
If you have issues viewing or accessing this file contact us at NCJRS.gov.



.~ 

• 

• 
~.s. 

AWlUlt9B8 

• 

ACHIEVING EXCELLENCE 
IN 

LAW ENFORCEMENT 

A Project 
Presented to 

POST 
Command College 

POST COMMAND COLLEGE 

CLASS #1 

Jan R. Duke 
December, 1985 

1-0005 



u.s. Department of Justlce 
Nationallnstltute of Justice 

109598 

This document has been reproduced exactty as received from the 
person or organization originating it. Points of view or opinions stated 
in this document are those of the authors and do not necessarily 
represent the official position or policies of the National Institute of 
Justice. 

Permission to reproduce this copyrighted material in mi
crofiche only has been granted by 

California Commission on peace Officer 
Standards and Training 

to the National Criminal Justice Reference Service (NCJRS) 

Further reproduction outside of the NCJRS system requires permis
sion of the copyright owner. 

• 

• 

• 



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 
police administrators~ city managers, and law 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: 

o Leadership 
o DOing the Basics 
o Mission and Goals 
o Values are Clear 
o Being Innovative 
o Caring for Employees 
o Staying Close to the Community 
o Organizational Technologies 

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. 
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EXECUTIVE SUMMARY 

. 
Did you ever wonder what it would take to make an excellent police department? 
Well, I did. As a student of tile 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 learn 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. All interviews were restricted to California as I fe]t 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: 

o Doing the basics right, 
o Leadership, 
a Missions and goals, 
o V~lues are clear, 
o Innovation, 
a Caring, 
o Staying close to the community, and 
o Organizational t~chnologies. 

In addition to the necessary attributes to achieve excellence, the interviewees 
felt there were ways to strive for excellence. This includes the following: 

o It's up to the leader, 
o Presenting the right image, 
o They have a mission and goals, 
o They take care of the details, 
a They take care of their people, 
a There is always something going on, and 
o They are responsive to the community. 

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 
tr~ining 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 
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excellence, for such a claim would be foolish. There may be no right or wrong 
lpproach to achiaving excellence. I do believe th~ findings make sense, and I 
0f~~r the report for contemplation. 
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EXCELLENCE TN U\H E;lF~)RC(\1E:H? 

Did you 2ver wonder what it would t~ke to InJke ~n excellent police dep~rtment? 
vlell, r jid. As a student of the POST Command CDll:~g0, T w·3.s given the 
opportunity to resRarch this question. 

I was inspired by the best seller, In Search of Excellence, by Thomas J. Peters 
and Robert H. \~aterman, 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 
th~t would be present to achieve excellence in the law enforcement culture. - f 

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 learn from 
the mistakes of others; however, I was not as concerned with problem 
avoidance as I was with 3.chieving 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 seems right for such a project since the current managing 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 wilen 
the two cr~cidl elements for social change are present, new values and economic 
necess i ty. II So, 1 et' s jump on the IIband wagon. II Everythi ng seems to be 
in place to make necessary changes to strive for excellence. 

INaisbitt. John and Aburdene, Patricia, ~~:~~ve~~~~~~~ Corporation, Warner 
Book s. :40 Y ., N. Y. 1935, (pp 12). 

vii 
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CHAPTER 1 

SEARCHING FOR THE ANSWER 

1.1 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 ehforcement 
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 law enforcement circles; and 
represented a variety of sizes of police departments from allover 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. 

I 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. 

All 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 sur21y find it in Californi~. 

1.2 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.1I With further clarification and refinement they made 
all seven variables begin with letter "S" and thus developed the i1cKinsey 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 least address these 
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variables. The interview questions were designed to be very broad so the 
axecutive could expand as he saw appropriate . 

Prior to the "lctual interview, each ;?XC.?I;Lltiv·~ vIas aski~d t\'10 pr'e-illtl:rvie'''' 
questions. One, wh~t would ~ake a police department the best in 
California? And, tl'lO, ''Ihlt \'Iould you Sr:!(2 if j')U visit:~lj it'? :)II"?stil);lS tint 
ware asked in the interview were as follows: 

o Think about an excellent police jepartment. 

