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SECTION ONE: INTRODUCTION

What will be the Effect of Empowering
the Line Officer in a Medium Sized

Policing Agency by the Year 2004.




""...the person doing the job knows

Jar better than anyone else the best
way of doing that job and therefore is
the one person best fitted to improve it'
Allen H. Morgensen!

INTRODUCTION:

A powerful orthodoxy rooted in the traditions of military command and scientific
management has provided the customary foundations for the theory (and much of the practice) of
police management.2 Law enforcement as a profession has been, is now, and will in the future
be facing many significant challenges. Thé leadership of policing organizations has been striving
for excellence through a myriad of strategies. According to Attorney General Daniel Lungren,
these include improved training for all levels of employees, greater attention paid to employees
needs, creating a more user friendly work environment, improving employee participation in
their work, providing improved services to the customer, reducing citizen's fear of crime,
improving the quality of life for residents of the communities served, and involving the

"

community representatives in the problem resolution strategies employed.3

Trends and events occur which mark the need for radical departure from traditionalist
ways. For example, the economy has been marked by a growing national deficit; changes in
international politics have resulted in the decline of the 'military industrial complex', and the
transfer of emphasis in national spending policies. The State of California has been struggling
with a declining state budget: in 1992 issuing IOU's in lieu of standard warrants; and, in 1993,
significantly reducing moneys previously earmarked for cities and counties in order to meet
legislated obligations to education. Additionally, the rapidly changing complexion and
composition of the work force has a substantial impact upon policing recruitment and retention

issues.
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~ Abstract

The issue of enabling line level employees of a medium-sized police department to have
greater control over their work is examined. The issue was deemed important due to the
identified trends of reduced fiscal resources for municipal entities, the changing work force
- highlighted by the large influx of the twenty-somethings, and the amount of participation
desired by employees in the decision making processes involving their work. For study
purposes the empowering of line employees was built upon a foundation of Community
Oriented Policing. Empowering employees needs to be supported by improved
communications, reduced barriers, and more receptiveness to change; the organizational
culture will change. Enhanced communication and broader skill training allows for more
effective organizational restructuring. Supervisors role will become more akin to a 'coach'.
The study includes trend and event evaluations; there are references, appendixes, and a
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INTRODUCTION:

A powerful orthodoxy rooted in the traditions of military command and scientific
management has provided the customary foundations for the theory (and much of the practice)
of police management.! Law enforcement as a profession has been, is now, and will in the
future be facing many significant challenges. The leadership of policing organizations has been
striving for excellence through a myriad of strategies. The following illustration depicts the

evolution of American policing from the mid-nineteenta century through the 1990's:2

INustration #1:

" —
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The Evolution of American Policing

A literature scan of issues impacting law enforcement identified Community Oriented
Policing as a philosophical model which is influencing "70 percent of municipal police
departments."3 In a study published in 1994, by the National Center for Community Policing,
81% of the responding agencies said that they had either made the commitment to COP or
planned to in the future.# Within most Community Oriented Policing models, police officers'
duties change from a 'traditional' orthodoxy with an emphasis on enforcement toward more
social problem identification and resolution. Officers work with the community they serve, as
partners, in identifying root causes of 'problems' and often develop mutually arrived at

resolution strategies -- as opposed to repeatedly servicing the same symptoms.

This trend, identified as Community Oriented Policing?, is influencing international

policing, and has been since the 1970's. Community Policing has been called "an intangible,




though constant, philosophy and mindset".0 Community Policing is defined as "a philosophy,
management style, and organizational strategy that promotes pro-active problem solving and
police-community partnerships to address the causes of crime and fear as well as other
community issues."’ This is not a treatise on Community Oriented Policing: C.O.P. is the
foundation upon which this article builds. Building upon Community Oriented Policing as a

foundation, this article addresses the empowerment of line employees.

Empowerment is the sense that one has the power to make the necessary decisions
affecting the major aspects of one's work.8 William Byham says that empowerment is that
psychological energy that activates employees.? Byham also wrote that empowerment helps
employees take ownership of their jobs to improve performance. Empowerment is the sense
that one has the power to make the necessary decisions affecting the major aspects of one's

work.!0 Empowerment helps employees take ownership of their jobs to improve performance.

There is a change in the workforce occurring. There is a generation of people
demanding a far different approach to work than ever before. Organizations hoping to compete
successfully will have to recognize their employe2's needs for participation in the decision
making processes.!! Even Japan is seeking ways to empower the workforce and give it more
accountability. Organizations are shifting to cultures that place a premium on empowerment and

involving the workforce.i2

Through community oriented policing models many policing agencies have begun the
journey through organizational cultural change. Empowerment is the natural extension of this
journey. This article wili carry the empowerment concept forward two additional steps: to the
implementing of a team concept; and then the implementation of self-directed work teams. In
1987 Thomas Peters said, "organize as much as possible around teams, to achieve enhanced

focus, task orientation, innovativeness, and individual commitment."13




In the 1970's minufacturing companies began to experiment with employee work
teams. Teams comprised of eight to twenty members, each of whom had a sense of
responsibility for the team's output. The teams were kept informed. Personnel problems were
dealt with within the team. Training of new team members, and cross training of all team
members, was conducted by the team itself. According to a Business Week report teamwork
sites were 30% to 40% more productive than their counterparts; able to adapt more quickly to
changing needs; required 25-30% fewer employees; absenteeism was lower; and product

quality was reliability better!4.
THE SUPERVISOR'S ROLE:

