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FOREWORD

LAW ENFORCEMENT AGENCIES NATIONWIDE are facing increased
public and political scrutiny as they operate in a milieu of complex
cultural, organizational and societal change. Never before has the cit-
izenry and its institutions, e.g., government, media, community
groups, legal systems, demanded so much of law enforcement officials,
while concurrently critiquing their actions. Police organizations are
under review.

Police agencies must strike a balance between retaining and refining
organizational elements that have proven operationally effective, and
taking the risks necessary for continuous innovation, renewal and
organizational rebirth. Stated in other terms, police agencies must
remain traditional, when traditional methods have proven effective,
but must be willing to abandon traditionalism when the old way of
doing things is no longer effective. As Margaret Meade once stated,
“The world in which we are born is not the world in which we will
live, nor is it the world in which we will die. “ Police managers of today
and of tomorrow face an interesting dilemma. What do we keep; what
do we throw away;, what has worked; what has proven ineffectual and
what do we modify? Do we change for sake of change by following
every new and emerging professional fad, or do we cautiously resist
and risk being labeled as out of touch and out of date?

It is the leadership of law enforcement agencies which has the most
significant and immediate effect upon the delivery of constitutional,
civil, enlightened, and effective law enforcement. Simply stated, if we
strive for effective police organizations and service delivery, we must
first develop effective police administrators. This book is designed to
assist current and future police executives in sorting through important
leadership and management issues.

The genesis of this book was a law enforcement executive retreat
conducted in the state of Illinois. The Law Enforcement Training and
Standards Board was interested in identifying skills, abilities, knowl-
edge, and personal attributes important to surviving as a law enforce-
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ment executive. Contemporary literature abounds with documenta-
tion on the limited tenure of police executives. However, Board staff
knew of several chiefs and sheriffs who had served the same commu-
nity consecutively for 20 or more years. This awareness led to the fol-
lowing line of inquiry, “What factors had contributed to their sur-
vival?” Do these chiefs and sheriffs hold knowledge and professional
secrets that could be shared with others preparing for leadership posi-
tions? And importantly, is it possible to survive as a police chief or
sheriff without also being viewed as effective?

Invitations to the executive retreat were sent to 20 law enforcement
executives, who were deemed to be well respected throughout the
state by their peers and by their respective communities, and who had
served as police executives for 20 or more years. The executive
retreat was conducted in a resort atmosphere, was scheduled to last
two days, and had no formalized agenda or scheduled guest speakers.
The objective of the retreat was to ask one question of the participant
chief executives, “What has made you successful as a law enforcement
executive?” In popular vernacular, these law enforcement executives
had been there, done that. Our question was, How did you do that?

What started out with looks of doubt from the invited participants
and the unstated question of, “What! You called me here for this?”
slowly developed into reflection and to a realization of the importance
of the question.

It was obvious that many of these old hands had not really given
serious consideration to the myriad factors contributing to their
extended successes. They had learned and adapted throughout their
careers; they had made mistakes and overcome obstacles; they made
positive incremental adjustments; and, they had endured, survived,
and thrived.

In this experiment the Law Enforcement Training and Standards
Board had a selfish, yet laudable, interest in answering the question of
“What made you successful as a law enforcement executive?” If the
Board is to effectively train new law enforcement leaders, a body of
knowledge concerning the state of the practice must be identified.
Philosophy and theory combined with day-to-day application and
practice was the body of knowledge we sought to identify. Our
hypothesis was that 20 years of experience multiplied by 20 partici-
pants would yield 400 years of applied application and practice as law
enforcement executives.
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What began as a two-day executive retreat, focused on one ques-
tion, developed into a series of three more executive retreats, the
development of a week-long course curriculum for newly—appointed
law enforcement administrators (see the appendix) and the publishing
of this book.

Many of the original contributors to this work currently serve as
instructors in the law enforcement administrators course—law enforce-
ment executives with considerable experience, teaching our law
enforcement leaders of tomorrow. As experienced law enforcement
leaders, they feel an important obligation to give back to the profes-
sion and to assist in the development of future law enforcement lead-
ers.

The insights, perspectives, suggestions, warnings, concepts and
ideas contained within this book codify years of wisdom and experi-
ence related to law enforcement leadership and management.
Returning to our earlier proposition, what do we keep, what do we
throw away, and what do we modify?—that is the challenge to law
enforcement leaders of tomorrow. But, it was also the challenge of law
enforcement leaders who began their careers 20 years ago. It is the
wise person indeed who learns from the lesson of the past in order to
prepare for the future; who holds a healthy appreciation for tradition,
but is open to challenge, exploration, inquiry, and change.

Thomas J. Jurkanin, Ph.D.






PREFACE

AIFERENNIAL CONCERN VOICED BY POLICE CHIEFS AND SHERIFFS
rom large and small departments is: you can do it correctly, you
can be professional and still lose your job. The recent dismissals of
chiefs over political differences with mayors or city councils are
indicative of the job tenure problems faced by many law enforcement
executives. Today, police chiefs are less secure in their positions than
ever before. A scandal is no longer a necessary requisite to dismissal.
The days of the police chiefs position as one of the most secure in local
government have given way to a decade in which the position may be
one of the least secure (Mahtesian, 1997).

Currently, the Police Executive Research Forum estimates that the
average large city police chief will last anywhere from two-and-a-half
to four years on the job. However, as Charles Mahtesian noted in a
recent article in Governing magazine: “The sacking of the police chief
has become part of the routine of the 1990s” (p.19). The issue of long-
term survival has become the hot topic among law enforcement exec-
utives. Organizations such as the Police Executive Research Forum
have initiated studies that attempt to measure and track the length of
tenure among executives in the profession.

There is considerable debate as to why the rate of turnover among
chiefs is increasing. As with any job, there are circumstances the
officeholder can control or at least influence, while other environ-
mental factors are beyond the control of the individual. Factors like-
ly contributing to increased turnover include: (1) increases in the
number of competing constituencies chiefs must appease, (2) new
demands and expectations of police departments and police chiefs,
and (3) the perception that all government (including police programs)
are part of the problem, not the solution, in our society. One cannot
measure the impact of any one of these factors on local law enforce-
ment executive tumover. However, it is reasonable to suggest that
they collectively have influenced police executive tenure.

XVvii
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These and many other social, political and organizational forces can
impact upon the failure or success of a law enforcement executive’s
career. The purpose of this book is to provide a guide to future and
present police chiefs, sheriffs and other law enforcement executives on
how to survive and ultimately thrive in a job that is becoming increas-
ingly difficult to handle.

The content taps the collective wisdom of a group of Ilinois police
chiefs, sheriffs and law enforcement executives with significant tenure
in their roles. The contributing law enforcement officials represent
large and small departments; urban, suburban and rural areas; and
middle, lower and upper income communities. The information,
ideas, and suggestions throughout the book were developed in a series
of executive forums during which successful law enforcement execu-
tives discussed the factors that positively and negatively impacted on
their careers. As a guide, this book reflects the perspectives of indi-
viduals who have successfully weathered the challenges of law
enforcement leadership. While it is not possible to provide advice or
a guide that anticipates all circuamstances or is universally applicable,
this volume provides reference points instructive to professionals fac-
ing the demands of law enforcement leadership.

The observations of the participants in the executive forums were
compiled in draft documents. The coordinating authors, Larry
Hoover, Jerry Dowling, and Janice Ahmad, organized these into chap-
ters; added material from their personal experiences in working with
police executives from throughout the country; and integrated pub-
lished references.

This book examines the question of law enforcement executive sur-
vival from three perspectives: demands upon the individual, demands
from within the police department, and external/environmental pres-
sures. The information presented provides guidance from the collec-
tive experience of the contributors. Through experiences and learn-
ing moments as police chiefs, the contributors want to pass on their
insight regarding the responsibilities and challenges police chiefs face.
On the way up the career ladder most chiefs attend a number of good
programs such as the FBI Academy, Law Enforcement Executive
Development School (LEEDS), Northwestern Traffic Institute Staff
and Command and Police Supervisors School, and the Southern
Police Institute. Coupled with formal education, these programs pro-
vide a sound backdrop for executing responsibilities. However, the
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actual application of skills and knowledge is where more learning
takes place.

While the contributors cannot provide all the answers to being an
effective police chief, an attempt is made to help the reader with
her/his new responsibilities. The reader may use this collaborative
compilation of information as a guide to prepare for the challenge of
being a police chief.

Larry T. Hoover
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Chapter 1

THE POLICE EXECUTIVE’S ROLE

OLICE AGENCIES ARE UNDOUBTEDLY THE MOST VISIBLE ELEMENT of

local government. The media scrutiny is intense and relentless.
The very nature of the police role subjects police chiefs and sheriffs to
ongoing Monday morning quarterbacking. In a democratic society
the police are not trusted, and never will be trusted. Their actions are
always subject to scrutiny, and motives are questioned. Given this
environment, it is essential that police chiefs and sheriffs grasp the
complexity of their role. For example, they are told to acquire the
broadest possible input when making administrative decisions. But, a
balance must be struck between breadth of input and rapidity of
response. Issues arise suddenly in policing, and the public expects a
near instantaneous administrative response. Homilies extolling police
managers to look before you leap are offset by those such as he who
hesitates is lost. Agency management is a constant balancing act
between expediency and careful planning.

Mintzberg’s Managerial Roles

Henry Mintzberg is one of the most popular writers on issues of
organizational structure and management today. Mintzberg is not a
purveyor of a fad approach characterized by a set of buzz words and
clever diagrams. Unlike many of his counterparts, Mintzberg writes
about management from an inductive rather than deductive approach.
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4 Enduring, Surviving, and Thriving

That is, Mintzberg observes what managers are actually doing with
their time and the processes they employ to make decisions, and accu-
rately describes it. Mintzberg takes the perspective that what success-
ful managers do is correct management, not what deductively we
might suppose they ought to do.

Employing that perspective, Mintzberg (1989) stipulates three broad
managerial roles:

® Interpersonal—figurehead, leader, liaison;

¢ Informational-monitor, disseminator, spokesperson;

® Decisional—entrepreneur, disturbance handler, resource alloca-
tor, negotiator.

The roles are distinguishable, but not necessarily mutually exclu-
sive. While serving as the agency figurehead by making welcoming
remarks to a conference, the manager may concurrently be engaging
in liaison with persons from related organizations, serving as her/his
organizational spokesperson, and disseminating information about the
organization. The fact that a manager’s role is not easily divided into
distinct categories suggests that it is likewise not easily scientifically
analyzed. Management is as much an art as a science, according to
Mintzberg.

The lack of science in management is nevertheless not well recog-
nized. Organizational theorists are loathe to acknowledge that man-
agement may be more art than science. In this respect, several myths
exist regarding management, perpetuated by those who insist that
management must be a science (Mintzberg, 1989). The myths
include:

® A good manager is a reflective calculator.

s Management concentrates on exceptions.

® Managers use information that is systematic and well doc-
umented.

& Management is becoming more scientific.

Management is better described as a roller coaster ride through a
three-ring circus.

Studies of what managers actually do contradict these myths. First,
managerts are hardly reflective, systematic calculators when 50 percent
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of their activities take less than 9 minutes. Managers spend more than
30 minutes on one task only every 2 days, and in 368 observed con-
tacts of managers with other individuals or groups, only 1 could be
characterized as general planning. Managers move quickly from one
brushfire to the next, and have little time to be reflective. A term born
in the 1950s, organized anarchy, is the best descriptor.

Observation likewise does not bear out the perception that man-
agers concentrate on exceptions, delegating all routine duties.
Managers routinely see between 25 and 50 people, depending upon
the organization and the specific management role. The notion that a
police chief sees only her/his assistant chiefs below him and the city
marnager above him, is a myth that every chief or sheriff would recog-
nize. Further, managers spend a great deal of time on ceremonial
duties. Ceremonial in this sense is broadly defined, and may include
such functions as simply appearing at a patrol shift roll call. The police
chief or sheriff is there because he/she “should” be seen by the troops—
a ceremonial function. Granted valuable information may be gained
by such appearances, but the primary purpose is ceremonial, and it is
a routine duty. Further, most problems managers deal with are not big
picture issues. They are petty, but symbolically sensitive. Finally,
managers find it extremely difficult to delegate many of these so-called
routine duties. The totality of use of diverse information essentially
prevents delegation. The observation that, “By the time I explain it
all, I could do it myself,” describes the situation.

It is likewise a myth that managers use information that is systemat-
ic and well documented. Managers obtain 80 percent of their infor-
mation orally. They typically only skim written documents. When
was the last time a police chief or sheriff you know sat down and read
carefully through a voluminous document? The daily mail is not
regarded as a resource of new information, but stuff to be gotten rid
of. Importantly, strategic information is typically stale by the time it is
written down. Hence, the use of oral information is essential.

Finally, it is a myth that the information age has made management
more scientific. Management information reports are not irrelevant,
to be sure. But they are only an incremental addition to the informa-
tion managers already use. Managers describe most decisions as being
made using judgment and intuition, not hard data. They are undoubt-
edly referring in this context to employing a sense of totality of infor-
mation, including perceptions on organizational culture and an appre-
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ciation for organizational history. Computerized data sources cannot
convey that totality of perspective.

Nevertheless, information remains the key to effective management.
The acknowledgment that formal, written, structured information is
not as important as advocates of scientific management would suggest
does not negate the importance of information, broadly defined.
Managers must have a sense of the political institutions of which they
are a part, the community as a whole, the profession of law enforce-
ment, public administration generally, and, last but not least, their own
organization. Every decision will be made in that broad context, and
the more information a manager has, the better the decisions.

It should be recognized in particular that the role of a chief execu-
tive officer, i.e., police chief or sheriff, conveys a status that is unique.
Lieutenants and captains will not have the same information access as
a law enforcement agency’s CEO. The formal authority and status
which comes with the role begets information access. Information, in
turn, helps secure the authority and status of the CEO position. Ipso
facto, if a police chief or sheriff fails to obtain information, it may not
be obtained at all-simply because subordinates do not have the posi-
tion, status, or authority to obtain it. Acquiring information is at the
core of the role of a law enforcement CEQ.

The Evolution of Perspective on Administrative Decision-Making

Information acquisition is only a prerequisite to the truly difficult
element of a police executive’s role-making hard decisions. No other
area of organizational theory has evolved so dramatically in terms of
what is viewed as appropriate or correct as decision-making process-
es. In other segments of organizational theory new perspectives or
paradigms normally add to or modify existing perspectives. Thus, in
terms of the organization of work, the principles approach added to,
but did not replace, scientific management. In turn, the systems
approach modified substantially, but did not entirely replace, the prin-
ciples school. With regard to decision-making, however, current per-
spectives truly replace and contradict those previously held.

The initial view of what constituted appropriate administrative deci-
sion-making was premised upon Weber’s ideal bureaucracy (Bolman
and Deal, 1997). Max Weber was a nineteenth century German soci-
ologist. In his world, organizations were managed through a process



The Police Executive’s Role 7

of inherited privilege. He articulated a set of principles for a modern
bureaucracy. Although the term “bureaucracy” has become negative-
ly pejorative-with connotations of immovable, complex, stagnated
organizations~all of us in fact work in and are dependent upon classic
bureaucratic structures. An efficient bureaucracy keeps the trains run-
ning on time and is appreciated by both those who work within and
who must employ their services.

An important characteristic of Weber’s ideal bureaucracy was ratio-
nal management. The rational manager made decisions exclusively
for the benefit of the organization, rather than any personal aggran-
dizement. Further, the decisions made were premised upon having
acquired as much information about the situation as possible, then
carefully weighing alternatives, and selecting the best only after being
fully informed of all relevant facts. Thus, “good” managers strove to
be fully informed before making any decision. We now recognize that
this ideal is virtually never achieved.

The principles approach to administrative decision-making, exem-
plified by administrative books written roughly between 1930 and
1950, depict the manager as an orchestra conductor. Like an orches-
tra conductor a good manager was idealized as achieving balance in
an organization, dedicating a portion of each day’s time to various ele-
ments of organizational coordination. Most managers at one time or
another in an administration course memorized the pneumonic
POSDCORB—Panpning, Organizing, JScheduling, Directing,
CCOordinating, Reviewing, Budgeting. Similarly, Henri Fayol’s func-
tional approach to management would have the good manager bal-
ancing effort among technical, commercial, financial, security,
accounting, and managerial elements of organizational coordination.
The principles approach viewed the manager as still attempting to
achieve Weber's ideal of being fully informed before making any deci-
sion. However, the balance overlay was added, i.e., a manager should
be careful not to focus excessively on any one element of organiza-
tional operations.

In his classical work, Administrative Behavior (1945), Herbert Simon
articulated a more sophisticated view of administrative decision-mak-
ing. Simon listed three categories of decision-making situations. The
first he termed “objective rationality,” in which a manager had total
and complete knowledge of the situation and made a decision solely
premised upon maximizing organizational values. The second type of
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situation was that described by the term “subjective rationality,” in
which a manager made a decision with only partial knowledge, but
still attempted to maximize organizational values. Simon speculated
that by far the more common situation was described by the term
“bounded rationality,” in which there is a sequential search for solu-
tions to organizational problems, with managers stopping whenever
they find those that are merely satisfactory.

During the 1950’s Simon’s work evolved. In Marsh and Simon’s
Organizations (1958), the terms “satisficing” and “organized anarchy”
were introduced. Satisficing describes the process of bounded ratio-
nality, but characterizes it as unacceptable. Organizations that
engaged in satisficing never maximized or optimized. That doesn’t
mean that they might not be successful, only that they are not as suc-
cessful as they otherwise might be. Marsh and Simon also described
the world of management by the term “organized anarchy.” It was
recognized for the first time that managers are not careful, thoughtful,
contemplative planners systematically gathering information before
ever making a decision. Rather, the world of the manager is described
as hectic and demanding. The contrasting terms “organized” and
“anarchy” are deliberatively used to convey the message that man-
agers are not irrational-they attempt to organize their decision-mak-
ing processes—but have limited ability to do so. Every police chief or
sheriff will testify to the hectic reality of their role.

Lindbloom’s classic work The Science of Muddling Through (1959)
describes this process in the world of public administration.
Lindbloom noted that managers in the public sector, in addition to fac-
ing all the problems prevalent in the private sector, are buffeted by
constantly changing political winds. Again, there is the clever use of
contrasting terms, “science” and “muddling through.” Lindbloom’s
perspective evolved to a current view of management decision-mak-
ing—logical incrementalism.

Logical incrementalism describes administrative decision-making as
a blend of formal analysis, organizational culture, and politics. In this
more realistic view of management decision-making, managers do
their best in a chaotic world. The perspective recognizes that while
organizational goals might be reasonably clear, organizational objec-
tives are not. In the world of policing, we might by extension note that
crime prevention is a recognized and laudable goal. Whether that
translates to departmental participation in D.ARE. or GRE.AT
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programs is not necessarily clear. Whether under the auspices of
crime prevention public police agencies ought to monitor private
alarm systems is even less clear.

In this type of environment, managers, in particular public man-
agers, are likely to engage in organizational development incremen-
tally. Absent extreme pressure, risk-taking is measured. One step at
a time is favored over organizational revolution. Further, there will be
a pattern and logic to organizational development but not necessarily
a carefully orchestrated, precisely balanced effort that might be
described by the principles approach to management. Changing polit-
ical winds are taken into account, and constant adjustments are made.

Logical incrementalism is regarded as healthy for most enter-
prises. More dramatic approaches may be needed in times of cri-
sis. In the private sector, an organization facing potential bank-
ruptcy is not necessarily well served by incremental change. In
the public sector, a police agency coming off a major scandal is
likewise not necessarily well served by incrementalism. But for
the vast majority of organizations the vast majority of the time,
logical incrementalism is appropriate. Logical incrementalism is
not the equivalent of satisficing. Satisficing can lead to stagna-
tion, failure to adjust to a changing environment, or complacency
in a competitive marketplace. Incrementalism embraces change,
not stagnation. But organizational development under incremen-
talism does not require turning the organization upside down
every two years. A critical element of a progressive police exec-
utive’s role is ascertaining the appropriate pace of change.

Antidotes for Satisficing

Police executives should be wary of “cure-all” management fads.
But they should not reject every new management perspective.
Sometimes what is labeled as a “management fad” can more appro-
priately be regarded as an effort to combat the tendency of organiza-
tions to drift to a satisficing mode. Among such efforts over the last
twenty years is management by objectives, planning-program-
ming-budgeting systems, organizational development, zero-based
budgeting, reinventing the corporation/government, and total quality
management {TQM). From one cynical perspective, none of these
efforts have or will stand the test of time. That is, they have their day
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in the sun, flood the racks at airport bookstores, and fade away. The
latest approach, TQM, is already fading. But there is a kinder view.
What all of these approaches have in common is the instimtionaliza-
tion of organizational change. That is, they are an approach to forc-
ing organizations to systematically and constantly endeavor to opti-
mize rather than satisfice. Each of the efforts is imbued with its own
set of buzz words. Each is characterized by sets of clever diagrams,
now conveyed pervasively in PowerPoint® presentations. Each has its
list of “gurus” commanding $30,000 per appearance speaker fees.
And each is greeted by the vast majority of individuals who do the line
work in organizations by the attitude that “This, too, will pass.” Much
of the cynicism is justified. Indeed, this year’s set of buzz words and
“change diagrams” will indeed pass. But a police manager needs to
recognize that a sustained effort to develop an organization is required
from its administration. People in any organization are quick to rec-
ognize a caretaker leader, and they will respond appropriately. A
police chief or sheriff who thrives doesn’t have to adopt this year’s
organizational development buzz words, but he/she must constantly
convey a sense of growth and development.



Chapter 2

TEN COMMANDMENTS OF BEING A POLICE
EXECUTIVE: RULES OF PERSONAL AND
PROFESSIONAL CONDUCT

HE POSITION AS THE EXECUTIVE OF A LAW ENFORCEMENT AGENCY

has many responsibilities and rewards. As such, the head of the
agency is expected to set the tone of the organization and demonstrate
exemplary personal and professional behavior. Subordinates look to
the chiel executive to establish acceptable behavior standards.
Community members continuously monitor the chief’s behavior to
determine if he/she is the type person they want as the leader of the
agency that protects the people and upholds the Constitution and the
laws of the land. Early in one’s administration, the law enforcement
chief executive must clearly articulate the ground rules that he/she has
established for the agency and the penalty for violating those rules.
This will set the ethical standards of the agency.

Becoming chief executive is a major accomplishment in the chief’s
career and offers an opportunity to provide uniform, fair and consis-
tent professional service to her/his subordinates, government officials
and community residents. This professional service, including ethical
standards, is based upon the chief’s basic work ethic, beliefs and moral
order that he/she has developed and that was influenced through past
experiences, including her/his immediate and extended family,
schools attended, faith practiced, colleagues, friends and mentors. The

11
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community’s characteristics and reputation also impact the ethics,
principles and beliefs set for the agency.

Professionalism and ethical behavior, being a good person and
doing what is right are important for the law enforcement executive to
possess and demonstrate to agency members and the community. The
purpose of this chapter is to explore ten rules of personal and profes-
sional conduct that are vital to the success of a law enforcement exec-
utive. These commandments are:

Practice what you preach

A day’s pay for a-day-and-a-half work
Maintain and promeote integrity
Develop a positive image

Remain committed

Be respectful and you will be respected
Accept assistance from others

Be eager for knowledge

Maintain a healthy lifestyle

Set personal goals

S © N W

i

Each of these will be discussed separately, as well as the conse-
quences of unethical behavior.

Commandment 1—Practice What You Preach

The chief or sheriff leads by example and if he/she wants agency
members to act with integrity in all matters, then he/she must do so
first. The old adage “actions speak louder than words” comes to mind
when talking about this commandment. Lip service is only that. The
chief or sheriff must always be a professional, lead by example, and act
the way he/she wants others to act.

The chief executive sets the tone of the organization and its interac-
tion with the community. If he/she is open to subordinates and com-
munity members, then the employees will act in the same manner.
This is extremely important as police agencies become more customer
focused and community-oriented.

Many police chiefs and sheriffs would say that they live in glass hous-
es. Everything they do is noted, recorded and filed for possible future ref-

erence. This information is then used when needed, either to support the



Tén Commandments of Being a Police Executive 13

chief executive or, more likely, to overpower or destroy the chief when
something goes wrong. The glass house must be spotless and capable of
withstanding any stones that might be thrown. The chief must talk the
talk and walk the walk of morality, integrity, and honor.

Commandment 2—A Day’s Pay For A-Day-And-A-Half Of Work

A law enforcement chief executive cannot expect to meet the
agency’s objectives and his/her responsibilities in a regular, nine-to-
five, forty-hour work week. The chief must put in long hours to
accomplish all that needs to be done. During the honeymoon period,
the newly appointed chief or elected sheriff must be especially pre-
pared to put in long hours of work, as there is almost an overwhelm-
ing amount of work to do during those early months. According to
one chief, “you have to be willing to work as hard as if the police
department were your own business” (Scott, 1986).

Most law enforcement chief executives have worked their way up
the ladder and have done so at the expense of some personal free-
doms. Most good managers feel compelled to work extended hours
to accomplish agency and personal goals. Some managers are reim-
bursed or allowed compensatory time for their extra efforts, while oth-
ers work strictly for the pleasure or for the feeling of the need to “get
the job done.” None of this properly prepares one for the twelve-hour
work day facing a chief or sheriff.

Staff meetings, telephone conversations, luncheon meetings, press
conferences, interviews, report reading, and labor negotiations all take
place during the day. That leaves the evening for letter and report
writing, budget review, reading of professional journals and other pub-
lications, attending city council or county board meetings and meeting
with civic, parent-teacher, and church groups. The remainder of the
chief’s or sheriff’s time is spent on duties such as being president of the
regional police chief’s or sheriff’s association, chairperson of the gang
crime (or other similar) committee and service on the local 911 board.
All of these duties and responsibilities account for the law enforcement
chief executive working a day and a half for a day’s pay.

The chief executive cannot be in her/his office every work day dur-
ing normal business hours, due to meetings at other locations, atten-
dance at a late night meeting, or for personal reasons. The absence of
the chief’s vehicle at the department will be noticed by subordinates.



14 Enduring, Surviving, and Thriving

However, if the chief is often at the department during evening and
night shifts that, too, will be observed.

A sergeant, lientenant, or captain can have someone “cover” for
him or her. Sometimes it is the chief. However, a chief’s absence is
conspicuous. No one can completely cover for the chief. It’s not just
the completion of tasks or the delegation of assignments. An efficient
deputy chief or chief deputy can handle these matters. It is the sym-
bolism of being on the job, ready and able to assume command in
times of crisis; being available to answer the mayor’s, city manager’s,
or county administrator’s phone calls; standing by to see the press or
an anxious parent; and being perceived by the troops as a workaholic.
This does not mean that tasks should not be assigned and responsibil-
ities delegated, but the chief remains answerable for all decisions made
and transgressions executed. The proverbial buck stops with the chief.
Decisions must be well thought out.

1t is imperative that the chief executive work long hours and do so
in an efficient manner. This includes aligning him/herself with com-
petent people to whom he/she can delegate tasks and responsibilities.
By doing this, the chief sets an example for her/his subordinates that
hard work is valued and rewarded.

Commandment 3—Maintain and Promote Inlegrity

The promotion and maintenance of integrity in a law enforcement
organization is determined by the chief executive’s actions and influ-
ence. There is no doubt that the person at the top sets the tone of the
organization for everything from hours worked to integrity to image.
The chief executive leads by example. Everyone is watching his/her
performance as “top cop.” When it comes to integrity, there is no
gray area. As a past law enforcement mentor was fond of pointing out
“either you have it, or you don’t.”

Successful police executives usually enjoy widespread community
support, earned by the confidence that the community has in the
chiel’s integrity. As a public authority figure, the police executive has
the responsibility to promote honesty and integrity, and to speak out
against unethical behavior. The chief or sheriff is always in the “fish
bowl,” everyday activities are closely watched by citizens and subor-
dinates, and is seen as a reflection of the integrity of the department.

What is integrity? Is the breach of integrity corruption? At what
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level of behavior does corruption begin? Can a line be drawn
between what is acceptable behavior and what is not acceptable
behavior (i.e. a free cup of coffee, using the booth and the telephone
provided by a fast food restaurant or convenience store, accepting the
reward established for solving a crime or for meritorious service,
accepting a Christmas or other holiday gift, half-priced meals, dis-
counts on merchandise for personal use, discount on merchandise for
police use)? Does community-oriented policing allow for corruption
to take hold? Are officers who are assigned to the same beat for a long
period of time trained in what is acceptable behavior and how to avoid
situations where corruption could occur? Are the officers monitored
to identify problems early so that corrective action can be taken?
Each of these questions must be addressed by the chief executive to
promote the ethical behavior of all employees and establish an agency
that is moral and has the respect of the community.

Integrity can be defined as “excellence of character . . . being the
same person in public and private, behaving well even when we have
no fear of being caught” (Delattre, 1991). Pollock (1994} suggests that
a law enforcement officer ask three questions when faced with an eth-
ical consideration: (1) What must police do under the law?; (2} What
does departmental policy dictate?; and (3) What do individual ethics
dictate? When a person answers these three questions, the dilemma
generally resolves itself. The values and principles that a person
develops in one area are very similar to those in another area; gener-
ally a person is not strongly ethical in one area and immoral in anoth-
er. Tor instance, if an officer has a history of inflicting domestic abuse,
he/she may also be inclined to use excessive force while on-duty. Not
only must integrity be infused in all aspects of a person’s being, ethi-
cal standards and integrity must permeate all of the agency, from the
recruitment process to equipment procurement. Ethical behavior
must be taught in basic police training and continue to be emphasized
throughout an officer’s career, including the Field Training Officer
(FTO) program, in-service training, and supervisor/management edu-
cation. In this way, not only are the most ethical people recruited and
hired, but emphasis on moral behavior is continued to ensure that
individual members of the agency remain ethical and that as a whole
the department is above reproach and maintains the respect of the
community.

If integrity does not exist within the agency and employees are not
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held to high standards of moral behavior, then corruption will occur.
Goldstein (1977) defined corruption as “acts involving the misuse of
authority by a police officer in a manner designed to produce person-
al gain for him/herself or for others.” This not only includes monetary
gain, but also intangibles such as status, influence, power, future sup-
port, or services.

There are many contributing factors to corruption including unen-
forceable laws, organized criminal interests, improper political inter-
ference, the nature of police work, and police discretion (Goldstein,
1977). Additionally, some assignments and duties in police work may
present more opportunities for corruption than others and allow for
the addictive element of corruption to take hold and grow. These can
include working undercover assignments, using informants, deceptive
interrogation, parking enforcement (especially in large cities where
parking is at a premium and affects commerce} and the bidding, or
procurement process.

To determine if corruption exists and, if so, the extent of that cor-
ruption in the agency, the chief executive must assess the problem.
This means discovering existing areas of corrupt behavior as well as
the degree of influence that the political arena has over the chief or
sheriff (McCarthy, 1977). To determine if a behavior is corrupt,
McCarthy (1977) suggests the use of the totality-of-circumstances rule.
The question that should be asked is “Was there quid pro quo
involved?” Part of this determination will include investigation of cor-
rupters outside the department, which can include those people in the
community who consistently appear at police functions, or who have
a wide circle of acquaintances within the department. While some of
these may be harmless police buffs, others are not. By determining the
internal and external influences of corruption, the chief can then take
steps to fight corruption and instill his/her ethical standards that
department members are expected to meet.

If corruption has been uncovered, the chief executive must address
the corruption openly; acknowledge the extent that the corruption
exists, both in the department and in society at large; develop com-
munity support for confronting the problem; and finally, don’t
become a zealot in the fight against corruption {Goldstein, 1977). If
instances of corruption have been uncovered, then corrective action
must be taken and done so based on the particular problem. If no or
relatively little corruption has been found the chief must continue to
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keep ethics and moral behavior at the forefront, as any perceived loss
of control or change in philosophy may allow the seeds of corruption
to be sown.

In an effort to maintain an ethical agency and to fight corruption,
some law enforcement agencies have developed mission and/or value
statements that identify the important objectives of the organization.
To regulate the behavior of individual employees, many law enforce-
ment agencies have adopted a Code of Ethics (see Chapter Four). This
Code is given to every officer upon entry into the department. Many
law enforcement agencies prominently display both the agency mis-
sion and the Code of Ethics in the lobby and other areas of the agency.
The chief, however, may face different ethical dilemmas than the line
officer, front-line supervisor, or middle manager. One such area
that can be a source of questionable activity and corruption is the
procurement process. The process established by local and state
laws must be adhered to in order to avoid allegations of unfair-
ness that can lead to civil actions. Areas most likely to produce
litigation include dividing large procurements into several small
ones in an effort to streamline the process or to use unofficially
preferred vendors; sole sourcing; awarding a contract without any
competition; emergency procurements; vague requirements in
the request; and allotting a short period to complete the proposal
(Asner, 1998). Unsuccessful suppliers are beginning to challenge
the procurement process and such a protest to the process can
suspend the procurement activity until the challenge has been set-
tled. This may result in delays of days, weeks, or months.

Another area that may cause a great deal of stress to the chief
executive is the political arena and the control that it asserts on
him/her. Chapter 10, “Political Realities,” reviews this issue in-
depth. A word of warning is, however, appropriate here; the
chief must be aware of the political arena and be vigilant not to
become mired in such activity.

Everything the chief or sheriff says and does will be remembered
by subordinates and community members. The chief’s actions may
be duplicated by others and no chief wants those actions to reflect
adversely on the department. Not only must the chief executive
promote and maintain integrity, he/she must be watchful for violations of
the ethical rules of the department and act swiftly when they have been
breached. Most of all, the chief must constantly strive to meet the ethical
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standards developed for the agency. In this way, the chief not only pro-
vides vocal support of the values, but also demonstrates the ethical behav-
ior expected of members of the department and the cornmunity.

Commandment 4—Develop a Positive Image

The chief executive is not only responsible for the integrity of the
agency but also the morale of the employees. If department
employees are to be upbeat and positive the chief must first display
those characteristics.

Police work can be filled with disappointment and failures, causing
employees to feel ineffective and become indifferent. The causes may
include seemingly unsupportive supervisors and administrators, prose-
cutors, and judges viewed as too lenient, inadequate resources, and per-
ceived lack of public support. The chief executive must work to coun-
teract these challenges and help officers overcome the disappointments
and failures or to understand the issues if they cannot be overcome.

Positive recognition of employees’ contributions should be done on a
regular basis. This includes individuals, work groups, divisions and units.
Recognition should be provided not only for valiant actions but also for
improving the quality of life in the community. The annual award cere-
mony should be meaningful and something for which to strive. Between
award ceremonies, continual recognition of officers’ contributions to the
department and the community must be done. In this way, police work
is nade more meaningful and employees can overcome the burn-out so
often experienced.

