judgments that antedate the report by more than seven years
or until the governing statute of limitations has expired, whichever is
longer

• Paid tax liens that, from the date of payment, antedate the report by more
than seven years

• Accounts placed for collection or charged to profit and loss that antedate
the report by more than seven years

• Records of arrest, indictment, or conviction of crime which, from date of
disposition, release, or parole antedate the report by more than seven years

• Any other adverse item of information that antedates the report by more
than seven years.9

Exempted cases. It is important to note that the exclusions from consumer
reports are not applicable when the report is to be used in connection with the
employment of any individual at an annual salary that equals or may reason-
ably be expected to equal $75,000 or more.10

Summary
To ensure that you get the right candidate for chief of police, you need to do
several things: Decide on your standards and plan the investigation. Have the
background investigator interview the candidate and verify any information
the candidate gives. Make sure the candidate receives the disclosure form and
signs the authorization for release of information. Have the investigator con-
duct background interviews face to face. The investigator should check with the
offices of personnel and internal affairs at the candidate’s current organization,
review past or current personnel files, conduct local criminal and arrest checks,
request a credit report, interview references, and research print media cover-
age of the candidate. Finally, require from the investigator a clear, concise, and
objective written report containing all of the verifiable information that has
been uncovered.

After all of this has been completed, you can be sure that you have done
everything in your power to ensure the candidate’s viability.
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Exhibit 7-4 Summary of Consumer Rights under the Fair Credit Reporting Act
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Exhibit 7-5 Sample Adverse Action Letter
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1 Federal Trade Commission, The Fair Credit Reporting Act (as amended September 30, 1997)
(Washington, D.C.: Government Printing Office, 1997), §604(b)(2)(A).

2 Ibid., §604(b)(2)(B).
3 Ibid., §606(d)(2).
4 Ibid., §606(d)(3).
5 Ibid., §606(d)(4).
6 Ibid., §609(c)(3).
7 Ibid., §603(k)(1)(B)(ii).
8 Ibid., §609(a)(2).
9 Ibid., §605(a)(1-6).

10 Ibid., §605(b)(3).
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EMPLOYMENT CONTRACTS

FOR POLICE CHIEFS

WILLIAM E. KIRCHHOFF

There are essentially two ways a local government can protect a police chief from
arbitrary and unjustified termination. Either the position can be tenured, or the
police chief can be employed on a contractual basis. This chapter examines con-
tracting for the services of a police chief. This chapter does not deal with the issue
of tenure. It does, however, focus on the concept of providing the police chief with
a legally binding employment contract covering a specific period.

In the early 1980s, the International City Management Association issued
a report, Employment Agreements for Managers: A Guide for Local Government
Managers, that advanced the idea that local government managers need the
protection of an employment contract. Now updated and reissued as Guidelines
for Local Government Managers: Employment Agreements for Managers, the report
argues that an employment contract is essential because effective local govern-
ment management requires changes, innovations, and risk taking if public needs
and interests are to be served.

In various forms, employment agreements for local government managers
have been used for many years. But what about the police chief? Should he or
she receive an employment agreement? One similar to that of a local govern-
ment manager? The answer is yes. The same reasons local government manag-
ers use to explain the need to work under an employment contract are directly
applicable to the police chief position.

The political arena in which the contemporary police chief works is a tu-
multuous place. There are many forces affecting a chief ’s decision on just about
anything he or she says or does. Police chiefs are often accused by their boss
(the local government manager) or other influential parties (police unions, the
news media, school officials, homeowners associations, etc.) of moving on issues
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at the wrong speed. Half accuse the chief of moving too fast. The other half
complain that immediate action is needed. Satisfactorily addressing all the agendas
of all the local stakeholders can make the long-term survival of a police chief
almost impossible.

There is plenty of evidence that the sacking of police chiefs, which be-
came part of the political routine of the 1990s, will continue in the new mil-
lennium. The advent of community-based policing will contribute to this, as
more players get to participate in the “evaluation” of the police chief. The new
skills and attitudes the chief must possess are much harder to evaluate than
once-standard variables such as organizational efficiency, output, and crime
rates. The average tenure of a chief—three to six years—will shrink as more
and more people of influence get involved in the subjective evaluation of the
chief ’s performance.

The community is best served when its police chief is working under the
protection and mandate of a legally binding “performance” employment con-
tract that is related to his or her performance as the community’s chief law
enforcement executive. When someone is appointed to the position of police chief,
whether in New York City, Peoria, or Lubbock, a significant political act has
occurred. In addition to managing the daily grind of a police department in
terms of logistics and operations, the police chief must deal with a never-ending
variety of players in the criminal justice system. Each of these players—judges,
police commanders, reporters and editors, union leaders, politicians, the local
government manager, and countless others—start the “evaluating process” the
minute the new chief is hired.

Chief Anthony Bouza, retired chief of police in Minneapolis, Minnesota, and
the author of The Police Mystique, compares the political pressures on the police
chief to the water’s weight against a submarine hull as the vessel sails toward
an objective. The submarine’s relatively thin shell depends on the superstruc-
ture to hold the ship together, no matter how much pressure is exerted by the
water. A police chief ’s employment contract is often the superstructure he or
she needs to survive the political pressures inherent in the job.

A recent survey conducted by PERF reveals that more than 75 percent of
America’s police chiefs work without a contract, and most of these chiefs func-
tion effectively or even surpass expectations. But the argument that these ex-
ecutives could do a much better job if the conditions for their employment
were spelled out in a legally binding “performance” employment contract is com-
pelling. The simple fact is that when police chiefs do not have the opportunity to
stay in office for a reasonable length of time, their departments cannot achieve
maximum efficiency. This is reason enough to support the use of an employment
agreement as a performance enhancement tool.

The community is best served when its police chief is

working under the protection and mandate of a legally

binding “performance” employment contract.
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The typical public school system offers another model for providing the police
chief with a term-specific employment contract. Like the local elected council,
the school board sets policy and hires its chief executive: the school super-
intendent. Rare is the school superintendent who is not working under a multiyear
contract. And today it is not unusual for school principals, especially high school
principals, to work under the protection of a multiyear contract. Why? The top
administrators in a typical school system, like the best police chiefs, are in short
supply, and school boards want to keep these educators around.

Quality police chiefs likewise are in short supply. When community-oriented
policing is added to the usual complexities of the police chief ’s job, the pool of
qualified people gets even smaller. The local government manager needs to use
the employment contract just as the school superintendent does: to hire the
best and then retain that person over the years.

The Rationale for an Employment Contract
For two reasons, the likelihood of a police chief ’s arbitrary removal is reduced
dramatically with a written contract. First, once the contract is in place, few
have the will to advocate that it be voided. American legal and societal norms
are such that a contract written in the public sector takes on a permanency that
cannot be altered without considerable political costs. The second reason is purely
financial. A legitimate contract, once signed by both parties, is going to cost the
employer public money if the chief is kicked out of office for no legitimate rea-
son. For these and other reasons, use of a legally binding employment contract
helps both the police chief and the local government manager solve several im-
portant problems.

A Contract Reduces the Risks Associated with Relocating
An employment contract provides the police chief with the basic job security
one needs when relocating to a new job setting. A chief who is holding down a
job in a community where he or she is well known and well established fully
recognizes that there are no guarantees of similar security in a new commu-
nity without a written contract. The financial costs of relocating, especially
from a low-cost area to a high-cost area, can take years to recoup, even with a
significant salary increase. Relocating a family only to find out a year or so
later that your at-will job is on the line for reasons beyond your control and
another move is on the horizon, is not without profound financial and emo-
tional consequences.

A Contract Enhances Autonomy and Authority
A contract signals to the rest of the organization that the local government is
committed to the new police chief. Giving this independence to the police chief
is one of the most important things the manager can do if he or she wants the
chief to be successful.

A contract makes it much easier for the police chief to make the tough,
often politically unpopular decisions necessary in running a police department.
With rare exceptions, the police department is a caldron of political activity
that makes organizational change extremely difficult. As the strength of the
police unions grows, and along with it the unions’ ability to influence those who
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hire and fire the police chief, the shield of a contract becomes very important.
New chiefs are frequently hired with a mandate to effectuate change, only to
find themselves reduced to caretaker status or having to leave the job to some-
one much less qualified but more politically palatable.

With a contract, the opportunity to emerge as an effective leader increases.
When everyone knows you have staying power, two things gravitate toward you.
The first is professional loyalty from those who might otherwise subscribe to
the “we’ll be here longer than you” approach. Second, tasks and programs you
want finished will be completed much more quickly because people recognize
that you will be there long after the deadline.

A Contract Clarifies Expectations
If a performance contract is used, and it should be, then goals, objectives, and
the need to accomplish them within a specific time frame should be clearly un-
derstood by all parties, including vested interest groups and the general public.
A performance contract makes public what the chief must accomplish within a
specific time frame to retain his or her job.

