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MANAGEMENT INCENTIVE PROGRAMS IN THE FUTURE OF LAW ENFORCEMENT //¢ .?&’}
By Darrell Fifield, Fresno Police Department

This study develops an Incentive Program for police managers very
similar to what is currently provided to managers throughout the
private sector. It provides a foundation to develop a
"Management Incentive Program" which will, (1) develop skills for
the future needs of police organizations, (2) promote self
motivation, (3) maximize individual and organizational
productivity, and, (4) provide meaningful rewards for police
managers within the grasp of all levels of abcve standard
individual performance. The report explores the main benefits to
the use of a "Management Incentive Program" and asserts that
they; cultivate high achievers; motivate personal development and
individual skills; encourage promotional aspirations; build
feelings of participation and security; build an organization
more responsive to change; increases organizational productivity;
develops a higher 1likelihood of retention, retaining high
performance employees; develops employees to work toward
organizational goals; and creates a more dynamic manager.

Also, an overview of the middle manager of the future is
presented in order to develop a reasonable idea of what skills a
middle manager would need, as well as what future organization
needs might be, if the individual and the organization were to be
successful. The report then summarizes the future needs by
loocking into a growing concern for wellness; a need for
entrepreneurial management skills; a need for more employee
commitment; a need for increased participative management;
implementation of pay for performance groups; more progressive
executive leadership; reduction of middle management positions;
the acquisition of broader skills for middle manager; stricter
guidelines for resource accountability; a concern for the
organizational culture; and adaptability +to technological
advances. The future needs are then modified into tangible
directives and thus a framework evolves.

The report describes a number of models for a "Management
Incentive Program". These models include options which contain
variables of performance evaluations and/or experience as part of
the reward system. Model flexibility is discussed, including
number of incentives per reward, type of rewards, and amounts of
reward.

Finally, a strategy is presented for implementation of the
"Management Incentive Program" within the law enforcement
organization. The study asserts that top executives in law
enforcement need to develop and implement incentive programs
which will reward above average performance. They need to do
away with antiquated, traditional salary structures. It
unequivocally states that incentive programs are a viable reality
for the private sector and that they should be an organizational
goal of the public sector.

1986, 120 pp Tables -~ Figures - References
Sponsoring Agency State of California, Department of Justice
Commission on Peace Officers Standards and Training
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This Command College Independent Study Project is a FUTURES study on a particular
emerging issue in law enforcement. its purpese is NOT to predict the future, but rather to
project a number of possible scenarios for strategic planning consideration.

Studying the future differs from studying the past bacause the future has not yet hap-
pened. In this project, useful aiternatives have been formulated systematically so that the
planner can respond to a range of possible future environments.

Managing the future means influencing the future - creating it, constraining it, adapting to
it. Afutures study points the way.
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CHAPTER I

EXECUTIVE SUMMARY

Law enforcement organizations throughout California are
not utilizing or developing middle managers to their fullest
potential. Most, if not all, of the California law
enforcement organizations do not offer any type of
significant reward system which motivates higher levels of
individual performance. Similarly, most of these agencies
do not recognize the critical role our middle managers will
play in future of their organizations. Little guidance or
goal setting have been provided to highlight organizational
growth and direction. This has resulted in producing a law
enforcement middle management‘corps that is performing at a
mediocre level, and which is ill-prepared to meet the
changes and challenges of '90's.

If the skillé of the individual leaders of the
organization are lmproperly developed or neglected and the
middle managers are left to perform at less than their best,
chances are very good that the organization's productivity
is suffering as well. If something does not intervene, the
situation will exacerbate, which will be a direct result of
the impact of the inevitable future changes in law
enforcement,

Therefore, the purpose of this study is to develop a
"Management Incentive Program" which will develop skills for
the future needs of the organization, promote self

motivation, maximize individual and organizational
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productivity and, above all, provide meaningful rewards
within the grasp cf all levels of above~standard individual
performance. The study's basic purpose is restated in the
form of the following guestion: "Can an incentive program
be developed and implemented which would reward high
performance, while at the same time developing individual
skills which tcgether will meet the heeds of the
organization of the future?"

In order to achieve the purpose and answer the
guestion, the study first reviewed the relevant literature.
This literature described types, purposes and results of
incentive programs. Nine main benefits to the use of

management incentive programs were identified, as follows:

A, Cultivates high achievers,.

B. Motivates pexrsonal development and individual
skills. - '

C. Encourages promotional aspiration.

D. Builds feelings of participation and security

in the organization.

E. Builds an organization more responsive to change.

F. Increases organizational productivity.

G. Higher likelihood of retaining high performance
employees.,

H. Develops employees toward organizational goals.

I. Creates a more dynamic manager.

Next, an overview of the middle manager of the future
was presented in order to develop a reasonable idea of what

skills a middle manager would need, as well as what future

S



organizational needs would be, if an individual in the
organization were to be successful. The information was
presented from three separate sources. The first scurce was
a topical review of the literature, which was followed by a
Command College paper on the future of middle management.
Lastly, a group of practitioners, consultants and law
enforcement personnel presented trénds and events that, in
the group's consensus, were the most likely to impact the
future of law enforcement.

A distillation of this information produced eleven

major trends for the future. These are as follows:

1. Growing concern for wellness.

2. A need for entrepreneurial management skills.

3. Mcre future employee commitment.

4. Increaséd participative management.

5. Implementation of pay for performance programs.
6. More progressive executive leadership.

7. Reduction of middle management positions.

8. Middle managers acquiring broader skills.

9. Stricter guidelines for resource accountability.

10. A concern for the organizational culture.
11. Adaptability to technological advancements.
All of the information in this chapter was then
synthesized and used (a) to design two scenarios and
(b) to design incentive objectives for a law enforcement

middle manager incentive program. The second




scenaric described a "like it to be" future. It presented a
very dynamic picture of the law enforcement organization of
the future. Also included were personal characteristics of
the future middle manager. This scenario was based on
organizations implementing management incentive programs and
becoming very proactive.

Based on this scenario, seventeen incentive objectives
were developed for an M.I.P. The incentives were divided
into four main areas: Increased employee commitment;
increased employee growth; increased knowledge and
experience and overall application.

Next, a number of models were presented. These models
included options which contained variables of performance
evaluations and/or experience as part of the reward system.
It was further discussed that models were completely
flexible as to number of incentives, value of each
incentive, number'of incentives per reward, type of rewards
and amounts of the rewards, It was also discussed that
individual incentives could be created by the immediate
supervisor to outline personal and short-~term goals.

Finally, a strategy was presented for implementation of
the Management Incentive Program within the law enforcement
organization. Many areas were described that should be
considered during this implementation period. Of critical
importance was the presentation of a plan to include the
strategy, concessions and negotiaticn tactics that would be
needed if a successful M.I.P. were to be adopted.

This study concludes by answering a qualified "Yes" to




the question presented. It is asserted that M.I.P.'s are an
emerging organizational trend for the public sector, and are
a reality for the private sector.

Finally, it is incumbent upon today's top executives in
law enforcement to develop and implement incentive programs
which will reward above average performance. They must
further do away with antiquated, inflexible and
non-motivating traditional salary structures. Incentive
programs are ob§iously one of the most successful ways to
develop individual skills and motivation, to increase
organizational productivity and create an organizational
climate and culture that will be adaptable and responsive to

the future.




CHAPTER II
INTRODUCTION

A. Purpose

Throughout California's law enforcement organizations,
top executives are concerned with the future role
development, adaptability and perfo?mance of their middle
managers. (Storn, 1986) Current literature suggests that
middle managers are being significantly reduced in both
private and public sectors. With the advent of new
technology, the role of the middle managers is continually
being revised. (Pascarella, 1984) Future projections have
suggested additional skills and an expanded concept of
managerial characteristics will be needed in order for the
middle manager of the future to survive and be effective.
(Stein, 1984) These represent but a few cf the many
concerns facing t&day‘s middle manager, the middle manager
¢ * the future and their superiors.

The wide proliferation of these concerns has produced a
middle management cadre throughout California which is
genuinely concerned about their wellbeing within their

respective organizations. Concerns such as these usually

manifest themselves in high turn-over, low productivity and

poor promotability.

Concomitantly, top law enforcement executives are
furhter concerned with the rigid and antiquated reward
systems that are inadequate for the recognition and

motivation of top-performing middle managers.
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It is my opinion that these conditions are the primary
source of widespread lacklustre or marginal performance by
middle managers throughout the law enforcement community.

This study then gives rise to the following question,
“Can an incentive program be developed and implemented for
law enforcement middle managers which will reward high
performance, while at the same time develop individual
skills to meet the needs of the organization in the future?"

It is therefore the purpose of this study to answer the
guestion by developing a middle management incentive program
model, whiéh will develop high-performing and effective
middle managers who will be "future-ready". This model will
be designed to create an organizational climate for middle

managers in law enforcement which will:

a. Develop new skills fecr future needs.

b. Motivate in all areas.

c. Maximizé productivity.

d. Provide meaningful rewards for all levels

of above-standard performance.

B. Organization of Study

Excluding the introduction, the paper will be organized

into seven major sections, as follows:

I. Executive summary of entire study.
IT. Review of the literature regarding the theory -and

application of incentive programs. This section




III.

Iv.

VI.

VII.

will also include an overview of the predominant
current salary structure used in California law
enforcement agencies.

A careful look at the middle managers of the
future in general with highlighted specifics
pertaining to law enforcement.

The development of two scenarios which will
encompass the future world of middle managers in
law enforcement.

Utilize the most likely scenario and develop an
incentive model based on objective performance
guidelines. This model will be designed to
motivate and reward the middle manager of the
future for his continued high performance.
Development of a strategic plan to include model
implementatiocn, problem identification and
solutioﬁs, transition management, management
structure and policy recommendations.

Summary and conclusion.

C. Limitations

All the resources used in the study are dated later

than 1979.

All interviews and surveys were completed within

the last 6 months of calendar year 1986. The results of the

study will be designed to allow any law enforcement

organization to easily modify the incentive model for their

particular application.




CHAPTER IIX
INCENTIVE PROGRAMS

A. Overview

Law enforcement organizations have, for many years,

designed theilr compensation and reward systems to meet rigid

requirements of public service organizations. With few
exceptions, there appears to be no indication at present
that these organizations are using any type of genuine
incentive program to help motivate, develop or reward high
performers in middle management or any other level of the
organization. ©Nearly all compensation is fixed by annual
salary resolutions that are inflexible.

As .a glaring example, middle management positions in

eight California city police were surveyed in August, 1986.

The eight cities were: Pasadena, Glendale, Stockton,
Sacramento, Richmond, Alameda, San José and Berkeley. All
of these cities had a 3, 4 or 5-step compensation plan.
Upon promotion, it would take an average of three years to

reach top step in any given position. All eight cities

required no bonafide subjective standard in order to advance

to the next salary step.

The implications are obvious, however worthy of

mention. First, poor performers, average performers and

high-achievers are all lumped together in each salary level.

It is conceivable that the newly promoted who are higher




achievers than their counterparts with higher seniority will
be actually paid less for doing a better jcb. Secondly,
there is a strong tendency for high-~achievers to become
apathetic when the organization tacitly rewards low and
mediocre performers by letting them passively earn their
salaries. (Hansen, 1986) Discipline can be imposed, but
civil service procedures make it virtually impossible to
impose this discipline on poor or marginal performers.
Besides, most individuals in the system have long since
figured out what it takes to just "get by" in their
éarticular role.

Thirdly, there is no drive or motivation for the
individual middle manager to pursue higher levels of skill
and personal development for either their current needs or
for the future. Most middle managers have become resigned
to the fact that promotional opportunities are very rare and
that in fact theré is a trend for a reduction in the ranks
of middle management.

Fourthly, potential high achievers are never cultivated
in this type of environment which lacks a genuine reward
system to separate the high achiever's level of performance
from that of the marginal manager. If there were any latent
aspirations towards becoming a high achiever, the
environment would not be conducive to promote this
individual striving. (Jamison, 1986)

Are middle managers in private corporations in the same

type of environment?
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Are there in fact programs and incentive systems
working that have turned organizations around and produced a
higher performing middle manageré

If there are organizations which have successfully
developed high-achieving middle managers, can that
technology be transferred to the public sector?

The answer to all these questions is an unequivocal

yes. (Miller, 1986)

B. Improving Productivity through Incentive Theoxry

Before proceeding, an operational definition of
"incentive" is necessary. Roy Delizic, a consultant in
Pennsylvania, states "Incentives are variable rewards
related to the achievement of specific results. In order to
have a true incentive system, the desired results must be
known beforehand énd the relationships between desired
results and related rewards must be clear and substantial.
Otherwise, the program is likely to provide nothing more
than after the fact rewards for achievements that happen to
have occurred." (Delizic, 1984)

In corporate America, successful incentive based
systems for middle managers are flourishing. A review of
the literature revealed that incentive programs for middle
managers come in a variety of tailor-made systems. Some of their names
are: merit pay, skill-based pay, annual incentive award, pay-for-per-
formance, merit bonus, management incentive or pay-for-productivity.

(Crandal, 1986)

-11-




Fegardless of what label it wears, incentive programs
generally give rewards for three separate aspects:
performance, achievements and skills. These are the main
focus of any incentive program.

Why did corporations place so much importance on these
incentive programs? One reason is described by Jay Offner,
president of Managing Change Inc., in New York. Offner
states that middle management ineffectiveness costs money.
For an individual earning $30,000 p.a., his hour is worth
$§15. Wasting one hour a day costs the company $3750 p.a.

At the $50,000 salary level, or $26 an hour, the loss rises
to $6250 p.a. For a senior manager earning $100,000, every
wasted hour is $50, or $12,500 p.a. Multiply these figures
by the number of people in your organization who aren't
working up to potentials, and the totals can be staggering.
Offner says we can close this management productivity gap by
utilizing incenti%e programs that reward high performers and
effectively become positive reinforcment programs. (Offner,
1985)

Offner went on to say that good leaders understand the
power of positive reinforcement, whether it be complimenting
a good job or rewarding efforts in line with management's
objectives. Why does positive reinforcement improve
management productivity? The recognition of achievements
helps assure middle management's céntinued interest in doing
a good job. It builds a feeling of participation and

security within the organization.
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Peters and Waterman In Search of Excellence state:

Positive reinforcement is an overlooked aspect of improved
productivity, (Waterman, 1984)

"Our general ocobservation is that most managers know

very little about the value of positive reinforcement.

Many either appear not to value it at all or consider

it beneath them--undignified or not very macho. The

evidence from excellent companies strongly suggests

that managers who feel this way dre doing themselves a.

great disservice. The excellent companies seem not

only to know the value of positive reinforcement, but
how to manage it as well."

