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Chapter One

 Issue Statement   

Issue Statement

This project seeks to address the question, “How Will ‘Values Based’ Policing Impact Personnel Investigations In A Mid-Sized Law Enforcement Agency By The Year 2010?”

The research will focus on what, if any, impact there may be on police personnel investigations if/when agencies transition from the present day use of “rules-based” to “values based” guidelines, as they impose discipline and influence conduct within mid-sized police departments.  
Introduction

Throughout an officer’s career, he or she may be exposed to several different management philosophies.   From the Total Quality Management, (Deming, 1980) to Management by Objectives (Drucker, 1954) to Post Industrial models, (Rost, 1991) each looks to improve management controls, increase productivity, and regulate employee conduct.   In recent years, leadership practices have shifted focus to models that address improving employee - employer relationships.  This is done under the umbrella of creating an environment that enhances organization-wide commitment to the mission, vision, values and goals.  

The evolution of management practices towards more ‘‘values based’’ or values centered models began in the late 1990’s.   The impetus is rooted in the belief that when organizations and their personnel are held to values, principles or ethics based standards, both groups benefit.   Reason suggests that people are more likely to intrinsically embrace the mission, vision, values and goals for the greater good of all involved.  
Ethical behavior is the cornerstone of public trust.   For police departments to maintain this trust, it must constantly demonstrate that its partnership with the community will be fair, objective and securely rooted in consistently applied ethical principles.   

Police departments maintain the public trust by consistently demonstrating, through words and deeds that the best interest of the public is always in the forefront of their decisions.  

When one decides upon a career in the field of law enforcement they enter into the world of service to others.  As they embark on these careers, they pledge that this service will always be fair, balanced, measured and performed with the highest regard to ethical considerations.  The delivery of this service hinges on the values the organization has outlined, and taught to each employee.  In essence our professional existence is rooted in ethical service.  The highest levels of ethical and professional service flourish when organizational values are taught and constantly reinforced in their employees.   As stated above, ethical behavior is the cornerstone of public trust.      

Operating in a ‘‘values based’’ system creates an environment that emphasizes the importance of performing duties in accordance with the police department’s value system.   This system demonstrates to the entire organization that words and deeds must always be aligned with the organization’s beliefs.   When the transition is complete, an employee’s reliance on these policy manuals as guides for conduct will change significantly.   Adhering to established values makes these manuals less important, and as discussed in the above case, focuses the employees’ actions onto the department’s desire to create a higher sense of responsibility, with emphasis on positive outcomes.   

Included in this value system is an uncompromising allegiance to Law Enforcements, Police Officer Code of Ethics. (IACP at: http://www.theiacp.org)   Every employee will embrace ideals such as duty, service, respect, liberty, equality, justice, courage, honesty, honor, and integrity.  As prescribed by law, each employee will swear to keep this oath.  The oath and a (to be) determined list of organizational values provide the framework of the ‘values based’ Policing model.   (A copy of the oath is included as Appendix D)

Background Information  

The great majority of law enforcement agencies still regulate conduct by using ‘rules based’ (legal) policies and procedures manuals. 

These manuals are considered the source of reference for charging personnel with violations of [policies] and administering discipline for sustained complaints.  In recent years however, some law enforcement agencies have embraced the term “‘values based’ Policing.” 

This was evidenced recently when the author searched the Internet search engine, ‘Google’ (http://www.google.com) using the term, ‘‘values based’ policing.’ The author’s inquiry resulted in more than 147,000 returns.  However, after examining the first thirty listed sites, the author found that agencies generally use this terminology as a blanket statement to define their department’s self-image.  Routinely, the phrase appears in the department’s mission statement or motto, rather than having been adopted and utilizing for the ‘‘values based’’ discipline and conduct practices described above.   

Further research showed that in 2000, the United States Department of Justice, Office of Community Oriented Policing Services (COPS) undertook a similarly named effort when it approved funding for six “‘‘values based’’ Initiative” (VBI) sites  (http://www.cops.usdoj.gov).  

Initial VBI program sites included Boston, MA; Chicago, IL; Fort Wayne, IN; Fort Worth, TX; Redlands, CA; and St. Paul, MN.  Upon closer examinations, the term ‘‘values based’’ revealed that in the context of this undertaking, these programs are actually more ‘faith based’ efforts. 

In fact, the COPS VBI program was designed to partner the police, community, and religious entities together, rather than focus efforts on establishing ‘‘values based’’ models for conduct and discipline in the represented law enforcement agencies.

The author’s research has found that there are a handful of law enforcement agencies throughout the country, that have begun developing actual value or principles based discipline and conduct models.   Some of the agencies that have begun transitioning from traditional ‘rules based’ to ‘‘values based’’ models include Boulder, Colorado,  (http://www.ci.boulder.co.us/police) Fort Collins, Colorado, (http://fcgov.com/police/mission-values.php) Tucson, Arizona (http://www.ci.tucson.az.us/police) and Wheaton, Illinois. (http://www.wheaton.il.us/)

In Wheaton, police leadership has actually implemented a ‘‘values based’’ policing model and has transitioned the department from strict adherence to written policy and procedure manuals, by developing and drafting principled oriented guidelines for behavior, conduct and discipline.  To better understand the concept of this transition, the author has examined Wheaton’s program and subsequent experiences.  

Beginning in December of 2000, under the direction of Chief Mark Field, the department pushed forward with the Chief’s vision to abolish their ‘rules based’ policy and procedure manuals, which at the time consisted of more than “700 rules, regulations, administrative orders, and department policies” (Meloni). 

Chief Field felt that holding police officers to a set of core values / principles created a “gut level understanding” (Meloni) of what is expected from each employee.  Field reasoned that principles only required that an officer understand the vision implied in the stated principle.  Once the officer understood the intention of the value or principle, it became no longer necessary for the department to require each officer to memorize every subsection of a written rule to assure compliance.  

The Chief felt that while values and principles inspired personnel to react appropriately from that gut level understanding, rules served primarily as the proverbial carrot and stick, by sanctioning well-intended behaviors that may have deviated ever so slightly from a restrictive written policy (rule).   Finally, the Chief felt that written policies more often than not included innumerable exceptions to the intent of the rule.

The Chief was comfortable in his belief that inspiration for police officers came from an intrinsic commitment to serve, protect and help others.  Field believed that officers also want to right wrongs, aid the injured, help the underdog, and bring justice to those areas where no justice existed.  Chief Field also believed that because of the officers calling (to serve), these newly defined values / principles, would raise compliance well beyond that which was currently found in the policy and procedures manuals, written decades earlier.  

After all, the Chief surmised that these policies were for the most part, designed to establish procedural guidelines for completing process work or for restricting behavior, not for advancing time honored principles and values, inculcated in the Law Enforcement Code of Ethics.  

It should be noted that Wheaton has not simply discarded their traditional policy and procedure manuals.  Instead, they revised the rules based manual by holding personnel responsible to eight basic operational principles. These include; Respect, Balance, Fairness, Integrity, Ethical Performance, Reverence for the Law, Community Policing and Effectiveness.  

These eight principles are then accompanied by any associated value statements and combined with a Statement of Quality, The Police Officers Code of Ethics, the Department Motto, and seven, High Risk / Low Frequency policy statements to form the department’s entire policy manual, which consists of only 63 pages. The following,“ Summary Statement” then ties all of the component parts together; 

“The department as a whole, and each officer and employee of the Wheaton Police Department, by adhering to these principles will be effective and successful and will avoid the negative consequences of not following these directions, which include the loss of public respect, public cooperation, ineffective law enforcement and/or disciplinary action” (Wheaton).

Potential Impact  

Making the change from a traditional ‘rules based’ conduct and discipline model to a ‘‘values based’’ model will significantly change the personnel complaint process.  Police departments will begin evaluating employee conduct complaints against the agencies established values (principles) as opposed to the measures established by traditional applied written rules.  The focus of the personnel investigation will evaluate the allegation to determine whether an employee’s actions violated the department’s values.  This is a significant change from the current, conventional method of determining if the action violated a specific written policy. The result of this transition shift may potentially have a dramatic impact on the outcome of the investigations.    

To better understand what, if any impact there was in transitioning from a rules based conduct and discipline environment to the ‘values based’ model, the author studied the experience of the system currently in use in Illinois by the Wheaton Police Department.

Conventional wisdom suggests that several entities may object to replacing clearly defined and established policies designed to govern conduct, with values or principles that may allow for vagueness, ambiguity or a broader interpretation of misconduct.  Stakeholders in the decision to make this change include the obvious choices; police officer associations, personnel labor groups, city, county and state attorneys and labor representatives including attorneys and consultants.  In Wheaton, the department expanded their stakeholder list to include those listed above as well as the city manager, the entire command staff and several line personnel from throughout the department. 

To ease resistance to the transition, Chief Field created a sense of transparency in the process. This was made possible by including representatives from each of the stakeholder groups during each phase of the project.  Stakeholders participated in extensive talks ranging from the conceptual vision, to detailing Chief Field’s objective of providing officers with a clear ability to make “principle based decisions, by providing them with a clear, concise and understandable guidance system” (Meloni).  Field also encouraged feedback on all of the draft changes, up to and including ultimately designing the implementation and training guidelines.  

Once the final draft was agreed upon, the stakeholders insisted that an eight-hour day of training take place before the changes were put into effect.  This training included four hours of discussion on the application of ethics in law enforcement and four hours discussing each of the principles and associated values that Chief Field personally presented.  

Since implementing their ‘value (principle) based’ model midyear 2001, the Wheaton Police Department has tracked disciplinary outcomes.  The department used 2001 figures as a baseline for disciplinary incidents.

When the transition from a ‘rules based’ to a ‘‘values based’’ discipline model took place, it was correctly anticipated that increases in discipline might temporarily occur.  This speculation proved to be true beginning in the first full year, 2002.  However, as seen in Table 1(Meloni), a significant decline in incidents of misconduct tied to the principles and values model occurred beginning in 2003 and continued in 2004. 

The Violation and Disciplinary History – Wheaton, Illinois Police Department (2001 – 2004) Table (Table 1) provides historical data of incidents of officer misconduct. It includes the principle or value the involved officer violated and also lists the resulting discipline. 

	Violation and Disciplinary History – Wheaton, Illinois Police Department (2001 – 2004) 

	Principle or Value Violated 
	2001
	2002
	2003
	2004

	Attention to Duty 
	X
	X
	X
	X

	Community Policing 
	
	X
	
	

	Courtesy
	X
	
	X
	X

	Ethical Performance
	X
	X
	
	X

	Integrity
	X
	X
	
	X

	Respect
	X
	X
	X
	X

	Reverence for the Law 
	
	X
	
	X

	
	
	
	
	

	Disciplinary Action Taken
	2001
	2002
	2003
	2004

	Separate disciplinary actions with loss of pay 
	9
	11
	3
	2

	Total suspension days, ranging from 1 - 10
	28
	
	
	

	Total suspension days, ranging from 1 - 30
	
	59
	
	

	Total suspension days, ranging from ½ - 3
	
	
	4.5
	2

	Terminations
	1
	
	
	1


Table 1

Summary

In most law enforcement agencies, the decision to undertake police action is guided by the methods outlined in the agency specific, policy and procedure manuals.   

These manuals are valuable because they provide detailed instructions and are frequently used as reference guides to help shape employee decisions, relating to the technical application and/or justification for their planned actions.   Often times, these same rules and regulations are codified in several volumes, essentially creating ‘rule-based’ reference guides.  Unfortunately, these same guides create loopholes that provide excuses for improper conduct.  By implementing a ‘‘values based’ Policing’ model, adherence to policies and procedures become less important because a philosophical and practical shift to following the department’s established set of core values takes precedence.   

For example, if an employee’s actions were contrary to a specific policy, but clearly in line with the organizations’ principles, the employee’s actions would be deemed acceptable.   

Consider the case of Officer Smith who works patrol for the Anytown PD.   Smith’s department operates in a ‘rules-driven’ environment and has a written policy that requires any officer who conducts an interview of any person, to inform the person that all interviews must be recorded.  

During a routine contact, Officer Smith encounters a citizen who tells Smith they have vitally important information about a recent series of violent crimes.  The citizen also tells Officer Smith that she is a member of a violent street gang and out of a well-founded fear for her life, refuses to tell the officer anything on tape. 

Rather than risk losing the information, and in violation of the policy, Smith decides to respect the informant’s fear and hand writes out the information.  Smith passes the information on to other officers and within days, suspects are arrested and the crime series ends.  

Smith’s supervisor recognizes that the officer violated the policy, requiring recording of all interviews and launches an internal investigation into the violation.   Although the supervisor personally disagrees with the policy and would prefer to recognize Officer Smith’s efforts with a Divisional Commendation, the supervisors’ hands are tied.  This happens because a second policy requires that all known policy violations be reported, investigated and resolved.  

This second policy prescribes that the subject who fails to report the violation is also subject to discipline.         

If Officer Smith’s department had transitioned to a ‘‘values based’’ system, the intent and outcome of the officer’s action would likely trump the violation since the ‘greater good’ of ending the crime spree, far exceeded any damage caused by the act.  

To clarify this premise, the author suggests that in a ‘‘values based’’ model, when an employee’s actions are found to be contrary to a specific policy, but found to be in line with the values of the organization, the action may be deemed justified

Transitioning to a ‘‘values based’’ system is not designed to nullify the established policies and procedures.   Certainly many polices, including those that govern use of force and pursuit management, are required by law.  Certainly, ‘‘values based’’ policing must be a top-to-bottom effort; or it will not be actualized.   Evaluation and review systems that support ‘‘values based’’ policing efforts must be developed to help create fair and reasonable accountability for all employees.   


Foremost in this effort is the possibility that legal challenges will derail the effort to transition away from contemporary personnel investigations and discipline models.  It is the authors’ contention that over time, the law enforcement profession will be enhanced from this change.   Evidence of this contention is supported in the Wheaton example.  By stressing a commitment to ethical service, law enforcement will impact conventional thinking and begin transitioning police departments from the current practice of meeting production goals, to one of embracing the next level of community based policing.  


This philosophical change may help create agencies staffed with morally principled employees, who intrinsically embrace higher performance standards and expectations.  Ultimately these changes will reduce the number of overall complaints, and draw its employees and community closer.  These changes will develop as trust oriented relationships deepen.        
The author hopes to identify methods that reduce the areas of concern for the employee and agencies. This attempt will include identifying key issues and offering solutions to the questions asked as the author creates a strategic plan to assist agencies that have decided to transition from an existing ‘rules based’ system to a ‘values- based’ model.   

The intent of this issue is not to eliminate every policy and procedure manual; instead, it is designed to focus an organization in a direction that values the importance of performing one’s duty in accordance with the department’s value system.  This model continuously demonstrates to all stakeholders that each employee’s decisions should always be made with the organizational values as the guiding factor.  
Chapter Two

Research

Introduction  

In his book, “Future Edge,” (Barker, 1992, pages 15-17) relates a story about how Swiss dominance in the world of watch making fell from near market dominance in 1968 when they controlled more than “65% percent of the unit sales in the world” (Barker) to having a market presence of less than 10% by 1980. 

Barker describes this collapse as catastrophic in that during the same period, “fifty thousand of the sixty-two thousand Swiss watchmakers lost their jobs!” (Barker) One can see that the impact in a country with a population of 6.3 million (IAEA at: www.iaea.org) was devastating.

Barker’s contention was that Swiss watchmakers had run into a “paradigm shift.” (Barker)  Despite the fact that the Swiss watchmakers spent considerable time and effort improving the gears, bearings and mainsprings, which were, in the minds of these watchmakers, the heart a fine watch, they still lost the market and profit shares.  The irony is that this collapse occurred, despite the fact that the Swiss themselves invented the very mechanical mechanism, the electronic quartz movement, which proved to be their undoing. 

In 1967, Swiss researchers presented their revolutionary invention to Swiss watch manufacturers who in turn, concluded that the invention was useless, because after all, “It didn’t need bearings, it required almost no gears, it was battery-powered and it was electronic.” (Barker)

Unfortunately, these same manufacturers, who arrogantly dismissed the invention as useless, and were so confident they were right about there being no future for the device, let their own researchers exhibit the device at the annual World Watch Congress in 1967.  When Seiko engineers took one of the movements, the future was set and as the old adage says, the rest is history.       

The mistake Swiss watchmakers and manufacturers made is clear.  Despite dominance in the world of watch making, they had become singularly focused on their status and lacked the commitment to scanning the horizon for trends that were likely to impact their industry. 

A similar and flawed characteristic can be found in staff meetings throughout today’s policing profession.  Although the majority of staff discussions include contemporary issues, rarely in this author’s experience, and through shared discussions on this topic with contemporaries, is much time ever spent discussing futures issues.  Generally speaking, topics during staff meetings pertain to pressing (emergent) issues, general directional changes, crashed cars, hurt officers, or controversial (developed) incidents.  Most often discussions pertain to things that will occur by the end of the week, end of the month or at the farthest point, end of the fiscal budget cycle.

Perhaps this reluctance on the part of law enforcement to consider futures planning can be attributed to a fear that the future is unpredictable.  However, in his book, “The Foresight Principle” (Slaughter, 1995, pages 32-33) Richard A. Slaughter describes the “feedback process of scanning, detecting the movements of others, interpreting the information and then acting.” (Slaughter)  

Slaughter also speaks of the possibility to build a scanning capacity into every institution and government agency because, “We already know how to do it.” (Slaughter)  Slaughter continues by describing the effort of looking into the future not as one of certainty but rather, one that allows (us) the opportunity to explore alternatives in advance of a possible crisis 

The author suggests that by adopting some of the techniques Slaughter contends are available today, police professionals will stay ahead of developing issues. As a profession, law enforcement has to embrace the ideas being taught during training programs like POST Command College. 

Chapter 1 provided an introduction, a brief history, and consideration of the impact future changes may bring upon the discipline process, should law enforcement agencies elect to transition to ‘values based’ policing models as the means to regulate conduct and discipline issues.

Chapter 2 will provide a detailed look at the trends and events that which were developed during a Nominal Group Technical (NGT).  The NGT undertaking focuses on identifying trends and events that may impact law enforcements’ transition to ‘values based’ policing and what, if any impact there may be on personnel investigations within mid-sized law enforcement agencies by 2010.   This examination may provide important information and potentially influence the strategic planning aspect of this project.  