It also gives the new police chief, before the contract is signed, the oppor-
tunity for an in-depth dialogue with the local government manager about ex-
pectations and the means of accomplishing them. Because of existing problems
in the department, lack of operational knowledge on the part of the manager,
funding limitations, or any number of other impediments, new police chiefs
often cannot do what their bosses want them to do. Discussions related to the
performance aspect of a chief ’s contract are especially helpful in setting work-
able goals and objectives; they also provide an opportunity to check expecta-
tions against reality. See the sidebar on the next page for a discussion of
performance objectives.

A Contract Encourages Longevity
Police chiefs with contracts tend to serve longer terms than their peers who are
working without one. This is because the contract is viewed as an important
benefit that makes even the most accomplished chief think long and hard
before leaving for another position that does not provide a contract to the
incumbent.

A Contract Improves Performance
The psychological and financial security that accompanies a contract is usually
translated into improved job performance and community commitment. Although
there is a tendency to assume that police chiefs are emotionally strong, there is
a sizable body of research that indicates otherwise. Most chiefs reached the
position of chief in the sunset phase of their career, having left the department
where they were hired, trained, and inculcated in the organization’s value sys-
tem. Now, often for the first time in their career, they find themselves in a new
town, managing a new department with a different culture and working for a
new boss who might be replaced overnight. This is not the best environment in
which to make changes and set new organizational parameters. But the right
kind of employment contract can insulate the chief from some fears and insecu-
rities and improve performance substantially.
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Negotiating an Employment Contract

The Candidate’s Advantage
Hiring a new police chief is one of the most stressful events in the career of a
local government manager. The manager is under great pressure from many
different sources to pick the right person for the job—a chief who can walk on
water in the community. Because of the importance of the police chief position,
the manager is joined at the hip with the chief he or she hires, as far as the local
elected council, the news media, and the general public are concerned. Once the
police chief is hired, his or her performance will directly reflect on the local
government manager. For the most part, this does not happen when the man-
ager hires any other department head.

Most competent local government managers will go through a thorough
recruitment and selection process before hiring a police chief. But the process
takes time, sometimes more than six months. Concern and speculation mount
as the selection process drags on. Perhaps some of the candidates drop out, or
the candidate group as a whole does not meet the local government manager’s
expectations. But as pressure to come to closure builds in the police department
and the community, extending to the local government manager and the local
elected council, no manager wants to start the process over.

With the pressure to decide—and decide well—mounting daily, there is a
subtle but distinct change in negotiating positions. Power now shifts to the per-
son the manager is trying to hire. If there is ever a time for the prospective chief
to press for a contract, that time is now.

Performance Objectives

Reasonable performance objectives that are clearly understood by both the police
chief and the local government manager should be included in the original con-
tract and each contract thereafter. The year-end annual evaluation should be based
on the performance objectives mutually agreed to the year before by the police
chief and the manager.

Performance objectives will differ with the circumstances surrounding each
chief’s job. However, objectives for a competent police chief should deal with big
picture issues, not daily details. Below are some examples of performance objec-
tives that might be included in a chief’s contract:

• Reduce overtime by 25 percent
• Graduate ten officers from the police academy
• Achieve national accreditation
• Write new use-of-force standards
• Improve community relations
• Create a training program for newly promoted sergeants
• Develop a citizens police academy program
• Develop a survey instrument to measure the impact of the community-

oriented policing program.
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The Atmosphere of Negotiation
Negotiations between local government managers and police chiefs often go poorly.
The fundamental reason is that neither individual has much, if any, experience
with negotiations of this type. This is a much different process from the thrust
and parry that goes on between the local government manager and the labor
unions, or the verbal exchange between a police chief and senior citizens con-
cerned about rising crime rates.

In his book Smart Negotiating, James C. Freund points out that most lit-
erature on the subject of negotiating tilts toward one of two schools: the “com-
petitive” model or the “cooperative” model.1

Competitive negotiating has its roots in the bargaining that takes place
between a seller and a buyer. The end product of their efforts is a figure each is
willing to accept. But trust, performance, understanding, and the other compo-
nents of the positive relationship necessary between a police chief and a local
government manager are left out of the process of competitive negotiating. There
is no place in the relationship between a police chief and a local government
manager for competitive negotiating.

Contrasted with this is the cooperative approach to bargaining, which is
explained in the book Getting to Yes.2 Both parties are supposed to put all their
cards on the table and apply objective criteria, focusing on their real interests.
Nice if the police chief and the local government manager can do it, but unlikely
because too many real-world considerations have to be factored into both jobs.

The optimum situation is one in which the negotiations are straightfor-
ward and uncomplicated, conducted in an atmosphere of trust, and concluded
in such a way that both the local government manager and the police chief feel
good about the outcome.

Negotiating Tips for the Candidate

Deal with the totality of the issue.  Compensation is a package of salary
and benefits, which should include the considerations related to relocating to a
new community and the costs of having to leave under circumstances beyond
one’s control. Always negotiate on the basis of what you are presently earning,
and giving up, in totality.

Protect severance. The most important component of the employment con-
tract, certainly from the police chief ’s viewpoint, is severance protection. The
concept is simple. The severance package is there in the event the police chief is
asked to leave before fulfilling his or her contractual requirements, so that there
will be a certain amount of financial wherewithal to bridge the unemployment
gap caused by the unexpected termination. Ambiguity has no place in the sever-
ance section of the employment contract. What you are to receive under certain
conditions, or due to certain events, must not only be crystal clear in terms of
interpretation but also legally impenetrable. Otherwise, you have an asset of
little value.

Do your homework. Study the prospective employer’s benefits package. Fre-
quently you will be able to work out a “custom” package that better serves your
purposes and may even cost the employer no more or even less than what was
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originally planned. Terms of automobile use are one example of a benefit that
can be “customized.” Every police chief is provided with an automobile. Unless
the community is very small, the vehicle is not a tactical unit but just transpor-
tation for the chief. A leased car, which can be used by the chief for personal
reasons, is preferable to a fleet vehicle that is restricted by law and policy from
anything other than official use.

Negotiate only with the person who has settlement authority. As the an-
cient proverb states, “There is many a slip ‘twixt the cup and the lip.” Frequently,
when a police chief is being hired, the deal points are negotiated with the local
government manager. A busy manager is likely to want to have someone from
human services “work out the details.” In a local government bureaucracy, simple
deal points have a way of becoming complex issues. Closure will come much faster
when the prospective chief and the local government manager roll up their sleeves
and do the necessary contract drafting and modification work together.

Don’t overreach. Overreaching makes people angry. This is why, if you have
done your homework, you can negotiate by starting at the outer edge of the
compensation envelope rather than inadvertently going beyond it and starting
off on the wrong foot.

Document each resolved point. Documentation is important as the nego-
tiations move along because people forget or sometimes simply misunderstand
things. If the negotiations are complex, there will be times when both parties
will have to return to something that was agreed to and strike it as an offset or
gain against another benefit. Having documented it makes it much easier to
come to resolution.

Don’t bluff. When you bluff, you lose. At this stage of the game, there are too
many other ways to reach conclusion without having to put all the chips on the
table in the context of a bluff.

Consider compensation over the long term.  Focusing on the dollar amount
in the starting salary is political dynamite. The higher your starting salary, the
more criticism you will get, just because you are either the new face in town or
have been promoted over your peers. Keep focused on forms of compensation
that will automatically increase over the years. For instance, you can settle for
a lower initial salary but work out an arrangement under which your salary
will increase automatically each year. Another technique is to negotiate a gen-
erous annual leave package with a provision for a “cash-out” payment upon
separation from employment.

Maintain your credibility. Always state your case clearly. Say what you
mean, document what has been agreed upon, and live with the consequences.
Your reputation is more important than any benefits gained by underhanded
tactics.

Segregate issues. While you are negotiating for a total package, there are
times, especially if the issue is complex (e.g., a portable pension fund versus the
standard pension program), when it is easier to reach agreement on an isolated
subject.



148 Selecting a Police Chief: A Handbook for Local Government

Deal from strength.  The other side needs to be “appropriately” reminded of
what you bring to the table in terms of credentials, talent, and accomplish-
ments. But, at the same time, your strength should be stated in a subtle way so
as not to create an adversarial negotiating environment.

Be patient. Patience is important to the development of a satisfactory com-
pensation package. When you try to hurry the negotiations, you generally lose.
There is no sense in losing benefits you might have otherwise received if you
had been slightly more patient. Remember, you are negotiating with a very busy
person, the local government manager. The best thing you can do is make sure
your original deal points are clear, supply additional information rapidly when
necessary, and make reasonable concessions when necessary.

Deadlines can be dangerous in the negotiating process. The public process
is a slow one. Nothing is easy, so do not establish a deadline that causes a total
breakdown in the negotiating process. Local government managers report to
elected officials who often meet only twice a month. Sometimes they cannot
produce a majority, and sometimes a key person is not available for a meeting.
And sometimes the local council just needs more time to reflect on the employ-
ment contract.