Richard Copeland (Copeland, 1984), a professor of
management at Harvard University, attributes the success of
incentive programs to expectancy theory. Expectancy theory
. has typically demonstrated superior predictive validities in
comparison to other theories. It is generally viewed as a
dominant if not predominant theory of motivation.
Expectancy theory is based on the principle of expected
value. People are seen as wmaking choices based on the
expected payoffs associated with different behavior
alternatives. Simply put, the greater a person's
expectancy, the greater his effort toward the various
rewards. The person will be motivated to work harder.

Similarly, the more highly a person values the various
rewards that may be obtained, the greater the person's work
motivation. By the same token, if a person does not see a
likelihood of obtaining highly valued rewards, then the
appropriate motivation will not occur. So the motivation

has 10 first be highly desired, and secondly, be attainable.

Otherwise, motivation will not occur. (Kopelman, 1984)

-13-




The three main implications of the expectancy theory
are as follows:

First, the stronger the performance/reward
relationship, the higher the average organization-wide level
of work.motivatidn. Consequently, in an organization where
rewards are highly unrelated to job performance, many
employees can be expected to exhibit little work motivation.
Some individuals, those with a high need to achieve, might
be expected to work hard despite the absence of reward and
recognition; however, this is only a small percentage. Most
studiesvhave found this to be in the ten percent area.
(Luthans, 1983)

Secondly, the stronger the performance/reward
relationship, the more likely it is that high performing
employees will be retained. But, in organizations where
rewards are largely unrelated to job performance, the most
productive employées will tend to be the least satisfied and
the most likely to quit. Indeed, many will conclude that
there has to be a better way. Furthermore, in such settings
the least productive employee will tend to be the most
satisfied and the least likely to quit! Unfortunately, no
matter what type of reward system an organization adopts, it
is virtually impossible to satisfy all employees. However,
it is rational to invest in the satisfaction and retention
of those employees who contribute the best.

Thirdly, it might be noted that where - as rewards
importantly influence satisfaction, it is the reward system

that importantly influence work motivation and jcb
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performance. While increased rewards will generally raise
jcb satisfaction, satisfaction is not an antecedent of
motivation and performance. Rather, highly satisfied
workers will hang around and smile a lot...the happy worker
will be the productive worker only if productivity is
preconditioned on happiness, i.e., if rewards are based on
performance. (Kopelman, 1985)

Ed Lawler (Lawler, 1984) another well known writer on
incentive programs, feels strongly about the results of
these programs. Lawler is a U.S.C. professor, and director
of their Center for Effective Organization. It is Lawler's
opinion that incentive reward systems can influence
organizational effectiveness in the following three ways:

First, it improves attraction and retention of
qualified employees and managers. Research on job-choice,
career-choice and turnover clearly shows that the kind and
level of rewards ;n organization offers influences who is
attracted to work for an organization and who will continue
to work for it. Overall, those organizations that give the
most rewards tend to attract and retain the most people.
Research also shows that better performers need to be
rewarded more highly than poor performers in orxrder to be
attracted and retained. Finally, the way the rewards are
administered and distributed influences who is attracted and
retained. For example, better performing individuals are
often attracted by merit based reward systems.

Second, it improves motivation. Those rewards that are

important to individuals can influence their motivation to
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perform in particular ways. People in work organizations
tend to behave in whatever way they perceive that will lead
to rewards they value. Thus, an organization that is able
to tie valued rewards and/or gocals and objectives to the
behavior it needs to succeed is likely to find that the
reward system is a positive contributor to its
effectiveness.

Thirdly, it improves corporate culture. Reward systems
are one feature of organizations that contribute to their
overall culture and climate. Depending on how reward
systems are developed, administered and managed, they can
cause the culture of an organization to vary quite widely.
For example, they can influence the degree to which it is
seen as a human resource or as an entrepreneurial culture,
an innovative culture, a competence-based culture and a
participative culture. All of these are exigent to the
success of organiéations - now and in the future.

In summary, (Lawler, 1981) Lawler feels that overall,
the design of an effective reward system demands not only a
close coordination between business strategy as an
organizational reward system, but also as a clear match
between the reward system and the other design features of
the organization. The implication of this reward system
design is not only that there is no one "right" set of
practices for reward systems, but that it is also impossible
to design an effective reward system in the absence of
knowing how other design features of the organization are

arranged. This suggests that the key strategic decisions
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about the reward system need to be made in an in interactive
fashion, in which tentative reward system design decisions
are driven by the business strategy and then are tested
against how other features of the organization are designed.
The key, of course, is to ultimately come up with an
integrated human resource management strategy that 1is
consistent in the way it encourages people to behave, that
attracts the kind of people that can support the business
strategy, and that encourages them to behave appropriately.

Lawler and avresearch scientist, Gerald Ledford
(Ledford, 1985) discuss the merits of including skill-based
pay in the incentive program. Organizations should be
paying for the skills people have rather than for the jobs
they do.

Skill based pay begins with the concept that
individuals should be paid for their skills, and argues that
paying for skills'has many advantages over paying for jobs.
Skill based pay systems start with the identification of
those skills that are needed to be done in the organization
now and in the future. The skills needed to perform these
tasks are identified and tests are measured to develop and
determine whether an individual has learned the skills
involved. The number and kinds of skills that each
individual can learn, given his or her position in the
organization, are also determined. (Fomburn, 1984) Managers
are told that they can learn these skills. Thusly, managers
are typically paid for only those skills that the

organization needs and that they currently can and are
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willing to perform. According to Lawler and Ledford,
evidence suggests that when combined with a participative
approach to management, an incentive performance system can
produce other benefits. This seems to be particularly true
when the pay system for managers encourage acquisition of
some upwardly vertical skills. When managers learn both
horizontal and vertical skills, they can gain an entirely
different organizational perspective and come to understand
the entiretv of organizational operations, the way in which
an organization is managed and the information that supports
it. This helps them to do a number of things that they
could not do without this breadth of understanding and
perspective. (Conner, 1986)

First, managers can solve systematic problems more
effectively. Their broader perspective makes them more
innovative in improving operations and more effective in
solving problems énd makes them better communicaﬁors‘

Second, managers often have a great sense of commitment
to organizational effectiveness when they have an overview
of the entire operation. Feedback about such things as
quality and services becomes more meaningful to them and
thus their intrinsic motivation to perform increases.

Third, skill based pay is an important reinforcer of
participative culture. It is a concrete way in which
organizations can back up commitment to participative
management and will lead to such thoughts as "People are our
most important resource". Meaningful rewards are given to

individuals to grow, learn and develop. Organizations with
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skill based pay typically have cultures that value human
development and are quite optimistic about the capabilities
and potential of the people who work there. This effect,
although sometimes difficult to quantify, is nevertheless a
véry real and important advantage.

Finally, and perhaps most important,_when employees are
broadly knowledgeable about the operations of the
organization, the potential exists for them to be more self
motivating. That is, they are in a better position to
control their own behavior, cooperate with others and
uitimately participate in self-managements groups and team
that run a particular part of the organization. To £he
degree that skill based pay aids in selif-management,
tremendous savings are possible. It can lead to a reduced
number of management levels and can also reduce the number
of support personnel required. (Cook~Meyer, 1986)

!

C. Incentive Programs from the Practitioner

and Consultant's Perspective

From the theorist point of view, incentive programs are
definitely a management resource that should be capitalized
on. But, what about the practitioners and consultants in
the corporate world? Are they satisfied?

Charles Thorp, the director of benefits for Pepsico
Corporation (Thorp, 1986), is extremely satisfied with the
results of his annual incentive programs that reward

individual performance. It is his opinion that
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organizations should strive to make at least a portion of
annual salaries contingent con individual performance and
preestablished results areas. For example, in management by
objective programs the majority of organizations, either do
not utilize this approach or base so small a percentage of
the incentive payment on individual performance that its
intrinsic effectiveness as a true incentive is severely
limited.

All organizations should make use of an annual
management incentive plan concept as a means of focusing
attention on key performers and organizational goals and
obiactives. The assumptions underlying this concept are as
follows:

First, the annual incentive plan is intended to reward
individuals in direct relation to their performance and
contribution to the success of the organization.

Second, rewafds should be scaled according to level of
individual impact on such success.

Third, individual managers want to be compensated on
the basis of their performance.

Fourth, managers will attach greater importance to
identified goals if they know that a portion of their
compensation is based on their performance in reaching those
goals. (Dowd, 1986)

The work behavior scientists in general support these
assumptions. More importantly, the rational executive and
the performance-oriented manager will also embrace these

assumptions as the most appropriate rationale for an
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incentive system. Thorp summarizes by stating, "the key to
making any incentive scheme work is for executive management
to have the will to manage the system actively, and be
willing to differentiate on the basis of performance."
He added that executive managers must be willing to enforce
performance pay approach to the administering of rewards if
they also know that their own pay is determined according to
the same philosophy. Within the organization, the will of
the manager is like a snowball that if practiced by top
executive management gains momentum as it rolls down the
ranks of management.

According to P. Sethi, in an article in Executive

Compensation (Sethi, 1986)), top corporation managers across

the nation are all trying new management incentive programs
to compensate top performers. Top corporation executives
feel that they must develop a reward system that provides
incentive to manaéers for creating real long-term future
values for the organization. Furthermore, to be effective,
these incentive systems must be based on factors that are
largely controllable by management and on criteria that are
objective, verifiable and rationally acceptable to those
whose performance is to be measured.

In 1981, the Research Institute of America published a
staff recommendation on incentive programs. (Jones, 1981)
It was their opinion that few Americans can agree on the
definition of productivity, but everyone can agree that we
need more of it. Furthermcre, survival for a great number

of organizations in the 1980's will depend on their ability
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to raise productivity. They feel the answer to more
productivity currently and in the future lies primarily with
the use of incentive programs. The literature suggests that
when an individual's pay is linked to performance,
motivation to work is increased, prcductivity is higher and
individuals are more satisfied with their jobs.

Productivity rises as much as 60 percent with good work
measurement and incentive programs installed. Yet, only
about & quarter of America's corporatiocns are covered by
incentive programs. Few non-manufacturing operations are on
incentive programs. Most incentive plans in operation today
are oriented toward individual workers. Many employees and
managers prefer the individual incentives they have worked
with for years. Some operations are better suited to
individual incentive programs. The overall productivity of
employees working on individual incentives will ke higher
than that of the game employees working with no incenfive or
as a group. When a worker's earnings depend on his own
efforts and abilities, he is more likely to produce at a
higher level if he benefits from his own increased output.
Top performers will not work as hard under group incentives,
often feeling that they are pulling the deadheads along with
them. (Levine, 1983)

Lastly, in October, 1986, I met with six consultants of
the American Productivity Cenﬁer in Houston, TX. This
Center is a non-profit consulting organization that is
dedicated to increasing productivity throughout the country

in both the private and public sector. It has been, or is

-2




currently affiliated with 300 of the nation's largest and
most prosperous corporations and public entities.

The consultants I contacted were unanimous about their
belief that incentive programs have a direct relationship
with productivity. In fact, the Center itself has a massive
ongoing program, utilizing gain-sharing as an incentive
program for all levels bf corporate hierarchy. (0'Dell,
1986)

In addition, I contacted other consultants at Hansen &
Company and Laventhall and Horowith, Inc., in Los Angeles.
They also concurred with the incentive program's
unguestionable value toward higher levels of productivity
and greater indiyidual motivation. Finally, I contacted
executives at Toyota, Atlantic-Richfield and Daniel Freeman
Hospital, Inglewood, CA. 1In addition, I contacted an
executive with United. Packing in Modesto, CA. All four of
these corporate eéecutives concurred that incentive'programs
were exigent in the success of corporations. Each of these
firms had their own type of incentive program in place.

In summary, when designed and managed effectively,
incentive programs can be a valuable organizational tool.
Incentives can be instrumental in implementing new
strategy, in identifying current and potential management
talent, in motivating people to produce desired results,
develop desired skills, in forcing management to decide what
results are desired, in communicatinug goals and monitoring
and feeding back information to both groups and individuals.

(Younkers, 1986) Despite complexities in organizations, it
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is still possible to develop incentive programs that are
appropriate for organizations with different goals and
objectives. (Smith, 198e6)

Incentives, of course, are not a panacea or a
substitute for critical parts of effective ménagement.
Moreover, there may circumstances in which incentives are
inappropriate and result only in a waste of time, effort and
money. But, when the circumstances are ripe and the climate
supportive, incentives can provide a vehicle to draw from
each employee his or her best, and to give rewards in order
to acéomplish the best for the total organization.

(Salemme, 1986)

D. Results of Incentive Programs

Theory and speculation are convincing, but what exactly
is oécurring in cdrporate America? In 1985, the New York
Times published an article on incentive programs that were
newly implemented in seven different well-known
corporations. (Times, 1985) They were as follows:

1. American Can created a customized 4-year incentive

plan for managers in the packaging division.

2. American Express created a new limited partnership
incentive plan for key executives in investment
banking and brokerage operations. They expanded
incentives for branch managers in 1984, and then

created an incentive plan for middle managers in 1985.

-24-




3. AT&T froze salary levels and is installing
individual incentive plans for middle managers,
professionals and technical workers. They further
created special compensation programs éor six
smaller ventures.

4, Bell Atlantic is cutting salaries of 20,000
managers, from foreman through assistant vice
president, by 2.5-4.0%. In 1986, they were
installing individual incentive programs. These
individual incentive programs will allow these
individuals to earn up to 32% of their annual
salaries in incentive programs.

5. Equitable Life created about 20 divisional
incentive plans for middle and senior managers,
and pared their salary increases appropriately.

6.  Ralston Purina Corporation created long-term

| incentive plans for its groups, and expanded the
managers covered by incentives from a handful of
top corporate officials to about 300 middle
managers, including divisional, market and product
managers.

7. Tektronix created individual incentive programs to
reward mainly technical managers and middle

managers for key contributions.

In another study, from 1981-1984, Sibson & Co. surveyed
66 companies. (Schuster, 1985) Twenty—fdur of these

companies had incentive programs. They found out that the
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24 companies with incentive programs had the following

characteristics:

1.

Performance priorities were set by the top
executives.

Contributions to the attainment of the performance
priorities were duly recognized.

Employees understood the priorities and what they
should do to support them. They also understood
what the support meant and what financiai rewards
it led to.

Financial rewards communicated the priorities of
the corporation accurately, and distributed the
results to those individuals who were responsible.
As performance priorities shifted, including
financial rewards, all members of the organization
résponded to the change consistently.
ﬁewards‘emphasized individual communication and
motivated individual behavior. The best
pérformers were self-directed and chose the way
they wanted to expand their efforts among several
alternatives. The organization wanted to make
the attainment of goals its most attractive
channel for individual energy.

Financial rewards were distributed according to
how accurately employees hit their performance

objectives.

The results from these 24 companies were substantially
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better than from the other 42ucompanies. As an example:
The price of common stock of the 24 companies increased
33.9%, while the other 42 companies' stock increased only
6.4%. Net earnings for the 24 companies increased 112.5%,
while the earnings of the other 42 companies only increased
45.8%. Return on equity increases for the 24'companies was
43.2%, while the other 42 only increased 16%. Return on
capital increases for the 24 companies was 48.7%, while the
other 42 companies only increased 22.6%. Lasfly, the profit
incregse per employee in the 24 companies was 9.4%. The
profif'increase in the 42 companies was a -6%.

