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Achieving Excellence in Law Enforcement
by Jan R. Duke

Is excellence possible in a police agency? This project explores this
question, and suggests there are certain dimensions that are necessary to
achieve excellence in the law enforcement culture.

This venture was approached from a positive frame of reference. Even though
we can earn from mistakes; the author was concerned with achieving maximum
potential rather than problem avoidance. The project is not a scientific
study, but a compilation of opinions and examples given by highly respected
pelice administrators, city managers, and Taw enforcement consultants. It was
the consensus of the group interviewed that there were eight specific
dimensions that were necessary in order to achieve excellence in law
enforcement. They are as follows:

Leadership

Doing the Basics

Mission and Goals

Values are Clear

Being Innovative

Caring for Employees

Staying Close to the Community
Organizational Technologies
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Excellence in law enforcement does not mean perfection. No magic formula for
success was discovered; however, excellence is possible for any agency wishing
to strive for it. The report does not proclaim to have found the answer to
achieving excellence, for such a claim would be foolish. Instead, the writer
urges that the findings be used as a guideline for achieving excellence in a
very ambiguous society.




EXECUTIVE SUMMARY

Did you ever wonder what it would take to make an excellent police departmeﬁt?
Well, I did. As a student of the POST Command College, I was given the
opportunity to research this question.

I was inspired by the best seller, In Search of Excellence, by Thomas J. Peters
and Robert H. Waterman, Jr., in which they described eight attributes of
corporate excellence. I was sure if certain attributes were necessary to
achieve excellence in the private sector, then there must be certain dimensions
that would be present to achieve excellence in law enforcement. This study was
conducted to try and identify those dimensions that would make a police
department excellent.

This venture was approached in a positive light. True, we can all Tearn from
the mistakes of others; however, I was not as concerned with problem avoidance
as I was with achieving maximum potential. The timing seems right for such a
project since the current managing trend is towards seeking excellence.

A total of 24 executives were interviewed, 11 Chiefs of Police, 4 retired
Chiefs of Police, 4 City Managers, 1 Sheriff, and 3 Law Enforcement
Consultants. A1l interviews were restricted to California as I felt if
excellence existed I would surely find it in California. After analyzing the
data from the interviews, it was the consensus view that eight attributes have
to be present before an agency can achieve excellence. It was also apparent.
that excellence was doing all eight dimensions as they are all inter-related.

The eight dimensions are as follows:

Doing the basics right,

Leadership,

Missions and goals,

Yalues are clear,

Innovation,

Caring,

Staying close to the community, and
Organizational technologies,
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In addition to the necessary attributes to achieve excellence, the interviewees
felt there were ways to strive for excellence. This includes the following:

It's up to the leader,

Presenting the right image,

They have a mission and goals,

They take care of the details,

They take care of their people,

There is always something going on, and
They are responsive to the community.

Q000000

One conclusion that can be drawn from this project is that excellence does not
mean perfection. Excellent agencies will readily admit their mistakes and ask
for help if needed. There is no magic formula to be followed. No special

training or equipment is needed. Any department that wish to attain excellence
can do so. This is not to insinuate that I have found the answers to achieving




excellence, for such a claim would be foolish. There may be no right or wrong
wproach to achiaving excellence, I do beliave tha findings make sense, and I

offar the report for contemplation.
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EXCELLENCE TN LAY EUFIRCEMENT?

Jid you zver wonder what it would take to make 3n exzellent police department?
Well, I did. As a student of the POST Command College, T was given the
opportunity to research this question.

I was inspirad by the best seller, In Search of txcellence, by Thomas J. Peters
and Robert H. Waterman, Jr., in which they described eight attributes of
corporate excellence. I was sure if certain attributes were necessary to
achieve excellence in the private sector, then there must be certain dimensions
that would be present to achieve excellence in the law enforcement culture. - ¢
This study was conducted to try and identify these dimensions that would make a
police department excellent.

This venture was approached in a positive light. True, we can all learn from
the mistakes of others; however, I was not as concerned with problem
avoidance as I was with achieving maximum potential. Hopefully, this
information can provide a road map for achieving excellence, and it can be
incorporated into training programs preparing tomorrow's law enforcement
leaders,

The timing secems rignt for such a project since the current managiﬁg trend is
towards seeking excellence. In John Naisbitt's book, Re-Inventing the
Corporation, he says, "We are living in one of those rare times in history when

the two crycial elements for social change are present, naw values and economic
necessity." So, let's jump on the "band wagon." Everything seems to be
in place to make necessary changes to strive for excellence.

lNaisbitt, John and Aburdene, Patricia, Re-Tnventing The Corporation, Warner
Books, N.Y., N.Y. 1985, (pp 12).
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1.2

CHAPTER 1

SEARCHING FOR THE ANSWER

How Was It Done?

The current literature on excellence was reviewed in order to prepare for
the interviews with leading law enforcement executives. The most difficult
task was selecting the people to be interviewed. The law enforcement
community has so many really qualified executives that it was impossible to
talk to everyone who could contribute to this project. Therefore, a
selection process was developed to determine and identify a number of
people to be interviewed.

An attempt was made to interview a small sampling of top executives who
were experienced, either in managing or had managed a police department
with a good reputation; were involved in the Taw enforcement circles; and
represented a variety of sizes of police departments from all over the
state. I discussed this project with many of my associates _and asked who
they thought I should interview. In addition, I asked the people
interviewed who else they suggest I interview. The interviews were
restricted to Chiefs of Police, Sheriffs, City Managers, and POST Law
Enforcement Consultants as we wanted to find out how they would determine
an excellent police department.

1 interviewed twenty-four Executives, eleven Chiefs of Police and four
retired Chiefs of Police, four City Managers, one Sheriff, and three Law
Enforcement Consultants. Everyone had over twenty years of experience and
most had been in their present position more than five years. All of the
retired Chiefs are currently law enforcement consultants. Most of the
interviewees had experience in more than one agency.

A1l interviews were restricted to California executives since POST
represents California Law Enforcement; also, time did not allow for
extensive out-of-state travel. And, lastly, I was sure that if excellence
existed in police agencies I would sur2ly find it in California.

Preparing for the Interviews

Peters and Waterman in the book, In Search of Excellence, stated that "any
intelligent approach to organizing had to encompass, and treat as inter-
dependent, at least seven variables: structure, strategy, people,
management style, systems and procedures, guiding concepts and shared
values (i.e., culture), and the present and hoped for organization
strengths or skills." With further clarification and refinement they made
all seven variables begin with letter "S" and thus developed the McKinsey 7
S Model as depicted in Figure 1, following this page.

The McKinsey 7 S Model became the blueprint for this project. The
interviews were designed to help the executive to at Teast address these

-1-




Structure

Strategy Systems
Shared Values .
Skills Style

Figure 1: The McKinsey 7 S Model .




1.3

variables. The interview questions were designed to he very broad so the
axecutive could expand as he saw appropriate.

Prior to the actual interview, each executive was asked two pre-ianterview
questions. 9ne, what would make a police department the best in
California? And, two, what would you see if you visitad i£? Quastions that
wara asked in the interview were as follows:

o Think about an excellent police department.

- What characteristics could you review from
your office which might indicate that this
department is excellent?

- What would you look for if you visited it?

- What things can one do to make a police
department excellent?

Other questions were asked if clarification was necessary. Finally, they
were asked to nominate agencies and/or chiefs of police and sheriffs that
they thought were excellent or striving for excellence. Hopefully, in
another project, these agencies can be visitad to: 1) s2e if they are
achieving excellence, and 2) verify the dimensions presented in this
project.

Establishing The Dimensions

A1l twenty-four executives mentioned similiar attributes found in an
excellent paolice dz=partmant. A matrix was developed to identify the
important dimensions n2cessary for an excailent police department.

First, 1 narrowed the attributes into 13 categories. They were:
Innovation, Basics, Image, Mission/Goals, Values, Leadership, Community,
Teamwork, Organization, Employees, Training, Discipline, Recruit/Selection,
Politics, Delegation of Authority, Communicate, Attitudes and Vision. 1.
Tisted these attributes and the pesiple interviewed on a martix and

wmilyz2d thr nost mentioned attributes {s22 chart on next page). [ listel
the attributes mentioned on the vertical plane of the matrix ind gave each
person interviewed a number iacross thz top axis of th2 matrix. Tha dots
represents the attributes the exzcutives specifically mentioned as
important. 1T am sure that if T went back to the executives and asked about
the attributes they did not specifically mention, they would tell me these
are also necessary. All 13 attributes were considered important;
therefore, I combined 1ike characteristics into major classificatinins which
are highlighted on the matrix.

The attributes were then combined into like qualities and placed in the
categories that were designated the most important by the executives
interviewed. The final eight dimensions that best described what would be
necessary to achieve excellence in the police depirtment wera: Leadership,
Values, Mission/Goals, Innovation, Basics, Employees, Community, ind
Organization Technologies. The concepts expressed by those interviewed are
necessary ingredients in an excellent department.