The chief or sheriff must be positive and become a coach and cheer-
leader for her/his employees. By setting realistic expectations of employ-
ees and recognizing those who reach and surpass the expectations, the
chief can demonstrate that good work and endurance is valued and will
be rewarded.

Commandment 5—Remain Commitied

The law enforcement executive was hired or elected for her/his
experiences, values, and judgments. The chief should be confident of
those qualities and use them to establish the goals, mission, and values
of the department. Once developed, the chief executive must be com-
mitted to their implementation. This may mean taking risks.



1én Commandments of Being a Police Executive 19

Risk taking can prove rewarding by improving services, quality of
life and personnel cooperation. However, risk taking does have its
dangers, including fallout from subordinates, the city/county manager
or mayor, and/or the community. When this occurs, one must exam-
ine the challenge, and if the decision was correct, the chief executive
must defend the action. However, if something did go wrong, the
chief must admit that a mistake was made and take responsibility for
the error. The chief and the agency must face failure immediately.
The issue should be examined thoroughly and corrections made
where needed. Finally, the chief and the department should learn
from the mistake and implement new policies or goals to ensure that
the mistake is not repeated in the future.

In most instances, the chief can “weather the storm” by taking
responsibility and being responsive. There are, however, some storms
from which the chief will not be able to recover. If that should occur,
the chief will need to do what is best for the agency and him/herself.

Commitment to the goals, values and mission developed by the
chief allows her/him to lead and direct the agency. These values and
goals should be in the forefront when making decisions and should
guide the decision-making process of not only the chief, but all depart-
ment personnel.

Commandment 6—Be Respeciful And You Will Be Respected

The chief or sheriff can earn the respect of the general public, other
leaders, employees, board/council members and violators by treating
them with respect and in the manner that the chief executive would
like to be treated. The chief needs to be fair, firm, concerned, and sin-
cere in all his/her transactions, including the enforcement of rules. It
is also important to maintain a safe environment for employees by
providing reliable equipment, effective training, and sound support.
These actions show that the chief supports her/his employees and
should, in turn, earn their respect.

The chief must be prepared to stand up for those employees who
have performned admirably or who have made good-faith mistakes.
One way to do this is to recognize those who have done outstanding
work for the agency and give them credit for their accomplishments.
If a good-faith mistake has been made, the chief should not publicly
criticize employees, rather the chief should correct the problems inter-
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nally and quietly. If a few officers have committed a wrongful act the
chief should criticize only them, not all employees. In this way the
chief should gain and maintain the respect of agency members and the
public, as they will see that the chief stands by the values and moral
behavior established for the agency and that employees are seen as
individuals, not as a whole.

The chief executive must remember that there will always be some
people who will vigorously oppose her/him and others who will be the
chief’s adamant supporters. Obtaining everyone’s support is seldom
achieved. The chief must continue to promote the values and missions
he/she has set for the agency and not compromise him/herself to
obtain everyone’s support. The chief should aim for service, not suc-
cess. If this is done, success will follow. This spirit of service and lead-
ership allows the chief to showcase the principles and moral behavior
that he/she wants others to exhibit and by respecting others, the chief
will be respected.

Commandment 7-Accept Assistance From Others

The law enforcement chief executive has many responsibilities, job
tasks, and people with whom to interact. Though life experiences,
training, and education have helped to shape the chief’s success,
he/she cannot do all of what needs to be done by him/herself.
Assistance from others must be sought and accepted. The chief, how-
ever, remains the final authority in the department as he/she is ulti-
mately responsible to the community. To meet agency and personal
goals, the chief executive needs many types of assistance including the
command staff; a confidante, mentor or partner; and a higher power.

To successfully institute change and maintain day-to-day operations
of the agency, most law enforcement agencies could not operate with-
out some form of participatory management. The chief must decide
the amount of authority that is to be shared and then clearly commu-
nicate it to the command staff (Scott, 1986). In order to be comfort-
able sharing authority, the chief must surround the office with well-
qualified people who are loyal, ethical and moral. The chief must give
members of the command staff roots in strong values and wings in a
free mind so that they accomplish the tasks at hand (Braiden, 1992).
By surrounding him/herself with quality people, the chief can be con-
fident that the department goals are being achieved in the manner
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he/she has established. This delegation of real authority should create
a sense of ownership by the members of the command staff. If a per-
son takes ownership of a task, an agency and/or a position, then
he/she will do the right thing (see Braiden, 1992).

The chief also needs a confidante with whom to share thoughts,
ideas, and concerns. This person can be a spouse, pariner, mentor, or
close colleague. Some chiefs find their spouse or partner a good
sounding board, while others have a mentor who is available for con-
sultation. The main requirement of whomever plays this role is that
the chief is certain that the discussions will not be shared with anyone
else. This allows the chief to talk to someone about the agency and
not carry the “problems of the world on his/her shoulders.”

Finally, most chiefs have found it important to have spirituality in
their lives. They have found that spirituality contributes to the overall
persona of the individual and allows them to share their ideas,
thoughts and concerns with God or a higher power. Additionally,
some chiefs and sheriffs feel that they are serving humankind and it is
an extension of their beliefs. Spirituality is seen as a positive force in
their lives and that faith contributes to the ability to do the right thing.

Accepting assistance from others will build a teamwork
approach to managing and leading the agency. This approach, in
turn, will help the chief or sheriff meet the goals and objectives
he/she has established.

Commandment 8—Be Eager for Knowledge

A law enforcement chief executive must stay abreast of technology;
current events; topics that impact the community; and current man-
agement, leadership, and administration trends and issues. A good
leader is not only eager to increase her/his own knowledge but also
encourages subordinates to do likewise. In this way, the agency will
have proactive leadership and the best trained and most knowledge-
able officers possible.

The executive must be familiar with the history of the agency and
community to understand the past and not repeat mistakes. While the
past may explain current circumstances, the chief executive should
move forward and make changes based on her/his knowledge about
the needs, values, and mission of the department and community.

The executive should also be familiar with the financial aspects of
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the municipality and be up-to-date on local current events and the
impact they may have on policing. For example, a major reduction in
local industrial employment or the closing of a major business may
significantly alter the types of calls for service the agency receives and,
perhaps, the method of providing police service. The chief should
also be aware of the changing ideclogy of the work force. He/she
should become knowledgeable about unions and labor relations and
their application in the public and private sector. These, too, can
affect the way police business is conducted.

The chief executive should employ both formal and informal means
of training and education. Resources from organizations such as the
Illinois Law Enforcement Executive Institute, the Illinois Association
of Chiefs of Police, the Ilinois Sheriffs Association, the Illinois
Municipal League, and the Illinois Association of County Officials, as
well as their national counterparts are invaluable for the chief when
implementing her/his training program. Informal learning can take
place by subscribing to, reading, and studying law enforcement publi-
cations, as well as journals from areas such as technology, manage-
ment, leadership, and administration. These sources can assist with
strategic planning and budget preparation, as well as providing an
opportunity to review ideas, trends and successful programs from
other communities.

Active membership in local, regional, state and national police orga-
nizations will allow the chief or sheriff to develop contacts and
exchange information, experiences and knowledge with fellow chiefs
and sheriffs. These associations have a rich history of being serious
about assisting their members and are tremendous sources of knowl-
edge for police executives. The chief, the department, and ultimately
the community benefit as knowledge, talents and abilities are expand-
ed through active membership in these organizations. The executive
can begin by contributing time and talent through committee work
that will expose the executive to both immediate and future trends in
law enforcement and enhance the chief’s ability to serve the commu-
nity. The chief executive should also take advantage of training
offered by these organizations.

Technology is in a constant state of change. As faster, less expensive
and more powerful equipment and computer software become avail-
able, the chief executive must be knowledgeable about its capabilities
and how it may assist in the operation of the agency. This does not
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mean that the chief must become an expert in all of the equipment and
applications, rather the chief must possess some fundamental knowl-
edge of the equipment and programs and the department’s needs. In
addition, the Internet is becoming a source of widely used and useful
information. For example, the National Institute of Justice has put ail
of its publications on-line for downloading by interested parties. This
can certainly become a valuable source of information for the law
enforcement executive and his/her agency.

The quest for knowledge should also be applied to the programs
that have been implemented. Many programs in law enforcement are
implemented and continued or eliminated simply on intuition. The
chief should encourage, and perhaps even mandate, that the effective-
ness of all on-going programs be evaluated and that new programs be
instituted only after a needs assessment has been completed. The
evaluation and assessment may be as simple as showing an increase in
the number of incidents reported (for example, an increase in sexual
assaults may inspire an investigator to institute a rape awareness cam-
paign) or as elaborate as a time series survey of the attitudes of gradu-
ates of the Citizen Police Academy. The knowledge gained from such
an assessment or evaluation can be invaluable in assigning personnel
and justifying funding at budget time. Implementation of this process
will also provide knowledge to the law enforcement agency concern-
ing the effectiveness of already implemented programs and the need
for new programs. Most police officers are by instinct investigators;
therefore, this quest for knowledge can provide an additional method
to utilize those skills.

The executive should also encourage subordinates to attend training
courses and continue their formal education. To accomplish this, the
executive must provide the necessary resources. Encouraging and
requiring other agency members to participate in training will empow-
er them to take on new duties and responsibilities and allow the
department to react to new situations and mandates in a responsible
and effective manner. The chief executive can also make informal
learning take place in the agency by instituting roll-call training,
encouraging reading of police and related materials, Internet access of
law enforcement information and encouraging, or requiring, those that
have attended training to share the ideas and knowledge gained with
their colleagues, either through formally organized training sessions or
in roll-call situations. Often, when someone is required to teach what
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they have learned, additional learning takes place. This can also be a
cost effective way of imparting knowledge about critical or topical
issues. Many training programs are offered in the train-the-trainer for-
mat designed for attendees to teach others the knowledge and infor-
mation gained. Again, this is a cost effective model and allows officers
to be more active in department training.

If the “troops™ see the chief actively pursuing training and educa-
tion, using the knowledge gained from those sessions to improve the
department and instill the lessons to others, they will also embrace
learning. The encouragement from the head of the organization is
often what officers need to continue their education and training and
to share it with others. Law enforcement executives can require such
training take place so that their agency is responsive to the issues and
problems of its community in the new millenium.

Commandment 9—Maintain a Healthy Lifestyle

A person who is physically fit is able to perform and react better
than one who is not. As the head of a law enforcement agency the
chief executive is expected to work long hours, respond to emergen-
cies, represent the department and set an example for subordinates. If
the chief executive is not physically fit and does not promote a healthy
lifestyle, not only is her/his health in danger but a precedent is set for
agency employees to maintain the same lifestyle. A healthy lifestyle
includes annual medical examinations; proper nutrition; maintaining
a healthy weight; participating in regular exercise; practicing stress
management; avoiding the excessive use of alcohol, tobacco and other
drugs; having outside interests and hobbies; maintaining a balance
between work, home and other commitments; and having contact
with non-law enforcement friends. By incorporating these practices
into one’s lifestyle, a person can decrease the risk of many of the ten
leading causes of death in the United States as listed in Table 2.1.

All adults should have regular medical physical examinations that
are age specific and designed for preventative care. The health care
provider should recommend those procedures and tests that are most
appropriate but at the minimum should include blood pressure, cho-
lesterol testing, prostrate examinations for males over 40 and well
woman check ups, including mammograms, for females over 35.



Ten Commandments of Being a Police Executive 25

TABLE 2.1

TEN LEADING CAUSES OF DEATH IN THE UNITED STATES

1. Heart Disease

2. Cancer

3. Stroke

4, Chronic Obstructive Pulmonary Disease
5. Accidents

6. Pneumonia/Influenza

7. Diabetes

8. HIV/AIDS

9. Suicide
10. Chronic Liver Disease and Cirrhosis

Source: Center for Disease Control

A medical check up is also necessary if the chief executive is going
to start different eating or exercise regimens. The medical physical
will allow the health care provider to confirm that the chief is main-
taining a healthy lifestyle or suggest changes that need to be under-
taken and be done in a safe manner.

Many people would benefit from adopting a healthy diet. The
principles of a healthy diet include variety, balance, and modera-
tion. These can be attained by following the United States
Department of Agriculture food guide pyramid recommendations.
The pyramid provides the daily caloric and nutritional require-
ments for an average person. Following the guidelines limits fat,
sugar, and salt intake. Some adjustments may have to be made to
account for age and activity level, as a more active person needs
more calories than a sedentary person. It is also important to look
for hidden sugar, fat and salt when making food choices, as some
foods that are labeled low-fat or fat-free may have excessive sugar
in order to retain the flavor of the original product. Included in
good nutrition is the consumption of eight 8-ounce glasses of water
per day. Substituting a glass of water for coffee or soda during the
day will help meet this need.

Making wise eating choices should improve health problems such as
high blood pressure and high cholesterol. Maintenance of a healthy
weight is another necessary factor for maintaining a healthy lifestyle.
Excess weight is an associated risk factor to several of the top ten caus-
es of death. Several weight/height guidelines have been published.
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Simple changes in the diet, such as drinking one percent or skim milk
instead of whole; using low-fat or fat-free salad dressing instead of reg-
ular; using less butter, sour cream and/or cheese on a baked potato;
and choosing fish rather than beef can produce weight loss without
any noticeable sacrifices. If a weight loss of several pounds is to be
undertaken, a medical physical by a health care provider should be
completed. This will ensure that the diet plan provides all of the
needed nutrients and that the person’s health is not put at risk by
the eating plan.

Regular physical activity also contributes to a healthy lifestyle, as it
helps reduce many of the risk factors associated with the leading caus-
es of death. Exercise also reduces stress and its effects. Regular exer-
cise generally means physical activity that increases the heart rate to
60-80 percent of its maximum for 20-30 minutes, 3 times per week.
The exercise program can include walking, jogging, weight lifting,
bicycling or other activities that will increase the heart rate. To insti-
tute and maintain an exercise program, a person has to be just a little
selfish and have commitment to oneself. Time must be scheduled for
exercise and not be easily rescheduled. Many law enforcement agen-
cies have fully equipped exercise areas and the chief executive should
take advantage of this arrangement. If this is not available, the exec-
utive may want to join a health or exercise facility or use the track at
the local high school or university. Anyone who begins an exercise
program is advised to first see a health care provider. A trainer can
also be consulted to devise an exercise plan that is tailored to the per-
son’s fitness level and health needs.

The chief executive of a law enforcement agency may be under a lot
of stress due to the many expectations placed on the position, both
from within and outside the department. A healthy lifestyle includes
the institution of a stress management program. Selye (1976), a well-
known stress researcher, defines stress in the medical sense as the “rate
of wear and tear on the body.” Stress can be both good (eustress) i.e.,
a job promotion, or bad (distress) such as when a loved one dies. The
body physiclogically responds the same to both types of stress, how-
ever the longer the stressor remains and the greater the degree of the
stressor, the more likely a person will experience ill effects from the
stress. The introduction of a stressor to a person immediately causes
a rise in blood pressure, the secretion of sweat, and an increased heart
rate. If the stress is allowed to continue, irritability; hyper-excitation;
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depression; emotional instability; inability to concentrate; fatigue;
bruxism; excessive alcohol use; and other behavioral conditions may
result (Selye, 1976). These conditions are also associated with many of
the leading causes of death.

In order to prevent stress from accumulating and causing health and
psychological problems, the chief executive must manage the stress to
reduce its effects. The first step is recognition of the stressors in one’s
life. Often the employee assistance program in a jurisdiction sponsors
formal stress management workshops where identification of stressors
can be done. Health insurance companies sometimes offer workshops
or questionnaires that can be used to assess the stress in one’s life. It
is suggested that contact be made with these agencies or a health care
provider to obtain assistance to identify the stressors. The next step is
to practice stress management everyday. Some people find exercise a
great stress reducer, in addition to the other health benefits it provides.
Other people participate in a hobby, such as photography, gardening,
or woodworking. Still others find relaxation exercises and meditation
to be effective. No matter which techniques are used to reduce stress,
they must be relaxing and take one’s mind away from the stressors.

Another important aspect for maintaining a healthy lifestyle is the
avoidance of the excessive use of tobacco, alcohol and other drugs.
The health risks associated with the use of smoking tobacco are well-
known. Less well-known are the health risks associated with non-
smoking or chewing tobacco, including gum disease and cancer of the
mouth and throat. Use of any tobacco product should be stopped.
There are several products on the market to assist in smoking cessa-
tion and, again, health care providers should be consulted prior to the
usage of these products.

Alcohol abuse has contributed to the downfall of many law enforce-
ment leaders. Its abuse may start as a source of relief from the pres-
sures and stressors of the job; however, it just does not solve the prob-
lem. Alcoholism is among the greatest dangers to a stressed-out chief
or sheriff. The danger is especially strong since these administrators,
as community leaders, are often expected to attend those mandated,
but quasi-social functions where the first order of business is a trip to
the bar. This danger is compounded by the occasional travel require-
ments that take a chief out of the home jurisdiction and beyond the
“fish bowl.” It can be a relief to be temporarily excused from chief-
like protocols and exemplary behavior, but the relief is often accom-
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panied by temptations that can range from public intoxication to infi-
delity. Needless to say, the momentary exhilaration is sure to be fol-
lowed by a degree of controversy that can ruin careers and destroy
marriages. Unlike battle scars, the wounds from personal embarrass-
ment will seriously weaken the chief or sheriff, both inside and outside
the department.

A cocktail or glass of wine at a restaurant while eating dinner is
perceived differently than sitting at the restaurant’s bar, “slugging
them down.” However, when driving a vehicle, whether a compa-
ny or personal one, consumption of alcohol! should be avoided.
Many municipalities have policies against the operation of a com-
pany vehicle after consuming alcohol, and this policy includes the
chief executive. If an accident occurs, the chief will have to answer
to a wide array of officials and citizens, whether he/she was at fault
or not. Additionally, if the chief or sheriff supports the work of
organizations such as Mothers Against Drunk Driving (MADD) and
Students Against Drunk Driving (SADD), it becomes that much
more important to “practice what you preach.”

The use of over-the-counter and prescription drugs should be
carefully monitored. Many individuals have become addicted to
such legal drugs. These too can create as much damage to one’s
career as alcohol.

The chiefs executive’s use of tobacco, alcohol and other drugs will
be closely monitored by both those inside and outside the department.
The chief’s use of these substances not only determines the type of
person he/she is but also sets the tone of acceptance for department
employees and community residents. Most law enforcement agencies
have policies concerning the use of these substances and the chief or
sheriff is also expected to conform.

The last factor concerning the maintenance of a healthy lifestyle
is having outside interests and hobbies; maintaining a balance
between work, home and other commitments; and having contact
with non-law enforcement friends. The chief must be able to carve
out time for family and his/her private life. This may mean making
and keeping social commitments, except for emergencies, with fam-
ily and those who are dear.

All of the elements of a healthy lifestyle are important aspects of
being a well-rounded individual and being physically and psychologi-
cally fit. They will not only keep the chief healthy but will also set an
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example for his/her subordinates.

Commandment 10—Set Personal Goals

Those who rise to the top have done so through hard work and the
realization of goals set earlier in her/his career. As the chief or sheriff,
one has probably reached their career goal, that of being “top cop.”
Having attained this objective, it is now time to reassess career and per-
sonal goals.

The review of goals should include short, medium, and long-term
objectives, as well as an assessment of skills already possessed and those
that need development. Being chief or sheriff may require different skills
and strategies than those used in previous positions; therefore it is neces-
sary to examine personal strengths and limitations as they relate to this
role. This review and the goals established can help the chief executive
establish the future direction not only of him/herself, but also the direc-
tion the agency will take under her/his command.

In addition to career goals, personal goals should also be reexamined.
As one’s career progresses or changes, so, too, does one’s personal life.
The goals established earlier may need to be modified, including the
examination of retirement and personal financial planning.

The need for an assessment of personal and career goals is important
at this juncture of a police executive’s life. Having attained the position
at the top, the goals and objectives developed for this role and beyond
should serve the chief well in establishing a roadmap for him/herself and
for the department.

Conclusion

A public office is a public trust. No person is expected to be infal-
lible; indeed, to suppose that anyone can be infallible in the conduct
of public or private life is arrogant and dangerous. The public trust,
rather, calls for “good intentions” and the very best exertions (George
Washington, 1796).

The chief or sheriff is expected to set the tone of the organization
and demonstrate exemplary personal and professional behavior. This
can be accomplished by adopting rules of personal and professional
conduct and developing a moral code that agency members are
expected to follow.
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The chief executive is top cop and everything he/she does is exam-
ined, sometimes copied and sometimes recorded to be used later as
needed. The chief executive does live in a glass house, but by being
ethical and moral the chief can withstand the many rocks that will be
thrown. The chief should be the first to provide uniform, fair and con-
sistent professional service to his/her employees and to the communi-
ty. The ten rules of personal and professional conduct should serve
the law enforcement executive well, both for self growth and in estab-
lishing the expected behavior of department members.



Chapter 3

LEADERSHIP DEVELOPMENT

LEADERSHIP SKILLS AFFECT every managerial function. Leadership
is distinguishable from management; leadership includes vision.
As stated by the former Chief of Police of Champaign, lllinois, Donald
Hanna, in his book, Police Executive Leadership, “looking into the future
in only one direction has a consequence of visionary blindness.”
Police executives who wish to exercise visionary leadership must scan
the horizon. How accurately do they anticipate changes and expecta-
tions? How responsive are police practices to these changes and
expectations? How committed are the police to modify practices con-
sistent with these changes and expectations in order to grow and thrive
(not just survive) in our environment?

For leadership to occur, there must exist a sense of loyalty, confi-
dence and pride among the leader, those who follow and those who
are served. To lead, leaders must gain insight into themselves. That
means truly thinking through, “Who am I, what am I about?”
Leadership requires being aware of one’s own values, expectations,
feelings and reactions. Attributes associated with leadership include
communication skills, integrity, management ability, and negotia-
tion acumen. In comparison, technical knowledge plays a less
important role.

In this respect, a chief or sheriff should not strive to be “super-cop.”
It is not the law enforcement administrator’s duty to be out front, rid-
ing the “streets” with the officers. Leadership in law enforcement

31
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organizations is certainly made easier if the administrator has a track
record of operational experience. Police managers should stay in
touch with “the street.” But an effective law enforcement leader is an
effective administrator. Contact with operations should be done to
assure managerial relevance, not to substitute patrol and investigations
for administration.

The same balance should be maintained in community and media
relations. Selectively making community appearances and spending
time addressing neighborhood groups, special interest groups and
political interests can hold a law enforcement executive in good stead
when the time comes for problem-solving and/or explaining why par-
ticular law enforcement actions were necessary. The police executive
who has created the perception/reality of community involvement
and accessibility will do far better in riding out the inevitable storms
arising from policing a democracy. But external communication must
be balanced with internal management. It is incumbent upon the chief
or sheriff to inspire his employees so that they may achieve their indi-
vidual potential. This requires time.

Perceptions are important when a chief or sheriff attempts to estab-
lish a “hands-on” management style. Implementing a “management
by walking around” style gives the administrator an informal view of
departmental operations. This style also creates the perception that
the chief has knowledge of all areas of the department and does not
manage from behind the desk in the “big” office. The selective use of
this style will not detract from the administrative management of the
department and will contribute significantly to the way the officers
view their top administrator.

It is important to recognize and remember the image, influence, and
power of the police chief or sheriff. Leading by example sets the tone
for the position, and in turn, the agency. The person who is CEO
should display pride, quality service and integrity. But these qualities
are largely invisible inside the chief’s office. Contact with employees
is essential.

Competing Constiluencies

Increasingly, police chiefs must deal with, and strike a balance
among, an ever increasing number of competing and sometimes anti-
thetical constituencies. Balancing interests within a community is not
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a new role for police executives. What is different is the number of
competing groups and the intensity of their demands on police. The
competing constituencies can range from unions that want more leave
time for officers to community groups that want greater contact with
police personnel (clearly impossible if police personnel are absent on
leave}). Competing groups can include Mothers Against Drunk
Driving versus bar and restaurant owners who assert that overactive
enforcement stifles and undermines their business profits. Competing
forces such as these frequently conspire to produce a political envi-
ronment that makes it seem impossible for a police executive to suc-
ceed. Rigid regulation of alcohol service can be the catalyst for polit-
ical action on the part of restaurant owners. Lack of enforcement can
stimulate political action by anti-drinking groups.

The chief’s or sheriff’s role is thus very different than that of their
assistants. Although duties will be identical to assistants’ positions with
respect to most management, the chief or sheriff must participate in
the political arena. Balance to maintain equilibrium between the inter-
nal organization and the external political environment is difficult.

Professional police administrators must make decisions routinely
that alienate some members of the community. The nature of the job
precludes a chief or sheriff from making “win-win” decisions every
time. Through no fault of their own, tenure for police chiefs is often
very short. But politically unpopular decisions are less likely to result
in job loss if community involvement is maintained. The words “polit-
ically popular” may not sound consistent with unbiased, professional
law enforcement. But those who believe that politics has no place in
law enforcement usually find themselves frustrated, neutralized and
eventually dismissed from their jobs.

Time Management

Time management is essential for success. Time management is an
important tool in accomplishing tasks, increasing performance and
reducing stress. All too often distractions shift the direction in which
the chief moves at any particular time. A written agenda or schedule
is a plan, a map of where to go that day. After any distraction, a sim-
ple review of the plan or map will realign tasks and bring focus back
to priorities or goals.

A CEO should encourage scheduled meetings or appointments,
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discouraging “walk-in” visits. It is often necessary to allow screen-
ing of calls or visitors. The secretary or clerk should be briefed on
what calls to refer, what calls are important to pass on and when the
chief or sheriff will be available to receive visitors. Balance is, of
course, necessary. The community is a valuable asset. The chief or
sheriff who becomes too difficult to reach may acquire a reputation
for being unresponsive. A chief or sheriff must keep himself/herself
available whenever possible.

Mentorship

Usually the first mentors in chiefs’ careers were the field training
officers who took them under their wing. As they gained experience,
others no doubt also helped them grow. To have the active interest of
a mentor is wonderful. Mentors come from many relationships—par-
ents, extended family, teachers, professors, neighbors, fellow workers,
supervisors. Typically, mentors are “a generation ahead.” Police man-
agers should not forget them, but thank them often for contributing to
their success.

It is natural for a chief or sheriff to want to “pay back” for the
mentoring received in his/her career. Administrators uncon-
sciously look for persons who have talent, demonstrate good
work ethics and values, have a willingness to learn, and are will-
ing to accept suggestions, direction and constructive criticism. As
long as it does not degenerate to favoritism, mentorship is a
healthy part of management development.

Delegating

Delegation is a strength of leadership. A CEO should have the con-
fidence to assign tasks to others and expect that they will do the job
right, delegating to others tasks of real responsibility. Generally, dele-
gation establishes confidence and encourages motivation in people.
Further, employees today do not accept an autocratic work environ-
ment. Since the advent of such principles as quality circles, team man-
agement, participatory management and team building, employees
demand to have policy input. However, employees still look for guid-
ance and direction. A laissez-faire style of management generally is
viewed by personnel as symptomatic of a weak executive, and their
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level of confidence in the boss’ competence will be diminished.

Team building is essential. Each employee has the ability to con-
tribute. Final authority is with the chief or sheriff, but employees
should become part of the planning and policy development process.
Delegation of responsibility and the authority to perform a function is
an important motivator.

Delegation must be accompanied by authority and responsibility.
The authority comes as an extension of the chief or sheriff and
empowers the employee to perform tasks without interference.
Respaonsibility charges the employee to get the job done. Of course,
tasks such as meeting with members of the city/county government or
appearing before the media on critical issues may be areas in which
delegation is inappropriate.

In his book, Managing Management Time, William Oncken wrote of
work-related initiatives as being viewed as:

1. Do it, and don’t inform me. (full authority to act)

2. Do it, but let me know what you are doing. (full authority with
accountability)

3. Do it only upon my approval. (limited anthority)

4. Do not do it. (no authority)

Oncken goes on to say these delegated initiatives will vary accord-
ing to situation.

Policy Manuals

Every police department should have a carefully developed set of
policies, procedures, rules, and regulations. They are a part of the for-
mal directive system. Regardless of what the department calls them,
they need to be up-to-date. Simple definition of the terms are:

Policies: What we do—a guideline,

Procedures: How we do it,

Rules or regulations: Specific and restr1ct1ve directions with
no exceptions.

Policies and procedures are not written in stone; they can and
should evolve. If deviation from policy routinely occurs, the policy
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should probably be modified.

Rules and regulations are writien to be enforced and should not
change unless they become outdated due to case law, state statutes, or
other legislation. Violation of rules usually causes disciplinary action
to occur. A police manager should make sure rules are heeded and
when they are violated, take action. Probably the best approach is to
review all critical policies, procedures, and regulations every six
months for any update. All others are reviewed on a yearly basis.
These reviews should be documented and kept current.

Sometimes policies, procedures, rules, and regulations are so out-of-
date that they must be totally rewritten. If they are rewritten, a draft
copy should be distributed for review. Even though it may take
longer, this is the best method to get everyone involved, to get a
departmental “buy-in,” and to get a plan that is accepted by the peo-
ple who do the job or enforce the law.

If the need for a written procedure is critical, it may have to be writ-
ten quickly and put in to effect inmediately. Later it can be reviewed
and altered. Itis a good practice to have a legal review. Sometimes a
single word can make a difference in litigation. Another concern is to
ensure that the procedure does not violate any labor contract provi-
sions. After policies, procedures, rules and regulations are written, all
employees should be trained, especially supervisors, regarding appli-
cation. Procedures are of no use if employees don’t understand or

abide by them.

Communication Skills

Good communication relates both ideas and emotions.
Communication is developmental and can be inspirational. Betty
Morgan, author of the book, Managing Communications for Productivity,
writes, “Inherent in individuals is a basic need for intimacy with those
people who are perceived as significant in their life. In business,
industry or in any institution where people are required to produce
goods or services in order to earn their livelihoods, relationships
between co-workers assume a high degree of significance, perhaps dis-
proportionate to their true worth and identity. These relationships are
established, maintained, and can be enhanced through communica-
tion.” The ability to gain loyalty and generate motivation is depen-
dent upon ability to form relationships using communication.
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Personal attention is also part of the dynamics of communication.
CEOs should try to remember important dates—birthdays, anniver-
saries—and other important personal information—names of employ-
ee’s spouse and children. It may sound a little patronizing, but it lets
each employee know that they are a “real person” to the CEO, not just
a cog in the wheel.

Informal Organization Structure

Every organization has both a formal and informal structure. The
formal structure is well defined, usually published as the organization-
al chart. Organizational charts are usually built pyramid style with the
comimand staff on top, and authority cascading down through all units
to the police officer. In police agency formal organization, quasi-mil-
itary terms are used to denote hierarchy, including chain-of-command,
unity of command and span of control. In times of emergency and
normal operations, the formal structure is important to the safe and
efficient operation of the organization. However, it is often bypassed.
The informal structure is never formally recognized, but the chief of
police or sheriff must know its dynamics.

The informal structure is typically premised upon personality.
Informal leaders are usually non-supervisors with long tenure on the
department. They are typically intelligent, hard-working and loyal
employees of the department. In their role they hopefully have the
good of the organization in mind. However, this is not always the
case; some are very self-serving. A good chief of police or sheriff
should know the abilities of these leaders and know how to use them
for the benefit of the organization.

It is necessary in any organization to ensure communication flows
both vertically and horizontally. Some issues are properly handled
through the formal chain of command. On the other hand, many
day-to-day activities and decisions get “bottle-necked” in the
bureaucratic chain when a more informal method could and should
be used. Getting something accomplished is the first requisite.
Whether procedure or protocol was followed is secondary.
Supervisors should be encouraged to cross divisional lines when
appropriate to solve problems.

So called “open door policies” by definition by-pass formal
chain-of-command. A police administrator needs to define any
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“open-door policy.” Does it really mean “come on in anytime?”
Or, does it mean the door is only open at certain times and only
with prior permission. There have been instances where an
employee has been chastised by an immediate supervisor because
he/she used an open-door policy as it was published by the chief
of police or sheriff. It should be understood that a chief of police
is accessible by appointment. Unless it is a highly sensitive mat-
ter, reasons for the meeting should be explained.

Developing Community Influence

The leadership role of a police chief or sheriff requires one to
broaden community association. This builds an influence base sup-
porting the responsibilities of a chief or sheriff. Everyone in the
community, from newborns to senior citizens, are part of this
responsibility. Senior citizens in particular are among the best sup-
porters of sound professional law enforcement.

Relationships also need to be developed with management peers
from the village/city/county being served. This includes persons
who hold key positions within the fire service, public works, parks,
finance, and other leaders from other criminal justice agencies, such
as the presiding judge, court personnel and state’s attorney office.
Communication with all of these is part of professional networking.

Community expectations legitimately place demands upon a
police agency. The needs of communities, though similar in char-
acter, do vary significantly. Priorities in particular vary substantial-
ly. All groups within any community have a role in determining the
law enforcement priorities of that community. Itis necessary for the
police administrator to develop a network in which the various
groups can communicate their views. What governs the priorities
of the department should depend on what the members of the com-
munity determine these priorities to be. Successful performance by
a department as a service agency is determined by the community’s
belief that the agency is responsive.

Developing Personnel and Supervisors

In most police departments, supervisors are selected by traditional
written civil service tests. Although reading lists may contain books
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addressing supervisory skills, additional training should be provided.
The officer promoted to sergeant takes on a position that is probably
the most difficult in any police agency. It is a giant step from being
“one of the guys” to being the “boss,” and certainly is not an easy one.
A new sergeant is usually ill-prepared to tackle the role change with-
out proper training. In some departments it is a practice to send all
newly-promoted sergeants to staff and command school. They are a
worthwhile investment for the officer and the department. Training
should not stop with completion of a staff and command school. In-
service training addressing decisionmaking, leadership skills, policy
making, and proper disciplinary skills is important.

LiaBiLITY TRAINING. Vicarious liability training is a must for police
agencies (see Chapter 5). Proper training in this area will assist the
supervisor in making correct decisions. It should be given by an expe-
rienced attorney on at least an annual basis. Laws and court decisions
are changing at a fast pace and supervisors need to be up-to-date on
liability matters. The expense to train officers and supervisors is a
mere pittance compared to the millions of dollars that can be spent on
vicarious liability litigation.

RoLL CALL TRAINING. The roll call {the ten—fifteen minute period
prior to going on duty) represents an excellent opportunity to provide
updated information in a compact, comprehensive manner. The mis-
takes many police administrators make when designing roll call train-
ing are:

e Failure to provide “train-the-trainer” instruction to the roll-call
instructors.

e Tailure to allow the sergeants (typical roll-call instructors) and
line officers to “buy into” policy and procedure development.

e Failure to condense the information into manageable increments
for delivery.

e Failure to utilize available visual aids and new technology such as
computer-based training.

e Failure to ensure understanding and retention by line officers.

A roll call training program requires planning and investment. At
the same time it contributes substantially to the creation of an atmos-
phere of continuous improvement.