In another study by the Conference Board (Overstreet,
1985), it was found that 90% of manufacturing companies in
the United States have annual incentive plans for their
managers and executives. The size of the annual incentive
reward as a percent of participant salary varied from an
averaée of 57% fof its executive officers to 25% for its
lower level managers. It was apparent that the annual
incentive award represented a significant portion of the
participant's total earnings. The overall resulting
corporate productivity of these manufacturing companies was
up 20% following the implementation of incentive programs.

Nash and Carroll (Nash, 1982) in their book The

Management of Compensation cite the results of five early

surveys encompassing more than 4700 interventions. Average
increases in productivity after switching from time based to
output based pay plans range from 29 to 63 percent. The

median increase is 34.5 percent. More recently, an
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extensive literature review found that, on the average,
individual incentive plans increased output by 30 percent.
Group incentive plans typically increased output by only 18
percent. Additionally, a comprehensive review of
productivity experiments reported the results of seven
studies which examined the effects of financial incentive.
Results were positive in all cases, with performance

increases ranging from 18 to 46 percent.

Clare Vough (Vough, 1979), in his book, Productivity: A

Practical Program for Improving EFficiency, describes how

IBM increased labor productivity in the manufacturing
typewriters by nearly 200% over a 1l0-year period.. According
to Vough, one-half of the increase in production was due
primarily to two practices. Pay for productivity, only for
productivity, and promote for productivity and only for
productivity. In other words, increased efficiency arose
from giving every'person a tangible, visible and personal
stake in the division's productivity results.

Notes from Michael Fein, (Fein, 1977) a consultant to
more than 500 companies, indicated that by any measure, pay
tied to performance is the most powerful motivator of
improving work performance. It is undeniable that from
floor-moppers to corporation presidents, productivity rises
when their pay is tied to it.

Similarly, John Minor (Miner, 1978) has concluded that
whatever literature one reads, the evidence regarding the
motivating effects of contingent incentives is gquite

cverwhelming. Perhaps this explains why psychologists speak
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about the law of effect rather than the theory and
hypothesis of effect.

Finally, while reviewing through the corporation
literature, an incentive progrxam in the Federal government
was discovered. (Henderson, 1984) The Government Employees
Incentive Awards Act of 1954, established a uniform
government~-wide incentives award program. The Civil Service
Reform Act of 1978 then made some modifications to this
program.

This Act provided that incentive awards could be
granted to any employee who earned a special achievement by
performing in a superior manner over a specified period of
time, or by performing a special act or service. A bonus
of up to 15% of base salary was awarded to employees whose
gquality of actions demonstrated superior performance. The
actual bonus would reflect the degree to which the
individual employée's performance exceeded the standard
performance for that particular job. In 1981 and 1982, the
following results were achieved in the form of cash awards
for superior performance over a specific period of time for
special acts of service. The amounts paid in awards for
1982 were $51 million, and in 1981, $32 million. The number
of awards granted in 1982 was 98,000, and in 1981, 95,000.
The Federal government felt it received $83 million in
benefits as a result of these awards in 1982. 1In 1981, the
benefits amounted to $59 million.

So, not only are there results in the private corporate

sector, but also in the public sector as well.

-290-




E. Summary

To summarize, a review of the theoretic and results
oriented literature attest to the valué of financial
incentives for improving performance, both immediately and
in the future. A recent review of ten prominent techniques
used to improve organizétional functioning indicated that
there is no more effective way to improve productivity than
by financial incentives. Overall, incentives have been
found to be an efficient remedy for organizational ;pathy
and stagnation. (Kopelman, 1986) Incentive programs Which
offer meaningful rewards are going to definitely impact the
overall performance and productivity of the individual and
of the organization.

In conclusion, the chapter presented the following 9

benefits to the utilization of a management incentive

program.

1. Cultivates high achievers.

2. Motivates personal development and individual
skills.

3. Encourages promotional aspirations.

4, Builds a feeling of participation and security in
the organization.

5. Builds an organization that is more responsive to
change.

6. Increases organization's productivity.

7. Higher likelihood of retaining high performing
employees,
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8. Will develop employees toward organizational

goals.

9. Builds a more dynamic manager, which results in:

a.

b.

Innovative problem solving.

Increased commitment to organization's
effectiveness.

Reinforcement of participative culture.
Develops broader knowledge of organization's

operations.

These positive benefits can be directed toward not

only today's objectives, but also toward long-range

organizational goals. Organizations who do not use

incentive programs will lag behind those who do, and will

more than likely continue to employ sub-par individual

performers.

{(Latham, 1981)




CHAPTER IV

THE FUTURE MIDDLE MANAGER

A. Introduction

The purpose of this chapter is to provide data for the
generation of scenarios describing a law enfﬁrcement middle
manager's role responsibilities and environment in the year
2000. This data will be generated from three separate
sources. The first source will be a brief look at some
relevant articles in the literature related to expectations,
skills and roles of the future middle manager. The next
source will be a summary of the previous Command College
study, written on the future of the middle manager. The
last source will be a summary of a survey of a professional
group, involving a cadre of expert consultants and
practitioners focﬁsed on the law enforcement middle manager

of the future.

B. Recent Literature

Most if not all of the information in the literature
about the future of middle management is directly related to

corporate America. In a recent article in Management

Review, by Rosabeth Kanter (Kantexr, 1986), it was strongly
suggested that there is an overwhelming need to reshape
middle management in order to ensure their positive impact

on the organizations of the future. Kanter feels that
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middle management roles are changing annually in order to
keep competitive, and that middle managers are already
clearly feeling this pressure. Some examples are: a
pharmaceutical éompany is "delayering", as they put it, to
reduce unnecesary levels that were "delayers" of decicsions
and actions. It has distributed a kit of instructions to
all departments for rearranging the organizational chart.
Secondly, a leading o0il company calling itself an elephant
learning dance, is trying to become more agile by collapsing
levels of the management hierarchy. Thirdly, interested in
cutting costs as well as impréving delegation downward, a
telephone company--once among the most intricately graded of
organizations--has almost eliminated an entire managerial
level, and has doubled supervisory spans of control in its
largest department. Fourthly, an auto giant took its first
step toward streamlining by banning all one-to-one reporting
relationships (whére a boss is responsible for only one
subordinate). Fifth, a widely-respected household products
manufacturer has gradually thinned its line management ranks
by creating high-committment work systems, in which employee
teams and individuals take full responsibility for (Anon.,
1985) production without requiring managers.

In addition to reducing the middle manager ranks,
organizations are redefining the role of the middle manager.
The manager as a prover or message-carrier is disappearing.
What is happening is that the manager is becoming an idea
entrepreneur. Increasingly, the only legitimate

justification for management is to create something, to
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change something, or to initiate something. Simply passing
other peoples' work is nct good enough. Of course, idea
entrepreneurs do not have to occupy the traditional roles in
a status—structuréd chain of command, because command is not
the operative word of the future——selling is.

According to Kanter, it is time to develop the middle
maﬂager into someone with vision who looks ahead and
identifies new issues, and is capable of mobilizing the
troops for action. These new entrepreneurial managers will
be called "changemasters", who‘will combine ideas with
action. Their skills will lie in seizing initiative to set
new things into motion without even waiting for formal
direction from above. They not only add value by their
presence, but they save top management time and energy
because they do it without being told.

Kanter further feels that £he best way to predict the
future is to inveﬂt it. Businéss today no longer can afford
séace—occupiers who do not add something important by their
presence. The new "club" is reserved for high performers,
regardless of status.

As an example, John McKeon, general manager of
Honeywell~Australia shocked everyone several years ago by
transforming the annual top executive golf outing into a
pleasure trip to Fiji for all high performers, including
secretaries and machine operaﬁors. The first time certain
key managers were not included was a good clue to the new
performance expectations. |

Finally, Kanter (Kanter, 1985) states that the old
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style manager was a watchdog or a prover. The new is more
likely to be the servant of the group. Robert Townsend,
legendary former president of Avis, once defined his role as
carrying water for the workers. "Innovate or perish" is the
slogan for £he new management. Despite the trimming of
management hierarchies, there will be plenty of exciting
well-paid jobs with leadership responsibility in the future
for those who know how to lead the change. These jobs may
not all beaf the title "manager", they may not be stacked on
top of one another in the command sequence, and they may not
come with membership cards to exclusive internal clubs.

They will, however, provide another kind of privilege - the
satisfaction that comes with exercising creativity and
having an impact on the organization.

In a recent Business Week cover story, the topic was

what is "In" for the 1990's and what is "Out" for '80's for
middle management. (James, 1985) The article listed what's
"In", as follows: Entrepreneurs, the 50-plus market, pay
for performance, strategic planning, touchy-feely managers,
"demassing" (= delayering the organization), skunk-works
(training seminars), restructuring the organization, back to
basics, and defining/maintaining corporate culture.

What's "Out" is: Corporate planners, Yuppie market,
management by objectives, autocratic bosses, economists,
walk~-around managing, theorists and consultants.

In another article by Ed Lawler (reviewed in the
preceding chapter), a discussion ensued about skill-based

pay for middle managers in order for them to adapt to the
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future. Lawler states that manufacturing organization which
emphasize the new management recognize that manager skills
are the key to their future success. For example, knowledge
based management requires individuals with a broad range of
skills thrbughout the organization, and that skill~based pay
can motivate managers to get the training they need in order
to be effective.

The changing demographics of a society also suggest
that skill;based pay will become increasingly popular. The
baby boomers are rapidly approaching the age where they
expect to be in middle management; at the same time, the new
management calls for flatter organizational structures and
leaner staffs. (Swinehart, 1986) This means that the
number of positions in middle management be limited, and
there were fewer opportunities for upward mobility for the
boomers. In traditional management, this would mean the
boomers would plageau or stay in dead end positions. But,
if skill based pay (performance pay) were put in place,
these boomers could be rewarded for making lateral moves,
and as a result would continue to learn and develop. They
are likely to become more valuable to the organization,
since they would have a better over=-all understanding of the
business, and not be embittered as a result of topping out
in pay. {Lawler, 1983)

In a publication from the Security-Pacific Bank in 198Q
on future managers, the following futures conclusions were
presented. In terms of information flows, where once the

manager was someone who acquired stored/edited information,
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dispersing it only on a need to know basis, the future
manager will be someone who transmits and shares unedited
information on a want to know basis. The goal of the
executive is still the same - to get the job done; but the
tools, methods and processes will be different. There will
be a diminished need for management, and an increasing need
for leadership. |

There will be a pronounced search underway in corporate
America to find the organizational structure appropriate to
a time that has vast interconnected communicative networks,
a well-informed workforce and a society that politically
prefers decentralization of power and local problem-solving.

There are two concurrent supportive themes which
surface. The first centers on vision in leadership, on
common purpose and image. The second theme is centered on
autonomy, internal entrepreneurship and participation.

Thus, the challenée for the modern corporate manager is how
to extend freedom and responsibility.to people - while
keeping them focused on the shared goals of the
organization. The result will be the challenge of
maintaining a structure that is still somehow responsive and
adaptable to future changes.

For future middle managers, the ultimate challenge will
be social architecture; mobilizing participation in whatever
cultural change is appropriate for the organization's future
survival and success. This will require not only vision,
but also vitality and the ability to communicate the vision

- or what some call "charisma". Intuitive perception of new
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visions will become more important in the coming period of
surprise, complexity and continued rapid change. The future
middle manager will integrate his/her control within the
entire organization. He will be a team-builder and wiil
redistribute power. The new leadership style requires the
manager's role at all levels to be traﬁsformed, with more
time spent initiating problem-solving émong team members and
individuals; seeing that internal/external information
receives the best possible decision-making, and pushing
decision making down to the lowest and most efficient levels
practicable--i.e., participative management.

According to Security-Pacific, (Security Bank, 1980)
four developmental characteristics should be instilled in
the middle manager of the future. First, middle managers
must be taught collaborative skills in individual and group
terms, to look at long-term goals, and to have more
confidence in deaiing openly with highly trained and more
proficient workers. Second, rewards for risk-taking must be
instituted and considered as fanfare given to those who at
least try new ideas, who are innovative--even if some turn
sour., Thirdly, goals and expectations must be kept simple
and clear and operations/communications streamlined.

Finally, the number of middle-manager gatekeepers
should be reduced -~ giving workers and managers more
authority and control over product and service decisions.

The article from Security-Pacific further states that
the attributes and characteristics of the future middle

manager should match the needs and aspirations of the
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emerging social character of the new workforce. This type
of middle manager must be secure enough to be open to
criticism, must have a mature but playful personality and
éan articulate the values and principles of the

organization. This is a concept of stewardship. Leadership

is a trust which is exercised for the benefit of all - the
leader &s a server, the followers guided by a vision of the
organization's purpose.

In another future-related article, Donna Fenn (Fénn,
1986) in Inc. talked about the trend toward wellness in
corporate Amefica. She states that one of the few things
that may be rising faster than the cost of health insurance
these days is corporate spending on wellness. Wellness is
her term for a variety of new programs that go beyond
traditional health benefits in an effort to keep employees
healthy as oppcsed to treating them when they're sick.
Corporate Ameiica; she states, is looking for better ways to
spend additional money on employee health, at a time when
health insurance rates are soaring 20% or more annually.
Why? Because spending money on wellness now, she argues, is
the best insurance available against even higher future
related costs. A growing body of evidence indicates that
businesses pay & steep price for employee health problems
that might be prevented.

As an example: the Washington Business Group on
Health, a national employers organization for health care
issues, estimates that every smoker costs an employer from

$624 to $4611 a year in illness, absenteeism, accidents,
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disability and death. Hypertension, according to WBGH,
costs businesses $2 billion annually in lost workdays. It's
also the primary cause of hospitalization and accounts for
7;5% of all physician visits. She goes on to say that
statistics linking health care costs to psychological
problems are even more remarkable. According to various
studies, up to 70% of all physicians visits involve a mental
health concern. A recent study of 85,000 Federal employees
and Hawaii residents eligible for Medicare, showed a 37%
reduction in mgdical bills for those given access to short
term psychotherépy. The Samaritan Institute, a Denver-based
non profit organization with 106 community counseling
centers, estimates that productivity losses due to stress
cost industry $17 billion per year.

Because more and more corporations feel that individual
employee wellnéss provides immediate financial return to the
organization, the? are offering incentives to their
management employees. As an example, a Spencer,
Massachusetts, processor of pressure-sensitive films has
offered a $30 gift certificate each month to ex-smokers who
do not resume smoking. Within a year, the number of smokers
in that company was significantly reduced and absenteeism
was cut by 50%. Maupintour, Inc., a tour operator in
Laurence, Kansas, gives away exercise clothing to employees
who meet monthly fitness goals. Schwartz Meats, in Norman,
Oklahoma, offers its 15 employees up to 2 weeks of bonus pay
if they exercise regularly. Sky Brothers, Inc., an Altoona,

Pennsylvania food distributor, pays part of health club
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memberships for employees who participate in the company's
physical fitness program.

