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EXAMINING THE STATE OF THE ART

Since the early inception bf the police“hérvice, police ad-
ministrators have actively attempted to find more efficient
énd effective’bolicing systems. Beginning with the first
professional police principles in the eariy eighteen hundredsj
by England's Sir Robert Peel, the police service has been in
a continuing transition to gain increased acceptance as av
professional organiza;ion whf1e déve]oping an atmosphere
conducive to strengthening the police and community partner- i
ship. This continuing experimentation and the'streamTinihg
of varying methods and systems, has resulted in positive

impetus being provided to law enforcement operations.

The majority-of recent change in the police organization was
evidenced in the late 1960's, when civil dﬁsbrders again
focused upon the need for a closer working relationships
between the community and the police. Major incidents of
student violence and fhe upsurge of mi1itanf groups through-
out the nation reintenéified the need for the po1ice admin-

istrator to cr1t1ca11y analyze effectiveness areas between

the commun1ty and the po]1ce. The Qurrent economic crisdis,

coupled with rising crime rates in many of our metropolitan

cities has again reintensified the police administrator's




focﬁg upon providing policing servicés'with more "bang for’
the buck". 1In an era when many administrators are faced
with continuing criticisﬁ:df police anonymity, methods of
providing more personalized service are again being tested.
In addition to continuing reduests for.increased service by
the community, the polité administrator is also being chal-
lenged with increased application of the beshavioral sciences

in a traditional para-military organization

The adoption of an current experimentatiop with team policing
by many agencies is evidence that traditional methods of pro-
Viding.po}ice service are not working effectively. The team
policing concept has been lauded by many as an organizational
framework which maximizes the human resources of the police
orgénization and thé community to form a cdhesive partner-
ship between the two in gtemming the tide of crime. Con-
»cepts'such as Management by Object%Qes and Participativé
Management and other applications of the behavioral sciences
are becomiﬁg more readily acceptable and desirable management
techniques iﬁ the team policing environment; The application
} of these managerial sty?es in the police profession reinforce

the values placed upon the dynamics of humam relationships

i and thus form the basis for effective team management.




DEALING WITH RESISTANCE T0 CHANGE

Team policing provides é'distinct advantage in that each
team can be structured to best serve fhe.specific }équire—
ments of the public residing within their district., Neigh-
borhood problems therefore become more importént and are
easier to identify with, than those of a large, sprawling
metrobd]is. The officer in charge of the team will find
himself in an environment much different than his previous
assignment. Rather than being responsible for an eight-
hour watch assignment} the team leader now assumes respon-
sibility for the team on a twenty-four hour basis. The
ability of the team leader to "manage" thus becomes a cen-
tral focus for the efficient and effective operation of the
team. His ability to communicate,‘coordinate and control d

will be tested, as well as the methods by which he can 1ift

morale and productivity.'

A central area of concern to the newhteam manager is also

the ébi]itj by which he can effact change from a tradition-
‘ally structured police organization to a more flexible and
"open" organizational environment provided by team policing.é
Traditional practices ana solutions within an ofganization

.often maintain a hold that is difficult to shed.‘ The
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teﬁptation is al&aysvthere; to apply o]d'So]uﬁions to new
probiemsf Oftentimes, the key to the problem is to under-
stand the true nature bf resistance. The team leader must
recognize what police personnel resist is wusually not tech-
nical change, but social change. * The sociallgspect of the
change‘refers to the wayrthose affected by it think it will
alter ;heir established re1ationshibs. For example, in some
tegm policing organizations where total generalization of
all activities is being advocated; the detective often
finds himself in an organizational ehvironment totally dif-
ferent than that of his previous assignment as a recognized
specialist. This represents a significant change for the
detective, who often perceives this new role as an infringe-
ment of his personal status and professidna? ability. His
accompanying anxiefg,and fear may be evidenczad by increased
resistance to the team Eoncept. The effective team leader
must first analyze this phenomenon and apply appropriate
counselling and training. Most importént]y, when resistance
appears,}it is time to listen carefully to cdetermine what
the c&use of.the problem might be. When thé team leader acts
to facilitate undersfanﬁing there will be mare of a sense of

common purpose and improved performance.

LETTING PEOPLE PARTICIPATE
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An.effective team leader uses a problem'soﬂving approach to
situationé, knowing there are frictions and disagresments H
which can often be eliminated if they are brought out and
reso]Qed in an atmosphere of experimentation, flexibility,
and adqptabi]ity to éhange. Success ful group.productivity
by teaﬁ personnel depend; upon the opportunity of team
members to exchange ideas freely and clearly, and to become‘
invo]ped in the decision-making process of the group. In
order to get creative group thinking, the effective leader
should realize that eqch team member must contribute in
establishing objectives and goals of the team. Team person-
' nel should be actively encouraged toc participate in develop-
ing meaningful work programs which are structured to a work-
able plan for guiding'team efforts in achievfng eacn common
objective and goa].- The téam leader should not impose his
will on a group, becausé hié basic goal is to develop the