MEETINGS. Department meetings are usually seen only as a vehicle
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for gaining input for policy and procedure development. But they also
represent an opportunity for leadership development. Administrators
leading meetings should have some facilitator training or actual facili-
tator assistance. Department meetings allow all members of the staff
to develop a sense of “ownership” in how the department is operated.
In and of itself, this is a form of personnel development.

TEAM BUILDING. Team building can be integrated into any type of
departmental structure. Although team building is best developed in
a community policing orientation, the philosophy can be embraced in
the most militarily structured departments. Teams can be built around
squads, shifts, job classifications, and/or functions. Once identified,
teams must be involved in goal-setting, defining processes, and then
recognized for achievement.

Team building is a top-down, bottom-up philosophy that must be
nurtured through participation and rewards. Police departments are
beginning to redefine individual performance goals, moving away
from the traditional “numbers” approach to one of achievement of
mutually defined objectives. Team input is central to this process.
Officers involved in community-oriented policing can consider
themselves on the “cutting edge” of redefining performance objec-
tives in terms of identifying new measures of evaluating the success
of their program.

STAFFING ALLOCATION. Proper staffing of an organization is essential
for providing both timely services to the public and personnel develop-
ment. Proper staffing does not come from a “seat of the pants” approach
but from structured planning. Factors requiring consideration include
how the community is geographically structured—whether there are
major highways, commercial developments, manufacturing complexes
or residential areas that divide the community. An isolated portion of the
community may necessitate more resources simply to keep response
times reasonable. Likewise, a neighborhood that is largely residential
will create more activity on an around-the-clock basis than a manufac-
turing area.

Population will also dictate human resource requirements, but not nec-
essarily on a formula basis. An a prioriratio of officers per thousand pop-
ulation is no longer regarded as an appropriate means to determine
human resource needs. The history of the type, time, and number of
calls remain important. However, proactive community policing initia-
tives must also be considered.
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SPECIALIZED UNITS. Beyond the smallest agencies there is a need for
specialized units to accomplish the goals of crime prevention and appre-
hension. Specialization occurs in investigations, narcotics, traffic, juve-
nile, community relations, and tactical operations. Many departments
are also involved in regional specialized units such as Metropolitan
Enforcement Groups (MEG), federal drug units and state drug and inves-
tigations units.

Assignment of personnel to specialized functions must be carefully
done. The method used must be consistent to avoid favoritism allega-
tions. Information should be gathered from personnel files, evaluations,
the individual’s supervisor and from those currently in the unit with the
vacancy. A rotation system is advisable so that upwardly mobile officers
can feel they have a chance to be transferred into one of the special units.

A chief or sheriff should never send someone to a regional unit
because they would like to get rid of them for a couple of years. Every
officer is an ambassador from the department to the regional unit.
Personnel from other agencies in regional units will judge the profes-
sionalism of the department based upon the individuals assigned.

PrvsicaL FITNESS. Posted clearly on the gymnasium wall at the
Illinois State Police Academy is a sign which simply states “When you
choose law enforcement, you give up the right to be unfit.”
Unfortunately, experience has shown that the emphasis on fitness by
the organization and the individual diminishes after the basic training
period. Few will argue that there is not a direct correlation between
individual fitness and on-duty injuries and self-sickness. Unfit officers
generate excessive workers compensation and disability costs.

Physical fitness is an individual issue and no organizational policies,
rules or directives can force an individual to become or remain fit.
Departments that have tried find themselves in conflict with applica-
ble federal and state laws that provide job protection to employees.
However, the benefits of exercise, good nutrition and a healthy
lifestyle are beginning to become a part of the police culture.
Fortunately the current generation is more health conscious than
the last.

Traditional mandatory methods of establishing fitness are being
replaced by voluntary “positive” fitness programs. Usually linked to
annual physical fitness medical examinations, these programs provide
insurance premium reduction incentives with achievement of
preestablished standards of weight, cholesterol and non-smoking.
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Some programs encourage family members to participate in nutrition
and wellness seminars.

Sheriffs Special Concerns

Accessibility is extremely important for an elected official. As a
public official, the sheriff must be present and available to department
employees, county officials, state officials and the public. It will be
tempting to always be available, as was the case when campaigning.
However, giving due regard to internal administrative issues prevents
full accessibility. Guidelines should be established and will vary with
the size of the jurisdiction. The guidelines should ensure that the sher-
iff can be reached regardless of the position or the station of the per-
son seeking accessibility. However, accessibility must also reflect the
demands on the sheriff’s time. For example, in one county there is a
citizen who calls to speak with the sheriff several times a week.
However, one brief conversation on an occasional basis will satisfy
her. This practice does not take much valuable time, and she is happy
that her call was answered.



Chapter 4

DEPARTMENT MISSION AND
INFRASTRUCTURE

Mission and Strategy

T IS DIFFICULT TO DEVELOP A REASONABLY SIMPLIFIED STATEMENT of

the police mission. Clearly, it is not mere enforcement of criminal
statutes. Certainly law enforcement is a common denominator among
innumerable police activities, in fact the majority of police activities.
But delivering death messages has nothing to do with law enforce-
ment, standing by downed wires until a power company arrives has
nothing to do with law enforcement and many of the dispute resclu-
tion activities in which the police engage are at best tangentially relat-
ed to law enforcement.

Thus, we end up substituting very broad descriptors of the police
mission, for example, public service. The problem here is that these
terms become so broad as to be meaningless. The terms don’t really
distinguish the police role from the functions of government generally
or offer any criteria for sorting the governmental functions that should
be the purview of the police department from those that are the
responsibility of other governmental agencies. Our best efforts tend to
result in mission statements that are actually a list of ten to fifteen dif-
ferent functions, hardly a mission statement. Nevertheless, it is the
perception of mission that most influences police professionals in their
choice of strategy. Unfortunately, differences in such perceptions are

43
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not well articulated. Most discussions of mission never move beyond,
“It’s clearly not mere law enforcement, so how about ‘to protect and
serve?” The lack of clearly defined mission boundaries leaves us wan-
dering all over the map when strategy is discussed.

The overwhelming majority of private sector organizations operate
within a narrowly defined sector of the economy. Indeed, the flurry
of corporate acquisitions and mergers that occurred on Wall Street
during the early 1980s, assembling conglomerates of unrelated enter-
prises under the umbrella of a single “financial corporation,” disinte-
grated. The sixth principle of Peters and Waterman’s In Search of
Excellence (1982)— “stick to the knitting™— was proved valid. Those com-
panies that stick to the business they know prosper best in the long
run. And indeed, even the icon of diversity in American business,
Sears, Roebuck and Company, has recently seen its percentage of the
retail sales market slip steadily, particularly to the onslaught of a small
retailer from Arkansas who initiated a chain that initially focused on
the needs of small towns in America, reminiscent of the specific mis-
sion of Sears, Roebuck and Company of one hundred years ago.

Serving largely unrelated objectives is a difficult posture to main-
tain successfully for any organization. It can be accomplished for a
period of time, occasionally even for an extended period of time.
But organizations with diffuse missions tend to be both the excep-
tion and short lived.

In the public sector it is only the police that we ask to maintain
such a posture. Other governmental agencies have a clearly focused
mission, or at least a clearly focused ceniral mission. ¥or example,
no one questions the mission of fire departments. They do take
responsibility for some services ancillary to fire fighting. Since fire
departments have to handle hazardous materials whenever they
respond to an industrial fire, in most jurisdictions by extension they
have been made responsible for hazardous materials problems
wherever they occur in a community. In some communities fire
departments also handle emergency medical services (EMS)
response. Again, however, this is an extension of fire fighter
responsibilities on the fire ground, and the dispersion of fire stations
throughout a community makes them a natural base for stationing
ambulances. The clear central mission of every fire department,
however, remains fire prevention and suppression.

Further, when one moves beyond our sister public safety agency,
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mission statements are even more tightly focused. Departments of
sanitation, public works, public transportation, water, parks and recre-
ation, and road maintenance all possess clearly defined roles. We all
understand clearly what they do and don’t expect them to be doing
anything else. Unlike a police agency, the water department does not
receive hundreds of phone calls a day for which someone might ask,
“What in the world do we do with this one?”

Order Maintenance as the Police Mission

A significant part of the ambiguity surrounding the definition of
police mission is the unfortunate use of the term “order maintenance”
as synonymous with “conflict management.” The so-called order
maintenance function of the police is then held in contrast to the law
enforcement function, i.e., order maintenance versus law enforcement.
Characterized in this way, the two are co-equal but potentially con-
flicting police missions. Hence, we hear discussions that typically are
as follows:

It is symptomatic of our disproportionate identification with the crime con-
trol function that 90% of training is dedicated to law enforcement while 30%
of the calls are order maintenance.

Order maintenance, modified by the word “temporal” is better viewed
as the police mission, the raison d’etre of police organizations.
Temporal order maintenance can be thought of as maintaining the sta-
tus quo, i.e., keeping society stable and functioning by acceptable
rules, by using interventions with short-term effects. Order mainte-
nance used without the word “temporal” is too broad. Government
itself maintains order. The police are responsible only for temporal,
or short duration, issues.

Consistent with the concept of a hierarchy of organizational goals,
we can then think of the mission of temporal order maintenance as
subsuming at least three strategic objectives: public service/public
safety, conflict management, and law enforcement. Illustrations of the
types of calls for service that generally fall into each of these three cat-
egories are contained in Figure 4.1.

Figure 4.1 also illustrates two other important phenomena. First,
different intervention techniques are preferred depending upon the
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on-scene objective The public service/public safety role is most often
fulfilled by using social counseling. Comfort provided in delivering a
death message, reassurance offered parents of a lost child and warn-
ings to children and citizens to stay back from downed power wires all
fall under the rubric of social counseling. Conflict management, how-
ever, demands a different response. Here authoritative persuasion is
preferred. Police officers still aren’t literally enforcing the law in this
role, but they do employ their authority as a “law enforcement officer”
to add strength to their persuasive talents. They do not, however,
respond to these calls intending to arrest anyone. Finally, there is that
category of responsibilities that is indeed law enforcement, and here
the preferred intervention technique is arrest. The police do not
respond to a robbery in progress with any intent to counsel or per-
suade, only to take someone into custody.

Figure 4.1
Police Objectives and IHustrative Problems
Missing Child

Armed DeliverDeath
Robbery Message

Theft Involving

. Juveniles
Acquaintances

Being Loud

Neighboi' Dispute

The second phenomenon illustrated by Figure 4.1 is the fact that
both the on-scene objective of the police and their preferred interven-
tion technique are best represented as a continuum of responses, not
separate categories. Hence, a report of juveniles being loud is not
clearly either public service/public safety or conflict management.
Likewise, a theft involving acquaintances, or even an auto theft report,
isn’t always law enforcement—many times these turn out to be conflict
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management situations. Furthermore, a problem that initially is likely
to be a public service/public safety issue, e.g., a report of a lost child,
may occasionally turn out to be a law enforcement issue, e.g., kidnap-
ping. Likewise, a report of loud juveniles may be a fight over a drug
sale. Hence, the police respond to a given situation with an assumed
on-scene objective and with a preferred intervention technique, but
both may change rapidly with further information. Indeed, the behav-
ior of respondents at a scene often changes the preferred police inter-
vention technique. In a conflict management situation, a belligerent
respondent may evoke an arrest intervention, despite the fact that the
definition of the situation remains conflict management. Thus, a given
on-scene objective may be achieved by various intervention tech-
niques or combination of techniques. Clear, mutunally exclusive, cate-
gorical objectives and intervention techniques do not exist. Instead a
continuum of objectives and intervention techniques are intermingled,
although patterns of association certainly are definable.

This makes sense if one recognizes that the overarching mission is
temporal order maintenance. The police are at a scene fundamental-
ly to maintain order, to keep the peace. As noted by Bittner (1990},
“peacekeeping occasionally acquires the external aspects of law
enforcement. This makes it specious to inquire whether or not police
discretion in invoking the law conforms with the intention of some
specific legal formula. The real reason behind an arrest is virtually
always the actual state of particular social sitvations. . . .”

Peacekeeping, or temporal order maintenance, governs police
response. But one must also not confuse law enforcement as an objec-
tive with arrest as a technique. It is such confusion that results in many
scholars understating the importance of law enforcement as an ele-
ment of policing. Law enforcement is not merely a technique. Arrest
is a technique. Law enforcement is one of three primary strategic
objectives subsumed by the mission of temporal order maintenance.
There is a whole class of police activities focused exclusively upon this
objective which have nothing to do with conflict management or pub-
lic service/public safety.

This schematic also clarifies the issue of what constitutes “real”
police work. Real police work is performing the role of a peace offi-
cer. Peacefulness, or orderliness, is the overall mission. A disorderly
situation begets a call for police service or proactive police intrusion.
Disorder ranges from downed power lines to robberies in progress.
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There is, however, a hierarchical relationship among disorderly sitna-
tions. As one moves from the public service/public safety class of sit-
uations through conflict management to law enforcement the threat to
stable social order generally increases. Law enforcement situations
usually result in greater harm and also possess the characteristic of
being more generically threatening. Most public service/public safety
and conflict management situations do not involve a general threat.
Most also entail disorderly interactions among acquaintances (it may
seem cold to think of delivering death messages in this way, but this
task is essentially a “disorderly interaction among acquaintances.”
Because of the tendency for greater harm, and the more generic threat,
the law enforcement role of the police predominates both resource
allocation and public image. Nevertheless, it is but one element of
keeping the peace.

Communily-Oriented Policing

Sometimes form follows function, sometimes function follows form,
and occasionally they interact. In the past ten years in policing, form
and function have been interacting. Problem-oriented and communi-
ty-oriented policing techniques have become alternate strategies to
counseling, persuasion and arrest. Only by understanding this fact can
one appreciate the depth of the current debate about these strategies.
They are not merely a better way of doing things, they constitute
doing different things.

Each strategy moves the police to a new role. The traditional mis-
sion has been temporal order maintenance. Both problem-oriented
and community-oriented strategies may solve short-term problems,
but they also push the police toward long-term structural and envi-
ronmental interventions with significant community impact.

Community or problem-oriented techniques that are focused upon
a very specific situation, in particular, repetitive calls for service from
a single source, do not constitute a philosophical or mission switch.
However, when the police begin to initiate the demolition of aban-
doned structures, supervise housing projects, or become involved in
redrawing of zoning ordinances, a substantial change in mission has
occurred. The police are no longer dealing with temporal order main-
tenance, but with long-term intervention in a community’s infrastruc-
ture. The mission has changed from “temporal” order maintenance to
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“sustained” order maintenance. Police interventions are longer term
and have a far more enduring impact. The three objectives of polic-
ing remain the same—public service/public safety, conflict manage-
ment and law enforcement. The kinds of specific problems handled
remain the same. Butin addition to using social counseling, author-
itative persuasion and arrest, the police employ social referral,
extended counseling, or effect structural or environmental changes
to provide a longer term, enduring impact. There is nothing wrong
with such a change. But it is a significant one and should be
approached carefully.

Further, community-oriented policing does not require abandon-
ing current strategies. If the traditional model of policing has its
faults, it also has its strengths. The pervasive bias in favor of entre-
preneurial organizations in American culture can backfire on enter-
prises where innovation is either impossible, impractical, or simply
not desirable. Elements of policing fit this criterion. In a headlong
rush to prove to other police administrators that he or she is at the
cutting edge, a police chief would do well to pause and consider the
traditional police mission—temporal order maintenance, or stated
differently, keeping things the way they are. Innovative, creative
entrepreneurship doesn’t always fit this mission. More frequently,
staid, standardized, routinized bureaucratic response will best
accomplish the goal of temporal order maintenance. The profes-
sional model may, in fact, be considerably better suited to fulfilling
the mission of temporal order maintenance.

Analogies sometimes provide useful insight. Any analogy between
policing and another enterprise has its limits, but one is particularly
useful in understanding the match between police mission and police
strategy. It is with the airline industry. Let’s consider a flight from
Chicago. The dynamics of a routine flight are these:

@ The basic issue is to get to one’s destination on schedule. Business
meeting plans are made assuming a scheduled arrival. Regardless
of all other considerations, the primary criterion is getting from
point A to point B.

¢ Most people will bend by an hour or so on arrival time to stay on a
particular airline if they are hooked on their frequent flyer program.

¢ Finally, most persons are reasonably tolerant of unavoidable
delays. They irritate everyone, but 99.9% of the flying public
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recognize that delays are an inevitable part of flying. The weath-
er certainly can’t be controlled, and equipment malfunctions can’t
be eliminated even with aggressive maintenance. Nevertheless, at
the time a delay is announced most people are irritated.

It should be noted, however, that most people still don’t enjoy flying.
Probably the most salient issue of this respect is the cattle-herding phe-
nomenon. Most recognize, however, that given the exigencies of fly-
ing that current technology will economically permit, there isn’t any-
thing any airline can do about it. The analogies with regard to polic-
ing are these:

® Despite analysis of calls for service indicating the predominance

of conflict management calls, and despite the discussion in this
chapter, the public regards the police role as crime control (just as
the airlines’ role is to get one from point A to point B). Police
administrators would do well not to ignore this fact.

The public appears willing to pay enough in taxes to get police
services that exceed absolute minimums. There are some “no-
frills” agencies, just as there are a few no-frills airlines. But the
substantial majority of agencies are sufficiently funded to pro-
vide some training to their officers, some crime prevention
effort, and an Explorer Scout program. Few communities,
however, are willing to pay first-class fares, buying everything
a police agency can possibly provide. Rather, most agencies
feel some strain on resources.

Many citizens will wait a while to talk to an officer they know
rather than just any officer. Even these “frequent users,” howev-
er, are unwilling to reschedule dramatically to stay with their
favorite officer.

Analogous to airline delays, the public recognizes that in the big
picture the police can’t solve every crime, can’t resolve every
problem. Nevertheless, they’ll be irritated when it’s their prob-
lem that can’t be resolved. Further, they expect the police to
make the best effort to solve their problem; and, at the least, to be
courteous and honest in telling them that they can’t.

It should be noted, however, that try as the police might, the sub-
stantial majority of the public will never “enjoy” contact with the
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police. Just as the airlines can’t do anything about the herding phe-
nomenon that makes air travel tedious, the police will always be
associated with “trouble.”

At the risk of stretching this analogy to the breaking point, it is also
instructive to note what most expect of an airline once they show up
to board a flight:

e An accessible reservations clerk

e A window or aisle seat

e Prompt departure

e Quick beverage service

e Luggage on the same flight

e The engine to stay bolted on

e Courteous staff {not gratuitous, not officious, not bubbly - just
courteous)

In short, the public wants an efficient, competent—but very routine
bureaucratic response. What they explicitly do not want is:

e Creative routing of luggage through Tokyo

¢ An innovative seat assignment

e Imaginative flying at non-prescribed altitudes

e Novel food (particularly when they have no menu choices)
¢ Inventive landing techniques

A significant portion of policing should meet the same criterion—an
efficient, competent bureaucratic response—and nothing more. For
example, a large part of the police function is simple information pro-
cessing. These “take a report” calls, including minor traffic accidents,
are best handled by highly routine, standardized procedures. Further,
the best response to some types of calls is with a highly prescribed
technique, e.g., delivering death messages or issuing traffic citations.

The problem is that a simple, efficient, prescribed bureancratic
response isn’t inherently exciting to academics, research organiza-
tions, management consultants and change-oriented police managers.
Indeed, there is a strong bias in the management literature in favor of
entrepreneurial organizations. Advocates of bureaucratic efficiency in
policing are now labeled “iraditionalists,” with all the negative conno-
tations that the term implies.
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But the reality is that classical bureaucratic efficiency is serving
some organizations very well. Rensis Likert observed that Ray Kroc
did not invent anything. The most successful food service enterprise
the world has ever known was built, and continues to grow, on turn-
of-the-century efficiency management principles. And whether one
walks into a McDonalds in New York, Moscow, London or Tokyo, the
service and product will always be the same—standardization taken to
the extreme.

Similarly, the airline industry has prospered in the past twenty
years, passenger miles increasing several times over, by doing the
basics better. The relevance of such comparisons to policing is, of
course, limited. Police agencies differ not only in the public versus pri-
vate dimension, but numerous others as well. Nevertheless, we need
to be cognizant of the fact that success does not always require daily
creativity.

Yet, almost universally the traditional model of policing is dis-
dained. Certainly, aspects of the model are either no longer necessary
or no longer serving us as well as alternatives might. But not every-
thing about the professional model should be discarded.

Herbert Simon (1945) argued in Administrative Behavior that efficien-
cy is a completely neutral concept. It is neither inherently good nor
bad. Mintzberg (1989) points out, however, that “A management
obsessed with efficiency is a management obsessed with measurement.
The cult of efficiency is the cult of calculation. And therein lies the
problem.” But too many police administrators and scholars throw out
the baby with the bathwater. Obsession with superficial efficiency
measures of elements of police operations does not require as a reac-
tion eliminating the operations. There is a difference between over-
rating response time measures as a criterion of success and response
time being meaningless.

Before we abandon the professional model we would do well to
consider what it has bequeathed us. More educated and better trained
personnel, sophisticated use of technology, better adherence to due
process, far less corruption, and—yes—better response time are all the
products of the Vollmer and Wilson legacy. Perhaps the legacy should
not so readily be disdained because of some negative elements.
Professional efficiency may not be such a bad idea.

The arguments presented here are not intended to imply that we
reject the community-oriented model of policing. It is for some com-
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munities or even a large number of communities. But an evaluation
can be made only after a clear definition has been established. A
vague philosophy suggesting that we treat citizens responsively is a
characteristic of any democratic model of policing, not just communi-
ty-oriented policing.

Organizational Values

An organization without clearly defined, universally understood
and accepted values is like a ship wandering aimlessly in a vast ocean.
One must navigate the treacherous seas with a sense of direction and
purpose. Without values, a police organization will accomplish noth-
ing except maintaining the statns quo. A mission statement alone will
not do. If a police chief or sheriff has no vision and is in a strictly sur-
vival or “don’t rock the boat” mode, lofty mission statements will
mean nothing. If the leader isn’t motivated, it is rare for others in that
organization to be.

The first step in developing a sense of purpose is the establishment
of a shared vision for the organization. This vision should be devel-
oped by the police chief or sheriff. It sets the course by providing an
articulated point of view to guide organizational personnel. The vision
must include a guideline for its achievement.

The second step is the development by all stakeholders (i.e., police
department members, city/county officials and the community) of a
clear and concise statement of the organization’s mission or purpose.
All stakeholders should have input, but clearly it should be based on
the vision set by the chief or sheriff. It provides the foundation upon
which all operational decisions and organizational directives are
based. The Bloomingdale, Illinois Police Department’s mission is:
“The Mission for every member of the department is to consistently
seek and find ways to affirmatively promote, preserve and deliver a
feeling of security, safety and quality services to members of our com-
munity.” This mission statement is not only posted throughout the
police department, but it is reinforced by having every police depart-
ment employee annually sign acceptance of this mission, as well as the
Code of Ethics and Oath of Office. Further, the mission statement is
referenced in every performance evaluation, and every recording of
positive or negative discipline.

A trainer in communication and team building routinely asks his
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audience of police employees if each department represented has a
written department mission. About 25 percent respond that they
don’t, 25 percent respond that they’re not sure, and 50 percent
respond, quite proudly, that they do. He then takes out a $20 bill,
throws it on the table, and offers it to anyone in the room who can
recite one or two consecutive sentences of their mission statement.
Never has he had to pay out the $20! A mission statement buried
in a binder, gathering dust on the shelf is useless. It certainly isn’t
being operationalized.

The third step is establishing the orgamzanon s values. Values are
the beliefs that guide an organization and the behavior of its
employees. The same stakeholders should identify the primary val-
ues of the organization and develop clear and concise value state-
ments based on the vision. This set of values should reflect beliefs,
be truthful, doable and real, and should be clearly articulated to the
department and community. There should be both an organiza-
tional and individual commitment to these values as the basis for
making decisions. They are a guide in exercising discretion. The
Elgin, lllinois Police Department, for example, established the fol-
lowing values categories for their organization:

Human Life

Integrity

Laws and Constitution
Excellence
Accountability
Cooperation
Problem-solving
QOurselves

0N DDk LoD

A value statement for problem-solving is, “We are most effec-
tive when we help identify and solve community problems;” for
integrity, “We believe integrity is the basis for community trust.”
Values must be institutionalized and may very well require chang-
ing the culture of the organization. Institutionalizing of values
should occur in recruitment, selection, training, supervision, pol-
icy statements, leadership, rewards, sanctions, media relations,
and certainly in departmental management.

The last step in defining and promoting values is the setting and
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prioritization of goals of the organization. Clear and concise goal
statements are based on the vision.

Codes of Ethics

In developing an organizational ethic, one must understand
that ethics programs are not substitutes for the real thing.
Turning ethics into a buzzword or an organizational program
will not guarantee integrity in an organization. Employees
have a built-in “genius” for discovering the real reason for a
program and learn quickly how to satisfy its minimum require-
ments. The best way to develop an organizational ethic is the
simplest way. If the CEO truly believes that honesty and
respect for others are priorities, employees will follow the lead.

Most police departments adopt the code of ethics that is pub-
lished by the International Association of Chiefs of Police.
However, few officers are familiar with the code. As with any
profession, there is an informal code of ethics prevalent
through the work environment. Generally, this code stipulates
right from wrong. Occasionally conduct with which the chief
or sheriff may be uncomfortable is acceptable within the infor-
mal code of ethics. A frequent example is acceptance of gra-
tuities. Almost universally, police departments prohibit the
acceptance of gifts, gratuities, bribes, or rewards. Tradition
and individual values often create a conflict, and it is not
uncommon to find that officers routinely accept minor gifts,
such as coffee, reduced rates for services, etc. In exceptional
cases, such as the holidays, a department may consider accept-
ing food gift baskets, if they are made available to all employ-
ees. Gifts which violate departmental policy should be
returned with a letter explaining the policy. The CEO must be
an example of the agency’s gratuity policy!

Weork Ethic

Subordinates tend to look to the work ethic of the “boss” to deter-
mine what the acceptable work ethic is for the organization. Little
things, like the time the chief reports for work and the time he/she
leaves, sets an unofficial standard and becomes an organizational
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benchmark. A police chief or sheriff should not expect to receive
praise from subordinates or elected officials about her/his positive
work ethic. It is part of one’s responsibility in the CEO role, and is
simply expected.



Chapter 5

MANAGING THE AGENCY’S
CRITICAL COMPONENTS

Human Resource Issues

UCCESSFUL MANAGEMENT DEMANDS THAT POLICE EXECUTIVES
Sinteg'rate critical agency policy and operations with mission,
values, and infrastructure. Agency management is not neatly
conceptualized into distinct categories. A mission statement only
becomes meaningful when it is operationalized into program-
ming. Programming success requires leadership. Leadership
requires a clear understanding of the role of management. This
chapter reviews several critical components of successful man-
agement: human resource issues, legal liability, technology inte-
gration and critical incident planning. Without appropriate sys-
tems in place to assure reasonably smooth operations, investment
in leadership and mission planning is for naught.

Human resource planning includes recruitment, training,
development, evaluation, and discipline of personnel. As execu-
tives across the nation know, the quality of personnel and their
management is the most important factor that affects the services
provided by the organization. It is therefore imperative that the
human resource policies of a police organization support the
objectives of that agency.

57
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Recruiting and Hiring

The person hired today for a law enforcement agency position,
either sworn or civilian, will impact the direction of that agency for
years to come. That employee will probably remain with the depart-
ment for twenty or more years, and will reflect the professionalism and
ethical behavior of the department during that time. The type of per-
sonnel hired under a chief or sheriff communicates to the community
the philosophy and leadership style of the chief executive.

Although it is important that employees reflect the attitude,
demeanor, and professional bearing of the chief, and hence the
agency, it is also important that the department’s composition reflect
the make-up of the community. = The community’s education,
race/ethnicity, gender, and perhaps even religious diversity should be
represented by agency personnel. Some departments have been
ordered by a court or federal agency to employ personnel that reflect
the make-up of the community. Not only is it demeaning for a depart-
ment to be regulated by outside agencies, such regulation may affect
department morale. The chief should oversee the recruiting and hir-
ing processes to ensure that the people preferred by the agency are in
fact recruited and hired. :

To target citizens that are desirable employees, the police depart-
ment has to actively recruit. Unfortunately, in the past many law
enforcement agencies did not recruit—they just selected from among
those who applied (Moore & Stephens, 1991). With the advent of affir-
mative action and the need for qualified personnel, a more proactive
method of recruitment is needed. Advertisements in targeted news-
papers and other media; direct recruitment at community colleges and
universities; networking with civic and community leaders; and other
proactive efforts should result in an applicant pool that is qualified and
reflective of the community. Another recruitment activity that should
not be ignored is attendance at high school career days. This activity
may not pay-off for several years, however, early exposure to law
enforcement as a career may have a pronounced impact.

The chief must not forget that current personnel are the best
recruiters for the department. Not only do employees recruit direct-
ly, but they are ambassadors of the agency in every encounter with
the public. If the public’s perception of the agency is one of bias
toward and unfair treatment of minorities it becomes very difficult
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to recruit minority persons. Itis, therefore, imperative that the daily
actions of officers reflect the mission and goals of the department.
Recruitment efforts are profoundly affected by the agency’s reputa-
tion, standing in the community and daily encounters between
employees and the public.

Following recruitment, the selection procedure begins. There are
two theories concerning selection. The first is to select the right type
of person regardless of the position. The second theory proposes
selecting applicants who already possess the skills, knowledge, abili-
ties, and other characteristics needed for the job as determined by a
job task analysis (Sheehan and Cordner, 1995). The first is accom-
plished by hiring those applicants who are the most mature, intelli-
gent, and stable, then training them for the position. According to
Sheehan and Cordner (1995), the second theory emphasizes mechan-
ical and quantifiable aspects of the job rather than people skills. Some
agencies focus exclusively on one theory in their selection process
while other agencies select based on some combination of the two.

Depending upon governmental structure, an agency may utilize a
police and fire commission, a civil service commission, the city/coun-
ty personnel department or its own personnel unit to conduct the
selection procedures. Whatever division is involved in choosing and
implementing the selection procedures, the chief and that unit must
ensure the procedures are fair and job related.

After recruiting and selecting the most qualified candidates, newly
hired employees must be trained in state mandated courses, as well as
the department’s policies and procedures. After completion of the
state mandated basic recruit fraining program, many agencies have the
newly hired officer complete a department field training program. If
the agency has such a program, the chief should ensure that the pro-
gram reflects the agency mission and values and that those elements
are included in the evaluation of the trainees.

PERSONNEL TRAINING AND CAREER DEVELOPMENT. Law enforce-
ment is constantly changing. As personnel practices, technology, and
demands for police services change and criminals become more
sophisticated, traditional police practices are questioned. Change and
reform have become imperative. Law enforcement executives must
be prepared to meet the changing needs of the workforce and of soci-
ety. One way to meet these demands is to develop an education, train-
ing, and professional development strategy that will serve the com-
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munity and the agency.

In-service training can increase professionalism, enhance officer
and citizen safety and directly and indirectly reduce liability. This is
an integral component of the training strategy the chief institutes. In-
service training can update all employees of changes in laws, proce-
dures, and policies; and can include state mandated courses. It is also
an opportunity to train personnel in specific areas where deficiencies
may exist, as identified by a training needs assessment. Such areas
may include report writing, communication skills, handling mentally
disturbed individuals or pursuit driving. Finally, in-service training
can provide training that incorporates the mission and values estab-
lished by the chief.

Professional development should be encouraged for all employees.
Only twenty percent of all employees will become supervisors and
managers. It is important to provide new challenges and job enrich-
ment for those who choose to remain at the level of operations or who
are unable to be promoted. As more and more tasks are being
demanded of the patrol officer, professional development is needed to
develop the skills needed in this expanded role and for officers to
increase responsibility and develop greater autonomy (Moore and
Stephens, 1991). The chief or sheriff must be committed to this strat-
egy to ensure that resources are available for employee participation
in technical, specialized, and management training. A career devel-
opment program will help retain motivated, self-starting employees
and will reward them for developing skills essential to their role in the
agency. However, professional development must not only enrich the
individual, it must also fulfill 2 need that the agency is experiencing.
All decisions concerning professional development must, therefore, fit
a two-prong test: (1) will the program meet a need or deficiency in the
department, and (2) will it meet the goals of the individual?

To encourage professional development of employees, the chief
might develop a scheme in which each employee is rewarded for the
skills that he/she possesses as well as the seniority and rank upon
which salary and benefits are commonly based. This may take some
refinement and several years, as often pay scales and benefits are dic-
tated by the contract between the officers’ union and the jurisdiction.
Chiefs will need to show the benefits that the program has to individ-
ual employees, the department, and the community to obtain support
for this program.
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A problem faced by sheriffs, and police chiefs who operate lock-ups,
is how to develop the corrections officer position as an end onto itself.
In most counties, the corrections officer is seen as a stepping stone to
becoming a deputy sheriff. When this happens the jail is continuous-
ly recruiting, hiring, and training new employees, a costly undertak-
ing. To retain corrections officers and to encourage employees to
remain in the jail, a career ladder within that area should be created.

Promoting employees to specialist positions or supervisory/man-
agement roles can be rewarding, yet can create problems for the chief.
The chief wants to promote those employees who have shown support
for the chief’s vision, mission, and values, yet any promotion process
must be fair and based on the established promotion procedure.
Promotion screening may include written tests, oral boards, and/or
assessment centers, and take into account candidate training, educa-
tion, experience and supervisor recommendations. To be fair, posi-
tions must be posted and list the required qualifications and process.

PERFORMANCE EVALUATIONS. Employee performance evaluation
has been used in law enforcement agencies for years and has become
a basic element of effective public organizations. The performance
evaluation can provide feedback to the employee concerning work
behavior and objectives to be met; furnish information to manage-
ment for staffing, directing and controlling decisions; create a record
to be used for promotion purposes; and provide guidance of what is
important to achieve {Moore & Stephens, 1991; Sheehan & Cordner,
1995). Unfortunately, there are few organizations that are satisfied
with their performance evaluation program. Most are constantly
searching for a better method.

Evaluations can take many forms. At one end of the spectrum is a
blank sheet of paper considered by many managers to be the best
form. This model has supervisors write a narrative of the positive and
negative performances of the employee. At the other extreme is a
printed form with weighted ratings of selected traits and tasks that are
appropriate for the position. In this model, supervisors check the
appropriate box for each trait or job task being evaluated, then scores
are added to determine the employee’s effectiveness. In some cases
employees are ranked with others who perform the same role.