Wellness takes on an even greater priority when coupled
with law enforcement. According to Mike Anderson {Anderson,

1986), in an article in Law and Order magazine, states that

studies have revealed that about 84% of all police officers
do not exercise regularly, that 64% are overweight, and that
66% smoke. Anderson said "more good would be accomplished
than anything else in preventive medicine if cigarettes were
eliminated."

Lifestyles responsible for untimely deaths of police
officers, according to Anderson, include improper diet
(gallons of coffee, soft drinks, donuts, potato chips,
etc.), smoking, stress, lack of exercise, overeating and
overindulgence in alcohol. Consequently, officers suffer
more heart attacks, health disabilities and alcohol related
deaths than do pegple in other occupations. Anderson added
that vigorous physical activity promotes discipline and
emotional stability, instills confidence and makes it easier
to remain calm under tense conditions.

It is apparent that the law enforcement middle managers
of the future are going to have to make wellness a top
priority if they are going to maintain physical and
emotional stability through the nineties.

Accordingly, the future middle manager must create a
climate in which employees take greater responsibility for
their lives at work. The middle manager will focus the

attention, consciousness and energy of members on the
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organization's purpose, while remaining aware that members
have their own legitimate purposes outside the organization.
The middle manager will facilitate and create an atmosphere
of innovation, change, adaptability and flexibility.
(Kirlan, 1986)

Another current trend for management is the
identifying, maintenance and publicizing of the "corporate
cultvre". Corporate culture, as defined by H. Hagedorn
(Hagedorn, 1984), a PhD from Harvard, is (1) what we think
of what we do; (2) how we do it; (3) what we think most
important to get done, and (4) why it's so important.
Culture also includes our expression of the kind of
management we want (or think we deserve). What we think we
are really good at as a company, and what we think we can't
do successfully but wish we could.

What makes corporate culture powerful and characterizes
a strong culture is the presence of identical values in a
lot of heads throughout the hierarchy of the organization,
ex@essed in the same way at the same time. This common
vernacular makes communication easier, which in turn makes
organizational activity and change more feasible.

According to Darrell Connor {(Conner, 1986) president of
0. D. Resources, corporate culture is resurfacing today
because of the degree of change most organizations are
currently experiencing. These changes are due to ethnic
displacement, or movement in communities, financial
resources, new community expectations, employee generation

gaps and other demographic and social issues.
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It has, and will continue to become necessary for
middle managers to learn how to identify and utilize on the
corporate culture to support changes and reinforce
consistency in the organization's future. It has further
become necessary for managers to learn how to modifyian
agency's culture to support changes in: (1) how people
operate in their jobs; f2) how they feel about their work;
(3) the type and amount of information they must master in
order to succeed, and (4) the values they develop about
their work. Therefore, if necessary change is to occur in a
supportive, orderly and timely fasaion, it will be iﬁcumbent
upon the middle manager to have his grasp on the
organizational culture.

In addition, the future middle manager must utilize the
cultural network and succeed via the corporate culture.
Where the culture is properly and effectively constituted,
it should not be ﬁecessary to spend a great deal of.time or
to engage in disciplinéry policing in running the ship.
(Stein, 1986)

As Peters and Waterman put it in their book In Search

of Excellence, (Waterman, 1984), "an effective management
leader must be a master of the corporate culture at both
ends of the spectrum; ideas and visions that generate
exclitement and enthusiasm for others, but actions and
implementation at mundane levels of the organization as
well."

The role and task of the future middle manager is to

implement new cultural norms, changing cultural norms,




instilling new values and prescribed goals. (Bokern, 1986)
The process will be long and often will be likely to result
in less than what top executive management might wish.
Resistance to new norms stems from the fesistance to new
pathways from those with vested interest and from
psychological barriers against the organizational change.
The article concludes bylstating that the stronger the
culture, the less need for official policy and formal
procedure - and the better the overall motivation,
performance and productivity of the individuals within the

organization. (Etzioni, 1984)

cC. Summary of Command College Study on the Future

Middle Manager

In June, 1986, a Command College study, titled "The
Future of the Middle Manager" was completed by Craig’D.
Steckler (Steckler, l9é6) At the time of its completion,
Steckler was the police chief in Piedmont, California. He
currently is a deputy chief with the Fremont (California)
police department.

In his study, Steckler outlined 15 items that will

impact the future middle manager. They are listed as

follows:
1. Insufficient monies to support the middle -
management infrastructure.
2., Increased unrest in the workforce due to lack of

respect for authority.
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3. Increased interest in leisure activities.

4. Union and management unrest; executive demand for
increased productivity, coupled with decreased
costs and increased accountability.

5. Sixty percent of the workforce chemically
_dependent.

6. Increased average age of population world-wide.

7. Availability of computerized information will

decrease need for middle management.

8. Technology in the home will make work at home a
commonplace.
9. Increased employee rights.

10. Recentralization of decision making.

11. Deregulation laws will continue to change and
be driven by the marketplace.

12. Greater reliance on computerization, technology
data and artificial intelligence.

13. "Me-generation" will become middle managers and
create organizational goals & objective conflicts.

14. Increase in specializations.

15. Advanced technology will cause middle managers to
earn less than their specialized subordinates.

16. Greater technology = greater need for high-tech
management.

Steckler further made a general summary from the
information he reviewed. He stated that research indicated
that there will be a reduction in the future in the hard
number of middle managers. He said this will come about for
two reasons: First, computerization of the work environment
will lead chief executives to directly access information
which is more accurate and timely. The traditional role of
the middle manager as an information gatekeeper will be

impacted by this technology. By the year 2000, office
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autcmation will be at least two generations older than it is
today. Secondly, participative management will be the norm
for most organizations. Indications are today that
participation is not just a "quick-fix" but rather a style
that is proving itself capable of increasing productivity
and employee morale.

Steckler in his "most likely" scenario talks about
three challenges for the middle manager of the future.
First, the changing technology. By the year 2000, anything
one can imagine will be available; portable offices, tele-
conferencing equipment, home computer terminals, robots and
other electronic goodies will change the role and status of
the middle manager, and assign them possibly to remote
button pushing positions. It will give middle managers
greater autonomy. Secondly, middle managers will have
difficulty with complex internal environments within which
the organization ﬁust operate. Changes in the discipline of
management are moving forward at a rapid pace as day to day
decision making increasingly is taken over by computers, the
new middle manager will have to devote more time and energy
to unprogrammed activities, such as developing subordinates
and resolving human relations problems within the
organization. Steckler states that the future middle
manager must strive to reduce tension between the
organization and the internal environment. He feels there
will be an absence of conflict between the goals of the
organization, in the interests of both the employee and the

-

community sexrved. A growing emphasis will be placed on the
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guality of life inside the crganization, rather than on the
quantity of services delivered. Working will be seen as the
principal means of self-fulfillm=nt. Therefore, the future
middle manager will need a broader sense of the department's
goals and objectives. Apparently, the middle manager of the
future will have to re-think their role altogether, with
different objectives and responsibilities. Thirdly, middle
managers will have to deal with an increasing complexity in
their external environment. Middle managers will see
increasing demands to protect the physical environment, the
gquality of opportunity for all people, and an extension of
demands in the area of human rights. These demands will add
new dimensions to the concept of organizational social
responsibility. These forces will directly impact the
future organization's social systems, and consequently will
expand the practice of management into a larger world by the
year 2000 - which‘will be: fast-paced unstable social
systems; a more socially concerned humanistic society, a
service-oriented economy, and a more knowledgeable society.

Finally, Steckler says that the profile of the future
middle manager will include the following: (a) there will
be more women middle managers; (b) a need for the more
sophisticated understanding of automation technology; (c) he
or she will need to be a generalist; (d) decision making
will be based more on direct participation and better
information, and (e) a growing concern for the gquality of
1ife will require more people-sensitive managers.

Steckler concludes by saying that top executive
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managers are responsible for the managers of the future.
Top executives must recognize the challenge and take
immediate steps to train and develop our current and future

middle managers.

D. Group Input

In order to gather the latest and most significant data
on future law enforcement middle managers, a group of 19
consultants, businessmen and law enforcement personnel was
formed. The group was composed of: 5 Fresno police officers
from different ranks; business executives from agribusiness,
hospital administration, health care providers, health
benefit organizations, Atlantic—Richfieid Corporation and
Toyota; consultants from 4 different management consulting
firms who have completed extensive work in the public
sector. Ages of ﬁhe group ranged from 27 to 50, and the
group of comprised of both males and females. Minorities
were also represented.

The group was asked the question: "What is one of the
most significant events and trends that will impact the law
enforcement middle manager in the future?" The future was
identified as the year 2000, and middle managers were
identified as lieutenants, captains and deputy chiefs in
most law enforcement organizations of 30 or larger.

The group identified a total of 30 trends and 25
events. Using the Delphi technique, the 10 most emerging

trends were identified. They were:
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Improved employee committment.

Genuine concern for wellness.

Entrepreneurship

Participative management.

Pay for performance.

Demassing.

Broader responsibilities (generalist approach).
Futures-oriented planners.

Defining corporate cultures.
Computerization/new technologies.
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After carefully analyzing all of the 10 trends, five
emerged as the most dominant, and were utilized to determine
critical events that cbuld impact the issues. These five
trends were graphed relative to the panels overall average

of futures impact.
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PAY FOR PERFORMANCE

PERCENTAGES

1 T : I T
1980 1988 1890 1988 2000 2005

YEARS
o HIGH + LOW ¢ AVG A SHOULD BE

(1)

Improve emplovee committment. The research has shown that
the organization of the future must receive the most from
its budget dollar. Resources are scarce and demands are
high. A genuine committment to optimum performance through
self-motivation, self-initiation, and results-oriented
actions. The middle manager must be a visionary, an
entrepreneur and a strong leader if the organization is
going to be successful.
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PARTICIPATIVE MANAGEMENT
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(2)

It was the group's consensus that wellness will be a top
priority of the future. With the increased awareness and
presence of toxins, pollutants, hazardous wastes, junk foods
and leisure orientation, society in general will have to
take steps to make wellness a number one goal. Health care
costs, employee benefit costs and replacement costs all
affect the performance of the organization. Middle managers
must make conscientious efforts toward not only the setting
of examples, but also the cultivation of subordinate
wellness attitudes.
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ENTREPRENEURSHIP

PERCENTAGES
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(3)

Entrepreneurship. Future middle managers must constantly be
creating new programs, practices and procedures to deal with
the fast-paced continually changing environment. They must
be visionaries who can put their visions into practice. Not
only will they be concerned with developing new ways of
service delivery, but also ways of adapting the
organizational environment to stimulate individual
performance and meet future individual needs.
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CONCERN FOR WELLNESS
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(4)
Participative Management: The group unanimously

concurred that participative management philosophies will be
a dominating factor in the future success of any law
enforcement organization. Decision-making should continue
to be passed to the lowest level of the organization, hence
input from those who are actively impacted by organizational
decisions. The group went on to say that organizations,
either by attrition or other means of separation, are going
to replace the traditional authoritarian managers with
managers who express and utilize participative management
theory.
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IMPROVED EMPLOYEE COMMITMENT

PERCENTAGES
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(5)

Pay for Performance. The time is rapidly approaching for
law enforcement organizations to get on the bandwagon and
develope management incentive programs that will encourage
and motivate individual skills, skill development, improve
performance, revitalize committment and personal
satisfaction. The private sector has already tried and
proven a variety of incentive programs, and it is time for
the public sector to break from tradition and design reward
systems that truly differentiate levels of performance.
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After the five most significant trends were identified,

the panel reconvened and determined significant events which

would impact the question. Again, after utilizing the

nominal group technique and the Delphi technique, a list of

25 events was pared down 10. These 10 were:

l.

2.

10.

A more progressive executive leader is hired for the
organization.

The actual number of middle management positions are
reduced in the organization.

A pay for performance program is implemented for
middle managers.

Middle managers in the organization acquire broader
skills as a result of an extensive training program.

The organization implements stricter guidelines for
resource accountability.

Traditional functions in the organization are
contracted to private business.

National disaster.

Significant percentage of middle managers leave the
organization ‘for private industry careers.

All middle managers receive salary cuts.
The police officers association unionizes.

After more deliberations and another Delphi, the most

important five events were selected. These five had the

probability of occurrence, as follows:

Probability %

More progressive executive leadership in an 70%
organization.

Reduction of middle management positions. 65%
Implementing pay for performance programs. 50%
Middle managers acquiring broadsr skills. 40%
Stricter guidelines for resource accountability. 50%
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These five events were then cross-impacted, and the
resultant overall impacts were graphed. Those graphs and
the resultant modified probabilities have been included as a

part of this chapter.
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E. Summary

From the three separate sections of this chapter, have

emerged future middle management concerns. In the first

section, the literature presented and discussed eight main

future trends, as follows:

1.

2.

Concern for wellness,

Concern for identification,.maintenance and
publication of the organizafional culture.

The increased possibility of rapid change,
especially demographics, and having the
appropriate skills and information to adapt to
that change.

The need to reward and motivate high
performers through incentive programs.

The need to develop creative thinking, self
motivating middle managers.

Need to deal with the changes and complexities
of the future workforce.

Reduction in the numbers of middle managers.

Growth in participative management philosophy.

In the second section of the c¢hapter, a previous paper

on the future of middle managers presented 15 specific

future trends. From five general trends, these 15 trends

were deducted as follows:
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1, Middle managers should be aware of changes in the
workforce. Workers will tend to be more

self-oriented and less organizational oriented.

2. Middle managers will have to be equipped to adapt

to changes in the work and service environment.

3. Middle managers must concern themselves with
changes in technology. For the most part this

would be computerization.

4, A continued reduction in the middle management
workforce.
5. Trend towards reduction in individual

specialization and an increase in generalization
of responsibilities for the middle manager of the

future.

The last section presented information as prioritized
by a group of practitioners and consultants. Their future

trends for middle managers are in 9 main areas.

1. Growing concern for wellness.
2. A need for entrepreneurial management,
3. More future employee commitment.
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4, Increased participative management.

5. Implementation of pay for performance incentive

programs.

6. More progressive executive literaturé.

7. A redirection o% middle managers positions.

8. Middle managers acquiring broader skills.

9. Stricter guidelines for resource accountability.

All of these trends were then synthesized and developed

into two future scenarios.
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CHAPTER V

FUTURE MIDDLE MANAGER SCENARIOS

A. Introduction

As a result of the information presented in the
previous chapter, two future scenarios were written. These
scenarios describe the future law enforcement middle manager
in the year 2000. Scenario #1 is a "could be" description
of the future, which focuses in on an environment that has
been slow to respond to chénge, yet forced into using
advanced technology. Any changes have been more reactive in
nature, with limited emphasis on strategic planning.
Organizational success is based on the ability of the
employee to meet the most pressing serious demands in a
short term.