The author will also discuss how these identified trends and events might influence one and another during the Cross Impact Analysis portion of Chapter 2.   By examining the potential impact each event, may have on the trends, the author hopes to develop methods for influencing the focus of the project.  

Finally, the author will provide different scenarios, which compare the impact this research topic may have, in terms of being a positive, negative or normative development.   

Nominal Group Technique  

Researchers often employ futures studies in their effort to capitalize on the outcome potential of accurate predictions.  By attempting to identify trends and events that may occur in the measurable future, the researcher hopes to use the information to develop strategies that benefit r client agencies with their long-term goals.  

The ability to self-determine the direction and development of an organization before serious issues impact the day-to-day effectiveness is invaluable.  By scanning and attempting to understand the future, via available research tools, organizations can lesson the impact of poor planning and reduce the frequency of unexpected or unanticipated events.
One method frequently used in futures forecasting is the Nominal Group Technique (NGT).  Developed by Andre Delbecq and introduced by the Rand Corporation in 1975, (Esensten, 2004) the NGT is a structured process during which participants and the researcher evaluate two dimensions that help measure the potential impact of change. The NGT is focused on issues associated with trends and events that participants identify as keys to success or, pitfalls that may limit the opportunity for the projected change.  In this case, change has been understood to mean a transition from ‘rules based’ to ‘values based’ discipline and conduct models.  

Once participants in the NGT have identified several trends and events, the author uses mathematical calculations to quantify their findings.  The result of the calculations is called a,  ‘Cross Impact Analysis.’  These calculations help identify disparities within the group on each of the developed trends and events.  Overall, the NGT process generated high levels of thoughtful, interesting and sometimes provocative discussions as panelists attempted to persuade others to see their points of view relative to the issue statement.  

Before scheduling the NGT, the author contacted each potential participant and spoke in detail about the issue statement.  The author did this to ensure that participants were diverse in thought and experience, thoroughly understand both the topic and the NGT process and were available on the scheduled date.  Once the prospective participants agreed to attend the author drafted a letter to each one. This letter included the issue statement and background information about the course of instruction during the POST Command College.  The letter also contained an explanation of the differences between trends and events and asked each panel member to identify and prepare a list of eight to ten, trends and events.  The author asked participants to develop trends and events they felt might impact, either positively or negatively, the future of police agencies transitioning from ‘rules-based’ to ‘values based’ model for discipline and conduct.  Panel members were also asked to bring their trend and event lists on the day of the meeting. 

On the day of the NGT, the author prepared the meeting room by installing two synchronized laptop computers, two overhead viewing screens, separate flipcharts, as well as providing notepads, pens, pencils and colored tabs for each participant.  

Susan Paquet, a civilian police supervisor employed by the Pasadena Police Department as a Crime Analyst, provided a tremendous amount of clerical assistance. Ms. Paquet took notes by recording the comments of the participants onto one of the laptops, while the other laptop constantly displayed the issue statement.  This strategy was employed to help panel members remain focused on the issue.  The author was also fortunate to have two graduates of the POST Command College as panelists in the NGT. Their involvement in the NGT enhanced the outcome as they lent their experiences to the integrity of the process.  (See Appendix A for the participants list)  

Before beginning the NGT the author reviewed the scope of the exercise and expressed the opinion that the integrity of the process is somewhat built in, if each participant avoids making assumptions or predispositions about trends and events. The group was advised that this occurs when the panel recognizes and respects the groups’ diversity, expertise’s and individual personal experiences and opinions.

The author opened the session by asking participants to introduce themselves. This was followed by a PowerPoint presentation that helped review the contents of the letter and to explain the process. After which, the author answered questions as we began the process of querying each panelist as to the trends they had developed. 

Panelists presented their list of trends, one at a time, in a round robin fashion until forty-eight trends were developed. (See Appendix B for the complete trend list)  The participants were then asked to clarify any perceived ambiguity in their stated trends, which was followed with discussions as to the relevance of the trend to the issue statement.  

Once clarification of the trend was finished, the author instructed panelists to individually, and without additional discussion, rate each trend in terms of which ones they felt were most important, (influential) to the issue. The rating was based upon a scale from one to ten.  To reiterate, this initial ranking was done in private. 

After culling this first ranked list of trends, the results were displayed overhead, along with the issue statement.  At this time panelists discussed the merits of the trend list and ultimately reached consensus on a list of nine trends that most significantly related to the issue. (Refer to Table 2 for the final trend list)
Trends

Trends have been described as, “ Early signals sometimes weak changes on the horizon that are indicative of change on the horizon. When a trend is taking place, they seem to indicate the direction a particular issue may be heading. Trends have a past, present or future that can be measured either quantitatively or qualitatively. Trends may have social, technological, economic, environmental, or political characteristics and may be estimated or measured over time.  Trends display a general direction of change and are both gradual and long term.” (Esensten)

Trends do not need to be complex.  In fact, they should be specific and simple observations of developing or emerging incidents.  Care has to be given to not assign a value to the trend in that no identification as to whether the trend is increasing, decreasing, or staying the same should be made.  

As noted above, during the initial trend discussions, panelists identified forty-eight separate trends.  Following clarification the panel reached consensus and ranked nine of these trends as being most relevant to the issue.  These nine trends have been listed in Table 2, the Trend Summary Table and are designated as T-1 through T- 9.  After panel members completed ranking the top nine trends, the author provided the following explanation of the heading that appear in Columns 1–5 of Table 2.  

· Column 1 is labeled, -5 years. This value speaks to the panelists’ feeling about the direction the trend took –5 years prior

· Column 2 is labeled, +5 years. This value speaks to the panelists’ feelings about the possible direction of the trend in +5 years.

· Column 3 is labeled, Today.  This value speaks to the panelists’ feelings about the present status of the trend. A base value of ‘100’ has been inserted in each corresponding trend line and is used to compare each past and future trend value. 

· Column 4 is labeled, +10 years. This value speaks to the panelists’ feelings about the possible direction of the trend in +10 years.

· Column 5 is labeled, Concern 1-10. This value speaks to the panelists’ concern over impact a trend may have on the issue.  A ranking of ‘10’, indicates having the potential to significantly impact the issue.  Lower numbers lessoned the potential impact of the particular trend relative to higher ratings.    

The Trend Summary Table (Table 2) shows the results of the NGT panel discussions. This table contains the panel’s rating of the nine trends, most likely to impact the issue statement.  The author arrived at the numeric valuations listed in this table by extracting the median number from the individual participants scoring.  A review of the panelists’ discussions concerning the impact of each of the listed events follows Table 2.  

	Trends Summary Table

	Column 
	1
	2
	3
	4
	5

	Identified Trends
	-5 year
	Today
	+5 years
	+10 years
	Concern 1-10

	T1 - Local area - Economic Disparity
	75
	100
	150
	300
	10

	T2 - Police Training Practices
	90
	100
	150
	125
	7

	T3 - Police Experience Prior to Promotion
	100
	100
	150
	150
	8

	T4 - Internal Cultural Misunderstandings
	100
	100
	200
	100
	9

	T5 - Community Support of Law Enforcement
	110
	100
	100
	120
	9

	T6 - Generational Value Differences
	90
	100
	110
	110
	7

	T7 - Moral / Ethical Challenges 
	100
	100
	100
	110
	10

	T8 - Racial Polarization
	100
	100
	110
	100
	8

	T9 - Societal Aggressiveness
	90
	100
	120
	120
	8


Table 2

Trend Discussions

Trend 1
Local Area Economic Disparity
This trend addressed the panel’s concern that many cities throughout California are undergoing a financial transformation wherein two distinct economic groups have emerged.  For sake of clarity, several members referred to these groups as, “the haves and the have-nots.”  

Without exception, the panel felt that although this trend was less significant –5 years ago, the trend should be closely monitored since moderate increases were felt to likely to continue at +5 years, with significant increase occurring in the +10 year’s range.  In fact the median score of 300 for +10 years and the panels rating of a 10 for ‘Concern’ reinforces this point. 

As a matter of discussion, panel members worried that officer might unintentionally favor the haves over the have-nots if for no other reason than the former group is seen by most as the tax payers.  Panelists warned that officers cannot risk sacrificing any level of personal integrity and must maintain the highest levels of impartiality when contacting either economic group.

Trend 2
Police Training Practices

This trend addressed issues related to how officers are prepared to conduct themselves in their dealings with the public.  A police executive panel member introduced this trend during the first round robin session in the NGT.  The member raised concerns with the nature of police training, suggesting that an overwhelming amount of training time is spent on survival issues, when in fact the majority of police action is interpersonal.  

Although the subject of building and developing better interpersonal policing skills and relationships was first broached during this trend discussion, the subject repeatedly surfaced during other trend discussions.  

Considerable time was spent on discussing this trend and was followed by the group ultimately recognizing that in the face of significantly changing demographics, the nature of police training must change.  The panel agreed that this trend should also be monitored since increases are likely to continue in the +5 year range.  However, panelists were equally confident that the profession would eventually get a handle on the training needs and the trend would begin to normalize into the +10 year range.  The panels rating of 7 in the category of ‘Concern’ speaks to the perceptions varying perspectives of the panel members’ experiences.  

Those with law enforcement backgrounds tended to emphasis their concerns about the need to de-emphasize survival training, while accelerating emphasis on training of ethical and integrity issues. Those without law enforcement backgrounds tended to accept that survival training was the single most important aspect for officers. 

Trend 3
Police Experience Prior to Promotion

This trend speaks to the perception that many law enforcement professional lack appropriate levels (years) of experience before they are promoted.  Surprisingly, the trend was originally offered by a civilian member of the panel who voiced concerns that older officers were leaving and being replaced with significantly less experienced officers as supervisors. 

The panel discussed concerns that extremely inexperienced supervision can impact the level of service, competency and integrity, necessary to establish and maintain strong community support.  Discussions centered on whether members of Generation X were more likely than members of the Bridge Generation to deviate from strong moral and ethical positions. 

The group acknowledged that the trend has been on the horizon by providing a median ranking of 100 for the – 5 year category.  Further, the panel’s 150 rating suggests that this trend should be monitored since increases are likely to continue through the +5 year range.  The panel also gave the +10 year column a rating of 150 which suggests that the perceived problems would likely level off by this time.  A rating of 8 in the ‘Concern’ category supports the panel’s overall recognition that this trend could impact the outcome of the issue if not carefully watched.  

  Trend 4
Internal Cultural Misunderstandings

Like the economic component of Trend and the relationship aspects discussed at length during the panel’s evaluation of trend 2, this trend incorporates those and other considerations.  The panel acknowledged the presence of this trend on the horizon with their ranking of 100 for the – 5 year category.  However, panelists voiced concerns with the state of current affairs abroad, and gave the + 5 year category a 200 rating.  This number represents a significant increase and supports the panel members who engaged in spirited debate over anti-American sentiments aboard.  

Of particular concern is whether or not continued exposure to these type of anti-American comments and displays will influence the sentiments of officers who find themselves working with persons of cultures associated with making these comments.  Three members of the panel expressed concerns that over time, officers may confuse ethical issues by justifying mistreatment of fellow employees with defense of American ideals. 

Two of the panel members limited the scope of their opinions to religious or ethic groups that have recently expressed hatred for Americans.  Others offered personal accountings of sentiments that had been expressed with the end of the Vietnam conflict.  The panel cited ebbing emotions overtime, using the example of the Viet Nam experience, to agree that eventually these issues will subside, thus provided a rating of 100 for the +10 year category. 

The panel’s rating of 9 in the ‘Concern’ column supports their recognition that this trend must be watched closely to limit the potential negative impact of ongoing cultural misunderstandings that may progress unchecked.   

Trend 5
Community Support of Law Enforcement
Discussions on this trend revolved around the feeling that law enforcement currently has, and will most likely will, continue to enjoy strong support from the community. Generally, panel members felt the upward swing in community support began before the –5year category. 

Panelists discussed their feelings that law enforcement has worked hard to improve relationships in the community.  To a large degree this improvement was attributed to developing partnerships aimed at resolving issues that citizens themselves identify as being most important.  Many felt this improvement was in response to the Rodney King Incident and too the Rampart Scandal.  Panelists felt that because law enforcement openly committed to and then delivered on their promise of improved relationships, crime fighting and service delivery, they created a more open, accessible and transparent organization. The panel felt this trend would remain constant through the +10 year period.  

A slight increase to 120 is seen occurring during the +10 year rating.  The panel attributed this increase to the professions newly embraced willingness to involve outside problem solvers (community groups) in the process and too try new techniques at problem resolution.     

Almost half of the panelists expressed concern that some level of erosion of confidence might occur should crime suddenly trend upwards, most agreed that over time the trend would continue to track upwards.  One panel member predicted a slight decline in support within certain ethics factions in the community.  This panelist attributed their rating to the fact that many in underrepresented ethic neighborhoods, have teenage children that report only negative police contacts to their parents.

Despite the relatively flat forecast of this trend, the panel felt the trend to be of significant concern and gave it a rating of 9.  An explanation of this rating was offered by one of the business professionals on the panel as follows;  “The one key to staying successful in business is remaining open and willing to examine shortcomings and effect timely change.  Lately, law enforcement has shown a willingness to do this, still the panel suggested this trend must be continually assessed and monitored.” 

Trend 6
Generational Value Differences

One of the attorney’s who participated in the NGT first raised this trend by referencing the 1961 Supreme Court, Brady decision. 

This trend addresses concerns that some panel members expressed with how changing values between the working generations of employees may impact the issue.  

Discussions followed between other panelists over the perceived battle cry of Generation X and Y, who appear willing to sacrifice integrity for a ‘win at all cost’ mentality. Police panel members downplayed the impact of generational differences by attributing the influence of a paramilitary structuring within police organizations.   

In the end, the panel acknowledged that this trend was less visible in the –5 year, category by giving a 90 rating.  After considering all points of view the panel gave the +5 and +10 year categories the same 110 rating.  In the ‘concern’ category, the panel assessed the trend a 7.  It was interesting that this 7 rating was the lowest assessed to any of the panels’ nine trends.  In explaining the reasoning for this lower number, panel members said that generational considerations have and will exist throughout this spectrum, but expressed confidence in law enforcements ability to de-emphasis the differences by establishing strong ethical baselines. 

Trend 7
Moral / Ethical Challenges

More than any of the other trends, the author correctly predicted that this topic would generate the most discussion. Although most panelists were in agreement that moral and ethical challenges encompass a broad range of concerns, they reasoned that narrowing this trend to how it specifically related to the issue statement would allow for proper handling of the matter.  

In an effort to focus the discussions, the author, on many occasions, reminded the panel to consider the impact on the issue statement.  This tactic seemed to work in keeping the discussion points on target.  

As expected, panelist’s incorporated many of the underlining social issues into the discussions but worked diligently to tie the outcomes to the issue at hand. Of particular note, was the discussion on changing social expectations.  This seemed to dominate the talks.

One of the panelists is a social worker involved in the care and handling of transients. She stressed to the group how she has seen society accept the fact that homelessness exists, but alternately demand that it doesn’t happen in their neighborhoods.  The prosecuting attorney on the panel cited sharp declines in the willingness of witnesses to cooperate in proceedings but measured that against vocal demands for stricter sentences.  And one police executive spoke about increased involvement of the police in social issues within communities, but balanced this demand for service against the apparent unwillingness of the same citizens to support legislation like the ‘Patriot Act.’ 

What developed from these discussions was the realization that law enforcement professionals are tasked with balancing societies demands, while being careful to not deviate from their personal core principles and values, or the established values of the organization.  

Interestingly, discussions were long and lively but the panel effectively minimized the importance of this trend with their median ratings. In the categories of – 5 and + 5 years, the panel assessed a rating of 100, which mirrored the norm, of the today category.   The panel reasoned that social issues have historically been the driving force behind police actions and the only changes are the issue itself and the way society insists that it is dealt with by the police. 

Concerns for violating ethical rules were stressed by some panelists since officers are routinely “empowered” to cross traditionally well-defined and clearly established boundaries in their efforts to build relationships with the community.  The fear is that some may place results and expediency in front of the overall mission of the department in their attempt to serve these newly created ‘personal relationships.’ 

The panel’s only increased rating was that of a 110 in the + 10 year column.  Members explained that this increase reflected a slightly upward trend pattern.  It is in the ‘concern’ category that the panel expressed the relevant importance of constantly monitoring this trend by rating it a 10.  The panel was in complete agreement in their belief that this trend has the most potential to either, positively or negatively influence the issue.   

Trend 8
Racial Polarization

This trend identifies the panels’ observations relating to incidents of racial polarization.  Panelists expressed mild concern for this trend. Discussions included examples of gentrification of neighborhoods, wherein entire generations of families are being displaced by community development projects or, economic influences.  The resultant impact leaves the feeling that the changes only occurred because the disenfranchised persons are inevitably members of a minority group. 

Those who saw less of the trends impact, reasoned that progress involves many facets of society. Rather than less representation in all levels of society, minorities are actually enjoying more involvement in the decision-making process as it affects their neighborhoods.  

The rating of 100, in the –5 and +10 year categories, evidenced the panel’s split on this trend.  The only variance occurred in the +5 category where the panel gave a median rated of 110.  When coupled with an 8 rating in the ‘concern’ category the panel sends a clear statement that, although this trend is important, the likelihood of it significantly impacting the issue statement is only moderate.     

Trend 9
Societal Aggressiveness

This trend reflects the panels’ discussions of societal aggressiveness.  Members related situations wherein parents at youth sporting events attack officials, sporting events end with near riots; young people using loud and offensive language without regard for others as well as other examples of aggressive conduct.  Panel members voice concern since the future applicant pool for new police employees is made up of all aspects of society. 

The strongest support for rating this trend higher than the 8 rating, received in the ‘Concern’ category, came from civilian members of the panel.  During a discussion it was noted that although serious crime is at a 20 to 30 year low, societal perceptions abound that aggressive behavior is on the rise.  