INTERVIEW MATRIX
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1.4 Search for Excellence

. "The definition of a good police department is one that isn't bad."2 If
there is no corruption, scandals, etc., then this department must be okay.
HMaybe that's true, but how does one know for sure? In addition, it is the
consensus of the people intervicwed that not only is there a difference
between a good police department and one that isn't, there is a difference
between good departments and excellent ones. In this chapter, I will
describe how law enforcement leaders evaluate the police to determine
excellence.

1.5 What Do They Look For?

Did you ever wonder how the law enforcement leaders, city managers, and
consultants gauge whether or not your department was excellent? Well, I
did, so I asked them. Two gauges are used: one, they can view some
things from their office, and the other, when they actually visit the
department.

A1l of the interviewees indicated that when assessing any police
department, certain aspects would be present that could assist in the
evaluation of that department. However, just because the agency did these
things would not necessarily make it excellent. The excellent department,
however, would receive high marks in these areas. Collectively, they

stated that prior to any on-site visit they would want to look at the
following:

Q 0 Mission Statement: Do they have one? 1Is it
written? Can it be articulated? They felt that a
mission statement can te}] you a lot about the
style of the department. ‘

0 Goals and objectives: Are they written,
obtainable, and reasonably high standards? They
represent the department's blueprint.

0 Policies and Procedures: Are they written,
contemporary, and articulated?

0 Selection Standards: ‘Are they doing the best they
can to get the best qualified people available?
Are they complying with the law?

0.W. Wilson described the three styles of Policing as Watchmen, Legalistic,

2Interview with Chief Joseph McNamara, San Jose Police Department 11/19/85.
. and Service.




0 Statistics: Practically 211 of the executives
interviewed indicated that statistics do not
make the excellent police department. They
doubt, however, if you would find an excelilent
department without good arrest and clearance
rates, traffic index, and high officer activity
levels. They stated that if statistics are
low, morale is probably low. It's not the figures
that count, but if the department is doing its
job, the figures will be good.

0 Evaluations: Do they do them? Are they job
related? And, are they goal oriented?
Evaluations should be used not only to improve
employee performance but also the department.

0 Grievances: What kind are they? How are they
handled? Are they processed in a timely manner
according to agreed-upon procedures?

o} Citizen Complaint System: How many? How are they
handled? What are they? What are the disposi-
tions? Ve are judged by how we handle the -
problems that are perceived by the community.

) Law Suits: What are they? What is the final
outcome?

0 Disciplinary Actions: What are they? How many?
How are they handled? Discipline should be swift
and sure, without procedural flaws.

0 Organization Chart: Almost all of the executives
felt you could tell a Tot about a department
through its organizational chart. You could tell
where they emphasize their resources, and if they
were as lean as they could be trying to reduce the
layers of communications. The excellent
departments would have as few layers of management
and supervisors that they could possibly have.

Although the facts reveal a great deal, the executives interviewed all
agreed that to accurately assess an organization, a visit was necessary.
The kind of things they would be looking for are:

0 Pride of Officers: From the chief down, the
officers would look good. They would, on the
whole, be in good physical condition, wear clean
and neat uniforms, be well groomed, have good
equipment, and have a "look sharp, be sharp"
attitude.

0 Facilities: The facilities and the equipment
would be clean, neat, and pleasing to the eye. If
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not, "are they trying to do something about it?"
The excellent police departments would always be
trying to improve their facilities.

0 People: In the excellent departments, one would
find busy people helping each other, and lots of
interaction among the employees. There would be
a lot of good humor and people having fun. There
would be a lack of "back biting" and small
cliques. The employees would be loyal, creative,
and content.

0 Organization: The department would be organized,
effective, efficient, and financially
responsible. They would have good personnel
practices, treat their employees fairly and have
good equipment and training. They would respect
the contribution of the employee. The meet and
confer process would not only follow the proper
procedures, but it would be done in a friendly
respectful manner.

1.6 Findings
Many of the Jjudgments in this paper are based on intangibles. They come
from feelings, experiences, beliefs, and perceptions of the people who
were interviewed, -and they represent a cross section of those opinions.

Although, no magic formula for creating excellence was found, the key
seemed to be how you used what you already knew to be true. I did find,
however, that if you don't do the basics well, you're not going to have an
excellent department. An encouraging fact was that achieving excellence
was possible for anyone.

1.7 Excellence Is Not Being Perfect

One of the things that became very clear while researching this project was
that excellence did not equal perfection. In fact, the excellent agencies

will readily admit their mistakes. And, when help is needed, they ask

for it. They do, however, run consistently well. The excellent agency can
be counted on to do the best possible job regardiess of the circumstances.




CHAPTER 2

EXCELLENCE IN LAW ENFORCEMENT: A CONSENSUS VIEW

After analyzing the many attributes of excellence in law enforcement, there
were eight major dimensions that emerged which characterize most nearly the
distinction of an excellent police department. This chapter will address each
of these dimensions.

2.1 Doing The Basics Right

Everyone agreed that the excellent police department would have to perform
the basic functions well and do them right the first time. If the
department does not perform the basic police role such as answering calls-
for-service, patrolling, protecting 1ife and property, and writing good
police reports, it would in the opinion of those interviewed, be
practically impossible for a police department to achieve excellence. It's
the 1ittle things being done right that builds foundations. The major
problems seem to handle themselves. We are trained for major events and we
dedicate a lot of resources to handle these problems when they arise. The
excellent police agencies would be sure the day-to-day basic police duty is
performed at the highest standard possible. As one police chief said, "“if
you can't answer the patrol calls in a timely efficient manner, then it
makes little difference how well you do during crisis; the public will
judge you on the normal routine calls.” Another chief said, "you have to
provide services to the citizen because all calls are important to the
victim." The public expects the police to respond to the major event, and
they will even excuse you if you mess it up, but, the police better handle
the routine calls fast, efficiently, and effectively because that's what
the community expects.

Being excellent is paying attention to the details. TIt's the little
things 1ike making sure police reports are complete and correct, having
plans and standard operating procedures, maintaining high standards and
proper discipline. 1It's practicing the Golden Rule” with everybody
(citizen and fellow employee); it's being technically efficient (getting
the most bang for your bucks); having and maintaining the best equipment
available. As one police chief said, "excellence is making sure the
portable radios work and there are plenty of batteries for the
flashlights. 1It's keeping the typewriters in good working order and not
running out of citation books."

4Treating others as you want to be treated.
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2.2

2.3

Being excellent is where everyone knows and does their job. They give
their 100% plus. They pitch in during the hard times and they help each
other when the need arises. When this occurs, officer activity level rises
and so do the statistics. Whether we like it or not, the police are
evaluated partially on their criminal and traffic statistics. The
excellent department pays attention to this while constantly seeking ways
to improve on these figures.

Leadership

The police chief is the designer in the department who sets the vision,
which becomes the design of the department. The chief has to set the
example, and the attitude has to be from the top down. It is doubtful that
one would find an excellent department where the direction of the
department comes from the bottom up. Even though the entire chain of
command must set the example and live the vision, its the chief who is the
cataiyst for making it happen. As one executive said, "if the chief ain't
for it, it ain't going anywhere." Another chief said that it was up to the
chief to run the department; the department is not suppose to run the chief.

A strong leader is a must if an agency is going to be excellent.
Circumstances may play a role on how the chief leads the troops towards
excellence. The size of the community, budgetary constraints, or political
atmosphere are all variables that can effect the operation, but in the end,
the perception of the department will rest with the chief executive.

Missions and Goals

The excellent police department has prepared written mission statements
and estahlished goals and objectives. These missions and goals define the
organization's contribution to society and the community, and relate godls
and commitments to resources. Superior departments have both short and
long-range goals and objectives. In the really good departments, both the
employee and the community are involved in establishing the missions and
goals. One can not forget that the police exist to serve the community;
therefore, the community must have input towards the mission of the
police. Once these missions and goals are established, the top-notch
department will obtain the approval of both the City Manager and the city
council before adoption. These missions and goals are published both
internally and externally through the news media, annual reports, and/or
phamplets which are made available to the public.

Excellent police departments will be goal and objective oriented. This
establishes a vehicle where-by the department can communicate what is
really important in the department. It sets the tone for everyone to be
preaching the same message. It gives one the style of policing the
department will institute whether it is watchmen, legalistic, or service.
Exce]lent departments will have strateqic p1ans, and as one executive
stated, strateg1c planning is not an exercise, it's real, living, and
changing. It's our business p1an It prepaizs the agency to meet
tomorrow's challenges.




2.4 Yalues Are Clear

After conducting the interviews and reading numerous articles on
excellence, it became very clear that the values of an organization played
a major role in determining just how great a department might be. Funk and
Wagnall's Standard College Dictionary defines values as "something regarded
as desirable, worthy, or right, as a belief, standard, or moral precept."
In Perry Pascarella's new book, The New Achievers, he says that it's up to
the corporations to teach their values to the employees. Almost everyone
interviewed said that not only must the police have proper and appropriate
values, but these values are the pillars upon which the police department
builds. They also agreed that these values are transmitted either formally
or informally through the department by the example that is set by top
management. As one executive said so clearly, “the department is the
reflection of the chief, and if the chief does not live the proper values
he/she wants in the department, those values will slowly fade away.”