Offer solutions. Come up with creative solutions when negotiations are at an
impasse. It is usually in your best interest to solve the problem. When you present
the solution, it is usually one that is more to your advantage than if the other
side had worked something out.

Keep negotiating sessions short. If you have prepared your deal points well
and are prepared to explain how they benefit all parties involved, it is far more
likely that you can move through the process in a series of short meetings. For
all the obvious reasons, the longer a session lasts, no matter what the topic, the
more complicated the outcome is.

Be prepared to trade. Negotiating is the process of giving and taking. You
are giving the employer your services. In return, you expect to receive certain
benefits and compensation. But in some communities, there will be political,
financial, or legal considerations that simply prevent the local government manager
from making the benefits or compensation you want available to any prospec-
tive police chief. When faced with the necessity of leaving something on the
bargaining table, consider what is really important to you and your family over
the long haul.

Focus on long-term goal(s). Your immediate goal ought to be to be hired as
the police chief. If not, you should have dropped out of the process earlier. A
longer-term goal might be that of eventually becoming the chief in a larger ju-
risdiction, or the chief in a community in a specific region of the country. This
means you may have to be willing to concede on certain compensation issues
rather than lose the option of using this opportunity as a stepping stone toward
a more desirable position.

Be able to walk away. Walk away from a deal that does not offer you what
you think you need to make the move from your current position to the new job.
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Sometimes the negotiating process between the prospective police chief and the
local government manager just breaks down. When that happens, irreparable
damage may have occurred, and it is perhaps better for both parties to go their
own ways. If you are poised to accept a job under conditions that do not make
you feel good about what you are about to do, then it is not a good career move
for you. Walk away from it. There will always be another opportunity.

The Contract Document
In his book, On The Dotted Line: Police Executive Contracts, Sheldon F. Greenberg
does an excellent job of explaining the model contract he developed for police
chiefs and local government managers.3 There is little need to use a different
model for the purposes of this chapter to illustrate what should appear in a
police chief ’s employment contract. Although I have made modifications here
and there, the model contract presented on the following pages is nearly identi-
cal to the one developed by Dr. Greenberg.

This is a sample contract that is intended to be modified based on negotia-
tions between the police chief and the local government manager. To offer one
small example of such a modification, the police chief might be given a year to
establish residence in the community rather than six months as suggested in
the sample contract.

Summary
Inevitably, there will arise debate and differences of opinion regarding the logic
of providing police chiefs with legally binding employment contracts. Because
police and politics have long been recognized as working components of the lo-
cal government they serve, the police chief will always feel political pressure to
take one action or another. There is clear evidence that if the individual chief
lacks protection from arbitrary and unjustified termination, performance suf-
fers. With the advent of community-based policing, new ideas, programs, and
policing concepts are demanded of police chiefs. Every innovation carries with
it political risk, and local government officials must take care not to discourage
chiefs from their attempts to pioneer new programs. The employment agree-
ment, particularly the type based on clear-cut performance objectives, shields
the police chief against the often daunting pressures that oppose visionary
policing.

1 James C. Freund, Smart Negotiating (New York: Simon and Schuster, 1992).
2 Roger Fisher and William Ury, Getting to Yes (Penquin USA, 1991).
3 Sheldon F. Greenberg, On the Dotted Line: Police Executive Contracts (Washington, DC:

PERF).
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Police Chief Employment Agreement

This Agreement is made and entered into by and between the City
of________________________, a municipal corporation duly organized under the
laws of the State of ____________, hereinafter referred to as “Employer,”
and_____________________, hereinafter referred to as “Employee.”

WITNESSETH:

WHEREAS, Employer desires to employ the services of Employee as Police
Chief of the City of _________; and

WHEREAS, both Employer and Employee agree that it is appropriate to
enter into this Agreement in order to provide benefits, conditions of employ-
ment, and the term of employment; and

WHEREAS, Employee desires to accept employment as Police Chief of the
City of_________________

NOW, THEREFORE, the City of ______________________________ does hereby
employ the services of __________________________ as its Police Chief under,
and in accord with, the following terms and conditions:

SECTION 1. DUTIES

A. As Police Chief, the Employee shall be the Chief Administrative Officer
of the Police Department. The Employee shall be responsible to the City Man-
ager for the administration of the Police Department. The Employee shall be
charged with the effective and impartial enforcement of all city ordinances and
state laws for the protection of all citizens who live in or who visit the city. The
Employee shall be responsible for planning, organizing, directing, staffing, and
coordinating police operations. The Employee shall be responsible for reporting
the operational performance of the Police Department. The Employee shall as-
sist the City Manager in the preparation of a budget.

B. The Employee shall perform other legally permissible and proper duties
and functions as the City Manager shall, from time to time, assign.

C. The Employee shall formulate departmental rules, regulations, and pro-
cedures in cooperation with the City Manager, to whom the Employee reports
and to whom the Employee is responsible for the proper operation of the Police
Department.

D. The Employee shall devote his entire time to the discharge of official
duty and shall not engage in outside employment; however, the term “outside
employment” shall not be construed to include occasional teaching, writing, or
consulting. Employee shall be provided with five days off from his regular du-
ties in the event he chooses to teach, write, or consult.
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SECTION 2. TERM

The term of this Agreement shall be for______ months, commencing on
the________, and terminating on the ___________, unless this Agreement is ex-
tended by mutual agreement of both parties.

SECTION 3. SALARY

A. Employer shall pay Employee for his services an annual base salary of
$______, payable in installments made at the same time as other Department
Heads and Supervisors are paid.

B. Employer agrees to increase this salary in the same increments as any
other general wage increases provided to city employees.

C. In addition, Employer agrees to increase this salary and/or other benefits
of Employee in such amounts and to such extent as the City Manager may de-
termine on the basis of an annual salary or benefit review of said Employee. For
purposes of determining and setting the appropriate annual increase in salary
for the Employee, the City Manager will consider the following variables:

1. The standard or uniform percentage increase given to all other manage-
ment employees.

2. The degree to which the annual evaluation indicates the Employee is
performing his duties and responsibilities and is achieving the Police Department’s
goals and objectives.

SECTION 4. PERFORMANCE EVALUATION

A. The City Manager shall review and evaluate the performance of the Em-
ployee at least once annually. The Employee shall be entitled to discuss the
evaluation, fully, with the City Manager.

B. The City Manager shall hold the evaluation of the Employee’s job perfor-
mance in [anniversary date] of each year. If, as a result of this evaluation, a
salary increase is merited, the increase shall become effective on the anniver-
sary date of employment of the same year.

SECTION 5. HOURS OF WORK

A. Employee agrees to devote that amount of time and energy which is
reasonably necessary for Employee to faithfully perform the duties of police
chief under this Agreement.

B. It is recognized that Employee must devote a great deal of time outside
the normal office hours to business of the Employer, and to that end, Employee
shall be allowed to take compensatory time off as he shall deem appropriate
during said normal office hours.

SECTION 6. RESIDENCE

The Employee shall reside within a radius of ten (10) miles of the city lim-
its of __________ within six (6) months after appointment to the position if such
condition is not in existence at the time of employment.
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SECTION 7. AUTOMOBILE

Employee’s duties require that the Employee shall have the exclusive and
unrestricted use at all times during employment with Employer of an automo-
bile provided to the Employee by the Employer. If requested by the Employee,
the Employer will provide the Employee a monthly automobile allowance of
$____ in lieu of Employer being responsible for providing an automobile, includ-
ing automotive liability insurance, property damage and comprehensive insur-
ance, and operation, maintenance, repair, and regular replacement of said
automobile. Said monthly automobile allowance shall be considered full reim-
bursement for use of the Employee’s personal automobile within the ________
area. Said monthly automobile allowance shall include liability, property dam-
age, and comprehensive insurance in the amount of $250,000/$500,000 naming
the City of ________ as additionally insured. Said monthly allowance may be
adjusted yearly in accordance with city policy. Employee shall receive the stan-
dard mileage allowance provided by the Employer for travel outside the _______
area.

SECTION 8. VACATION AND SICK LEAVE

A. The Employee shall be entitled to accrue vacation leave at the annual
rate of one hundred twenty (120) hours, provided, however, that additional va-
cation awards shall be granted to the Employee for little or no sick leave use at
the rate provided in the “Personnel Manual.” Employee shall have the option to
receive pay in lieu of vacation leave time in accordance with the provisions of
the “Personnel Manual.”

B. The Employee shall be entitled to accrue eight (8) hours of sick leave for
every month of employment up to a maximum of seven hundred twenty-eight
(728) hours.

C. If the Employee resigns or retires from employment, the Employee shall
be paid for accrued vacation and holiday leave time (and for sick time as pro-
vided in the “Personnel Manual”) such unused days at the time of termination.

D. Employee agrees to provide_________days written notice to the ________
prior to resignation or retirement.

SECTION 9. DISABILITY, HEALTH, AND LIFE INSURANCE

A. Employer agrees to put into force and to make required premium pay-
ments for Employee for insurance policies which may include life, accident, dis-
ability, and medical group insurance. Said insurance coverage shall include
hospitalization, surgical, and comprehensive medical insurance for Employee
and his/her dependents. Total amount of premiums paid by Employer shall be
equivalent to that which is provided all other employees of Employer.