Several of the panel members expressed concern that if future candidates for employment in law enforcement are actually inclined to more aggressive behavior are hired, incidents of perceived or actual abuse, along with increased personnel complaints may occur.   Should this trend continue some fear that overly aggressive behaviors developed prior to employment, when manifested in the law enforcement profession, would result in a more aggressive work force? In turn this trend would negatively impact the willingness of the department to change current practices for regulating conduct and discipline.  

 
After comparing perceptions with available facts, the panel assigned a rating of 90 to the –5 year category.  They surmised that the trend is likely occurring and assessed a rating of 120 to both the +5 and +10 year categories.  These ratings indicate the panels’ feelings that this is an emerging trend on a slow upward trend line that may have an impact on the issue statement if left unchecked. 

Events

Events differ from trends in that events are singular occurrences, which may or may not happen at a specific time or date.  Events are confirmable occurrences that make the future different.  For example, the assassination of President John Kennedy and the September 11, 2001 terrorist attacks were events.  Events have been described as, “Low probability, high impact” (Esensten) occurrences that have a significant impact on an issue. 

After the NGT panel completed their presentation of the trend list the author asked the panel to repeat the undertaking and develop a similar list of events.  As mentioned during the trend exercise, most of the participants had come prepared with a personal list of five to ten events.  It was explained to the panelists that the impact of an event should also be without value, in that the effect of the event may be either negative or positive.

Once again in round robin style, panel members identified their events. As the events were introduced, Mrs. Paquet displayed them on one of the overhead screens.  During this phase, the NGT the panel developed twenty-seven events. (Refer to Appendix C for complete event list)

  Panelists were then asked to clarify the relevance and potential impact of the event on the issue statement.  Similar discussions to those that occurred during the trend development exercise took place. 

Once ambiguity about an event was clarified, the author instructed panelists to individually, and without further discussion, rate each event from one to ten, in terms of which events they felt would likely influence the issue.  More discussion followed this initial ranking and the list was reduced to fifteen.  These fifteen events were then displayed on a flip chart as participants used colored tags to vote on seven to ten of the events most likely to impact the issue statement.  Panelists discussed the rankings of the fifteen events and ultimately reached consensus on a list of eight events that, if they should occur, would most significantly impact the issue. (Refer to Table 3 for the final trend list) 

The eight events, labeled E-1 through E- 7, have been listed in the Event Summary Table. (Table 3)  After the panel completed their ranking of the events, the author explained the valuations, which appear in Columns 1 – 4 of Table 3.  

· Column 1 is labeled, Yr > 0. This value speaks to the panel member’s estimate, in terms of number of years, the event might possibility first occur. 

· Column 2 is labeled, +5 yrs. This value speaks to the panel member’s estimate, in terms of percentage of likelihood, the event will occur within five years.

· Column 3 is labeled, +10 yrs. This value speaks to the panel member’s estimate, in terms of percentage of likelihood, the event will occur within ten years.

· Column 4 is labeled, Impact -10 to +10s. This value speaks to the panel member’s estimate, in terms of a percentage, the impact, either positively or negatively the events occurrence would have on the issue.

Table 3 shows the results of the NGT panel discussions. This table contains the panel’s rating of the eight events they felt would have the most significant impact on the issue statement, should the event actually occur.  

The author arrived at the numeric valuations listed in this table by extracting the median number from the individual participants scoring.  A review of the panelists’ discussions concerning the impact of each of the listed events follows Table 3.  

	Event Summary Table

	Column
	1
	2
	3
	4

	
	
	
	
	

	Identified Events
	Yrs > (0)
	+5 yrs.
	+10 yrs.
	Impact -10 to +10

	E-1 Government Mandates Enforcement of Patriot Act 
	3
	50
	75
	-3

	E-2 Repeat 9-1-1 Attack
	4
	50
	40
	9

	E-3 1st Local Area Terrorist Attack
	7
	50
	50
	-5

	E-4 Active Shooting at Local School
	4
	50
	40
	-3 

	E-5 Video Taped Police Abuse Case
	2
	100
	100
	8

	E-6 Organizational Scandal – Dishonesty
	2
	100
	100
	-4

	E-7 Employee Tracking via GPS Devices
	6
	90
	100
	9


Table 3

Panel ‘Event ’ Discussions

Event 1
Government Mandates Local Enforcement of Patriot Act

Discussions about the upcoming Presidential elections caused the panel to be somewhat split in their rating as to when the event may first occur. The median number of 3 years was provided after conflicting assessments as to whether the election of the democratic candidate would move the window of first opportunity to +8 years.  Ultimately, the panel concluded there was a reasonable likelihood that the republican candidate would be re-elected which then pushed the first opportunity to the indicated 3 years.  Panelists were somewhat split on the +5 and +10 year ranges.  Although most agreed that should a second 9-1-1 type terror attack occurred, the push from the federal government to force mandated, Patriot Act type laws would increase significantly.        

Collectively the panel suggested the any federal government mandate, especially one as potentially polarizing as this, would likely have a negative impact on the issue.  

Several panelists voiced concerns that any type of forced adherence to controversial regulations, will significantly limit the opportunity to successfully transition to a ‘values based’ policing model.  

The panel felt that since the emphasis in a traditional discipline and conduct models stress compliance with written rules, while ‘values based’ models encourage compliance with principles, any presumed latitude available to affect the intent of the Patriot Act would be eliminated.  As a result, the panel agreed that a rating of –3 is appropriate relative to the ‘Impact’ category.   

Event 2
Repeat 9-1-1 Attacks 
The group identified this event as a ‘Repeat 9-1-1 terrorist attack on United States soil.’ Panelists recognized that this event has occurred but suggested that they felt that the United States would be victimized by another terrorist attacks in the future.  

As a result, the panel felt compelled to examine the impact of such and event on the issue statement. Discussions as to reasons for a repeat attack occurring ranged from exploring the United States’ involvement in the wars in Iraq and Afghanistan, to the hatred of American ideals by Muslim extremists, to domestic terrorists, to the lack of a second world power. 


Almost every member of the group believed that the United States would likely be attacked and provided a median time of the first possible occasion when an attack might occur at 4 years.  Panelists were closely linked in their opinions that despite feeling that this event may occur within the 4-year median, the likelihood of it happening at +5 and +10 years showed a reduction to 50 and 45 respectively.  
The lone exception to these ratings was Pasadena Police Chief Melekian. The chief believed that the first possible time this event might possibly occur was 3 years, but indicated that the +5 and +10 year categories mandated 90 and 100 ratings respectively.  


The Chief’s explained his reasoning by suggesting that as time passes Americans have a tendency to forget and thus let their guard down.  If a perceived level of apathy develops, the panel agreed that this would effectively increase the opportunity for a second attack.  It was the consensus opinion of the panel that the impact of such an attack would be rated a 9.  This rating is a strong indicator that an event of this nature would significantly alter the issue.  


Some panel members speculated that an event of this magnitude would likely fuel a significant rise in nationalism. With a foundation rooted in ethical conduct, renewed patriotism may open the door of opportunity to reiterate the importance of ethical conduct.  Reason suggests that following an event of this nature; police departments would strive to strengthen their leadership positions in local communities.  By demonstrating how effective adherence to ‘values based’ policing model would be, the panel reasoned that support for change would also increase. 

Event 3
1st Local Area Terrorist Attack 
Like Event 2, panelists felt that an incident involving the “1st local area terrorist event” would also have a significant impact on the issue.  However, the panel felt that because this type of an attack would likely have a personal impact on many of the involved law enforcement professionals, the end result would be much different from those noted in Event 2.


With the exception of the potential for a massive loss of live, something that is not usually associated with a natural disaster, law enforcement’s response to this type of event might be similar. The panelists envisioned significantly negative impacts on municipal services, including electricity, gas and water, significant disruptions to food supplies, communications and transportation infrastructures.  They voiced differences in their estimates as to when the possibility of this incident occurring with rating that ranged from a low of 3, to a high of 25. The median number was rated at 6.  Panelists also ranged in their rankings of the likelihood of a local attack happening at +5 years.  This category had ratings from 0 to 50 and the +10 year category showed ratings between 0 and 70.  The panel gave the ‘Impact’ rating a score of – 5.  


Panel member, Corporal Joseph Perez, President of the Pasadena Police Officers Association and a veteran on the U.S. Army, explained that during this time officers would be stretched to their personal limit merely by the sheer enormity of the event. 


Perez reasoned that given these circumstances established (set) rules and guidelines would better serve the needs of all involved.  Perez added that if the transition to a ‘values based’ policing model had begun prior to a 1st local terrorist attack; many decisions could be influenced by emotions.  By re-enforcing their legal obligations and through adherence to familiar policies and procedures, the actual control of officers’ conduct may be easier to maintain. 
Event 4
Active Shooting at Local School 

Despite the fact that similar events have in fact already occurred, panel members felt that a need existed to speak about the response of local authorities to an ‘active’ (ongoing) shooting at an area school.  One of the panel members indicated that their own children attend area schools and spoke about the residency requirement that some mid-size law enforcement agencies still maintain.  

These issues caused panel members to reflect on the ability of officers to maintain the highest ethical standards when a co-workers’ or their own child was placed in harms way during an event of this nature.  Members discussed the difficulty officers might experience in maintaining their focus on the overall objective of securing the scene, without falling prey to the lure of taking shortcuts to early resolution that might involve unethical conduct.  

Discussions then drifted to whether given the totality of the circumstances the ‘values based’ model might actually provide for a wholly inappropriate justification for the officers actions.  As the issue statement describes under this model the outcome of the act is measured against the intention of the action.  One could reasonably argue that because ‘the greater good was served’ in that lives were spared (except perhaps the suspects) justification for the unethical act exists. 

The panel estimated that the first likely time an event of this nature may occur was a median 4 years.  Some of the panel members acknowledged that despite the fact that many, if not most schools now have police officers or security on campus, which has   lessoned the likelihood of repeat occurrences, the threat is not, non-existent.  

Panel estimates as to when the possibility of this incident occurring ranged between 1 and 8 years.  Panelists also ranged in their rankings of the likelihood of a local attack, rating the +5 year column at 50.  In the +10 year category the panel acknowledged that continued awareness and ever-improving security planning would lower the rating to 40.  

The panel suggested that since the emphasis in traditional discipline and conduct models stress compliance, under this type of emotionally charged event, reliance on well-established procedures is more desirable.  As a result, the panel agreed that a rating of –3 would be assigned to the ‘Impact’ category.   

Event 5
Video Taped Police Abuse Case 

Although the panel was quick to recognize that incidents involving video taped examples of police abuse have occurred in the recent past they felt strongly that future similar events would result in unintended consequences, which in turn would have either a significant positive or negative impact on this issue statement.  Collectively the panel felt the impact of a future event could subsequently result in significant changes to the intended outcome of organization’s desire to change the ethical model used for discipline and conduct.  

Much consideration was given to the shear number of contacts made nationwide by law enforcement officers, as a gauge for the likelihood of when this event may again occur.  The law enforcement executives on the panel felt the event would most likely occur within the coming year.  They argued their positions based upon the number of contacts officer are involved in, the proliferation of video cameras and the recent surge in the use and availability of video capable cellular phones as justification for their sooner than later rationale.  

Others felt that given the number of highly publicized similar incidents, law enforcement had learned valuable lessons about the ever-increasing number of citizens who are armed with video cameras, factors that lesson the likelihood of the event reoccurring soon. As a result of these discussions, the panel’s median rating of the first likely time this event may occur was place at 2 years.  

Despite a disagreement over the initial time, the panel reached near consensus in their belief that a repeat event of this nature within +5 years and +10 years was 100% certain. 

As to the impact of this event, the panel agreed that personnel would eventually come to feel that their every move was possibly being recorded.  As time passed, police employees would embrace the possibility that these videotapes could become tools used to document their decisions to use force.  As more and more officers were vindicated through the videotapes, their demeanor and eventually their tactics would change accordingly.  In this environment, adherence to higher ethical standards may be embraced and a transition to a ‘values based’ model would likely become easier and more successful.  As a result, the panel viewed this event as having the potential to positively impact the issue, rating the ‘Impact’ of this event at 8. 
Event 6
Organizational Scandal – Dishonesty 


Panel members described this event as incident wherein widespread organizational scandal is discovered.  Examples of this type of event included cases similar to the Los Angeles Police Department scandals addressed in the Christopher Commission Report in 1991, the Rampart Area Corruption Scandal Report in 1998, the New York Police Department scandal’s addressed in the Knapp Commission Report in 1972 or the Mollen Commission Report in 1994.   

Unlike a single incident of officer misconduct, panel members viewed this event to   involve ongoing, widespread and systemic corruption within a specialized unit, a section, a division, or the entire agency.  During discussions it was accepted that incidences of corruption may run the gamut from criminal misconduct, to include but not limited to theft, favorable treatment, racial, gender, or other biases and excessive use of force.   

Civilian panel members were less inclined to except the idea that entire sections could fall prey to incidents of widespread corruption. Several cited the varying types of personalities and generational age groups that make up a law enforcement agency.  The police executives, along with the union president each recanted examples of how; close-knit specialized units occasionally lose sight of their main objective. 

These units have been known to take serious shortcuts in the name of serving the ‘greater good.’  When demands for increased productivity occurs as happens in many of these units, the actions taken to create this sense of successful are often excused or justified by group members.  

The panel agreed that historically major corruption scandal’s within law enforcement seem to occur every eight – ten years and are not limited to one region or agency.  With this in mind, the panel felt that the first possible time this event may reoccur is within 2 years.  The panel also concluded there was a 100 certainty that within  +5 and +10 this event would be witnessed. 

Panel members explained that when these types of events happen the impact usually ‘shocks’ the department.  Leadership changes and wholesale transfers are made into and out of most sections within the department.  Many times recruitment suffers and senior members retire, with others laterally transferring out of the agency.  As a matter of routine every employee is unexpectedly placed into a position wherein they’re called upon to weather the impact. During these times its unlikely that employees would be trusting enough to change the methods used to evaluate and access discipline and conduct.  As a result there was near consensus on the negative impact of such an event occurring when the panel rated ‘Impact’ at –4.    

Event 7
Employee Tracking via GPS Devices 

The seventh event identified by panelists was the use of global positioning system (GPS) devices as tracking tools for police personnel. The panel recognized that many police departments currently use some form of advanced technology in a number of their day-to-day operations and in fact several use vehicle mounted GPS devices for mapping purposes. 

The panel reasoned that as a result of familiarity with this type of technology, should agencies broaden the scope to which it is currently deployed, to include personal GPS tracking devices, accountability and management of personnel would eventually become easier.    

Panelists envisioned this advanced technology eventually being used to link personnel with tracking systems that include cameras and recorders that would memorialize every contact police personnel make.  The panel felt that although this technology is close to becoming available, they expressed concern, primarily over limited funding, as being one roadblock to earlier implementation.  As a result the panel rated the first likely time this event may occur at 6 years.  However, the panel did strongly believe that use of this type of tracking equipment within +5 years was 90% likely and a certainty (100 percent) within +10 years. 

The panel suggested that awareness on the part of individual employees of the fact that every transaction they made was being monitored would eventually cause all to raise their level of consciousness as to how they were treating people.  This single dynamic would then help to create a responsive environment by providing the opportunity to introduce changes in the way we would govern discipline and conduct. 

It should be noted that the panel generally agreed that initial compliance to this change would be ‘forced.’  This was attributed to the feeling that personnel would most likely become resigned to the fact they were being constantly monitored.  However, the panel was equally comfortable in concluding that over time, personnel would graduate towards higher levels of ethical awareness and conduct.  As such, the panel rated the ‘Impact’ of this event at 9, the highest rating given to any of the identified events
Cross Impact Analysis

Following the NGT process, the author completed the following ‘Cross Impact Analysis.’ This analysis was conducted to help determine how a particular combination of trends and events as identified by the NGT panel, might be expected to impact the forecasted future.  Specifically, each event forecasted during the NGT was examined by the author in an attempt to study what, if any impact the occurrence may have on the identified trends.  

By conducting this analysis certain events that positively impact the issue statement can be identified and thereby encouraged, and those that may interfere with successfully completing the process may be purposely avoided.  


The Cross Impact Analysis Table (Table 4) shows the results of discussions conducted between the author, Susan Paquet; a non-sworn, civilian supervisor employed by the Pasadena Police Department and Mr. Cameron Watson an area business owner.  Commander Rod Uyeda of the Pasadena Police Department provided technical assistance.  This group reflected the diversity of interests and backgrounds present in the NGT and agreed to thoughtfully consider and evaluate the impact a specific event may have on a particular trend.

The following table (Table 4) contains the group ratings of the potential impact in terms of a numerical valuation.  If panelists provided a rating number of 0, it was meant to indicate they perceived that the event had no impact on the trend.  If they believed the event had a positive impact on the trend, a rating number of 1 - 5 was assigned. The higher number indicates the more positive the impact the event would have on the trend.  If the panel felt the event would have a negative impact on the trend, a number of –1 to –5 was assigned, again with the higher number indicating a greater negative impact of the event on the trend.  
	                                    Cross Impact Analysis 
	

	Events


	Trends



	                               
	T1
	T2
	T3
	T4
	T5
	T6
	T7
	T8
	T9

	E1 - Government Mandates Enforcement of Patriot Act 
	-2
	  3
	 2
	4
	 3
	 0
	 0
	-5
	-4

	E2 - Repeat 9-1-1 Event 
	-3
	  0
	 0
	-1
	 3
	 0
	-2
	-2
	 0

	E3 - 1st Local Area Terrorist Attack
	-6
	  2
	-2
	-1
	 1
	 1
	-1
	-2
	-2

	E4 - Active Shooting at Local School
	-1
	  3
	-2
	  0
	 0
	 0
	 0
	  0
	-2

	E5 - Video-taped Police Abuse Case
	-2
	  2
	 1
	  0
	 3
	-1
	 1
	-2
	-2

	E6 - Scandal – Large Scale Dishonesty
	 0
	  2
	 2
	  0
	-2
	-1
	-4
	  0
	 0

	E7 - Employee Tracking via GPS Devices
	 0
	  0
	 0
	  0
	 0
	-4
	-2
	  0
	 0

	
	
	
	
	
	
	
	
	
	


Table 4

To better understand the reasoning of the group, the author has chosen to discuss the impact of a particular event on a developing trend when the rating was given + or – 4.    