Prior to discussing recommended structural changes, it is important to review the
changes among the supervisors. First-line supervisors are identified as "critical mass"
individuals, as a whole, who have a significant stake in the outcome of empowering line
personnel. Empowering line employees, and concurrently increasing their influence over the
organization's attainment of its mission and the methods of how it conducts its work, may
prove threatening to supervisors: many of who are tenured and 'comfortable’ in their daily
activities. Instituting significant change in the supervisor's roie will require tremendous effoit
involving the incumbent supervisors in identifying and providing training -- in how their roles

will be altered.

"Of all the changes that come with self-directed work teams, the new
roll of the supervisor is perhaps the greatest challenge. Having self-directed
work teams does not mean that the role of the supervisor is eliminated, or
even diminished -- it is enlarged. It means changing the traditional
supervisory role to that of a 'coach’ who develops the potential of all the

team members."13

The traditional responsibilities of the first-line supervisor included: assign jobs; set
schedules; prepare plans; obtain supplies and equipment; make corrections; make adjustments;

monitor quality assurance; perform operation maintenance; prepare production reports; perform




-

safety inspections; etc.. The 'so called' traditional responsibilities of the employee included:
perform tasks of the job assigned by the supervisor. With self-directed work teams the
employee would include those previously held by the supervisor. The superviscr's new
responsibilities would include: communicating; coaching; coordinating; supporting;

enabling; training; clarifying; listening; planning; delegating; reinforcing; etc.!6

In a 1994 study on Community Policing from the National Center for Community
Policing, Michigan State University, 33.7% of first-line supervisors resisted changing to the
philosophy.17 The change to self-directed teams creates added anxiety for supervisors. Many
wonder if the change will result in their loosing their jobs, and others will be concerned about
ihe removal of any supervisory, or career ladder, positions. Management must exert energies
to counter these fears: to assure ernployeeé that employees will not be loosing their jobs, but

they will be conducting business differently.

The supervisor's role with regard to enhancing communication includes the following
tasks: maintaining regular one-on-one contact with team members, providing feedback,
maintaining an open door practice, facilitating regularly scheduled team meetings, keeping team
members informed of organizational decisions, holding communication méetings, etc. By
taking a proactive stance against poor communications the supervisor takes affirmative steps to

provide positive open communications within the team, and the organization.

As the supervisor assumes the role of coordinator there are a number of tasks which
require attenticn. These include: gettihg the team to solve the problems on its 0\.Nn; resolve any
internal conflicts effectively; reward positive performance; encourage team members to openly
discuss problems; ask the team to propose solutions -- people promote what they create;
encourage the team to establish performance goals; encourage team self-evaluation; train; and,

be a resource to the team.18




Management wishing to introduce self managing work teams must first prepare the first
line supervisory ra;nks for the changes with their ‘traditional' roles. Some organizations
encountering continual resistance from some supervisors changed the supervisors job to that of
a full time trainer. Most supervisors who exhibit resistance to change have had extensive

experiences which are valuable learning for newer employees.

"Leaders" head teams in production or staff departments, rotate periodically, share
power, build consensus. Evaluations are done by peers. Communication, salesmanship,

commitment, involvement and participation become the motivating factors.

In policing, self-directed teams can work together and possess full responsibility for the
entire spectrum of policing duties within either a geographical area or a time frame. These
duties would include not only responsive police services -- in answer to calls for service, but in
developing problem resolution strategies with neighborhoods, providing crime prevention
efforts, acquiring requisite supplies and materials, scheduling, training and staffing.
Additional tasks to be assigned to the self-directed teams include establishing standards,
monitoring adherence to performance standards and achieving objectives, evaluating efforts
through peer consensus, collaborating on criminal investigation follow-up, organizing crime

prevention efforts, scheduling duty hours and scheduling leaves -- to name a few.

With management establishing clear parameters, providing thorough and quality
training, and creating the environment for entrepreneurial risk taking, empowered line level
sworn personnel can nurture effective community partnerships and develop innovative and

effective problem resolution strategies.

The methods of policing organizations in responding to significant unusual incidents or

events would more likely remain traditional; adhering to strict paramilitary command and




control. These unusual incidents include hostage situations, barricaded suspects, contained

violent armed robberies, stc.

Advantages to implementing self-directed work teams include:
» - Improves employee satisfaction and morale;
» - Establishes employee commitment;
* - Improves Department effectiveness;
» - Provides more personalized service to the community;
* - Increases the rapidity of decision making;
* - Involves the community in resolution strategies;
» - Aids in employee development;
¢ - Decision making shifts from vertical to horizontal;
* - Gives responsibility to those closest to the problem;

* - Reduces the frequency of repeat calls at the same location.