First impressions of a department are important. It is not uncommon for
people to judge the values of the department by the community's perception
of the police. The community looks toward the police to maintain the
highest standards of conduct and moral intergrity. As one chief said, "the
police are not to push their morals on society as their role is only to
help mold society." Excellence departments anticipate the future, and they
plan their value systems to meet tomorrow's needs. Another executive
related, however, that even though the police reflect the morals of
society, the police values must survive the dips in society's values.

As stated earlier, in excellent departments, the vision comes from the
top. It is the chief who sets the tone for the agency. It is up to the
top command to establish the values of the department. This is not to say
that the employee does not get a chance to have input, but the mode of
what is really important comes from the top. The attitude of "do what I
say and not what I do" just doesn't work. As one executive put it, the
department must abide-r by laws and rules by which they expect the

public to abide.

Even though every department's values may be slightly different, there
appeared to be several common values that would be adhered to by any
excellent department. These common values were honesty, absolute fairness,
the "Golden Rule," openness, friendliness,loyalty, dignity and respect,
looking good and being good, and having an attitute of “yes we can,"” which
311 boils down to being professional. A professional department was best
described by one chief as follows:

A professional department is one that is:

educated, trained, and competent;

service oriented;

trying to make a friend of the community;
supportive towards the total law enforcement
community, and their willingness to share
with other police officers and departments;
o) visible in the community; and

0 highly sensitive towards integrity and
honesty. ‘

[« BN o RN eRNe)

-10-




2.5

Without exception, all the executives believe that without honesty a
police agency would not be excellent. Honesty was the basis of a1l other
yalues (honesty with the public and with itself). Another basic value was
practicing the "Golden Rule," and being fair to one another. Many
departments had mottos of "Absolute Fairness," "Being Fair," and "Treat
Others as Equal." It was the opinion of several executives that you could
tell a lot about a department depending if they were friendly or rude to
each other. If they were rude to each other, they were probably rude on
the streets. One department even had a strict rule of "No lNo's." There
was no lying, no gratuities and no ethnic slurs. The violation of any of
these rules called for the employee's dismissal.

Another value that came across very clearly was that the excellent
departments would look good and be good. As one chief said, "cops have to
look sharp and be sharp.” You have to look 1ike a cop, be a cop, and
remember your job is to serve the community. A good example of looking
good was stated by a chief in the following question:

"1f you came out of a hotel, and you had a choice of two taxi cabs,

one neat, clean and shining, and the other dirty and dented, which one
would you take?"

In many of the interviews, loyalty was mentioned as an important value.
Loyalty is defined in the Funk and Wagnall's Standard Collegé Dictionary
as, 'bearing true allegiance, being constant and faithful implying trust
and confidence." Loyalty and support are just as important from the
employees towards management as they are from management to the employees.
As one chief says, "the way to get support is to give it, because loyalty
begets loyalty." Another chief related a story he heard an old timer tell
a new recruit:

"You can't get support if you screw up and if you don't screw up you
don't need support. A1l support really is, is knowing that the man
making decisions over you has walked in your shoes; and you know he
will think about you before making any decisions that affect you."

There are many values in an organization. Many are similar regardless of
the organization and some are unique to that particular organization. The
values mentioned in this paper arc only a few of those the executives
intervicwed thought would be present in any excellent agency. In addition
to having the right values, the excellent organization will make sure that
these values are shared throughout the department and the community. One
of the ways the superior departments share these values is to have the
proper attitude. In the really great departments, one would find that they
want to be excellent and they are willing to go the extra step to achieve
it. The message from the top is: We are, and will continue to be,
excellent. As onc chief says, "give them a fine reputation to live up to."

Innovation: A Way of Life
Encouraging employees to come up with new ways of doing things is

standard operation in the really good police departments. It's been said
that the police must become proactive and not reactive. As one chief said,
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"we seem to be gond f1ref1ghters, but we don't do a very good jobh of
preventiag tha firas.'

1F 3 dlepartaent desiras to He a 12ader, then it nust wake opportuaaiiizs for
peonia to succeed. Excellaat agencies encourage innovation. They are not
satisfied with just getting by. They are futur2 oriuated, and they provide
the mechanism for creativity. 1In John Haisbatt's hook, Re-Inventing The
Corporation, he states that innovatioa 11lows the employee to fuTfill their
antrepreneur spirit within the organization.

Employees are indoctrinated that the agency is constantly changing, and

the department does everything it can to illustrate the benefits of this
change to the employees. One way of doing this is to create an environment
where risk taking is encouraged. The excellent departments are always
working toward new directions. This does not mean they make change for
change sake. As a matter of fact, the tone of the agency is if the

program works, keep it; but, when it begins to fail, stop it; nothing is
forever. One difference between an excallent agency and one that is not,
is whether or not the organization creates a positive environment for
change, or does the organization really say, "don't rock the boat."

Excepticnal police departments know that being innovative encourages risk
taking. Risk taking means the willingness to accept reasonable failures as
well as successes. HManagement imust share in the failures as well as the
successes. Excellent agencies consider mistakes as learning-experiences.
They don't berate employees for failing, as long as it was a necessary

risk. As a matter of fact they reward trying. The attitude is that they
would rather have someone make an honest mistake for trying than make no
mistake and do nothing. As one person said, "it's easier to ask for
forgiveness than it is to ask for permission.” In the really good
departments, employz2es will always be working on something new and creative.

2.6 Taking Care of Employees

In order to have the best organization possible, one must have quality
people and/or develop them, according to John Naisbitt in, Re-Inventing

the Corporation. Naisbitt also says that the r2ason people come to work is
to maks noney or give quality of service, have fun, and be around quality
people. Without exception, everyone interviewed said that people
(employees) were the most important ingredient in the police department.
The excellent department views its amployees as a valuable resource. Thay
take care of their people. They don't just talk about it, they really do
it.

The most important step in ensuring good quality people in the department
is to recruit, select, promote, and assign the right person. As one
executive said, "you have to get the rijht person to start with."  Another
executive says that success depends upon the employee you hire; that
employee can determine the image of the department. It is obovious that
recruiting, selecting, promoting, and assigning is important, but the
excellent departments don't stop here. They make sure they do everything
within their power to develop that employee's full potential.

Following right along with recruiting and selecting, the excellent
departuent puts training as a top priority. They have established written
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goa]s and objectives addressing their training needs. They go beyond the
Ainimum requirad standards of training. They do Pveryth1ng within their
power to jab paople tha proper training and th2 Hest Lriining availadla
so that the employees can do th2 bost Jjob possibla,

Superior departments treat their cmployees with respect. Management does
not let their ego get in the way; they treat tha police officar as tha most
japortant person in the lepartment bacause he/she is the one that delivers
the service. Excellent leadars delegate because they know employees need
some control over their environment; they push the authority down as far as
it will go. Good departments believe that the person doing the job should
decide how to do it.

Excellent departments create an open communication atmosphere. They Tet

employees know what's occurring., They don't hide problems, and they don't
tolerate "yes" men. They don't discriminate or fabricate; they just treat
people with the "Golden Rule." They treat their people like professionals.

Excellent departments are tough on disciplina. They have recruited and
selected the best people, they train them, they treat them right, and they
expect them to abide by the values of the department. They even reward the
employees for doing the right things. The standards in the excellent
agencies are high, and when the standards are violated, disciplinary action
is quick and efficient. Discipline hecnmes the last resort. First they
try to improve the cmployee; then when discipline is in order, it comes as
no surprise. As one chief says, "cops really do not want to make
mistakes." Another chief said that discipline in an excellent organization
would look as follows:

- The mission is understood,

The style of de]iVer is acknowledged,

- The emp]oyoﬁ is well trained to do the job, and
- Punishment is not normal.

Close to the Community

In Peters and Waterman's book, In-Search of Excellence, they emphasized
that the excellent companios stayed clase to the custower. Thay gear
their total output to serving the customer. Every person intarviawed
agreed that the police customer is the community, and the product is
service. Sounds simple, doesn't it? Well, unfortunately, the communities
of today are a mixture of people with different needs and wants.
Circumstances miy deternine how effective i police ire; however,
regardless of the circumstances, the police have a responsiblility to serve
the community. Most people would agree that the make-up of the community
can datermina2 the resources available to thes police. We know there are
communities which are economically better off thian others. Wa also know
that different communities have different imayes; nowever, there are
certain standards that apply to 311 agancies if they desire excellence in
responding to the community's neads.

In order to do the best job the police can do, they need community

support. Several of the executives interviewed mentionad that the polize
departaaent should mirror the community, but one of the city managers said
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it best, "the police must rememher that thay are working with the community
and not for the community." This makes the joh F policing averybody's
business. [t also forces the police to look at the total community and not
just enforcing the law. Tt is imoortant Lo ragesber that tha police
product is service, and that service must be the highest quality

available. ~

Politics are a part of 1ife in governmental services. The police are
right on the firing line; whether we like it or not, the police are
involved in the political realm. In the really good departments, the
police recognize the political atmosphere and respond to the legitimate
request of the politician, since the politician is suppose to represent
his/her constituent (the customer). As several chiefs said, "the chief is
involved in politics, but he doesn't play politics.” It's a fine line to
walk, but the good' chizf will know how to walk it. One way the excellent
agency handle the political realm is to keep the politicians informed of
what's happening. Most problems seem to occur because of poor communica-
tion.