Performance evaluations can be based on counting activities, such
as number of arrests, sick days taken, traffic citations issued and num-
ber of convictions. Other performance evaluations measure job activ-
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ities such as citizen satisfaction with officer response and officer judg-
ment. The quantitative evaluations are seen as being impartial and
relatively easy to determine. However, they have several disadvan-
tages such as oversimplifying the job and overlooking important tasks
or activities that are not easily counted. Too often performance mea-
sures evaluate one aspect of the job and are not necessarily an indica-
tor of overall job performance (Froemel, 1979). On the other hand,
while measuring traits and skills such as customer satisfaction and
judgment can reflect the activities of the officer more accurately, they
are more susceptible to error and can be more open to question and
challenge. Some agencies find it best to combine the two methods.

The trend in law enforcement performance evaluations is to utilize
the key components of the written job description and to assess a sim-
ple “competent” or “needs improvement” for each essential task. In
this manner, the evaluation focuses on the quality of the work and not
on personality issues (Jones, 1998). This also allows the evaluation
process to be more objective and keeps the focus on tasks that are to
be performed by the worker and that are tangible and readily
observed. Supervisors should be encouraged to maintain written per-
formance logs that give specific examples of both good and poor eval-
uation. A short narrative regarding the development goals that have
been agreed upon by the rater and the employee should also be
included in this evaluation form. Finally, the evaluator should identi-
fy employees’ skills that can be capitalized upon and those skills that
are weak and need improvement. Whichever type of evaluation is
used, it requires someone, preferably the chief executive, to make
decisions concerning what is important so that those tasks and skills
are evaluated.

Unfortunately, the performance evaluation process can be political.
Job evaluations can never be totally objective. Organization politics
will always play a role. Some political actions involved in the perfor-
mance evaluation process include deliberate manipulation of formal
ratings, which could occur if the evaluators’ job performance is based
in part on his/her subordinates evaluations. Other political actions
that could take place during evaluations is a lower rating that is used
to show the subordinate who is boss or to shock the subordinate into
increasing performance. Those being evaluated can also manipulate
the system by engaging in favorable behavior close to evaluation time.

In the “ideal world,” performance evaluations should be linked to
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compensation increases or merit pay. Civil service systems and
unions resist this linkage and usually strive to have a collective bar-
gaining agreement that ignores performance and bases pay increases
solely upon longevity.

The chief executive may want to consider adopting both an infor-
mal progress review as well as the more formal performance evalua-
tion. The informal review allows the supervisor and the employee to
examine the employee’s progress on a regular basis. This allows goals
and objectives to be adjusted, if needed, and allows the supervisor to
correct any errors that the employee may be making (Universal
Training Systems Company, 1976).

The formal evaluation process is a written analysis of past perfor-
mance during the time span of the review, including performance on
regular tasks and special projects, establishing new goals, and planning
career development. This evaluation usually becomes part of the
employee personnel file and is used during the next evaluation to
assess if the established objectives and goals have been met.

Regardless of the evaluation format, the evaluation is a “subjective”
process that is difficult to prepare, explain, and justify. Ironically, very
few performance evaluations, with the exception of the extreme “poor
performance,” are negative. The natural aversion to conflict by most
supervisors results in “routine evaluations” with little feedback to the
employee regarding future development needs. In actuality, that is
exactly what an effective performance evaluation should focus upon—
what behavior, conduct, and skills should be changed and/or devel-
oped. No maiter what format is used, the employee evaluation can be
an uncomfortable experience. To eliminate or at least decrease these
feelings, the performance evaluation process must include training of
both evaluators and those being evaluated. This will allow all parties
involved to review the process to be used and become knowledgeable
about its purposes. Evaluators are familiarized with the rating system
and the completion of the evaluation. Training should also teach eval-
uators how to provide both positive and negative feedback and to pro-
vide assistance in both skill improvement and career development.

A performance evaluation appeal process is essential to resolve dis-
agreements that occur between the rater and the employee that can-
not be resolved in a performance evaluation interview. A procedure
should be in place outlining the appeal process and what limits exist
to make change. Performance evaluations can be open to legal action,
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especially if the evaluation is used to make employment decisions,
such as termination, pay increases or promotion. Employees can con-
test the content of the evaluation as well as the reliability and validity
of the process. It is, therefore, important to ensure that the perfor-
mance evaluation process is job-related, based on the duties and
responsibilities for the position being evaluated and is derived from a
job analysis or up-to-date job description. The process must also be
documented, the supervisor must record facts on important incidents.
The chief executive must also ensure that the performance evaluation
does not create unnecessary adverse impact and is defensible if chal-
lenged.

Even though the performance evaluation can be franght with prob-
lems, the chief executive can ensure that the goal of the evaluation
process is achieved if policies and procedures are established and fol-
lowed, and the performance standards are reasonable, attainable, and
relevant (Jones, 1998). To have a successful performance evaluation
process, periodic evaluations of the system must be done, including
getting input from the raters and those being rated concerning the
form, what is evaluated, the method of evaluation, and other elements
of the process. Additionally, management must practice what it
preaches. Managers and supervisors should be evaluated by their
superiors using the same process that is in effect for other employees
(Bopp & Whisenand, 1980). Whatever system is used, it should be
simple, linked to tasks, skills, and knowledge needed for the job; pos-
sess clearly defined job aspects to be evaluated, identify the scale or
system used to rate the job tasks and characteristics, keep the paper-
work to a minimum, and include training on the performance evalua-
tion process.

Civil Liability of Law Enforcement Executives

A sportswriter once wrote, “There were two types of professional
football coaches: those that have been fired and those that are going
to be fired.” A variant of this somewhat cynical observation may be
applied to police chiefs and sheriffs. The two types of law enforce-
ment executives are those that have been sued and those that are
going to be sued. The level of hierarchical responsibility, the high
public profile, the oversight of potentially risky activities, an increas-
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ingly litigious society and a civil justice system with a focus on indi-
vidual rights rather than societal responsibilities place the modern law
enforcement executive squarely in the path of litigation. Additionally,
certain factors in the operation of the civil justice system—such as the
possibility of lucrative attorney’s fees being awarded even in weak
cases—add to the potential for snit. Certainly, examples may be found
of police executives who have completed a career without ever having
sat on the wrong side of the courtroom. However, such examples are
becoming increasingly rare.

As a chief of police or sheriff, the senior law enforcement executive
obviously occupies the top position in the agency’s hierarchy.
Individnals who believe they have been wronged by an employee of
the agency normally assume that the agency head bears responsibili-
ty. This perspective exists whether the alleged wrong was at the hands
of a deputy sheriff in a five-member department or a patrol officer in
a large city such as Chicago. The public assumes the chief executive
must be held responsible. While this notion may be politically appro-
priate, it is frequently incorrect legally. Public accountability and legal
liability are not congruent concepts. History is riddled with tales of
individuals who were turned out of office based on the unacceptable
behavior of their subordinates. The same individuals were found not
liable for monetary damages in those incidents.

A sheriff or chief of police must maintain a high public profile. The
nature of the job requires frequent interaction with all segments of the
public. This translates into appearing on radio and television and in
the print media, giving speeches at community association meetings,
and, in the case of a sheriff, actually touting one’s talents to the public
during an election. There is constant name reinforcement to the gen-
eral public. Thus, when a lawsuit is contemplated against a commu-
nity’s law enforcement agency, the agency head, whose name is often
synonymous with the agency, is named in the suit. Consider the city
public works department. When a sanitary sewer line backs up and
floods a citizen’s home, the city may be sued. Is the public works
department head also named? When a municipal refuse truck side-
swipes a resident’s vehicle, is the department head named in the law-
suit? Maost often the answer is, of course, no.

By its very nature, the law enforcement function involves high-risk
activities. Most employees carry instruments of deadly force.
Encounters with citizens are often emotionally charged. Penal law
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enforcement responsibilities require the exercise of discretion on the
part of individual officers. County correctional operations are respon-
sible for food, shelter, clothing, health, and safety of prisoners. These
are only a few examples of police activities that, if not performed
appropriately, can give rise to unhappy citizens and civil lawsuits.
Even the sheer number of miles logged in police vehicles increases the
potential for “fender benders” and corresponding civil liability.

Much has been written about our so-called litigious society. A gen-
eration ago, lawsuits were viewed as a last resort to resolving a per-
sonal dispute. Today, the number of lawsuits filed has expanded expo-
nentially. In U.S. District Court alone, over 250,000 civil suits were
filed in 1997 The number of pending civil cases in state trial courts
now exceeds 14 million! Clogged court dockets have in many com-
munities greatly slowed the wheels of criminal and civil justice. While
certainly only a small fraction of these suits are against law enforce-
ment personnel, there is little reason to believe that the number of
such lawsuits has not also increased proportionally over the last quar-
ter century. Some argue that the increased volume of litigation is
directly related to the number of lawyers in society. Certainly, a finite
number of attorneys can only handle a finite number of claims;
increase the number of lawyers and, correspondingly, the number of
lawsuits can be expected to increase—young lawyers also have to eat.
In 1996, the Bureau of Labor Statistics reported over 600,000 practic-
ing lawyers in America.

The very nature of American society is grounded in the concept of
individual rights and liberties. These individual rights and liberties,
most derived from the U.S. Constitution, often conflict with society’s
efforts to maintain public order through the law enforcement function.
An individual who believes his rowdy behavior is merely an exercise
of his free speech right will likely be unhappy to be arrested for disor-
derly conduct—a potential false arrest suit. Even an uncooperative
intoxicated driver may view the police use of force to subdue him as
excessive and warranting a civil claim. (Consider the infamous Rodney
King case in Los Angeles in this regard.) Conversely, many freedom-
loving Americans hold the view that government has a responsibility
to protect its citizenry. Thus, when the police response to a 911 call is
misdispatched or slow-arriving and a citizen is raped, injured, or
killed, litigation against the governmental agency may follow.

Without doubt, one of the primary factors spurring civil litigation
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against law enforcement agencies is the partial abrogation of the doc-
trine of sovereign immunity. For many years, most states followed the
commeon law doctrine of sovereign immunity in regard to civil suits
against governmental entities and their officials and employees.
Simply stated, this doctrine holds that a sovereign cannot be sued
without its permission, and traditionally permission was rarely forth-
coming. Consequently, citizens who were harmed by official miscon-
duct had little recourse. About 50 years ago, the federal government
and the states began loosening their adherence to the rule, first in
breach of contract cases and later in personal injury matters.

Today, traditional tort suits against state and local governmental
entities are regulated by state statutes. For example, Illinois govern-
mental entities and officials are controlled by the Local Governmental
and Governmental Employees Tort Immunity Act, 745 ILCS 10/. For
violations of constitutionally protected rights, the United States
Supreme Court ruled in 1978 that the doctrine of sovereign immunity
was unavailable as a defense and local governmental units could,
under certain conditions, be held civilly liable. This ruling, in Monell
v. New York City Department of Social Services, 436 U.S. 658 {1978),
is believed by many legal scholars to have substantially facilitated civil
litigation in the law enforcement field.

The decision allows an aggrieved plaintiff to not only pursue a cause
of action against the offending police officer or police official but,
more importantly, against the “deep pockets” of the employing munic-
ipality. This latter aspect has the secondary effect of actually reducing
the likelihood that a police official, as an individual, will be forced to
pay any monetary judgment that might be awarded. Since a city or
county has the power to tax, its fiscal resources can be viewed as vir-
tually limitless. In contrast, the individual net worth of police chiefs,
sheriffs and other peace officers is rarely great. The goal of the plain-
tiff’s attorney then is to establish liability on the part of the party with
the resources to pay a judgment—the governmental entity. An uncol-
lectable monetary award against a chief of police or sheriff is of little
use to an injured citizen or her/his lawyer.

Finally, most state and federal fair employment laws have been
extended to public employers in recent years. Thus, a police chief or
sheriff may be subject to suit for alleged unlawful discrimination in
making employment decisions or for failure to properly compensate
employees for overtime. For a variety of reasons that will be explored
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subsequently, suits by employees are increasingly more likely than
suits by the public at large.

CATEGORIES OF SUITS. Lawsuits against public officials have their
origins in one of three legal theories:

1. Common law tort
2. Constitutional tort
3. Federal and state labor and personnel statutes

A tort is defined as a civil wrong in which the action of one person
causes injury to the person or property of another, in violation of a
legal duty imposed by law. Lawsuits arising from automobile colli-
sions, injuries from defective products and harm due to another per-
son’s negligence are examples of torts found in everyday life. The law
enforcement professional faces legal exposure in tort for conduct
resulting from claims of assault and battery, false arrest, false impris-
onment, and wrongful death. Of particular concern to administrators
are suits arising from patrol vehicle collisions during pursuits and a
myriad of injuries that can occur in a jail.

As noted earlier, for many years governmental units and their
employees were protected from such claims under the doctrine of sov-
ereign immunity. This protection is eroding. For example, some years
ago the Illinois legislature waived immunity for selected torts, thereby
permitting some claims to be pursued against governmental units.
Under the Local Governmental and Governmental Employees Tort
Immunity Act, however, public officials and employees still enjoy a
high degree of immunity. Specifically, immunity is retained for
injuries arising out of policy decisions or the exercise of discretion.
Likewise, there is a granting of immunity for employees who are act-
ing within the scope of their employment. Finally, law enforcement
personnel are also immune from liability for injuries arising out of the
provision of police services and certain aspects of jail operations. The
statute further requires provision of legal defense and indemnity to
public employees subject to tort claims. Indemnity is not permitted
for punitive damages. Most other states have similar statutes.

Because of the barriers created by the doctrine of sovereign immu-
nity and state statutes, plaintiffs’ attorneys often make their claims
under the guise of a so-called constitutional tort. These are claims
based on allegations of violations of constitutional rights under a fed-
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eral statute, Title 42 U.S. Code § 1983. Commonly referred to as
“1983 suits,” these actions are often pursued in federal court. False
arrest, use of force and illegal search suits are based on allegations of
violation of the Fourth Amendment protection against unreasonable
searches and seizures while prisoner suits often arise from Eighth
Amendment claims, being subjected to cruel and unusual punishment.
Law enforcement employees sue their employers often under a claim
of a First Amendment free speech violation, or when adverse person-
nel action is taken, an alleged deprivation of due process under the
Fourteenth Amendment.

For the law enforcement administrator to have personal liability, the
plaintiff must show that the administrator either intentionally deprived
him or her of a constitutional right or was “deliberately indifferent,”
resulting in the right being violated. Because of Supreme Court deci-
sions in recent years, the deliberate indifference standard has become
increasingly difficult for a plaintiff to establish. Essentially, an aggriev-
ed party must show that the police official made a conscious choice to
ignore a constitutional right, mere negligent behavior is insufficient. A
variety of other legal defenses may also be available to the official.

While a police official may escape personal liability, the employing
agency may be held legally responsible if the unconstitutional act was
a policy or custom of the agency. Thus, for example, a use of force
policy later found to be unconstitutional may result in legal liability for
a municipality while police officers who acted under the policy escape
responsibility. This is exactly what occurred when the Supreme Court
declared the common law fleeing felon rule unconstitutional in
Tennessee v. Garner, 471 U.S. 1 (1985). The city of Memphis was
found civilly liable because its policy of using deadly force against any
fleeing felon violated the Fourth Amendment. However, the police
officer who fired the fatal shot into the back of 15-year-old Edward
Garner was excused from civil responsibility.

This individual/agency liability distinction poses a particular prob-
lem for law enforcement administrators. Since a city or county makes
its policies through the decisions of its elected and appointed officials,
a judgment that a police leader makes can place the employing entity
in danger of civil liability. For the actions of a police chief or sheriff to
constitute “policy” of the city or county, the police chief or sheriff must
be legally considered a “policymaker.” This status may vary depend-
ing upon the topic in question. For example, the average police chief
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could be considered a “policymaker” regarding personnel shift assign-
ments because that action is normally not subject to review by higher
authorities. On the other hand, the same chief might not be a “poli-
cymaker” in employee discipline if a city manager, mayor or other
official originally approved the disciplinary procedure. Thus, under
Section 1983, a law enforcement official’s decision, which later
proved unconstitutional, could expose a municipality or county to
monetary liability, while at the same time the official would not
have corresponding personal liability. The complexities of 1983
suits mandate that public officials engage competent legal counsel to
determine their personal legal exposure.

The third area of possible personal liability exposure arises from
federal and state fair employment and labor laws. Subordinate
employees or employee unions are almost always the plaintiffs in
such cases. Most often the suits do not actually expose the agency
administrator to personal liability. Rather, the aggrieved employee
is seeking relief that can be granted only by the agency, e.g., pro-
motion, back pay, overtime compensation. A few statutes do pro-
vide for suits against individuals. Sexual harassment claims come
most readily to mind. Other adverse personnel actions brought
against a sheriff or police chief normally are constitutionally based
and pursued as a 1983 suit.

Suits originating in fair employment and labor law violations
rarely come as a surprise. In virtually all instances, exhaustion of
administrative remedies is a prerequisite to the filing of the suit.
Thus, the agency head will have either already reviewed the claim
or have been a participant in a hearing before a merit board, a hear-
ing officer or an arbitrator.

A Lawsuir DoOES NOT MEAN LIABILITY. A basic, but often misun-
derstood point, is that the filing of a lawsuit does not mean that the
defendant has any legal liability. It does not even say much about the
likelihood of success on the part of the plaintiff. Unlike the filing of
criminal charges where a state’s attorney, a grand jury or a judge
makes a determination of probable cause before charges are formally
pressed, no similar requirement exists in the civil side of the court-
house. All that is required to file a civil lawsuit is payment of a filing
fee and a verification by the plaintiff’s lawyer that the petition’s alle-
gation is “well grounded in fact and is warranted by existing law.”
Curiously, only in the most extreme cases (e.g., repetitive filing of truly
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frivolous lawsuits) is a sanction imposed for making allegations that
are subsequently shown not to be true.

This lack of litigation screening not only fills courts with arguably
weak claims but also places a law enforcement official in a quandary.
Assume, for example, that an officer arrests an individual for shoplift-
ing. In the course of processing the suspect, the arresting officer finds
stolen merchandise in her purse. The individual, the wife of a local
bank president, nevertheless denies the charges. At trial, the judge dis-
misses the case on the grounds that the search of the purse was uncon-
stitutional. The defendant goes free. In an effort to regain her repu-
tation and to express her unhappiness with the police, she sues the offi-
cer, the chief of police and the municipality. She alleges that she was
treated rudely, had excessive force used against her, was falsely arrest-
ed and searched, and otherwise had her constitutional rights violated.
If the matter ever goes to trial, the facts may clearly establish that the
allegations are not substantiated, that the officer acted lawfully and
that none of the parties are civilly liable. Nevertheless, when the suit
is filed, the local media may widely report the matter. Normally, when
such matters are reported, the agency head is asked for a comment.
Becanse the chief may be unaware of the details of the case or because
the municipality’s attorney may caution against public comment on
pending litigation, the police executive may be forced to make no
comment. All that the public knows is the allegations and the lack of
denial by the police department. If the matter is not formally resolved
through trial or dismissal, the public is never informed of the correct-
ness of the officer’s conduct. For the law enforcement executive, keep-
ing an appropriate perspective about civil suits is vitally important.

Lawsuir As A WAKE-UP CALL. Even if a lawsuit is without legal
merit, it is evidence that some citizen is unhappy with the actions of
the law enforcement agency. A chief of police or sheriff should exam-
ine a lawsuit in the same manner that lesser complaints are reviewed.
Most agencies have mechanisms for responding to citizen complaints.
Minor complaints, such as officer discourtesy, may be reviewed by
first line supervisors. More serious matters, such as excessive use of
force, may warrant a formal internal affairs investigation. Allegations
in lawsuits are no different. Whether or not civil liability is ultimately
established, the suit should serve as an impetus for reviewing policies,
field procedures, training, human resource practices, or other aspects
of managing the department. Even a frivolous suit is proof that some-
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one believes the agency has a problem. Corrective action may be nec-
essary to head off later, more valid litigation. Changing a condition or
procedure after harm has occurred is generally not admissible in court
as proof that the original condition was improper.

ExecuTive Is OFTEN NECESSARY Bur MINOR PARTY. For a
decade, George J. Beto served as Director of the Texas Department
of Corrections, one of the nation’s largest prison systems. Beto, who
previously had been a member of the Illinois Parole and Pardons
Board while employed as president of Concordia Theological
Seminary in Springfield, by most historical accounts was well
respected by inmates and prison employees alike. Yet, during his
tenure as a prison administrator he held the dubious distinction of
being the most sued man in America! Why? Simply because he
was the boss. Few of the hundreds of suits were efforts to obtain a
monetary judgment against Beto personally. Rather, as the director,
he was a necessary defendant in any inmate’s habeas corpus action
or any suit contesting conditions of confinement. When he stepped
down in 1972, his successor’s name, W. J. Estelle, replaced him as
the named defendant in the pending lawsuits.

Law enforcement executives are often named in suits in their “offi-
cial capacity” because they are the boss. Plaintiffs’ lawyers frequently
take a shotgun approach and name as defendants every person in the
chain of command of the offending officer. Thus, if a patrol officer is
claimed to have violated a citizen’s rights, the citizen might sue by
name the officer, his sergeant, his lieutenant, his captain, the deputy
chief, the chief of police, the department, and the municipality. Courts
view a suit against a governmental official in his or her “official capac-
ity” as simply a suit against the governmental employer, i.e., the city
or county. The same is true regarding a suit against the “police depart-
ment” or “sheriff’s department.” These divisions have no existence
separate from the city or county government of which they are a part.

Unfortunately, circumstances do occur where the law enforcement
executive is sued not only in “official capacity” but also in “individual
capacity,” or both. Individual capacity suits seek to hold the executive
personally liable for the alleged harm. Sheriffs, because of being elect-
ed officials with a fair degree of autonomy from the remainder of
county government, have greater exposure than police chiefs in this
regard. The good news is that except for egregious intentional mis-
conduct, e.g., torturing a prisoner, many jurisdictions will pay the legal
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representation bills of the official and indemnify the official in case of
a monetary judgment. These costs are often covered by public official
liability insurance.

EXECUTIVE HAS SEVERAL LEGAL DEFENSES AVAILABLE. When any civil
suit is defended, two possible defenses antomatically arise. First, a defen-
dant will be found not liable if the plaintiff fails to establish a legally recog-
nized cause of action. Courts entertain lawsuits only for harms that the law
traditionally recognizes as actionable. For example, one of the more com-
mon forms of litigation is based on negligence arising out of an automobile
collision. The law recognizes that a motorist has a duty to operate his auto-
mobile in a safe manner and if that motorist negligently causes personal
injury or property damage to another, the courts will provide a forum to kt-
igate the extent of liability. In contrast, if one individual behaves rudely
toward another person, that rude behavior does not provide a basis for a
civil suit; the law simply does not recognize a cause of action for rude behav-
ior. For the public official, certain actions are simply not subject to civil
court remedy. For instance, save for a few unusual cases, American courts
have not allowed a disgruntled public employee to sue his employer
because he was transferred to another assignment, even if he perceives the
assignment to have less prestige. Thus, transferring a deputy sheriff from
assignment as a detective to working in the county correctional facility will
normally not be actionable so long as his compensation is not altered.

Besides the failure to state a cause of action, civil suits may also be defend-
ed on a factual basis. Simply put, the plaintiff might have a legitimate claim,
but only if the facts were as alleged. For example, false imprisonment is cer-
tainly a long-recognized tort. But if the facts of the case establish that no
deprivation of liberty occurred, or that the imprisonment was based on a
valid court order and thus not false, the suit will fail.

Public officials, such as police chiefs and sheriffs, also enjoy some special
defenses that can eliminate personal liability. (Bear in mind that these
defenses may absolve the law enforcement executive from personal liabili-
ty but the employing governmental agency may still be responsible.) At the
forefront of defenses is the doctrine of qualified immunity. This doctrine is
based upon the principle that public officials are employed to exercise
their best judgment in performing their offices. Thus, if the law were
to hold an official responsible for harm as a result of a discretionary
decision, no one would want to be a public official. This doctrine
holds true even when bad results occur. Consequently, a chief of
police or sheriff is immune from civil suit for the results of a discre-
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tionary decision made within the scope of his or her employment.
This defense is particularly appropriate in cases involving tactical or
operational decisions.

For purposes of Section 1983 suits, the Supreme Court has ruled that a
public official may be held liable only where the official knew or shouid
have known that his or her actions were unconstitutional. In other words,
to be liable for viclating an individual’s constitntional rights, the right must
have been “clearly established” at the time of the infringement and it must
be shown that the average law enforcement official would have known that
the conduct was unconstitutional. For example, a sheriff who refuses to per-
mit prisoners to use tobacco is likely not civilly liable for that decision even
if a federal judge were to later rule that tobacco use while incarcerated is
constitutionally protected. The reason: the law on tobacco use by prisoners
is not clearly established because of the lack of definitive court decisions.
The sheriff cannot be expected to guess what the law will ultimately turn out
to be! In contrast, a sheriff who refuses a prisoner the opportunity to visit
with his lawyer is on dangerous ground. The constitutional right to confer
with legal counsel in preparation for trial is clearly established and the aver-
age sheriff knows, or should know, this principle.

Finally, the mere fact that a subordinate officer unlawfully injured an
individual or his property does not automatically mean the agency head
is responsible. The doctrine of respondeat superior—the master is responsi-
ble for the servant—is limited in its application in public sector cases.
Specifically, the “master” is normally considered to be the employing
entity, such as the city, not the agency head. Second, the agency head,
like any other supervisor, is civilly liable only if he/she ordered,
approved, directed, or was deliberately indifferent to the unlawful behav-
ior. Unlike the ancient code of the sea where the ship’s captain is totally
responsible for what occurs under his command, the chief of police has
no such absolute legal responsibility—and concurrent personal Liability—
for every action of a subordinate officer.

Surrs BY EMPLOYEES. Despite the attention given to civil liability for
police misconduct, increasingly police administrators find themselves being
sued, not by members of the public at large, but by subordinate employees!
Personnel actions ranging from allegations of sex discrirnination to denial of
collective bargaining rights have burgeoned in the last 20 years. Several rea-
sons exist for this phenomenon. First, in the overwhelming number of
encounters with the public the police simply do not engage in misconduct.
Second, the bulk of individuals who come into contact with the police on a
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regular basis would not be particularly sympathetic plaintiffs in a court-
room. Few lawyers can eamn a living suing the police for conducting an ille-
gal search that produces 200 pounds of cocaine. The average juror is
unlikely to be sympathetic to the aggrieved drug dealer. Third, much police
misconduct is handled internally to the satisfaction of the unhappy citizen.
A citizen who is treated roughly may well prefer to see the offending officer
suspended than to go through the hassle of a civil suit that would result in
only a nominal monetary award. Finally, in cases involving property dam-
age by the police, municipal insurance or contingency funds are frequently
used to resolve those claims to the satisfaction of all parties. Thus, success-
ful third party suits against the police tend to be limited to cases involving
death or serious bodily injury; cases where the potential exists for a high

monetary judgment.
In contrast, public emnployee rights have undergone enormous expansion

in the last two decades. Primarily because of the federal structure of the
American system of government, Congress, and to a lesser degree the
courts, have left the topic of public employee rights to the individual states.
For example, while private sector workers have enjoyed the right to union-
ize and bargain collectively with their employers since 1935, collective bar-
gaining for police officers and sheriff’s deputies is still non-existent in a
dozen states. Congress has refused to approve legislation applying the
National Labor Relations Act to public employees. The national legislative
body has taken a similar path regarding the Occupational Safety and Health
Act (OSHA) and a myriad of other labor laws.

However, court decisions have allowed some federal labor laws to
be applied to public sector workers. These are the statutes and rulings
that often give rise to litigation between police officers and their
employers. Most important of the statutes are the Equal Employment
Opportunity Act, which prohibits job discrimination based on race,
color, religion, national origin, sex, pregnancy, and disability, and the
Fair Labor Standards Act, which proscribes overtime compensation.
Meanwhile, Supreme Court rulings regarding free speech, freedom of
association, and due process have given rise to extensive public
employee litigation.

While data is not available that counts the relative number of civil
suits by private citizens compared to public employees, informal
review of newspaper accounts and appellate court case reports suggest
that litigation by employees is far more prevalent than suits brought
by members of the public at large.
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Areas with Prime Potential for Lawsuits

By Members of the Public
Use of Force
Vehicle Pursuits
Jail Operations
Deaths in Custody

By Agency Employees
Sex Discrimination
Race Discrimination
Adherence to Disciplinary Procedures
Overtime Compensation
Repulation of Off-Duty Conduct

Ways to Mimimize Personal Civil Liability

1. Follow agency and city/county manuals and policies. Adherence to
written procedures creates a strong claim to a good faith defense.
2. Act only within the scope of your duties,
3. Actin a professional and responsible manner at all times. When faced
with a difficult situation, use reason instead of emoton.
4. EKnow the constitutional rights of the public and respect them.
5. Know the constitutional rights of your employees and respect them.
6. Consult your legal counsel and/or superior, if any, when in doubt as to
proper course of action. Document any advice given.
7. In sensitive cases, fully document your activities. Keep good written
records.
§. Establish and maintain good relations with all aspects of the
community.
8. Keep yourself well informed on current issues and trends in policing.
10. Keep yourself well informed on current issues in civil liability cases.

Adapted from del Carmen, Criminal Procedure: Law and Practice (4th Edition),
Wadsworth Publishing Company, 1998,
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DiscipLINE. “If the police are to maintain the respect and support
of the public, they must deal openly and forcefully with misconduct
within their own ranks whenever it occurs” (President’s Commission
on Campus Unrest, 1970, pages 5-8). This advice is as valid and time-
ly as it was over thirty years ago when one considers the number of
police shootings, beatings, and other criminal behavior by police offi-
cers that have been reported in the last decade. The law enforcement
executive is ultimately responsible for the behavior of all personnel in
his/her agency and, therefore, must establish guidelines for behaviar,
policies for investigating allegations of misdeeds, procedures for con-
ducting hearings, and the disciplinary action to be taken.

One of the first steps in the disciplinary process is the determination
of which employee actions will result in an internal investigation and
possibly disciplinary action. Some chiefs have developed a model of
behavior and potential disciplinary procedures that distinguish
between errors and rule violations that are inadvertent or well-inten-
tioned and those that are intentional and committed for personal or
malicious reasons (Sheehan & Cordner, 1995). This allows the
employee who is trying to do the right thing not to be punished if the
behavior was well-intended but may not have conformed to current
policy or practice. On the other hand, behaviors that are intentional
or malicious or for personal gain must be forbidden and a system
established to investigate and take disciplinary action against those
employees who intentionally violate police policy and the law.

The chief must also decide who will be responsible for investigating
complaints against officers and other employees. The size of the
agency will dictate whether there is a separate unit or person desig-
nated for that task or if the chief executive or second in command will
take on that role. No matter who is responsible for the investigation
of employee misconduct, that person must report directly to and be
under the control of the chief. In some agencies, there is a decentral-
ization of investigation, the employees’ direct supervisor is responsible
for the investigation of minor infractions while more serious violations
are investigated by the internal affairs unit. This allows the supervisor
to still be responsible to direct and control her/his subordinates. If this
model is adopted, copies of all complaints, investigations, findings and
actions must be forwarded to the internal affairs unit so that a depart-
ment depository of such complaints is kept. This ensures that an
employee who has accumulated several complaints, each that may
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have been handled by a different supervisor, is identified and appro-
priate action taken.

The length of time an employee is assigned to the internal affairs
unit has been debated. Some argue that due to the type of job, it
should be a career appointment. Those that propose this model argue
that the officer is investigating other officers and if sent back to patrol
or another unit, will not receive the respect and, more importantly, the
support of officers, some of whom he/she may have investigated and
were subjected to disciplinary action. Others argue that appointments
to the internal affairs unit should be made on a short-term basis, eight
to twenty-four months, and then re-assign the officer to another unit.
This allows a shorter time for the officer to make “enemies” and also
allows several officers to participate in the internal affairs unit and per-
haps better understand the operation and purpose of the unit.

Administrative due process should be afforded in all disciplinary
hearings and actions. It has been ruled by the courts that such hear-
ings must guarantee fairness and equity, and that constitutional pro-
tections be safeguarded. The chief must establish a procedure that
meets all current legal standards in this area. As most disciplinary
actions threaten either the liberty or property rights of the employee,
the employee is entitled to procedural and substantive due process.
By following these procedures, the disciplinary hearing and any action
taken should be upheld by those who may later examine the issue.

Law enforcement executives do not want to get to the point of hav-
ing to conduct employee disciplinary hearings and actions.
Disciplinary actions are formal punishment and can affect the agency’s
morale, motivation, productivity, and environment. To avoid this, the
chief must implement valid selection procedures, require on-going
training, and recognize employees who perform exceptionally. Early
detection and correction of problems will also help to decrease the
number of problems requiring disciplinary action.

Generally, fair and consistent treatment in disciplinary matters will
be supported by the employees. It is a basic expectation that improp-
er conduct will result in some type of disciplinary action. It is when
that action is unfair, inconsistent or unequal that conflicts may arise
within the organization, and in some cases, within the community.
Unresolved conflicts continue to grow in turmoil and ultimately
become destructive to survival unless they are promptly and properly
handled. The police executive who has established a system of fair
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and equitable discipline should experience more cooperation and a
lesser need to institute discipline than one who has not established
such a system.

Technology

Even though law enforcement has made great strides in technol-
ogy (especially in the area of communications}, the public percep-
tion of what the police can do and what the police are actually capa-
ble of doing is, in some cases, vastly different. In one agency, a dis-
patcher received a 911 call from a woman who stated that her
kitchen was on fire and she needed the fire department. The
telecommunicator confirmed the request and asked for the caller’s
address to which she replied: “You know the address. Stop asking
questions and get them out here!” The caller then hung up! The
agency did not possess an enhanced 911 system. Fortunately, the
basic 911 system had a call-back feature that the telecommunicator
accessed to re-establish contact with the caller. After a short dis-
cussion about the limitations of the basic 911 system, the caller gave
her address so emergency units could be dispatched. As a result of
the exposure of television programs and media reports regarding
emergency telephone communications systems, the caller assumed
that a display of the address and telephone number was directly in
front of the operator as the call was answered. It is clear to see how
such an expectation could have a disastrous outcome.

The expectations of citizens include the use of technologically
advanced equipment and procedures. The problem is further com-
plicated when the separation of reality and fantasy becomes distorted.
In recent years, movies and television shows have used special effects
in a very realistic manner. This not only increases the public’s expec-
tations but also some law enforcement leaders who observe the oper-
ation of computer-aided everything (C.A.E.) at vendor displays and
exhibits at professional seminars and conferences.

Although much technological advancement has been made in the
past twenty years, the law enforcement executive must ensure that the
technology being considered and purchased for the department is
appropriate. Most law enforcement executives are general managers,
and as such, may need to seek specialized assistance when considering
a new computer or information system or other technological equip-
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ment. Depending on the size of the department, an employee may be
assigned this duty. In smaller agencies, or if no such employee exists,
outside resources will need to be consulted, that can include special-
ized journals or seminars, a private consultant with experience in
police technology needs, or faculty at the local university or commu-
nity college.