B. In connection herewith, Employee agrees to submit once per calendar
year to a complete physical examination by a qualified physician selected by
the Employer, the cost of which shall be paid by the Employer. Employer shall
receive a copy of all medical reports related to said examination.
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SECTION 10. RETIREMENT

The Employer agrees to pay an amount equal to that which is provided to
all other employees of the Police Department of the Employee’s total cash re-
muneration into a retirement plan, or plans, on the Employee’s behalf, in equal
proportionate amounts each pay period. If allowed by law, the Employee shall
have the option to participation within the City’s police pension plan or to have
the funds invested in the International City/County Management Association
Retirement Corporation (ICMA-RC) or other Employee-selected retirement plan.
The Employer agrees to transfer ownership within ICMA-RC or other Employee-
selected retirement plan to succeeding employers upon Employee’s resignation
or discharge.

SECTION 11. DUES AND SUBSCRIPTIONS

Employer agrees to budget and to pay an appropriate amount for the pro-
fessional dues and subscriptions of Employee necessary for his continuation
and full participation in national, regional, state, and local associations and
organizations necessary and desirable for his continued professional growth
and advancement, and for the good of the Employer, including but not limited to
the International Association of Chiefs of Police, the Police Executive Research
Form, and State Chiefs’ Association. The City Manager shall determine the amount
to be appropriated in accordance with the budgetary processes of the Employer.

SECTION 12. PROFESSIONAL DEVELOPMENT

Employer hereby agrees to budget an appropriate amount for travel and
subsistence expenses of Employee for professional and official travel, meet-
ings, and occasions. The amount shall be adequate to continue the profes-
sional development of Employee and to adequately pursue necessary official
and other functions for Employer, including but not limited to the Annual
Conferences of the International Association of Chiefs of Police, the Police
Executive Research Forum, State Chiefs’ Association, and such other national,
regional, state, and local governmental groups and committees of which Em-
ployee serves as a member. Employer also agrees to budget and to pay for the
travel and subsistence expenses of Employee for short courses, institutes, and
seminars that are necessary for the Employee’s professional development and
for the good of the Employer.

SECTION 13. CIVIC CLUB MEMBERSHIP

Employee recognizes the desirability of representation in and before local
civic and other organizations, and upon approval of the Employer, the Employee
is authorized to become a member of such civic clubs or organizations for which
Employer shall pay all expenses. Employee shall report to the Employer on
each membership that he has taken out at the Employer’s expense.
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SECTION 14. DEATH DURING TERM OF EMPLOYMENT

If Employee dies during the term of his employment, Employer shall pay to
Employee’s estate all the compensation which would otherwise be payable to
the Employee up to the date of the Employee’s death, and the contract shall
terminate as of such date.

SECTION 15. REMOVAL AND SEVERANCE PAY

A. Employer may terminate Employee’s employment hereunder upon ten
(10) days’ prior written notice for insubordination, misconduct, or other just
cause. Insubordination, misconduct, or other just cause is to be defined accord-
ing to common definitions found in State and Federal Law. The written notice
shall specifically set forth the cause for termination.

B. If Employee’s employment is terminated for insubordination, misconduct,
or other just cause pursuant to this section, then Employer shall pay to Em-
ployee the compensation payable to Employee for the month in which such ter-
mination occurs prorated to the day of termination. After the payment described
in the immediately preceding sentence, Employer shall have no further financial
obligation to Employee pursuant to this Agreement.

C. If Employee is terminated for insubordination, misconduct, or other just
cause as designated in the above paragraph “A,” then upon ten (10) days’ writ-
ten notice delivered by Employee to Employer, Employee shall be entitled to a
hearing in the presence of a hearing officer. After receipt of the request for a
hearing officer, the Employer and the Employee shall meet to select a hearing
officer. If no agreement can be reached, the Employer and the Employee shall
jointly request the Federal Mediation and Conciliation Service or similar entity
(e.g., State Division of Administrative Hearings or American Arbitration Asso-
ciation) to furnish a list of five (5) arbitrators. Both the Employer and the Em-
ployee shall have the right to strike two (2) names from the panel. The Employer
and the Employee shall meet and alternately cross out names on the list. Lot
chance shall determine who shall cross out first. The remaining person shall be
the hearing officer. The hearing officer shall hold a hearing within thirty (30)
days of receiving notice of the Employee’s request for a hearing and shall ren-
der a written decision within thirty (30) days of holding a hearing.

1. The hearing shall be informal and the rules of evidence shall not apply.
2. In said decision, the hearing officer shall make findings of fact and deter-

mine if the Employee’s termination was for cause.
3. Said decision shall be binding.
4. The hearing officer shall not have the power to add to, subtract from,

modify, or alter the terms of this Agreement in arriving at a decision.
5. The hearing officer’s fee and expenses shall be borne by the losing party.
6. Each party shall bear the full cost of its legal presentation. The Employer

shall not be required to pay the Employee for time spent in attendance at the
appeal hearing.

7. The hearing officer shall be empowered to reinstate the Employee with
or without back pay in whole or in part as the circumstances warrant. Any award
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of back pay shall be reduced by any unemployment compensation the Employee
may have received.

8. If the Employee is terminated without cause, Employee shall be afforded
______ months’ severance pay upon approval of the City Commission and any
accrued sick leave, vacation, holiday, compensatory time, and other accrued benefits.

SECTION 16. INDEMNIFICATION

Employer shall defend, save harmless, and indemnify Employee against
any tort, professional liability claim or demand, or other legal action, whether
groundless or otherwise, arising out of an alleged act or omission occurring in
the performance of Employee’s duties as Police Chief of the City of _______,
such duties to include all obligations and commitments as articulated in this
Agreement. Employer will compromise and settle any such claim or suit and
pay the amount of any settlement or judgment rendered thereon, provided, however,
that nothing herein shall obligate the Employer to pay the costs of defending
any criminal action brought by any State or Federal authority.

SECTION 17. OTHER TERMS AND CONDITIONS OF EMPLOYMENT

The City Manager, in consultation with the Employee, may modify, amend,
or fix such other terms and conditions of employment as may be determined,
from time to time, to be necessary or appropriate, provided that such terms and
conditions are not inconsistent with or in conflict with the provisions of this
Agreement, the City Charter, or any other law. Further, all provisions of the
City Charter and the City Code and regulations and rules of the Employer re-
lating to vacation and sick leave, retirement and pension system contributions,
holidays, and other fringe benefits and working conditions as they now exist or
hereafter may be amended, shall also apply to Employee as they would to other
employees of Employer, in addition to the benefits enumerated specifically for
the benefit of the Employee, except as herein provided.

SECTION 18. NO REDUCTION OF BENEFITS

Employer shall not at any time during this agreement reduce the salary,
compensation, or other financial benefits of Employee, except to the degree of
such reduction across the board for all employees of the Employer.

SECTION 19. NOTICES

Notices pursuant to this Agreement shall be given by United States Mail,
postage prepaid, addressed as follows:

(1) Employer:
(2) Employee:

Alternatively, notices required pursuant to this Agreement may be person-
ally served. Notice shall be deemed given as of the date of personal service or
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as of the date of deposit of such written notice into the United States Mail
service.

SECTION 20. ASSIGNMENT

The rights and obligations of Employer under this Agreement are personal
and shall be binding upon any and all __________ or equivalent authority of the
City of ______________________.

SECTION 21. ENTIRE AGREEMENT

This Agreement shall constitute the entire agreement of the parties. No
oral agreement or arrangement not put in writing shall have any force and
effect, provided, however, that the ordinate amendment to an Ordinance to the
City Charter or amendment thereto shall automatically be incorporated, except
as otherwise expressed herein, into the terms and provisions of this Agreement
after proper adoption by the City Commission, and provided further that this
Agreement shall be binding upon and inure to the benefit of the heirs at law
and personal representatives of Employee.

This Agreement shall become effective commencing the _______ day of
______________. If any provision, or any portion thereof, contained in this Agree-
ment is held unconstitutional, invalid or unenforceable, the remainder of this
Agreement, or portions thereof, shall be deemed severable, shall not be affected,
and shall remain in full force and effect.

THE CITY OF _______ has caused this Agreement to be signed and ex-
ecuted in its behalf by its _______ and duly attested to by the City Clerk, and
the Employee has signed and executed this Agreement, both in duplicate, the
day and year first above written.

Approved by the City Attorney Employee

_____________________ date________ _________________ date________

Attested by the City Clerk City Manager

____________________ date________ ________________ date_________



9
ANATOMY OF A SUCCESSFUL

POLICE CHIEF SEARCH

KURT F. KIMBALL

Local government managers have myriad responsibilities, all of which compete
for their time and attention. On any given day, some responsibilities will be
more important than others. When a vacancy occurs in a key position on the
manager’s executive team, however, the responsibility of conducting a search to
fill that vacancy with the best possible candidate becomes a high priority. When
the vacant position is that of chief of police, the task of filling it becomes a very
high priority. Indeed, choosing a police chief may be the most important hiring
decision a local government manager can make.