potentiality of a group to work together as an effective team

In practice, there are varying degrees of fmfluence by sub-
ordinates oé decisions. Participation’in sé]ving a gpecffic
problem may fall anyﬁhgre between twb extremes: Complete
delegation of the problem to a subordinate or complete cen-

tralization of decision-making, whereby the team leader

merely announces his conclusion and tries to get subordinates

to carry out the plan. The degree of particivation




depends upoﬁ initiative; the greater the initiative, the
higher the degree of participation. Anvexpected advantage
of group participation is.that more creative decisions will
emerge if the participants discuss the problem together.
Their éiverse knowledge and their,diffgrences in decision-
making;talents are brougﬁt into direct contact. Such crea-
fivity.from group participation will occur, only if a per-
missive étmOSphere is developed in which all members of the

group freely express their thoughts without being concerned

about making an impression on their colleagues or their boss.

It should be stressed here that participative management is
not "free-reign" or "laissez-faire" management. The team
leader is the recognized group leader, who maintains final
accountability of the activities of his team. Participative
management ﬁust a]sé be limited to those types of situations

which would best be served by team participation.

The supervisary style of the "participation" orjented team

leader should be characterized by the following:

1. A balanced concern for the needs of the team and its
personnel. Group participation involves the joint
effort of a subordinate and his supervisor arriving

at a decision, in such a way that the parties to the
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decision(s) can sense that others are cohsidering their
ideas, can hear others react, and can have their own
ideas stimulated by others. |

2. Confidence in, and respect for others.

3. Taking time out, even during busy schedules, to listen
and attempt to see the we»it of ideas which conflict

with his own.

4. Problem-solving by sharing inforﬁation with his people
and involving tﬁem in solving problems and settipg
goals. By consulting with a group, instead of with one

" man at a time, the team leader stimulates group cohesion.k
Friendships and'mutual understandings tend to develop
in such a group. Tﬁe‘group will more quiék1y adopt
%eam standards and attitudes, and will put social
pressures on all its members to cqnform.

In se]écted situations, participative managément may be

too costly in terms of.manpowef or comes too late for

strategic ef%ectiveness. For example, in a tactical situa-

tion requiring an immediafe deciéibn, participét&ve managé-

ment would result in unnecessary delays. Listed below

are some other dreas where participative management might




not be-desir;ble:

1. Decisions.with limifed time constréints (emergency
tactics). | ' —-

2. Situations where firm policy or procedure has already
been established. )

3. Admdnistrative matters requiring managerial decisions,

i.e., investigation and adjudication of personnel

complaints, etc.

It must be recognized.that some team personnel will not
readily accept and work within a participatory climate.
Aﬁthough these individuals will generally be few in number,
the team leaders' ﬁanagement styles should also be respon-

sive to these types of personnel by using other supervisory

techniques.

TEAMHMORK AT ALL LFVELS

Effective team management should not be restricted to the

line team but requires teamwork within all management levels

of the organization, Line officers working in a team envi-

ronment are usually quick to comment that upperhmanagement
often supports team policing, but fail to recognize the

need for teamwork at their own levels. Such perceptions

-8-




are often illustrated by.traaifiona] orgénization chart§
which depict a pyramid shaped hierarchy; thué further
creating organization gaps between Iine'personne1 and'manage—
ment. In an effort to depict the team leaders role within
the organization, the O0ffice of Operations of the Lés Angeles
Police Department has recently departed from the traditional
organization chart concept in an attempt to depict the entire
organization as being comprised of a seriés of téams which
incorporate both management and line per;onne1 as a series

of interlocking teams. Chart 1 depicts the traditional
organization chart of Ehe Los Angeles Policz Department,
Office of Operations, an organization entity which comprises
approximately eighty-four percent of the total Department
strength and provides all patrol and the majority of investi-
gative line serviceé within the City. Chart 2 reveals this
same organization, emph&sizing a total teamwork.approach.

- This ‘new and innovative approach by Assistant Chief Daryl F.
Gates, Director of the Office of Operations, is a visual
presentation of the Department's participative management

and téamwork philosophy. In depicting the linking Rin net-
work, emphasis was placed on decreasing the perceived man-to-
man hierarchy and reemphasizing a series of working groups
focusing toward common objectives and goals. Likert dis-

cussed this principle of organization by stating:
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- - "...an organization will function béstiwhen‘its 
personne]l function not solely as individuals,
‘but as members of highly effective work groups

with high performance goals." -

CONCLUSION

The aprication of the behavorial sciences play an important
role ian developing a true team relationship. As the "chief
of police" of his team, the team leader must focus upon
maximizing the abilities of his subordinates and direct all
available resources towards specific objectives and goals.
Developing these talents and abilities requires that the
team leader expand his traditional role with increased
emphasis on the appiication of the behavorial sciences.
Effective team management thus focuses upon the team leader
to brovide new and innovative approaches in a traditionalist

organization; a change which should serve to strengthen and

increase the level of professionalism in law enforcement.
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