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 ~e visited to: 1) see if they are 
achieving excellence, and 2) verify the dimensions presented in this 
project. 

1.3 Establishing The Dimensions 

All twenty-four executives mentioned similiar attributes found in an 
excellent police d?partrlent. A matrix was developed to ident:ify the 
import:!nt dimensions n(?'::ess.1.ry for' an exc .. ~l1ent police rjepartment. 

First, I narrowed the attributes into 11 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. T· 
1 isted thl;se '1ttributes and the peJple i!lter'/iC:\'1eri on a m3r~ix and 
trlllj.'':~'i i:~l: nost Ilt;ntioned attributes (s·;~ ch.1r't on n~xt p:\ge). Ilistel 
the attributes mentioned on the vertiC'll plane of the m'1trix 3~J 3~vc: e~ch 
person interviewed a number 3CI'OSS th-= top axis of th,= lilatrix. Th2 dots 
represents the attributes the eX2cutives specific3lly mentioned 3S 

important. I am sure that if l.o1ent IHck to the executives and asked about 
the attributes they did not specificllly mention, they would tell me these 
·'1re also necess.1.ry. ,\11 13 attributes were considered important; 
therefore, I combined like characteristics into major classific.ltil)ilS ·",111.:11 
are highlighted on the matrix. 

The attributes were then combined into 1 ike 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 ;ichieve excellence in the police dep'lrtl1lent were: L(!adership, 
Values, Mission/Goals, Innovation, Basics, Employees, Community, '1nrl 
Organization Technologies. The concepts expressed by those interviewed are 
necess~ry ingredients in an excellent department. 

-3-
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1.4 Search for E~cellence 

liThe 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. 
Maybe that's true, but how does one know for sure? In addition, it is the 
consensus of the people interviewed 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. 

All 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 anyon-site visit they would want to look at the 
following: 

o Mission Statement: Do they have one? Is it 
written? Can it be articulated? They felt that a 
mission statement can tejl you a lot about the 
style of the department. 

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

o Policies and Procedures: Are they written, 
contemporary. and articulated? 

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

~Interview with Chief Joseph McNamara, San Jose Police Department 11/19/85. 
O.W. Wilson described the three styles of Policing as Watchmen, Legalistic, 

and Service. 

-5-, 



a Statistics: Practically 311 of the executiv2s 
interviewed indicated that st3tistics rio not 
make the excellent police department. They 
doubt, however, if you would find an excellent 
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. 

o 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 a1so the department. 

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

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

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

o Disciplinary Actions: What are they? How many? 
How are they handled? Discipline should be swift 
lnd sure, without procedural flawi. 

o Organization Chart: Almost all of the executives 
felt you could tell a lot about a department 
through its organizational chart. You could tell 
where they e:np l1a size the i r re source s, 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: 

o 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. 

o Facilities: The facilities and the equipment 
would be clean, neat, and pleasing to the eye. If 
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1.6 Findings 

not, "are they trying to do something about it?" 
The excellent police departments would always be 
trying to improve their facilities. 

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. 

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. 

Many of the judgments 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. TIley do, hO\o,Jever, run consistently well. The excellent agency can 
be counted on to do the best possible job regardless of the circumstances . 

-7 -
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CHAPTER 2 

EXCELLENCE IN LAW ENFORCEME~T: 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 ca11s
for-service, patrolling, protecting life 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 little 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 netails. It's the little 
things like making sure police reports are complete and correct, having 
plans and standard operating procedures, maintainin~ high stand~rds and 
proper discipline. It'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. It's keeping the typewriters in good working order and not 
running out of citation books." 

• 4Treating others as you want to be treated. 

-8-
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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 st~t;st;cs. The 
excellent department pays attention to this while constantly seeking ways 
to improve on these figures. 

2.2 Leadership 

The police chief is the designer in the department who sets the V1Slon, 
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. II 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 playa role on how the chief leads the troops towards 
excellence. The size of the community, budgetary constraint~, 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. 