In the better police agencies, they have an attitude of fix-it-now. They
don't allow things to fester until they are major problems. These agencies
take things nead-on. They don't try to hide their problems and they are
not afraid to let outsiders look in and see what's really happening. The
excellent department is not always on the defensive, and they arz willing
to admit when they are wrong. .
It was the opinion of those interviewed that the police can do all the
right things, but if they don't satisfy the customer (the community,
politicians, etc.), it would be diffcult to be considered excellent.

Organizational Technologies: Planning For Success

Internally, the excellent police agency will do everything it can to
communicate what's happening. After discussing the importance of
communicating to everyone interviewed, it became apparant that if a police
organization really had their "act together," they would ba on top of all
the latest techniques of organizational effectiveness.

The best police departments keep a lean staff, which allows the agency to
be more flexible. With fewer ranks, each individual must have the ability
to do several different functions. One chief said it was possible to hava
too much staff and not enough to do. With the old saying, "idle minds are
the devil's workshop." An agency with not enough assignments to go around
can become this workshop. As employees, we want to feel needed at work,
and we want to be creative. As Maisbitt says in his book, Re-Inventing the
Corporation, "people are aching to make a commitment. It is commitment,

not authority, that produces results.” Gocd departments will attempt to
reduce the layers of management in order to increase communication and
provide more opportunity for employee participation. Excellent agencies
will have strong management teams, and they will include the sergeant as
part of that team, both psychologically and spiritually. These departments
will recognize that team members will need different skills, but common
philosophy. Good teams radiate a lot of support and enthusiam.
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Thasa sane dapartaents will have the Tatast technology available in order

. to provide all the tools possibia to their amployees so that they can do .
the besi job nossible. dowever, the goud -lepactazals i1 be just as

strong ia dovaloping humian rolations, eacouraging teanm bduilding, and

comnunicating #ith 2ach other., The organizational attitude will be that -
they will do whatevar possible to provide the best work place for their
enployeas, while at tha same time giving the best services nossible to the
community.

Summary

In this chapter, I have tried to describe what I perceive, from the
interviews conducted, to be the eight major dimensions that have to be
present before a police agency can achieve excellence. It is also apparent
that excellence is doing all eight dimensions. These dimensions are all
inter-related. It's a cause and effect relationship with all dimensions
being equal in tha relationship. Figure 2 represents these eight

dimensions and their inter-relationship.

The next question may be, "How do we get there?" Chapter three explains

what the people interviewed said about how one achieves excellence in the
police community.
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POLICE DIMENSIONS INTER-RELATIONSHIP

Dimensions of Excellence

Values

} Organizational
Technologies

Mission
and
Goals

Community

Caring , Innovation

Figuwre 2
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CHAPTER 3

ACHIEVING EXCELLENCE

In addition to discovering what attributes made a police department axcellent,
I was interested in finding out what departnents can do to achieve excellence.
This chapter describes what the axecutives interviewed had to say about what
agencies can do to strive for excella2nce.

3.1 1t's Up To The Leader

Thomas R. Horton, President of American Management Association, said in the
July 1935 edition of Creative Management, "we have learned that we have

to pay attention to a thousand mundane 1ittle things, yet plan for the long
range; be entrepreneurial and innovative, yet stick to our knitting; be
simultaneously loose and tight; and dress for success as we manage by
wandering around -- while stopping periodically to stroke our people for
sixty seconds.”

Evaryone interviewed said that the real success of an agency depends upon
the leaders. The chief has more to do with leading an agency to excellence
than any other dimension mentioned in this paper. This does not mean that
the other dimensions of excellence fall to second place, but it does mean
that the leader is the one who has to »nut it altogethar. One of the chiefs
interviewed said that people don't want to be led unless in time of crisis;
therefore, the chief must possess all the skills necessary to motivate
his/her people. And, as was discussed in the last chapter, it's the chief

who provides th2 visjon and sets the tone for the department.

After completing the intervicws, no one leadership style seemed to surface
in an excellent agency, but instead, today's styls is situational
Teadarship. The police culture is so complex that it takes a multitude of
different approachss %o nanage a departaent.

Several of the 2xecutives interviewed stated that the chief executive

must possass A1l the rignt leadership qualitizs, and there taust be
stability in the top management ranks. It takes time to make change and
for people to buy into the values and principles of the leader. One chief
said it takes at least 3-5 years to develop a denartiment and 7-10 years to
make it cxcellent, and if you X2ep changing managers you're always going to
be starting over again. This same chief suggested if one wanted to check
this theory out, all one would have to do is look to see if he could find a
department that possessad all the qualities of excellence, but constantly
was going through Chiefs of Polic2. He doubted you could find such a
department.

Without a doubt, the chief leads by example. He has to radiate a positive
attitude and enthusiasm towards his/her job. As one chief said, "if the
chief grunts, so do the troops. ‘ilhen someone say it stinks, the chief has
got to say its not so had. People remember the grunts, not the smiles.”
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He must do everything possible to motivate positive and up heat attitudes,
Another exacutive related that examples set by the chief executive just
naturally rub off on those under them. This executive related the story
of a parson, a non-drinker, who became the axecutise Teader of a nolice
department. Some of the top managers were known to abide in the "spirits”
during lunch; nowever, after the new boss came on board, thess managers
began Lo follow the lead of their boss, and they too soon ceasad indulging
during lunch.

In the good departments, the chief will be doing everything possible to
motivate the employees. As Tom Peters and Nancy Austin said in their book,
A Passion for Excellence, the excellent leaders are not just
administrators, but instead they become coaches and cheerleaders. That
means they do things like delegate and encourage participation from all
ranks. As one police chief said, "authority really bubbles up from the
bottom. Those we lead give us the right to lead." The chief sets
direction and then delegates as far down as he can go because he trusts
his employees to do a good job. He has hired good people, given them

the best training available, and.leads others to success. He gives credit
where credit is due and doesn't take all the glory for himself.

Everyone interviewed agreed that the chief has to be involved in the day to
day operation of the department. Almost all of the executives stated that
excellent chiefs do this by some means of what Peters and Waterman termed
as Mangement by Wandering Around, coined as MBWA. There were many examples
of how this was done. One chief made it a point to stop by on radio calls
just to talk with the officers. 1In another department, the chief executive
made it a point to drink coffee in the squad room with the officers so he
could hear what was hapvening. Another chief felt that the top management
should attend social affairs with the troops (formal affairs, not beer
drinking events after work) in order to get to know the employee in a
relaxed atmosphera. Even though, we have always heard that one can get too
close to employees through off-duty friendship, one chief stated that over
his 30 some years of experience he has never had an officer try to use this
friendship to get himself out of a jam or into a prestwglous position ne
was not qualified to fil1.

When doing the interviews for this project, I heard of several ways that a
Cnief/Sheriff can stay aware of what's going on in the department while at
the same time letting the troops hear 4hat's happaning from the top. These
methods included spending lots of time with employees, managing by
wondering around, if you would, and stopping and talking with the
amployees. The chief would show up at briefings, attend training
exercises, and encourage social avents. OJne of the chief executives felt
that one of the most productive times he spends with his employees was at
regular police picnics. This allowed the officers the chance to relax, and
it gave the boss the opportunity to just sit and talk with the troops
without it being a formal meeting. As he said, "this is when the troops
really let you know what they're thinking, and they are more receptive to
just let you share your thoughts for what thay are, thoughts." E&van though
MBWA was encouraged by all the executives, one of them cautioned that not
everyone was comfortable doing it. He even thought it might be
inappropriate from some positions. Fur cxample, he cautioned that a City
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Manager probably should not be doing MBWA in the police department. This
same executive stated the MBWA is probably good as Tong as the chief is a
. good listener but would make corrections through the chain of command.

Another way the chief executive can share a personal message is by using
video tapes. This allows the employees to hear the message from the chief
himself. Several departments produce newsletters as one means of
communicating, and in each case, the chief executive always had a column in
this newsletter.

The excellent chiefs and sheriffs thoroughly love their job, and one can
tell by the way they live. Their excitement radiates. During my travels,
I met many chief executives who were excited about talking about the
elements of an excellent police department. Many had all kinds of police
reminders in their office, (pigs of all kinds, lots of police photos,
police patches, badges, etc.). As one chief said, "Cop work just gets in
your system." I was amazed at how many of the chief's children had
followed in their dad's foot steps into the law enforcement field. It
seems to be true that in order to generate enthusiam in others, you have to
Tove what your doing and be excited about being a cop.