The first step in the process should be a needs assessment to deter-
mine the specifications that the system or product should have in
order to meet the agency’s needs. The needs assessment should exam-
ine the goals and objectives for the system, department size, present
workload, future anticipated growth, budget allocation, and other fac-
tors that will affect the type of system or product purchased. Although
the assessment may be time consuming, it could prevent an agency
from making costly mistakes.

After conducting the needs assessment, other agencies should be
contacted about their experience concerning the product or system
under consideration. The successes and failures of others can be a
valuable learning tool.

Another consideration that should be made is multi-user arrange-
ments. The court system, other law enforcement agencies, or the pros-
ecutor’s office may be considering a new computer system as well. If
this is the case, the police executive may want to consider systems that
are compatible so that information can be electronically exchanged.
Such a jurisdiction-wide system would speed the exchange of infor-
mation in areas such as warrants, arrests, detained persons, and pro-
tective orders. Additionally, agencies could take advantage of dis-
counts due to volume buying that may not otherwise be available.

Another consideration is the operation of equipment during condi-
tions that are less than optimum. The chief must ensure that the equip-
ment and the system have been tested for reliability before purchasing
and during installation. Regularly scheduled maintenance and testing
should take place to ensure that the system remains operational. No
law enforcement agency can afford equipment failure during a critical
event.

Law enforcement technology encompasses many different types of
hardware, software and systems including information management,
computer aided dispatch, jail management, crime analysis, geograph-
ic information systems (GIS), and artificial intelligence. Information
management systems are used to maintain records, master name files,
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incident reports, traffic citations, traffic accident reports, and may
include employee information. Information is the heart of most law
enforcement agencies.

All officers should be encouraged to use crime analysis to determine
problems on their beats or identify patterns in crimes. Police man-
agers can use crime analysis to determine the best allocation of per-
sonnel and to forecast future events.

Geographic information systems integrate automated database
operation, crime analysis and high-level mapping. It can be used to
geographically map crimes and other incidents; allow dispatchers to
provide directions to emergency responders and to identify the loca-
tion of such things as fire hydrants, power lines, or hazards (pipe lines,
storage tanks, etc.). Investigators can use GIS for prosecution purpos-
es, and police performance by area can be monitored.

Artificial intelligence includes the use of robots for activities such as
bomb retrieval and disposal or in hostage situations. Computers are
also used to investigate crimes especially those involving white-collar
offenses or computers.

Computers and technology should also be incorporated into train-
ing. Not only do personnel need to be trained to use the computer
programs installed at the agency, but computers should be used to
provide training. Both basic and in-service training can benefit from
computer-aided instruction.

In the last few years there has been a proliferation of the number of
vendors who are selling technological products to law enforcement
agencies. As in any other purchase, the chief executive should do
his/her homework concerning the needs of the department and the
ability of a system to meet those needs. Finally, the law enforcement
chief executive must remember that no amount of technology replaces
courteous, professional service. Employees and the public must con-
tinue to be treated with respect and fairness, and not as an appendage
to the computer or other technology.

Grounds and Buildings

A new sheriff or police chief does not necessarily expect to inherit
the responsibility of the maintenance of the buildings and grounds of
the agency, but in some jurisdictions this is a primary responsi-
bility of the law enforcement executive. In other jurisdictions, a
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unit within the governmental agency is responsible for these
duties. No matter who is responsible, the chief executive
needs to ensure that the buildings and grounds reflect well on
the agency and on the sheriff or chief. The chief executive
must make sure that various systems, i.e., heating/air, sanita-
tion, electrical, roof, grounds, etc., are regularly inspected and
that any upgrading and replacement is scheduled and budget-
ed for. This is especially critical if a computer upgrade is
being considered. If the chief is responsible then he/she will
have to make arrangements for the completion of these activi-
ties. If another unit is responsible, the sheriff or chief must
work with that unit to make sure the department’s buildings
and grounds are maintained and that maintenance conforms to
security and safety standards proscribed by the agency, espe-
cially in sensitive areas, such as the communications center or
inmate housing.

The chief or sheriff is also responsible for the security of the
property. In some jurisdictions this may include all buildings
belonging to or leased by the jurisdiction. A procedure should
be in place to ensure that this obligation is met.

Finally, as many jails and courthouses are located within the
boundaries of a municipality or county, the sheriff and police
chief need to work together to develop plans on responding to
jail and courtroom escapes.

Court Security

Court security is a responsibility of the sheriff and a growing
concern of court personnel. The sheriff must work with the
judges to implement a plan that fits the needs and resources of
the county. A source of valuable information is other sheriffs
who have established court security procedures either in
response to an incident or proactively. The Illinois Law
Enforcement Training and Standards Board, the Illinois
Sheriff’s Association, the National Sheriff’s Association, and
the United States Marshall Service can provide additional
information, as they have established training and other
resources in this area.
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Planning for a Crisis

A crisis can be any sudden event that taxes the resources of the law
enforcement agency and the community. Crises can be natural or
man-made events and include tornadoes, floods, snow or ice storms,
terrorist acts, sensational events, or hostage situations. We all tend to
think that such things “happen to the other guy.” Law enforcement
chief executives are no exception.

The ability of the law enforcement agency to respond to such events
takes planning. The law enforcement executive must work with other
agencies in the community when developing a plan for responding to
a crisis, as very seldom will the event only require law enforcement
response. More often than not the disaster also requires the expertise
and services of other community agencies, such as the emergency
management office, fire department, emergency medical services,
schoals, local businesses, hospitals and medical centers, Red Cross,
Salvation Army, and the National Guard. Any or all of these or simi-
lar agencies may be needed if a disaster or crisis occurs, therefore it is
impaortant to involve these agencies in the planning process. For some
events the emergency management agency will be primarily responsi-
ble, while for others the fire department will take control, and in still
others the law enforcement agency will be in charge. Interaction and
responsibilities are an important part of the plan. The plan must also
identify who is authorized to initiate and terminate the crisis response.
The plan must be updated, regularly reviewed by command staff, and
available to potential users.

After developing the plan, testing should take place involving a dis-
aster, crisis, or sensational incident drill. These drills will provide per-
sonnel with experience in implementing the plan and working with
other agencies. The drill should be publicly announced, covered by
the media, and be as realistic as possible to allow a full determination
of the capabilities of the plan and agencies response. With the advent
of computer simulations, more frequent drills with different scenarios
can be completed which will increase personnel confidence and the
ability of multiple agencies to respond and work together.

Sirnulated, electronic and tabletop drills must be reviewed and eval-
uated. As many participants as possible should be involved in the
debriefing process to offer observations and comments concerning the
drill and to make suggestions for changes.
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Once the drill has been completed and evaluated, the plan should
be rewritten to incorporate participants’ comments, suggestions, and
observations. Finally, command staff should review the revised plan
to become familiar with the changes.

One event that many agencies may cwrently be ill-equipped to
respond to is the sensational event. A sensational event is character-
ized by:

1. the unique, bizarre, or brutal nature of the event;
2. the number of persons affected and/or victims; and/or
3. the identity and/or relationship of the suspect or victim.

These situations involve strong emotions and great excitement and
may result in local and national media coverage. Incidents such as the
recent school shootings, hate motivated crimes and involvement of
high-profile personalities stretched the resources of the local law
enforcement agencies. To meet the demands of the sensational event
and continue to provide services to the rest of the community, the law
enforcement agency must have a well-developed, workable plan.

“Be Prepared” is the motto of the Boy Scouts and perhaps it should
also be adopted by law enforcement executives. The ability to
respond to a large-scale, unplanned event is vital to the safety and
security of the agency and the public. A well-developed and regular-
ly tested, evaluated, and reviewed plan will go far in preparing the
agency to meet the needs of the community when a crisis event occurs.



Chapter 6

PLANNING AND BUDGETING: THE ROAD
MAP FOR SUCCESS

LIKE ALL OTHER ORGANIZATIONS, police agencies will only
grow and prosper with proper planning. The chief or sheriff
needs to look at where the department is, where it should be and
how it’s going to get there. Strategic planning should involve
input from many different sources—department personnel, the
city manager, elected officials, and the public. Agencies should
not be cynical about breadth of input—it really does bring new
ideas. Also, the partners then have a stake in the successes of the
planning process and are more attuned to helping achieve the
goals that are set.

Within the police agency, all department members who wish to
contribute should be included, from top to bottom, allowing them
to buy into the future of the organization. The community’s sup-
port is also needed. Publicize the plans, involve business groups,
clergy, other members of the criminal justice system, homeowner
associations, neighborhood groups, and other influential persons.

However, even with careful planning, wide-spread involvement
and strong support, sometimes a program fails. If this is the case,
a police manager should not be afraid to alter course, to make an
adjustment, and to start again. Failure is not necessarily bad;
however, prolonging and thus compounding a mistake could be
damaging. If a program fails, it should not be covered up. Let
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the department, public and council know it. Tell them why it
failed. An innovative agency will try many programs for each that
truly works well.

Using A Budget Officer

Due to the need to continuously review the budget, if a department
is large enough, a budget officer should be appointed. A chief or sher-
iff should be knowledgeable of the budget. But given the many time-
consuming activities for the CEQO, he/she really doesn’t have the time
to dedicate detail work to budget issues. The budget process has
changed from a three-to-four-month process into a year-round
process. An administrator must continuously review, analyze and
revise the operating budget in order to stay current as well as be pre-
pared for emergencies. If a department lacks an individual with req-
uisite skills, one should be trained. An accounting background or
focused budget training has become a necessity for modern public
budget processes.

Budget Analysis

For at least the last thirty years, the budget process and program
planning have been linked. Initially such linkage occurred under the
auspices of planning programming budgeting systems (PPBS). The
PPBS method involved the specification of various objectives, com-
parative exarnination of the benefits of attaining one objective over
another and analysis of alternative methods or courses of action in
relation to how effectively and efficiently they accomplish the objec-
tives selected. PPBS as a system is no longer employed. It was sup-
planted with zero based budgeting. Zero based budgeting was sup-
planted in turn by performance budgeting. Now we simply refer to
“budget analysis.” Budget analysis requires that goals be described in
sufficient detail so that they can be linked to costs. Police managers
have always been involved in considerations of quality, role, mission,
character, and effectiveness of their agencies. The infusion of the con-
cept of “budget analysis” deals with the problem of translating organi-
zational goals into financial terms. There are basically four major
steps that are necessary to effect this process:
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1. Identifying goals. The specific goals that are deemed appro-
priate will have to be selected in light of a comprehensive
evaluation of needs and objectives.

2. Relating broad goals to specific programs. Specific alterna-
tive programs that may help to achieve the broad goals and
objectives will then be examined in the interest of selecting
those that appear most promising.

3. Relating programs to resource requirements. The specific
costs of alternative programs will then be estimated in order
to compare their efficiency.

4. Relating resource inputs to budget dollars. The human
resources, facilities and other requirements must be translat-
ed into budget dollars—all projected several years ahead~so
that the costs of the programs can be analyzed over a mean-
ingful period.

The difference between this and prior methods is the relation of
both the planning and budgeting processes to programs. Planning and
budgeting historically had little relation to one another. Planning in
police agencies too often consists of the development of procedures
manuals. Seldom does planning involve relating agency resources to
goals. Responsibility for budgeting, on the other hand, is often dele-
gated to persons completely outside the agency, usually in city or
county general administrative positions. The budget consists of line-
itern requests for materials or services. That is, budget categories con-
sist of entries such as personnel salaries, building maintenance, auto-
mobile acquisition, and uniforms. This format results in a focus upon
the annual increases in the budget. Major debate occurs over minor
new budget items (a new computer, one additional patrol car} while
thousands of dollars being spent on programs initiated years previ-
ously that have had no subsequent evaluation are ignored. In contrast,
an analytic budget system forces examination of ongoing activities as
well as proposed activity expansion.

Allocating costs by program (crime prevention, criminal appre-
hension, traffic services) results in evaluation of total organizational
operations, and provides the vital link between planning and bud-
geting. Because 80-90 percent of police costs are attributable to
salaries, the principal focus of budget analysis in law enforcement is
on the utilization of police human resources—how they are distrib-
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uted among the objectives and what each segment of human
resources is attempting to achieve.

Such budgeting is planning oriented. Its main goal is to rationalize
policy-making by providing data on the costs and benefits of alterna-
tive ways of achieving proposed objectives. What is readily apparent
is the necessity of one factor—the existence of objectives. The plan-
ning process does not begin to operate with clearly defined objectives.
Rather, the first phase of the planning process must consist of the for-
mulation of operational planning objectives on the basis of somewhat
ambiguous and undefined goals set by legislative groups and/or elect-
ed executives. The importance of the methodology is that, in addition
to clarifying objectives, it helps move discussion away from the fairly
useless absolutes of (a) what fixed amounts of money to spend no mat-
ter what the goals, and (b) what fixed objectives to achieve no matter
what the costs.

Public resources are inadequate to do all the things we consider
desirable and necessary. The proper role of the police administra-
tor is viewed in this sense as that of maximizing the attainment of
governmental objectives by the efficient employment of limited
resources. It is not her/his function to establish a utopia, e.g., erad-
icate crime, prevent any civil disorder from ever occurring, cut traf-
fic fatalities to zero.

The procedure for formulating operational planning objectives con-
sists of transforming broad goals into tangible terms where the degree
of achievement can be observed and measured. What results are suc-
cessive levels of objectives from goal statements specifying the broad,
grand design of the organization, to strategic objectives, to operational
objectives, to specific performance criteria.

Analysis of Program Alternatives

Analysis of program alternatives is the most problematic aspect of
applying budget analysis to police management. Such analysis first of
all requires an assessment of program effectiveness. With the excep-
tion of a very few patrol distribution studies, we totally lack data
regarding the effectiveness of various police programs.

We do not know, for instance, the differential effect of crime sup-
pression activities (uniform patrol) on crime rates as contrasted to
criminal apprehension activities (investigative follow-up). Thus, the



Planning and Budgeting: The Road Map for Success 89

allocative decisions in relation to attaining the broad goal of crime
control are now made on the basis of judgments relating primarily to
workload demands.

For instance, detective divisions typically operate on the principle
that every crime reported ought to be investigated to the exhaustion of
substantial leads. Whenever the workload generated by this operating
principle exceeds the capability of assigned personnel, the investiga-
tive unit is typically assigned additional personnel as soon as they are
available, i.e., budgeted by jurisdictional management. We have failed
to examine, however, the effectiveness of this basic operating princi-
ple in relation to control of crime rates. In other words, there have
been no attempts to study the effect of “investigating” only those indi-
vidual crimes with a very high probability of being cleared by arrest,
and ignoring all others. (Public pressure to investigate all crimes to
exhaustion is a factor here, but merits a separate analysis.)

Such a decision might dramatically alter the allocation of
resources, and allow greater emphasis on crime suppression. Or,
we might do precisely the opposite, reallocating resources devoted
to suppression to criminal investigation by reaching a decision to
cease most patrol for purposes of controlling, for instance, business
burglaries. The resources that were previously required for this
type of patrol could then be assigned to the criminal apprehension
function, e.g., surveillance of known burglars or even investigation
of other types of offenses. However, we do not know which of these
would be an appropriate reallocation in relation to lowering crime
rates without research studies. In other words, the differential effec-
tiveness of alternative police programs that address similar objec-
tives has not been established.

An additional example might help clarify this point. Let us suppose
that a police manager faces a decision to implement one of two pro-
grams. The first will vastly expand the criminal laboratory facilities of
his agency and train a number of evidence technicians for field assign-
ment. The second will initiate a legal advisory unit in the agency that
will provide several attorneys to assist officers in the preparation of
cases. The appropriate alternative ought to be the program that will
have the most effect on crime rates (or crime clearance rates as an
intermediate factor). Unfortunately, we have no data regarding the
comparative effects of these programs, nor even illuminating related
data such as the comparative importance of physical versus testimoni-
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al evidence as they affect crime clearance. Genuine cost effective
analysis is thus impossible.

The problem of determining program effects is complicated by the
fact that police organizational units do not produce mutually exclusive
and exhaustive categories of outputs. For instance, two of the most
important police outputs, crime suppression and traffic regulation, are
almost always “concurrent products” of a patrol division. That is, a
cruising patrol unit is at the same time suppressing crime and pre-
venting traffic violations. We therefore encounter a serious problem
whenever attempts are made to “cost out” these programs.
Specifically, the problem is deciding what portion of the costs of oper-
ating a cruising patrol unit ought to be charged to crime (or traffic)
control. The costing-out process is, of course, absolutely necessary if
we are to analyze the appropriateness of various alternative programs.
Attempts at comparing the cost-effectiveness, to use the previous
example, of crime suppression versus criminal apprehension, are
meaningless if we cannot identify the costs of crime suppression.

And that is not the end of the complications. There is the addition-
al problem of deciding upon the program area to which the costs of
certain police activities ought to be charged. We all readily recognize
that a “hot domestic,” if rapid intervention does not occur, often
results in a criminal offense. Similarly, an intoxicated person in an
alley represents a criminal hazard in both the sense of potential offend-
er and victim. Categorizing the costs of police activities to control
domestics, public intoxication and the like exclusively to public ser-
vice distorts analysis of crime control costs. Similarly, the analysis of
subprogram emphasis within the crime control program is complicat-
ed due to exigencies such as the fact that many activities of a juvenile
division are often difficult to categorize in exclusive terms of crime
prevention, crime suppression, or criminal apprehension.

Thus, there are a number of factors that complicate attempts to
compare the cost-effectiveness of alternative police programs. The
present state of the art enables us to establish a police “programmatic”
budget. However, we are not currently able to initiate a gennine bud-
get analysis system. Such a system requires that various alternative
courses of action be analyzed as to their cost effectiveness in achieving
stipulated objectives. Research has not yet produced information that
would allow such analysis.

However, even a programmatic budget, albeit without extensive
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systems analysis, still provides considerable insight regarding the
nature of aggregate expenditures. Itis a useful aspect of a managerial
information system and ought to be implemented. It does not replace
the line-item budget but is certainly a meaningful supplement.

Budget Process

The actual expenditures (line-item) for the current and previous
years are inevitably the starting point for both the chief and the
finance director/administrator. The chief has to justify any change
based upon known cost increases, projected cost increases or for pos-
sible additional programs. A budget should be projected three to five
years into the future, correlated with goals as noted above, and speci-
fy the resources needed to reach those goals. It is necessary to know
the history of the municipality or county, the population of projected
annexations, and/or growth and the political desires for growth.

All labor contracts have significant budget implications. A depart-
ment can encounter problems funding wage and benefit increases if
they are not provided in the budget. Although wages and benefits are
usually negotiated by the financial director or administrator, indirect
compensation such as clothing allowances, overtime and court appear-
ance compensation can have a substantial impact on budget planning.
Given that 80-90 percent of a police budget is personnel expenses,
there is not a lot of cushion for agency operational costs.

A perennial argument is whether or not to inflate budget requests.
The argument for an inflated budget is that the government entity will
cut the budget anyway, and by inflating the initial request, the chief or
sheriff will end up with the financing they wanted to start with. The
opposite argument is that an inflated budget destroys credibility with
city managers, finance departments, and government boards. Most
seasoned police managers would argue that by being consistent and
reasonable, sooner or later an agency will obtain what it needs. If a
chief or sheriff has a reputation for fair, accurate, consistent and hon-
est requests, it will pay off in the long run. If a chief or sheriff is known
to consistently inflate requests, then he/she can gain a reputation for
not being serious in department requests, and the department may suf-
fer more drastic cutbacks.

SHERIFF'S BUDGET. A sheriff’s budget process is different than most
local municipal processes. The budget has both internal and external
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dynamics. Externally, constituents expect a lean operation that will
still provide all the services promised during campaigning. Internally,
the sheriff is expected to provide the tools for the proper running of
the operation, to maximize safety and effectiveness in the organiza-
tion. Employees expect nothing less. There is obvious stress in meet-
ing both sets of demands.

The sheriff’s budget reflects the several responsibilities of the office
of sheriff, including law enforcement, officer of the court, court secu-
rity, jail/corrections, dispatching, civil process, inmate transportation,
and building custodian. These can become major issues during elec-
tions for office. The elected official needs to carefully monitor and
stay abreast of the budget status. The sheriff should explain unex-
pected expenses created by emergency situations such as major inci-
dents/cases and disasters. The sheriff must document each of these
occurrences for future responses. The citizens of the county need to
understand how the expenses contributed to safety and security.

Relating to Community-Wide Needs

It is important in any type of organization to plan and artic-
ulate goals, objectives, mission statements, philosophical
views, operational issues, and programs to citizens and
employees. They need to gain understanding of what, why,
who, when, and how much this vision is going to cost and what
are the benefits. Consensus and support are ultimately the
final determination on success in budgeting. The days of a
police chief or sheriff operating as an independent entity with-
in city/county government are gone. In municipalities, the
advent of city manager government has significantly con-
tributed to the chief of police being expected to be one of the
“players” on the city management team. Some department
heads rebel against the team concept and the articulation of a
departmental goals and objectives program within the commu-
nity-wide context. A more realistic position is:

o Embrace the goals and objectives program as a means of
“showcasing” the police department.

® Do not set goals wholly based upon achievements
requiring financial support.
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e Submit the budget within the parameters and/or finan-
cial constraints set forth for the budget year.

e Always attach an addendum to the budget outlining new
ideas and costing out proposed programs that can be
delivered should funding become available in the subse-
quent year.

Employing this format, the chief or sheriff operates within
community-wide priorities (or creates law enforcement related
priorities for the community), functions as a team player and
gives city/county management a role to play in ensuring that
public safety issues are paramount in the budget process.

Budget Justification

Goal-oriented, multi-year budgeting allows the organization
to plan for future service demands and capital requirements.
A budget that includes the current fiscal year, as well as the
next three fiscal years, allows for careful planning of programs
and facilities. Goal-oriented budgeting requires the administra-
tor to think “three to five years out.” This practice also helps
to balance projected revenues with projected expenditures.
This planning encourages elected officials to think “forward”
and discourages their involvement in routine day-to-day
expenditures.

No matter what the format of the budget, the executive must
provide justification for the requests. Even though the budget
process is not premised on a “zero-based” format, one must be
prepared to document and justify requests. Justification can be
supported with a short historical chronology. “Show ‘em
where you’ve been and tell ‘em where you’re headed,” an old
time budget officer once said. Part of the justification can
relate the economies accomplished in the past, coupled with
future goals. With employment of visual aids and computer
generated graphs the budget presentation can be part of the
“selling of the budget.” This is particularly true at the stage of
city council/board review. Council/board members are essen-
tially laypersons representing a wide cross-section of the com-
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munity, with limited time to devote to “figuring out” the bud-
get. The budget presentation should be easy to understand,
direct, logically presented, and visual.

Examples and demonstrations will go a long way toward
making a case for the needs of the department:

e What better way to demonstrate the need for lap-top
computers than to plug into an overhead projector and
display a presentation directly from computer files?

e Utilize a vendor’s short video presentation of a much-needed
product for the department (semi-antomatic weapons, in-car
video cameras, mobile data systems, etc).

Demonstrations must always be brief. But a concise demon-
stration can be very effective.

The law enforcement administrator who seeks the support of
elected officials wants to make an effective presentation. But
standing before elected officials who are charged with provid-
ing all the community’s needs and utilizing scare tactics to jus-
tify an increased budget is an unwise approach. A chief or
sheriff who warns of frighteningly high crime rates and dan-
gerous neighborhoods is risking a career. Elected officials
want to hear of successes whenever possible. Alarming num-
bers should always be qualified and reasoning offered that is
honest and appropriate. Support is secured or strengthened by
the interest and endorsement of neighborhood groups and
homeowners’ associations. Meeting with these special interest
groups in advance of budget hearings and explaining depart-
ment needs is a form of community policing.

Sources of Revenue

One must recognize that municipal budgets rely heavily
upon sales tax and user revenues that require aggressive eco-
nomic development strategies in order to bring jobs to the
community. A good administrator will commit police depart-
ment resources toward assisting the city officials in attracting
business and industry to the community.

The police department has a legitimate role in the strategy of
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the economic development process. Police personnel should
support community-wide initiatives. Visiting business execu-
tives are impressed by an active, community-involved police
department.

One Illinois chief assisted in hosting a group of Japanese
executives on their visit to his city. The lake patrol was under
police department jurisdiction. The chief escorted the group
in the patrol boats for a view of some of the city infrastructure
from the water. He was able to recall some conversational
Japanese from his military service. This so impressed the vis-
itors that they ultimately moved a corporate entity to the city.
Police managers should not underestimate the influence they
might have on economic development.

Gr1F1s. Unsought and unplanned gift opportunities often
come from community groups and foundations. Seeking com-
munity grants can be incorporated into totality of “public rela-
tions” duties of a chief executive. Public service presentations
can be excellent opportunities to gain financial support for a
K-9 unit, specialized investigative equipment, youth program-
ming or other needs that can be met with one-time purchases,
and/or program development costs. Obviously, some subtlety
is required.

GRANTS. One method of meeting needs when traditional
revenue sources are inadequate is through grant funding.
However, there are obligations associated with acceptance of
grant funds. A common stipulation is that once the grant is
expired, the program must continue with local funding.
Additional personnel who are hired through grant programs
cannot be furloughed at grant expiration according to the
terms of most federal and state programs.

Grants generally prohibit “supplanting.” A traffic enforce-
ment program which has already been budgeted and approved,
for example, would not qualify for most grant programs.
However, the Department of Transportation might approve a
request from a municipality that is unable to finance such a
unit, but is able to demonstrate a need.

Grant funding often raises ethical questions. Is the jurisdic-
tion truly unable to fund the program without grant assistance?
Is the jurisdiction actually committed to employ a funded pro-
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gram only as proposed? Will it truly continue funding beyond
the grant life or hide a reduction in funding somewhere else in
the budget? The governmental body to which a chief or sher-
iff reports should be thoroughly briefed on any effort to obtain
grant funds. Grants are not always “free money.” Acceptance
generally represents both an immediate and continuing financial
obligation. This is especially important with regard to the hiring of
additional personnel. One reason politicians are reluctant to hire
new employees is the fear that a changing fiscal picture could force
layoffs. Any layoff or furlough is politically unpopular with labor
organizations and the public at large.



Chapter 7

EMPLOYEE ASSOCIATIONS

ANY POLICE MANAGERS SINCERELY BELIEVE that attempting to
deal cordially with employee associations is about as productive
as running headlong into a brick wall. Experiences over a period of
years can easily leave a police manager cynical and jaded. Unions are
not easy to deal with in any organizational context. They certainly are
not easy to deal with in an environment as politically charged and
volatile as law enforcement. The situation is not impossible. But it
would be naive to suggest that a warm and fuzzy relationship can be
created, then maintained for years. It is not in the nature of the beast.
It is important for police managers to understand the political and
social dynamics of employee organizations. Union officials and staff
are elected or paid to be advocates for officers. A “good working rela-
tionship” with management will assist in realizing this goal. However,
perceptions that there is a “cozy” relationship with management will
almost inevitably backfire on union officials and staff.

With rare exceptions, once a union official is perceived as too close
to management, their tenure is short lived. Employee association
members seek assurance that they will be vigorously represented in
both grievance and contract negotiations. Their worst fear is being
“sold out” by union officials. Thus, from a political perspective if
union officials want to remain in office, they are required to maintain
an adversarial posture with management. And it must be noted that
many union officials want very badly to remain in office.

97
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Being an officer in an employee association is not entirely an onerous
hassle. There is a reasonable amount of status and prestige associated
with such positions. Further, for a street patrol officer, there is a politi-
cal/social life available that otherwise would never be tasted. Police
union officials from major cities, such as Chicago, are routinely invited
to legislative signings on the White House lawn. They receive phone
calls from 1J.S. Senators and congressional representatives. They attend
social functions sponsored by the governor. While on business trips,
they stay at the best conference class hotels, with reasonably generous
expense accounts. In short, a patrol officer working the midnight shift
on a beat may suddenly be catapulted onto the national political stage.
And we can hardly blame her/him for wanting to stay there.

The situation may not be nearly as dramatic in small communities.
But the principle holds. Anyone who has held a position of responsi-
bility in a union will certainly tell you that it’s not all garden parties. The
hassles are indeed many. But at the same time it is not all hassles.

It should come as no surprise to a police chief or sheriff, then, that
union officials often appear unnecessarily to seek controversy and con-
frontation. If they want to stay in office, they must be perceived as
uncompromising advocates for their clientele. They must be perceived
as no-nonsense, tough, “we aren’t going to take this anymore,” repre-
sentatives for the rank and file. The need to “fan the fires” is real.

That does not mean that the situation has to degenerate to a long
string of bitter battles. An analogous relationship is that between a
state’s attorney and defense counsel. They do not, as a norm, hate
one another. They do not do everything in their power to embar-
rass or humiliate one another. Indeed, frequently they will walk out
of the courthouse and have coffee together. However, it is under-
stood by all parties that the formal relationship is inherently an
adversarial one. Both parties are duty bound to represent their
clientele appropriately. That can and should be done professional-
ly, operating within a set of understood rules. And attorneys from
either side who violate that code of conduct lose in the long run.
They no longer can obtain reasonable cooperation from their coun-
terparts, are not trusted and are less successful.

Police managers need to strive to establish a solid working relation-
ship with union officials, the same kind of relationship that professional
state and defense attorneys cultivate with one another. It is respectful,
even friendly. But it is not warm and fuzzy.
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Developing Relationships

Even though police administrators may practice the best man-
agement techniques, employees may still organize an association.
Reasons include militant employees, poor supervision, and
actions of city/county management or city councils. More than
any other factor, however, is money. Data support the perception
that organized public employees are better off economically than
those who are not. If organization of employees is inevitable, a
chief or sheriff should not despair. They need to preserve man-
agement rights and maintain strong leadership.

Once an association is established, there is no single set of
“rules of conduct” that applies to every situation. A positive
working relationship in a rural county in Illinois may involve
dynamics impossible to maintain in Cook County. Expectations
and adjustments are necessary simply because of variation in per-
sonality among police managers and union officials. What works
during one time frame may not work when there is a change of
leadership. Thus, anything said in this respect must be regarded
as generic guidelines, not a blueprint.

Some police officials have been successful in incorporating
employee associations formally in staff participation roles. Other
police officials have been more successful in involving a cross-
section of staff in decision-making processes, but not under the
auspices of official employee association representation.

A good grievance system should be in place ensuring that there
are channels open for employees to properly grieve any fancied
or real unfairness. Employees must feel there is a system in place
where their rights can be assured. Many grievances can be recti-
fied at the unit level in a satisfactory manner. This can be accom-
plished if first line supervisors have the ability to settle minor
problems. However, if differences cannot be solved at the unit
level, then employees must be allowed a route to the chief’s
office. A well-written and publicized grievance system is a must
if a police chief or sheriff is to show proper leadership and main-
tain a non-hostile work environment.

Police managers must stay cognizant of the association’s chain
of command. Just as a police manager would not appreciate
union officials going around the police agency’s chain, good rela-
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tionships demand that the union chain of command be
acknowledged.

. The setting of meetings with union officials is often symbolical-
ly important. The chief’s office is not necessarily the best place
to hold such meetings. Although a police chief or sheriff may be
perfectly comfortable there, union officials may not. Other set-
tings within an agency are certainly possible. Further, many
police managers have been more successful in meeting for lunch
at a local restaurant, or using other informal settings. Structured
negotiations on sensitive issues are probably not appropriate in
such settings, but a free floating discussion of agency initiatives
and policies may well be.

If a police chief or sheriff is successful in establishing a solid
working relationship with union officials, the issue of “informal
understandings” will inevitably arise. This is an inevitable sce-
nario because the public posturing of both management and labor
does not necessarily represent their final position. There are cer-
tainly issues that represent “a line in the sand” or “a ditch to die
in.” But there are other issues that are not so critical. Or there
may be an issue that is extremely important to one side, but not
necessarily to the other. This is the source of informal under-
standings. Put in simple vernacular, such understandings usually
take the form, “If you give me this one, I'll give you one down-
streamn.” Publicly, however, it is in no one’s interest to formally
state that this is the understanding. Critics of this process would
label it “secret deals.” And such understandings are indeed
fraught with potential danger. But it would be naive to suggest
that they are uncommon. Further, it would be naive to suggest
that they should never be a part of the working relationship with
an employee association. A statement like, “I am going to oppose
this in front of city council, but I understand that it’s important to
you,” is said everyday. Caution is certainly in order, but it is not
inherently unethical to convey that one issue is more important to
a manager than another.

The Morale Issue

Darrel Stephens, former executive director of the Police
Executive Research Forum, once observed that he never walked
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into a police department and visited with patrol officers without
being told that, “Morale has never been lower.” It does indeed
seem to be an axiom of police work that morale is always per-
ceived to be lower than it used to be, and never good. There
have been numerous analytic reviews of the phenomenon.
Much of the research has been done under the auspices of
examining stress in policing. Formal research indicates that
internal, administrative stress is rated by officers as more prob-
lematic than the stress generated by dealing with the public.
Certainly, managers should strive to create an optimistic,
healthy atmosphere. But police managers should also recog-
nize that what was true in the 1800s may well always be true—
“A policeman’s lot is not a happy one.”

The morale problem is related to the issue of “who polices the
police.” The question of “who polices the police” in a democrat-
ic society is not simple to answer. In the United States, by and
large, our response has been police chiefs and sheriffs. That is,
we have consciously insulated the police from partisan political
influence, and as such, depend upon police management to per-
form a function that might otherwise be done by someone in gen-
eral municipal or county administration. Thus, some level of
stress is inevitable between police management and line officers.
Whether that stress is out of hand, and indeed morale has never
been lower, is an important issue. Police managers should
endeavor to monitor employee attitudes.

Monitoring trend data regarding several indirect indicators of
morale may be helpful. The rate of grievances filed may be
affected by a number of factors, but general morale is potentially
one. Agencies with poor employee attitudes typically experience
much higher sick leave rates than those with positive interaction.
Resignations are rare enough in all agencies, particularly smaller
ones, that they are problematic as a measure of morale.
Nevertheless, a police chief or sheriff should be cognizant of
whether those rates are what would normally be expected.
Frequently, transfer applications are also an indicator of poor
morale. Again, other factors may affect this statistic, but general
morale should be considered.
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Observations on Good Employee Relations

- Police administrators should strive to eliminate the adoption of
trade union labels to describe police officers; such as, “rank and
file”, “shop/shift stewards”, “labor”, “management”. These terms

" tend to separate officers and create divisions between police offi-

cers, supervisors/command officers, and administrators.

« Dialogue should be maintained throughout the year, not just in
anticipation of/or during contract negotiations.

+ There should be recognition up and down the chain of command
that change is threatening to people. Consequently, change should
never be attempted without an implementation strategy that is
“user friendly”.

+ Administrators should recognize that employees have insight and
contributions to offer concerning policy, projects and departmen-
tal budgets. A philosophy should prevail that asks the person
doing the job how best it could be improved, and to a greater
extent, how that improvement will contribute to the overall mis-
sion of the department.