Event 1 Government Mandates Enforcement of Patriot Act / Trend 4 Internal Cultural Misunderstandings


Participants in the Cross Impact Analysis felt that should the federal government mandating enforcement of the ‘Patriot Act’ the event may have a somewhat positive result on the trend of Internal Cultural Misunderstandings.  During discussions about this trend, NGT panel members felt that this trend was important to watch, rating it a 9 in the area of concern. They also indicated that within +5 years the trend would have double the present impact.  However, within +10 years, panelists were optimistic that tensions resulting from these cultural misunderstandings would once again subside. 



Discussing Event #1’s impact, participants suggested that clear direction from the courts and the federal government, in terms of which provisions and under what circumstances the Patriot Act would be enforced, would likely lesson the opportunities for cultural misunderstandings.  Participants felt that law enforcement professionals generally accept service as their calling.  By uniting behind a common goal, in this case enforcing the Patriot Act, the common goal would likely transcend internal bickering over issues the majority of people deemed less important than the betterment of American society.  The result would provide for the opportunity to improve relations and advance the effort to transition to a ‘‘values based’’ model.  

Event 1 Government Mandates Enforcement of Patriot Act / Trend 8 Racial Polarization

Panelists expressed concern that should Event #1 occur, Trend #8, racial polarization would result in an impact of –5.  Discussions focused on how those persons being investigated; as a result of the mandated enforcement efforts would certainly begin to feel as if they were being selectively targeted based upon their race.  Although the participants were comfortable with the notion that officers could simply explain that they were following the law, they felt strongly that the by-product of these enforcement efforts would cause riffs between officers and the racially diverse communities most effected by the change.


Although the NGT panel rated this trend as an 8 in the concern category and a rather tepid 110 in the +5 year category, the participants in the Cross Analysis process felt that long term, this event would damage the relationship between local law enforcement and it supporters. As a result, the trend would be negatively impacted and the opportunity to create or expand the environment needed to successfully transition to a ‘values based’ model would be delayed.     

Event 1 Government Mandates Enforcement of Patriot Act / Trend 9 Societal Aggressiveness

Discussions Event #1’s potential impact on Trend #9, Societal Aggressiveness focused primarily on the premise that the majority of newly hired police employees will come from the same pool of workers that have been categorized as being prone to aggressive behavior. The NGT panel recognized societal aggressiveness as a trend that is increasing by assigning the +5 and +10 year periods a rating of 120 and a concern of 8. 


The group was concerned that a small group of more aggressive officers could be perceived as enjoying their newly mandated ability to enforce the Patriot Act. This in turn could cause the public at large to form the opinion that all police employees are similarly inclined and a decline in public / community support could result.  Accordingly, panelists felt that impact of this event merited a rating of –4. Finally panelists felt that if Event#1 did occur it would likely curtail efforts designed to transition to a ‘values based’ policing model.  

Event 3 1st Local Area Terrorist Attack / Trend 1 Local Area Economic Disparity

The occurrence of a local area terrorist attack resulted in panelists rating it as having the   highest impact on any of the identified trends with at –6.  Clearly the group felt this event would have a significantly negative impact on the listed trend.  Most mentioned the days and weeks following the 911 attacks in New York City, citing the demands placed on community resources. Although offers of assistance came from all corners of the country to date, more than 3 years after the event, emphasis remains on rebuilding the infrastructure and returning the city to a sense of normalcy.  It could be expected that similar focus would be the by-product of a local attack. 


This event would likely force city governments to share resources and for the state government to divert funding to assist in the impacted areas.  As a result, organizational focus would likely be targeted to maintaining the ‘status quo.’  

Considering the agency’s desire to maintain the status quo and ride out the crisis period, it appears less than likely that the department would be very reluctant to change discipline and conduct models.

Event 6 Scandal – Large Scale Dishonesty / Trend 7 Moral / Ethical Challenges

During discussions of this potential event, panelists focused on prior experiences to evaluate the impact of a new event.  Most revisited the Rodney King and Rampart Area police scandals and recognized the resultant decline in proactive policing efforts.  Panelists felt that when rampant acts of dishonesty come to light, community support suffers significantly.  In turn, when the department’s self-image and character is cast into negative light, personnel tend to recoil from the negativity of the event.  Considering the lessons learned during the earlier cited case, panelists rated that impact of this event on the trend of Moral / Ethical Challenges as –4.


In general the panelists felt that during periods when conduct and behavior was being closely scrutinized by the community and media, the opportunity to change the existing discipline system was certainly present.  However, since the most impacted parties (police personnel) would become the intended targets of these changes, their willingness to explore a new (untested) model of discipline and conduct would be very low. 

The group also felt that in reaction to the event itself, the department would want to publicly proclaim that their system worked and that was in fact why the dishonesty was uncovered.  During this time it would be extremely difficult for the department to back away from their time-honored system and introduce a new model.  This coupled with the consensus feelings of the group members that without buy-in from the impacted group, successful transition would be highly unlikely.   

Event 7 Employee Tracking via GPS Devices / Trend 6 Generational Value Differences


The discussions about using Global Positioning System (GPS) technology to track employee conduct, forced the panelists to explore their personal feelings about generational differences.  The author noted that the average age of the participants in this portion of the exercise was +50 years old. During their discussions each recalled the Cold War period, George Orwell’s dire predictions in his book “1984” and the turbulent time of the 1960’s. 

 Panelists agreed that during the eras cited above, many citizens expressed concerns that government was too big and far too pervasive in the affairs of private citizens.  Likewise, the group recalled their generations’ strong feelings about openly challenging authority and limiting government intrusions. 

Against this backdrop, the panel initially felt that today’s employees would strenuously object to the idea of using GPS technology to monitor their conduct and assigned the event an -8.  During lengthy discussions panel members recognized many of the differences between their generation and the Generation X or Y workforce of the future.  The panel considered the later groups comprehensive and almost intimate, understanding of current technology and factored in the likelihood that this familiarity would only grow.  They discussed that this group of future employees would be less likely to openly reject such technology and when these considerations were gauged against the concerns of the present majority generation, the panel eventually changed their impact rating for event to a  -4.    

Despite lowering their initial rating by 50%, the panel still felt that existing resistance from the remaining “boomer generation” would be enough to limit the ability to use this event to positively impact the issue. 

Like many of the other events, the panel felt that without large-scale acceptance from the employees, the department would most likely be unwilling to implement a new discipline system, thereby making successful transition unlikely.

Scenarios


The final component of the research project is scenario writing.  In essence scenarios provide the reader with a “ futures story.” (Esensten) Each of the three scenarios provides an alternative outcome to the issue statement.  The writer of scenarios tries to provide a realistic look, in the context of the version of the scenario being offered.   These scenarios help describe the different outcomes made possible by the selective management of events.  In turn, this helps determine which event(s) should be encouraged or manipulated to help reach the desired outcome.


There are a number of different scenarios available including, imagistic, demonstrative, slice of time or exploratory.  For this project the author will provide three including, an Optimistic Scenario, which depicts the outcome if only good things happen. A Pessimistic Scenario, which shows the outcome if only bad things were to occur and lastly, a Normative Scenario, describing the outcome if neither good nor the bad happens, thus the issue remains status quo. 

Normative Scenario 


It was unseasonably warm on this Saturday afternoon in November 2010 as the crowd of spectators, waiting for the gates to open surged towards the entrance queues at the Rose Bowl.  The crowd appeared excited as the hometown UCLA Bruins’ bus knifed its way through the throngs of well-wishers but was split equally with those cheering for the visiting Trojans. USC, the reigning National Champions had split the last four Pac-10 championships with their cross-town rivals, since Bob Toledo’s rehire in 2006. To many in the crowd it seemed like old times, with each side speculating that their team would win the game.


For the officers working this event, the atmosphere and tone was lo-key. While waiting for the okay to open the gates, Officer Jones was deep in thought hoping that her day would go smooth since this was the first event Jones had been assigned to work without her field-training officer as a guide.  

Jones had begun walking a foot beat on the perimeter concourse when she first observed the middle-aged man dressed in a USC polo shirt and slacks, slip under a fixed barricade.  Officer Jones called out for the man to stop, but he responded in a somewhat hostile tone saying, “I’ve got a pass!”  As Jones began walking towards the man and tried to speak with him, the subject continued walking away from her towards the entrance to the players’ locker room, where he entered and disappeared from her view. Concerned that the subject did not have a valid pass, or the authority to be in the dressing room, Jones entered and found the subject standing alone inside a storage area. 

Officer Jones immediately asked the subject for his pass and in response he angrily replied, “I said I’m one of the coaches, I told you I have a pass, now you get out of here.”  

Becoming more apprehensive about the subjects’ demeanor, Jones tried to radio for assistance, but found that she had no reception deep under the stadium.  Instantly, she wished she’d opted to use one of the new GPS monitoring devices but, since use was voluntary and she didn’t want her FTO to think less of her, she had decided not to.    

Once again Jones asked the subject for his pass but instead of complying, he repeated his claim that he was one of the coaches and suggested that Jones, “Go out and arrest some criminals instead of hassling me.”  Now convinced that the subject had no business in the room and feeling that he was trespassing, Jones approached the man and ordered that he show her a pass, adding that if he failed to do so she would detain and transport him to the holding area.  

In response the subject uttered a mild obscenity said, “I don’t need this”, and tried to push his way past Jones who was standing near the closed door.  Jones reacted by grabbing the subject and trying to place him into a wristlock control hold.  Now yelling, “I’m one of the coaches,” the subject began struggling with Jones and as a result, both fell to the ground.  Despite her orders to calm down and place his hands behind his back, the man continued struggling and during the struggle, sustained a small cut above his eyebrow.  Certain that backup officers were unaware of her location, and with her strength waning battling the larger man, Jones pulled her mace canister out and sprayed the subject in his eyes. Almost instantly the mace disabled the subject and Jones was finally able to placed him into handcuffs.   

The officer regained her composure and helped the subject to his feet.  As she opened the door to the locker room and stepped out onto the concourse, television cameras from national news services greeted her.  As reporters assigned to the game arrived, questions about what had happened, and why was the man bleeding were fired in her direction. The reporters collectively identified the man in her custody as USC’s Assistant Coach Ruckus and asked why he was under arrest.  Feeling overwhelmed, Jones tried to explain the situation.  She clumsily tried to explain Ruckus’ injuries, adding that he had been uncooperative and emphasizing that he didn’t have a valid entry pass. When one of the reporters pointed at the coach and asked, “Well, what’s that hanging around his neck?” Jones began to feel sick to her stomach. 

When she reached the Rose Bowl detention area with a number of the reporters in tow, Jones met with Sergeant Thomas who asked what had happened.  As the sergeant momentarily dealt with the onslaught of questions from the reporters, Jones paused and flashed back to a video taped abuse case involving her department that had just finished playing out on the national news during the past several weeks.  

During that investigation, Jones recalled that the involved officers and several witnesses testified that the officers acted properly, despite videotape that showed officers striking the subject with a flashlight.  Jones had heard that the policy section the officers were charged with violating, provided no leeway for their conduct, despite the fact that the subject they were trying to detain was overpowering both officers and had been armed with a pocketknife.  Jones kept hearing the department mantra replayed constantly during the nine-month long investigation, “According to the rules, strict adherence to the policy is mandated.”   She remembered that following the lengthy process, which included the District Attorney’s office finding that no crime had occurred; both officers were suspended for several weeks. 

Jones also recalled that as the earlier investigation progressed the rumor mill suggested that the evidence would exonerate the officers. However, given the time it took to complete the investigation the department and community suffered.  Many in the agency had concluded during their locker room analysis that in an effort to put the issue to rest, the department ignored the mitigating facts and stuck by the policy interpretation that no one strike anyone with a flashlight.  Ultimately, department rumormongers proclaimed that the good old boy system had again worked to save department’s image at the officers’ expense.  

As Jones’ continued with her recollection of the earlier incident and pondered her current predicament, she was shocked back into the moment as Sergeant Thomas’ forcefully asked, “Officer Jones, what the hell happened here?”  

To which she replied, “Sarge, I’d like my union rep here before I answer any questions.”        

Pessimistic Scenario


It was downright uncomfortable on this Saturday afternoon in November 2010.  As the crowd of spectators waited for the gates to open, officers noted that the crowd was actually subdued.  Some in the crowd were obviously feeling the heat as the hometown UCLA Bruins’ bus knifed its way towards the auto entrance.  It seemed as though the throngs of well-wishers were actually cheering more for the visiting Trojans then for the home team.  USC, the reigning four-time National Champions had also won the last five games by an average score of 51 – 10, over their cross-town rivals since Tommy Prothro’s return in 2005.  To many in the crowd it seemed like same story, different year since the Bruins overall record was a miserable 5 – 6.  Only one issue was being speculating on, not which team would win, instead the only dispute was what the margin of victory would be. 


For officers working this event the atmosphere was low stress.  Despite arresting a few drunken students, the day was progressing without incident.  While waiting for approval to open the entrance gates, Officer Jones was deep in thought wondering how her day would go since this was the first event she’d be working without direct supervision from her field-training officer.  

Jones was walking a foot beat on the perimeter concourse when she first saw the young man dressed in USC sweatpants and an old t-shirt slip under a fixed barricade.  She officer called out for the man to stop, and he responded in a hostile tone saying, “I’ve got a pass.”  

As the officer walked towards the young man, she tried to speak to him but the subject appeared to ignore her and continued walking towards an entrance to the locker room, and disappeared inside.  Concerned that the subject did not have a valid gate pass, or the authority to in the locker room, Jones entered and saw the subject standing inside a connected storage area. 

Officer Jones contacted the subject and asked to see a valid locker room pass. In response the subject angrily said, “I’m one of the players, I told you I have a pass, now leave me alone.”  

Apprehensive about the subjects’ demeanor, Jones hesitated to radio for assistance, fearing that doing so might bring her ridicule if the incident turn out to be nothing.  

As soon as she keyed her microphone, Jones wished that she had gone with her gut earlier in the day and stood up to the other officers when she was asked by supervision if she wanted to deploy with one of the new GPS monitoring devices.  Even though many officers felt the department was using the devices to ‘hang bad cops’ Jones, who had grown up around this type of technology felt the device provided a safety link to her backups.  Damn peer pressure she thought, but quickly assured herself that everyone knew, in this department you don’t gave an inch to supervision because they’d eventually use it against you.      

Returning her attention to the young man, Jones demanded that he produce his pass. Rather than cooperate the man repeated his claim that he was one of the players and suggested that Jones, “Go get a real cop to sort this thing out.”  Offended by the suggestion and convinced that he had no right to be in the area, Jones ordered the subject to put his hands behind his back.  

In response the subject uttered an obscenity said, “I don’t need this”, and tried to push past Jones who was standing near the door.  Jones reacted in accordance with the use of force policy; she was very familiar with, and struck the subject with her ASP baton.  The force of the blow to the man’s knee caused his leg to buckle and fall forward, where he struck his head on a bench.  Jones immediately handcuffed the dazed man behind his back, also as required by policy as players and coaches began filing into the room.  

When the others recognized their associate on the ground bleeding, several started towards him causing Jones to order them to stay back.  Now the players and coaches became enraged at Jones’ perceived indifference to their injured colleague and began yelling and walking towards her position.  Again fearing for her safety, Jones withdrew her mace canister and demanded the group to stay back.  Having just completed her FTO program, Jones was very comfortable with the policy allowing her to use mace to control unruly crowds. And when the group failed to obey her command, she sprayed several of players and coaches. 

At about this same time assisting officers, alerted to a disturbance by stadium officials entered the room and helped Jones remove her arrestee.  Word of the incident quickly reached, media, university, Rose Bowl and police officials causing a large number of concerned parties to descend on the police substation. 

Officer Jones and the assisting officers, including Sergeant Thomas escorted the arrested man back to police headquarters where he was identified as USC’s all-American tight end, Spike Esensten.  After examining his head wound, medical assistance was summoned and Spike was transported for treatment to a local hospital. 

Within minutes the on-duty commander arrived at the Rose Bowl detention area and called Sergeant Thomas into a nearby office, closing the door behind them.  While the sergeant gave his overview, Jones’ began to reflect back to a recent video taped abuse case involving her department that had just finished playing out on the national news during the past several weeks.  

During the investigation of the abuse case, Jones learned that the involved officers and several witnesses testified that the officers acted correctly, despite videotape that showed officers striking the subject with a flashlight.  Jones also heard that the policy section the officers were charged with violating, provided no leeway for their conduct, despite the fact that the subject they were trying to arrest was overpowering both officers and had been clearly armed with a knife.  Jones kept hearing the department mantra played repeatedly during the nine-month investigation, “According to the rules, strict adherence to the policy is mandated.” 

And following the lengthy process, which included the District Attorney’s finding that no crime had occurred, both officers were suspended for several weeks. 

Jones recalled that as the investigation progressed the rumor mill suggested that the evidence would exonerate the officers.  However, during the time it took to complete the investigation the department and community suffered. Many in the department felt that in an effort to put the issue to rest, the department covered up the mitigating facts by sticking to the strict policy interpretation.  Ultimately, the department’s rumormongers proclaimed that the “good old boy” system had worked to save department’s image at the officers’ expense.  

As the door to the office opened, Officer Jones’ turned and could almost see the words written on the face of Commander Smith.   Without hesitating the Commander summoned Jones’ into the room and once again closed the door. 

Commander Smith began the process by advising Jones that she was the subject of an internal affairs investigation adding that given the nature of her actions, and extent of the injuries to the arrested subject, she was being placed on administrative leave, pending the outcome of the internal affairs investigation.  The commander continued by asking for Jones’ gun and badge and finished by saying, "You know Jones this doesn’t bode well considering you’re a probation officer.  For God sake woman, you better hope this was handled by the book, if not I don’t see you surviving the heat of this one.” 

Nine months later, former police Officer Jones is once again meeting with her attorney in their effort to clear her name. All Jones’ really wants is to find work in the career of her choice.  Everyone knows the investigation determined that her actions were within policy. However, the Citizen’s Discipline Review Board, formed after the earlier video taped abuse case, ruled that Jones’ action lacked compassion and was justified only in the strictest interpretation of the policy.  As a result the board ruled that Jones she should be terminated.  