2.3 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 go~ls 
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 f1anager 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. 
Excellent departments will have strategic plans, and as one executive 
stated, "strategic planning is not an exercise, it's real, living. and 
changing. Itls our business plan." It prepa'2s the agency to meet 
tomorrow I s c ha 1 1 enge s. . . 
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2.4 Values Are Clear 

Aft2r conduciing 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 fegarded 
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 chi ef 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 h~ve 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" 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 \ve can," which 
~ll boils down to being professional. A professional department was best 
described by one chief as follows: 

A professional department is one that is: 

o 
o 
o 
o 

o 
o 

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; 
visible in the community; and 
highly sensitive towards integrity and 
honesty. 
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Without exception, all the executives believe that without honesty a 
police aaency would not be 2xcellent. Honesty was the basis of all other 
'll 1 ues (hollQS ty v/i th the pub 1 i c and I·d til i tse If) . Another bus i c va 1 ue \-J:.1 S • 
prdcticing the IIGolden Rule,lI and being fair to one another. ;~any 
departments had mottos of "Absolute Fa.irness,1I "Being Fair,1I and IITreat 
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 IINo tlo' S.II 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 like 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: 

"If 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 \~agnall 's Standard College 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 chi ef says, II the way to get support is to gi ve it, because 1 oya lty • 
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. All 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 :lny decisions that affect you." 

There are filany values in an organiZ3.tion. ~~any are similClr regardless of 
the organization and some are unique to that particular organiz3tion. The 
v'llues mentioned in this paper r1r~ i)nly il few of those the executives 
interviewed thought would be present in any excellent agency. In artdition 
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 i}t'e '/Ii 11 i ng to go the extra step to achi eve 
it. The message from the top is: We are, and will continue to be, 
excellent. As one chief says, "give them a fine l'eputation to live up to." 

2.5 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 good firefighters, but we don't do a very good job of 
r)~~~\I(?rl ~'i 019 th: fi r:~s. II 

If ·1 'l~ptlrt':l";rlt !12'5ir':~$ 1:0 :),~ .1 1 :3.lii.!r, then it 111lSt ;.](lkr~ ')ppor'trlil i i;i =s fo;
peopl~ to succeed. E~cel12nt agencies encourage innovation. They are not 
s~ tis fi ed with just get ti ng by. They ar~ fu tur= od i!rl ted, find they provi de 
the mechanism for creativity. In .John :laisbi=tt's book, Re-Inventing The 
Corporation, he states that irlnov~tio~ lllows the employee to fulfil' their 
e-'lfr-epreneur spirit wi thi n the organ; zati on. 

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 excellent 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." 

Exceptional police departments know that being innovative encourages risk 
taking. Risk taking means the willingness to accept reasonable failures as 
well as successes. Management must share in the failures as well as the 
successes. Excellent agencies consider mistakes as learning-experiences. 
They don I t bera te einployees for fa i1 i ng, as long as it 1".3.5 a necessary 
risk. As a matter of fact they reward trying. The attitude is that they 
would rather have someone Inake .jn honest roist;3.ke 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, elilployees l'Ii11 .111'1ays 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 ~aisbitt in. Re-Inventing 
the Corpor3.tioll. Naisbitt also says that the r~dSOrl I)eople -co:ne to \I/or'~ is 
fo-mak,i oiloney or give qUdlity 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 excell~nt department views its ~rnployees as a valuable resow'c:=. TI1'~y 
take care of thei r people. Tiley don I t jl.lS t toll k abou tit, they r:=illl y 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 g8t the fi]ht person to start with." Another 
executive says that succ~ss 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 deparbnents doni t stop here. They make sure they do everything 
within their power to develop that 0mployee's full potential. 