3.2 Presenting The Right Image

Peters and Waterman in their book, In Search of Excellence, stated that
every excellent company they studied was clear on what 1ts’ standards were
and took the process of value shaping seriously. Their thesis on beliefs
and values was so appropriate to the law enforcement culture that I believe
it is worthwhile to quote it in its' entirety. ’

Q "I firmly beljeve that any organization, in order to survive and
achieve success, must have a sound set of beliefs on which it premiseas
all its policies and actions. Next, I helieve that the most important
single factor in corporate success is faithful adherence to those
beliefs. And, finally, I believe if an organization is to meet the
challenge of a changing world, it must be prepared to change
everything about itself except those beliefs as it moves through
corporate life. In other words, the basic philosophy, spirit, and
drive of an organization have far more to do with its relative
achievements than do technological or economic resources,
organizational structure, innovation, and timing. A1l these things
weigh heavily in success. But they are, I think, transcended by how
strongly the people in the organization pelieve in its basic precepts
and how faithfully they carry them out."?

As previously stated, the values and beliefs of the organization mold the
department. The chief sets the example by establishing and upholding the
basic principles of the organization, like being very clear that there is

5Peters, Thomas J., and Waterman, Jr. Robert H., In Search of Excellence,
. Warner Books, 1982, pp. 280.
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no free cup of coffee. One of the executives interviewed stated, "that we
go out and hire the person with good morale values; we must, therefore,
make sure the organization affirms those values."” We do this through not
only written policy but practicing what we preach.

One chief I talked to was so convinced that proper values were important
to the agency that he and all of his lieuteants and above went to Hewitt
Packard's management training together for one week. When they returned,
they decided to establish in writing their values and beliefs for the
department. It took over seven months to finally agree upon the values and
beliefs on which the department should base their existence. This chief
now feels he is in position to guide his agency towards excellence.

Another chief stated that every organization has a history that helps to
establish its values. He stated that before a new set of values is
established, it is important to look at the history, the present, and the
future. Values are the milestone of the organization. 1In several of the
interviews, comments were made that before any major decisions are made or
disciplinary action is taken, the department makes sure these decisions

do not contradict the values and beliefs of the department. Al71 decisions,
actions, and progress should be consistent with the values of the
organization.

The way the police handle people has a lot to say about the values of the
agency. As mentioned before, one of the basic values of any -agency is
practicing the "Golden Rule". One way this value is impressed upon the
employees is through constant preaching and mottos, such as August Volmer
in Berkeley established the motto, "Kill them with kindness." It made ro
difference who the individual was or what he/she did, the police still had
to treat them with kindness. Violation of this value was cause for
disciplinary action. One chief said that there are times an officer may
have to go to the gutter with an offender, but the difference between a
good department and one which is not, is the good officer pulls himself
backup from the qutter after regaining control, and the officer also brings
the offender back up with him.

Another example of going one step further in practicing the "Golden Rule"
is where an officer helped a handicap person home who had missed the bus.
Not a1 big deal, one might say, and I might agree, but it's the little
things that make the difference between being good and being excellent.

Excellent departments treat people with dignity and respect. One way they
do this is by maintaining a liberal attitude in the way they handie
people. They evaluate every situation individually, and they take the
action that benefits all. Sure, they have established rules and
procedures, but they maintain enough flexibility to personalize the
action. These same agencies maintain a open, warm and hospitable
atmosphere. They do not ailow derogatory language in or outside the
agency, and they maintain fairness to everyone regardless of race, sex,
religion, or nationality.

Excellence is attitudinal. The chief must reinforce the attitude he wants.
One department believes so strongly in abiding by the best human

relations principles possible that they send every officer through the Dale
Carnegie Human Relations Course, a commitment of approximately $700 per

-20-




employce. This commitment tells the employees that being able to get along
with others is taken seriously.

Loyalty was a value that the executives said was important in an agency.
The chief needs Toyalty from his key people, and the best way to qet
Toyalty is to give it. As one chief said, "if the chief talks bad about
someone, that person will talk bad about him." Sometimes when you give
Toyalty and trust one might get stabbed in the back, but in the long run,
the chief will gain more loyalty and trust from the employee. As
previously stated, loyalty begets loyalty.

The excellent departments do everything they can to emphasize what's
important because troop preception of what's important is by what the
department does not by what it says. In the excellent agencies, the
leaders show the way by leading and setting the example. They do things
like emphasizing that the most important function of the department is to
provide twenty-four hour service to the public. The patrol operation is
number one priority and all other services are a support service to
patrol.

One department I visited had a program that emhasized the importance of
health. They have a sick leave bonus that pays $50.00 a month if the
empioyee .has not used any sick leave for a year and half. In addition, the
employee gets his/her name on a plague that is hung in the lobby. This
same agency also provides a $250.00 bonus every six months for twe years if
the employee quits smoking and/or if over-weight, losses and maintains
his/her ideal weight.

The chief must personally do what ever he can to make sure the employees
know and understand the departments values and beiiefs. One way the chief
does this is by spending time with the employees, especially new recruits
who are most receptive to the departments values and beliefs.

As one chief said, one of the best ways to ensure the employee will accept
the department's values is by hiring the employee who already posesses
these values. 1In this agency, the chief gets the oral board members,
background investigators, and psychologist together so that they will all
agree upon what values and beliefs they are Tooking for in a new employee.
Several of the chief executives agreed that it is important for the

FTOs® to tecach the proper values to new recruits; therefore, the chief
must spend time with the FTOs sharing the department's values and bealiefs.

In one department they have a program called the "unsung hero." Every
monith the staff chooses an employee as the employee of the month. The
criteria for being chosen is not just because they have done something
outstanding that month, but it's for being a good consistent employee.
This individual receives a plaque and is provided with a special parking
place for a month. In another agency, the chief has a standing monthly
meeting with the president of the police association, who may ask any
pertinent questions. The process is video recorded so that all officers
can view the interview. This gives the chief the opportunity to express
what he feels are the true values of the department.

6Fie1d Training Officers.
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Other methods of communicating the values of the department is by attending
briafings, maintaining a chief's bulletin board in the squad room and
nolding weekly staff meetings. One cnief holds morning staff meetings for
one-half hour with all Tieutenants and above so that everyone knows what
occured ovar the last 24 hours and the direction for the next 24 hours.

Several of the executives stated that two important areas of value
portrayal are the budget process and meet and confer times. The budget
process establishes the resources to accomplish the important mission.

The meet and confer issue is important to the organization's

effectiveness. The chief must support the efforts of the employees while
at the same time maintaining the integrity of the organization. The
overriding issue must be, is it fair to everyone, which is one of the
common values of the organization. As one chief stated, the chief needs to
be involved in the meet and confer issues that effect the departments
beliefs and mission. The chief should stay out of the issues not effecting
the operation of the department.

I came away from many of the interviews realizing that several of the
departments had mottos that exalted excellence, just 1ike the Los Angeles
Raiders new motto, "Commitment of Excellence." These agencies have mottos
1ike "excellence, style, and pride; absolute fairness; respect; be fair; to
serve and protect; we will achieve and we are striving for excellence."
These same departments aiso had heroes that they emulated, like. August
Yolmer, 0.W. Wilson, and past and present employees.

Values and beliefs are important in the excellent agencies, and the
excellent departments do everything within their power to not only
establish the right values, but to up hold them.

They Have A Mission And Goals

Excellent departments will have written and published mission statements.
They will have established goals and they will be driven by objectives. In
other words, these agencies will use some sort of management by objective.
These goals will be established through employee participation and once
agreed upon, everyone will know what part they play in accomplishing the
objectives.

I was in one department where they have a complete mission binder which was
established by using the 8 attributes from the book, In Search of
Excellence. This book explains the philosophy of the department, and it is
used when indoctrinating new employees and in-service training. It is
constantly updated and is used to evaluate the performance of the
department. In another department, the total investigative unit
establishes objectives. These objectives are published,and the section
leader quarterly reports the units’' progress to the chief. If the unit
does not meet the objectives then the chief wants to know why.

The department's mission does not necessarily have to be any earth shaking
statement. As one conslutant related that in one department he was

working with, the question was asked of the chief what the department's
mission was. The chiefs' response was that it was our job to get out there
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and put the bad guys in jail. Simplicistic! Yes, hut the experts agreed
that the best way to state the goals and objectives was to keep it simple.

If establishing mission and goals is important, so is getting a huy-in fron
the employees. They get this buy-in by practicing maniagement by
participation. Several agencies have yearly retreats during which they
establish the yearly objectives. Almost everyone related that the best way
to impress the importance of mission, goals, and objectives is through
training, especially with new recruits.

The mission and goals of the police agency must coincide or at least not be
in conflict with the overall city's missions and goals. The best example
is in one city all new recruits participates in a city wide orientation.
The recruit actually spends a day with every city department, which allows
him to get a clear view of the total city's mission. As the executive
related, "it's easier to show the right way at the start than try to
unlearn bad habits or misperceptions.”

Details/Details/Details

It became quickly obvious that the good police departments take care of the
basics. They pay attention to details. As one chief said, “the excellent
police departments emphasize doing the basics well. The answering of the
radio calls is the all important function of the police; everything else is
gravy." Excellent departments do things right the first time. The way
they do this is they don't accept work that does not meet the agreed upon
standards. They reward the small, but important things.