» Listen to employees who complain or suggest improvements in
“creature comforts”, i.., squad car maintenance/markings/identifi-
cation; small equiprment needs; small enhanced safety measures or
equipment; uniform or shoulder patch enhancements; break areas;
training suggestons.

» For years, one department had officers wearing a stock off-the-shelf
shoulder patch with the name of the city on it. They reacted to a
call for change by accepting drawings submitted from the officers
for a new patch. As a result of several submissions, a combination
patch was collaboratively designed which individualized the
department. The acceptance was unanimous and eventually lead
to the patch being incorporated on the squad cars.

Employee surveys have been used by some organizations to
help measure morale. However, they are expensive to conduct
and may engender a cynical response. The recognized strategy of
management by walking around, “MBWA,” is another technique.
Police managers employing this strategy need to be careful, how-
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ever, that they do not engender routine circumventing of the
chain of command. A police chief or sheriff should expect that
supervisors and middle managers will be threatened by their
presence and conversations with subordinates. If MBWA is to be
employed, then it should be preceded by careful understanding
with supervisors about what will become of the feedback
obtained. Some managers have found it more effective to identi-
fy certain “benchmark” persons with whom they routinely confer
regarding issues and problems in the agency. An obvious cau-
tionary note is to be sure that the feedback obtained is represen-
tative and not self-serving.

Finally, it should be noted that there will always be a perceptu-
al lag between the true state of employee relations and reports of
morale. Old grievances die slowly. Employees who have not
been treated well in the past will not overnight report that every-
thing is fine. The lag time is probably not in decades, but it is cer-
tainly at least in months and often in years.

Collective Bargaining

Perceptions regarding the appropriate role of a police chief or
sheriff in the collective bargaining process varies to the extremes.
There are some police managers who are adamant that they are
involved as full participants in the collective bargaining process.
There are others who are just as adamant that they should not be
involved at all. Whether directly “sitting at the table” or not,
there are certain guidelines that exist.

First, the police chief or sheriff must be concerned about the
protection of management rights. The importance of preserving
management rights cannot be overstated. Further, whether nego-
tiating the very first collective bargaining agreement or the twen-
tieth agreement, management rights are always at risk. Union
negotiators will endeavor to acquire as much of a role in the oper-
ational decisions of the agency as possible. Once given away,
management rights, if they can be reacquired at all, will be
bought back at a heavy price (literally—as economic concessions).
It must also be understood that the economic package may be far
more important to the negotiator for the city or county than the
law enforcement agency’s management rights. A young negotia-
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tor moving up the career ladder will, in particular, be more
prone to give away management rights than a senior member
of the permanent city or county staff. It is in their interest to
obtain the best possible economic package. The fact that man-
agement rights are given away in order to do so will never
appear on their resumé. Thus, police managers must be vigi-
lant to see to it that directly or indirectly management rights
are not signed away.

A few months ago, I ran into a friend who was a long-time chief.

1 inquired as to how things were going, knowing that his depart-
I ment had a strong militant union, and they had just signed a new
contract after long and hectic negotiations. My friend said,
“Great, 1 come into the office in the morning, sign my name a few
times, read the local paper, and then go home.” I asked, “How
come?” He replied, “I lost some more of my management rights,
so I manage very little anymore.”

A collective bargaining agreement is a complex legal docu-
ment. It is easy to inadvertently sign away management rights.
For example, a “maintenance of standards” clause, holding sim-
ply that if a modification in working conditions is not stipulated in the
contract, the same conditions as previously existed will pertain through-
out the life of the contract, can be catastrophic. In extreme situa-
tions police managers have found that they could not change the
color of patrol cars because of a maintenance of standards clause.
An enumeration of what constitutes working conditions should be
included. Seniority clauses must be carefully drawn, or a manager will
find that they are unable to assign personnel at will. Managers have
found themselves unable to adjust staffing levels across shifts because
certain contract clauses were naively included. A professional nego-
tiator cognizant of these nuances should be part of the management
collective bargaining team.
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Management Rights

a. To determine agency mission, policies, and to set forth all
standards of service offered to the public;

b.  To plan, direct, control, schedule and determine the opera-
tions or services to be conducted by employees of the
City/County;

¢.  To determine the methods, means, number and ranks of per-
sonnel needed to carry out the agency’s mission, including
hireback details;

d. To direct the working forces;

e.  To hire, promote, assign, or transfer employees;

f. To suspend, discipline or discharge for just cause (just cause
not required for probationary employees);

g Tolay-off or relieve employees;

h.  To make and enforce rules and regulations;

i To introduce new or improved methods, equipment, or facilities;
j- To contract out for goods and services; and

k. To take any and all actions as may be necessary to carry out

the mission of the City/County and the Department in situa-
tions of civil emergency conditions as may be declared.

Police chiefs or sheriffs may find themselves in an uncomfort-
able position with regard to economic demands of the employee
association. On the one hand, they may be sympathetic to
increasing wages and benefits of their staff. On the other hand,
they concurrently play the role of one department manager on a
city or county team. The vast majority of professionals in the
field of public sector labor relations would suggest that a depart-
mental manager not participate in economic negotiations. They
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should adopt the public stance of suggesting that “my officers
deserve as much money as the jurisdiction can possibly afford to
provide them.” In many jurisdictions, even if a representative of
the police department sits on the management collective bargain-
ing team, they do not participate in caucuses regarding economic
issues. Professional negotiators recognize the conflict of interest
position that a representative of the agency is in. Some represen-
tatives of the city or county negotiation team may be anxious to
enlist the support of a police chief or sheriff on economic issues.
A police manager would be well advised to be adamant about
remaining neutral on these issues.



Chapter 8

COMMUNITY-ORIENTED POLICING:
“FULL SERVICE” LAW ENFORCEMENT

IN 1829, THE ENGLISH PARLIAMENT PASSED the Metropolitan Police
Act in which Sir Robert Peel proposed that the principal objective
of the police was the prevention of crime (Radzinowicz, 1968). Later,
Peel wrote the police are the public and the public are the police and
that the power of the police to fulfill their duties depended on public
approval of their actions (Radzinowicz, 1968). Over 170 years later,
the police in the United States are still practicing these principles and
have used them to advance community-oriented policing. There is
much argument concerning community-oriented policing, whether it
is old wine in a new bottle, a philosophy, a program or a fad soon to
go the way of the hula hoop. But whatever the critics and opponents
label it, police agencies throughout the country have overwhelmingly
adopted this style of policing. Some agencies have done so as a
department-wide philosophy while others have instituted special
teams responsible for specific programs.

The purpose of this chapter is to discuss community-oriented polic-
ing as it relates to enduring, surviving and thriving as a law enforce-
ment executive. Gary Cordner’s model of community policing will be
used to examine issues relating to community-oriented policing such
as role expectations, accountability, citizen involvement, decentraliza-
tion, and the role of arrest. Finally, the problems that may be created
by community-oriented policing will be discussed.
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Defining Community-Oriented Policing

Trying to define community-oriented policing is like trying to store
gelatin in a colander. No matter how hard one tries, it escapes and cre-
ates problems. There is no easy definition of community-oriented
policing to give to a council member or media representative. Some
describe it as a philosophy, while others name specific programs or
projects. The “father” of community policing, Robert Trojanowicz,
felt compelled to publish Ten Principles of Community Policing to
clarify his vision of community policing. More recently, Gary
Cordner (1999) proposed a model of community policing that is com-
posed of the following four dimensions:

o Philosophical;
o Strategic;

e Tactical; and,

® Organizational.

Each of these dimensions and their elements will be used as a
cornerstone of discussion for the implementation of community-
oriented policing.

Philosophical Dimension

It is often argued that community-oriented policing is a philosophy
and, therefore, should be instituted as such. Cordner (1999) defines
the philosophical dimension as “the central ideas and beliefs underly-
ing community policing.” The law enforcement executive instituting
communjty-oriented policing through the adoption of a department-
wide philosophy should include citizen input, broad police function,
and personal service as the underpinnings of this dimension (Cordner,
1999). Citizens in a free society need to have access and input to the
police. This is done through elected officials, community organiza-
tions, neighborhood groups, and special interest groups. An open dia-
log with these groups allows the police to know the concerns and
issues facing the citizens they serve. Some agencies accomplish this
through neighborhood meetings, citizen advisory boards, open
forums, radio and television call-in shows, community surveys, and
other formal and informal means. Many of these activities allow input
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from citizens who are not members of an organization or association
and who should not be compelled to join in order to be heard.

A second element of the philosophical dimension is broad police
function. This includes not only the crime prevention, crime fighting
and law enforcement functions of the police, but also contributing to
quality of life, general assistance and social service roles. As the police
are the 24-hour, 365-day-a-year service providers of the community,
the agency and its officers must be able to meet the needs of the citi-
zens when called upon to do so. These include social service and
other quality of life activities that the police, at one time, did not con-
sider important, but are the things that affect citizens daily. Such activ--
ities include illegally parked vehicles, abandoned vehicles, loud
groups of young adults, unlit street lights and graffiti. This broad
police function goes hand in hand with personal service, another ele-
ment of the philosophical dimension. Personal service is really per-
sonalized service to the community and neighborhood. It includes
assigning officers to the same beat or area for a long period of time.

Targeted enforcement and other crime specific efforts are needed
in some neighborhoods, especially when first implementing com-
munity-oriented policing. This approach is proactive, targeted
enforcement with clearly defined intervention strategies, aimed at
particular offenses, committed by particular offenders at specific
places and times. Crime control is the central objective. In this way
“the predators” are taken off the street so that other services can be
instituted (Hoover, 1999).

The police agency must work with the citizens of each neighbor-
hood to determine the needs of that neighborhood and assist the resi-
dents in meeting those needs. Additionally, the police must continu-
ously monitor the tactics used to ensure that each neighborhood is
receiving the most effective police service at a particular point in time.
As the needs of the community change so should the tactics and pro-
grams of the police. In order to accomplish this evolution of commu-
nity-oriented policing in neighborhoods, police tactics should be
reviewed regularly, both internally and externally, and changes imple-
mented as the needs of the neighborhood warrant. This co-production
of police services and community needs should result in the citizens
taking back their neighborhoods and sharing the responsibility for
continued order and preservation.

In order to provide continuity in the policing of the neighborhoods,
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officers should be deployed in such a way that they are assigned to a
particular beat or neighborhood in long-term or permanent assign-
ments. These assignments should be in proactive partnership with cit-
izens to identify and solve neighborhood problems. This allows offi-
cers to become familiar with citizens in the area, as well as allowing
citizens to get to know officers who are assigned to their neighbor-
hood. As officers and citizens become acquainted with each other, cit-
izens will develop a relationship with officers that may resuit in more
information being relayed concerning crimes and incidents. As offi-
cers become familiar with the neighborhood residents, they will dis-
cover those gatekeepers of the community who know other members
of the neighborhood, can provide information and can mobilize resi-
dents to action. Additionally, officers can work with the residents to
identify problems and implement long-term solutions.

Fortunately, this approach also represents classic job enrichment.
Officers are given “ownership” of a neighborhood. Ownership is
important, as people will invest in themselves quicker than in oth-
ers (Braiden, 1992). Braiden captures the importance of “owner-
ship” in all elements of human enterprise through his article titled
“Who Paints a Rented House?” Officers who are given ownership of
a beat will more likely work with residents to identify and resolve
neighborhood problems. When citizens see officers assigned to
their neighborhood and working with them, they then feel a bond
and will work with the officer.

At the same time, law enforcement executives must be watchful for
those citizens and officers who claim too much ownership in each
other. Some police agencies have encountered resistance when reas-
signing officers or seeking changes in assignments. In some instances
community groups have lobbied city council members in order to
keep a particular officer in the neighborhood. This can affect work
schedules and employee allocation, as well as officer career develop-
ment. Strategies must be developed to overcome such resistance.

In assigning permanent officers to beats, the chief executive must be
cognizant of the need for jurisdiction-wide coverage. Some agencies
have implemented a specialized neighborhood beat team, while other
officers respond to radio calls. Other agencies have fully implement-
ed permanent neighborhood/beat assignments in which officers, when
not answering calls, are assigned to their beat to work on problems or
to contact residents.
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To recover resources for community policing efforts, many agencies
adopt differential response. Calls that demand immediate response
are given priority, other calls are answered by the beat officer assigned
to that neighborhood as time permits, and still other calls are handled
over the telephone and a report made. If differential response is
undertaken by the police agency, the call taker should explain to the
citizen the response that will be made and the reason for that response.
If a citizen still insists on seeing an officer, then one should be sent and
the citizen given an estimated time of arrival for the officer. If the offi-
cer is unable to make the appointment due to an emergency, then the
citizen should be re-contacted and told of the delay.

It is the responsibility of police leaders to develop the community-
oriented policing philosophy in the department. The chief executive
must be actively involved in obtaining citizen and agency input,
broadening the police function and personalizing service throughout
the agency. The old adage “what you do speaks much louder than
what you say” is particularly relevant when implementing and sus-
taining community-oriented policing. Only when the elements of the
philosophical dimension are incorporated throughout the department
will they become the way that policing is done.

Strategic Dimension

The strategic dimension includes “the key operational concepts
that translate philosophy into action. These strategic concepts are
the links between the broad ideas and beliefs that underlie commu-
nity policing and specific programs and practices by which it is
implemented” (Cordner, 1999). Reoriented operations, geographic
focus and an emphasis on prevention are some of the elements of
the strategic dimension.

One of the tenets of community-oriented policing is the replace-
ment of isolating or ineffective operational practices. The advent of
motorized patrol and the development of the two-way radio allowed
police to be mobile and to traverse a greater distance while on duty.
This also had the effect of isolating the officer, causing the officer to
remain in the vehicle and close to the radio in order to respond to calls
rapidly. Rapid response was thought to increase the chances of appre-
hending criminal offenders; however, studies have not found that to
be true (see Eck, 1983; Greenwood and Petersilia, 1975; and Kelling,
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et al., 1974). In recent years the idea that all incidents must be
answered immediately has been challenged, and other options have
been instituted by police agencies. While true emergencies must
still receive rapid response, other calls can be answered using dif-
ferential response.

Some agencies have also reexamined the way investigations are
being conducted. The beat officer is responsible for conducting more
follow-up investigations, while detectives conduct investigations only
when the offense meets certain criteria. Additionally, some agencies
are creating investigative teams that concentrate on offenders, not
offenses. Some agencies encourage detectives to examine the investi-
gations they handle or the repeat offenders they arrest to identify
problems. The investigators then implement problem-solving and
crime prevention strategies.

Another element of the strategic dimension is geographic focus.
Not only are officers geographically assigned for long periods of time,
but the analysis of crimes and calls for service is done geographically.
Under traditional policing, officers and supervisors were held account-
able for their beat or area only during the time they were present and
were assigned a different area each time they were on duty. In other
words, the officer was expected to keep things quiet during his/her
shift. Under community-oriented policing officers are assigned a small
geographical area and are expected to know what occurred in that
area even when not on duty. If a problem pattern develops, they are
expected to tackle the underlying issue.

However, no officer is on duty 24 hours a day, 7 days a week, nor
do we want them to be. To resolve this dilemma, police agencies have
instituted different programs depending on their resources and com-
munity-oriented policing strategy. Some agencies may develop a team
of community-oriented policing specialist officers who work a sector
but do not respond to calls. Other agencies assign officers to small
geographic areas in order to identify and work on long-term problems,
when not responding to calls for service in a larger area. Finally, other
agencies assign a group of officers to a geographic area. This group is
responsible for 24-hour coverage of the area including responding to
calls and long-term problem solving. Generally, if an agency falls in
the latter two cases the agency has instituted differential response as
part of their policing strategy. Additionally, some agencies have
assigned investigators in the same manner as patrol officers, assigning
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them to a geographic area to investigate most crimes occurring in that
area. Some crimes, such as murder and motor vehicle theft, may still
be investigated by detectives who specialize in that particular offense.

Crime prevention and a proactive orientation is another element of
the strategic dimension. This element encourages officers to consci-
entiously move from being strictly reactive to examining incidents for
patterns and underlying problems. They are responsible for “directed
patrol,” using crime patterns and information about people on the beat
to identify problems and develop solutions. This involves information
gathering, citizen contact and working with the residents to determine
problems and develop and implement solutions.

Officers should not only be given the responsibility to take such
action but also provided the support to do so. This includes the abil-
ity to contact and work with other departments and agencies to solve
problems. To accomplish this, leaders in the police agency must have
paved the way with those agencies, explaining what the police officers
are doing and asking for their cooperation. By having all agencies in
the municipality involved in community-oriented policing, problem-
solving efforts will be more effective. Community-oriented service is
institutionalized throughout the municipality or county. In some
jurisdictions this may be informally done and in others a more formal
structure between agencies must be developed.

Tactical Dimension

Programs, practices and behaviors must be developed to carry out
the philosophic and strategic dimensions that are permeating the
police agency. This is the tactical dimension in Cordner’s model and
“ultimately translates ideas, philosophies, and strategies into concrete
programs, practices, and behaviors” (Cordner, 1999). The core ele-
ments of this dimension include positive interaction, partnerships and
problem solving.

Members of the police agency must make every effort to have pos-
itive interactions with the citizens they serve. This must be done by
every employee who has contact with the public. Time must be
invested by all employees to develop positive interactions with those
they serve. This can be done as easily as listening to the person and
responding appropriately by giving assistance or referrals as needed.
The police officer should respond to calls for service not just as an
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enforcer of the law but as an opportunity to interact positively, identi-
fy problems, and provide quality service. The officers should be
encouraged to get out of their patrol vehicles when not responding to
calls and talk to the citizens they serve. They should interact with the
people in public places such as parks, businesses, schools, and parking
lots. They should talk to citizens who are in their yards or on the side-
walk. In this manner, the police officer will get to know those citizens
who live, work, and do business in the officer’s beat. This in turn
should allow the officer to develop contacts who can assist the officer
to solve problems, including criminal incidents. Citizens become
familiar with their neighborhood officer(s) and will be more willing to
come forward with information and assistance when needed. This
information can provide the basis that the officer needs to effectuate
an arrest. Additionally, this interaction between police officers and cit-
izens will allow community members to understand the role of and
need for arrest.

One of the cornerstones of community-oriented policing is partici-
pation of citizens with the police to identify and correct problems.
These partnerships range from formal activities such as citizen patrol,
community clean-ups, attendance at the citizen police academy, pub-
lication of a neighborhood newsletter, youth activities, and anti-drug
marches, to less formal activities such as reporting criminal activity
and watching neighbors’ houses when they are absent. All activities
should be determined by the need of the community and neighbor-
hood. Some neighborhoods will need neighborhood clean-ups in
order to establish ownership of the neighborhood, while other neigh-
borhoods may have an active association that is able to develop need-
ed youth activities. In all instances the officer must work with com-
munity residents and groups to help determine the needs of the com-
munity and then assist in developing a plan of action. Different neigh-
borhood groups may have conflicting issues and special interests. If
this happens, the officer may have to negotiate with the groups to find
common ground. The goal is to have all residents work together to
reduce crime and disorder and increase neighborhood safety.

Problem solving is one of the duties assigned to the police officer.
The officer and citizens must examine calls for service and problem
areas for underlying problems, then work together to solve the prob-
lem. This does not mean that arrests and law enforcement are aban-
doned. Law enforcement is one method of resolving long-term,
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endemic neighborhood problems. Problem solving should occur in
four steps, commonly referred to as the SARA model. These are (1)
Scanning, (2) Analyze, (3) Response, and (4} Assessment (Eck &
Spelman, 1987). The use of alternative means of problem solving
should be encouraged, including civil law, involvement of other agen-
cies, mediation, and education. Whichever solution is chosen, it
should be tailored to the problem and to the neighborhood.

By combining positive interaction, partnerships and problem solv-
ing, the line officer becomes a beat manager. The beat manager is
responsible for knowing about and acting upon issues of public safety,
public order and quality of life in neighborhoods. The officer who is
a beat manager typically:

e has a college degree,

e is articulate,

¢ can identify and solve problems,

e is committed to a career as a beat manager,
e is a mediator in conflict resolution situations,
¢ is capable of conducting investigations,

e is comumnitted to alternatives to arrest,

e but knows how to say, “You're under arrest.”

This officer is analytic and possesses problem solving abilities,
which separates the beat manager from officers of the past.

Organizational Dimension

The final element of Cordner’s community-oriented policing
model is the Organizational Dimension. This dimension “sur-
rounds community policing and greatly affects its implementation”
(Cordner, 1999). For that reason, many police agencies make
changes in their organizational, administrative, management and
supervision functions when adopting community-oriented policing.
Structure, management and information are some of the elements in
the organizational dimension.

Departments have been restructured through decentralization, flat-
tening of the hierarchy, team building, de-specialization and civilian-
ization. Decentralization will allow officers to be closer to the neigh-
borhoods they serve and provide citizens easier access to the police.
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Flattening the hierarchy should speed communication, as well as giv-
ing officers the authority to make decisions that affect the beat or
neighborhood to which they are assigned. The changes in manage-
ment that generally occur when community-oriented policing is
adopted include a new or revised mission statement, strategic plan-
ning, mentoring of junior employees by supervisors and other depart-
ment leaders, empowerment, and selective discipline.

Information has always been a commodity in policing. With the
advent of community-oriented policing it is even more important. A
police agency will never have sufficient resources to be all things to all
people. Information will help police executives, supervisors and offi-
cers set priorities based on the most accurate up-to-date information
available. Police executives need information to make sure that their
goals are being reached and the programs are working (see Chapter
One). Officers and supervisors need information in order to perform
their enlarged duties. As the line officer becomes a beat manager, the
need for accurate up-to-date information is critical. The beat manag-
er needs access to a powerful database that contains information about
the assigned beat that can be manipulated to determine problems and
problem areas and to implement solutions. Other technology, such as
Geographic Information Systems (GIS) can also be used to identify
hot-spots. When an agency uses the information it has available to it,
in its databases and contact files, identifying problems becomes easier
and more cost effective.

Problems Affecting Community-Oriented Policing

The implementation of community-oriented policing is not without
problems. As noted earlier in the chapter, agencies have met with
resistance when transferring an officer who had been assigned to a
neighborhood for a period of time. In some agencies, officers and
supervisors have resisted the change to community-oriented policing,
challenging a broadened police role. Some see it primarily as a pub-
lic relations campaign. A frequent misunderstanding is that commu-
nity-oriented policing means abandoning “tough law enforcement.”
Studies have revealed higher job satisfaction among officers assigned
community-oriented policing duties. However the long-term effect on
officers has not been examined (see, for example, Wycoff and Skogan,
1993). Additionally, most studies examined elements of the tactical
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dimension and have largely ignored the other dimensions {Cordner,
1999). More evaluations of community-oriented policing are needed.

Conclusion

Community-oriented policing is seen by many as a new style of
policing, for others it is old wine in a new bottle. However one
defines community-oriented policing, it involves not just controlling
the bad, but activating the good. This idea represents pro-activism
on the part of the police and reinforces social discipline, coopera-
tion and mutual trust between the community and the police while
maintaining legal discipline. It requires police executives to acti-
vate all possible resources in support of the common good. The
four dimensions of Cordner’s community policing model can be
used as the foundation of a department-wide implementation of
community-oriented policing.



Chapter 9

CULTIVATING QUALITY IN POLICING

ITH THE SUCCESS OF TOTAL QUALITY MANAGEMENT in the

American manufacturing sector, one would inevitably expect
a migration to service industries. And, indeed, by the early 1990s,
innumerable service-sector companies were implementing formal
quality management programming. Federal Express, for example,
has won the Baldrige Award. Transposition to government enter-
prise was inevitable.

TOM efforts were initiated in innumerable units of the federal
bureancracy during the Bush administration. With the Clinton admin-
istration came the “reinventing government” nomenclature, and a
continuing commitment to implementing TQM principles in the fed-
eral government (Gore 1993). Concurrently, state and local units of
government joined the quality management movement. Demands
that police agencies do so are inevitable.

But police managers should be very cautious about joining any
organizational development movement without carefully examining
the applicability of its tenets. In the early 1980s, many units of gov-
ernment tried to implement management by objectives. With few
exceptions, the effort failed outright, had nominal impact or fizzled out
once the rhetoric wore off. Much of what works well in the manufac-
turing sector does not translate well to the service sector, either public
or private. And what may work in the private service sector may not
translate well to government. Caution should be taken regarding the
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application of TQM to policing. It is intrinsically difficult to quantify quali-
ty with regard to the enterprises we relegate to government.

In the private sector, inefficient pension plans are winnowed out. Try
proposing elimination of Social Security. One might immediately respond,
“That is an unfair comparison.” But that is exactly the point. To the extent
that government has different objectives, different process rules may also
apply. As another example, it makes eminent economic sense for the U.S.
Postal Service to eliminate Saturday delivery. But the body politic will not
let that happen. Diversity of goals begets inevitable inefliciencies in process.
One must be very careful about advocating the American government’s
wholesale adoption of an organizational development process originally
designed to bring Japanese manufacturing to world-class status.

Qualily Principles

There are as many lists of TQM principles as there are noteworthy
authors on the topic. Sashkin and Kiser (1992) suggest that the principles
various TQM consultants and theorists expound can be categorized into
three broad premises: culture, customers, and counting. Remembered eas-
ily as the three “C’s” of TQM, this typology appears to be a useful way to
capture the essence of total quality management. Eight phrases describe the
elements of TQM culture: measurement for improvement, delegation of
decision authority to the lowest possible organizational level, rewards for
results, teamwork and cooperation, job security, perceived fairness is reali-
ty, equitable rewards, and ownership. The core of TOQM is TQM culture.
There are three primary elements of customer focus: structured programs
to ascertain customer perspective, the internal customer concept, and sup-
plier/provider communication by level of operation personnel. The most
complex of the three C’s is counting. It consists of more than simply tabu-
lating. There are four elements: specify customers, define supplier specifi-
cations, identify steps in work process, and select measurements.

Limitations on Applying TQM Culture to Policing

It is important to carefully consider which TQM elements will translate
to a police environment and which will not. Albrecht and Zemke (1985)
identified ten characteristics of service-sector enterprises that distinguish
themn from manufacturing organizations in terms of TOM application. See
Table 9.1. Clearly, all of these apply to policing. For example, Albrecht and
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Zemke note that service cannot be created in advance and stored in inven-
tory. As an illustration of the problem in law enforcement, we expend a
great deal of effort to deploy patrol so officers are reasonably available to cit-
izens on demand.

TABLE 9.1

THE 10 CHARACTERISTICS OF SERVICE

I Service is produced at the instant of delivery and cannot be created in
advance and stored in inventory.

2, Service cannot be centrally produced, inspected, or stockpiled.

3. Service cannot be demonstrated, nor can a sample be sent in
advance for approval.

4. In the absence of tangible product, customers value service on the basis of
their own personal experience.

5. The service experience cannot be resold or passed on to a third party.
6.  Faulty service cannot be recalled.

7. Quality assurance is required before production.

8. Delivery of service usnally requires hurnan interactions.

9. Customers’ assessments of service quality are subjective and strongly influ-
enced by expectations.

10. Customers’ assessments of service quality tend to decrease in proportion to
the number of employees they encounter during the delivery of services.

Source: K. Albrecht and R. Zemke, Service America

Albrecht and Zemke note that customer assessments of service qual-
ity tend to decrease in proportion to the number of employees they
encounter during the delivery of services. In a TQM culture, close
one-on-one customer/employee relationships are nurtured. Again,
developing organizational configurations that allow such relationships
is problematic for police agencies. Policing is a 24-hour-a-day opera-
tion, and thus different people staff the given positions. Efforts at cre-
ating so-called permanent beat assignments are at least partially
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designed to ameliorate the problem, but they are far from a perfect
solution. A customer who calls at 10 a.m. one day and 10 p.m. the -
next is likely to see a different police officer. Further, the process by
which we handle innumerable complaints results in multiple employ-
ee contacts with police customers, e.g., referral of long-term investiga-
tions from patrol to a detective bureau. Even the manufacturing sec-
tor has difficulty in maintaining a single point of contact for customers.
But in the service sector and, in particular, in a 24-hour-a-day service
endeavor, it is almost impossible. This clearly limits police agencies’
ability to apply the “single point of contact” methods TQM consul-
tants suggest.

Interestingly, there are some TQM culture principles that are
arguably “overapplied” in policing. One of Deming’s 14 points is to
“drive out fear.” He is referring to fear of eminent job loss. TQM
works best when employees have a reasonable sense of job security.
The Japanese, of course, have taken this to the extreme of lifetime
employment. As Ouchi (1981) noted in Tkeory Z, lifetime employment
would never work in the United States. It is possible in Japan only
through a compensation system that cuts wages dramatically during
corporate difficult times. It also depends on treating large numbers of
women as “permanent temporary” workers. In reality, at least until
very recently, lifetime employment only applied to males.

So in any case, we have a situation where the American corporate
manufacturing sector was urged to provide greater job security to its
employees. In particular, corporations were cautioned to “never ever”
lay off employees when other employees found more efficient ways to
do the job, because suggestions for greater efficiency would stop
immediately. When corporate executives visit with groups of police
managers, they inevitably note how fortunate police managers are to
work in an environment where employees are assured of job security.
The reaction among police managers is “you’ve got to be kidding.”

The civil service systems in place in U.S. public safety agencies
come as close as any arrangement we have to guaranteed lifetime
employment. Motivated by the desire to protect police and fire agen-
cies from partisan political influence, and to prevent police and fire
positions from being distributed as political spoils, we have developed
one of the most formalized, bureaucratized, rigid, and defined person-
nel administrative systems in the world. Unless there is gross malfea-
sance, a police officer, once hired, is quite literally employed for life.
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Dismissal for lack of productivity is unheard of. Combine this with a
lack of financial inducements to be productive, and it is small wonder
that police managers do not see the system as conducive to a commit-
ment to quality. It makes no difference whether an officer has five self-
initiated incidents per tour, or five per year, he or she will stay
employed and earn the same salary.

The lesson here is that we must be very cautious about the unex-
amined application of principles from one organizational environment
to another.

Limitations on Applying TQM’s Customer Focus to Policing

In the private sector, management exhorts employees to delight the
customer. And certainly, across corporate America, innumerable
organizations would love to not merely satisfy but to literally delight
the customer. Can the customer focus of total quality management be
applied to policing? Unequivocally, the answer is no. Not only can’t
we delight the customer, we don’t even want to delight the customer.
Several elements of this phenomenon merit elaboration.

One’s immediate reaction when the issue of customer satisfaction in
policing is raised is to think of those whom we arrest and laugh a lit-
tle. No, we are not going to delight someone we’re taking to jail for
booking, no matter how well we treat him or her. But to think of the
customer in this context is to fail to recognize the problems with apply-
ing this concept to police service. People we arrest are customers in
only a very narrow sense of the term. They deserve to be treated with
dignity and respect, but the police are hardly there to provide them
service. Indeed, from one “quality” perspective, they constitute a
“defect” that police are eliminating.

The important point is that police agencies are not charged with
delighting the average law-abiding citizen, either. Police managers are
distributing a scarce government resource, and they are responsible
for seeing that the resource is distributed equitably. The average citi-
zen routinely requests, and even demands, more than his or her equi-
table share of that resource. In residential neighborhoods, everyone
wants to see the police drive by more often. Businesses pressure
municipal and county governments to provide enhanced police pro-
tection. Funeral homes want escort services. Parents want police offi-
cers in the schools, both to provide security and to warn children of
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the dangers of using drugs. The list goes on and on. Further, these are
only the very generic demands for police service. Specific cases are
even more problematic: the neighborhood complainer who calls the
police at the drop of a hat; the eccentric who calls twice a night, every
night, to have the police check for strange noises in the aitic, mer-
chants who use the police as a substitute for the security service they
ought to be providing themselves. Again, the list goes on and on. This
leads to a critical point: Although we may want the police to delight the cus-
tomer, prudent management of public resources demands that the police leave
many customers explicitly unhappy. If we insist, under the misguided
rhetoric of community policing, on delighting the neighborhood com-
plainer, that individual will simply call even more. And, in effect,
police managers have misappropriated a precious public resource that
should be expended for more important purposes.

Police managers are hardly oblivious to the problem. Using the san-
itized terminology differential response, agencies across the country have
curtailed services. Particularly in urban areas with intense service
demands, police managers can no longer afford to send an officer to
every request for service. The days when the telephone deployed the
patrol force are gone.

Thus, the issue of definition of customer satisfaction for police agen-
cies is far from a simple one. The difficulty arises in trying to give indi-
viduals at the level of operations—complaint takers, patrol officers,
detectives—reasonable guidelines for responding to the public. While
no one expects problematic police customers to be delighted, most
administrators don’t want them treated with condescending disdain,
either. There are countless gray shades of response, depending on the
situation. Officers are told, explicitly or implicitly, to exercise discre-
tion and use good judgment. And when a citizen complains, it is not
an automatic given that the employee is at fault if the customer is less
than delighted. Further, by common experience, police officers know
that the job involves dealing with difficult, obstreperous and obnox-
ious people—not all of whom are offenders. When they receive a lec-
ture consisting of nothing but naive platitudes about how they should
be partners with community residents, they are likely to roll their eyes.

Limitalions on Applying TOM Counting Techniques

Police have innumerable interactions with citizens where the cali-
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bration of quality service is reasonably straightforward. For example,
we expect an officer responding to a traffic accident to be courteous
(even caring), efficient without being officious, and considerate of
what, for the citizen, is a traumatic occurrence. For routine complaints
for which the police cannot provide any assistance, we expect officers
to tell citizens what other help, if any, is available. And so on.

But there are a lot of citizen encounters for which the measurement
of quality interaction is open to considerable debate. For example, the
findings from the Minneapolis Domestic Violence Experiment suggest
that making arrests in such situations is the best course of action.
However, subsequent research has suggested that arrests are not nec-
essarily the best response. And regardless of whether various courses
of action will prevent future violence, the quality of officer/disputant
interaction in these situations is extraordinarily difficult to specify.

Or take a minor-in-possession case. Are the police to arrest a young
person for having a beer to celebrate his or her 21st birthday, when it’s
30 minutes before midnight the day before the birthday? How about
24 hours before? How about a week before? Is an officer who writes
numerous traffic citations at an “easy pickings” location doing quality
police work or not? Is the officer’s counter-part on the next shift, who
never writes traffic citations at that location because he or she has
decided that his or her judgment is better than traffic engineering
when it comes to appropriate signage or speed limits-doing quality
police work?

The point is a relatively simple one. In the manufacturing sector,
defects are relatively simple to identify, and quality is defined fun-
damentally as a lack of defects. For most of the service sector, qual-
ity is a bit more difficult to define, but we could still reach close to
a consensus on what a quality interaction is about—think of check-
ing into a hotel or receiving service at a restaurant. Not so in polic-
ing. Quality in policing is, first of all, situational. Second, even in a
given situation, there are varied perceptions of what a quality trans-
action is. As the homily goes, for every complex situation there are
many who will offer simple solutions, and they’re always wrong. So
it is with this issue.