Following right along witll recruiting and selecting, the excellent 
deparbnent puts training as a top priority. They have established written 
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goals and objectives addressina their trlining needs. They go beyond the 
minimum requirad standards of training. They do everything within their 

I- 1 t' .. .. I"" \... . . . 1 . 1 pov/e,' t,) J~1. p,~O!) t~ n·= iH'op,=r' 1...1',11111119 1.'1: ' .• fl': )I~')1... ,.:'11111119 aval .1) .~ 

so that the emploY21~s C:ln do tIn bl!st job i>t)';sit)l"~, 

Super; or d~Pdr tments tr,~a t the i r e1npl oyl~es.'Iith respect. i~anagemen t does 
not let their ego get in tlle~,ay; they tt'l?at th:? police offic2r' .. 15 t~l= :nost 
inportant l)l~rso(l ill the lt~p.-l,.t:n,=('Jt :JeC,lllsl; h(~/sh,~ is tile one that delivers 
the service. Excellent leaders delegate b,~cause 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 ~n open communication atmosphere. They let 
employees know what's occurring. They don't hide problems, and they don't 
tolerate lIyes li men. They don't discriminate or fabricate; they just treat 
people with the IIGolden Rule." They treat their people like professionals. 

Excellent departments are tough on discipline. 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 \'/hen Ul<:! standar"is ,lre violated, riisciplinary action 
is quick and efficient. Discipline hecomes the last resort. First they 
try to improve the employee; 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 Jeliv2t'y is :lc~nowledged, 
The employee is well tr:lined to do the job, and 
Punishment is not normal. 

2.7 Close to tile Community 

In Peters and Waterman's book. In-Search of Excellence. they emphasized 
tlhlt the excellent cOr.lpani:~s st'ly~-(I-c-"1se-f6--the -cilsto'll=r. Tilf'!Y Ut~ar 
their total output to serving the custOIO~~r. Every person intervi'2'v1p.d 
agreed that the police cllstomer is the community, and the product is 
service. Sounds simple. doesn't it? \~ell, unfortunately. the communities 
of today are a mixture of people with diffct'ent needs and wants. 
C i rcumst:lnc~ s (01y deter'~n i nt~ how e f fec t i ,,': t:l'~ )01 ice lre; however, 
regardless of the circumstances, the police have a responsiblility to serve 
the community. ~lost people I'lould agree that the make-up of the cornmuni ty 
Clin -Jetert;ritH~ the reSOUl'ces av"ilable to the police. \~e know there are 
communities which are economically better off th!n others. Wa also know 
that different communities have different im19~s; however, th~re'~re 
certain standards that apply to ~ll ag2ncies if they desire excellence in 
responding to the community's needs. 

In order to do the best job the police can do, they need community 
support. Sever~l of the executives interviewed mentioned that the poli:e 
rlepar·t';h~nt sllou1d f1irror' thf~ co,nmunity, but one of the city m3.naaers s,lid 
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it best, "the police must remember that they are working with the community 
and not fot' the cOll1rnunity." T'lis Inakes th~ jl):))f policing '~verybody"s 
business-. -It also F\)I"c\~s the polic-= to look a.t the total community and not 
just I~nforcing the 1:1\1. It is i1np')r'trlllt tJ ;"~lnt;Hlb'~r' tiHt th:~ 1)01 i';~ 
product is service, and that service must be the highest quality 
available. 

Politics are a part of life 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 abnosphere and respond to the legitimate 
request of the politician, since the politician is suppose to represent 
his/her constituent (the customer). As several chief~ said, "the chief is 
involved in politics, but he doesn"t play politics." It's a fine line to 
walk, but the good" chief 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 head-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, ~nd they ar2 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 doni t satisfy the customer (the community, 
politicians, etc.), it would be diffcult to be considered excGllent. 

2.8 Organizational Technologies: Planning For Success 

Internally, the excellent police d!nncy will do everything it C<1n to 
communicate what's happening. After discussing the importance of 
communicating to everyone interviewed, it became apparilnt that if a police 
organization l"€:!ally had their "act together," they \·/Ould be on top of 03.11 
the latest t~chniques of arganizJtional effectiveness. 