About Grand Rapids
The city I have managed since 1987, Grand Rapids, Michigan, is an urban core
city in western Michigan, population about 200,000. The metropolitan statisti-
cal area is home to just over 1,000,000 people. The local community is fairly
diverse, with African Americans constituting 18 percent of the population, His-
panics 7 percent, Native Americans 1 percent, and Asian Americans 1 percent.
The balance of the population (73 percent) is Caucasian. The city was estab-
lished in 1850. It has one of the oldest council-manager local governments in
the country, having adopted that form in 1916.

The city of Grand Rapids has enjoyed remarkable stability in terms of its key
management staff. I have worked for the city for about a quarter-century. With
more than a decade as city manager, I am the longest-serving manager in the
city’s history. The police chief whose retirement created the vacancy I recently
filled had been chief for sixteen years. Both tenures are far longer than the aver-
age, especially considering the politics of a city the size of Grand Rapids.
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The Retirement Announcement
When the chief of police informed me of his decision to retire, on September 19,
1997, it didn’t exactly make my day. You know how it is when you finally as-
semble a great management team—you want it to stay that way forever. I had a
very good working relationship with the chief. He was revered by much of the
community. He was respected by the members of the police department and the
city commission. He had exceptional political and communication skills. He never
made messes he didn’t clean up. In short, I rarely needed to expend time and
energy solving problems involving the department. Many of my peers in the
profession know what a luxury that is. Fortunately, he gave me plenty of ad-
vance notice—four months—so I had until mid-January 1998 to jump-start the
search for a new chief before the chief ’s last day on the job.

I decided that it was important to notify the city commission of the chief ’s
planned retirement without delay. On Friday afternoon of that same day, I called
the mayor and asked if the chief and I could meet with him privately. He agreed,
so the two of us shared the confidential news with him. I then made plans to
assemble the entire city commission the following Monday morning, Septem-
ber 22, for a private breakfast at a nearby club. I did not share with them the
precise purpose. After the meeting with the city commission, I released the news
of the chief ’s impending retirement to the public in a news release.

I knew intuitively that the best interests of my city would be served by a
thorough but swift selection process. Local residents get edgy when their police
department lacks a permanent chief. A protracted period without a replace-
ment for our retiring chief would, I reasoned, unnecessarily add to people’s fears
about crime and the city’s ability to combat it. At the same time, I knew that it
could take a long time to plan, organize, and execute a search without some
outside help. Search processes for top staff, when conducted without any out-
side help, tend to drag on and on, for reasons not altogether clear to me.

Choosing a Search Process and an Executive Search Firm
In the interest of expediting things, I decided to explore the use of an executive
search firm. The city had used search firms occasionally in the past to recruit
previous city managers, but only once or twice before had they been used to find
and select a department director. Grand Rapids is a fairly conservative town,
especially when it comes to spending money. (I suppose most managers would
say the same thing about their communities.) As a result, I couldn’t assume
that my bosses on the city commission would support my recommendation to
hire a search firm. I decided to start by doing some homework.

I knew that the process of hiring a police chief would be unlike the process
ordinarily used to select other department heads. I was minimally involved in
the process my predecessor used sixteen years previously to hire the chief who
was now leaving. I recall it being a totally atypical process compared to the
search for any other department head, primarily because of the intense commu-
nity interest in this important public safety position.

Fortunately, our city has a good records and archives system, so I was able
to obtain the files on the 1981 police chief search process. The then-city man-
ager had made use of two leaders of what then was the Police Executive Insti-
tute. He had also enlisted an esteemed but diverse group of citizens to serve on
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an advisory committee that actually conducted public interviews with the can-
didates on behalf of the city manager.

Although I thought it was wise to enlist outside help, I quickly concluded
that I did not want to invite an advisory committee to conduct the interviews on
my behalf—and I certainly didn’t want them to be public interviews. At the
same time, I knew that the community would be clamoring for meaningful in-
volvement in the process. I knew we were off to the races in this regard when
the local Urban League chapter called a news conference to demand its involve-
ment even before calling me to discuss its members’ concerns.

I knew that I would need to lay out my plan for the process swiftly. Other-
wise, it would be defined by others. I also needed to make it clear to everyone
early on that our city charter made it my ultimate responsibility to make this
hire. City commissioners can easily get confused on this point when such a vis-
ible and important position is involved. Citizens often do not understand the
council-manager form of government, and, by extension, the hiring authority of
the manager. The police chief is often more visible than the manager (and some-
times even the mayor). For some reason, citizens don’t think of the police chief
as having any boss, or, if they do, they assume it’s the mayor or the local elected
council.

The consultant who would be working for us would

have to be able to communicate with the community.

For all of those reasons, I decided to devise my plan in broad outline and get
it out to the city commission and the community as soon as possible. Exhibit 9-
1 is the memorandum I wrote to my bosses at the start of the process—exactly
seven days after the news release on the chief ’s retirement. It shared with the
city commission six conclusions I had reached: (1) The search for a new police
chief would begin immediately. (2) A national search would be conducted.
(3) The city needed to obtain the assistance of a qualified executive search firm.
(4) I would rely on an internal search team of key staff members. (5) I might
choose to rely on an advisory committee to assist me in evaluating some of the
top candidates for the position (something I never did). (6) The recruitment
process would take some time and money to be done correctly. (The memoran-
dum included a rough timetable and budget).

After resolving to use an executive search firm, I next needed to decide on a
fair process for choosing one. There are many firms in the executive search business.
I wanted one experienced in searches for local governments, and most particu-
larly searches for police executives. Even then, there were many to choose from.
To save time, I decided to dispense with the formulation and distribution of a
formal request for proposals. Instead, I made a few calls and quickly learned
that there were only two credible search firms that did nothing but police ex-
ecutive searches—the International Association of Chiefs of Police (IACP) and
an arm of the Police Executive Research Forum (PERF). I invited a couple of
additional search firms with extensive experience in searches for all manner of
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Exhibit 9-1 A Plan for the Selection Process
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local government professionals to quickly send some information. One of these
the city had contracted with before to hire a city manager and a human re-
sources director. This particular firm was intimately familiar with the council-
manager form of government.

After this handful of proposals arrived, I immediately narrowed the field to
two, both of which I asked to send a representative to a face-to-face interview with
several staff members and myself. I knew that the consultant who would be work-
ing for us would have to be able to communicate with the community, in addition to
having a sure grasp of the basic mechanics of the executive search process.

In the end, I selected PERF because of the nature of the organization (a
membership consisting of well-educated, progressive police professionals from
larger cities), the research and development reputation of the organization (es-
pecially with regard to community policing and community-oriented problem
solving), the extent of its contacts with and knowledge of progressive police
professionals throughout the country, and, finally, the confidence I acquired in
the woman who would be performing most of the work on our contract. Price
was a factor, but not a big one in my book. I figured that the cost of a search that
resulted in the hiring of the ideal police chief would be cheaper than the “cost”
that would be exacted by a possibly less expensive process that resulted in ap-
pointment of the wrong police chief. I’m not sure that’s the way local residents
saw it. In fact, I got the strong impression that they were generally displeased
by the idea of paying $20,000 or more just to find a police chief.

Rather than surprise the city commission with my plan, I met individually
with each member of the commission to sell the advantages of using an execu-
tive search firm and to make sure my recommendation to contract with PERF
would be favorably received. This proved to be time well spent, because the city
commission unanimously approved my recommendation. Our city attorney’s office
assisted with the preparation of a contract for the work to be performed. The
contract was swiftly executed, and we were on our way!

Internal Search Team
Early on, I decided that I would need an internal search team of trusted advi-
sors to help with all aspects of the process. I wanted a small but well-rounded
group of professionals with differing perspectives. It was also important that
the persons selected be able to keep the process entirely confidential until we
were ready to go public. I chose the human resources director, the equal oppor-
tunity director, the deputy city manager (who has line responsibility for plan-
ning and development functions), and the assistant city manager for neighborhood
services. On the basis of race and gender, we happened to be a reasonably di-
verse group—two white men, one black man, one black woman, and one His-
panic man. One of our objectives from the start was to do our utmost to end up
with a diverse group of finalists to choose from. This was impressed upon our
executive search consultants from the beginning.

Soliciting Input
The human resources director and I worked with the search consultant to com-
pose an inviting job announcement (Exhibit 9-2), which was then advertised in
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Exhibit 9-2 Position Announcement
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newspapers, Police Chief Magazine, Michigan Police Chiefs Newsletter, Crime
Control Digest, PERF’s Subject to Debate, and several other newspapers and
journals.