The use of simplistic tallies of arrests, citations, field interrogations,
and even clearances to measure the adequacy of police performance
on both an individual and an agency level is frequently criticized. The
criticism is certainly justified. Taken by themselves, these types of mea-
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sures do not adequately represent how well a police department
responds to citizens. (One should note as a caution that some police
departments that have attempted to abandon these measures found to
their dismay that arrests, citations, and clearances dropped fairly pre-
cipitously. It should more accurately be noted that these measures are
inadequate in and of themselves, but they are not irrelevant.} More
“sophisticated” measures are almost universally seen as desirable.

For example, a police agency might handle an auto theft for which
arecovery never occurs or an arrest is never made, but do so in a man-
ner that provides quality service to the victim. First of all, since the loss
is a significant one, whether covered by insurance or not, the agency
might consider sending an officer out in person to take the report,
rather than doing so by “differential response.” The officer, in turn,
might treat the citizen with compassion and understanding, take time
to complete the report, and even commiserate with the citizen for a
while about the “sorry state of affairs” when nothing is safe from theft
anymore. There could even be a follow-up phone call one week and
then one month later to let the citizen know that the report hadn’t
been forgotten, but nothing had been found. Most of us would agree
that the police agency managing the incident in this manner provided
quality police service. The vast majority of citizens don’t blame the
police department when a car is stolen. Indeed, their likely response is
“we need more police.” Thus, if the police handle an incident well, the
victim is likely to be satisfied. But how do you measure this?

About the only practical way is some sort of survey of com-
plainants/victims. “Were you satisfied with the response time? Did the
complaint taker treat you courteously? Was the officer at the scene
courteous? Did someone contact you to inform you of progress on the
case?” And, indeed, numerous police agencies use such surveys. They
are probably a good idea, as they provide some feedback regarding
quality of service. But they have serious limitations. The same officer
can respond to two citizens in exactly the same way regarding exactly
the same type of incident, and receive very different ratings.
Remember that one of the characteristics of service Albrecht and
Zemke postulated was that “customers’ assessments of service quality
are subjective and strongly influenced by expectations.” Some might
argue that if one did sufficiently large sampling, errors would cancel
themselves out and one would emerge with a reasonable picture of the
average quality of service a given officer or agency provided. But con-



126 Enduring, Surviving, and Thriving

ducting surveys is not cheap. The best information is obtained through
personal contact, such as a telephone interview, but that’s also the
most expensive. Even mail surveys get expensive when the sample is
large, not only with regard to printing and postage, but also for
tabulating data. With the budget constraints typical in the public
sector and, arguably, no critical purpose to which such informa-
tion is to be put, large expenditures for gathering such data are
not likely to be sustainable.

Further, this type of information is subject to systematic bias.
Officers who are assigned to certain beats at certain times are very
likely to receive higher ratings overall than officers assigned to differ-
ent beats at different times. There is a lot of difference between the
people the police talk to at 10 A.M. and those they talk to at 2 A.M.

Another illustration of the difficulty of transferring TQM mea-
sures used in the private sector to policing is the reduction of cycle
times. This measure is regarded by both the manufacturing and the
service sectors as an important indicator of improved quality.
Examples abound:

¢ the check-out time for a rental car,

e the check-in time at a hotel,

¢ the turnaround time for insurance claims,

¢ the rapidity of order fulfillment,

e the rapidity of payment cycles, and

o the rapidity with which phones are answered.

Some of these can be applied to policing. For example, we certain-
ly would take rapidity of telephone answering as one measure of qual-
ity. Another might be reduction in the amount of time it took a citizen
to receive a copy of a traffic accident report. And then there is, of
course, the big one-rapidity of response by patrol. But the final illus-
tration represents the dangers in doing a simplistic transfer of typical
TQM measures to police service. It is not that response time doesn’t
make any difference. It often makes a great deal of difference in terms
of citizen satisfaction. Although citizens will tolerate delayed response,
particularly if the complaint taker informs them that there will be
some delay, they will not be happy with inordinately long response
delays. In particular, they will not be happy in instances when they are
stressed, e.g., waiting in the parking lot of a mall when their car has
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been stolen. Or let’s be more dramatic. Mom, Dad and the kids go to
see Grandma and find her dead on the bedroom floor. No family feels
like sitting in the living room for two hours, with Grandma on the bed-
room floor, waiting for the police to show up. So response time has
some import.

Now, let’s go back to our earlier scenario on quality handling of an
auto theft complaint. In that instance, we dispatched the patrol unit so
that our citizen had face-to-face contact with a law enforcement repre-
sentative to report the very significant loss of property. The officer
took his or her time taking the report. And we allocated scarce police
resources to a public relations clerk who did routine callbacks. But in
doing all that with our scarce police resources, we didn’t have officers
cruising the streets with uncommitted patrol time, ready to respond
rapidly to either the next auto theft complaint or respond to Grandma
on the bedroom floor. Which is higher quality police service—taking
our time with every complainant, or keeping patrol resources free so
that we get to selected complainants more rapidly? There is no answer
to this question. Not only is there no unanimity of opinion, but we also
aren’t even close to a consensus. And, ultimately, no matter which
opinion any of us hold, we would have to acknowledge that it’s exact-
ly that—an opinion—not a fact.

Not all qualitative elements of police work can be quantified. There
are too many exigencies, contingencies, and intangibles. Private-sector
consultants who approach a police department with formula solutions
to measure quality are purveyors of snake oil. Offering simplistic mea-
surement solutions is prima facie evidence of ignorance of the com-
plexity of the police role.

That is not to say that some common TQM measures cannot be
applied to police service. Some are relatively easy to tabulate, and
some are quite difficult. Some will provide very direct measures of
quality, while others will provide only indirect measures. But some
measurement is better than none. At the same time, police man-
agers must recognize that we cannot reduce all quality police ser-
vice to numbers.



Chapter 10

POLITICAL REALITIES

POLICE ADMINISTRATION IS INHERENTLY A POLITICAL PROFESSION. The
professional movement in policing, launched by the publication of
O.W. Wilson’s Police Adminisirationin 1950, is often credited with remov-
ing politics from policing. It is more accurately stated, however, that the
professional movement removed partisan politics from policing. The role
of a police chief or sheriff is still very much a political one. Most would
regard this as perfectly appropriate in any democratic society.

Every police manager is affected by a number of pressure groups in
any community. First and foremost, the administrator must deal with the
community as a whole. Second, geographic subdivisions of a communi-
ty are often the focus of special concerns, i.e., neighborhoods. Third,
most police managers must give special attention to the chamber of com-
merce and business groups. Fourth, the service clubs and related com-
munity action groups merit special attention. These groups are usually
not the locus of negative pressure. However, they can be instrumental in
garnering support for development and changes in an agency. Finally,
every community has a set of special interest groups. They range from
abuse shelters to senior citizen groups.

Interaction With the Community As a Whole

Successful police managers employ a variety of means to
communicate with the community as a whole. Attendance at

128
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community meetings is essential. As the chief executive offi-
cer of the police organization, it is expected that a police chief
or sheriff will attend a number of these meetings himself/her-
self. Some things in a police agency cannot be delegated, and
this is one. That is not to say that an assistant chief or captain
cannot attend some meetings in lieu of the chief or sheriff.
However, if a police chief or sheriff almost never attends any
community meetings, it will be noted.

The saying “can’t see the forest for the trees” truly applies
when trying to assess the agency image in the community.
Community perception of the operation of the department
remains critical. An individual agency and chief executive
may be held in high regard by the law enforcement communi-
ty. Fraternal groups and associations may praise the chief who
has guided and led that agency to a successful transition to
community policing. But these praises without similar acco-
lades from the community will only be additional references in
an updated resumé.

One department’s image suffered because of the public’s
belief that steps were not being taken to address increased
gang activity in the community. In fact, substantial steps had
been taken to address increased gang activity, including the
assignment of officers to gather and process gang intelligence,
target identification and acquisition, and arrests of targeted
individuals. These actions were completed in cooperation
with the state’s attorney’s office. This combined effort and
action plan had a significant impact on local gang organizers.
But because the department had kept success strictly an inter-
nal matter, the public thought nothing had been done to
resolve the gang problem.

Interaction with news media is, to say the least, an integral
part of interacting with the community as a whole. Like it or
not, a great deal of public perception of the police is molded
by the news media. There is certainly a time for “no com-
ment.” However, the vast majority of time a police manager is
expected to provide feedback to the news media. It is easy to
become angry about perceived unfair reporting or sensational-
ist coverage. Failure to provide feedback to news media
premised upon such anger, however, inevitably backfires.
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Media Relations Guidelines

I. If the media can obtain information through the Freedom of
Information Act, give the media the information. Don’t unnecessari-
ly put the media through difficult procedures.

2 Ithas been the experience of many police chiefs and sheriffs that when
the media is refused information, the issne then turns into a “big story.”
They will develop their own resources, obtaining the information any-
way. The story is not likely to be flattering to the police agency.

3. Make sure that all of the information is accurate. There have been
many occasions in which, after he/she has received information from
a third or fourth source and has given it to reporters, a police chief has
learned that it was inaccurate, This undermines confidence.

4, A police chief or sheriff should schedule a press conference whenever
a major crime or disaster has occurred. When the community is upset
about circumstances and events surrounding a situation, the police
chief or sherff herself/himself must give the press conference.
Utilizing a public information officer is an excellent way to provide
information on the daily activities of the police department; however,
when a major event takes place, the police chief or sheriff must be the
one who presents that information.

5. Use the media to get important information to the public. A police

chief or sheriff should have regular meetings with the media to make

better use of this conduit.

Know the media’s deadlines. Each media outlet may have a different

deadline. It is important to learn their deadlines in order to get back

to a reporter in a timely manner. They will appreciate the considera-
tion, and be more responsive to the chief’s thoughts, ideas and quotes.

7. The media should be viewed as an animal “that must be fed when it is
hungry because, if you don’t feed it, it will eat yow.”

8. Don't get angry at rookie reporters. Instead, help them learn how to
conduct an interview and write a story. Time spent with a reporter
should not be considered a waste of time.

9. It is important for both the media and the police to learn each other’s
roles, expectations, and goals. It is very important to remember that
the media is in the entertainment industry, a for-profit business.

10. Both the public information officer and the media should know the *rules
of the game.” Chiefs and sheriffs need to remember that any off-the-
record cormment will typically be “on the record.” Just avoid the practice.

&

Successful police managers monitor the pulse of a community
by using several sources. The tone of correspondence to the
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police department should be monitored. The nature and fre-
quency of formal complaints should be known to a police chief or
sheriff. Letters to the editor are frequently written by chronic
complainers, but their overall tone is an indication of community
perception of the police department.

More formally, some police agencies have even employed struc-
tured surveys to obtain feedback regarding a community’s percep-
tion of police effectiveness. Often such surveys can be distributed
as part of utility billing mailings. Surveys are sometimes helpful in
identifying trends that may be damaging department credibility or
actual misconduct by an officer or group of officers. They are
expensive to administer and should be carefully developed so that
meaningful analysis can be made of the results. Many police man-
agers are apprehensive about conducting this type of survey, as neg-
ative feedback may be used politically against the administrator or
department. However, the benefits of conducting these surveys out-
weighs the negatives, and citizens appreciate the opportunity to
comment/vent about police services. Random samples are best.
Survey results should be available to members of the department
and the community through the media.

There are four general categories of questions that may be considered:

1. Source characteristics

2. Opinions regarding various police services
3. Opinions regarding criminal activities

4. Attitude toward police

The uvse of the classic police report writing tool may be helpful: who,
what, when, where and why. The “who” portion addresses the indi-
viduals that the department wants to survey. The manner in which the
source group is contacted will determine the source group. A mass
mailing, random telephone/mail survey of an entire service popula-
tion, or a specific portion of the service population may be targeted.
A section requesting some general demographic information is gener-
ally included containing questions regarding:

1. Years lived in community
2. Community type (urban-rural-village-city)
3. Age-Race-Sex
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4. Annual income
5. Educational background
6. Employment status

The “what” portion (what does the agency want to know} affects the
source selection. A general survey to seek community perception of
crime may best be pursued with a mass mailing to the entire commu-
nity. Such mailings are generally anonymous and may include gues-
tions regarding:

1. How serious does the respondent view crime in the community?
2. Has the crime problem become better or worse over a partic-
ular period of time?

The following questions tailor the survey to more specific crime and
police services issues:

1. What contact have you had with a police officer during the
past year?

2. How do you rate the quality of police services?

3. Do you think the police do a satisfactory job of investigating
crimes?

4. Should officers be required to maintain a mandatory level of
physical fitness and appearance based on age and sex?

The “when” portion may relate to a general time frame in which a
concern was noted such as: “During the last year has concern about
crime made you anxious when you were walking/cycling, alone at
home, at work or anywhere at night?” Similarly, a question may be
formed regarding improving and/or deteriorating conditions over a
one, five or ten-year period.

The “where” portion may address the community itself or a specif-
ic section within the community. The survey must clearly specify the
area in question. Finally, the surveying agency must clearly identify
“why” the survey is being pursued.

In addition to simply monitoring the tone of community satisfac-
tion, proactive efforts should be implemented to convey the police
agency perspective. Some of these are discussed in the chapter on
community policing. Agencies have gone so far as to develop a police
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program for local access cable television. Many agencies send repre-
sentatives to participate on talk radio programs. Others employ for-
mal focus groups drawn from segments of the community of particu-
lar concern. Some police managers maintain a community leader list
and routinely check in with these individuals. The internet has
become a new medium of communication. One should also remem-
ber that citizens who have formal interaction with the police depart-
ment-volunteers, citizen police academies, neighborhood watches,
citizen on patrol groups—are a source of feedback regarding commu-
nity perceptions.

Neighborhood Groups

Every neighborhood wants special attention from the police. One
of the balancing acts that a police manager must perform is respon-
siveness to vociferous neighborhood associations against service to
neighborhoods in need of attention, but less politically demanding. In
particular, neighborhoods housing transients, such as apartment com-
plexes, require attention. It is easy to focus all additional resources
available in an agency on neighborhoods where associations appear at
city council meetings, to the detriment of “wheels that are not quite as
squeaky.” A police manager should also be careful not to assume that
a neighborhood association is representative of the neighborhood as a
whole. Some certainly are, and represent legitimate cross-sectional
concerns. Others, however, are held captive by a few individuals
whose concerns may not reflect those of the entire neighborhood.

Caution When Commenting on Crime Issues

A police chief may attempt to downplay certain issues and be suc-
cessful in convincing the community that the fears are not valid.
But if a critical incident occurs, a chief can be placed in an embar-
rassing position, forced to restate his original position based on
some after-the-fact event.

An example is gang influence in small and medijum-sized commu-
nities. Total denial may reduce fear of gangs and raise the comfort
level of the community. But when evidence of gang activity
emerges, the chief may regret those previous words of comfort.
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Neighborhood associations should not be regarded, however, as
merely problematic pressure groups. They represent enormous
opportunity for cooperative community endeavors. The merger of
block watch programs, or citizen on patrol programs, with structured
neighborhood associations should certainly be considered. Beat offi-
cers may be assigned responsibility for intensive liaison with neigh-
borhood associations. Illustrations of productive working relation-
ships between police agencies and neighborhood associations abound.

Chamber and Business Groups

Business groups in most communities are likely to be highly influ-
ential. Members of the business community disproportionately hold
public office. They are typically the genesis of community develop-
ment efforts. They also demand police service.

Again, the role of the police manager is to assure that balance is
struck between the interest of business groups and the community as
a whole. Assigning a foot patrol officer to a business sector may be a
good idea and will certainly be supported by relevant business groups.
Resources required for such an assignment must be weighed against
other demands on a police department. There are no formulas that
will provide an answer to a police manager regarding the appropriate
balance to be struck. If a police manager must say ‘no’ to business
groups, then the reason for the negative response should be made
clear, e.g., “I have to make a choice between a D.A.R.E. program in
our middle school or a foot patrol officer downtown.” It must also be
remembered that assigning additional patrol to commercial areas is
not necessarily pandering to business groups. The general public is
appreciative of the additional security and service that such assign-
ments provide. The problem is deciding what is legitimate expendi-
ture of public funds, and when the line is crossed that constitutes pro-
vision of private security services.

Service Clubs

Service clubs are still an important part of the political life of most
communities, particularly smaller ones. The police manager must first
decide whether to join one or more service clubs. Again, there is no
prescription in this respect—appropriate judgment will vary from com-
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munity to community and in terms of the proclivities of individual
police managers. Police managers should certainly be prepared to rou-
tinely make presentations to service clubs. They are in this sense part
of the manager’s obligation to attend community meetings.

Special Interest Groups

Numerous special interest groups have concern with police pol-
icy and programs. Police managers need to be careful not to (1)
psychologically group all special interests together, and (2) regard
any special interest group as simply a thorn in the side. Special
interest groups certainly include extremists. And the demands of
some special interest groups are certainly unreasonable. Further,
most police managers are likely to politically disagree with spe-
cial interest groups more often than they will agree with them.
But most social and political change in a democracy is at least
accelerated by special interest groups. The law enforcement
community is, from one perspective, a special interest group
itself. So, once again it is balance in perspective that is important.
Special interest groups merit the attention of police managers, but
police managers must be careful that they do not consume all of
her/his discretionary time.

Citizen Complaints

The internal affairs’ function is the “Achilles” heel” of any police
chief and has the most potential for volatile influence upon the
chief’s career. A well-written internal affairs policy, accompanied
by a manual of rules and regulations and general orders, is essen-
tial to success. Responsiveness and a positive effort to resolve com-
plaints about police service/conduct are an important function of
the organization. Citizens’ complaints should be resclved through
a formal process. Some departments publish a printed pamphlet
that cutlines the complaint process.

Elected Officials

One of the biggest frustrations a police chief or sheriff can expe-
rience is elected officials, believing they are experts on law enforce-
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ment, attempting to micro-manage the department. The other side
of the coin is that many times a chief will not accept even general
direction or a broad agenda set forth by an elected political body.
In either case, the result will be frustration. A chief of police should
not allow elected officials to manage the department. Responsible
public officials do not attempt to do so. But elected officials should
set a broad agenda.

The police chief or sheriff must establish an ongoing business
relationship with members of a city council or county board.
He/she should provide them with information about a broad range
of issues in the community, including crime, trends in criminal
behavior, traffic, youth and gang problems, and police agency
involvement in quality of life efforts. The key is to communicate,
communicate, communicate. By routinely talking to all elected offi-
cials, whether a chief or sheriff likes them personally or not, police
effectiveness will be increased. Additionally, a chief should remem-
ber that it is harder to fire someone that you know well than some-
one that you don’t. Beyond simply knowing a chief well, if a city
council feels their police chief is a law enforcement expert who has
compassion, understanding, and listens closely to their needs, as
well as being a problem solver, the chief will have a longer tenure.

Newly elected political officials merit special attention. As a
police manager, one must remember that it is “all new to them.”
Time should be taken to explain department programs and policy,
and provide a historical perspective on those programs and policies.
It is wise to ascertain informally what the newly elected official’s
prior experiences with law enforcement have been. Previous nega-
tive experiences with law enforcement do not necessarily portend a
disastrous relationship. Some of the strongest supporters of organi-
zations are individuals who have had previous negative experiences
with similar entities, and perceive the police manager as an admin-
istrator trying to change things for the better.

The ongoing debate regarding the purpose and role of govern-
ment in our society has surfaced in the council chambers and may-
oral offices of many local governments. Debate rages over whether
governments and police departments should expand or reduce ser-
vices. Conservatives push for the reduction or even elimination of
services and departments, while liberals seek expanded services and
roles. As these forces ebb and flow within a community, the func-
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tions and roles of a police department that were supported yester-
day can quickly become anathema today. A police chief or sheriff
must stay constantly politically attuned.

Political Statesmanship

« A chief should refrain from upstaging politicians, For example,
if an alderman or any other elected official comes up with a good
idea, even if the chief had a similar idea, the elected official
should be given credit. Indeed, truly adept police chiefs will
make their idea that of elected officials.

- Politicians, like other human beings, will become defensive if
they are embarrassed, especially in public. An elected official |
may seek revenge or simply may not support any of the police
chief’s ideas or requests, no matter how legitimate they might be,
Many chiefs have lost jobs after embarrassing politicians. And
those that kept their jobs may not have gotten needed resources
for their police depariments.

Police managers should avoid battles over resources in the polit-
ical arena. The police must clearly state their objectives and
their needs by using clear and concise facts, not emotion. After
the chief clearly communicates the needs of the department
including the rationale for requests, it is out of the chief’s hands.
Chiefs who find it necessary to “win all of the battles” typically
lose the war. A chief should not get emotionally involved in
budget requests. Another budget cycle will come.

Police managers should beware of social events favoring one polit-
ical person over another. If a chief is invited to attend a gathering |
of elected officials, he/she should be sure it is non-partisan. ‘

When attempting to shape public opinion or garner public support,
sensitivity to elected officials is essential. We all know that the pub-
lic is concerned about crime. Recent polls conducted by political
candidates throughout the country in municipal, county, state, and
federal elections underscore that crime is a top concern. A police
chief or sheriff should not misinterpret that concern, however, as a
blank check for expanded programming. Elected officials must
balance the budget among numerous competing causes.
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It may seem pedantic, but the first question a police manager
needs to ask is “What is it that I want from elected officials?” A
budget is usually the first thing that comes to mind. However, a
police manager doesn’t merely want “a budget,” but specific bud-
getary modifications. If the budget is going to be supportive of
program initiatives in the police agency, then the support of elect-
ed political officials is essential. One must learn what their agen-
das are. One must ascertain what their perceptions of the police
department are. And obviously they must be sold on the need for
modifications in police programming.

The form of government will establish many of the rules for the
game in dealing with elected officials. A local government with a
strong mayor will require different interaction than that with a strong
city manager. Single-member council or commission districts beget
different problems than at-large districts. Charter requirements will
sometimes place parameters around political interaction. There are,
finally, individual proclivities, political ideologies and typically a local
political culture that have evolved over decades that place some addi-
tional parameters on how public administrators deal with elected offi-
cials. A police chief or sheriff new to the role should be very careful
to ascertain what the expectations of the local political culture are.
Deviation from that culture should be done with great caution.

Different types of local government structure may dictate different
reporting methods. Many chiefs, for example, are required to report
directly to a city manager, while others answer only to a mayor or
comnmissioner. Sometimes public safety commissioners are elected at-
large within a community and actually have administrative and oper-
ational authority over the chief of police and the chief’s subordinates.

An American law enforcement agency is an institution of democra-
cy. Our democracy is the product of compromise. Our Constitution
and, in particular, the Bill of Rights are the result of compromise. Had
that compromise failed, the United States of America would not exist
as we know it today. The kind of compromise that we witnessed over
two hundred years ago is a political process. Nonetheless, too many
police managers speak of all political compromise as a tarnished
process. They refer disparagingly to politicians when they are forced
by our political system to adjust their positions on important issues.
They accuse politicians of “selling out” if they settle on a position dif-
ferent than that upon which a campaign was based. But they also
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complain when a politician’s stubbornness results in govern-
ment “gridlock.”

Constitutional provisions, both state and national, prevent law
enforcement from operating independent of scrutiny. That scrutiny
comes from all three branches of government—the executive, legisla-
tive and judicial. Any police administrator who fails to accept the real-
ity of, and need for, such scrutiny is destined for a difficult career at
best. Democracy, as a governmental system, includes mistrust of law
enforcement. Concentrated authority is alien to democratic princi-
ples. In the United States the public is willing to accept the high costs
of separate, but overlapping police jurisdictions to ensure decentral-
ization of authority. Police managers should never underestimate how
inherently strong a “healthy mistrust” of the police is in our govern-
mental system.

But It Was Community Policing....

Recently a highly successful police chief in southern Illinois faced a
challenge from newly elected members of his city council over the
fact that his department participated in programs such as D.AR.E,,
school liaison, and other youth oriented initiatives. In one instance
a councilman stated that he had observed a police officer helping a
child fix a flat tire on her bike, and he felt that this was the kind of
activity that police officers should not be doing. The amazed and
somewhat stunned police chief asked why this was a problem. The
councilman’s response was that police officers reaching out to chil-
dren in this and other ways were examples of government attempt-
ing to take over the role of parents.

Elections of aldermen, trustees, commissioners, mayors and
board members frequently engender debate about the issues of
public safety and crime. Police chiefs are “political animals,”
despite the fact that the position is appointed. A sheriff’s position
is inherently political. But the independent elected nature of the
office does not absolve a sheriff from an obligation of cooperative
political interaction. The sheriff has to be considerate of the
political needs of those county board members who adopt opera-
tional budgets and approve staffing needs. In some cases there
are partisan political issues that must be set aside.
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Priorities

A new police chief was applying for a position in a small resort
community. During the interview, the elected officials advised the
applicant that their biggest concern was people walking their dogs
“ on the beach. Those dogs, in turn, would leave feces, which would-
n't be removed by the owners. They said that other than that con-
cern, they felt they had a good community. They wanted to keep
it quiet, with limited controversy. The applicant said he understood
and thought he could do a good job for the comnmunity. After being
hired, the chief studied all the problems within the community and
found a few serious ones.

First, the main route through town had been the site of numer-
ous fatal accidents for years. To remedy the situation, he trained his
officers in traffic enforcement, purchased a radar unit and began
writing traffic tickets. Accidents were significantly reduced and
there were no fatalities on that route during his first year.

Second, the chief noted that there had been a series of burglar-
ies in the condominivm complexes. The chief and his staff devel-
oped a surveillance plan. The plan worked, and offenders were
subsequently arrested. As it turned out, these offenders were
responsible for almost all the burglaries in the complexes. The
arrests occurred during the first month of the chief’s tenure, result-
ing in a drastic reduction in total burglaries in that small resort com-
H munity.

The chief was very proud of himself. He realized that he dra-
matically cut down on both the accident and the burglary rates.
However, the chief was in for a surprise when he went to the city
“ council meeting where they were deciding his reappointment. The

mayor told him that he would not be reappointed. Incredulously,

the chief recounted how he had reduced both the burglary and the
accident fatality rates in the past year. The mayor and the council
members looked at each other, and said that he had done a great
| job in that respect. However, the reason he wasn’t being reap-
pointed was because he had not addressed the main concern of the
community—the walking of dogs on the beach. He had forgotten
one important lesson—elected officials are the representatives of the
people, and have a right to set priorities for the police department.

Regardless of the governmental structure, it is very important that
the elected officials be kept appropriately informed. Generally, city
council or county board committee meetings are a proper forum for
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the exchange of information. City council members have an obliga-
tion to correct problems brought to their attention. Although infra-
structure needs often consume their time, an alderman will often
receive complaints about police matters like traffic violations and the
fear of crime. The wise law enforcement administrator will respect the
elected official’s obligation and address the problem with sincerity and
a commitment to a subsequent status report.

Cantion must always be exercised so that interaction does not
become interference. Usually interference is the product of enthusi-
asm rather than corruption. It is a manifestation of a desire to be bet-
ter informed and feel more included. The situation should be handled
delicately—but handled. A luncheon meeting or private conference
may provide individuals tending to cross the line with insight without
compromising an important investigation or prosecution.

City Manager

The police chief and the city manager must establish mutual under-
standing. For the police chief, the city manager can be either the most
trusted ally or the most feared enemy. Additionally, it is important to
know that both the police chief and the city manager have the most
sensitive of municipal positions. In order for the chief to work well
with the manager, he/she must keep the city manager informed at all
times. It is very embarrassing for the city manager to receive calls
from elected officials about a serious police problem about which
he/she has never been informed. If the city manager has to start call-
ing for information from the police department when a serious inci-
dent has occurred, the next step will be the city manager’s attempt to
manage the police department.

One should debate with the city manager in private . A police chief
should never embarrass the city manager in front of elected officials.
For example, if the city manager cuts a number of positions out of the
budget and a police chief is asked by the city council why she/he is not
asking for those positions, she/he should dispassionately review the
process—deferring to the city manager at an appropriate time.

An astute police chief also uses the city manager as a political buffer.
If aldermen or trustees contact the police chief with a request, the
police chief should appropriately handle the request, then report to the
city manager with the solution or answer for the aldermen. The city
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manager can then call the alderman with the answer. In that way, the
response conditions the elected officials to contact the city manager
instead of the police chief. However, some city managers prefer that
the police chief contact the elected official with the necessary infor-
mation, simply advising the manager of what transpired.

Mistakes should be openly acknowledged with the city manager.
The best policy is to admit the mistake, explain why it happened
and what will be done to rectify the problem. It is important to live
up to mistakes. It will help to instill trust between a police chief and
a city manager.

There are times when a city manager may make requests that a
police chief feels are inappropriate. It is up to the police chief to
explain discreetly to the manager why it is inappropriate. Conversely,
city managers do not support police chiefs who, every time a request
is made, finds reasons why it can’t be fulfilled. Managers are looking
for problem solvers.

Other City/County Departments

A police agency should not be an island in city/county government.
Many of the recent community policing initiatives have involved the
development of cooperative relationships with other city/county
departments. It is extremely unusual, however, for other city/county
departments to initiate cooperative efforts with their police depart-
ment. It falls upon the shoulders of law enforcement managers to first
reach out to other department heads. The nature of police work is
such that other department officials tend to avoid getting too close to
the law enforcement agency for fear that they will be perceived as pry-
ing. Unfortunately, this reluctance has prevented cooperative radio
uses, joint purchasing, logical traffic control recommendations, and
many other coordinated efforts toward better government.

Traditionally, competition exists among depariment heads. If a
police department gets new equipment and a fire department doesn’t,
or if compensation is perceived to be inequitable among departments,
then friction may develop among the department heads. This is espe-
cially prevalent at budget time. Those governments that are consid-
ered most responsive to their citizens require department heads to
work closely together.

SCHOOLS. During the last decade police agencies have become
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increasingly involved with schools. The occasional lecture on bicycle
safety 40 years ago has evolved to full-time school assignments for
large numbers of sworn personnel. School resource officer programs,
D.ARE. programs, G.R.E.A.T. programs, and other school liaison
efforts now consume a fair proportion of police resources. The assign-
ment of officers to full-time roles in schools often creates problematic
supervision problems. Further, while some schools welcome the
police with open arms, others accept their presence only grudgingly.
A balance between prevention and communication efforts with
enforcement endeavors must be struck. Efforts must be made to delin-
eate distinctions between school discipline issues and delinquency
issues. And even with the best effort, there will be a gray zone.

FIRE. Productive relationships with fire/EMS departments are also
a part of a police manager’s role. There are often facility use issues,
safety education coordination, and code and building inspection coor-
dination that must be articulated. Again, a solid working relationship
can lead to considerably enhanced public safety.

SANITATION. Sanitation departments are frequently overlooked by
police managers as a source of cooperative support. Professional san-
itation departments can assist departments in identifying problem
locations. They should be a core part of community policing efforts
to improve the quality of life in neighborhoods. Many agencies have
cooperative arrangements on vacant lot cleanups, for example.
Sanitation departments are also involved in some communities in graf-
fiti control.

OTHER DEPARTMENTS. Liaison with other city/county departments
will also require the time of a police manager. The linkage to traffic
engineering is evident. Cooperative efforts with parks and recreation
departments are often a part of neighborhood improvement programs
in which the police department participates. Some police agencies
have become intimately involved with public housing agencies, plac-
ing mini police stations in public housing developments. There is lit-
erally no other city/county department with which the police at some
point and time do not have contact.

CRIMINAL JUSTICE AGENCIES. Part of the politics of policing is the
management of relationships with other criminal justice agencies.
Obviously, relationships with other police departments often become
highly politicized. The public is understandably not very tolerant of
rivalries among agencies that degenerate to infighting. Maintaining
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solid relations with the state’s attorney, public defenders/defense attor-
neys, court administrators, judges, jail administrators, probation offi-
cers, and parole officers is a constant challenge. Even maintaining
cooperation among police agencies can be problematic. Relationships
between local agencies and the state police have the potential for mis-
understandings. Police managers should expect disagreements with
individuals in these roles. The criminal justice system is deliberately
designed so that it does not become one big happy family. To the
extent possible, police chiefs and sheriffs should strive to maintain the
natural stress among these relationships as part of the ongoing process
of professional public administration. When political vendettas occur,
99 percent of the time everyone loses.

Working with federal agencies is not as difficult as one might be
led to believe. Shared information without restrictions will never be
achieved. However, federal authorities have the same general goals
and are often willing to cooperate despite their reputations.
Cooperative reluctance is sometimes caused by a failure of local
chiefs and sheriffs to include federal authorities in professional and
social events. Cooperative measures need not be complex joint
case investigations. An agreement to jointly present a security pro-
gram to bankers, or a mail fraud seminar to semior citizens, will
establish relationships.

A Sheriff’s Political Role

There is generally a great deal of pressure on sheriff candidates to
make campaign promises. Sheriff candidates too easily can let promis-
es made become promises broken. Great care and thought should be
taken in making promises. If it is necessary to make promises, they
should be kept simple and doable. A sheriff candidate should restrain
the urge to promise too much. Some promises will require the coop-
eration of others—can this cooperation be obtained? If so, at what
price? If campaign promises cannot be kept, the issue should be faced
head-on. An honest presentation of the issue can bring positive results
by demonstrating basic openness and honesty.

As an elected law enforcement executive, there are numerous other
elected officials whose functions relate to the duties of the sheriff’s.
Common goals require cooperation and communication. Frequently,
however, members of the sheriff’s same political party will cause the
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biggest headaches. Political backers are necessary. Most are good,
honest people and are not looking for special favors. They are, in fact,
looking for someone who is fair and honest. But inevitably some
believe that party affiliation gives them special status. Favors may be
sought, and in extreme instances political allies may seek exception to
the law. If ever there is quicksand along the path to being a good sher-
iff, this is it. Ethical positions and values must be upheld.

When running for office, one of the most difficult issues is what
political support should be expected from the employees of the sher-
iff’s office. There are no easy answers to this question. Should mon-
etary contributions be accepted? What about officers distributing lit-
erature? In some states, election laws give candidates guidelines. The
final answer must rest with the individual and his/her own set of val-
ues.

Anfluencing Legislation

Changes in labor laws and changes in the criminal code are among
many factors that, through legislation, will affect the way a chief or
sheriff approaches organizational and community problems.
Therefore, it is essential that an administrator interact with legislators
regarding pending bills or proposals through personal contact and cor-
respondence. However, a chief or sheriff is usually wise to avoid tak-
ing positions that are essentially unrelated to the needs of the profes-
sion. It is even wise to withhold public comment on the merits of
important issues that may have some indirect impact on law enforce-
ment. A bond issue for a new school, for example, may preclude a tax
increase for a new jail. Nevertheless, it does not serve the chief or
sheriff to become embroiled in avoidable controversy.