Scenario #2 is deigneﬁ to describe the "like it to be"
future of the law enforcement middle manager in the year
2000, It focuses on long-fange strategic planning,
individual creativity and organizational reward systems.
Crime and organizational problems are aﬁticipated and
planned for, rather than allowed to happen willy-nilly. &
balance between individual needs and priorities and the
organization's goals and objectives are stressed in order to

achieve optimum organizational growth and performance.
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B, Scenario #1

In the year 2000 in the state of California, law
enforcement is a top priority to the state residents. 1In
the last 15 years,‘revenues for law enforcement
organizations have'been steadily outpaced by law enforcement
organizational expemzes. Civilianization has increased to
the point where most departments have already exceeded a 50%
ratio of sworn/non;sworn. In addition, private policing
agencies have emerged in the larger metropolitan areas, and
are proving to be effective in reducing costs as well as
handling their particular role.

At the local level, personnel cuts at supervisory and
management levels have helped reduce the growing financial
constraints. Hardest hit were the middle management ranks.
The middle management roles have been taken over by the new
computer technoloéy, which again has proven to be much more
cost effective than having to pay for a "warm body". The
middle manager's decision-making responsibilities have
been significantly reduced, because of the extensive use of
participative management. Decisions aré forced to the
lowest possible level of the organization, and the feedback
is sent directly to top management.

Middle managers as a group are struggling for a new
identity. They have not adapted contemporaneously to their
constantly changing environment. Reward systems for
performance and achievement are still not in place. Below

average and high-performers work side by side and earn
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exactly the same rate of pay, and enjoy exactly the same
benefits. Salary scales are based on a 5-step system, which
normally allows a promoted manager to reach top step within
three years.

The system éctually motivates the poor performer and
retards the high performer. Because of the reduction in
upper ranks, promotional opportunities are almost
non-existent. Middle managers feel they have been sold out
by top managemenf, and that they are the "forgotten few" in
the organization.

Young, bright and innovative supervisors, have little
or no ambition to be promoted into the managerial ranks. It
appears to them as a dead-end job, which offers very few
long term rewards. This attitude is similar throughout most
of the public sector. In contrast, however, in corporate
America, the middle manager is quite a different individual.
For the past 15 yéars, corporate America has continually
upgraded and capitalized on the talent and brainpower of its
middle managers. They have religiously sought out and
implemented reward systems for their middle managers.
Corporate America has adopted the philosophy that middle
managers must be rewarded for their increased skills,
knowledge and performance. Corporate management feels that
a proper reward system will motivate and create an
environment conducive to allowing middle managers to become
inventive, self-motivated, forward-thinking and change
oriented managers.

This thrust by corporate America has caused the most




promising present and prospective law enforcement middle
managers to leave public service and pursue their careers in
the private secteor. Turnover and the associated costs of
hiring and retraining are very significant in most law
enforcement organizations.

Furthermore, the middle manager currently in the
organization have become increasingly nervous‘about their
opportunities for the future. This has caused a pronounced
increase in absenteeism and disability-related retirements.
However, in the face of adversity there are still those who
continue to respond, as needed, and get the job done. It
appears, however, the overall individual performance of the
middle managexr is marginal. This can be attributed to both
organizational and environmental changes as well as
future unknowns. Two of these changes can be identified,
however. PFirst is the reduction of middle management
positions which hés caused the overall responsibilities for
middle managers to broaden significantly. The skills and
training needed to cover these wide responsibilities have
yet to be adequately developed in the individual middle
manager. Secondly, the change in demoggaphics has given
rise to huge diversities of special interest groups or
publics. Each of these groups have their own unique and
important crime-related problems, which they want action on.
Some of the interest groups have acquired incredible
political power and can be identified as the following:
senior citizens; Hispanics; Southeast Asians; businessmen;

PTA's; service organizations and religious organizations.
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Their evolution, goals and objectives have not been closely
monitored by law enforcement in the past few years, hence at
best a reactive relationship exists between those groups and
law enforcement.

Performance evaluations continue to be an enigma. Most
middle managers agree that, since there are no meaningful
rewards, performance evaluations arxe top maﬁagement's
attempt to catch someone doing something wrong. They have a
negative connotation and are still not taken seriously by
most raters. Only in cases of the worst individual
performers are they of any benefit.

Serious crime itself is being adequately controlled.
Lesser crime has had to be forsaken because of the higher
priorities. The major job of the middle manager is to shift
his resources to that particular crime or area which is
giving the organization the most problems. The organization
realizes this is é reactionary posture; however, most law
enforcement staff concur that with the reéources available,
this is the safest approach to the problems.

Overall, law enforcement agencies are meeting their
service population's most pressing demaﬁds. Major crime is
being controlled, and people have the perception that the
police are doing an adequate job with what they have to work

with.

C. Scenario #2

Law enforcement agencies in the year 2000 in California
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are the most highly respected in the nation. This has been
partially attributable to the overall guality of the
respective middle management staff. Because of the futures
orienﬁation of California's highest law enforcement
executives, they have tenaciously striven to develop a cadre
of high-performing, self-motivating, committed,
self-confident and highly skilled middle managers.

What is the profile of this middle manager? He
(referring to both female and male) is more than likely tov
be between the ages of 35-42. Thirty-six percent will be
non-Caucasian; 15 pércent wiil be female; 32 percent will be
bilingual, and most of them will speak and read Spanish.
Ninety percent will hold a B.S. degree, and another 40
percent of those will hold an advanced degree. Ninety
percent will be at their average weight, with another 6
percent only 10-20 pounds overweight. Most will be in good
to excellent physiéal condition, and will engage in physical
activities four times a week.

Ninety percent will be married for either their first
or second time. They will be emotionally stable in spite of
each of them having an average of 2 children. The future
law enforcement middle manager will be working on the job an
average of 46 to 54 hours a week. Forty to 60 percent of
his time will be devoted toward job-related activities. He
will donate another 40 percent of his time toward his family
and outside leisure activities.

The most important priorities of the middle manager, in

their order of importance, are:
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1. Children and family.
2. Spouse

3. His/her work

The best inqentives or inducements for the middle manager's

position, in the order of importance, are:

1. Job rewards
2. Job salary

3. Job security

The retirement age for the future middle manager will be 57

to 63 years, with over 30 years of service.

Characteristically, the future law enforcement middle
manager will have a strong committment to the job. Because
of changes in the‘organizational structure, due to decreased
middle management positions, he will have developed broad
skills and experience in the areas he's accountable for. He
will understand the vital importance of developing,
promulgating, reinforcing and maintainihg the organization's
cultural values and ethics. Hence, he possesses a high
level of ethical integrity. Communication skills will be

acutely developed--both in written and spoken form.

Concomitantly, listening skills will be just as important
and refined. These skills will be utilized continually,

because of his constant interaction with local special
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interest groups who voice multifarious crime-~related
problems. Because of the continually changing
organizational demands and with new technology and
environmental variants, the middle manager will be a master
change agent. He will be flexible and adaptable; and above
all, creative.

Since financial resources are at a premium and expenses
are rising faster than revenues, the future law enforcement
middle manager must utilize results-oriented leadership,
dovetailed with resourcefulness, in order to get the "most
bang for the buck". He will be a visionary who analyzes
trends and events to better adapt to and control an ever-
changing future; he will be called a futures-planner.
Technology has produced law enforcement computer technology
that is second to none. The future middle manager has
seized the new technology and has developed the skills to
get the most out éf it. Even though the computer is
partially responsible for the reduction of ranks within the
middle management workforce, the future middle manager
recognizes the value and importance of the computer to the
organization's overall performance. .

The future middle manager will be physically and
emotionally stable, having long since developed the control
and stamina to deal with the frustrations and
disappointments that have become commonplace to law
enforcement middle managers. Events such as fewer resource
dollars, decrease in numbers of middle managers, force-fed

computer technology, broader responsibilities, always
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changing internal/external environment, proliferation of
more than one state language, and strict demands on results
accountability = to name but a few. The future middle
manager has conquered these debilitating stresses tHrough a
better understanding of his role, and he exudes
self-confidence, a thirst for optimum results, a renewed
committment to the job and an increaéed priority for
physical and mental wellness.

Law enforcement top executives have also recognized the
problem and have made high committments toward this
development of their middle managers. This has been
accomplished through the extensive use of comprehensive
incentive programs for middle managers. Although not deemed
a panacea for organizational woes, corporate America over
the past 20 years has continually increased individual
performance and organizational productivity through
incentive réward éystems. Law enforcement executives, some
years ago, through technology transfer, developed incentive
programs for law enforcement middle managers. The programs,
as they exist today, are designed to motivate middle
managers, reduce turnover and create prémotional excitement.
It places primary emphasis on skill development and
retention, committment to the job, emotional and physical
well-being, performance now and in the future, creativity
and follow through~-and lastly, knowledge acquired.

The reward systems are tailored to the individual
parameters of that particular organization, and can utilize

forms of monetary compensation, non-monetary compensation,
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or a combination of both - for meeting the incentive
objectives. The infusion of management incentive programs
into the law enforcement organization hes also created an
atmosphere in the workplace that is conducive to motivating
top individual performance. The atmosphere gives the law
enforcement middle manager the fundamental security,'while
at the same time allows him to be creative, to develop
entrepreneurial skills, to be a risk-taker, to be wrong
sometimes, to make his own decisions without prior approval
and, above a;l, to be concerned with the future as well as
the here and now.

In the year 2000, the middle manager has become an
exigent, intricate and essential cog in the mechanics of the
organization. Because of his continual growth and excellent
leadership, law enforcement has been able to maintain an

advantage in its efforts to control crime.
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CHAPTER VI

MANAGEMENT INCENTIVE PROGRAM MODEL

A. Introduction

This chapter will take the information presented in
chapters III, IV and V and integrate them with Scenario #2,
to produce a generic model of a management incentive
program. The model will be general enough to fit most.
organizations,lyet will be workable as a smocoth transition
after a minimum:of tailoring. Additionally, this chapter
will discuss the variables associated not only with the
incentive objective, but how the objectives can be
interwoven with other organizational concerns. These
concerns are: the utilization and positive value of a
performance evaluation system within the management
incentive progfam; the kinds of possibilities available when
selecting a reward system model, and lastly, the integration
of experience into the model as an additional reward
variable.

Overall, a management incentive model was designed to
be a voluntary program that any middle manager may choose to
enter. The management incentive program model would consist
of a number of identified incentive objectives, which the
organization desired each individual to perform. The
measurement of performance would take place on a semi-annual
basis. At that time, it would be determined if the

individual manager continued to qualify or failed to qualify
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for the management incentive program and the subsequent
rewards. The management incentive model objectives could be
modified yearly as the needs and priorities of the
organization shifted. Furthermore, the rewards system was
baséd on the theory that the more incentives objectives that
were met by an individual, the higher his reward would be.
Lastly, the models were designed to motivate the individual
to meet the highest level of incentive objectives possible.

' In order to assemble as much accurate feedback as
possible, the futures group was contacted regarding the
mechanics of the incentive model. The group was in complete
agreement about the structure of the model. They stated the .
model should be designed with incentive objectives that
could, as much as possible, be evaluated objectively rather
than subjectively. It was the group's opinion, based on
expe;ience, that organizational "cronyism" was still alive
and flourishing iﬂ most corporations today. An incentive
program that consisted solely of subjective evaluative
criteria would be highly suspect. Performance and
achievements would be secondary to nepotism, cronyism,
political trade-offs, etc. With these facts in mind, the
basic incentive program ﬁodel was designed to ke as

objective as humanly possible.

- B, Incentive Categories and Objectives

The research, the futures analysis and the scenarios

suggested that the objectives that would be recommended
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could be grouped into four main categories. These
categories are: committment; growth; knowledge and skills,
and application. The first category related to the
individual's personal organizaticnal involvement and
behavior. It alsc included his self intiative to maintain
physical and emotional stability. Five possible incentive

objectives under this category emerged.

1. Annual sick leave usage cap. The organization would
establish an annual sick leave level. If the
individual did not exceed that level, he would have met
that incentive objective. This would also include an
annual physical, to ensure that the individual wasn't
masking a problem in order to qualify for this

objective.

2. The individuai would have to perform for a given period
of time without any disciplinary action. For example,
a 2~year period could be identified--and during that
period, the individual manager could not receive any
discipline equal to a letter of reérimand or higher.
If he did receive a letter of reprimand or above during
this period, it would take at least 2 years before he

would qualify for this objective again.

3. Non-compensated overtime. Traditionally, middle
managers are not compensated for overtime, but may

perform 10 to 20 hours per week for the majority of the
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year. Each position, or rank, could be given an annual
overtime level. If that level was exceeded, then the

incentive objective would be met.

Physical Fitness. Physical fitness standards could be
identified which, among other things, measured
strength, enduraﬁce and flexibility. On a semi-annual
basis, if the individual passed the minimum
requirements established by the standard, he would meet

this objective.

Individual involvement in organizational competitive
sports. The implication is that someone involved in
competition has to train in order to be competitive.
The training results in raising the individual's level
of physical conditioning. This incentive would regquire
the individuél.to become involved in an acti&e sports
program of orgénized competition at least 4 times a
year. In order to meet this category's guidélines, the
following competitive areas are recommended:

a. running 6 miles or more (biathlon/triathlon).

b. be on a baseball team.

c. performs in Police Olympics.

d. be on a volleyball team.

e. Soccer team

f. basketball team

g. football team

h, water skiing competition
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i. hendball tournament
j. racquetball tournament
k. tennis ‘tournament
Any of the above, individually or severally, could be

used to complete this category each year.

Growth is the éecond category to be considered. 1In
this day and age, growth comes in a variety of definitions
and intensities. It can be transmitted through a number of
media. The police manager can obtain his growth in
basically three ways: he can attend specialized:training
classes/seminars; he can pursue instruction through a
recognized program at a college or university; or he can
grow through years of experience.

All these methods, singly or combined, can provide the
manager with a broad base of current knowledge, skill and
enrichment - as wéll as with a concept of self-discipline.
It can be easily pfoven that, like the maturation process,
the need and quest for professional growth is also a
lifelong endeavor. Two objective incentives were developed.

(1) The pursuit of formal educatioﬁ. In order to meet

this incentive objective, an individual would have
to complete 6 units at a college or university
each year. This would be the equal of 2 courses
per year. This could be further refined by
allowing only courses in the fields of business
administration, public administration,

criminology, speech, psychology or education.
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2. Would encompass all the specialized training seminars
and association meetings pertaining to management or
law enforcement. If the individual completed 16 hours
a year, at his own expense, the objective would be met.
As an added attraction, the organization could allow
middle managers some time fo to attend out of town
training, with all other costs assumed by the
individual. Otherwise, in-town training would be
entirely at the individual;s expense, and would include

his time off.