Disadvantages associated with implementing SDWTS follow:

* - Employees do not readily embrace change, the more radical the change the more
reluctance to adopt it;

* - It is always risky to engage in 'new business';

* - Potential for City Manager or City Council to eliminate 'rank' positions or
'flatten’ organization;

* - While developing standards, there will be differential service levels provided,;

» - If everyone is in charge, no one is in charge. Initially it will be difficult to
assess accountability;

» - Traditional supervisory practices may impede adoption of new strategy;
¢ - In place supervisors will not readily relinquish 'control’;

* - The start up training may be very expensive: employing unusual training styles
and techniques;

- May be viewed by line personnel as excessively 'touchy feely'.




IMPLEMENTATION PLAN

Implementing self-directed teams promotes substantial change into an organization, and
the way a police department conducts business. Properly empowering line personnel will have
substantial benefits - to employees and to customers, and at the same time create potential
conflict if changing role responsibilities are not clearly communicated. The following is the

recommended strategy implementation process.

1. Conduct an organizational assessment. Identify the organization's strengths, weak-
nesses, most pressing probiems, greatest assets, etc. Involve representation from a
cross section of the department. Conduct this in a risk free atmosphere to assure

thorough input. If necessary involve an outside facilitator.

2. Resolve weaknesses identified in the organizational assessment. Change has to start
some place. The previously mentioned organizational assessment of strengths,
weaknesses, most pressing problems, etc. aids in focusing energies on change. Not
only is the assessment important, but involving employees and keeping the
remainder of the organization informed of progress, direction, and timelines

contributes to a successful transition.

This organizational assessment would have more credibility reviewed by an objective
outside party. The department could select and contract with a consultant, with
exper-ience in this area, to evaluate the assessment and assist in addressing the
identified weaknesses.

3. Develop a written policy: a critical element of effective change is a solid foundation
upon which to build. The policy should establish the maximum parameters
regarding the degree to which management will authorize a line employee to make
decisions regarding the expenditure of resources or commitment of funds. Once the
clear parameters are cast, management needs to identify and communicate any
changes in roles and responsibilities. Policies should be formulated, and parameters
clearly established by the department command staff.

The empowered line employees need tc be involved with the establishment of

measurable objectives in furtherance of the mission.




4. Encourage employee input and participation: employee participation in organization
change is a critical component. Once the parameters are established, the participants
need to be identified and prepared for the increased responsibilities. The
introduction of Community Oriented Policing, alone, is sufficient change to catch
some employees off balance. Empowering employees, changing roles, increasing
responsibilities, changing the method that employees will be conducting their
business, and granting them greater latitude in conducting their daily tasks can be
threatening. Once the policies are thoroughly communicated through the
organization, identified line employees and a POA representative need to be enabled
to provide input.

5. Implement an orderly, well defined line employee empowerment philosophy: the
community has a right to expect a responsive police department. By preparing the
employees, training them, identifying the parameters of their increased
responsibilities and authority, management will assist the employees with the skills
necessary to succeed. Supervisory personnel will also need training. Their role will
change and they will need improved skills in employee counseling, coaching,
communication, marketing, and even 'cheer leading'. Supervisors will be asked to
lessen their traditional control over the daily activities of their subordinates.
Community Policing, too, draws upon many non-traditional resources to achieve
policing objectives. Preparing employees through phased development will enhance

effectiveness.

5. Put an evaluation process in place: Implementing new philosophies, new procedures
or new processes should also have some monitoring process included. With change
comes the potential for error. By installing a mechanism, process or committee to
monitor and evaluate the effectiveness of change, the Department will be able to
enhance successes, and quickly identify failures. This is not to exacerbate positive
efforts that don't turn out well, but to catch errant efforts and redirect them
positively. By encouraging risk taking and creativity in the policing service, there
are bound to be some failures. How the Department responds to these will set the
tone for futuse efforts by employees to be creative, try taking risks and innovating.

A well prepared implementation effort will include time lines. With a significant change




in the department's culture and responsibilities, coupled with the department's experimentation
with introducing a Community Oriented Policing model, the time frames established should
have closure dates - but be somewhat flexible. The following is proposed:

1. Conduct organizational assessment
Time allowed: Three months

2. Resolve weaknesses identified in organizational assessment
Time allowed: To six months

3. Develop program
Time allowed: Three to six months

4. Preparing Department for change
Time allowed: Six to nine months

5. Implement orderly line level empowerment
Time allowed: Eighteen to thirty-six months

6. Install monitoring, evaluation process
Time allowed: Continuously at predetermined time intervals
( Recommend every 4 months)

Through out the process there will be identified obstacles, and potential cbstacles which
need to be addressed. Critics may surface if management stumbles in its resolve to implement
a true empowerment program. Failure to thoroughly identify pitfalls can contribute to failure.
The acceptance, and support, from critical stakeholders will help; they can also sabotage the
whole plan. Participation, open communication, vision and value statements, consistency,
'walking the talk', adequate reward systems need be addressed. Rewarding employees who
try and fail can be as important as rewarding those who try and succeed. Credibility for the

program can be easily eliminated with good intentions surrounded by bad decisions and deeds.