On the other hand, local issues with direct impact are sometimes of
such importance that the administrator’s view should be public.
Proposals to increase speed limits, legalize illicit drugs or authorize use
of certain weapons are examples of subjects that merit public com-
ment from those in law enforcement who understand the conse-
quences of legislative passage or rejection. These are sometimes par-
tisan issues. The key is to take a stand without presenting oneself as a
spokesperson for a given party or a group outside law enforcement.

Occasionally, an issue unique to the locality will require the atten-
tion of an administrator. It may be as basic as permitted “trick-or-
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treat” days, or as complex as the financing of a new facility. Such
issues affect operations, and most citizens expect and deserve com-
ment from their law enforcement leaders.

Almost all police chiefs and sheriffs belong to professional
organizations that closely follow legislative proposals and devel-
opments. These associations and, in some instances, alliances are
critical. They can exist without law enforcement as a profession
becoming submerged in distasteful political bickering. The asso-
ciations also help as a resource providing information, political
lobby, and technical assistance.
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Telephone: 816-363-5000, fax: 916-363-5197; URL. address: www.govtech.net

Ilineis Association of Chiefs of Police; 426 South Fifth Street, Suite 200, Springfield,
IL 62701-1824; Telephone: 217-523-3765; URL address: www.ilchiefs.org

IMineis Association of County Officials; 302 East Illinois, New Berlin, 1. 62670;
Telephone: 217-488-6414

Ilinois Criminal Justice Information Authority; 120 S. Riverside Plaza, Snite 1016
Chicago IL 60606; Telephone: 888-425-4248 or 312-793-8550, fax:
312-793-8422; URL address: www.icjia.org

Hlinois Law Enforcement Executive Instite; Dr. Robert Fischer, Director, Western
Minois University; 1 University Circle; Macomb, IL 61455; Telephone:
309-208-2266, fax: 309-298-2215; URL address: www.cait.wiun.edu/iletsh

Hlinois Law Enforcement Media Resource Center; Western Illinois University, 1
University Circle, Macomb, II. 61455; Telephone: 800-843-2690 or
309-298-2646, fax: 308-298~2642; URL address: www.ecnet.net/users/mileme

Illinois Municipal League; 500 East Capitol Avenue, Springfield, IL 62701,
Telephone: 217-525-1220

Hlinois Sheriff’s Association; F. O. Box 263, Sherman, IL 62684; Telephone:
217-496-2371, fax: 217-496-2373

International Association of Chiefs of Police; 515 North Washington Street,
Alexandria, VA 22314, Telephone: 703-836-6767 or 800-834-4227; URL
address: www.theiacp.org

International Association of Women Police; North Deer Isle Road, Box 149, Deer
Isle, ME 04627-9700; Telephone: 207-348-6976, fax: 207-348-6171; URL
address: www.iawp.org

Jail and Prisoner Law Bulletin; Americans for Effective Law Enforcement, P. O. Box
75401, Chicago, IL 60656-1498; Telephone: 800-763-2802, fax:
800-763-3221; URL address: www.aele.org

National Criminal Justice Reference Service; Box 6000; Rockville, MD 20849;
Telephone: 800-851-3420; URL address: www.nejrs.org
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National Institute of Justice; 810 Seventh Street, NW; Washington, DC 20531,
Telephone: 202-307-2942; URL address: www.ojp.usdoj.gov/nij

National Law Enforcement and Corrections Technology Center; National Office:
2277 Research Boulevard, Rockville, MD 20850; Telephone: 800-248-2742,
fax: 301-519-5149; URL address: www.nlectc.org

National Organization of Black Law Enforcement Execudves (NOBLE); 4609
Pinecrest Office Park Drive, Suite F, Alexandria VA 22312-1442; Telephone:
703-658-1529, fax: 703-658-947%; URL address: www.ngblenatl.org

National Sheriffs Association; 1450 Duke Street, Alexandria, VA 22314-3490;
Telephone: 703-836-7827; URL address: www.sheriffs.org

Police Executive Research Forum (PERF); 1120 Connecticut Avenue N'W, Suite
930, Washington, DC 20036; Telephone: 202-466-7820; URL address:
www.policeforum.org

Police Labor Monthly; Justex Systems, Inc., F. O. Box 6224, Huntsville, TX
77342-6224; Telephone: 800-842-5203, fax: 936-294-0984; URL address:
www.justex.com

Police Liability Reporter; Americans for Effective Law Enforcement, P. O. Box
75401, Chicago, IL 60656-1498; Telephone: 800-763-2802, fax:
800-763-3221; URL address: www.aele.org
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A COURSE FOR NEW LAW ENFORCEMENT
ADMINISTRATORS

MONDAY
7:00 - 8:00
8:00 - 9:00

9:00 -12:00

12:0C - 1:00
1:00 - 3:00

3:00 - 315

215 - 5:00

TUESDAY
7:00 - 8:00
8:00 -10:00

10:00 -12:00

12:00 - 1:00
1:00 - 3:00

3:00 - 3:15
3:15 - 5:.00

Breakfast
Welcome/Orientation

IL Law Enforcement

Training and Standards

Board Staif

Lunch

Principle-Based Leader

l.eadership
Break
Principle - Based
Leadership (contd)

Breakfast
Progressive Discipling
& Development
Public Safety Issues

Lunch
Concurrent Sessiong
Unions/Bargaining

Alternatives for Small
Community Policing

Break
Mission/infrastructure

Dr. Robert Fischer
George Koertge
Dr. Thomas Jurkanin
Chuck McDonald

John Janssen
Pat Vaughan

George Koertge

George Koertge

Don Slazinik

John Schlaf

Session A -

Pat Vaughan

Session B -
Robin Johnson

Mari Field
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Director, ILEEI
Exec Dir, JACP
Exec Dir, ILETSB
Fiald Reprasentative,
ILETSB
Asst Proj Dir, ILETSB
Deputy Dir, ILETSB

Exec Dir, IACP

Exec Dir, IACP

Dept of Public Safety
OFallon
Chief of Police
Galesburg

Dep Dir, ILETSB

Dir, Il Center for
Competitive Govi

Chief of Palice
Wheaton
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WEDNESDAY
7:00 - 8:00
8:00 -10:00

10:00 - 1:00

-+ Working Lunch
1:00 - 3:00

3:00 - 315
3:15 - 5:00

THURSDAY
7:00 - B:.00
8:.00 -11:00

11:00 -12:00

12:00 - 1.0
1:00 - 300

3:00 - 3115

3:15 - 5:00

FRIDAY
7:00 - 8:00
8:00 -14:00

10:00 -12:00

12:00 - 1:00
1:00 - 3:00

3:.00 - 4:00

Enduring, Surviving, and Thriving

Breakfast
Legal Issues

Palicing Trends for the
frmmediate Future

Hlinois Legislative Update

Break

Support Agency Panel Federal Bureau of Investigation

Breakfast
Budget Planning

Legal Issues and Liability

l.unch

Legal ssues and Liability

(continued)
Break

ILETSB: Special Projects/

Training/Grants

Breakfast

The Community

Palitics

Lunch
Communication

Graduation

Russell Laine

Br. Clyde Crohkhite

Paul Dollins

Don Hays

|linois State Police
Secretary of State

Department of Corrections

George Dulzo

Don Soufal

Don Zoufal

Dr. Hobert J. Fischer

Raymond Rose

John Miliner

Jahn Miller

Chief of Police
Algoenquin
Professor, Law
Enforcement and

Justice Administration,

Westemn Hlinois
University

Legislative Liaison,
IACP
IL. Appellate
Prosecutors Office

Chief of Police
Hickory Hills
General Counsel
Chicago Police Dept

General Counsel

Director, ILEEI

Chief of Police
Mundelein
Chief of Police
Elmhurst

Chief of Police
Elmhurst
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SUBJECT INDEX

A

Accessibility of police administrator
(see also Time management)
call screening, 33
open-door-policy by appointment, 38
scheduling, 33
time management vs. accessibility, 42
walk-in visits, 33
Accounting techniques and policing, 123-27
(see also TQM )
Adminisirative decisionmaking, 6-9 (see also
Management)
information acquisition, 6
overview of evolution, 6-9
rational management, 7
Alcohol abuse, 27-28
Appendix
course for new law enforcement
administrators, 155-36
resource listings, 153-54

B

Bounded rationality, 8
Budget management, 85-86
budget analysis steps, 86
goal identification, 86
relating goals to specific programs, 86
relating goals to resource
requirements, 87
relating resource inputs to
budget dollars, 87
budget officer, 85-86
budget process, 91-96, 13646
city manager team, 52-983, 136-46
community-wide priorities,
92-93, 13646
suggestions for budgetary cooperation,
92-93
justification, 93-04
projection of 3-5 years, 91

clothing allowances, 91
Iabor contracts, 81
overtime, 91
personnel expenses, 87, 91
sheriff’s budget considerations, 91-92
civil processes, 92
court security, 92
inmate transportation, 52
jail operations, 92,
officer’s of the court, 92
sources of revenue, 94-96
community gifts for special needs, 95
economic development, 54
grants, 25
sales tax and user revenue, 94
operational planning, budgeting re
programs, §6-88
objectives and goals, 86-88
personnel expenses, 87, 91
program alternatives analysis, 88-91
allocation of activities to cost columns,
89, 90
programs’ effectiveness assessment,
88-91
allocation of resources, 89
effectiveness vs. workload demands,
88-89
organizational units and cutput
categories, 90
costing-out and effectiveness, 90
strategic planning, §5-88
utilization of police human resources,
87-88
Bureaucracy
elements of effective, 6~7
routine, standardized procedures, 49, 52

C
Ceremonial roles, 5

Chamber of Commerce and
business groups, 134
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Citizen Police Academy, 23
City manager, 92-43, 141
Civil hiability of police executives, 64-79
civil lawsuit requirements, 70
employee suits, 74-79
ways to minimize personal
civil liability, 76
individual rights and social
need for order, 66
lawsuit vs. liability, 70-71
legal defenses, 72-74
cause of action, 73
constitutional rights, 74
factual basis, 73
qualified immunity, 73-74
respondeat superior, 74
litigation overview, 64-67
public acconntability vs. legal liability, 65
public official Lability insurance, 72
sovereign immunity abrogation, 66-67
suits as impetus to examine policy, 70
tort suits, 67~70 {see also Tort suits)
visibility and image, 64-65
Code of Ethics, 17, 35-56
Collective bargaining, 103-6
maintenance of standards clause, 104
management rights, 103~5
managers as full participants, 103-6
Communication skills, 36~37
(see alsp Leadership development)
crossing divisional lines, 37
formal and informal structures, 37-38
apen-door policy, 38
vertical and horizontal flow, 37
Community-based policing, 14~13,
48-53, 107-17
acceplable vs. unacceptable ie
gratuities, 1415, 55-56
defining myriad of focus points,
4345, 107-16
efliciency, 52-53
four dimensions model, 108-16 (see also
Community policing four
dimensions model)
implementation, 116-17
information processing, 52
intervention techniques
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arrest, 49
autharitative persuasion, 49
extended counseling, 49
social counseling, 49
social referral, 49
structural/environmental changes, 49
long-term beat complacency, 15
maintaining peacefulness, 47
order mainienance, 45-48
{sé¢ also Order maintenance)
problem-oriented vs. community-oriented
techniques, 48
public perception of paolice as
crime control, 50
sustained vs. temporal order, 48~53
Ten Principles of Community
Policing, 108
Community policing four dimensions
model, 108-16
organizational approach, 115-16
decentralization, 115
Geographic Information Systems, 116
hierarchy flattening, 116
information, 113, 116
structure, 115, [16
philosophical approach, 108-11
broad police function, 108
quality of life activities, 109
citizen input, 108
neighborhood beat police, 109-11
neighborhood needs assessment, 109
personal service, 109
social service, 109
targeted enforcement, 109
strategic approach, 111-13
beat officers and follow-up
investigations, 112
crime prevention, 113
differential response, 112, 123
geographic facus, 111
long-term problems response, 112
specialist teams, 112
investigative teams focused on
offenders, 112
prevention emphasts, 111
proactive orientation, 113
directed patrol, 113
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patterns and problems, 113
reariented operations, 111
tactical approach, 113-15
beat manager characteristics, 113, 116
partnerships, 113, 114
pasitive interaction, 113-14
problem solving, 113, 114-15
SARA model, 115
Community influence
focus groups’ advocacy, 38
networking with public service peers, 38
priority input via community groups, 38
total quality management and
policing, 118-27
Competing constituencies, xviii, 32-33, 38
Corruption (se¢ also Ethical behavior)
definition, 15
external and internal infiuences, 16
influences, 14-16
improper political interference, 16
intangible, 16
monetary, 14-15
organized criminaj interests, 16
police assignments, 16
police discretion, 16
police work nature, 16
unenforceable laws, 16
intangible influences, 16
rooting out and acknowledgement of, 16
Corruption, determination
investigation of corrupters, 16
quid pro quo, 16
totality-of-circumstances rule, 16
Counting techniques and policing, 123-27
Court security, 82
Criminal justice agencies,
relationship, 143-44
Crisis planning, 83-84
coordination of emergency services, 83
emergency management teams, 83-84
natural or man-made events, 83
response plan, 8384
sensational event characteristics, 84
test, evaloate, update, 83
Customer satisfaction and policing, 122-23
{see also TQM)

Customer service and policing, 119-27

{see also TQM)
D

Deaih messages and procedures, 43, 52
Decisionmaking, 6-8
information acqguisition, 6
Delegation, 5, 34-35
management trends, 34
of authority, 20-21, 35
of responsibility, 34-35
work-related delegation initiatives, 35
Differential response, 112, 123, 125
Disciplinary actions, 77-79
administrative due process, 78
behavior and disciplinary
procedures model, 77
determination of actions for
investigation, 77
errors vs. rule violations, 36, 77
internal affairs unit, 77-78
investigating official, 77
procedural due process, 78
Disseminator managerial role, 4
{see alse Managerial roles)
Disturbance handler, 4
(see alse Managerial roles)
Drugs, prescription abuse, 27-28

E

Education and training, 12, 21-24
knowledge of
agency-community history, 21
assessment of program needs, 23
financial aspects of municipality, 21
formal training programs, 23-24
informal training programs, 23-24
Internet accessibility, 23
professional journals accessibility, 23
roll-call training/teaching, 23
police organization memberships, 22
professional journals, 22
program effectiveness evaluation, 23
technology, 21-23
training and education, 22-24
formal training programs, 23-24
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informal training programs, 23-24
unions and Jabor relations, 22
Efficiency, 52-33
Eighth Amendment suits
prisoner suits of cruel and unusual
punishment, 69
Elected officials, relationship with, 136-41
(see also Political systems)
budget support, 138
checks and balances and law
enforcement, 138-39
city council/board, 136
city manager/mayoral relations,
138, 141-42
communication skills, 136, 140
political statesmanship, 137
reporting requirements, 138
Employee associations, 87-106
adversarial relationship, 98-106
collective bargaining, 103-6
maintenance of standards clause, 104
management rights, 103-5
managers as full participants, 103-6
development, 9§-103
duality of officer/union rep, 97-98
grievance system, 99
management by walking around, 102-3
meeting settings, 99
morale, 100-1
Entrepreneur managerial role, 4
(see alss Managerial roles)
Escapees, response plans, 82
Ethical behavior, 11-30
(see also Ten commandments)
Code of Ethics, 17, 55-56
corruption, seeds of, 15
(see also Corruption)
acceptable vs. unacceptable ie
gratuities, 14-15, 35-56
community-based policing, 15
external vs. internal influences, 16
organizational influences, 15
integrity, 15-30, 56
self-questions (3), 15
mission/value statements, 17, 42-56
recruitment and retention programs,
13, 55
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training with emphasis on ethics, 15
Executive training programs

FBI Academy, xix

LEEDS, xix

Northwestern Traffic Institute, xix

Southern Police Institute, xix

¥

Federal Bureau of Investigation
Academy, xix
Federal and state labor, personnel
statutes, 68, 70, 75-79
employment discrimination suits, 67, 75
fair employment, 70
sexual harassment, 70
state jurisdiction re public
employees’ rights, 75
Figurehead managerial role, 4
(see also Managerial roles)
Fire department, relationship
with police, 143
First Amendment suits
adverse personnel actions, 69
free speech violations, 69
Fourteenth Amendment
deprivation of due process, 69
Fourth Amendment suits
false arrest, 68
itlegal search, 68
use of force, 68
Functional approach, 7

G

Gratuities, acceptable vs. unacceptable,
14-15, 55-56

Grounds and buildings maintenance and
support, 81-82

H

Healthy lifestyle, 12, 24-28
annual medical exams, 24, 25
death, leading causes of, 24-25
exercise program, 24, 26, 41-42
limitation on use of tebacco, alcohol,
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etc., 24, 27-28
personal embarrassment wounds, 28
maintaining outside life, 24, 28
nuirtional balances, 24, 25
stress management, 24, 26-27
(see also Stress management)
weight restrictions, 24-26
Human resources, 57-64
personnel training and career
development, 59-61
in-service training, 59-60
career development program, 60
changes in laws, procedures,
policies, 59-60
correction officers re entry level
pasitions, 60-61
merit pay incentives, 60
performance evaluations, 61-64
promotion screening and boards, 61
specialist positions, 61
training needs assessment pointers, 60
communication skills, 60
managing mentally disturbed
individuals, 60
pursuit driving, 60
report writing, 60
recruiting and hiring, 537-59
community's diversity, reflection, 58
front-line actions of officers, 58
mechanijcal skills, 59
people skills, 59
selection processes, 59
training, 59
departmental field training, 59
State mandated courses, 59

I

Hlinocis Association of Chiefs of Police, 22

Illincis Association of County Officials, 22

INinois Law Enforcement Executive
Insiitute, xodi, 22

Ilinois Law Enforcement Training and
Standards Board, xix, 82

Hlinois Municipal League, 22

Illinois Sheriffs Association, 22, 82

Inductive vs. deductive approach to

Subject Index

management, 3
Influences for corruption, 14-16
improper political interference, 16
intangible, 16
monetary, 14-15
organized criminal interests, 16
police assignments, 16
police discretion, 16
police work nature, 16
unenforceable laws, 16
Information access, status and auvthority, 6
Information dissemination, 5-6
Information via oral sources, 5
Integrity, 15-31, 56
(see also Ten commandments)
Code of Ethics, 17, 55-56
ethical behavior, 11-30, 553-56
lead by example, 31
mission/value statements, 17
self-questions (3), 15
Internal affairs unit, 77-78
administrative due process, 78
tour of duty, 78
International Association of
Chiefs of Police, 55
Internet, 23
Intervention techniques and temporal
order maintenance, 47
In-service training, 59-60
career development program, 60
merit pay incentives, 60
changes in laws, procedures,
policies, 28-60
correction officers re entry level
positions, 60-61
promotion screening and boards, 61
specialist positions, 61
training needs assessment pointers, 60
comrnunication skills, 60
managing mentally disturbed
individuals, 60
pursuit driving, 60
report writing, 60

J

Jails, security plan, 82
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Job security and performance
incentives, 16, 121-22 136

L

Law enforcement and order maintenance,
45-48
Law Enforcement Executive Development
School (LEEDS}, xix
Law Enforcement Training Standards Board,
xXv, xvi
Leadership development, 31-42
communication skills, 36-37
competing constituencies, 32~-33
delegating, 20~21, 34-35
{see also Delegation)
informal organization structure, 37-38
{se¢ alse Organizational structure)
mentoring, 21, 34 policy manuals, 35-36
skills identification, 3132
time management, 33
(see aksa Time management)
Leadership skills
administration vs. street operations, 31
attributes, 31
technical knowledge, 31
community appearances, 31
care values and expectations, 31
hands-on management style, 31
lead by example, 31
media relations, 31
visionary, 31
vs. management, 3]
walking around style, 31
Legislative branch
checks and balances on law enforcement,
138-39
legislation, influencing, 145-46
Litigation
civil lawsuit requirements, 70
civil hiability of police executives, 64793
employee suits, 74-79
ways to minimize personal civil
liability, 76
individual rights and social need
for order, 66
lawsuit vs. liability, 70-71
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legal defenses, 72-74
cause of action, 73
constitutional rights, 74
factual basis, 73
qualified immunity, 73~74
respondeat superiar, 74
overview, 5467
public accountability vs. legal liability, 65
public official liability insurance, 72
sovereign immunity abrogation, 66-67
suits as impetus to examine policy, 70
tort suits, 67~70 (sez also Tort suits)
visibility and image, 64-65
Local government
elected officials, 136-41
budget support, 138
checks and balances and law
enforcement, 138-39
city council/board, 136
city manager/mayoral relations,
138, 14142
communication skills, 136, 140
political statesmanship, 137
reporting requirements, 138
expectations and demands on
department, xviii
influence on chief executive tenure,
xviii, 33
Logical incrementalism, 8-9

M

Management
administrative decisionmaking, 6-9
(see also Administrative decisionmaking)
ceremonial roles, 5
computer data vs. judgment, intuition, 5
information access, status and authority, 6
information dissemination, 5-6
information via oral sources, 5
leadership skill development, 31-42
logical incrementalism, 8-9
management rights re collective
bargaining, 105
managerial roles, 3-6
organizational science, evolution, 6-10
policy input by employees, 34



162

priority hierarchy, 4-5
symbolically sensitive issues, 5
ten commandments of personal/
professional conduct, 11-30
(sez alse Ten commandments)
time demands, 4, 5
total quality management: culture,
customers, countfing, 119-27
limitations to policing, 119-27
Managerial myths
delegation of duties, 5
information age accessibility, 5
information via documentation, 5
limited access to constituency, 5
time management, 4, 5
Managerial roles, 46
(see also Police chief}
decisional, 4
informational, 4
interpersonal, 4
logical incrementalism advocacy, 9
inductive vs, deductive, 3-3
Management trends
management by objectives, 9
organizational development, &
participatory management, 34
planning-programming-budgeting
systerns, 9
quality circles, 34
reinventing corporatinn/ government, 9
team building, 34
team management, 34
total quality management,
9-10, 118-27
zera-based budgeting, 9
Mentoring, 21, 34
re favoritism, 33
Morale, 100-1

N

National Institute of Justice
on-line publications, 23
National Labor Relations Act, 75
application te public employees, 75
National Sheriff’s Association, 82
Neighborhood beat police, 109-10

Subject Index

allocation of resources, 111
complacency, 15
incentives to empower citizens, 110
ownership, 110
permanent assignment, 110
Negotiator, 4, 31 (sez also Managerial roles)
News media, 126-30
guidelines, 130
Northwestern Traffic Institute Siaff and
Command and Police Supervisors
School, xix

o

Objective rationality, 7
Order maintenance vs. law
enforcement, 45-48
boundary crossovers, 46-47
scene objective and intervention
technique, 4647
temporal hierarchy, 45-48
conflict management, 45-48
law enforcement, 4548
public service/safaty, 45-48
Organized anarchy, 5, 8
Organizational science, 4-6
decisionmaking, 6-9
bounded rationality, 8
objective rationality, 7
subjective rationality, 7
functional approach, 7
logical incrementalism, 8-8
myths, 4-6
organized anarchy, 5, 8
political processes, 6, 8, 33
principles approach, 6
satisficing, 8, 9
antidotes, 9-10
systems approach, 6
total quality management: culture,
customers, counting, 119-27
limitations to policing, 119-27
Weber's ideal bureaucracy, 6-7
Organizational structure, 37-38
chain-of-command, 37
formal structure, 37
informal structure, 37
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leadership by persenality, 37
span of control, 37
unity of command, 37

r

Peacekeeping, 46—48
Performance evaluations, 61-64
appeal process, 63-64
development goals, 62
evaluation guidelines, 63
evaluation tools, 61
evaluator comnfort level, 63
informal review, 63
job description components, 62
merit pay vs. longevity, 61
objectives, 61
overall job performance, 62
perdodic assessments of system, 64
performance logs, 62
task evaluation, 61
tasks, skills, knowledge of job, 64
Physical fitness
exercise program, 24, 26, 4142
Planning programming budgeting systems
(PPBS), 86 {see also Budget management)
Police administrators/executives
applied application and practice, xvi
halance between expedience and
planning, 3
ceremonial duties, 5
logical incrementalism advocacy, 9-10
managerial roles, 3—6
(see also Managerial roles)
police mission: development, adherence,
43-56 (see also Police mission)
procurement process and ethical
dilemmas, 17
{s¢e also Procurement process)
ten commandments of
personal/professional conduct, 11-30
{sée afso Ten commandments)
ethical standards definition, 11-12
overview, 11-12
tenure, xvi, 33
total quality management: culture,
customers, counting, 119-27
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limitations to pelicing, 119-27
Police chief (see also Management; Police
administrators; Political systems)
ceremonial duties, 5
chamber and business groups, 134
city government departments, 142—44
city manager, 14142
community relations, 128~33
correspondence, 130-31
surveys, 131-33
corruption, influences of, 16
elected officials, 136-41
budget support, 138
checks and balances and law
enforcement, 138-39
city council/board, 136
city manager/mayoral relations,
138, 14142
communication skills, 136, 140
legislation, influencing, 14546
political statesmanship, 137
reporting requirements, 138
influence of processes on police
administrator, 6, 8, 17, 33, 128-46
managerial roles, 4, 11-30, 128-46
{see alsp Managerial roles)
neighborhood associations, 133-34
news media, 120-30
puidelines, 130
partisan politics influence, 123
police chief job security, xviii, 16,
12122, 136
public promotion of crime reduction
progress, 129
rate of turnover factors, xviii
service clubs, 135
special interest groups, 135
ten commandments of
personal/professional conduct, 11-30
{see also Ten commandments)
total quality management
limitations, 118-26
Police mission statement, 43-56
Code of Ethics, 17, 55-56
community-criented policing, 48-53
(see also Community policing)
evaluation reference, 54
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information processing, 52
institutionalizing values, 55
organizational values, 53-55
shared vision, 53
stakeholder development, 53
problem-oriented vs. community-oriented
techniques, 48
public perception of police as crime
control, 50
sustained order vs. temporal order, 48
intervention techniques
arrest, 49
authoritative persuasion, 49
extended counseling, 49
social counseling, 49
social referral, 49
structural/environmental changes, 49
defining myriad of focus points, 43—45
maintaining peacefulness, 47
order maintenance, 4548
{se¢ also Order maintenance)
overview, 43-45
Police Research Forum, xviii
Policy manuals, 35-6
evolving not static, 35
policies, definition, 35
procedures, definition, 35
rules and regulations, definition, 35
violations and disciplinary actions, 36
(see also Disciplinary actions)
legal reviews, 36
scheduled reviews for conformance, 36
Political statesmanship, 137
Political systemns
chamber and business groups, 134
city government departments, 142-44
city manager, 141-42
community relations, 128-33
correspondence, 130-31
surveys, 131-33
corruption, influences of, 16
elected officials, 136-41
budget support, 138
checks and balances and law
enforcement, 138~39
city council/board, 136
city manager/mayoral relations,
138, 141-42

Subject Index

communication skills, 136, 140
political statesmanship, 137
reporting requirements, 138
influence of processes an pelice
adrninistrator, 6, 8, 17, 33, 128-46
neighborhood associations, 133-34
news media, 129-30
guidelines, 130
partisan politics influence, 128
police chief job security, xviii, 16,
121-22, 136
public promotion of crime
reduction progress, 129
influence/interference into police
administrator's role, 17, 33
service clubs, 135
special interest groups, 135
POSDCORE, 7
Principles approach
organizational coordination, 7
POSDCORE, 7
Procurement processes and litigation, 17
emergency procurements, 17
noncompetitive grants, 17
procurement divisions, 17
request requirements ie vague, 17
short time period for proposal
submission, 17
sole sourcing, 17
use of unofficially preferred vendors, 17
Public vs. private sector employees
collective bargaining rights, 75
Equal Employment Opportunity Act, 75
Fair Labor Standards Act, 75
OSHA application, 75
National Labor Relations Act, 75

Q
Quality management {see TQM)

R

Rational management, 7
Resource allocator, 4
{se¢ also Managerial roles}
Routine, standardized bureaucratic
responses, 49, 52
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Sanitation department, relationship, 143
SARA model, 115
scanning, analyze, response, assessment, 115
Satisficing, 8, 9
antidotes, 9-10
Schools, relationship with police, 142-43
D.A.R.E. programs, 143
liaison efforts, 143
school resource officers, 143
Service clubs, 135
Sheriff (s¢ also Management;
Police administrators)
budget considerations, 91~52
(sez also Budget management)
civil processes, 92
court security, 92
inrnate transportation, 92
jail operations, 52,
officer’s of the court, 92
ceremonial duties, 5
chamber and business groups, 134
city government departments, 142-44
¢ity manager, 141-42
community relations, 128-33
correspondence, 130-31
surveys, 131-33
corruption, influences of, 16
elected officials, 136-41
budget support, 138
checks and balances and law
enforcement, 138-39
city council/board, 136
city manager/mayoral relations,
138, 141-42
communication skills, 136, 140
influencing legislation, 145-46
political statesmanship, [37
reporting requirements, 138
election as sheriff, 139
influence of processes on police
administrator, 6, 8, 17, 33, 128-46
managerial roles, 4, 11-30, 128-46
{see alse Managerial roles)
neighborhood associations, 133-34

165

news media, 129-30
guidelines, 130
partisan politics influence, 128
police chief job security, xviii, 16,
121-22, 136
political role, 139, 144—45
public promotion of crime reduction
progress, 129
rate of turnover factors, xviii
service cluhs, 135
special interest groups, 135
ten commandments of
personal/professional conduct, 11-30
(see also Ten cormmandments)
iotal quality management
limitations, 118-26
Simon’s categories of decisionmaking
bounded rationality, 8
objective rationality, 7
subjective rationality, 7
Southern Police Institute, xix
Sovereign immunity doctrine, 66-67
(see afso Civil liability)
Special interest groups, 135
Specialized units
community relations, 41
investigations, 41
juvenile, 41
metropolitan enforcement groups, 41
narcotics, 41
rotations, 41
tactical operations, 41
traffic, 41
Spirituality, 21
Spokesperson managerial role, 4
(see also Managerial roles)
Staffing allocation, 40-41
Statistics and policing, 123-27
total quality management
limitations, 123-27
Stress management, 24, 26-27
hobbies, 27
physiological reactions, 26-27
relaxation exercises, meditation, 27
workshops, 27
Subjective rationality, 7
Supervisory training, 39-42
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liability training, 39
meetings, 40
roll call training, 39-40
information dissernination
mistakes, 36-40
specialized units, 41
rotation mechanism, 41
stafl and command school, 39
staffing allocation, 4041
team building, 34, 40
Surveys, community
sample questions, 132-33
structuring, 131-33
Symbolically sensitive issues, 5

T

Team building, 34, 40
core identifiers, 40
Technology, 79-80
citizen expectations, 79
evaluation and assessment process
for new, 79-80
information systems, §0-81
artificial intelligence 80, 81
computer aided dispatch, 80
crime analysis, 80, 81
geographic information systems, 80, 81
information management, 80-81
jail management, 80
maintenance and testing procedures, 80
811 systems, 79
911 systems, enhanced, 79
Temporal order maintenance
hierarchy, 45-48
conflict management, 4.5-48
law enforcement, 45-48
public service/safety, 45-48
Ten commandments of personal/professional
conduct, 11-30, 55-56
accept assistance, 12, 20-21
command staff, 20
confidante, 21
delegation of anthority, 20-21
participatory management, 20
spirituality, 21
day's pay for day-and-a-half work,

12-14, 56
long, unmeasurable, team-building
hours, 13-14
healthy lifestyle, 12, 24-28
annual medical exams, 24, 25
death, leading causes of, 24-25
exercise program, 24, 26
limitation on use of tobacco, alcohel,
etc., 24, 27-28
personal embarrassment wounds, 28
maintaining outside Lfe, 24, 28
nutrifonal balances, 24, 25
stress management, 24, 26-27
(see also Stress management)
weight restrictions, 24-26
integrity, maintain and promote,
12, 14-17, 29, 55-56
coruption seeds, 14-17
{see also Corruption)
community-based policing, 15
organizational influences, 13
ethical behavior guidelines, 16-17, 29,
5-56 (sez also Ethical behavior)
gift-in-kind, gratuities and promotional
beneficiaries, 14-15, 55-56
knowledge, 12, 21-24
(see also Education and training)
agency-community history, 21
assessment of program needs, 23
financial aspects of municipality, 21
formal training programs, 23-24
informal training programs, 2324
Internet accessibility, 23
professional journals accessibility, 23
roll-call training/teaching, 23
police organization memberships, 22
professional journals, 22
program effectiveness evaluation, 23
technology, 21-23
training and education, 22-24
formal training programs, 23-24
informal training programs, 23-24
unions and labor relations, 22
personal goals, 12, 29
assessment of personal and
professional, 29
positive image, 12, 18
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cheerleader to the troops, 18
countermand negative external forces 18
morale, 18
recognition of others’ contributions, 18
set the tone, 18, 29
practice what you preach, 12, 28
talk the talk, walk the walk, [2
remain comrmitted, 12, 18-19
goals, mission, values, 18
risk-taking pitfalls, 18-19
respect and be respected, 12, 19-20
service vs. success, 20
Time management
call screening, 33
scheduling, 33
walk-in visits, 33
Tobaceo products’ abuse, 27-28
Top down leadership, 11-30, 55
Tort suits, 67-70 (see also Civil liability)
common law torts, 68
jail injuries, 68
pursuit driving collisions, 68
constitutional torts, 68
burden of proof, 69
deliberately indifferent, 69
Eighth Amendment violations, 68
First Amendment violations, 69
Fourteenth Amendment violations, 69
Fourth Amendment violations, 68
individual/agency liability
distinction, 69-70
1583 suits, 68-70
Federal and state labor, personnel
statutes, 68, 70
employment discrimination suits, 67
fair employment, 70
sexual harassment, 70
Monell v. New York City Dept. of Social
Services, 67
scope of employment immunity,
indemnity, 68
sovereign immunity doctrine, 66-67
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state statute regulation, 67
tort definition, 68
TOM (total quality management),
9-10, 118-27
accounting applications, 123-27
application limitations to policing, 119-27
cautions, 118-19
characteristics of service, 120
core elements, 119
culture, customers, counting, 119-27
limitations to policing, 11927
customer service, 119-27
life-time job security element, 121
statistical measures, 123-27
Traffic citations and procedure, 52
Turnover, rate of, xviii
factors
competing constituencies, xviii, 32-33
demands and expectations of
departments, xviii
perception as part of problem vs.
solution, xviii

U
United States Marshal Service, 82

w

Weber's ideal bureaucracy, 6-7
fully informed, 6-7
rational management, 7
Work ethic, 12-14, 56
(see also Ten commandments)
Wrongful behavior
acknowledgement of individuals, 19
commitment to agency, 20

z

Zero-based budgeting, 86
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