In it’s published decision the board wrote that the “citizens of this city no longer desires to employ, singularly focused officers that shield themselves from scrutiny by justifying their actions in the protective blanket of antiquated policies.  It is interesting to note that during salary negotiations our officers profess that they deserve their pay for the dangers they face, and for the judgment expected at 2 AM when they are alone in a dark alley.  They are correct, our citizens deserve officers that are committed to using policies as the guidelines they were intended to be and to have officers that base their decisions upon serving the greater good, not just what a specific policy allows.  Clearly that did not happen with Officer Jones.” 

Attorney Jay Gotbucks assured his client that they’ll have their day in court; it may take us five or six years, but he assures Jones, We’ll have our day in court!     

Optimistic Scenario


It was unseasonably warm this November Saturday in 2010 as the crowd of spectators surged towards the gates at the Rose Bowl.  Excitement was in the air as the hometown UCLA Bruins’ bus knifed its way through the throngs of well wishers.  Everyone in the crowd seemed to be cheering the defending National Champions.  After all UCLA had won the last three consecutive BCS Championship games since luring Norm Chow away from the Trojans in 2005.  The Bruins’ run had been nothing less than phenomenal.  To many it seemed like destiny that the team would win the Pac-10 for an unprecedented fifth straight year, providing of course they were able to defeat their cross-town rival USC, also for the fifth consecutive time.  

For the officers working the event the atmosphere was almost festive.  Officer James was standing at his fixed position outside the main gates when he observed the middle-aged man dressed in USC gear slip under the barricade.  James called out to the man who responded in a somewhat hostile tone, “I’ve got a pass.” As James tried to speak with the subject he continued walking towards the entrance to the players locker room and disappeared inside. Concerned that the subject did not have a valid pass, or the authority to be in the dressing room, James entered and found the subject standing alone inside an attached storage area.  

Officer James asked the subject to show his pass but the man responded angrily saying, “I’m one of the coaches, I told you I have a pass, now get out.”  Concerned with the subject’s demeanor, Jones activated his GPS/IP tracking device and toggled the switch that indicated he intended to begin transmitting a signal.  In response to the activation, Rose Bowl headquarters operations dispatched area units to James’ exact location.   

For a second time James demanded that the subject show her his pass. However, instead of complying, the man repeated his claim that he was one of the coaches and demanded that James, “Go out and arrest some criminals instead of hassling me.”  Convinced the man was trespassing, James approached him and ordered him show his pass, adding that if he refused to do so, he would be detained and transported to police headquarters for investigation. 

In response the subject uttered an obscenity adding, “I don’t need this” and tried to push past James.  In reaction, the officer grabbed onto the man and attempted to place him into a wristlock control hold.  As they struggled both fell to the ground.  When the subject continued resisting and aware that assisting officers were responding James disengaged the combat and withdrew his mace canister.  The officer warned the man that he would use the mace if he didn’t stop immediately.  However the subject refused, stood up, lowered his shoulder and began advancing, which forced James to spray him.  Almost instantly the OC gas disabled the man and James was finally able to placed him into handcuffs.   


Officer James gathered the man and helped him to his feet.  As James opened the door to the locker room and stepped onto the concourse, television cameras from national news services greeted him.   Reporters assigned to the game arrived and questions about what had happened, and why was the man bleeding were fired in his direction.  Within seconds the reporters collectively identified the man in James custody as USC’s Assistant Coach Ruckus and asked why he was under arrest.  Feeling slightly overwhelmed, James tried clumsily explaining Ruckus’ injuries, adding that he had been uncooperative and emphasizing the fact that he didn’t have a valid gate pass. When one of the reporters pointed at the coach and asked, “Well, what’s that hanging around his neck?” James realized he was in to far and stopped responding to the reporters’ questions.  

Officer James reached the Rose Bowl detention area with a number of the reporters in tow.  He met with Sergeant Thomas who asked what had happened?  As the sergeant turned to momentarily deal with the onslaught of questions from the reporters, James paused and flashed back to an earlier arrest that happened to Officer Jones less than a year prior.   

During the Jones investigation, James recalled that the investigation revealed that Jones had acted in accordance with policy but was terminated because the findings of the Citizen’s Discipline Review Board had determined that strict application of policy was not in the best interest of the citizens. 

However, James instantly felt a sense of relief knowing that following the discipline boards recommendation in the Jones matter, the department had transition to a ‘values based’ model for discipline and conduct.  Under this system, despite minor violations of policy, James’ use of his mace before employing his baton, the officer felt that his actions would be measured against the totality of the circumstances. This one   change alone left officers feeling that they had the latitude to take a course of action that served the greater good, rather than being restricted by the strict application of written policies.  Since the change was implemented, officers learned that mistakes of the heart were being ruled justifiable even if a violation of the old policy had occurred.  

When Sergeant Thomas turned his attention back to Officer James he said, “Man, this is real similar to the Jones case last year, what happened?”  Without hesitation, James sat down and began giving his account of the incident.  When he finished his accounting, James reviewed and signed his statement then returned to duty.  

Following a three-week long internal investigation, Officer James actions’ were deemed justified.  The Civilian Discipline Review Board ruled that the officers’ actions best served the interest of all involved. The board concluded that despite using his mace rather than his baton, which he had left behind in his locker, the outcome proved favorable for all involved parties.  

Officer James was counseled about the need to carry issued equipment in the future and the matter was closed.  The board noted that James and the department had obviously benefited from the decision to release footage taken from his IP camera that had been activated during the incident.    

Following this ruling, the department rumor mill churned with suggestions that the department had moved out of the dark ages and into a period of enlightenment. Some openly lamented that the only downside was that it happened to late to save Officer Jones. 

Ultimately, department rumor mongers proclaimed that the good old boy system was gone and no longer did the department feel they had to sacrifice an officer to save their image.  
Conclusion
In Chapter 1, the author examined the origins, the present day status of, and discussed the potential impact on the discipline process, law enforcement agencies might encounter, should the industry choose to transition from ‘rule based’ to ‘values based’ policing models. 

In Chapter 2, the author provided the results of a Nominal Group Technical (NGT) that was conducted to identifying trends and events that may impact this transition.  The results of the NGT were examined by a group of diverse professionals as they considered how the identified trends and events might influence one and another during the Cross Impact Analysis.  

Chapter 2 ended with the author’s offering of differing scenarios. Each of the three scenarios described different future outcomes by identifying forecasted events that have a high degree of probability of occurring that would change the intended outcome of the issue. As a result, the scenarios help to identify and the different potential road or building blocks to the successful implementation of the issues statement. 

Each aspect of this research effort may proof helpful as law enforcement professionals develop plans to significantly change the antiquated system currently used to regulate conduct and discipline.  Collectively, the above efforts will provide important information and potentially influence the strategic planning aspect of this project, scheduled for Chapter 3.      

Chapter Three

Strategic Planning 

Introduction  

Strategic planning has been defined as a “structured approach, sometimes rational and other times not, of bringing anticipations of the future to bear on today’s decision.” (Esensten 2, November 2004)  To best prepare for an uncertain future, the law enforcement profession should rely on the ability to look forward, scan the horizon of impending or developing change and anticipate what may occur.   Inherent in this process is the benefit organizations gain from their ability to influence trends or events identified during planning sessions or through in-depth research efforts.  One example of this would be the results of the Nominal Group Technique (NGT) discussed in Chapter 2.   By recognizing the impact of positive trends, as well as the potential detriment of negative trends, the profession can better prepare itself for future decisions. 


While plotting new direction and attempting to capitalize on trends, the Strategic Planning process also allows organizations to evaluate their internal strengths or weaknesses and those of the external environment as well.  Often organizations evaluate strengths, weaknesses, opportunities and threats by using a formal SWOT analysis.  This undertaking provides additional understanding of which trends should be cultivated and which should be avoided. Understanding these perimeters places the organization in a more knowledgeable position as they travel the road to successful transition. This occurs regardless of the desired change.  It is suggested that these evaluations should not be limited only to the incumbent profession, but rather to understanding how the impact of the projected or anticipated changes might affect the world as a whole.  The phrase, “act locally, think globally” best reflects this sentiment. 


The Strategic Planning process creates an outline for guiding future direction and helps the agency establish priorities, while setting that direction.  The outcomes of the process help determine how leadership will provide the vision necessary to direct the organization towards the objective and away from identified landmines that if encountered may deter successful transition.  


In an effort to develop additional insights, organizations frequently use a scanning technique, known commonly as STEEP to identify trends that have sociological, technological, environmental, economic, or political characteristics.  After categorizing and evaluating the impact of these STEEP issues, goals can be developed to better deal with the future possibilities. 


Scanning the horizon to identify trends or signs of impending change can assist organizations with predicting possible futures and thus the impact on the organizations goals or objectives.   By using this technique the organization can shape the outcome instead of being forced to respond to unanticipated trends or events.  Using the ideas promoted through the Strategic Planning process, organizations are better positioned to:

· Identify potential issues and establish priorities

· Develop organizational goals and set direction

· Direct available resources to identified objectives

· Establish budgetary guidelines necessary to reach goal

· Improve opportunity for success by establishing early buy-in with objective

· Establish accountability by assigning specific duties

· Encourage organizational and community support by validating employee & citizen input


Unfortunately, law enforcement is often viewed as being very traditional in nature.  As such, until the late 1990’s change came slowly and in many cases it was deemed unnecessary.   A great number of police agencies have earned a reputation of being able to respond well to emergencies and usually do okay in resolving these situations.  However, few have been recognized as having the ability to identify trends or future signs that may impact their effectiveness.  Traditionally, law enforcement agencies have been measured by their response to emergent incidents, rather than their ability to think proactively.  This trend is changing, in that a great number of funding opportunities are now tied directly to improving societal conditions well outside of the crime-fighting realm. 


If an organization decides to proceed with wholesale change and lacks the specific direction or plan to address the roadblocks associated with any change, employees tend to lag behind the leaders.  


Arguably, employees are the essential component and usually most affected part of change.  Likewise these same employees are tasked with carrying out the leaders vision.  These stakeholders need to have been given the opportunity for valid input and too have a clear understanding of the intended changes.  Further they must understand the impact the new direction will have on them personally, and on the organization.   It has been suggested that for any new plan to be successful it may want to first consider the “Notation of Selectivity” (Esensten 2), which considers the following.

· The Bottom Line Impact

· What is our core purpose?  Where are we going to focus our resources? 

· Popular (Political) Position

· Which issue can we ‘sell’ to the stakeholders? 

· Pervasiveness

· How important is the issue to the stakeholders? 

· Sense of Futurity

· What would have we done 5 years ago if we knew what we now know?


Answers to the above questions assist with goal and direction setting and move the organization closer to the desired change.


This Strategic Plan is offered with in an attempt to influence the Optimistic scenario provided by the author in Chapter 2.  The following information will provide the outline for setting the goals and structuring the direction designed to help the leadership of the Pasadena Police Department successfully transition from the current rules based model for regulating conduct and discipline to a values based model. 

Vision, Goals and Objectives


The Pasadena Police Department was established in 1887 and counts 246 sworn officers and 117 non-sworn support staff among its ranks.  Bordered by the cities of Los Angeles on the west, South Pasadena on the south, Arcadia on the east and Altadena on the north, Pasadena is often referred to as the ‘crown jewel’ of Southern California’s, San Gabriel Valley.  Home to one of the world’s most prestigious universities, California Polytechnic University (Cal Tech), and NASA’s Jet Propulsion Laboratory (JPL) the city is blessed with progressive thinkers. With millions world watching every January 1st, the city hosts the Tournament of Roses parade and Rose Bowl game, effectively opening its doors for the world to see.  


Due in part to this visibility within the world community, Pasadena rarely suffers from the problems usually associated with less fortunate areas.  The level of support for the police is good and problems related to service are minimal.  Pasadena serves a very diverse population, consisting of Caucasians, African-Americans, Hispanic, Asian, Armenian, Russian, Pacific Islanders and others.  Despite the cities overall affluence, recent increases in real estate has caused some ethic minorities to be displaced and in many cases, forced to leave the city.  


 During the past decade, crime in the city has been at historic lows and although funding is always a concern, support for existing and new policing programs has been good.  New construction and business re-birth has caused concerns over traffic congestion to become the dominant complaint among its citizens.  


Despite the obvious advantages, as recently as 1995, Pasadena led Los Angeles County in robbery, rape and assault cases when measured on a per capita basis.  The city was also losing young people to homicides at an alarming rate.  In response to these concerns, newly appointed Chief Bernard Melekian pledged to lower the crime rate by adopting the phrase “no more dead kids.”  


Chief Melekian published his vision in the form of a 5-year strategic plan that covered the focus and direction of the department during the period of 1998–2002. A central part of this 5-year plan was focused on addressing the high number of violent crimes that impacted juvenile victims.  The Chief transformed his vision into action by implementing his three-pronged approach called P.I.E., (Prevention, Intervention and Enforcement) as a tool to combat violent crime.  Using these techniques the city experienced a reduction in violent crime rate of 26% between 1996-2003 and saw the incidence of homicide involving people under the age of 18, fall to zero from 1998-2003.  


The response to this 5-year effort, which identified six areas of focus for the department included, the elimination of gang violence and youth homicides, the full implementation of service area policing, developing regional policing programs in the western San Gabriel valley, enhancement of career opportunities for civilian employees, utilization of technology to increase effectiveness of the department in servicing the community and the apprehension of offenders and successfully hosting of the California police summer games, provided a sense of purpose for the Pasadena Police Department. 


With the expiration of the 1998-2002 strategic plan, the department began work in earnest to develop a new 5-year plan that will address the period from 2003–2007.  The central theme and key to the Chief’s focus is the idea of the Pasadena Police Departments’ role as a leader in professional law enforcement.  To quote, Chief Melekian, the Pasadena Police Department is a world-class agency that will become a “Beacon on the Hill” to the law enforcement profession. 


The 2003-2007 strategic plan provides for seven key areas of focus for the departments direction. These include, the expansion of Community Policing,

improving traffic and transportation related issues, providing security from acts of terrorism, increasing civilian career development opportunities, improving employee training and development, pursuing effective and necessary technology and listed as the first strategic objective in the plan, is the implementation of values based policing


Central to the Chief’s vision of implementing values based policing is the concept of advancing the department beyond the constraints of traditional police conduct, discipline and decision making models.  In terms of officer conduct, traditional models limit discretion by providing minimal baseline objectives as to how personnel must act.  The idea of transitioning conduct, discipline and decision-making into the realm of service with a greater sense of purpose, flexibility and much higher levels of expectations that are driven by values oriented conduct.  This change serves to free personnel to use imagination and creativity and not settle for just doing the minimum because the rules allow one to.      


Organizational Analysis


Building upon this success, the department looks to advance its reputation in the community by leading law enforcement into the future. By improving upon the traditional models currently in use to address issues related to discipline and conduct, the Pasadena Police Department believes that transitioning to a values based system will cause complaints to decline, while raising the level of professionalism and commitment to the community.    


One of the first steps in developing a strategic plan is to conduct a situational analysis. Exploring potential environmental threats and opportunities, along with potential organizational strengths and weaknesses, and evaluating their influences on the proposed plan, may help the agency avoid roadblocks to successful implementation.  


By adopting some of the techniques used during the department’s writing of the most recent five year strategic plan entitled, “Looking Forward – A Five-Year Strategic Plan, 2003-2007” several focus groups were asked to participate in discussions designed to identifying the strengths, weaknesses, opportunities and threats. (SWOT)  

Organizational Strengths

· The department has successfully implemented several operational system changes that enhance transitioning new concepts  
· The department’s training section is well established and will assist by providing all necessary training materials 

· The department has access to outside training resources. These include POST, Legal Resources, PORAC and others that can assist in transitional training

· The department and employee bargaining units have a history of working together to create and implement progressive systems within the department

· The department is committed to the values of “Excellence, Innovation and Integrity” and strive to provide higher levels of service to their community

· The department is committed to the values of Community Oriented Policing

· The Chief of Police is committed to improving the current rules based system for regulating conduct and discipline

· The department enjoys a high number of personnel who are loyal, dedicated, hard working with many possessing advanced degrees

Organizational Weaknesses

· Law enforcement profession has traditionally been slow embracing change

· Representative bargaining units object to change in discipline and/or conduct processes

· Few personnel trained in the areas of ethics or values. Specialized training to develop training curriculum is required   

· The department’s operational budget must absorb specialized training costs

· Recently reduced staffing levels, limit number of available personnel who can be sent to specialized training course

· Personnel may have to be temporarily redeployed to handle projected initial increases in complaints  

· Personnel holding onto idea that current system works fine, no need for change

· Changing values between Boomer,’ Gen X, Y and Millennial employees

· High number of recent retirements, leading to promotions of less tenured supervisors has impacted experience and credibility factors within the department 

External Opportunities

· Local law enforcement is enjoying a prolonged period of public support. Enhanced community involvement and strong public support for improved conduct and discipline systems is likely

· Legal lobbies will be encouraged to collaborate with local law enforcement to mitigate issues associated with transitioning from established, rules based discipline and conduct models to those rooted in values 

· Federal and State resources will likely make grant funding available for local law enforcement agencies that develop enhanced community related programming

· Well established public service information plans are in place

· The department enjoys a high level of support from the community at large

· The department enjoys an open and cooperative relationship with the local branch office of the NAACP and other citizens watchdog groups

· The department routinely partners with the ethnic minority populations to ensure they are part of the systems of change

· The department enjoys strong support from the city council and city manager

· The department has a working local PAC, that assists in soliciting training funds  

· Issue provides yet another opportunity to interact with various sectors within the communities’ youth and to enhance department efforts at self-improvement

External Threats

· Legal objections result in injunctions to stop transition from established models for discipline and conduct 

· Protracted legal (court) battles over proposed transition

· City council denies request for added funding necessary for specialized training

· Political leveraging by offering supporting to dissenting employees or bargaining units 

· Initial increase in investigations due to citizens misconceptions of what ‘values based’ policing models regulate

· Public demands that other city departments adopt similar practices and discipline models cause city government to order end of transition efforts
· Law enforcement profession rejects issue premise  
Stakeholder Analysis


Stakeholder analysis is used to identify and evaluate the input of individuals who may influence the success of the strategic plan.  This process is used to help determine what, if any influence these individuals may have on the plan. Identifying an organization’s stakeholders is a key part of strategic planning.  Without input from those invested in or, affected by the suggested change most organizations will find it difficult, if not impossible to institute any change.  