CONCLUSIONS:
A firm commitment by management to fully develop and involve employees
will have a positive impact upon policing. As noted above, in the literature scan, the increasing

resence of the changing workforce requires managers and leaders to alter the methodology of
P ging q g gy
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conducting business. New employee motivations, including an increased drive to be involved
in operations and to have a say in how work is performed, are important considerations leaders

must address. Increased employee involvement will lead to increased commitment.

Empowering line personnel will result in quicker decision making, more personalized
service to the community, and a closer link between the police and the community. The closer
link, manifested in police-community partnerships, will leave the 'customer' with an increased
sense of safety, with a sense of involvement and in contributing to the policing of the
community. Additionally, by implementing a 'self-directed' team concept breaking down
barriers to effective communication will occur. Opening the lines of communication to facilitate
effectiveness, and reducing the formality of structure, will improve the rapidity at which
change may occur. The ground work necéssary to implement these kinds of organizational
changes will require significant up front energies, which will 'pay for' themselves in the long

term.

The empowered employees will be motivated to provide the best level of service
possible through their participation in the processes involved in service delivery and problem
resolution. There are rewards of accomplishment and satisfaction of performance through

contributing to the forward movement of the organization.

"If you do what you always did, you'll get what you always got!" Change is
inevitable, the challenge lies in managing the change. In their book "Managing Workforce
2000", David Jamieson and Julie O'Mara said, "Most of today's workers want and expect to
be involved in decision making that affects their jobs."!% (emphasis added) Policing leaders
must recognize and address these changes in the needs of the workforce. Among cultural
changes will be: people need be regarded as assets, not expenses. The organization will need
to push forward to recognizing employeé's efforts, i.e. innovation, creativity, and risk taking,

as opposed to the traditional passively following of accepted paths. The internal collaboration

10




within a team structure will evolve from the existing competition -- for rewards and
recognition, and for specialty assignments. In 1981 a published study determined that
'cooperation promoted higher achievement than competition: and, cooperation was found to
promote higher achievement than working independently.20 Most importantly, there needs to
be a substantial commitment to communicating within the organization. Keeping employees
informed is a time consuming process, and it is probably the most important element to
empowerment. Allowing employees the ability and the authority to make decisions effecting

their work needs to be based on access to complete requisite information.

Selecting the best qualified employees and developing them to their fullest potential --
through training, coaching, mentoring etc., provides opportunities. The fiscal realities of the
1990's in many cities has led to the elimination of command positions, the delay in filling
command and other positions and, in sorhe instances, civilianizing administrative
classifications. Some public agencies have 'downsized' without a systematic effort to prepare
employees for the changes. While eliminating promotional opportunities is distasteful for
many, the drain of financial resources has often led to the reduction of positions without the
preparation necessary for a smooth transition. Involving employees in the procedure, while
not necessarily making the result more tasteful, lessens the uncertainty and anxiety associated

with 'downsizing'.

The impact upon supervisors poses, perhaps, the greatest potential obstacle to the
successful empowering of line personnel. Supervisors who resist change will most certainly
resist this change! The first-line supervisors will be challenged to train line employees within
their teams to conduct many of the tasks previously traditionally held by supervisors --
evaluations, scheduling, determining how the work is done, and to a great extent to assure
quality in seryice delivery. The needed supervisors skills will have to include positive and

reflective listening, communicating, training, coaching, mentoring, and to some extent "cheer

11




leading”. The supervisor who may have served and developed in an environment where
correcting mistakes was a significant task will have to regear into allowing employees to 'try
and fail' in order to ultimately improve upon individual and subsequently collective

performance.

"TEAMWORK IS ESSENTIAL FOR A PRODUCTIVE ORGANIZATION."2!
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Influencing Issues, Events & Trends

Over seventy separate "Issues that are Most Important to the Future of California Law
Enforcement"4 were compiled by upper and middle managers of California policing agencies in
1993. These addressed areas of concern in several categories: Social, Technological, Economic,
Environmental and Political. Any of these could form the basis for a futures study. One oft
repeated issue, postulated in several formats, addressed the recruitment and retention of qualified
personnel. The labor force is indeed changing- from six perspectives age, gender, culture,

education, disabilities and values.

The median age of the workforce is increasing. In 1970 it was approximately twenty-
eight and will climb to nearly forty by the year 2000. By the year 2000, 51 percent of the
workforce will be between thirty-five and fifty-four; sixteen percent between sixteen and twenty-

four; and, eleven to thirteen percent over fifty-five.5

More women are entering the workforce than ever before. Women will approach 50
percent of the workforce by the year 2000 -- when six out of seven working age women wiu ve
in the workforce. Women have also been entering previously non-traditional positions, and are
moving up in their organizations. Between 1975 and 1985 the number of women professionals
and managers has increased by 77 percent -- while the number of males in those roles increased

by only 6 percent.b

In the past white males comprised the dominant ethnic majority. Today many ethnic
cultures are represented in the work place. The traditional majority is becoming a minority in
many locales, and U.S.-born people of color and immigrants are expected to comprise 43 percent

of new entrants to the workforce between 1985 and 2000.7

As we are affected by the shrinking of the traditional workforce, a slower rate of labor
force growth, and an increase of the nontraditional entrants to the workforce, the mainstreaming

of workers with disabilities becomes even more important. In 1990, the Americans with
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Disabilities Act was signed into law: this Act bans discrimination against physically and
mentally handicapped -- in hiring and promotions, and requires many employers to make special

accommodations for disabled employees and customers.