Excellent agencies are always trying to improve. They build foundations
for getting better. They train the officer to do things right the first
time, and they evaluate their successes while searching for possible
improvements. One chief explained that agencies endeavor to make all
contacts positive. They shouldn't get hung up with the negatives. He gave
the example of reviewing police reports. Instead of always blasting the
mistakes, we should praise the good parts of the report and get the
officers to want to improve so they will be proud of their work.

Even though everyone interviewed said that good statistics are a gauge by
which one could evaluate a department, one must be cautious when
deciphering this information as it may not always be what it seems. One
executive related an example of the problems with taking statistics at face
value. As a young cop, this executive, working a very busy neighborhood
wrote lots of theft reports until his sergeant told him that crime was too
high in his beat so he must not be doing his job. The sergeant suggested
that instead of classifing the reports as theft, lost property would be
more appropriate. Crime dropped in the young cops beat. This executive
was sure this type of action wouldn't occur in an excellent agency.

Several of the executives stressed that excellent agencies would constantly
be Tooking at how they do things. They would remember, however, that the
old ways may still be the best. As one chief said, "It's hard to improve
on beat accountability." They fix things that need fixing, but they don't
try to fix things that are not broken. Excellent agencies impress the
officers with being responsible to the community and especially the people
on their respective beats.
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dne variable that can effect excellence is the size of the agency. Even
though a particular size may not be a variable in whether or not an agency
can become excellent, having enough resources to get the job done is. Tt
was the consensus of the people interviewed, the organization has a duty to
maintain sufficient staffing.

They Take Care of Their People?

3.5.1 Recruit/Select/Assign and Promote

Naisbitt says in Re-Inventing the Corporations, that the organization must
have quality people and/or develop them. As previously mentioned, maybe

the most important role of the leader is who is appointed, promoted, and
transferred. Several of the executives interviewed said you must have

competent people under you if you want to develop an excellent organization.

Several of the executives were adamant that if you're going to strive for
excellence in your organization, you have to hire people who can meet the
needs and are willing to serve the community. This means that the agency
must actively be involved in the recruitment and selection process. They
don't leave it to the personnel department. High standards are set for
becoming a police officer. In one department, one must have an AA degree
to get hired, and a BA to get promoted. Another chief, however, said one
of the biggest stumbling blocks in the personnel system is the lowering of
the requirement for entry. In the earlier days, in this chief's
department, one had to maintain a "B" average in school to get hired; now,
he says, some departments are lucky if the individual has graduated from
high school. What was amazing, however, was the chief still felt one could
recruit the "cream of the crop." It just took more work.

One way the department can attempt to get the good recruit is for the chief
to get involved right at the start. In the superior departments, the
chief pesonnally interviews the candidate prior to doing the background
investigation. As one chief said, "Why should I leave the selection
process up to someone else? If I know I don't want the individual, why do
a background investigation?" These same agencies impress upon their
background investigators the importance of hiring the right people, and
they require a thorough background. They get their investigator,
psychologist, and polygraph operator to agree upon the type of employee
the department is seeking. They try to get out the anti-social people
before they are hired.

The new police recruit comes into the job wanting to do good, and the
department must create an atmosphere for him to do a meaningful job. As
Naisbitt said, "In their hearts, people know that work should_be fun and
that it should be related to the other parts of their lives."” One chief
related that if for some reason an employee does not match the
organization, then the agency must help that employee to go elsewhere. We
need to get the employee doing what makes him happy.

7Naisbitt, John and Aburdene, Patricia, Re-Inventing the Corporation, Warner
Book, N.Y., 1985, pp. 5.
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Besides the hiring and training of the new employee, assignments and
promotions are taken seriously in the excellent department. The chief will
personally be involved. Several of the coxecutives stated that hesides
hiring and assigning of police officers, there are two other very important
positions; dispatch and the public counter people. The dispatch person is
usually the first contact the public has with the police. How that person
is treated by the dispatcher can set the tone for the total police

contact. As one chief said, "the dispatcher has to possess both technical
and human relations skills." Technically, dispatch is becoming very hi-
tech oriented. We have to hire people with the necessary skills to handle
this function, but they also must use numerous people skills perhaps more
than the police officer since practically all of the interaction with the
public is over the phone. 0One executive advised that the dispatcher is a
very important person in the organization since he/she has total control
over the city's resources. Usually, it is the dispatcher who makes the
split second decisions as to who, what, and how many resources are going to
be committed to the call. Another chief personally selects the public
counter people because as he related they are the first personal contact
the public has with the police when they enter the facility. He wants a
favorable reception. In this department, being selected to serve as a
public counter receptionist is a real honor.

Excellent departments promote only the best people. Everyone interviewed
said that promoting the right person is an absolute necessity if you are
going to achieve excellence. As one chief said, "A person gets promoted on
what he does, not just on the test score--attitude counts." Departmental
values are represented in a promotion. The troops will see what's really
important by who gets promoted. If it's the hard worker who upholds the
department's values, then that's what rest of the troops will do to get
promoted. If it's just on the test score, then who knows how the employee
will act between tests. And, once the individual is promoted, the chief's
job is not over. Several executives related that on any promotion the
chief needs to spend lots of time with the new promotee sharing the values
of the department.

There probably are not going to be enough positions available for everyone
to qget promoted. The excellent departments take care of these people who
don't get promoted by creating a career development program to reward the
faithful employee who has not moved up. In one department, they have
created the career officer. After several years as a police officer, the
officer becomes available to be a career officer. He wears a
distinguished badge and uniform, and receives monetary and training
incentives. The city really does appreciate the officer's efforts and is
not just trying to appease the employees.

3.5.2 They Care About Their People

Excellent departments create excellent people because they know the
employee, if happy, will take care of the organization. The better
departments create a work environment that's appealing. They provide
coffee rooms for the employee (a place to relax) and they allow the
employee freedom to make it comfortable, establish the rules, and feel
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free to talk in there. They provide the employee with their own work space
and give them the fra2edom to decorate it in their own way. They treat
people as responsible adults and they get responsible employees. ‘

If there is a problem in a gray area, the employee is given the advantage.
If there are little irritants that makes -1ittle difference to the
organization, the excellent agencies let the employees decide, 1ike the
color of the patrol car. They have some ground rules with lots of
fiexibility.

Excellent police departments don't discriminate, fabricate, or mistreat
their people. They treat employees with respect and the chief and/or top
management does not let ego get in the way. They lead by being a
supporter, helper, coach, and cheerleader. The chief has to show that
he/she cares about the employee's welfare. One chief responds to every
officer injury regardless of the seriousness or time of day. Does this
help? This chief seemed to think so. He related that he had an officer
who lost an eye in a shooting. The city wanted to retire him; however, the
officer did not want to retire. The chief fought for his job. That
officers is back to work. As this chief said, "I'm in awe of guys who do
this." Does this send a message to the troops? VYou bet it does.

Another factor that shows the agency cares for its people is if the chief

gets to know his employees. One chief related that when he first

became chief, he spent 4 to 5 hours with every employee just trying to get

to know them. He felt it was the best time he spent because when making

decisions he usually knew where his employees were coming from because he

had asked them. This chief felt it was so important that he continued ©
these lengthy interviews with the new employee as they were hired. .

3.5.3 Open Communications And Trust

Excellent departments allow their people to express their feelings. They
don't give them carte blanche, but they do say I hear, I respect the
difference, but this is what we will do and why. Under most conditions,
the excellent agency will keep the department informed and will do such

far enough in advance of any events that will effect the department. There
will be little after the fact explaining. Excellent organizations will
mininize the formal lines of communications. They won't uproot the chain
of command, but they will encourage sharing of information regardless of
the rank or organizational structure. These agencies find ways to
communicate. One agency had a hot-~Tine video response system whereby at
any time any employee could see what was really happening instead of
depending upon rumors and/or unrealiable sources. Another agency has an
electronic memo system where every officer can use a computer terminal

to receive the latest information and messages. The officer could transmit
and ask questions or clarification through this same terminal. O0One chief
said that you need an open door policy, but this is not as good as going to
the employees work station.

An excellent agency would not hide problems or tolerate "yes men."
Instead, it would develop methods to build trust.

One chief says that one thing he always does is he tells others why he .
will or will not do something. Another chief said one of the ways he began

-26-



tc develop trust was he had a meeting with all of his staff and asked three
questions: 1) What do you Tike about the department? 2) What don't you
1ike? and, 3) What would you change? These responses then become the
agenda for the coming staff meetings until thay were rectified or at least
satisfied with the process. Another chief said that his staff always airs
out matters before any decision is made unless an emergency, and if it is
truly an emergency, then the decision is always discussed as to why it had
o be made as it was, and was it the right decision.

Another way to develop trust is to get others invoived in the decision
making of the department. One chief brought all of his sergeants together
and et them work out how they were going to reduce the citizen
complaints. This same chief even had a Team Building Workshop which
included officer's wives.