The last area, years of experience, will be discussed later
in a separate section.

The third category involves knowledge. As individuals
acquire more knowledge and/or new skills, acknowledged to be
a desireable resource for an organization, they should be
rewarded. Their ékills and knowledge should be acquired
independently, and not at the expense of the organization.
Two objective incentives were identified.

1. Understanding and speaking Spanish. A local Spanish
proficiency test could be adopted by the organization.

If the individual attained a stated passing level, he

would meet this objective.

2. Other more specific skills could be lumped into a

broader category, and listed as follows:

a. completion of Cecmmand College -
b. completion of FBI Academy
C. master's degree
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d. SWAT team member
e. licensed pilot
£. handwriting expert (graphologist)

g. polygraph expert

h. explosives expert
i. canine handler
J. bilingual (other than Spanish)

Proficiency tests Qould have to be established for each
of these categories and administered annually. If any one
of these were met by the individual, he would qualify for
this broad overall objective. If more than one specific
skill were achieved it would still qualify the individual
for just this one objective category.

The last category, and possibly the most important, is
application. This category can be easily demonstrated, but
not necessarily eésily measured. As managers grow and
develop skills as their commitment strengthens, they must be
able to put this all into motion. Motion, in this instance,
is not to be defined as uncontrolled movement - but must be
meaningful, focused, and capable of generating the desired
results. Hence, application is proof that all the other
variables have been assimilated correctly and then
transmitted in such a manner that their collective result is
a more desirable individual for the organization.

Application is further evidenced by the individual's
ability to adapt to both‘the current and future needs of the

organization. It is a measurement of his self-motivation,
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his creativity and his entrepreneurship. To quote an old

conundrum in the context of the middle manager, is he still

cutting bait or is he actually fishing?

After careful deliberations, incentive objectives were

developed for this last category.

1.

The middle manager's role with the corporaté culture.
In order to qualify for this incentive objective, the
middle manager must create, maintain or enhance a
program designed to inform or reinforce subordinates

about the organization's corporate culture or cultural

The attainment of an organizational goals and
objectives. All organizations should have goals and
objectives which pinpoint the mission of the
organization. In order for the middle manager to meet
this objectiQe, he would have to establish or make sure
that goals and objectives were established,'and then
reasonably attain those objectives at the unit or
division level on a yearly basis. It is understood,
however, that a vast array of variébles must be
considered when evaluating the attainment of objectives.
Much discretion, therefore, must be applied to the term

"reasonable attainment",

The uge of middle management's individual budgets. If
reasonably funded, the middle manager should be

responsible for keeping within his annual budget, while
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at the same time meeting his organizational objectives.
If the middle manager stays within his budget on an
annual basis, then he has accomplished this incentive

objective.

The middle manager's off-duty involvement with
community-oriented activities. This particuiar
incentive objective is designed around the new focus on
police/community partnerships. To meet this objective,
the middle manager would have to perform 100 hours of
community work as a volunteer each year. Community
volunteer work could be apprcved by an executive body,
and wculd include such things as being involved with
religious groups, social organizations, fraternal
organizations, sporting groups, charity groups, social
service groups, etc. This type of exposure by members
| i@inq

a stronger and more positive relationship between the

of the organization will be invaluable towards bui

1

police department and the community it serves. f

K

. -l ‘[
The recognition of the middle manager for ac%ievements
during the annual rating period. More specyéically,
this would be a recognition, award or signfficant
commendation from the community, a majorféxganization

or the Chief of Police.

Impacting the organization through ingenuity and

creativity. This incentive objective would be met if
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the middle manager developed a workable procedure cr
process which allows for a cost savings to the
organization at either the unit, division or bureau

level for a period of one year.

7. Is along the same lines - involving the development of
& creative program or unique idea which impacts the
organization or service population in a positive way on

a yearly basis.

These last two objecti?és would require subjective
interpretation. It is felt, however, that both of these
objectives will demonstrate the entrepreneurship of the
individual middle manager by (1) analyzing what the middle
manager does in terms of budgetary dollars and (2) what he

does in terms of service.

8. Performance. This objective will be discussed later in
its overall context to the management incentive

program.

Finally, there is one more incentive objective that
falls within the growth category. Every middle manager is
observed by his immediate supervisor has an area where
personal performance improvement is desireable and even
nécessary. In addition to the organizational incentive
objectives, it is recommended that middle managers and their

supervisors confer and develop individual incentives that
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could be measured annually. These would be added to the
total organizational incentive objectives already in place.
The requirements for meeting these personal objectives would
have to.be included and agreed upon at the time the middle
manager and his supervisor met. It is recommended, however,
that no more than 2 personal incentives be used, so as not
to overshadow the organizational objectives which are aimed

at growth and direction.

C. Performance QObjectives

The futures group of consultants and experts gave mixed
feedback regarding the use/importance of performance
evaluations in the management incentive project model.

There were four main options discussed, which were

identified as followsﬁ

1. That the entire management incentive program could only
be entered if an individual had an average performance
evaluation. If an individual had a below-average
evaluation, he would not be eligible to enter the
management incentive program and would have to wait

until the next review period before becoming eligible.

2, That a manager would have to have an above average

performance evaluation to be eligible for the program.
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3. That there would be no "qualifying" to enter the
program; however, one of the particular incentive
cbjectives would be the attainment of an above average
performance evaluation. If this was attained, he would

meet one additional incentive objective.

4. A complete integration of performance evaluations with
the management incentive program through the reward
matrix. Under this option, different above-average
performance levels would be identified and reward
incentives would be appropriately disbursed among the
different performance levels. Consequently, only the
highest levels of performance could receive the highest
incentive rewards. Individual managers could meet the
same exact number of incentives; however, because they
received different performance evaluations, they would

receive different rewards.

It should be noted that the confusion surrounding
performance evaluation became identified under four
different aspects. First, performance evaluations are
highly subjective and standardization between raters is
almost impossible to attain. Second, the performance
evaluation instrument itself has long been a point of
controversy, since the criteria and rating levels are
innumerable. Thirdly, specific measureable data in service
oriented public agencies does not exist. Because of the

nature of police work, it is almost impossible to find
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tangible data that will unequivocally demconstrate that a
middle manager is performing at a level differing from that
of another middle manager. Lastly, the incentive model
itself implies a level of performance and is designed to
Stimulate and determine individual performance in a variety
Qf objective areas, as well as a few subjective ones.
All organizations should proceed cautiously if

performance evaluation is to be utilized as a major factor

in the management incentive program reward system.

D Experience

On the job experience is considered by many to be just
as important as any other performance factor. As time goes
by, and a manager consistently increases his formal
knowledge and maintains an above-average commitment while
demonstrating efféctive application techniques, his
performance continues to increase. This implies that
managers who have the same committment, the same formal
education and apply themselves with the same tenacity, may
only be differentiated by the variable of experience.
Through experience comes, under normal situations, a better
equipped and more productive manager. His total managerial
output becomes fine-tuned, and soon situations begin
repeating. Because he possesses historical data, his
decision making process becomes enhanced over a similarly
skilled manager with very little experience. The

experienced manager therefore becomes a growing asset

~82-




because of his impact on the organization, as well as
serving as a role model to his peers. Thus, it could be
justified that experience within the management incentive
program could yield increased individual performance to the
organization. Therefore, there is & good argument for
integrating experience into the management incentive
program. If it is to be integrated, éxperience should only
be accumulated while the individual is participating in the
management incentive program. If he were to drop out of the
program, by choice or failing to qualify, his time in the
program would only start accumulating when he returned to

the program..

E, Reward System

The literature has suggested that an incentive program
reward which will’genuinely motivate and modify individual
performance will have to be between 10 and 20 percent of the
individual's base salary. The reward itself can be
classified into three separate types. First, the monetary
reward which might include extra pay, e#tra benefits
(deferred compensation, etc.), extra life insurance, better
health & welfare benefits, better dental/eye care coverage,
etc. Second, it could be a non-monetary reward in the form
of extra time off. This could be vacation or administrative
leave, or some other type of time off. There would be
obvious tax advantages to the latter, in addition, it could

in theory be termed a "no-cost" item to the organization.
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Lastly, there could be a combination monetary reward
and time off reward system. Whatever the particular reward
format might be, it would be solely up to the individual
organization to analyze their own situation and develop the

appropriate reward mechanism.

F. Model

If performance or éxperience or both are considered,
along with the basic incentive model, there are four
possible models to choose from. First is the basic model,
which excludes experience and performance. It is a

single-level model, example as follows:

MODEL 1
No. of
3 6 9 11 12 Incentives Met
Reward
3 1 3 6 Jo| 15

Incentives objectives completed are listed across the top,
and reward percentages in terms of base are listed in the

five cells.
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The next model adds results of a performance evaluation into

the matrix and results as follows:

MODEL 2 No. of Incentives Met
Performance 2 6 9 11 12

Reward
Outstanding 1 2 5 9 15% %
Superior 0 1 2 5 9
Above Average 0 0 1 2 5

Three levels of performance are used, which creates a 15
celled matrix. Incentive objectives met are along the
horizontal plane, while the performance levels are on the
left vertical maréin. Inside each cell is a reward
percentage awarded, based on where the individual falls in

the matrix.

The third model utilizes an experience variable in place of
the performance variable on the left vertical margin. The
resultant percentages were recomputed because an experience
matrix is going to yield increased eligibility in the number

of middle managers.




Experience 2 6 9 11 12 No. of
Incentives Met

8 or over 1 6 8 11 15

4 - 7 yrs 1 4 6 9 13

0 - 3 yrs 1 2 4 7 11

The fourth model is a combination, using both performance

and experience. Three matrices are needed. 1In the example,

one matrix is used for each level of experience, and the

rewards have been modified appropriately.

Exp.

Combination Experience & Performance

2 6 9 11 12
0 0 0 3 5 9
S 0 0 0 3 5
A 0 0 0 0 3
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4-7 S 0 0 1 4 7 Reward $%
Exp.

A 0 0 0 2 4

0 1 2 5 9 15
9 yrs,. S 0 1 2 5 19 Reward %

ExXp.

As a final note, the models have been designed to
motivate by disproportionately increased rewards toward the
higher number of completed incentive objectives. In other
wprds, as you perform more objeétives, the reward percentage
! increases at a greater rate. In addition, the higher the
' number of incentives you complete, the less incentives
\ needed to go on to the next higher box. The entire reward
matrix system is designed to motivate the middle manager
toward the highest level of incentives completed - hence,
the highest level of performance.

The options are many, but each organization must
perform careful analysis for a fit that will yield the

desired results for that particular organization.
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G. Summary

The components and variables of a management incentive
program have been presented. It was stressed that this was
a dynamic program that waé‘voluntary to the law enforcement
middle managers. Simply stated, organizational incentive
objectives were identified. 1Individuals who entered the
management incentive program would be evaluated on a semi-
annual basis. The number of incentives met would translate
into a reward. This reward could be in terms of money or
time off. |

The incentive objectives were divided into four
categories. They were: commitment, growth, knowledge and
gkills, and application. Within these four categories, the
following incentive objectives were presented.

1. An incentive related to the creation, maintenance

and enhancement of the organization's cultural

values.
2. Bilingual in Spanish.
3. Special skills or achievements.
4, Job related training at one's‘own expense.,
5. Continuing education at one's own expense.
6. Performing community work at 100 hrs/year.
7. Qualifying for a minimum physical fitness
standard.
8. Involvement in organized competitive sports

four times a year.

9. Minimum sick leave usage.
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10. ©No discipline/misconduct for a period of 2 years.

11. Above average performance evaluation.

12. Recognition, award or significant commendation
from the community, an organization or the
Chief of Police.

13. Development of an implementable program, procedure
or process which allowé for cost savings to the
organization.

14. Development of a creative program or unigue idea
which impacts the organization or service
population.

15. Establishment/attainment of unit, bureau or
Division objectives.

16. Completion of 15 hours of uncompensated overtime.

17. Staying within budget.

18. Individualized incentives, as designed by the

middle manager's supervisor.

Next, experience and performance evaluations were
integrated into the reward model as option. A basic reward
model was supplied, in addition to thesé variations. These
reward models were designed to motivate the individuals to
the highest levels of performance by giving them greater
rewards for achieving the highest numbexr of incentives met.

Lastly, it should be noted that the incentive
objectives presented can be added to, selected from, or
rewritten in order to enable the management incentive

program to fit any particular organization. What is
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presented is in fact a menu for the executive staff of the
organization. They can select from that menu those
particular incentives that are applicable to their
particular organization. Another option, which was not
presented in ﬁhe text, is the option of weighting the
incentives. In order to stress, in that particular
organization, a particular direction or need, incentive
objectives could be given more than a weighting of 1, in
order to motivate middle managers in that direction. So,
not only can the management incentive program promote
individual growth and performance, but it can also identify
and change the direction of the organization on a year by

year basis.
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CHAPTER VII

MANAGEMENT INCENTIVE PROGRAM STRATEGIC PLAN

A, Introduction

The previous chapters have presented both
organizational incentive programs and thé future of law
enforcement middle managers. They have further developed a
model which has adaptability possibilities for a large
number of California law enforcement organizations. Once an
organization has accepted the concept as an advantage, a
decision to implement is made. It is therefore the purpose
of this chapter to discuss a strategic plan for the
implementation process of a management incentive program.
This process will be based on an incentive program being
implemented in ‘the Fresno Police Department. However, any
law enforcement ofganization in California could be
substituted, with changes based on locél characteristics and
environment. This process will describe the implementation
in six steps. Included in these six steps will be: funding
alternatives, start-up strategies, positive and negative
implications, project administration and planning and

management recommendations.
B. Situation

The situation is a description of the environment, the

stakeholder demands and resource analysis for the




implementation of the incentive program. This portion lays
the groundwork and provides data for the decisions that
follow,

1. Environment. Over the past few years, Fresno has
experienced tremendous changes. It is no longer a small
semi-rural agricultural community. Based on preliminary
1986 census information, we are now the 8th largest city in
California, and the 64th largest city in the United States.
This is based on a population of 285,000 people. This
estimate reflects grpwth which has occurred primarily due to
annexations of county‘land and new housing developments, for
the most part in northern Fresno. Besides being heavily
tied into agricultural-related services, Fresno and the
surrounding community has a sizeable workforce in other
areas. The city is extremely well-saturated with retail
shops. It is a central hub for federal, state, county and
city government aéenéies. Also, there has been an upswing
in light and medium manufacturing and industrial concerns.

Even though there appears to be a sclid employment
base, there is a 9-10% unemployment rate and 41% of the
population is classified as low income families. Fresno 1is
fairly typical in comparison to other cities of its size,
relative to other demographical parameters. Because of the
predominantly sedentary lifestyle in this agrarian
community, there is more time available to the citizens to
become involved in community action. Fresno is dotted with
many special interest groups as well as community and

cultural groups. These groups are sporadically active in a
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variety of areas. The local media are quick to analyze and
publish its concerns with all these interested and, at
times, outspoken entities. Rarely if ever are concerns or
issues sccented with violent overtones. Citizens utilize
lawful routes to coﬁvey their opinions and demands.