A survey conducted in 1986 by the International City Management Association® revealed
almost a third of the law enforcement agencies in the United States had experienced budget cuts.
Fifteen percent of those agencies responded by laying off sworn personnel and seventy-five

percent of the agencies elected not to fill vacancies in positions unrelated to vital services.

A literature scan of issues impacting law enforcement identified Community Oriented
Policing as a philosophical model which is influencing "70 percent of municipal police
departments."?  Within most Community Oriented Policing models, police officers’ duties
change from a 'traditional' orthodoxy with an emphasis on enforcement toward more social
problem identification and resolution. Officers work with the community they serve, as partners,
in identifying root causes of 'problems' and often develop mutually arrived at resolution

strategies -- as opposed to repeatedly servicing the same symptoms.

This trend, identified as Community Oriented Policing!0, is influencing international
policing, and has been since the late 1970's. Community Policing has been called "an intangible,
though constant, philosophy and mindset."11 Community Policing is defined as "a philosophy,
management style, and organi.ational strategy that promotes pro-active problem solving and
police-community partnerships to address the causes of crime and fear as well as other
community issues."!2 But this is not a treatise on Community Oriented Policing. COP is

introduced as a policing philosophy with as many models as there are agencies employing it.

Law enforcement is facing a significant transition of its workforce. In the mid-1960's
there was much attention and financial support for improving the national policing discipline: i.e.
The President's Commission on Law Enforcement and Administration of Justice, the Kerner

Commission, the Commission on Civil Disorder, the Law Enforcement Assistance




Administration (L.E.A.A.) and the Law Enforcement Education Program (L.E.E.P.). In addition,
the Comprehegsui:vef}_?,rgg_loyment and Training Administration allocated moneys to smooth the
transition of, among others, railitary personnel to gain experience and training in the public
sector. This contributed to bolstering the law enforcement ranks. Those individuals comprising
that growth of the 1960's and 1970's are retiring from law enforcement in the 1990's resulting in
a significant workforce turnover. The available labor pool of desirable candidates is largely from
a generation called the "twenty-somethings" or "Generation X". The "twenty-somethings" are

defined as those Americans who were born between 1961 and 1981.13

This new workforce is bringing a new style to problem solving and politics that is typical
of their generation.!# This characteristic can be addressed through a systematic and deliberate
effort by management and administration to empower the employee -- the line officer in
medium-sized law enforcement agencies. The level of empowerment would be determined and
parameters established which define the degree to which officers would be authorized to join
with members of the community served in order to achieve resolutions to problems: be they fear

reduction, order maintenance, or quality of life issues.

The empowerment of line level employee§ is yet another trend influencing police
organizations in the United States, and world wide. Empowerment is the sense that one has the
power to make the necessary decisions affecting the major aspects of one's work.!5 William
Byham says that empowerment is that psychological energy that activates us.!6 Byham also says
that empowerment helps employees take ownership of their jobs and improves performance.
Greater decision making discretion is being moved to lower levels with greater frequency in
policing, and in private sector organizations. An emphasis is being placed upon management's
role to clearly define the organization's mission and the workforce is provided the latitude as to

how to achieve the mission.!?

The following study paper will examine the potential impact of three converging trends:

the reduced availability of fiscal resources in the public sector, specifically for law enforcement;
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second, the emergence of empowerment of line personnel; and third, the emergence of some
form of Community Oriented Policing philosophy in law enforcement agencies -- and more
specifically in those medium sized organizations with anywhere between twenty-five and one
hundred and ninety nine employees, which comprise approximately 60% of the policing agencies

in California.18

Issue & Sub-issues

The core study question is, “"What will be the effect of empowering line officers within a

medium sized police agency,?" Identified sub-issues to be examined for this study include:
1. How will empowered line level employees effect organizational culture?
2. How will empowering line employees effect the organization's structure?

3. What will be the role of the supervisor with empowered line level employees?

Study Format

This study will be presented in a formalized structure. The introduction will be followed
by a literature scan on the issue and sub-issues stated above. There will be a section of potential
future scenarios which develop from possible future events which would impact the issue
generated through a Nominal Group Technique - a group comprised of upper management law
enforcement professionals, an assistant city manager, line level police officer, and a municipal

finance director.

The next section will include a strategic plan for moving a medium sized policing
organization with Community Oriented Policing into empowering its line personnel. There will
then be a section with a transition management plan. This will be followed by a section of

summary and conclusions.
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The setting for this study is the Milpitas Police Department. The City was incorporated
in 1956. The Department is mid-sized servicing a community of over 56,000 residents. The city
includes a business park which comprises the eastern corner of the so-called 'Golden Triangle' or
‘Silicon Valley' - a substantial concentration of 'high tech' corporations whose principle products
address the rapid processing of, and facilitating accesé to, large amounts of electronically stored
information. The residential areas' housing price range from low income to affluent. In 1994,
aggressive commercial development of over 220 acres - including a 1.5 million square foot mall,
contributed substantially to an already sound economic base. The Department is in the process
of adopting a department-wide Community Policing philosophy. The community has warmly

received the initial efforts.