The best police departments keep a learl staff, which illlows the agency to 
be more flexible. With fewer r3nks, each individual must have the ability 
to do several different functions. One chief said it was possible to hav2 
too much staff and not enough toio. With the old saying. "idle mirtds 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 Naisbitt says in his book, Re-Inventing the 
Corporati on , "peopl e are achi ng to make 3. commitment. It i s-commi tment, 
not authority, that produces results." Good departments will attempt to 
reduce the layers of managei!'''~nt in order to increase communication 'lnd 
provide more opportunity for employee participation. Excelll~nt agencies 
will have strong management te.lms, and they \'Ii11 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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TI1:!s2 S.1i.l:? :1.~Pil.t·t;jlent5 IJill :HVP. th;' l'lt~St t(~cht101o'JY 3.vai1abl(~ in order 
to pt'O'lidc all the tools p'Js)ii)l.~ to tlw;r =:nplr)y(~es so that th(~y Cln do • 
till'; i.H~si; }):) !).)$5;:)1:;. ;lo",cv(~!', th2 :)J')c\ ·!'~i)·Vt.l;ilL:i '/i;l i),~ jllst ·'(S 

sttong in dJ/-:!loping ilU!n'l:l r,~l·itior1s. ellcJI.lI'·jJing tea.n Juildin!). all:1 
cO!nlll '..lnic·1ti'l] ,Ii!:h :'\cl1 i)ther. Thl~ org.'l.ni.~dtiJ)nal attitude will be that 
they will do whatever possible to pr~vide the best work place for their 
elilployees. "'/hile .:it th2 sar;)e time giving the best services :)ossibl~ to tile 
cOfilmuni ty. 

2.9 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 catiS'e and effect relationship with all dimensions 
being equal in the 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 

Organizational 
Technologies 

Community 

Dimensions of Excellence 

Values 

Leadership 

Caring lnnovation 

Figura 2 
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CHAPTER 3 

AC:Ir(Vi'lG EXr.F.LLENCE 

In addition to discovering what attributes made a police dep~rtment axcellent, 
I was interested in finding out what depart~ents can do to achieve excellence. 
This chapter describes what the executives interviewed had to say about what 
agencies can do to strive for excell~nce. 

3.1 It's Up To The Leader 

Thomas R. Horton, President of American Management Association, said in the 
July 1985 edition of Creative Management, "we have learned that we have 
to pay attention to a thousarrdmundane-rrttle 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. II 

Everyone interviewed sailj that the real success of an ~gency jepends upon 
the leaders. The chief has Inore to do wi til leading an agency to excellence 
than any other dimension mentioned in this paper. This does not mean that 
the other dirncnsions of excellence fall to second place, but it does mean 
that tht? letlder is ~he one ~Jho ilas to plJt it ,~1toaetr12r. One !Jf the chiefs 
interviewed said that people don't want to be led unless in time of crisis; 
therefore, the chief must possess ~ll the skills necessary to motiv~te 
his/her people. And, as w~s discussed in the l~st chapter, it's the chief 
'''ho provides :!1~ vision 'lnd sets the tone fo(' the dt~partment. 

After completing the interviews, no one leadership style seemed to surface 
in ~11 8xce'!lt!llt -lgen':y, but instead, tOddY'S style is situational 
leadership. The police culture is so complex that it takes a multitude of 
,j i fff?r~n t dpproach-:s ~o nanat]C! ·t clf~p",r t':len t. 

Sever~l of the executives interviewed stijted that the chief executive 
!Oust POSS!~.:;s .111 ~h~ right leadership qllaliti?s, 'lnd there :nust be 
stability in the top management rank,>, 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 1-5 years to develop a rlepdrtment and 7-10 years to 
make it excellent, and if you k;~p ch,:lIlging l'f1d.n-lgers you'r',? alio/.1Ys gointj 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 possessed all the qualities of excellence, but constantly 
was going through Chiefs of prJl ic,? 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 tm·t.'li'.!S his/her job. As one chief said, "if the 
chief grunts, so do the troops. tlhen SO!'l(~one say it stinks, the chief has 
got to say its not so bad. People remember the grunts, not the smiles." 

-17-



He must do everything possible to motivate positive and up heat attitu~es. 
Another ex~cutive related thJt examples set by the chief ex~cutive just 
naturally rub off on those under them. This executive related the story 
of a p;~rsol1, a non-drinker, \'Iho became the .::<",cuti I'~ Ii';)'!.?)' of il :Jolicc 
department. Some of the top 1;]<lna!J'~r'; ''Iere kno,:m to ,J,bide in tile "spir'its" 
durin~ lunch; hov,ever, after the new boss came on boarrl, these I~HI1-3.~et's 
be~an to follo'l' th·~ lead of their boss, and they too SOOrl C'~'ls;~_1 injulging 
during lunch. 