Only a small handful among the various interest groups
would voice ongoing complaints against the police
department. As in any public service organization, there
are sporadic attacks directed at police actions, but they
are usually resclved within a short time-frame.

In order to reépond to.the community demands, as well
as to become more effective in the delivery of police
services, the department evolved into a community based
policing structure which divided the city into five areas.
The Fresno Police Department realized that it alone could
not minimize or reduce criminal activity in the city without
the active participétion of the non-criminal community.
After two years of planning, community based policing was
introduced to the Fresno area. On July 1, 1981, the entire
police department was reorganized to encourage police/
community cooperation. This was accompiished specifically
through the decentralization of the Field Operations
Division. Field operations, or patrol, was operated on a
shift basis previously. This was referred to as a "shift
structured patrol". Community based policing, in contrast,
is based on the concept that staff and officers should be
responsible for a given geographical area of town on a

24~-hour basis, rather than by shift. This allowed staff
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officers as well as sergeants and police specialists and
patrol officers to be accountable for an area rather than
for an 8-hour shift. This increased their scope of
responsibility and familiarity with neighborhoods and their
pioblems. In addition, the decision-making process was
pushed down to the lowest level possible, to allow those
people who are influenced by the decisions to become
involved in them. The organization continually has
eﬁphasized participative management, and the concept grows
in support annually.

The middle management ranks are composed of lieutenants
and captains. There are six captains and 17 lieutenants.
Turnover has been extremely low, and promotional
opportunities have been slow, Most promotions in the last
few years have been attributed to increased staffing.

Middle managers are not inveolved in any broad incentive
programs, but are.involved in an educational reward program.
This consists of paying middle managers for educational
accomplishments and relevant yearly course work. This
program's pay is computed monthly on top of base pay.
Qualifying individuals receive 2% for taking 3 units per
semester, for a toal of 6 units annually. In addition, they
can receive 3% for a bachelor of science degree and an
additional 2% for master of science. So, if a middle
manager is attending college and possesses a master's
degree, he can earn 7% on top of his top base pay.

It is the overall feeling of top management that the

educational reward program has outlived its usefulness as a
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motivator. They feel that the block of funds used to fund
the educational reward program could be better used in some

type of management incentive program.

2. Stakeholders

When analyzing the implementation situation, you must
analyze those individuals or groups who support or oppose a
significant change to the organization. They are called
"stakeholders". Management incentive programs would
obviously qualify as a significant change, so great care and
understanding must be developed about the stakeholders in
order to facilitate the implementation. Attached is a
comprehensive list of groups, organizations and individuals
called stakeholders, who have interest in police pclicy
planning and policy results in the Fresno Pclice Department.
They can be suppoftive, antagonistic or nesutral about the
policy or upcoming changes. These stakeholders can
debilitate cr support policy formation and outcomes, and
thereiore must be considered at each step of the planning
process. These stakeholders' interests~can be roughly
divided into 5 major areas: management; money; services;
information and goals.

Management can be centralized or decentralized. It can
be loose or tight. The department can be independent or
dependent upon city government. Money is very critical. Do
we need to get more resources, or can we get by on less by

streamlining? Services can be proactive or reactive. They
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can be broadened or narrowed. They can rest with the status
guo or they can promote change with new technology. Police
department information can be a very serious public concern;
should there be more or less disclosure of department
acticns and policies? A number of stakeholders obviously
want more disclosure--usually, internally within the police
department, less disclosure is reqﬁested.

Lastly are the goals of the department. Do they
represent change or do they support no change? Are they
reflective of community needs or are they simply a product
of the bureaucracy?

These are all gquestions and concerns that are raised by
stakeholders who have a variety of self-interest and
priorities.

In addition to the stakeholders are a group of
implementation saboteurs called "snaildarters". These are
individuals and sﬁall groups who can negativély impact the
successful implementation of any new program/change, i.e.,
the management incentive program.

In summary, for all of these complex variables, there
are groups or individuals who will suppért or protest each
of them. It is therefore incumbent upon strategic planners
to analyze the most important variables and contrast them to
the most critical stakeholders.

Attached are listings of the stakeholders and
snaildarters. In support, there are additional attachments
which plot the snaildarters and stakeholders along two

variables (see attachments #1 through #5). The plotting is
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done along a vertical/horizontal axis. The vertical axis is
an assumption of certainty or uncertainty relative to the
way the snaildarter or stakeholder will approve or
disapprove of the MIP concept. Secondly, along the
horizontal axis is the plotting of the snaildarters and
stakeholders importance or unimportance to the incentive
program implementation. Thése graphs were designed to avoid
lulling the implementation planners into a false sense of
security based on what he thinks is a predictable surety.
After all, politics, friendships, and ccncealed agendas are

a part of the real world.

3.  Resource Analysis

() Fortunately, a management incentive program is not
labor intensive. It will require, in most departments, the
assignment of one.key person to administer the program.. In
the Fresno Police Department, there are management analysts.
They are non-sworn managers who provide a support function
for most planning, research and personnel related matters.
It is highly recommended that a managemént analyst be
assigned as the permanent administrator of the incentive
program.,

In addition, resources would be needed to form an
advisory board which could arbitrate areas of dispute
relative to qualification and/or reduction of rewards.

Lastly, middle managers and their respective superiors

would be committed to reorganizing their time to allow the
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maragement incentive program to be an ongoing process in the
organization's quest for higher individual performance and

organizational productivity.

(b) Fﬁnding. One of the primary concerns of the MIP
program is going to be the cost. Can the organization
afford it?

In order to sell the program, you must decide if the
program is going to be developed around monetary, non
monetary or a combination reward system. In order to
determine this,.you need a general estimation of the costs
of ﬁhe program. It is reasonable to say that 75% of the
middle managers will participate in the management incentive
program., If the average monthly salaries for all
lieutenants and captains are aggregated on a monthly basis,
the result is £57,600 in monthly middle management salaries.
Seventy-five percént of that, or $73,200 is the amount that
would be available for the management incentive program. If
the range of incentive rewards were between 2% and 12%, 7%
would be the average reward. Seven percent x $73,200 equals
an average projected monthly increase iﬁ budget of $§5,124.
This equates to an annual incentive award of $61,488. This
amount is almost equal to the annual award expended for the
educational incentive program. -

It appears, then, that the entire management incentive
program under these parameters could be funded by the
transfer of funds from the educational program to the

incentive program.
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If any combination of non-monetary rewards was
utilized, then the $61,000 could be reduced and monies
deferred for other administrative costs.

Another alternative to financing an MIP program would
Qe to adjust the management salary pay structure. As
alluded to in earlier chapters, most law.enforcement
organizations have 3 to 5 steps of automatic raises after a
middle manager is promoted. The difference between the top
and bottom step, in most departments, rahges from 10 to 12%.
If the first step was utilized as the base salary, the
drganization could offer an incentive reward of up to twice
the original top step percentage difference. Rewards could
be offered in this example of up to 20 to 24%. This would
result in minimum direct financial impact to the
organization. It would also leave low performers on the
lowest step of the original salary structure, and thus
éignificantly rewérd the high performers.

Lastly, there is also the possibility that the budget
allocating body would fund the cost of the MIP simply
because of its predictable impact on individual performance

and organizational productivity.
C. Mission

Changes in any organization should be directly related
to law enforcement and the specific organization's missions.
If the change cannot be tied to the mission statements, then

further research and analysis is needed. In this case, the
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MIP aligns itself both with the law enforcement mission, as

well as the Fresno Police Department's mission.

1. Law Enforcement Mission: 1In general, it is the overall
mission of law enforcement to protect life and property.
Social order must be maintained and all applicable laws must
be enforced. Law enforcement must also be responsive to
service demands as well as to priorities of the city's
governing body. All of these functions must be carried out

in the most efficient and effective way possible.

2. Fresno Police Department Mission: The fundamental
mission of the Fresno Police Department is to provide the
leadership and professional support required to complement
and improve the communitv's efforts toward the development
of a balanced and cooperative police/community campaign
against lawlessnegs and disorderly behavior. This must be
accomplished in an efficient and effective manner through
the direct leadership of the individuals in the

organization.
D. Execution

The mission of law enforcement in the police department
echo every other public or private organization's overall
goals. Simply stated, organizations must provide the target
clientele with a quality product or service, and do so

utilizing the most efficient policies, practices and
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procedures at the lowest possible cost. The execution of
the mission is dependent upon the appropriate selected
course of action and the projected results. Before the
appropriate course of action can be taken, two alternatives
are stated - based on the adoption or exclusion of a
management incentive program.

1. Alternative A: allow the organization to evolve
on its own. Take no action to reward high performers. Take
no action to separate and identify low performers from high
performers. Maintain traditional salary structures in the
current premium pay program. Rely on self-initiated
motivation to keep performance as high as possible. Make
changes only when changes are necessary as problems arise,
react appropriately.

2. Alternative 2: Implement an MIP. Design a
program that will offer significant rewards to individuals
for high performaﬁce. The incentive program should be
developed to give stability to the organization and
individual growth and direction. It should also create a
climate that promotes creative thinking, independent
decision making and future consideratiohs.

3. Recomended Course of Action: Based on all of the
facts presented in this paper, alternative 2 is the odds-on
favorite. It should be selected with vigor, determination

and confidence.
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B. Administration and Logistics

In developing a strategic plan for identifying and
implementing a mahagement incentive program, administration
and logistics must be considered. As recommended earlier, a
ncn-sworn management analyst should be the ideal
administrator. It would'be his/her job, since they are part
of the middle management team and familiar with the policies
and practices of the police department and are not a
candidate for the MIP itself, they are the ideal choice.
This individual would be referred to as the "MIP
Administrator".

Once selected as the administrator, their first concern
would be tc ensure that each one of the variables of the
objective incentives had a verifiable base. This base would
then have to be capable of being measured on a basis
consistent with pfedetermined qualifying periods. Tﬁe

incentive objectives would be verifiable in 5 separate ways.

1. Annual skills test.

2. Historical data.

3. Personnel & training files.
4, Supervisory confirmation.
5. Administrator confirmation.

In order to spread the verifiable workload throughout
the qualifying period, it is suggested that the individual's

annual anniversary date be used as a point of reference. It

-102-




is further recommended that qualifying periods be at 6-month
intervals to ensure that the reward itself is attainable
within a foreeable future. Too long a period waiting for a
raise in one's reward in all probability would be a
demotivator.

As a final note, the management incentive program, once
established, would bé easily administered if it were
computerized. Most departments have computer assisted
capabilities, and only small storage and minimum programming
would be necessary. At the end of each person's qualifying
period, objective incentives met could be computea and the
appropriate reward outputted.

Lastly, if monetary reward is going to be utilized,
then it is strongly suggested that the reward be paid
monthly in order to provide continuous short-term feedback

for the middle manager's achievements.

F. Planning System

"Periodic planning" was the system recommended by group
input. As shown in the support documents, this system will
allow for planning on a regular basis and can be projected
for three years with annual operational plans allowing for
adjustments as necessary. The plotted chart which shows
that periodic planning is most important was very close at
times to issue planning and signal surprise planning. It
appears that "signal surprise planning" relating to urgent

issues might occasionally be necessary. There will also be

-103-




times when "issue planning" will have to be ccnsidered.
Therefore, it is necessary that the planning system
evaluation should be continued on & yearlyv basis. Refer to

attachment 6 and 7 for actual data.

G. Implementation

1. Sequence Events. The following is a list of 18
‘major:events.rhat.must.be.completed'to eﬁsure the successful
Zmplementation. ‘As with any other program, ithe probability
of success dis largely dependent on the amount of preplanning
as well as stakeholder negotiations that occur prior to

~implementation.

a. If the MIP is to be successful, top management
must strongly support it. It is recommended that
a deputy chief or the chief have overall

responsibility for the program.

b. An objective uninvolved administrator should be

selected.

c. Incentive objectives should be identified by the
number available and the scope of each one. Input
from stakeholders and shareholders should be

solicited,.
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Incentive measurement criteria should be
determined, and stakeholder/shareholder feedback

solicited.

Periods of gualifications determined by length of

time and starting dates.

Types and amounts of rewards identified and agreed

upon with stakeholder and snaildarter feedback.

Reward mcdel selected and degree of utilizaticon of
experience and/or performance evaluations is

determined.

A grandfather process is determined for the
transition of those individuals currently in the
educatiénal reward program to the MIP. They
should be given at least a 6~month grace period

without any loss of monthly pay.

Cost of program projected and funding sources
identified and confirmed. Snaildarters and

stakeholders feedback solicited.

Develop necessary forms and feedback loops for the

program operation.

Computerize program if possible.
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2.

Arbitration process designed to resolve disputes,
with Chief as a final authcrity. Recommend that a
cross-section of the department sit on this

arbitration board.

m. Annual planning #froup implemented to ensure
program is impacting the current and future needs
of the organization.

n. Reduce entire program to writing for verification
purposes.

O. Provide orientation to staff middle managers.

p- Provide orientation to interested stakeholders and
snaildarters.

q. Implement program.

. Annual evaluation, focusing on successes, problems
and recommended changes.

Strategy

a. Concessions. In order to complete the preceding

some concessions will obviously have to be made

steps,

amongst the stakeholders. The three most critical

stakeholders in this particular program are the Chief of
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Police, the middle manager and the city manager. An
analysis of all the steps resulted in four being the most
critical. They are: C, F, G and I. It must be implicitly
understood going into the implementation process that
flexibility and concessions will be needed by all parties in
order to make the program succeed. Each one of these
implementation steps has built in areas of flexibility wheré

concessions can be made.

b. Negotiating Strategy & Tactics. If I am involved
in a negotiating process, I will do the following: My
primary strategy will be cooperation. I'll employ the
cooperative enterprise method of negotiating. I will
attempt to achieve agreement with all parties involved, and
will pot expect nor demand total achievement of all the
management incentive program goals. My goal will be
designed so that éll parties can share equally toward
attainment. I will attempt to inspire trust through
utilization of substantiated facts and good faith actions.

I will constantly keep in mind that the whole situation is
give and take, and that everyone shculd.win and have needs
satisfied at the end of the negotiating process. I will
also remember that the negotiating process does have limits.
I will know when to stop and not to continue on ad infinitum
until I get my way.

In a more subtle vein, I will watch out for prejudices
that may give away an advantage--either by myself or other

negotiators. If in fact those advantages are mine, then I
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will capitalize on them. I will be aware of the mistakes I
make and attempt to minimize them. It will also be
necessary for me to f£ind the most basic need that my
counterpart is trying to meet. By dealing with the more
basic needs, I increase my chancé for success in the
negotiating process. The process should be free from
hosfility, adversity and any other type of negative gesture
or communication. It follows, of course, that the entire
negotiation be a mature, adult process where all parties

respect each other.