During the strategic planning process for this study a micro-mission statement was
developed by the author for the purpose of providing direction on the issue to the department.

This micro-mission statement appears in the Transition Management section.

In addition to the micro-mission statement, a WOTS-UP analysis and a 'stakeholder’
analysis were conducted. Through a Modified Policy Delphi process, involving middle
management law enforcement personnel from the POST Command College, alternative
implementation strategies were generated and analyzed. The agreed upon as most desirable of
the alternative strategies, in furtherance of the study topic -- the impact of empowering line level
employees within a medium sized police department, was to "Implement self-directed work

teams."




SECTION TWO: A FUTURE STUDY

A Future Study on Empowering
the Line Officer in a Medium Sized

Policing Agency by the Year 2004.




Futures Studyv Issues Development

The concept of futures issue research stems from a developmental program through the
State of California Commission on Peace Officer Standards and Training: the Command College.
The POST model evolved from futures research out of the University of Southern California,
The Rand Corporation, and other 'think tanks'. During the POST program participants are
instructed on a futures research process associated with defining the future and then in

identifying futures issues.

A literature scan consisting of review of professional journals, weekly news magazines,
professional publications, a futures magazine and newsletter, and a number of daily newspapers
focused on trends and events categorized employing the S.T.E.E.P. method. The STEEP system
is used to categorize items in separate areas: Social, Technological, Economical, Environmental,
Political,. These are further subdivided into sections based upon geographical influence: i.e.
local scope, regional scope, statewide, national, international, and the author included one

additional section based upon the Pacific Rim countries.

From the professional publications it became readily apparent that there was a trend
marking a movement for over twenty years in which a growing number of law enforcement
agencies have been adopting a philosophy of policing which is called a number of things, mainly
Community Oriented Policing!® (COP). Similar policing programs have been named: Problem
Oriented Policing (POP)20: Neighborhood Oriented Policing?!, Police Assisted Community
Enforcement (PACE)22, Police and Residents Immobilizing a Dangerous Environment
(P.R.ID.E.)?3, Directed Area Responsibility Team (DART)24, and Citizen-Oriented Police
Enforcement (COPE).2> There is substantial written material which notes that by 1993 there
was a significant movement from a traditional orthodoxy - enforcement-oriented law
enforcement, to this philosophy called community oriented policing26 In a November 21, 1993

article a survey referenced by the director of the National Center for Community Policing,
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Robert Trojanowicz, showed “that some form of this practice is now in use by 70 percent of
municipal policg departments."27 The following chart depicts the evolution of American

policing from the mid-nineteenth century through the 1990's:28

INlustration #1:
" —p
Political — Reform Community
Era Era Probl
Progressive — Command Sr(; ome
Period ' & Control otving
1840's 1900's 1930's 1950-60's 1970's 1990's

The Evolution of American Policing

A perusal of various management or leadership texts, specifically "Theory Z" by William
Ouichi, reveals that the concept of empowering the workforce will lead to a greater degree of
commitment.2? A survey of Arizona police managers and supervisors completed in 1982
revealed that employees are "highly supportive of a participative model."30 In the national best
selling book, "Reinventing Government", by David Osborne and Ted Gaebler, there is reference
to a revelation that came to Air Force General W. L. (Bill) Creech: "people work harder and

invest more of their creativity when they control their own work."31

Defining The Issue

Following the literature scan the issue question was identified: WHAT WILL BE THE
EFFECT OF EMPOWERING LINE OFFICERS WITHIN A MEDIUM SIZED POLICE
AGENCY BY THE YEAR 20047 [Note: “Medium” sized agency is used to identify agencies
witk} a total number of employees between 25 and 199.] Based upon this topic, a group

consisting of middle and upper police managers, who were Command College class members,
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were involved in a brainstorming exercise to create an issues related future wheel. Participants

consisted of:

Commander Edward Piceno......cccccvvevcennrecniniinnnens Santa Barbara County Sheriff Department,
and later, Chief of Police Services, for the
contract city of Carpenteria;

Lieutenant Joseph Latta.......cccoeveveniinniennicnnennnnen. Administrative Services Division, Burbank
Police Department;

Captain Ronald Hunt.......c.cccccvieeviiniinnniccnnnnnen, JInvestigative Services Division, Fremont
Police Department;

Lieutenant Del HanRsom ..cccocecevveneieieiniisocrieciinnnnes ~..Administrative Services, Woodland Police
Department;

Lieutenant Randy Sonnenberg.......ccovvvviiinniinnnnnns Field Services Division, Foster City Police
Department; and,

Commander Dan WatSon, ....cccceveveeereenreeerrereennnnnnnns Administrative Services - Personnel, Los

Angeles Police Department.

During this 'Futures Wheel' brainstorming process several sub-issues were identified as
related to and with potential impact upon the above noted issue statement. There were at least
six related sub-issues, including:

1) How will empowering line officers effect the supervisors role?;

2) What type of training will be required to effectively empower line level employees?;

3) Will empowerment at the line level increase the organization's liability exposure?;

4) How will empowered employees impact the recruitment of new personnel?;

5) What will be the effect of empowering line employees upon organizational culture?;

6) How will evaluation instruments be modified and used to maximum benefit?