The next major task was to design a meaningful process for public and
interest-group input. Because I was determined not to relinquish my responsibil-
ity and authority to make the final decision to hire, I needed to assure the city
commission and the community that I was listening to every voice with a legiti-
mate stake in the outcome of the search process. Once again, I needed to come out
with my plan as soon as possible, so that others would not invent it for me. So, in
a very proactive way, we pulled out all the stops to collect information from all
segments of the community. Because Grand Rapids is a big city with lots of differ-
ent opinions on any given subject, I wanted to be sure that the process would
provide input from all interest groups, including the “silent majority.”

The approach we used was multifaceted. The search consultant started with
private half-hour interviews with each member of the city commission (seven
sitting members and three members-elect who would not take office until Janu-
ary). A special meeting was arranged for the search consultant and me to meet
with the city’s community relations commission, a seven-member board with
the quasi-judicial duty of conducting hearings and making decisions on issues
involving compliance with a number of city policies to eliminate prejudice and
discrimination and to ensure equality of treatment and opportunity to all, re-
gardless of gender, race, color, creed, national origin, or ancestry. The composi-
tion of this board is very diverse, including African American, Hispanic, Native
American, Asian American, disabled, and gay and lesbian representatives. It
also includes two student representatives recruited from area high schools (as
do all of the city’s myriad boards and commissions).

The search consultant started with private half-hour

interviews with each member of the city commission.

The next group whose input was particularly important to solicit was the
police department itself. Private, individual interviews with the search consult-
ant were arranged for all of the top command members of the department (the
deputy chief and captains) and the presidents of the police unions. Additionally,
a “Police Task Force” consisting of volunteers from within the department (civil-
ians, experienced as well as new employees, and uniformed employees from all
units within the department) was composed and provided excellent input to the
search consultant and me. We didn’t forget to include the outgoing police chief,
but care was taken not to let the retiring chief overly influence the process.

Because the government of Grand Rapids is increasingly team oriented,
and because we see community policing in the city evolving into community-
oriented government in which all city departments collaborate in new ways to
better serve our customers, I felt it was important to solicit the input of other
city departments. The search consultant and I met with groups of staff, includ-
ing my executive “cabinet.” Additionally, the search consultant met individually
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with key department directors, including the fire chief, the director of parks and
recreation, the streets and sanitation director, and the city attorney, among
others.

The internal search team and I also felt that we needed a structured ap-
proach to soliciting input from a variety of other interest groups, many of whom
were most anxious to be involved in the process. We decided that the search con-
sultant and I would meet with small groups (ten to twelve persons each) repre-
senting each of the following: neighborhood associations (Grand Rapids has 35
such associations dating back to the 1970s), business (hosted by the chamber of
commerce), African Americans, Hispanics, Native Americans, students (in both
the public and the private schools), senior citizens, and the criminal justice com-
munity (officials such as the county sheriff, prosecuting attorney, city attorney,
district and circuit court chief judges, probate judge, U.S. attorney, and a couple of
practicing attorneys and members of the local bar association). It was not easy to
decide whom to invite to each of these meetings. We wanted to keep these gather-
ings small, but we also wanted to ensure that no one would complain of being left
out. I relied heavily on the internal search team in coming up with the final list of
persons to be invited to these meetings. The team’s collective knowledge of the
community resulted in selection of a well-rounded group.

To provide opportunities for general public input, we hosted one citywide
“public forum” in the city commission chambers in city hall. Also, I hosted a live
call-in cable television show one evening on which the search consultant briefly
talked about the process before we opened the phone lines to the viewing audi-
ence. We established a dedicated 24-hour phone hotline on which callers could
leave one-minute messages concerning the search process that were recorded
and later transcribed. We used the city’s Internet page to invite comment, and
plugged into the area’s “virtual conference” capabilities via a network of Internet
pages. We invited the public to fax us their opinions and advice and devised a
simple questionnaire in both English and Spanish that was inserted in the daily
newspaper as well as several weeklies that focused on the different minority
communities. This questionnaire, which was titled “Who Should Wear This Badge?”
(see Exhibit 9-3), asked for responses to the following three open-ended ques-
tions: What qualities are you looking for in a new police chief? What would you
expect a new police chief to accomplish in the first year? How could a new police
chief make the police department more effective?

We received more than 500 responses to our questionnaire. Most of these
were thoughtful, thorough, and genuinely heartfelt opinions that clearly reflected
the diversity of our citizenry. I personally read every one and then forwarded
them to the search consultant for her use in composing a “profile” of the kind of
police chief we would look for. Many local residents commented that they were
surprised and delighted to be asked for their opinion. The effort we went to and
the thoroughness of our efforts to obtain input from the entire community earned
us praise from the news media, the general public, and virtually every segment
of the community. More important, after digesting all this input, I felt that I
had a sure feel for the pulse of the community in terms of its hopes and dreams
for a new police chief—better than any other single individual in the city, in-
cluding the mayor and any member of the city commission.

Lest you think that the input-gathering process was horrifically time con-
suming, let me assure you that it wasn’t. Our news release announcing the call
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Exhibit 9-3 Citizen Questionnaire
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for general public input was issued on November 3. The deadline for such input
was November 14. All of the interviews with city commissioners, police depart-
ment staff, other city staff, and all of the interest groups, as well as the public
forum and cable television show, were conducted November 10 to 12. Advance
planning was the key to accomplishing so much in so little time. After this whirlwind
of input, we were amply prepared to move on with the search.

The search consultant compiled, digested, synthesized, and distilled all of
this input into a seven-page summary of the qualities and abilities the commu-
nity desired in the prospective Grand Rapids police chief.

Outreach Efforts
Throughout November and December, the search consultant directly recruited
candidates to apply for the position and gathered recommendations from a va-
riety of sources. More than 200 calls were made. The consultant sent a package
of materials to prospective candidates that included a copy of the advertise-
ment, recent newspaper articles on the search and issues facing the police de-
partment, a department organizational chart and budget, a copy of the profile
report, public relations materials on the city, a city budget, city statistics, a copy
of the police department’s mission statement, a copy of Grand Rapids Maga-
zine, housing information, a city map, chamber of commerce information, and a
copy of the city’s various newsletters to staff and the general public.

The initial closing date for applications was December 31. In retrospect, I
would not have selected New Year’s Eve as the deadline. What with the holidays
and all, I’m sure some candidates were simply too busy to turn attention to the
task of preparing and submitting résumés. As it turned out, the deadline was
extended slightly to provide time for stragglers and to afford more time for
the search consultant to approach candidates directly who might not otherwise
have applied. Altogether, when the final deadline came, 52 résumés had been
submitted.

Candidate Screening
The search firm then went to work on screening the résumés, gathering refer-
ence information, and performing a periodical search on the best-qualified can-
didates. By the middle of January, the executive search firm had completed its
preliminary review of all candidates.

Rather than have the search firm narrow the list on its own, I decided to fly
to its offices in Washington, D.C., to meet with PERF staff and peruse every
résumé that had been submitted. The staff provided candid assessments of each
of the candidates and the reasons why the search firm had separated them into
different categories for different levels of consideration. I decided to perform
this first cut by myself, without the aid of my internal search team, in part to
maintain the highest level of confidentiality. I was adamant that there were to
be no leaks. My team would work with me to narrow the list to the handful of
finalists who would then be exposed to the general community. As discussed
more extensively later in this chapter (under the heading “Initial Interviews”),
this worked out better than expected, especially given the extraordinarily in-
quisitive nature of the news media in the Grand Rapids area.
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The time I spent privately and confidentially with PERF staff proved in-
valuable. In a short time, we explored the fit between the profile the firm had
constructed and a great variety of different candidates, some from large cities,
some from small, some with extensive experience at different levels, some with
less experience but with obvious potential. My thinking was challenged on sev-
eral different fronts. For example, I was encouraged to consider “up and comers”
from cities far smaller than Grand Rapids, as well as candidates from much
larger organizations. We also discussed candidates with unusual experience or
atypical backgrounds. In the end, we narrowed the field to 15 to 20 candidates.
I returned home with résumés and other paperwork on this smaller group of
candidates for more extensive review and screening with the internal search
team.

About this time, I learned that one of the most promising African American
candidates had been offered the job of police chief in another city. I quickly
decided to arrange a quiet meeting with that candidate in hopes of convincing
him to maintain his candidacy for the job in Grand Rapids. The meeting went
well and I was very favorably impressed with the candidate. But in the end,
that candidate could not wait for our process to conclude. As a result, he took
the other job. I learned from this experience that it is important to move swiftly,
lest you lose a top candidate to another suitor.

The internal search team and I met on three occasions the last week in
January, at times connected by conference call to the search firm staff, to debate
the relative merits of the candidates and to narrow the list to a small group to
invite for interviews. We had a fairly strong consensus on nine candidates—
four from inside the department and five from outside. We were intrigued with
a couple of additional outside candidates, but not so intrigued that we were
willing to pay for all of the expenses involved in having them come in for inter-
views. So we decided to conduct videoconference interviews with these two can-
didates, while electing to bring the others to Grand Rapids for their interviews.
We recognized that this constituted some disadvantage for the additional two
candidates, but the alternative, we decided, was not to interview them at all,
and our curiosity was too great to let that happen.