In the good departments, the chief will be doing everything possihle 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. In another department, the chief executive 
made it a point to drink coffee in the squad room with the officers so he 

• 

could hear what \'Ias happening. 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 atmosphere. 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 rt jam or into a prestigious position he 
was not qualified to fill. 

IJhcn doing the interviews for this project, I heard of several \-/ays that a 
Chief/Sheri ff can stay aware of what's going on in the deparbnent while at 
the same tilne letting the troops il'~dr .IiHt's h'\[1pening Fl'orTI the top. These 
r,lethods included spending lots of time I'lith employees, managing by 
wondering ~round, if you would, ~nd stopping and talking with the 
.~;nployees. The chief would show up at bri,~Fings, attend training 
exercises, and encourage soci~l ~vcnts. nne 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, ~nd 
it gave the boss the opportunity to just sit ~nd talk with the troops 
without it being a formal meeting. As he said, "this is \-,hen the troops 
really let you know what they're thinking, and they are more receptive to 
just 1 et you share your thoughts for I'lna t they dre, though ts "," EV2n though 
MBWA was encouraged by all the executives, one of them cautioned that not 
everyone was comfortable doing it. ~e even thought it might be 
inappropriate from some positions. Fur example, 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 long ~s the chief is a 
good listener but would make corrections through the ell-lin 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 a~out 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, IICOp work just gets in 
your system. 1I 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 
love 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 its' >tandards 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. 

III firmly believe that any organization, in order to survive and 
achieve success, must have a sound set of beliefs on which it premises 
all its policies and actions. Next, I ~elieve 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. All these things 
weigh heavily in success. But they are, I think, transcended by how 
strongly the people in the organization believe 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'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 v'llues." \Je 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. In 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. All 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 ~gency 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 no • 
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 gutter after regaining control, and the officer also brings 
the offender back up with him. 

"nother exampl,~ 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 a 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 handle 
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 allow derogatory language in or outside the 
agency, and they maintain fairness to everyone regarrlless 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 
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employee. 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 loyalty from his key people, and the best way to get 
loyalty is to give it. As one chief sai~, "if the chief talks bad about 
someone, that person will talk bad about him." Sometimes when you give 
1 oya 1 ty and trust .one m; ght 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 
employee .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 lQ.bby. This 
same agency also provides a $250.00 bonus every six months for two years if 
the employee quits smoking and/or if over-weight, losses and maintains 
his/her ideal weight . 

The chief must personally do ~/hat ever he can to make sure the employees 
know and understand the departments values and be,iefs. 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. In 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 looking for in a new employee. 
Seve~al of the chief executives agreed that it is important for the 
FTOso to teach the proper values to new recruits; therefore, the chief 
must spend time with the FTOs sharing the department's values and beliefs. 

In one department they have a program called the "unsung hero." Every 
month 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 . 

6Field Training Officers. 
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Othct ·nethods of communicating the values of the depattrnent is by attending 
bri~fings, maintaining a chief's bulletin bORrd in the squad room and 
holding weekly staff meetings. One chil~f holds Illorning scaff meetings for 
one-ha 1 f hour (oJi th all 1 i eutenants and above so that everyone knows what 
occured over the last 24 hours dnd 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 like the Los Angeles 
Raiders new motto, "Commitment of Excellence." These agencies have mottos 
like "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 also had heroes that they emulated, like. August 
Volmer, D.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. 

3.3 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, but 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 1 buy-in fron 
the employees. They get this buy-in by practicing management 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." 

3.4 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. lithe 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. II 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 wor~. 

Even though everyone interviewed said that good statistics are a aauge 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 \~ith 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 looking 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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One variable that can effect excellence is the size of the aaency. Even 
though a part; cul at' s1 ze may not be a vari ab 1 e in whe ther 01" not an agency • 
can become excellent, having enough resources to get the job done is. It 
was the consensus of the people interviewed, the organiz3tion has a duty to 
maintain sufficient staffing. 