3. Tactics:

In order to facilitate the negotiating process and
achieve as many goals as possible, I have dutlined six
technigues which should be used throughout the negotiating
process. First i§ forbearance - which means that
individuals should remain calm, patient and be positive.
Individuals should also expound on the virtues and facts of
any given position. Individuals should not become easily
upset nor show inexplicable emotional oﬁtbursts, They will
remain mature and professional throughout the process. As a
back-up technique to forbearance, individuals could utilize
the surprise. This means that the individual will, at
times and as necessary, show strong to mellow arguments on
different points of contention. This will show concern and
demonstrate belief that the individual's position is correct

and should be agreed upon. Tenacity and assertiveness are
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essential, but they must also withstand aggressive
overtones. Other technigues will be utilizes to determine
method and area of strategy application. First is
participation. Individuals will treat everyone as friends,
fellow acquaintances and respected professionals.
Individuals will enlist other experts who are also well
£hough by the participants as group authenticators of facts
and position., Along with that technique, individuals will
utilize the blanket technigque and cover all areas of concern
with overwhelming and highly irrefutable information. As a
backup to these two techniqueé, individuals will use random
sampling, which will go into detail, showing causes, needs
and ramifications for any particular plan, as well as the
reasons why it should be accepted.

Lastly, bracketing techniques will be considered
whenever individuals feel that being right on target is not
~ entirely necessarj, as long és the goal attained is within
close proximity of the original request. In summary, by
utilizing the aforementioned strategies and tactical
techniques, I believe that any position is considerably
strengthened when individuals have the flexibility to modify
their position, the results achieved will be acceptably

close to those originally requested.

H. Summary:

This chapter discussed the 6-pronged approach to

strategic implementation of an MIP. First, the situation
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was carefully described to include the implementation
environment, the stakeholders and snaildarters interest and
possible impact, and lastly the resources needed and
available. ©Next, the mission was stated - both in terms of
overall law enforcement and the Fresno Police Department.
It was confirmed at that time that the management incentive
program and the resultant changes were within the scope and
implications of both missions. Next, the execution of the
mission was discuséed, along with two possible alternatives.
As a result of 2 alternatives, a selected course of action
was presented. The next section dealt with the
administraticon and logistics of the MIP, and focused in on
the use of a non-sworn management personnel as the chief
administrator of the MIP. Ongoing planning was then
discussed and an ongcing planning system was recommended.
Even though the planning system recommended was the primary
system to be used; secondary planning systems were also
under consideration in case the environment made
unpredictable changes.

Lastly, the implementation of the incentive program was
discussed. An 18-step strategy implementation was
presented, three critical stakeholders were identified and
areas of concession were delineated. Finally, the art of
negotiation and the role it plays in the implementation
process was discussed, including the use of strategy and

tactics toward the overall negotiation process.
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CHAPTER VIIX

SUMMARY AND CONCLUSIONS

A, Summary

The purpose of this study, as presented in chapter 1,
was to develop a management incentive programiwhich would
develop skills for future needs, promote self-motivation,
maximize individual and organizational productivity, and
above all, provide meaningful attainabkle rewards for all
levels of above-standard individual performance. Its basic
purpose was restated in the form of the following question.
Can an incentive plan be developed and implemented which
would reward high performance, while at the same time
developing individual skills which would meet the needs of
the organization of the future?

In order to échieve the purpose and answer the
question, the study first reviewed the rele&ant literature.

Chapter III presented a wide view of the literature,
describing types, purpose and results of incentive programs.
The literature review was divided into £hree main areas.
First, the academicians and theorists justifying the use of
incentive programs, and justifying its purpose as a valuable
motivational tool. Second, the practitioners and
consultants in the field who work with incentive programs on
a day to day basis gave strong supportive feedback to
incentive programs. Third, documented results from

organizations which had incentive programs were presented.
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This information substantiated the theorists and practioners
opinicn about the power and impact of an incentive program
© to the corganization and the individual worker.

The chapter in its entirety then presented 9 main
benefits to the utilization.of an management incentive

program, as follows:

1. Cultivate high achievers.

2. Motivate personal development and individual
skills.

3. Encourage promotidnal aspiration.

4,

Build feelings of participation and security in

the organization.

5. Build organizations more responsive to change.

6. Increases organizational productivity.

7. Higher likelihood of retaining high performing
employeés. |

8. Develop employees toward organizational goals.

9. Creates a more dynamic manager, which results in

innovative problem solving, a commitment to
organizational effectiveness, reinforcement of the
participative culture, and increased knowledge of

the overall operation of the organization.

The chapter summarized by stating that the
organizations who do not use incentive programs will
significantly lag behind those that do, and will also have

subpar individual performers.
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Chapter IV presented an overview of the middle managers
of the future. 1In order to develop the middle manager to to
meet future needs, there had to be a reasonable idea of what
skills a middle manager would need, as well as what future
organization demands would be if an individual and the
organization were to be successful.

The information to develop a future middle manager was
presented from 3 separate sources. The first source was a
topical review of the literature. Eight trends for the

future were identified and summarized as:

1. A concern for wellness.

2. 2 concern for the organizational culture.

3. Increase of rapid change.

4. The need to reward high performers.

5. Need to be creative.

6. Need to'deai with changes in the workforce.

7. Trend toward reduction of personnel.

8. Growth of the participative management philosophy.

In the next section, a Command College paper on the
future of middle management was reviewed. The paper
outlined five main trends that the author felt would impact

the future of middle management. They were:

1. Changes in workforce. -
2. Changes in environment.
3. Changes in technology.
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4. Reductions of hard numbers of middle managers.

5. Reduction in specialization.

In the last portion of the chapter, a group of
practitioners, consultants and law enforcement personnel
presented 9 trends/events that they concurred were more than

likely going to impact the future of law enforcement. They

were:
1. Growing concern for wellness.
2. Need for entrepreneurial management skills.
3. More future employee committment.
4, Increased participative management.
5. Implementation of pay for performance programs.
6. More progressive executive leadership.
7. Reduction of middle management positions.
8. Middle ﬁanagement acquiring broader skills.
9. Stricter guidelines for resource accountability.

All of the information in this chapter was then
synthesized and used to, first: design two scenarios and
second, to design incentive objectives for a law enforcement
middle management incentive program.

Chapter V presented two scenarios. The first was the
"could be" future of middle managers. This scenario
described law enforcement organizations in the year 2000.
The organizations at that time had evolved year by year

reacting to environmental demands. This scenario d4id not
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include the utilization of an incentive program, It
presented a reactive organization that was able to "get by".
It was, however, not futures-criented, and was plagued by a
number of organizational prcblems.

The second scenario was described as a "like it to be"

scenario. It presented a very dynamic picture of law

enforcement organizations of the future. Also included were

personal characteristics about the future middle manager.

This scenario was based on organizations implementing MIP's

and becoming very proactive. In addition, thev took steps
to plan for the future and had developed their management
personnel to be adaptable and responsive to the future needs
of their service population and the organization. The
middle manager was converted from being the organization's
excess baggage into becoming the organization's navigator.
Based on the scenario and the future trends, chapter VI
de&éloped 17 inceﬁtive objectives for an MIP. The incentive
objectives were divided into 4 main areas -~ commitment,
growth, knowledge/experience, and application. The actual

17 incentives were:
1. Creation, maintenance and enhancement of a program
designed to reinforce subordinates about the

organization's cultural ethic.

2. Bilingual in Spanish (written & spoken).
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11,

12.

13.

Qualifying in the completion of some special skill

or achievement.

Job~related training at one's own expense (16

hours per year).
Six hours of continuing education per year.

Performance of 100 hours of community volunteer

work.

Qualify for minimum physical fitness standard.

Becomes involved in organized sports.

‘Minimum sick time usage.

Absence of discipline for 2 years.
Above average performance evaluation.

Recognition, award or significant commendation

from the community, an organization, or the Chief.
Development of workable program, procedure or

process which allows for cost savings. (one year

period).
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14. Development of a creative program or unique idea
which impacts the organization or service

population in a positive way. (one year period).

15, Establishment & reasonable attainment of unit,

bureau or divisional objectives.
16. Completion of 50 hours of uncompensated overtime.
17. Staying within budget.

.Next, a number of models were presented. These models
include: options which contain the variable of performance
evaluations and/or experience as part of the reward system.
It was further discussed that the models were completely
flexible as to the number of incentives, the value of each
incentive, number'of incentives per reward, types of rewafds
and the amount of the reward; It was also discussed that
individual incentives could be created by the immediate
supervisor to outline personal short term goals.

Finally, the previous chapter then.presented a strategy
for implementation of an MIP into a law enforcement
organization. It described 7 areas that should be
considered during the implementation. First, it went into
great detail about the situation, to include the
environment, stakeholders and snaildarters and resource
analysis. Next, it discussed the law enforcement mission

and the Fresno Police Department mission. Thirdly, it
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discussed the execution - which included two alternatives
for the organization to take. A decision was then made to
execute using an alternative that would include an MIP.
Fourthly, the administration and logistics were discussed,
Qith & suggestion that a non~sworn management analyst ke
used as an MIP administrator. The fifth.subject was the
type of planning system needed to operate the M.I.P. Sixth
was the implementation plans to include strategy and
concessions, and lastly, the negotiating‘strategy and
tactics that would be needed in crder to have all
stakeholdérs in agreement as to the type of MIP to be
adopted.

For the implementation process, an 18-step approach was

suggested.
1. Use of deputy chief as project manager.
2. Objectivé uninvolved non-sworn as administrator.
3. Objective incentives identified by number & scope.
4, Incentive measurement criteria determined.
5. Periods of qualification determined.
6. Type and amount of reward ideﬁtified.
7. keward model selected.
8. Grandfather process determined for managers
in the EIP.
9. Cost of program projected & funding identified.

10, Necessary forms & feedback loops developed.
11. Computerize program if possible.

12, Arbitration process designed to resolve disputes.
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13. Annual planning group identified.

14. Reducing the program to written format.

15, Provide orientation to staff.

16. Provide orientation to snaildarters and
stakeholders.

17. Implement the program.

18. Develop an annual evaluation process to ensure

that the program was still on target.

B. Conclusions

In my opinion, the study has in great detail answered a
gqualified Yes to the question presented. Incentive programs
are an emerging organizational trend for the public sector,
and are a reality for the private sector.

The future of law enforcement middle management and
their organizatioﬂs is broadly describable. Now is the time
to make decisions in crder to effectively impact the new
changes ahead.

It is incumbent on today's top executives in law
enforcement to develop and implement in;entive programs
which reward above average performance. They must further
do away with antiquated, inflexible and non-motivating
traditional salary structures. Incentive programs are

obviously one of the most successful ways to develop

individual skill and motivation, increase organizational
productivity and create an organizational climate and

culture that will be adaptable and responsive to the future.
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STAKEHOLDERS AND ASSUMPTIONS

Law Enforcement

A. Chief of Police

B. Police Union

C. Police Reserves

D. Police Middle Manager

E. Police Officers

F. Civilian Police Employees
G. Chaplain's Organization
Government

A. City Manager

B. Other City Unions

C. Other City Employees

D. Other City Departments

E. City Council

Business

A. Small Business Organizations
B. Large Business Owners
Citizens

A. Individual Taxpayer

B. Neighborhood Watch Members
C. Service Clubs

D. Church Groups

E. Volunteers

F. Women's Clubs

G. Senior Citizens

H. Charity Organizations

Other Public Agencies

A.
B.
c.
D.

Social Service Organizations
District Attorney

Judges

Sheriff

Media

A.
B.

Print
Electronic

OPPCSED
SUPPORT
SUPPORT
SUPPORT
SUPPORT
MIXED

SUPPORT

SUPPORT
MIXED
OPPOSE
OPPOSE
MIXED

OPPOSE
MIXED

MIXED

SUPPORT
SUPPORT
SUPPORT
SUPPORT
SUPPORT
SUPPORT
SUPPORT

MIXED

SUPPORT
SUPPCQRTL
SUPPORT

MIXED
MIXED
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SNATILDARTERS

Government

Individual Council Members
Mayor

City Department Heads
Informal Leaders

Budget Control Officer
City Attorney

HEOOO

Law Enforcement

A. Fresno Police & Neighborhood Watch Association
B. Informal Police Department Leaders

Citizens

A, Special Interest Grougs

B. Political Activists

C. Minority Groups

D. Business Associations

Business and Other Agencies

A. Schools
B. Builders/Developers
cC. Local Newspapers

a3
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CERTAINTY

PLOTTING OF STAKEHOLDERS

1D
Police Middle Mgmt.
4E 1G iB Staff
Volunteers Chaplains Org. Police Union
5D
Sheriff
| 4C 1E 1A
Service Clubs Police Officers C.0.P.
1r
Civilian Police Employees
1c , _ 2n
» Police Reserves City Manager
2E
City Council
3C ~ Chamber of Comm.
UNIMPORTANT an 50 o 3B IMPORTANT
4H Church Groups Judges Large Businesses
Charity Organizations
oD 5A 2B - Police Union
; Social Serv.
Other City Depts. Organizations

£ INEWHOVLLY

4F
Women's Clubs

6A - Print Media

6B - Electronic
Media

3A - Small Business Owners

UNCERTAINTY




CERTAINTY

PLOTTING OF SNAILDARTERS

2A
Fresno Police & Neighborhood Watch Assn.

47 - Schools

2B - Informal Police Department Leaders

1E
e Budget Control
1F - City Attorney OFficer
IMPORTANT
3D 1B
Business Mayor
Asscciations
1c” City Department Heads
1D - Informal Leaders | 4B
Builders/Developers

UNCERTAINTY

3C - Mincrity Groups
3Aa
Special Interest Groups

3B - Political Activists

1A
Individual Council Members

4C
Local Newspapers
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PLANNING SYSTEM

In deciding which planning system is best suited for the
department, a group of consultants and employees were asked
to evaluate the two dimensions of the environment. These

dimensions are:

TURBULENCE VISIBILITY OF
(Number of Changes) FUTURE
No Changes (1) Recurring (1)
A Few/Occasional Changes (2) Forecast by Extrapolation
(Trends)
Changes on a Regular Basis Predictable Threats &
(3) Opportunities (3)
Many Changes (4) Weak Signals (4)
Almost Continuous Change Unpredictable Surprises (5)
(5)

After evaluating the two dimensions by each group member,
their results were compiled for the total evaluation and
then plotted for the best planning system to use. This

planning system is periodic planning.
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-~ VISIBILITY—-

OPERATION
MANAGEMENT
PERIODIC
PLANNING
ISSUE
PLANNING
! SIGNAL/SURPRISE
‘ PLANNING
i
|
|
|
|
{
|
1 2 3 4 5
~——TURBULENCE~--
VISIBILITY 3.4 TURBULENCE 3.2
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