Initial Interviews
The initial round of interviews with the eleven candidates was conducted over
two days in mid-February. Tours of the city were scheduled for out-of-town can-
didates with confidential executive office staff. Hotel accommodations were made
for the candidates by the city with all expenses being directly billed to the city.
In an effort to preserve confidentiality during this phase, hotel reservations for
the candidates were made under fictitious names. The interviews (except those
conducted by video teleconference) were held in a penthouse suite in a down-
town hotel. Hotel top management and security staff were briefed and were in-
strumental in keeping the candidates’ identity and the process itself confidential.

Because none of us on the internal search team were police professionals,
we asked PERF to aid us by finding a highly respected police chief from else-
where in the country to participate with us in these first-round interviews. We
didn’t want to put the retiring police chief in this position. The recruiter sug-
gested that we ask the police chief of Saint Paul, Minnesota, Bill Finney, to
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serve this purpose. Chief Finney, whose city is much like Grand Rapids in sev-
eral respects, provided much insight and generally was very helpful to our pro-
cess. Charlotte Lansinger, of the search firm staff, was similarly valuable to the
internal search team throughout the interview process. Prior to the interviews,
she composed about fifty potential interview questions, which the internal search
team winnowed and revised down to about a dozen that were actually used.

We succeeded in getting through this entire process of candidates coming
to town, lodging in a downtown hotel, touring the city, being interviewed, and
returning home without the news media ever finding out. Although the media
eventually learned the names of the four internal candidates, they never did
learn the names of the other semifinalists who were interviewed but didn’t make
the list of five finalists that we announced when we were good and ready. I took
great satisfaction in this success. Several of the candidates told me of their
personal gratitude for the professional nature of the interviews and for the ef-
fort we expended to assure their confidentiality.

Selection of Finalists and Second Visits
After considerable debate and soul-searching, the internal search team ended
up selecting five finalists whose identities, we agreed, we would make public.
The finalists included two internal candidates and three outside candidates.
The breakdown of the finalists by race and sex was three white men, one Afri-
can American man, and one white woman. We succeeded in coming up with a
reasonably diverse group of finalists, although we would have welcomed even
more diversity. The finalists also presented variety in terms of type and length
of experience as well as the size of the communities in which they had gained
that experience. Included in the group were a woman from the largest police
department in the country and a man from a southern town of 20,000 people—
one-tenth the size of Grand Rapids.

On Saturday morning, February 28, I hand-delivered the

notebooks to the homes of each member of the city commission.

 A carefully scripted news release was prepared. Notebooks were assembled
for each member of the city commission containing all available background
information on each of the five finalists in tabbed sections as well as informa-
tion on the plan for the balance of the process. Photographs were obtained of
the finalists for use by the print and electronic media.

Everything worked precisely according to plan. On Saturday morning, Feb-
ruary 28, I hand-delivered the notebooks to the homes of each member of the
city commission. Exhibit 9-4 is the memo that accompanied the notebooks, an-
nouncing the selection of the finalists, advising commission members that the
news would be breaking the next morning, and outlining the steps remaining in
the process. On Sunday morning, March 1, at precisely 8 a.m., my confidential
secretary hit the fax button that simultaneously sent the news release contain-
ing the names of the five finalists along with a short biography of each to all
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Exhibit 9-4 Announcing the Selection of Finalists
to the City Commission
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local news media. I waited at home for the phone to start ringing. It didn’t take
long.

On March 2, four of the five candidates returned for a second visit. The fifth
had an emergency in her department that at the last minute precluded her
coming. (She subsequently withdrew.) Throughout the day, informal meetings
were arranged for the candidates to meet and chat with the mayor and inter-
ested city commissioners. Informal mini-interviews were arranged for other key
members of my executive team and top management staff so they could get to
know the finalists.

Six officials were included in the mini-interviews: the assistant city man-
ager for fiscal services, the assistant city manager for public works services, the
assistant to the city manager, the fire chief, the city attorney, and the parks and
recreation director.

All finalists were interviewed again by the Police Task Force, which, as ex-
plained earlier, consisted of a cross-section of uniformed and civilian employees
in the police department. Outside candidates were invited to bring their spouses,
who received tours of the city. Tours of police facilities were scheduled for the
outside candidates. We even arranged a news conference for the benefit of the
news media, and had each candidate deliver a five-minute statement generally
providing answers to the following questions: Who am I personally? (i.e., What
are my defining characteristics?) What kind of police chief can you expect me to
be? What are my impressions of the city of Grand Rapids and its people? What
uniquely qualifies me for the position of police chief of the city of Grand Rapids?

We invited 100 diverse community leaders to a private reception to hear
from each of the finalists and then to mingle with the candidates and their
spouses for the next hour and a half. Included on the invite list were members
of the city commission, many of the persons from the interest groups who had
contributed their input in focus groups we had met with early in the process,
and other formal and informal community leaders. We also included one of our
homeless citizens who had evidenced a strong interest in the process. At the
same time, we left out some of the traditional “captains of industry,” reasoning
that it was more important to include persons who were destined to have more
extensive contact with the police department. We asked all of our invited guests
to make notes of their impressions of the candidates and to provide them in
writing or verbally to any member of the internal search team or to any of four
other “community hosts” whom I had picked for their demonstrated trustwor-
thiness and fairness and had used as confidential personal advisers throughout
the process. After all of this, we hosted a private dinner for the candidates and
their spouses, the city commission, and the members of the internal search team.
Suffice it to say that it was a long, grueling day for the finalists. However, we
learned an incredible amount about the candidates in these various settings.

The next day, March 3, the finalists took personality profile tests and met
privately with the acting deputy chief of police before returning home. At the
conclusion of this “second interview” phase of the process, I had almost all the
information necessary to make a selection. All that remained were final refer-
ence checks, which I personally conducted, and formal background checks, which
were conducted by me with help from our acting deputy police chief. After these
reference and background checks, I felt no need to visit the community of my
top candidate. I honestly felt that I knew him thoroughly.



172 Selecting a Police Chief: A Handbook for Local Government

Public Announcement of the New Chief
The public announcement of my choice for police chief took the community some-
what by surprise—not so much in terms of who my choice was, but because of
the speed with which I made the final decision. Because I had asked the 100
persons who attended the private reception for their feedback on the candi-
dates, I think many of them thought they could take a couple of weeks to get
back to me, even though we had made arrangements with our community hosts
to collect the reception guests’ input the same evening as the reception. Per-
haps they imagined that I would want to narrow the field further to a couple of
candidates. Or, they may have supposed that I would take the time to visit the
community of the top candidate.

Aside from my general inclination to be decisive when I have all the infor-
mation I need, there was another reason for me not to dally. My top candidate
was being wooed with another job offer in California. In fact, he had been out
for a second visit there and had come to the second interview in Grand Rapids
with a job offer in hand. He had put off responding to the California offer as
long as he could and needed to make a decision. I quickly made it apparent to
my top candidate that we wanted him in Grand Rapids. After a series of quick
telephone calls and faxes, we had successfully negotiated the deal and evidenced
this with a formal letter of agreement.

The swiftness of the decision entirely averted what

could have been a fractious political process.

Attention then turned to how to go about making the public announcement.
The search firm helped me draft a news release (Exhibit 9-5), which was edited
several times back and forth with the soon-to-be new police chief. Although it
would have been nice to have the new chief with me for the announcement,
together we decided that he had been jetting around enough and that we could
avoid this nicety and expense. So on Friday, March 6, just three days after the
finalists left town and just four days after the public reception, I faxed a notice
to the news media at 8:30 a.m. that I would be making an “important announce-
ment regarding the future leadership of the Grand Rapids Police Department”
at 9:30 a.m.—just one hour later. As expected, the news media were quick to
respond. The news conference was attended by all the major media. I also in-
vited key staff from the department to be on hand for the announcement. When
the time came, I read a prepared statement (basically a summary of the news
release), responded to a few questions, and then breathed a great sigh of relief.

While I was conducting my news conference in Grand Rapids, our new chief
was doing the same in his home community. The only ones notified of the ap-
pointment in advance were my bosses (the seven members of the city commis-
sion), the internal search team, the city manager and city council of the community
from which the new police chief was coming, and, of course, the search firm.

The swiftness of the decision entirely averted what could have been a frac-
tious political process fraught with interest-group lobbying on behalf of par-
ticular candidates. Even the daily newspaper was caught off guard. The newspaper
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had done considerable research on each of the finalists (including a visit to each
one’s home community) and was planning to run a feature story on all of the
finalists in the Sunday paper. When word came that I would be making my
announcement two days before this planned feature story was to go to print, the
editors weren’t particularly pleased. But I was secretly delighted.