At a minimum stakeholders should be encouraged to participate since indications are they will not accept the change if they have not been included.  If the strategic planning process is to be deemed valued and then embraced as workable, the suggestions identified during stakeholder input are mandatory.  


The strategic planning process allows stakeholders the opportunity to provide input that may be acted upon by the organization. This should occur to the degree that each stakeholder feels their input has been valued and they look upon their involvement as one of inclusion.


Ideally, each of the listed stakeholders would be involved in the strategic planning process by providing input on the issue of transitioning mid-sized police departments from the current rules based to a ‘values based’ model. During this process, the stakeholders would be used to identify trends, issues, and solutions to problems.  Once input is gained from the associated stakeholders, specific strategic initiatives would be devised to in the effort to direct resources to obtain the vision that has been identified. The identified stakeholders have an ability to aid or obstruct the department in their pursuit of the stated goals and objectives.


Stakeholders have been divided into three primary groups, internal, external and snail darters. Within these groups, key stakeholders have been identified and listed.  Within these specific categories, each stakeholders, influence, expectation or concerns have been addressed. 
Internal Stakeholders

Theoretically, internal stakeholders should be supportive of changes in philosophy, technology or training that create the opportunity for improvement in the levels and quality of service the agency can provide.  

From the vision setter, usually the Chief and or the Command Staff, to front line supervision there exists a need to establish and cultivate trust and confidence in line personnel. Once established, the participants can then help grow the idea of employee participation or “buy-in” to the change. Some indications are that change will be easier to implement within Generation X and Generation Y employees. Generally speaking, this is attributed to the fact that these groups tend to be more educated, accepting of change, and have grown up in a more technologically oriented environment. (Henchey, Maroney & Shirley, 2005)

Chief of Police

· The Chief’s vision usually sets the course and influence on the organization, by establishing the agency’s direction. The Chiefs’ concern is that his vision is understood and being followed, coupled with the expectation that supporters will honestly evaluate the effectiveness of the vision. Ultimately, the Chief’s support is required to if the program is to be successful.
Command staff

· The Command staff represents the Chief. With direct access to the Chief, the group is able to give feedback to the programs strengths and weaknesses. Their actions reflect organizational direction. It’s extremely important they support the effort, and provide guidance, to insure success. This group’s expectation is that the change will benefit the department as a whole, while not negatively impacting overall performance.   

Front Line Supervision 

· Front or line level supervision is usually the group tasked with implementing the program or change. A group concern may be how they will be able to implement and manage the changes should they face resistance or not fully understand the direction and vision. This group has the ability to significantly impact the success and/or failure of the program through their involvement.  

· Addition, they help monitor reactions from the impacted groups and provide feedback as to progress or modifications that may aid in success. 

Sworn Employees Bargaining Units 

· These units represent sworn line personnel, who are usually the most significantly impacted group when new programs are rolled out.  In terms of responsibility, these units function to protect the best interests of the officers.  As such, their concern will be that the changes are in fact in the best interest of their represented groups. It is important that they support the program, by participating in all phases of planning and implementation. 
Civilian (non-sworn) Employees Bargaining Units 

· These units represent civilian line personnel, who are usually the most significantly impacted group when new programs are rolled out.  Their responsibility is to protect the best interests of their constituents. 
As such, their concern will be that the changes are in fact in the best interest of their represented groups.  Their support is important and they too should participate in all phases of planning and implementation.
External Stakeholders

External stakeholders tend to provide significantly different perspectives on the issue. This was evidenced during the Nominal Group Technique (NGT) exercise. Based upon the interpretation of the programs intent and the perspectives of the external stakeholders, in many ways the influence of the external stakeholder may provide the most significant impact on the program or issue. Without active support from some, and implied support from others, agencies may be unable to successfully transition from contemporary rules based policing to ‘values based’ policing models.  The reality of being judged unsuccessful in some cases may discourage the continued development of and future attempts at adopting the program. 

One example of this negative impact could be the influence of the legal profession, specifically those attorneys that represent employee bargaining units. Considering the state of the law in Government Code 3300, (Find Law at: www.caselaw.lp.findlaw.com) this group of stakeholders could file legal injunctions that tie up the project in court for a longtime. Consideration of the costs, and potential outcomes may cause city governments to abandon the entire effort.  

Another example may involve political leaders, who could be motivated to support or condemn the transition program depending on the climate of the community. The motivation for politicians to either get elected or reelected may become the prevalent reason for their decision. If the program is favorable, it may receive their support. Conversely, if the program appears unfavorable, it may not be publicly or financially supported, thus directly impacting the outcome. To foster support from external stakeholders, police executives must be vocal about the potential of the transition and support the new program and changes that benefit the community and organization.

Pasadena’s City Manager, Mayor and City Council

· The City Manager is the lynchpin between the community, the city council and the department. The City Manager position has the ultimate decision-making ability. 

The Mayor while officially a member of the city council is also a central figure in the decision-making and budget process, could be impacted by the training costs associated with transition. The Mayor and council members are elected officials who represent segments in the service community and their support is a key to any programs success. Since this group constantly communicates with their constituency, they have the opportunity to evaluate the impact of the project either positively or negatively. Likewise, concerns about the impact on their ability to maintain a role in political, philosophical and fiscal decisions could impact the overall success of the proposed transition.

Citizens of Pasadena

· As one of the primary stakeholders groups, citizens demand fair and equitable service, delivered without bias or controversy. Accordingly, this group is the most significant voice in terms of the programs impact.  As the most vocal and visible group, they will criticize when things go wrong or change if the impact doesn’t benefit the group.  Their support is necessary to insure the transition from rules to ‘values based’ policing is successful.

California Legislature, including the Governor, House and Senate members

· Lawmakers and politicians have influence on legislation. The Governor is very political and is running on a reform pulpit.  However, considering that laws have been long established concerning officers’ rights and internal investigations, the opposition group could be lobbied to influence proposed transitions. Support from all is required in order for the program to proceed without political intervention. This group will expect that if they are supportive of the recommended changes, the results do not negatively impact their political power bases

Legal Profession including, City, District, Private Attorneys and Public Defenders

· This group is involved in the legal juxtapositions that occur in the handling of any legal actions, and civil, in policy interpretations, employee grievances and claims. These stakeholders have to understand the strengths, weaknesses, intent and impact of the recommended transition.  Support from this group will only come if their expectation that the impact on their constituent group will not be perceived to be negative once the transition occurs.

Police Officer’s Standards and Training – (P.O.S.T.) 

· P.O.S.T will develop as a significant stakeholder if the proposed transition is accepted within law enforcement. Agencies will need P.O.S.T support to assist in developing consistent training and perhaps funding. Although regional police academies will train the new officers, in-house and standardized P.O.S.T training will play a significant role in the area of training. 

Media

· Wide spread support of the efforts to develop ‘ethical’ based discipline models for law enforcement presents an opportunity for the media groups to endorse the progressive attitudes in contemporary law enforcement.  Consideration for improving methods of citizen reporting and disciplining of officers encourages the media to aid in fostering community and political support.  The media group may express concerns about the need to change conduct and discipline models, if crime rises and the appearance that the effort has nothing to do with impacting front-line crime issues.  
Law Enforcement Profession

· Endorsement of the proposed transition from rules to ‘values based’ policing models for conduct and discipline within the profession will be a key to success.  
Visible support for the effort will help establish an attitude throughout the law enforcement profession that other agencies need to be involved in the change, much like the transition to community-policing models in the late 1990’s.  The profession may have concerns with the wisdom of changing traditional, very effectively methods to deal with conduct and discipline. Their expectation will be that because the suggested values based model is more subjective, so must be the profession approach to implementing the new way of doing business.  If personnel determine that crime or quality of life concerns increase and they determine the culprit is this change, the entire population may resist or submarine the effort. 

Snail Darters

Individual or groups of stakeholders that may have a negative influence on the proposed transition are typically called “snail darters.”  At all stages of the plan, snail darters have the potential to impact the progress, impact and success of the effort.   In this instance each of the identified internal stakeholders could be deemed snail darters.  

For example, excluding a non-supportive Chief or staff, the first line supervisors are potentially significant snail darters.  This group is usually tasked with carrying forward the vision from the leader(s) and making sure that the intent and purpose of the proposed change is clearly communicated to the line level employee.  


The group first has to buy in to the projected change and then has to accept their very complex and important role in the implementation phase. Absent their full support, transition can easily be undermined.  Reluctance or refusal by the group to perform tasks associated with their corresponding expectations could result in the failure of the program.  


A second significant internal snail darter could be line personnel themselves. Just as the Chief and Command staff influences the direction of the department, line level personnel play a similar role in creating the atmosphere of acceptance or rejection.  


Since police personnel have more contact with the public than other members of an agency, word would quickly spread as to their positive or negative opinion and subsequent impact of the transition. 


In term of significant external stakeholders, perhaps only the media would be seen as significant snail darters.  Certainly politicians, attorneys, the legislature and employee bargaining units could essentially work together or independent of each other to impact the outcome of the program.  If legal objectives were raised or not raised, the transition may or may not proceed.  If politicians could not find capital in supporting the change, the program could fail. Likewise, if political advantage was sensed, the strengths of the change could accelerate implementation. Success may be tied to external stakeholders, such as the city manager or city council, working with city attorneys in support of the change to promote the benefits of transitioning from rules to values based models for conduct and discipline. 

Lastly, but perhaps most important of the potential external snail darters are the citizens themselves.  Since the intended benefit of the transition is to promote a sense of greater commitment to the community, they will be most impacted by the changes in terms of how they receive service from local law enforcement.  If the city is forced into protracted litigation or the perception that the change has lessoned accountability and loosened consequences, the efforts may be criticized and ultimately abandoned. 

If the opposite occurs and departments’ experiences reductions in the number of complaints following successful transition to ‘values based’ model for discipline and conduct improvements in police–community partnerships could be expected.  If corresponding improvements in service levels, similar to those found in the Wheaton, Illinois PD (Meloni) were to happen, the likelihood of public acceptance or the change is heightened. 
Strategy Development

This section will illustrate alternative strategies that have the potential to impact the plan’s objectives.  By employing information obtained during the Nominal Group Technique and evaluating strategic planning topics like, current environment, SWOT analysis, stakeholder and snail darter input the following options were developed.  As a result, two alternative strategies will be offered to forecast how transitioning to ‘values based’ model for discipline and conduct improvements will impact the outcomes of personnel investigations in a mid-sized law enforcement agency by the year 2010
Strategy 1

The proposed transition from rules to values based models for conduct and discipline is predicated on the assumption that the current system is stagnant and to further advance police community relations the need for transformational change on the part of public safety exists.  This suggested transition may differ from other change in that the impact on an unprepared police agency may create confusion at a minimum and chaos in the worst-case scenario.  

Since the proposed change is based upon social considerations, law enforcement executives should be able to forecast the desired outcomes and plan for the necessary transition. By performing these efforts, the profession will be positioned to improve their service models and enhance relationships within their communities. 

In response to highly critical reviews of recent police failures including the Rodney King and Rampart Area Scandals (Cannon, 1999) law enforcement executives have learned that a fundamental expectation is that they continually evaluate their agencies practices and systems (programs). These same professionals must make informed decisions as to whether the department remains effective and acts in a manner that benefits to all stakeholders.  

If they discover that practices or systems are ineffective, they must actively encourage solutions from the impacted groups and actively promote positive change(s). 

This task is accomplished by staying current in the area of emerging technology, enhanced training and by seeking input from the internal and external stakeholders.  Lastly, the need to proactively market their agency has also been observed.  By creating a sense of transparency in their operations, agencies can positively publicize and promote each new program as an opportunity to improve service to their community.  

In the recent past it was not uncommon for law enforcement to develop and implement technology, significant public policy changes, or programs with little to no input from any of the identified internal or external stakeholders. The perception was that police enjoyed very favorable support from most of these groups. As a result, egocentric police executives assumed that their input and buy in was unnecessary.  However, as noted earlier, after several critical reviews of recent high profile policing failures during the 1990’s were published, law enforcement came to realize their self-image was inflated. As a result of lost respect from the stakeholder groups, the profession recognized the need to spend more time cultivating support to for their decisions before implementation.  

As a result of these reviews, a great number of positive changes occurred. Perhaps the single most important change was in the area of enhanced levels of interaction with community members. Since historically, few agencies cultivated high levels of community interaction, the single change significantly changed the way plans are made and things get done. 

By including as diverse a group of internal and external stakeholders in the process before decisions are made agencies can develop invaluable partnerships and fosters genuine support. This process also offers significantly different perspectives regarding the proposed change(s). Historically law enforcement executives have consulted primarily with contemporaries from within their own profession. 

Consequently, by accessing a very limited pool of information they missed the invaluable input and available resources from outside the law enforcement community. This practice resulted in the profession being locked into a “prevailing paradigm.” (Barker, pg.161)  

Strategy 1 includes the Chief, Command Staff and Front line supervisions, in cooperation with employee bargaining units and their legal representatives developing the details of the transition efforts. This will occur after these groups have established a comprehensive alliance, rooted in a mutual understanding of the impact and intent of the proposed change.  If any of the identified stakeholders harbor feelings that they have been excluded from the decision making process, an interruption in the form of resistant to the change may occur.  Certainly input from the external stakeholders is also very important since their involvement in the decision making process, when possible, lends validity to the proposition.  Allowing this group to participate in their future is a “win-win” situation. (Covey, 1990, pages 30-42)

Together these groups will determine the success or failure of the transition. Encouraging participation, providing training and relying on others in the field to contribute valuable information, will make the transition easier.  Utilizing this strategy should lesson resistance from stakeholders, make implementation smoother and managing the impact easier by recognizing and addressing the following issues. 

· Service tied to values. Purpose driven decisions   

· Reduced complaints, improved relationships with community

· Long-term benefits of broad based public – private partnerships

· Involvement of all stakeholders. Provides each with a voice in their future and expands the reservoir of ideas exponentially 

· Broadens levels of internal trust within the organization

· Paradigm shift in terms of current law enforcement practices

· If legally mandated established requirements may limit stakeholders input

· Stakeholder commitment remain involved may impact available time
Strategy 2


Prior to the widespread acceptance and subsequent implementation of community policing models throughout law enforcement, attitudes usually reflected exclusively that of a ‘crime fighters’ mentality. 

Much has been spoken about the topics of, “Us vs. Them” and ‘Thin Blue Line.’ However, the current trend in policing focuses on providing service that balance traditional duties, responding to calls for service, investigating criminal activity, proactively identifying, arresting and prosecuting criminals with a modified broken windows approach.  Studies indicate that law enforcement professionals come from one of three generational categories, identified as “Baby Boomer,” (1946-1964) “Generation X” (1961-1981) or “Generation Y” also known as the “Millennial” generations. (1982-2002) (Wikipedia at: www.wikipedia.org) 
Acknowledging that the ‘Baby Boomer’ generation is aging and most will be at or, very near retirement by 2010, the dominant group will certainly be Generation X.  Interestingly, although Generation Xers are considered to be non-ideological politically, this generation has given birth to some extremely persuasive and ideological political thinkers and writers.  Their apparent open attitudes, along with an certain influx of younger police professionals from the ‘Millennial’ generation bode well in terms of a willingness to accept new ideas, especially those thought likely to aid in the areas of social consciousness and improved personal satisfaction. 

Strategy 2 suggests that law enforcement should breakaway from the traditional rules based conduct and disciplines models and expand their perspective in the effort to advance accountability and enhance community-policing efforts.  Initial efforts should focus on developing expertise in the areas of ethical conduct to include sources from inside and outside the police professions. 

Potential sources should include ethicists, educators, lawyers, business owners, religious leaders, politicians and citizens. Certainly including agencies that may have begun implementing modified values based policy programs should occur. 

Law enforcement executives must reach out and develop strong partnerships with these entities since many use similar models to operate within their respective arenas.  A schedule of regular meetings should be slated to create the opportunity to share information and to discuss issues with the program.  

These meeting should be held within the department and in the community.  Meetings of this nature can serve to facilitate the ongoing evaluations of the programs strengths and the weaknesses and to lend in developing future renditions of the   transition model.  Individuals involved in similar programs outside of law enforcement should be encouraged to assist in conducting training for law enforcement officers. These persons could attend daily briefings to answer questions and develop professional relationships and could ride a long with officers from time to time to spend time privately interacting with personnel so each can ask questions before and during the transition. These contacts will help develop department personnel’s understanding of the program’s intended change and may help motivate their participation and acceptance for a non-tradition system of internally policing law enforcement. 

One recent example of how enhancing cooperative partnership and collaborative relationships help during transition occurred following a controversial officer involved shooting in Pasadena on March 10, 2004.  The circumstances of the shooting were typical in that information was given to officers about the criminal misconduct of the suspect.  When the officers attempted to speak with the subject he ran. As officers gave chase on foot the subject was clearly seen holding a gun in his hand. As he tried to scale a fence, he turned, fired at the officers, who in turn returned fire, fatally wounding the 32 year old ex-convict. 

With several independent witnesses corroborating the officers accounting of the incident the investigations proceeded quickly.  However, as is the case in these types of cases, a few loud protestors raised the specter of misconduct.  

Despite the outcry, few forgot that a great deal of support from the community has been nurtured during the last several years. This was clearly evidenced during a community information meeting held within two weeks of the shooting. 

As several of the protestors began verbally accusing the department of a cover-up, a larger number of supporters from within the same segment of the community stood and quieted the group.  

Each lent their support for the department and cited examples of ethical conduct that eventually quashed the protestors and put the incident to rest.  Although this is an example of an accidental opportunity for these entities to collaborate in dealing with a major event, it provided the opportunity for each to learn from the other and to gain a better understanding of the others goals, objectives and expectations.  