3.5 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 SA 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, "VJhy should I leave the selection 
process up to someone else? If I know I ~on'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

7
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. 

• 

714aisbitt, .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 employ~e, assignments and 
promotions are taken seriously in the excellent dep~rt~ent. The chief will 
personally be involved. Several of the executives stated that ~esides 
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, lithe 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. One executive advised toot 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 publ i c has 'Iii th the pol ice when they enter the fad 1 ity. 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. Everyon~ 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 get 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 Ca place to relax) and they allow the 
employee freedom to make it comfortable, establish the rules, ~nd feel 
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free to talk in there. They provide the employee with their own work space 
and give them the fr2edom to rlecorate 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 little difference to the 
organization, the excellent agencies let the emplo~ees decide, like the 
color of the patrol car. They have some ground rules with lots of 
flexibil ity. 

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 batk to work. As this chief said, ~I~m in awe of guys who do 
this." Does this send a message to the troops? You 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 \'Ii11 keep the department informed and \'Jill do sllch 
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-line 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. One chief 
said that you need an open door policy, but this is not as good as going to 
the employees work station. 

An exce 11 cnt agency v,oul d not hi de problems or to 1 t~rate "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 
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to develop trust was he had a meeting with all of his staff and asked three 
questions: 1) What do you like about the dep~rtment? 2) What don't you 
like? and, 3) What would you change? These responses then become the 
agenda for the coming st.lff r.1(~etings until tlJ~y vlere rectifiec.\ 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 
to be made as it \'ias, and \'ias it the right decision. 

Another way to develop trust is to get others involved in the decision 
making of the department. One chief brought all of his sergeants together 
and let 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 everyone 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. All they need is a pat on the 
back. As the One Minute Manager said. ufind 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, lithe way you get the sergeant to tell you of the good police work is 
re\'/ard the sergeant for te 11 i ng you. II 

As a leader. we feel best when we can stroke others. Few leaders really 
like to administer negative discipline. !/·2 illso 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 unc6mfortable 
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. 

All 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 \"as for something special. 

Yes, rewards, reoognition, and "at-a-boys" are important, and in the 
excellent department. the chief is the head cheerleader, choering tho 
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, liThe W!y 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 h9.ndl e them? i~hen I asked thi s quest; on the ~ost corronon 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 to 
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 0 f the l·lOlJ, I) and 
Provide positive influenc02 for the good of the organiz3.tion and not 
individual needs. 

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

3Police Officers Association. 
9Memorandum of Understanding. 
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3.5.6 Training 

Excellent departments train their people to be competent. They are truely 
committed to training. I\s one executive said, "you train more than just 
the technical aspects of the job, you encourage training ~utside the 
department. II One department takes thi s so seri ously that it brought th(~ 
college to the police department. The department provided space to hold 
classes. They didnlt just limit 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 long 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 i~ 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 canlt 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, IIpoor handling of discipline can effect onels 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 3i,/2 monthly G'I·1lu.'J.tions to e'lr=ry employee, and ::'. • 
formal evalLHtion ,~very six months. T!lo':Y io not consif1er any disciplin3~~Y 
action on the performance evaluation unless the problr=m shows up on the six 
month formal evaluation. Another chief said th3t you h~ve 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 hav~ good evaluation systems. All of the executives said 
tilat problems must be corrected immediately. One chief said, "when you 
hear of a problem it becomes top priority and must be handled now." The 
longer 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 
citizen complaints, but when they 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. 1I One chief requires 
that18he officer involved must have read and initialed every page in the 
I.A. 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 job, and \'Jhen violations occur, the peer pt'essure 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. Discipline becomes 
the last sort of sanction iQ the excellent department. First the 
management tries to improve the offender. Then, when discipline does come 
there is no surprise. 