3.5.4 Rewards

Almost every one interviewed indicated that some how the excellent
department would get the employee to feel that he/she has some
responsibility for the overall accomplishments of the department. One way
this can be addressed is through a feeling of ownership. Make the
employee feel that he/she has an invested interest in the organization.
One department that I visited has a take home car plan. Each officer is
assigned a particular vehicle and it is his/her's to drive off-duty as well
as on-duty. I never saw cleaner looking patrol cars, but the real message
of this plan is it is telling the officers we trust you. We trust you
completely to the point that we are going to give you the privilege of
having a city car to use just like we have done for management for years.

We have to treat others as winners and call ourselves winners. People do
good work because we train them to do it. A1l they need is a pat on the
back. As the One Minute Manager said, "find them doing something right."
One chief related, however, that the chief can't do this unless the
sergeant tells him of the good job the men are doing. This same chief
said, "the way you get the sergeant to tell you of the good police work is
reward the sergeant for telling you."

As a Jeader, we feel best when we can stroke others. Few leaders really
like to administer negative discipline. !e also know that stroking begets
stroking. We all like to receive a compliment, but we really feel better
when we can give them. On the negative side, however, one chief said the
best way to ensure compliance with the rules is make it so uncomfortable
for the employee violating the rules that they will want to do it right.
Excellent agencies reward for good conduct, but they also ‘discipline for
bad conduct.

A1l of the executives interviewed agreed that not only is rewarding good
conduct important, but the excellent agencies made big deals out of these
rewards. It became an event the employee looked forward to with great
anticipation. In one agency, the officer of the year award is presented on
the front lawn of City Hall. Last year over 350 citizens in the community
attended. It is a big deal and the agency treats it as such. In another
agency, officers are rewarded for doing things outside their normal duties,
like writing an article for a magazine. The chief awards a small lapel
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badge. These badges are not easily given. When the officer receives one,
he/she knows it was for something special.

Yes, rewards, recognition, and "at-a-boys" are important, and in the
excelient department, the chief is the head cheerleader, chearing the
employees on for even more rewards. That chief knows the more rewards
received, the better the department is becoming. These rewards are not
just for any old thing; they're for performing in an excellent manner.

3.5.5 Police Unions

Practically everyone interviewed stated that the police unions might be the
greatest stumbling block to an agency desiring excellence. As Robert
Townsend mentioned in his book, Further Up the Organization, unions have
become the theory x manager -- they say '"management is no damn good".

Like it or not, it appears that the police associations or unions are here
to stay for awhile at least. The advice from the executives was to accept
the unions and work with them. As Robert Neville in a CareerTrack
conference in Sacramento on Achieving Excellence said, "The way you have of
taking care of employees better than the unions is recognition." Unions
usually make decisions by senority and past practices.

If unions are part of the police culture, then how does the excellent
agency handle them? When I asked this question the gost common response
was negotiation was the key in dealing with the POA. The chief can't be
at war with the association. The chief must create a climate of trust and
openness with the POA. This does not mean that the chief roles over. As
one chief said, "if the POA is wrong, go to the mat, but if your wrong,
admit it quickly and correct it." Another executive related that one
system he saw of dealing with the association was the chief and the
president of the association met monthly to.discuss departmental problems,
up coming events, and possible ways of doing things even better. This
created a feeling of trust and cooperation instead of a them/us atmosphere.

The most beneficial information I received concerning unions was relayed tn
me by a chief who thought that associations should: '

- Recognize their role in the organization,

- Represent the interest issues of the group,

- Represent the agreed upon support of the MOU,O and _

- Provide positive influence for the good of the organization and not
individual needs.

The chief did caution that the more militant the association, the less
Tikelihood they will be influenced by positive leaders. It is important to
create a positive relationship with the POAs.

8police 0fficers Association.
Memorandum of Understanding.
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3.5.6 Training

Excellent departments train their people to be competent. They are tru2ly
committed to training. As one executive said, "you train more than just
the technical aspects of the job, you encourage training outside the
department.”" One department takes this so seriously that it brought the
college to the police department. The department provided space to hold
classes. They didn't just 1imit these classes to police employees, but
they opened it up to the public. By doing this, the department sends the
message to the employee that the agency feels so strongly about training
that they are doing all they can to provide the educational opportunity to
the employee. It seems to me it would be difficult to decline taking part
in this opportunity.

Another agency feels that training is so important that they have a three
year contract with a trainer to establish a Tong range training plan.
Another chief makes sure he attends a portion of all department training in
order for the troops to realize that he considers training important.

Almost everyone will agree training is important. In the excellent

departments they do more than talk about training, they do it and a lot of
it.

3.5.7 Discipline

In the excellent department, they do all they can to hire the right people,
train them, and motivate them to do good. However, even in the good
departments, disciplinary problems arise. When this occurs, the experts
say it will be handled quickly, efficiently, and without procedural flaws.
There will be no inconsistencies in the policy or the ways it is enforced.
The rules are rigid but fair. The message is if you "screw up" you will be
disciplined, and if they mess up, they are disciplined. Nothing is worse
than have someone violate the rules and not take action. You can't look
the other way no matter what the circumstances. Discipline is handled with
compassion and understanding of the circumstance, but if rules are violated
some sort of action has to be taken. We have told the employee we will,
and we must. In excellent departments, once the disciplinary action is
administered, and if the employee "flys right," then he/she is pardoned.
Excellent departments do not hold grudges against employees; they are just
looking for people to comply with the policy.

The better departments push the disciplinary action down as far as it will
go, but they let them know that the upper ranks are watching. As one chief
said, "poor handling of discipline can effect one's career. If we expect
our supervisors to take care of misbehavior then we have to hold them
responsible.” The word in this department is they want the supervisor to
correct the problem before it becomes some sort of disciplinary action.
Another chief said that in the excellent agencies disciplinary action would
not be normal, These departments would be controlling misbehavior before
it becomes a major problem.

Many of the people interviewed agreed that compliance to the rules of the
organization are controlled through daily methods. One department believes
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it is better to handle problems in the performance track than the
disciplinary track. They give monthly evaluations to every employee, and 2
formal avaluation every six months. They 4o not consider any disciplinary .
action on the performance evaluation unless the problem shows up on the six
month formal evaluation. Another chief said that you have to tell the
employees what is expected of them then failure to abide by the rules will
show in their evaluation. These departments use these evaluation when
considering pay raises, assignments, and especially promotions. Excellent
departments will have good evaluation systems. A1l of the executives said
that problems must be corrected immediately. One chief said, "when you
hear of a problem it becomes top priority and must be handled now." The
lTonger one waits the less important it becomes and slowly the values of the
department begins to fade.

Several of the executives said that a good department will have a lack of
citizaen complaints, but when thay do receive one it is taken seriously.

The internal investigation procedure must be designed to get to the truth.
It is neither for or against the officer or the citizen. As one chief
said, "the only job of the Internal Affair Unit is to tell the chief what
happened. It is up to the chief to make the decision." One chief requires
that She officer involved must have read and initialed every page in the
I.A.1 report with the opportunity to respond to any item before the

chief will even read it.

Probably the best advice offered from the executives interviewed was when

making the rules, the excellent department will get everyone involved in

setting the standards. The department will train the people the right way

to do the joh, and when violations occur, the peer pressure will either .
force the violator to conform or they will report the actions to the

supervisor. Officers don't want to make mistakes, but now and then someone

may have to have their wheels put back on the track. DNiscipline becomes

the last sort of sanction in the excellent department. First the

management tries to improve the offender. Than, when discipline does come

there is no surprise.

3.5 There Is Always Something Going 9n

t£xcellent agencies are on the leading edge of change, and they are always
trying to improve. They have the ability to act because they encourage
risk taking which allows one to be innovative.

Excellent organizations encourage entrepreneur actions upon the part of the
employee. They do this by allowing people the opportunity to fail because
they look at failure as a learning cxperience. These agencies reward
trying. They would rather have someone make an honest mistake for trying
than make no mistike and do nothing. These departments get the elected
bodies to realize that any experiment may fiil. Excellent departments are
willing to admit that they don't know all the answers. Instead, they get
people to feel that it is ok to not know the answer, and it is ok to ask
the boss for help.

Ornternal Affairs. ’
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It was really exciting to listen to some of the innovative things going on
in the police world., Every person interviewed beliaved strongly about

. peing innovativza and they were eanthusiastic in sharing examples of
innovative programs. In today's world of hi-tech, numerous innovative
programs are available by using computers. The good police departments use
the C?Tputer for all it's worth. One agency computerized all of it's
F.I's** even when the courts were questioning the legality of keeping
this kind of information. As the chief said, "I would rather have to purge
the information, then not to have tried at all." This same department
setup a bar and grill sting operation. It was so successful it made
national news. In ?Bother department, they have developed a game plan of
repressible crimes. They play this game just like Monday night
football. They keep a daily track record comparing it to the same day last
year. 0On a monthly basis they would have a win, loss, or tie. They even
gave special recognition to good arrest, etc., just as if they had made a
touch down or a key play. The council and city manager are kept abreast of
the game. Effective? This city has reduced respressible crimes by some 30
percent. .