Although some agencies will initially resist supporting this change, they should be charged with exploring the benefits of transitioning to a, ‘values based’ model.  Much like what occurred with their somewhat reluctant foray into community policing, agencies should follow suit as they move to the next level. As evidence of enhanced partnerships, like that described above, between agencies and their communities develop, training and funding institutions, like POST, could help further the transition efforts by tying funding and training to the agency’s commitment to this change.

In Strategy 2, the whole of law enforcement, their employees, the community and other potential facilitator for change should make an effort to share information. Each need to meet regularly to discuss issues and events and work together to find solutions to any stumbling blocks that would prevent the transition from rules to ‘values based’ policing models.  These cooperative efforts will foster “buy in” of the program by the involved parties and they will remain part of the process and development of future strategies.  All of the parties should continued to be involved since the need to examine the change in a global context is equally important. 

Law enforcement professionals must learn to become futures oriented. As the author stated earlier, the profession handles emergencies very well. Problems begin to develop as these same executives fail to evaluate and project future issues.  This suggested transition is a ‘future’ program that has the potential to improve fundamental police community relationships.  

Teaming up with these other public and private entities would build a team environment with all working together towards a common goal. This strategy could gain momentum, which ultimately result in nationwide support from chiefs and sheriffs. 

Once industry acceptance is established, support for implementation and continuous funding of these programs would begin to be made available. Utilizing this strategy should make the transition smoother by recognizing and addressing the following issues. 

· Reduces complaints, improves police – community relationships

· Establishes broad based public – private partnerships

· Broadens levels of external trust of the organization

· Causes a paradigm shift in law enforcement

· Promotes long term stakeholder involvement
· Develops the ability to look outside of law enforcement to gauge future issues

· May lower training costs by collaborating between agencies and private business

· Additional training and development wil be required for all personnel

Implementing a Strategy


Each of the strategies discussed speak to the issue of transitioning from the traditional rules based to a ‘values based’ model for conduct and discipline. The impact on the involved stakeholders that includes the community it serves should be considered, innovative, proactive and beneficial.  Strategy 1 outlines the need to create a sense of acceptance of the idea by marketing the program to the stakeholders. Strategy 2 outlines the efforts to form a collaborative effort with external sources to develop, implement and support the recommended change.   

Regardless of which strategy is selected, the profession will improve relationships within their organizations and communities by promoting a system that rewards higher moral and ethical conduct.  Maintaining the current traditional practices of regulating conduct and administering discipline by rules, limit employees to the rules and curtail the opportunity to use enhanced and innovative solutions to daily issues.  

The recommended transition cannot succeed without external assistance. Far to often law enforcement executives implement changes in equipment, policies, and organizational direction without any input from their service community. Because of an unwillingness to explore options beyond the law enforcement paradigm, many programs fail, causing the outcome to be judged reactive rather than proactive.

To maximize results law enforcement leaders should consider using both strategies. Strategy 1 calls for stakeholders to be involved in developing the methods for successful transitioning of the organization.  Strategy 2 asks that the agency shift beyond the police paradigm and draw outside resources in to help achieve long-term goals. Agencies should employ both strategies simultaneously since little interference or conflict exists between the two selections. 

Both strategies need participation between private and public stakeholders. Although these relationships are improving they still typically resist outside influences. Police executives will be tasked with bringing these entities together under the umbrella of enhanced police–community relations. If we successfully facilitate this, police employees will ultimately be able to, think and act ‘outside of the box’ which is realistically limiting by traditional rules. This change will aid agencies in their quest to provide the highest level of ethical service to their respective communities.

Summary

As the law enforcement community expands the efforts at involving all of the involved stakeholders in their own future, the likelihood of success for transitioning to a ‘values based’ model for conduct and discipline also grows. 

To accomplish this change, requires plans designed to lesson the impact of the change on the persons most affected by the program. It also requires commitment from the stakeholders who will help with developing, training and evaluating the model. 

Chapter 4 will describe the proposed transition plan. 

Chapter Four

Transition Management

Introduction


In Chapter Three, stakeholders and strategies for the futures scenarios were identified. In this chapter, the steps needed to establish the transition method that will be used for implementation will be developed. These steps include identifying stakeholders either individuals or groups, that have the ability to actualize the proposed strategies.   Excluding the primary architect of the change, it is unlikely that a single person or single group has the ability to influence the outcome. However, if stakeholders collaborate together they will most likely influence the direction of the strategy.  Individual or groups stakeholders whose active participation is required to provide the impetus for the change to occur will be addressed. Stakeholders will be identified below as those that have the most influence or ability to effect the suggested change.

Throughout the years, several models for beginning the change process have been developed.  From the Lewin model in 1947, to Tichy and Devanna in 1986, and finally Nadler and Tushman’s in 1989, the theme is consistent. Throughout these models the same major themes emerge. Change is usually categorized as occurring in three stages, they are,

· The organization experiences periods of Unfreezing, Awakening or Energizing. This allows the organization to disengage from the past by creating a sense of need for change.

· The organization embraces a new vision by entering into periods of Changing, Mobilizing or Envisioning. Created by new ideas, direction, and vision. 

· The organization institutionalizes new behaviors during periods of Refreezing, Reinforcing or Enabling, which solidifies and stabilizes the change.

These views of the change process push organizations out of periods of stability into a period of instability and finally back into a time of prolonged stability.  

Oftentimes a great deal of energy is spent considering when unfreezing, awakening or energizing periods should occur. In contrast, few agencies spend time discussing the refreezing period.  Historically, law enforcement reacts well to emergencies but does poorly in futures planning. When socially significant events cause or invite organizations to be unfrozen, many agencies face prolonged periods of uncertainty.  When these events happen as a result of desired (planned) change the impact is lessoned.  When they are in response to new social circumstances or suddenly different expectations, direction becomes unclear.  

It is during these times that relationships are more critical and limited resources more valuable.  Individual reactions to the change invite challenges to the leaders vision, the departments mission and the organizational practices.  Personnel form alliances in anticipation of who or what will emerge as the leader or the new direction. But as quickly as the alliances are formed they are dissolved, because high levels of anxiety and confusion exist.  This results in the organization becoming less efficient and less likely to embrace the new reality.

This chapter identifies steps that mid-sized law enforcement agencies can adopt to help their organization transition from the frozen rules based model for discipline and conduct into a values based model.  

To successfully implement the strategic plan developed in Chapter Three, agencies must recognize the need for change before it can take place.  They should then form strong coalitions through the transition period and refreeze the new reality by providing for a period of stability.  While some change to the departments operational systems will be necessary, stakeholders can find some comfort in knowing that the proposed transition is in line with the department’s mission, vision and values statements. 
Proposed Change Model

When mid-sized law enforcement agencies consider unfreezing and beginning their transition to values based conduct and discipline models, they must also consider several factors at play in the decision. 

Leaders should consider the desired speed of change, the level of pre-planning necessary to support the change, the levels of involvement and commitment of the stakeholders and how to appropriately emphasize the impact of the outcome. A major consideration before the leader moves forward with their vision should be to determine which change model is appropriate.  During the early stages of this process, internal stakeholders should carefully evaluate the forces for and against change and offer honest evaluation of the vision.  To do less ensures that change will not occur if the forces resisting it are stronger than those driving it.  

Using the “Force Field Analysis” will assist in evaluating the conditions in both the internal and external environments that will influence which change model is appropriate.  This analysis will also help determine the organizations readiness capability to effective the change.

Following a number of planning sessions, and after evaluating the three change models, Developmental, Transformational and Transitional, it was decided that the Pasadena Police Department would use the transitional model to change its conduct and discipline model.  This effort would include developing and implementing new methods for measuring conduct and discipline within mid-size law enforcement agencies.  An analysis of existing rules, laws and policies, evaluating ‘mandated’ procedural guidelines, drafting new policy guidelines, developing new training programs and modeling the eventual change would internalized and then shared with other mid sized agencies.  

Since developmental change models consist of improving skills, methods and or practices and transformational models in essence ‘throw the baby out with the bath water,’ it was determined that the transitional model provided the best opportunity for change in this instance.  It has been noted that social and organizational change is an ongoing process in most law enforcement organizations.  However, in this instance the changes to the conduct and discipline models amount to more than just a system improvement. 

Consideration was given to the fact the environment created by transformational change is usually unknown until it begins to take shape. In essence this model promotes, birth, disruption, death and rebirth, it was surmised that the impact on law enforcement might be perilous.  Since many existing laws and agreements have to be considered before entering into transition, it appeared virtually impossible to use the transformational model in this case.   

Stakeholders will recognize that wholesale changes to the agencies mission, vision and values are occurring.  Utilizing the transitional model does not require scrapping many of the department’s existing operational systems.  Rather this model creates an environment wherein the gradual emergence of a new method for dealing with conduct and discipline, centered on values oriented decision-making, can develop. 

Commitment Planning

A commitment plan is a strategy that is described as a series of action steps, designed to secure the support that is vital to successfully allowing the desired change to take place. 

There are four steps in of the commitment plan. They are:

· Identifying the individuals or groups whose commitment is required

· Defining ‘critical mass.’  Necessary to assure the change is effective

· Developing a commitment plan to identify the critical mass elements

· Creating a process to evaluate progress

Before transitional change can begin, planners need to understand what change(s) is desired and who, individually or in groups are critical to the successful implementation. Before initiating the process, planners should determine individual and group accountability and commitment levels needed to transition their organizations from rules based conduct and discipline models to values based agencies.   

Planners must also keep in mind that in some cases, individuals or groups within the organization simply need to let the change occur and they should not forget that as important as the directly involved and responsible groups are, those who simply have to left change happen must also be identified and held accountable for not opposing the effort.   

Within the commitment chart, individuals or groups whose commitment is essential, ‘critical mass’ are indicated on the left side.  The degrees of commitment are:

· No commitment required 

· Let change happen

· Help change happen

· Make change happen

The degrees of commitment are listed across the top of the chart.   It should be noted that even though not every member of the ‘critical mass’ has to participate in making change happen.  Each member of the ‘critical mass’ groups should be listed and all should declare their level of commitment.  Open commitment reinforces the importance of their support and enhances the likelihood of a successful outcome.
The Commitment Planning Table, (Table 5 below) lists the stakeholders who make up the ‘critical mass’ component.  These stakeholders must work together, if the organization hopes to achieve the desired outcome. 

To track the level of commitment by each member of the ‘critical mass’ group,  “X’s” or “O’s” are used.  “X” represents the current position of that individual or group and their level of commitment. “O” represents where the individual or group needs to be for the most desired outcome to occur.  The arrow indicates the direction of the desired movement.  Some of the groups within the critical mass do not need to move and are listed in the appropriate area. 
Commitment Planning Table

	Critical Mass Member
	Block Change 
	Let Change Happen
	Help Change Happen
	Make Change Happen 

	Chief of Police
	
	
	
	 X

	Command Staff
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	Line Level Officers
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	Employees Bargaining Units
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	City Manager, Mayor & Council
	
	XO
	
	

	Citizens 
	
	XO
	
	

	Legal Profession includes, Private & Public Attorneys
	
	XO
	
	

	Law Enforcement Profession
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Table 5

Commitment Planning Analysis

Chief of Police

The Chief of Police is the one person who can arbitrarily implement change and   approve direction and vision in both policy and procedure.  The reputation, the level of real and perceived trust in the organization and the Chief’s open commitment to the change will decide if it will be successful and help to smooth the waters during the transition.  In this instance, the transition from a rule based, to a values based conduct and discipline model, will over time, significantly change how police personnel deliver services to the community.   Generally speaking, once the critical mass groups have acknowledged the need and desired outcomes, the actual changes may be accepted fairly easily.  However, if the level of trust in the Chief declines, change will be slow or even unrecognizable.   It is the Chief of Police who usually stimulates change within the organization.  This individual must develop relationships among supporters whenever they can to help change occur. 

Command Staff


Within mid-sized law enforcement agencies there are a number of different titles assigned to the various levels of police managers. In some agencies they are called Commanders, Captains, or Lieutenants. For clarification, in this proposal this group consists of the individuals who serve between the Chief of Police and the first line supervisors.  Like the Chief, these individuals must establish relationships built upon the values of trust and respect with first line supervisors and line level personnel.  If this trust has been established it is reasonable to expect that transition will be smooth.  If trust is lacking or the group suffers from credibility or effectiveness issues, a negative impact on the change is equally likely.  Similar to the Chief’s role, the Command Staff is in a position to make change.  As such, they must openly endorse and support change and see to it that the change occurs. Command level executives and managers within the department are in positions where they are held accountable to make certain change happens. Others may be in assignments where they will assume the role of helping the transition. Regardless of personal concerns, once the change is planned, command staff members need to be proactive supporters. 
Front Line Supervision


Within mid-sized law enforcement agencies this position usually holds the rank of Sergeant.  In some police organizations, Senior Officers or Corporals also share these responsibilities.  This ‘critical mass’ position may be the most important and certainly can be the most influential in making change a success.  Younger members of the department frequently hold this rank.  As such they are part of the collective memory of the line personnel.  Many are still affiliated with employee bargaining units associations and working closely with line level personnel, thereby developing respect and confidence.  It is very important that organizations have good working relationships with this group.  Their open and willing support, essentially a ‘buy-in’ is essential for the organization to be successful with the change.  Absent this ‘critical mass’ group’s support, the likelihood of success is significantly reduced.  This group usually fills the role of letting change happen. 

Depending upon their understanding of the benefits and impact of the change, they make change happen with their endorsement.  Since the group may have the greatest impact on the effort, leadership should look to promote their involvement as well as solicit their influence to make the change happen.  Front line supervisors must openly move to a position where they are seen as actively participating in the change process.  Without commitment from this ‘critical mass’ group, it will be difficult for the Chief to move the agency towards his vision for the future 

Line Level Officers / Employees Bargaining Units / Law Enforcement Profession

This group includes civilian and sworn line personnel both of which are typically the most skeptical and resistant segments in an organization.  Often if the request for change originates from within the group it is accepted and transition is smooth.  However, since most change originates from the Chief or Staff levels, it is often met with resistance until the outcomes can be shown as beneficial to the group.  This group identifies with the prevailing current culture within the organization and is comfortable with established policy, practice and procedures. Since change threatens the status quo, they may openly resist.  To facilitate a smoother transition, line level personnel have to be enlisted in all phases of the effort.  They have a strong need to be informed as to why change is necessary, and too understand and accept that the change will benefit their group.  Typically line level personnel include a large number of cynical members who also lack the understanding of, or personal motivation to help the organization make the proposed change.  

Employee bargaining units usually represent sworn and civilian personnel below the management ranks.  As such, this group represents those who will likely be most impacted by the change.  Their relationship with the Chief will likely influence their decision to support or block the desired change.  Based in large part to prior treatment of their views and grievances, these units will either support or hinder the change.  If this relationship is one that lacks trust or the group is lead by adversarial personalities, it can be expected that they will attempt to block outcomes and make it difficult to be successful.  

Many employee units let change happen. However, this is usually after they’re made aware of the intended outcomes and shown that the resultant change benefits their membership.  To ensure a successful implementation, this group needs to first let change happen, but ideally help the change to occur.  

Generally speaking the most visible side of the law enforcement profession is that of the line level personnel.  As such, the profession usually reflects this segments perspective on change.  Each segment of the ‘critical mass’ groups listed here is in a position to block change entirely.  It is imperative to the success of the desired change, that the leader or planner effectively communicate the intended outcomes, the strategies, and certainly provide specific direction to these groups of stakeholders to help assure they move into the help change happen category.   

City Manager / Mayor and Council / Citizens and Legal Profession

City Managers, Mayors and City Councils hold the Chief accountable for making sure that changes within the police department benefits all involved stakeholders.  As the leaders’ vision changes this group usually lets change happen.  

Typically, each of these ‘critical mass’ groups simply observes and allows change to happen. Ideally, they usually remain fixed in this position unless or, until the change causes a negative reaction to their representative members.  Each of these groups has the potential power and energy to impede or block future outcomes.  It is important to develop and cultivate open and trusting relationships with these groups. Law enforcement must maintain open and honest dialogues to strengthen these unions.  The profession must balance the intended change with not losing sight of their core mission to provide service to each diverse segment.  Doing so would jeopardize the outcome.  

The legal profession includes private and public attorneys as well as the courts.  This group is certainly in a position to block change within the department.   However, actions that speak to internal changes generally develop from within the organization, rather than from one of the legal groups mentioned here.  

Since many within the legal profession receive their casework from local police departments, this ‘critical mass’ group should be invited to participate in planning sessions, make recommendations, and let the specific changes occur.  
Implementation Planning


The level of service law enforcement is now expected to provide to the communities they serve is constantly changing.  The days of merely responding to a call and temporarily quieting the condition that caused the call to originate, then moving onto the next call are long gone. ‘Just the facts ma’am’ is no longer acceptable. Today’s law enforcement professional is expected to respond to calls of every nature and too resolve the issue the first time. Law enforcement is expected to find innovative and effective ways to swiftly and permanently fix all things that are brought to their attention.  In short, the publics’ paradigm of what law enforcement does has shifted to include ‘everything.’ 

During this time of changed public paradigms’ ethical awareness has also been heightened. This occurred largely in response to several political and corporate scandals that brought focus on ethical violations. The public’s current expectation calls for increased levels of integrity and ethics and they look to law enforcement agencies to lead the way.  This push may be as a result of several highly publicized cases that focused on ethical deviations on the part of the profession. Most agree that this expectation is reasonable. As a result of these two factors, ethical conduct coupled with the publics desire for enhanced service delivery and problem-solving capabilities, has forced the profession to improve upon the traditional methods for managing conduct and discipline. These changes will require significantly higher levels of personal and organizational commitment on the part all policing agencies.

To facilitate any significant change in an organization, there first has to be trusted and respected leadership. Without strong, focused and proven leadership, prospects for success are not good. Since these values are earned and developed over time, law enforcement executives need to constantly work at developing strong, sustainable levels of respect and trust.  Doing so will help future change to proceed much smoother.

One method to facilitate relationship building is by involving line supervision and line level personnel in the decision-making process.  It is a wise leader that encourages involvement and input from these ‘critical mass’ groups. 