3.6 There Is Always Something Going an 

Excellent agencies are on the leading edge of change, ~nd they are always 
trying to improve. They have the ability to ~ct becijuse 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 experience. These agencies reward 
trying. They would rather have someone make an honest mistake for trying 
than make no mist11(,.! 3.nd do nothing. These departments get the elected 
bo(iies to realize that any experiment may f3il. Excellent departments are 
wi 11 i ng to admi t tha t they don't know all the ans",ers. I ns teart, they ge t 
people to feel that it is ok to not know the answer, and it is ok to ask 
the boss for help. 

10Internal Affairs. 
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It was really exciting to listen to some of the innov~tive things going on 
in the police world. Every person interviewed believed strongly about 
being innovative and they were enthusiastic in sharing examples of 
innovative programs. In today's world of hi-tech, numerous innovative 
programs are -lvailable 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 legal-ity of keeping 
this kind of information. As the chief said, "I "muld 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 ~20ther 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. On 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 
~mployee 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. In 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 before 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 problems." 

Another agency had a very interesting program. Anytime an employee wants 
to visit another department to look at a program, he/she gets to go on city 
time. All the employee has to do is share with the department what they 
find. Another city had a really new program. Thnt city developed a 
program called "Innovatiye Project. 1I It is a city ""ide 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 create 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 
employee to being innovative. We all have a little different view of how 
to do thi ngs. 

-------------
IlField Interview Cards. 
12The 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 comrlunity. 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 numerous 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 willin.g to express 
his satisfaction or dissatisfaction to the detective. 

Most of the people interviewed stated that the department needs support 

• 

from Ci ty Ha 11 . Exce 11 ent departments obtain thi s support ina number of • 
ways. They do the little 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 
options presented to the council. Another executive stated that it was 
really important that if there was J 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. 
If they are doing a aood 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, members 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, 
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 ;11 so doing all they can to recrui t vol unteers i !lto the 
police department, both as reserve police officers and civilian 
volunteers. The excellent dep1rtlnents will consta:1tly he ~s'<ing the 
community for help. I~hen a problem arises, the police won't al'IJays take 
the defensive. If there is no answer for the problem, they will say so and 
ask the community for help. As one chit:!f related, they wel4 e 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. If 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. One chief took this so seriously, that III 
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. 00 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 minute~. 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 hm-, 900d a police 
department can become. The depart~ent has to be sensistive to the request 
of I:he 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 af different cultural back
grounds of officers. They listen to this committee for advice on how to 
serve appropriate ethnic groups in the community. In addition, they use 
this committee as a liaison betv,een the police and the different cultural 
groups. 

Lastly, this report is mostly aenerated 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 . 
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3.8 Putting It All Together 

As this ch1;)tf~r has presented, it takes '1n .1!J~nc:y1oiI13 1 lot ()F tilirl!]S to • 
be corlsidcn:d excel1l~l1t all of which is inter-,~cl:itl:!d. I am convinced that 
the exct:l1ent agencies will be addressing eVct'ytlJing presented in this 
chapter. Hard work? You bet! The diagram, following this page, is a 
model representing all of the differe1t 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. It1s not a matter of 
the variables being present that determines the quality of the police 
agency. It1s how the department reacts to the critical mass that decides 
excellence. All of the variables are important, and 1, as one, would not 
want to establish any priority. I truely believe you have to do all of 
them. 

• 

• 
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CHAPTER 4 

sur·1f1ARY 

This project is not a scientific study, but a compilation of oplnlons and 
examples given by highly resp~cted police administrators. The method used to 
gather this information is an art not a science. Thera 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 excel1ent police agencies in this study. r1y 
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 
guidel'ine. 

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 ~roject is that an excellent 
agency must perform all eight dimensions; not seven of eight. Once again, the 
eight dimensions that I identified are: 

o Doing the Basics Right 
a Leadership 
o Missions and Goals 
o '/alues 
o Innovation 
o Taking Care of Employees 
o Close to the Community 
o Organizational Technologies 

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. I do believe the findings make 
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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 excellence in law enforcement is necessary. Let's use the dimensions in 
this p~per as the starting point for another project to see if we can find the 
~x.c:~llent police departments in California. tf from this research the • 
dimensions hold true, then let us use them to prepare agencies to achiave 
excellence. 

• 

• 
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