In another city, the council has authorized a cash award of $3,000 for the
amployee who comes up with a plan to help solve the graffiti problem caused
by several youth gangs in town. No one has come up with a solution as yet,
but I found it very interesting that the city solicts employees to come up
with innovative ideas. 1In another city, they have civilian investigators
working along side the sworn cop. The civilian does the mundane work and
then they turn the case over to the detective for final investigation.
’ They have increased the solvability of their crimes by 40 percent.

Excellent departments try to be ahead of what the future will bring. One
city adopted the Police Officer's Bill of Rights bafore it was signed into
law. As the chief said, "it was obvious that it was coming so why not make
it departmental policy. It's really fair to the officer, and if the
department is performing proper internal investigations it is not going to
cause any major probliems."”

Another agency had a very interesting program. Anytime an employee wants
to visit another department to Took at a program, he/she gets to go on city
time. A1l the employee has to do is share with the department what they
find. Another city had a really new program. That city developed a
program called "Innovative Project." It is a city wide committee developed
to look into the future. They selected four cities to visit and see what
they do well. The police chief of this city is excited about this program
as he sees it as a way to crecate new thoughts about how others do things.

Innovation is important to the excellent police departments. They do what
ever they can to stimulate ideas. One chief mentioned that a simple way
to stimulate ideas is to have a rotation policy. This allows the employee
to get a real insight to the whole picture which is more apt to open the
employees to being innovative. We all have a littie different view of how
to do things.

‘ iéField Interview Cards.
The repressible crimes identified by this department were robbery,

burglary, car theft, theft, and malicious mischief.
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3.7 Being Responsive To The Community

The community is the police customer. Some departments do not have .
possitive relationships with the community. As one executive said, "Ask,

what would happen if we didn't have the perception problem from the

community, and how do we change it?" The excellent departments ask this

question and they attempt to change any negative perception and build on

their positive features. How? Hopefully, this section will give one some

ideas how the excellent departments perceive their role in the political

ring.

First, the better departments realize that service to the public is the
police product; therefore, the police must listen to what the public

wants. Agencies can do this through many means. One of the most common
ways reported was constantly surveying the community on how they felt about
the department. They send out follow-up letters to see how the community
rates their services. They listen for feed back through numerocus means, be
it news media, schools, clubs, chamber of commerce, council, citizen
complaints, or any number of ways. One chief said, "one of the best
methods of finding out how the community perceived the services of the
department is to listen to the detectives." Since a detective usually does
follow-ups after the fact, most citizens are calm when the the detective
makes his/her interview. The citizen is usually more willing to express
his satisfaction or dissatisfaction to the detective.

iMost of the people interviewed stated that the department needs support
from City Hall. Excellent departments obtain this support in a number of
ways. They do the Tittle things right like treating people properly. They ‘
keep the politician informed. They don't try to up stage the elected
official or the city manager. As one executive said, "the chief has to be
involved in the political ring, but he/she does not move out in front of
the city manager or the council." Another chief mentioned that the best
way to keep rapport with the city council is to always sell the council to
the public. When asked about a program, the excellent chief will always
let others know that it was the council who let the police do one of the
cptions presented to the council. Another executive stated that it was
really important that if there was a disagreement between the chief
executive and the effected bodies, the arguments were never done in
public. It's important for everyone to save face. Another chief said that
the chief and the police should not pose a threat to the elected official,
they must remember it is their job to protect the city not play politics.
This means that the chief does a lot of work behind the scene letting the
politician take the glory. Good publicity is important for a police
agency, but unfortunely, too many chiefs seem to gauge how successful they
are by how much publicity they get. The police are here to be respected.
I[f they are doing a good job, the good publicity will follow. Excellent
departments are always trying to improve their public image.

Excellent agencies stay close to the community encouraging community

involvement. Officers are encouraged to join clubs, be on boards of

directors, memhers of committees, and involved in other community

activities. The departments reward their officers for volunteering to

serve the community above and beyond their police duties. In one city, 6
this has become so important that many officers drive back into town on

their own time to serve the community. This commitment is taken into
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consideration when considering promotions and assignments. These same
departments are also doing all they can to recruit volunteers into the
police department, hoth as reserve police officers and civilian
volunteers. The excallent departments will constantly he asking the
community for help. When a problem arises, the police won't always take
the defensive. If there is no answer for the problem, they will say so and
ask the community for help. As one chief related, they were having a drug
problem in a particular neighborhood, and they couldn't seem to solve it.
They asked the neighborhood for help. The neighbors began a neighborhood
watch program educating the neighborhood on drug awareness. These people
then set up a crime watch system reporting to the police when they observe
any suspicious activity. Soon the problem disappeared from the street
corners. Not only did it solve an immediate problem, but it established a
rapport between the police and the people.

In another agency, they established walking residential beats. The cops
on the beat became responsible for handling any and all neighborhood
problems. 1If the police couldn't do it themselves, they took on the
responsibility of making sure the responsible agency corrected the
problem. Many agencies have opened store front police stations to bring
the police and community closer together. Most of the experts interviewed
mentioned that it was important for the cop on the beat to stay close to
the people they serve. O0One chief took this so seriously, that all
neighborhood watch meetings are attended by the beat officer. As the chief
said, "Who else is better at knowing what's really happening.on the beat
and what assistance they need from the people than the beat cop?”

The bottom line is how the community perceives the effectiveness of the
police. Do they feel safe? Can they walk the streets at night? When they
call the police, do they receive quick, efficient, and polite services?

The excellent police departments do whatever they can to make the citizen
feel safe. One city even has as an objective to have a patrol car pass any
point in the community every fifteen minutes. They keep their patrol cars
black and white because traditionally people respond to this color as
representing the police. They keep as many people as they can in uniform
(including staff) so that the community can readily identify the police.

The demographics of the community can have an impact on how good a police
department can become. The department has to be sensistive to the request
of the community, but they must maintain law and order. It is important
that the police take an active role in community affairs. One agency
developed a communications committee made up of different cultural back-
grounds of officers. They listen to this committee for advice on how to
serve appropriate ethnic groups in the community. 1In addition, they use
this committee as a liaison between the police and the different cultural
groups.

Lastly, this report is mostly generated toward a police department instead
of a sheriff's office. Even though most of what is presented in this
section applies to both the police and the sheriff. The sheriff is a
political being by the nature of his position. In the second part of the
study, it is suggested that POST investigate to see if the political ring
really is different between the police chief and the sheriff.




3.8 Putting It A1l Together

As this chanter has presented, it takes an agency doing 3 1ot of things to ‘
be considered excellent all of which is inter-reliatad. I am convinced that
the excellent agencies will be addressing everything presented in this
chapter. Hard work? You bet! The diagram, following this page, is a
model representing all of the differeat variables that must be addressed if
a police agency desires to achieve excellence. I have identified the
diagram as the critical mass as it represents the attributes and
stakeholders that are present in any police agency. It's not a matter of
the variables being present that determines the quality of the police
agency. It's how the department reacts to the critical mass that decides
excellence. All of the variables are important, and I, as one, would not
want to establish any priority. [ truely believe you have to do ail of
them.
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CHAPTER 4

SUMMARY

This project is not a scientific study, but a compilation of opinions and
examples given by highly respected police administrators. The method used to
gather this information is an art not a science. There are many intangibles
qualities that make an agency excellent. In the end, our perception of
excellence may be all there is. The police must satisfy the customer and the
community. Excellence is providing superior quality and service to the
community.

I did not attempt to identify any excellent police agencies in this study. My
preliminary observation is that there are a lot of really good departments.
Even though excellence may not yet be attained, they are constantly achieving
higher goals. It is the intent of POST to conduct further research to identify
excellent law enforcement agencies by using the findings of this project as a
guideline.

Even though I was not looking for the excellent police department, I did hear
about and see examples of excellence in numerous police agencies. Unfortunely,
I was unable to spend a great deal of time in any particular police agency;
therefore, most examples were accepted without verification.

An important conclusion to be drawn from this project is the excellent police
departments are always seeking to become even better. They do not allow
themselves to think they have reached the top; because reaching the top can
mean falling off. They are always striving for new goals.

Another conclusion that can be drawn from this project is that an excellent
agency must perform all eight dimensions; not seven of eight. Once again, the
eight dimensions that I identified are:

Doing the Basics Right
Leadership

Missions and fGoals

Yalues

Innovation

Taking Care of Employees
Close to the Community
Organizational Technologies
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The most obvious conclusion was that there was no magic formula to be

followed. No special training or equipment was needed. The necessary elements
were so simple and obvious that they were almost embarrassing. Any department
that wished to attain excellence could do so.

This is not to insinuate that I have found the answers to achieving excellence
in law enforcement, for such a claim would be foolish. There may be no right
or wrong approach to achieving excellence. 1 do believe the findings make




sense, and I offer the report for contemplation. I suggest it become the basis
for achieving excellence. I believe that continuing research and analysis

of exca2llence in law enforcement is necessary. Let's use the dimensions in
this papar as the starting point for another projsct to see if we can find the
axc2llant police departments in California. TUf from this rasearch the
dimensions hold true, then let us use them to prepare agencies to achiave
excellence.
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