The ideas generated, and the questions raised were instrumental in the formulation of the
final issue question, and in the development of the sub-issue questions. This 'Futures Wheel
session is a method employed to examine an issue and identify secondary, or sub-issues, and
tertiary ~ or lessor issues, in a hierarchy to aid in selecting those most relevant to the issue. The
author selected the final sub-issues from the futures wheel session, and reworked the questions to

specific sub-issues most directly related to the futures issue.

A Community Oriented Policing philosophy, in some form, as previously noted, is being

integrated into a majority of police departments. The author took guidance from the comments in

-11-




the literature which addressed the effect upon supervision: the supervisors need to be supportive
of, and not obstacles to, organizational change. In the Command College instruction, and
materials, considerable time is devoted to the concept of organizational culture. This added
impetus to include this sub-issue. The author, too, believed that empowering line level employees
would have a high probability of impacting the organizational structure. Some literature addresses
an impact upon organizational structure resulting from implementation of Community Oriented
Policing -- noting some adjustment is generally necessary. Under Community Policing models,
organizational structure may shift from centralized and specialized to decentralized and
generalized.32 It was then decided to include the training component as a means to tie the futures

issue and the identified sub-issues into a comprehensive study.

The completed Futures Wheel follows:
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refers to Automatic Vehicle locator -- a radio frequency vehicle tracking technology. M.C.T.

addresses the Mobile Computer Terminals which provide electronic access to data bases through

radio technologies. B.B.S. abbreviates Bulletin Board Systems -- an electronic "information and
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The Nominal Group

A Nominal Group Technique was employed to aid in advancing this futures research.
The Nominal Group Technique is a small group technique for achieving acceptable consensus on
the answer to a question by a process that alternates private work and open group discussion.34
A panel consisting of 'stakeholders' and experts was invited to a meeting to identify trends and
events which could impact this futures issue: and then to forecast a selected list of the ten most

likely or ten most significant trends and events. ( Appendix A)
The NGT Panel consisted of the following members:

Mr. Anthony Constantourous, Ass't. City Manager, Citv of Milpitas, Ca.

Mr. Constantourous was selected due to his position with the City of Milpitas. He has
been involved with City-wide strategic planning, and with supporting the intra-Departmental
efforts associated with the Milpitas Community Policing efforts.

Mr. Lawrence Sabo, Finance Director, City of Milpitas, Ca.
Mr. Sabo holds B.A and M.A. degrees in the Administration of Criminal Justice. He had

seven years of experience in policing. He has been recognized for his fiscal knowledge and
policies. He is supportive of police involvement with the community, and offers a more socially
conscious perspective.

Captain Ronald Hunt, 'Fremont Police Dept., Ca.
Captain Hunt is a Division Head, responsible for the investigative function of that
agency. He is a Command College participant, and offers an objective outside perspective.

Chief Patrick 'Kip' Rolle. Atherton Police Dept.. Ca.
Chief Rolle holds B.A. and law degrees, and is an innovative leader. He has been

involved in developing his employees, involving them in the decision making process, and he
believes in the principles of empowerment. Chief Rolle has been a 'change agent' for his
department and for his community.

Chief J. Frank Acosta, Milpitas Police Dept., Milpitas. Ca.

Chief Acosta holds B.A and M.A. degrees. He rose through the ranks to Asst. Chief with
one police department, and held the Chief's position with two others. He was leading the M.P.D.
into the transition to a localized model of Community Oriented Policing

Captain Kenneth W. Petersen. Milpitas Police Dept., Milpitas, Ca.
Capt. Petersen is the Field Services Division Captain. He holds B.A. and M.A. degrees.

He is a Command College graduate, a published author, is involved with the C. O. P. Task Force,
and has demonstrated himself to be a 'change agent'. He is supportive of employee
empowerment concept.
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Lieutenant Gregory W. Lawrence, Milpitas Police Dept., Milpitas. Ca.
Lt. Lawrgnce holds a B.A. degree. He is a Patrol Watch Commander. He has been the

Community Rélations’ Sergeant and was involved with Police Community Relations specialty
assignments intermittently since 1973.

Police Officer Jaemie Herrada. Milpitas Police Dept., Milpitas, Ca.

Officer Herrada has been employed as a police officer for three and one-half years, works
a Patrol assignment, and provides a line employee perspective. She holds a B.A. degree in
Admin. of Justice and has been supportive of, and involved with, the move toward Community
Policing.

Trends:

Prior to the nominal group exercise, the participants were provided information on the
process, definitions, and examples of both trends and events.. On the day of the group exercise,
they were given time to silently generate individual lists of trends. The group members were
then asked to provide their trend to one of two scribes; this process resulted in the recording of
over sixty trends. (See Appendix A.) Following discussion about them, a voting process was
instituted to identify the ten trends - with the consensus of the panel's opinion as having the
greatest potential impact upon the futures question. The selected trends appear below:

Nominal Group Panel's Prioritized Trends

T-1: Level of first line supervisors acceptance and support of C. O. P. This trend tracks the
amount of acceptance and support the supervisory personnel provide to the overwhelming
growth of the COP philosophy within the policing profession: and, through extension, their
support of the concept of empowering line level employees with having greater control over their
work and over their influence over the organization. Supervisors who do not support the concept

will present strong obstacles to the development of officers and their empowerment.