Postscript
In retrospect, I can say that I would not have done one thing differently if I had
the process to do over again. At this writing, six months have passed since an-
nouncement of Grand Rapids’ new chief of police. Both the community and the
police department have warmly embraced our new chief. Members of the police
department thank me daily for making such a superb choice. The news media
coverage of the entire process was uncharacteristically positive. Even more im-
portant, we have made great progress toward developing a new five-year strate-
gic plan to implement community policing and “community-oriented government”
in Grand Rapids. In short, we are enjoying the fruits of our highly successful
search process. I fully expect that the investments we made in time and money
will pay handsome dividends for years to come.
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Exhibit 9-5 News Release Announcing the
Appointment of the New Police Chief
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Bennett Associates
Richard T. Bennett,
Principal
335 Washington Street,
Suite 12
Norwell, MA 02061
781/659-9950 ext. 12
781/659-9969 fax

The Brimeyer Group, Inc.
Jim Brimeyer, President
904 Main Street, Suite 205
Hopkins, MN 55343
612/945-0246
612/945-0102 fax
brimgroup@aol.com

DMG Maximus
Bob Murray, Vice President
4320 Auburn Boulevard,
Suite 2000
Sacramento, CA 95841
916/485-8102
916/485-0111 fax
e-mail:recruit@dmg.maxinc.com
www.dmgriffith.com
Mike Casey, Director of
Executive Recruiting
630 Dundee Rd., Suite 200
Northbrook, IL 60062
847/564-9270
847/559-8323 fax
mikecasey@dmg.maxinc.com

Hughes, Perry & Associates
Richard Perry, Senior Vice
President
Richard Hughes, Senior Vice
President
P.O. Box 384
Sea Ranch, CA 95497
707/785-3083
707/785-3086 fax
e-mail: hpa@mcn.org

International Association of
Chiefs of Police
Kim Kohlhepp, Manager
Center for Testing and
Executive Search
515 North Washington
Street
Alexandria, VA 22314
703/836-6767
703/836-4543 fax
e-mail:kohlheppk@theiacp.org
www.theiacp.org

The Mercer Group, Inc.
James L. Mercer, President
5579B Chamblee Dunwoody
Road, Suite 511
Atlanta, GA 30338
770/551-0403
770/399-9749 fax
e-mail:
mercer@mindspring.com
www.mercergroup.inc.com

Norman Roberts &
Associates
Norman Roberts, President
1800 Century Park East,
Suite 430
Los Angeles, CA 90067-1507
310/552-1112
310/552-1113 fax
e-mail:nrassoc@aol.com

Oldani Group
Jerrold Oldani, President
188 106th Avenue
Northeast, Suite 420
Bellevue, WA 98004
425/451-3938
425/453-6786 fax
e-mail:
searches@theoldanigroup.com
www.theoldanigroup.com

The PAR Group
Paul A. Reaume, President
100 North Waukegan Road,
Suite 200
Lake Bluff, IL 60044
847/234-0005
847/234-8309 fax
e-mail:
pargroup@interaccess.com

Police Executive Research
Forum (PERF)
Chuck Wexler, Executive
Director
1120 Connecticut Ave., NW,
Suite 930
Washington, DC 20036
202/466-7820
202/466-7826 fax
e-mail: perf@policeforum.org
www.policeforum.org

Police Foundation
Hubert Williams, President
1201 Connecticut Ave., NW,
Suite 200
Washington, DC 20036
202/833-1460
202/659-9149 fax
e-mail:
pfinfo@policefoundation.org

Ralph Andersen &
Associates
Heather Renschler,
Sr. Vice President
4240 Rocklin Road, Suite 11
Rocklin, CA 95677
916/630-4900
916/630-4911 fax
e-mail: raa-hr@pacbell.net
www.ralphandersen.com
Chuck Rohre, Vice President
3920 Black Gold Drive,
Suite 202
Dallas, TX 75247
214/ 956-7097
214/ 351-4471 fax
raa@ralphandersen.com
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Shannon Associates
John Shannon, CEO
1601 Response Road,
Suite 390
Sacramento, CA 95815
916/567-4280
916/567-1220 fax
e-mail:
resumes@shannonassoc.com

Slavin Management
Consultants, Inc.
Robert E. Slavin, President
3040 Holcomb Bridge Road,
Suite B-1
Norcross, GA 30071
770/449-4656
770/416-0848 fax
e-mail: rslavin101@aol.com

Waldron & Company
Fred Pabst
101 Stewart, Suite 101
Seattle, WA 98101
206/441-4144
206/441-5213 fax
waldronco@aol.com
www.waldron-mpi.com
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Commission of Accredita-
tion for Law Enforcement
Agencies, Inc. (CALEA)
Sylvester Daughtry,
Executive Director
10306 Eaton Pl., Suite 320
Fairfax, VA 22030
800/368-3757
703/591-2206 fax
www.calea.org
Posts job openings
on Web site.

Crime Control Digest
Kristin Littel
Editor and Publisher
3702 Pender Dr., Suite 300
Fairfax, VA 22030-6066
800/422-9267
703/352-2323 fax
Published weekly.

Criminal Justice Newsletter
Craig Fisher, Editor
1900 L St., NW, Suite 312
Washington, DC 20036
202/835-1770
202/835-1772 fax
Published semimonthly.

Hispanic American
Police Command Officers
Association (HAPCOA)
Jess Quinpero, Executive
Director
1726 M St., NW, Suite 704
Washington, DC 20036
202/296-5077
301/499-7967 fax
www.hapcoa.org
Publishes a quarterly
newsletter (El Aguila) and
distributes information to

members via a fax network.
Membership is approxi-
mately 1,000.

International Association of
Campus Law Enforcement
Administrators (IACLEA)
Peter J. Berry, CAE,
Executive Director
342 North Main Street
West Hartford,
CT 06117-2507
860/586-7517
860/586-7550 fax
www.iaclea.org
Publishes a bimonthly
members’ journal. IACLEA’s
1,350 members represent
900 institutions.

International Association of
Chiefs of Police (IACP)
Dan Rosenblatt, Executive
Director
515 N. Washington St.
Alexandria, VA 22314
800/843-4227
703/836-4543 fax
www.theiacp.org
Publishes Police Chief, a
monthly magazine. Member-
ship is 16,500.

International Association of
Women Police (IAWP)
Constance Maki, President
5413 W. Sunnyside Ave.
Chicago, IL 60630
773/736-3405
www.iawp.org
Publishes a quarterly maga-
zine (Women Police).  Maga-
zine contact is Jan Taylor,
207/348-6976. Membership
is about 300.

International City/County
Management Association
(ICMA)
William Hansell, Executive
Director
777 N. Capitol St. NE,
Suite 500
Washington, DC 20002
202/289-4262
202/962-3500 fax
icma.org
Publishes a monthly maga-
zine, Public Management,
and two newsletters that
carry job announcements,
the ICMA Newsletter and
the Job Opportunity
Bulletin (JOB).

Law Enforcement News
Marie Rosen, Publisher
John Jay College of
Criminal Justice
City University of New York
899 Tenth Ave.
New York, NY 10019
212/237-8442
212/237-8486 fax
Published semimonthly.

National Association of
Women Law Enforcement
Executives (NAWLEE)
Chief Susan Riseling,
President
University of Wisconsin-
Madison Police Department
1429 Monroe St.
Madison, WI 53711
608/262-4528
608/262-9768 fax
www.nawlee.com
Publishes a quarterly news-
letter (NAWLEE News).

APPENDIX B
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Newsletter contact is Dee
Taylor, 602/391-5350.  The
Web site features a listserv
for members that provides
job announcements.  Mem-
bership is about 200.

National League of Cities
Donald J. Borut, Executive
Director
1301 Pennsylvania Ave.,
NW, 6th Floor
Washington, DC 20004
202/626-3000
202/626-3043 fax
www.nlc.org
Publishes Nation’s Cities
Weekly.

National Organization of
Black Law Enforcement
Executives (NOBLE)
Robert Stewart, Executive
Director
4609 Pinecrest Office Park
Dr., Suite F
Alexandria, VA 22312
703/658-1529
703/658-9479 fax
www.noblenatl.org
Publishes a monthly news-
letter (Noble Actions) and a
quarterly magazine (The
Noble National). NOBLE
also has  a job line on which
it lists  announcements at
no cost (301/352-0842,
option 5).  Membership is
approximately 3,200.

National Sheriffs’
Association
1450 Duke Street
Alexandria, Virginia 22314-
3490
703/836-7827
www.sheriffs.org
Publishes Sheriff magazine
(bimonthly).

Office of Community Ori-
ented Policing Services
Joseph Brann, Director
1100 Vermont Ave., NW,
10th Floor
Washington, DC 20005
202/616-2888
202/616-2914 fax
www.usdoj.gov

Police Executive Research
Forum (PERF)
Chuck Wexler, Executive
Director
1120 Connecticut Ave., NW,
Suite 930
Washington, DC 20036
202/466-7820
Toll-free line for ordering
publications: 888/202-4563
202/466-7826 fax
www.policeforum.org
Nonprofit association of
progressive police execu-
tives. Publishes newsletters
(Subject to Debate and
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