T-2: Level of Citizen Involvement. There was animated discussion regarding the amount of
participation that the police have allowed the community to have relative to policing issues. For
years it was felt that the police knew what the public wanted and what was best for them. This

trend is tracks citizen involvement and policing's acceptance of the change.

T-3: Amount of information technology employed in law enforcement. It is generally accepted
that the global community has been involved in an Information Age for some time now. With
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the miniaturization of the computer, the ready availability of portable machines, the rapid
advances made in information technologies and the reliance of information in decision making,
this trend is deemed significant to the study issue.

T-4: Level of line personnel commitment to Community Oriented Policing. There are many
success stories regarding the introduction of COP into municipal policing. However, the front
line service delivery mechanisms - the police officer, is an essential component of any successful
program. Therefore, the line acceptance and commitment to COP is a requisite component to
success of not only COP but also of empowering the line level employees.

T-5: Level of funding. The funding of the policing function of municipal services is a
significant factor in the level of service and the quality of service which policing entities provide.
Strategies are specifically funded in a program budget. Providing adequate fiscal resources to
the police is a critical element in not only policing, but in developing quality effective
partnerships, and in supporting the efforts of line personnel in furtherance of the mission of the
policing profession.

T-6: Amount of City Council support for Community Orierted Policing. While policing leaders
may be able to innovate to some degree with only limited support of the governing bodies:
substantial support in terms of backing, financial resources, supporting inter-departmental
cooperation is necessary for the police leader to accomplish and achieve. The Council, too, must
be willing to weather the difficulties that arise while enduring the ambiguities of transition.

T-7: Level of commitment to participative management. This trend beings into perspective the
changes in the roles of supervisory and managerial staff. To empower line personnel requires
those with power and authority to delegate it to those who are closest to doing the actual work.
This concept is promulgated in most contemporary literature regarding teams and empowerment.

T-8: Amount of change in demographic composition. There has been much change over the
past thirty years. With many migrations within the country -- i.e. South to North, rural to urban,
and towards the metropolitan coasts, and immigrations from outside -- from Mexico in both legal
and illegal fashion, from Asia, from Haiti and Cuba, and from Europe and Africa, the ethnic
composition of society has undergone a radical change. There is current focus upon the politics
of inclusion -- of women, of the aging population, of those with identified disabilities, etc.
Municipal entities are expected to maintain relative representation within their workforces.

T-9: Length of emergency incident response times. Many policing entities have rated

themselves on their ability to respond to emergencies within a few minutes. With the acceptance
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of COP, and the altering of roles of the police and their communities, response times are being
questioned as a valid measure of effectiveness. Policing leaders portend quality and
effectiveness are more important than quantitative measures. Making the break with this
tradition will be a challenge: supporting the effects of potential increases in response times -- to
even critical or emergency incidents, is a real challenge indeed. Employee discretion may further
exacerbate the response times to not only routine but also emergency incidents.

T-10: Level of commitment of Chief Of Police to Community Oriented Policing. Police chiefs
must wear many hats and assume many roles. Finding the balance that sufficiently promotes the
best qualities of COP and at the same time addresses the needs of the community, the needs and
desires of the workforce, the political realities of municipal service and the essential activities of
the true leader forces the Chief to make many decisions. The amount of support of the Chief to
COP, the establishing of the community policing partnerships and the supporting of the line
employee empowerment to put the plans into effect are critical to success.

After the ten most significant trends were identified the panel was asked to forecast them.
Using the present as a base of one-hundred (100), each panel member was asked to identify
where they each saw the trend five years previously. They were then asked to identify where
they saw the trend going five years in the future, and again ten years in the future. The results of
that forecasting process follow: first in Chart #1 Trend Evaluation Chart, followed by a graphic

representation of the results of the forecasting.
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Chart #1
TREND EVALUATION CHART

LEVEL OF THE TREND (Today = 100)
TREND STATEMENT 5 Years Ago § TODAY |5 Yrs. From Now {10 Yrs. From Now
1988 1993 1998 2003
1. Level of First Line Supervisor's Hi 80 Hi 200 Hi 500
Acceptance / Support of Me 50 100 Me 130 Me 170
Community Oriented Policing Lo 25 Lo 75 Lo 100
2. Level of Citizen Involvement Hi 110 Hi 300 Hi 500
Me 50 100 Me 140 Me 160
Lo 10 Lo 90 Lo 90
3. Amount of Information Hi 75 Hi 500 Hi 1000
Technology Employed in Law Me 40 100 Me 200 Me 300
Enforcement Lo 25 Lo 120 Lo 100
4. Level of Line Personnel Hi 90 Hi 200 Hi = 400
Commitment to Community Me 60 100 Me 150 Me 200
Oriented Policing Lo 10 Lo 110 Lo 100
5. Level of Law Enforcement Hi 125 Hi 200 Hi 400
Funding Me 110 100 Me 10