Encouraging involvement creates a sense of ownership in the decisions and ultimate implementation of any changes from these organizational stakeholders.  Cultivating support for change at every level within the organization will only help to make transitioning to new systems easier.  Conversely, this type of involvement does not mean that leaders have to relinquish control of the process.  Instead, the Chief should select a person from the management team to lead that group of employees. This individual can then develop the level of trust from other members of the impacted groups, while at the same time increase the trust that line level personnel have toward management. To assure the best shot at success, the leader of these groups has to fully understand the Chief’s vision and remain mindful of the organization’s mission. This person will be assigned the responsibility for guiding the group in a positive direction, with a focus on achieving the vision.


Many recognized stakeholders play integral parts in this process.  Perhaps the single most visible is the Chief.  This person possesses the authority to make changes to policies, procedures, as well as driving the operational modifications necessary to create the desired outcomes. It is also the Chief’s responsibility to evaluate recommendations and to make the decision whether to continue the course. Lastly, it falls on the Chief to evaluate the effectiveness of the change by setting aside ego and honestly measuring the intended versus the actual outcome. 
Implementation of this plan demands ongoing management assessment of the reactions for each of the involved individual or group.  This type of assessment may reduce levels of uncertainty, inefficiency, or resistance to the change.  It should be noted that some employees share the belief that, ‘I’m okay with change as long as it doesn’t impact me.’  These employees must also be held accountable for their specific assigned task(s).  Leaders or planners should always remain aware of the need to identify individuals or group role players who will help implement as well as undermine change.  

One tool that helps clarify the project tasks is responsibility charting. The chart provides a concise look at differing organizational goals and responsibilities. This chart creates the basis for action or intervention in the project. Each person or group that plays a role in the change is identified and a level of involvement is listed. With this chart, leaders can easily determine the roles for involved parties during each phase.

The following ‘Responsibility Chart’ (Chart 6) includes individuals or groups listed across the top. The corresponding responsibilities are found along the left side.  The codes listed below indicate the precise nature of each person’s or groups responsibility.  

The four types of involvement (action) include:

· R – Has responsibility for a specific action

· A – Must approve specific actions

· S – Must provide support/resources for the action

· I – Must be informed or consulted before action can occur  

Responsibility Chart

	Decisions
	Participants

	
	Chief of Police
	Command Staff
	Front line Supervision
	Line Level Personnel, Employee Bargaining Units, Law Enforcement Profession
	City Manager, Mayor & Council, Citizens, Legal Profession

	Develop Program Goals
	R
	R
	S
	S
	S

	Define Program Objectives
	A
	S
	R
	R
	S

	Evaluate Current   Labor Laws
	I
	I
	R
	R
	I

	Develop Alternative Policies & Protocols
	A
	S
	S
	R
	S

	Training & Implementation
	A
	R
	R
	S
	I

	Program Evaluation
	R
	S
	S
	S
	I


Table 6
The information provided in Table 6 can be a useful tool during implementation.  This type of chart should be utilized to illustrate the responsibilities of the key participants or groups during any type of change within any organization. The chart provides a reference that describes the action while detailing the nature of involvement each person or group is responsible for during implementation.  By referring to the responsibility chart, participants in the implementation, especially the project manager have a simple way of clarifying roles and expectations for the involved individuals and groups. This makes the job of tracking progress and avoiding missed tasks less stressful.  

This chart details the levels of involvement that must occur and defines the persons responsible for specific actions.  Since this varying level of involvement must take place if a successful transition to values based policing is be realized, one person has to be made accountable for the entire process.  In this case it is reasonable that since values based policing is the vision of Chief Melekian, he would assume an integral role in developing or defining the program goals.  Along with the Chief, members of the Command Staff would also likely assume some of the responsibility for defining these goals.  In many mid size law enforcement agencies, members of the Command Staff work closely with the Chief’s to advise on operational details and the impact change may have on overall efficiency.  From the standpoint of direct or active involvement in the transition, the Chief and Command Staff members are then relegated to less critical status until the program evaluated begins. . 

In this case, front line supervision, line level employees, the employee bargaining units and the law enforcement profession perform the ‘heavy work.’  This happens because these groups are directly linked to defining program objectives, evaluating current law, developing alternative practices and for providing the training during the transition.  In addition, the remainder of their involvement requires providing support or resources.  Clearly, the burden of assuring the transition is a success fails at the feet of these very important groups.  Line level personnel require the support of committed and patient supervisors who enthusiastically model their support for this change.  

It is important to remember that to create an environment where the successful transition to values based policing can happen also requires the development of partnerships with external stakeholders. The city manager, mayor, city council, citizens and members of the legal community need to be enjoined in the process during the earliest stages.  As discussed in Chapter 2, this involvement should begin soon after the ‘vision’ for the change is developed and continue through the implementation and evaluation phases.  Support and approval for the desired outcomes from these groups is very important to successful transition.  A lack of attention to these groups could cause delays.  If they begin to feel they have been involved late in the decision, left out of the progress or information loop, or somehow relegated to a lesser status, efforts may occur which could delay progress.  In this instance the chief is tasked with the responsible of assuring that ‘critical mass’ stakeholders are involved in the change from the earliest possible time, and that their support or approval is sought on issues of mutual interest.  

For example, the legal profession will be an extremely valuable resource by providing guidance to mid size law enforcement agencies as they alter practices concerning their handling of personnel complaints and conduct.  In the area of existing employee rights, laws and regulations, local city attorneys will be responsible for reviewing the newly created operational policies and training personnel on the nuances of balancing the existing law with the proposed new practices.  Input from citizen groups will be invaluable as these new values based rules for conduct are developed and deployed. Certainly support from local government officials will help make the transition smoother.  If the department were to overlook or inadvertently leave these groups out of the change process it could result in creating the feeling that they had no voice in the change, which may result in the transition meeting resistance. 

Certainly the traditional quasi-military rank structures in place throughout most mid-sized law enforcement agencies will provide support for the Chiefs’ vision as organizations endeavor to promote change.  At the Chief’s direction members of all of the groups, excluding the city manager, citizens and legal group, will be held responsible for supporting the change. 

To maximize the likelihood that a mid size law enforcement agency, like the Pasadena Police Department is successfully in transitioning to a values based policing model, it is critical that all segments of this transition be supported throughout the agency.  Perceived resistance from any of the groups listed in Chart 6 may at a minimum, undermine or delay implementation.  Strong resistance or lack of support in total would likely cause the effort to fail.  
Evaluation


A key component of a successful implementation plan must include an evaluation method designed to track delays and the projects’ progress. Ongoing evaluation is essential to determining if the strategy is working or if modifications should be made.  If the charted implementation steps are shown to be progressing the organization should hold the course, while continuing to hold regular evaluation meetings.  If the evaluation identifies areas of concern and the effort is not progressing the organization must then be open-minded to altering the transition model or scuttling the effort entirely. If the decision is made to terminate the change, the visionary should make the announcement to the stakeholders as to specifically why the project is being ended and what the alternate will be, before considering a fresh start with the new vision.

Evaluating the progress of any strategic effort, regardless of its’ complexity must be continually happen during various stages before the effort can be deemed successful or complete.  To ensure that this happens, evaluation thresholds should be agreed to before the change begins.  Conventional wisdom suggests that the more complex the plan, the more assessment is necessary.  This process can be as simple as using a checklist or as sophisticated as a formal statement of work, which is a process that identifies each specific task and the person or group that has the responsibility, support, or approval action assigned. 

Since internal and external stakeholders are involved in the implementation, it is equally important to include both groups in the evaluation process.  Doing so allows the organization to assess their input and garner added support for the change. 

Chances for success are enhanced if the various groups are led by strong personalities. This may exist already or may develop from within each group.  As leaders emerge they should be encouraged to assume a critical role in driving the change process.  Since ultimately the goal with any change is to extend beyond the transition phase and establish a new reality or a higher purpose, it is important to have energized supporters leading the charge.  It is reasonable to expect that the likelihood of success will be enhanced if charismatic leaders embrace the change process as more than just another management task.  

The transition effort must be evaluated openly and honestly since the new reality is that traditional methods for measuring conduct and discipline, long accepted, by mid sized law enforcement agencies are being significantly changed.  As the implementation begins, the unwillingness to or, lack of, sustained commitment during certain stages may lead to long-term failure.  For example, forgetting to advise the City Manager of mutually agreed to procedural developments with the employee bargaining group, could cause a breakdown in the transition to occur should an employee appeal a discipline ruling and the City Manager was unaware that a change had been made.      

Any evaluation should include recognition that while change is happening, day-to-day business still occurs.  Day-to-day business dealing includes events that effect internal and external groups.  Some of events have the potential to deter the ‘critical mass’ group away from the focus of the proposed change.  If an externally driven critical incident occurs in the community, the ‘critical mass’ group may modify their position on continuing support for the desired change.  Redefined priorities may cause the implementation effort to get side tracked until a satisfactory resolution is reached.  

During the evaluation phase, consideration for these event-based incidents must be made.  They must be discussed, dealt with and the focus of the involved groups, returned to the question of whether implementation of the change can, or should continue.   It is very important that during these occasions, strong leaders address these concerns but quickly refocus the participants on the primary concern, which remains successful implementation of the desired change. 

           The success of any change effort is determined by the leaders of the organization and those ‘critical mass’ group members who are committed to seeing the leaders vision for change through.  Cementing this ‘new reality’ is the responsibility of everyone that has been identified as a stakeholder. 

Ultimately, the measure of a successful implementation and transition to a values based model for conduct and discipline within mid-sized law enforcement agencies will be whether the number of complaints decline, the resolution of problems within the community are long term, community satisfaction with the police rises and officers sense higher levels of trust and confidence within their organizations. 

Chapter Five

Conclusion

The ability to take advantage of the opportunities that exist in forecasted future scenarios demands continuous scanning of developing trends.  When scanning efforts are combined with an analysis of developed trends with events, organizations are better prepared to manage the future.  Many of these potential future changes are barely identifiable today and most will virtually go unnoticed to organizations unless they begin the effort to examine the value of developing trends and events. Organizations can parlay their efforts into long-term strategic plans by recognizing that change is underway by monitoring indicators of potential change as it appears on the distant horizon. A worse case scenario develops if significant change begins and organizations are caught asleep at the wheel.  The result usually is that havoc rules the day.  Organizations that have not been monitoring the possibility of change are most often totally unprepared to deal with the new paradigm that occurs when change is suddenly cast into the mainstream.

This focus of this project the transitioning of mid sized law enforcement agencies from traditional rules based models for regulating conduct and discipline to a conduct model (system) that is rooted in values.  During the last several years, society has witnessed a great many highly publicized incidents that reflect declining levels of integrity and ethics. These events have occurred in the political arena, including impeachment proceedings of former President Clinton for his alleged breech of ethics (lying) rules. In the corporate world, where the Enron debacle clearly included allegations of many ethical violations.  In the religious communities, although criminal transgressions among Catholic priests are more criminal than ethical, the reactions of   Vatican leadership to avoid dealing with the accused priests’ conduct speaks to a lack of integrity.  In entertainment, violence in gaming, violent lyrics in songs are the standard and the more ‘out there’ the entertainers appear, the more likely they are to become the trendsetter for today’s youth.  All of these changes are marketed on the premise that all that maters is profit.  Few, if any understand the impact or their responsibility to assuring that their representations are ethical.  Allegations of steroid abuse are being investigated throughout all of sports. 

A reflection of this attitude is found in the popular phrase, “If you’re not cheating, you’re not trying.”  Examples of declining levels of ethics and questionable integrity are widespread.   

However, despite these examples public expectations appear to be trending towards a demand that both public and private officials enforce higher levels of ethical standards, while stressing the importance of making choices rooted in the principles of fairness, equality and integrity.  

At the center of the values based model is the concept that police personnel would be better suited to delivering effective and efficient service when these guiding principles are incorporated into their decision-making.  Under the proposed values based system, if issues of possible procedural or conduct deviation are alleged the matter will be examined more from the perspective of what the intent of the decision was, as opposed to whether of not a rule was broken.  This change will satisfy the publics demand for ethical service, provided for a higher purpose.  

Transitioning from rules based conduct models would certainly not be without problems. Certainly these proposed changes would initially have a significant impact on the operations of mid-sized law enforcement agencies.  As noted in Chapter 1, when the Wheaton, Illinois Police Department undertook a similar effort, they experienced a sharp increase in complaints.  However, during the second year of the change, the numbers declined significantly and in the third year, reached historically low levels, while public confidence increased.      

The law enforcement community is traditionally slow to change.  Until the 1990’s in the wake of the Rodney King and Rampart Area Corruption scandals, the prevailing attitudes of many agencies were that they knew what was best for the communities they served.  Following these scandals many agencies began the oftentimes-difficult transition to Community Oriented Policing. Admittedly, largely the federal government’s tying grant monies drove these changes.  

In this policing model, the centerpiece became establishing partnerships with their communities. Policing efforts are formed in part out of cooperation with each other and designed to identify issues the public feels is most important to their neighborhoods.    Although initial reactions from police employees indicated a great deal of resistance to the community oriented policing changes, this same group would now strongly defend a change back to the pre-1990’s style of policing.  This changed policing paradigm is the best evidence that despite being comfortable with a traditional system, after the change is accepted, the new system has enhanced the environment for all of the participants.

Chapter Two examined the results of an extensive nominal group technique. (NGT)) During this process panel members developed trends and events and identified issues, offered conflicting opinions on the topic and discussed potential benefits of the proposed change.  Generally, panel members with backgrounds in the criminal justice system were optimistic on the impact the transition would have on mid-sized police agencies.  Their level of support for the effort varied with some seeing the changes easier than others but all feeling the change was manageable.  A few expressed that like the change to community oriented policing, after a period of resistance, employees would come to embrace the new system and grow within it.  Some also shared a belief that service from the perceptive of a higher calling would enhance the levels of commitment and improve the outcomes for most employees.   

Panel members from the community felt that the proposed change would have a strong impact on developing stronger relationships between the police and the communities they serve.  Members mentioned that in most communities the ideals of respect, fairness, equality and genuine concern are values that citizen’s clamor for.  Inherent in the transition to a values based policing model is the idea that when decisions  are made and the intended outcome is generally good, if the goal that the welfare of others was preeminent, any resultant discipline will be measured by this standard. This is a significant change from traditional models in that officer will now have the flexibility to use innovative approaches, without the restraints currently found in volumes of ‘must do’ policies, to positively impact the community.   

This proposed transition is based upon the sense that societal trends demand that law enforcement led the way with ethical, values oriented service.  Several recent events some that have occurred internally and others externally support the need for this change.  As such, law enforcement leaders that embrace this new reality and plan for the transition will be in a better position to serve their communities than agencies that dismiss these trends. 

The profession can look at changing attitudes in politics, business, entertainment or sports to examine the impact of changes to their respective ethical environments. Examples of improved ethical conduct appear daily in news reports.  Politicians routinely call for open investigations into questionable incidents. Businesses openly promote  transparency and routinely espouse a community conscious.  The entertainment industry appears to be regulating products and in sports, athletes voluntarily agreed to ban steroids and now regularly speak about fair play in public service announcements.  These examples provide a look into the environment and allow law enforcement leaders to recognize that other entities are moving in the direction of the proposed change, thereby  helping to access the likely impact. 

The research effort within this body of work suggests that this transition will be comprised of two events.  The first will occur as agencies begin to investigate the benefits of changing to the values based conduct and discipline model. The second will occur once the system is fully integrated into the agency and a period of time, operating within the new reality has past. 

As the strategic planning begins, many employees who are comfortable with the state of the current discipline and conduct models will openly oppose the need for change.  Despite their criticism of the current system over the years, these subjects will stress the current state of employee rights laws and argue that the system has worked and will work forever!  Some will openly critics the  need for a change, they may emphasize the danger of a system that doesn’t tie decision making to specific written rules.  Employee groups may attempt legal challenges, and  others will attempt to undermine the effort by not participating in the planning or implementation.

There will most likely be an initial period of confusion and mistrust when the implementation begins in earnest.  

However, as we observed in the Wheaton, Illinois example, once resistance lessons and familiarity with the new system grows,  the agency will experience a sustained period of improved productivity, marked by significantly improved levels of employee dedication and external satisfaction.  It is after this second ‘event’ that the new system  will recognize the most affect on police conduct.  

As employees and citizens becomes accustomed to operating within the new policing model, the trend towards service with a higher purpose will become inbred in the organizational culture. Leaders will realize that the transition has been successfully during this period since complaints will drop and cases where discipline is meted out will be unusual, rather than commonplace. 

Once this new reality is acculturated, police departments can spend energy on improving other systems and enhancing their community ties.  To the point, during these  times, mid sized police departments have the opportunity to evolve from a reacting agency to a proactive environment where efforts are routinely prioritized to the betterment of all participants.   

Law enforcement personnel swear an oath to public service, to upholding the laws and to the Constitution.  Politics, special interests and bosses place demands on the integrity of police employees every day test.  Personal values often conflict with the law enforcement mission.  When this happens, strict interpretations of rules and policies limit the opportunity for innovative thinking and problem solving.  The current rules based system set minimum standards for performance and allow for a myriad of loopholes by stating exactly what can be done, and exactly what the consequence will be.  This proposed values based conduct and discipline model eliminates minimum performance and conduct standards by tying commitment to a higher purpose.  

As Dr. Moshe Rubinstein identified, there are three essential elements involved in people’s performance. The first is the ability to think, which is to possess the ability to put thought into action. The second is the ability to know, or to have the domain knowledge about a particular subject.  The third and undoubtedly most important, is the passion for the effort.  

In this vein, people have an innate desire to function at higher levels, to perform for the greater good.  By transitioning to a values based conduct model, law enforcement  allows its personnel to do what is right, not just that which is written.  

Appendix A

Nominal Group Technique Participants

· Law Enforcement Executives - Pasadena Police Department   

Chief Bernard Melekian


Commander Christopher Vicino

· Licensed Clinical Social Worker, Los Angeles County Mental Health Department
Ms. Hasani Gough 

· Reconciliation Mediator  - Office of Reconciliation Ministries, Pasadena, California 

Mrs. Leigh Sniffen

· Police Investigator, City of Pasadena 

Mr. Joseph Perez


· Assistant City Prosecutor, City of Pasadena
Mrs. Connie Orozco-Morgan 

· Assistant City Attorney, City of Pasadena 

Mr. Frank Rhemrev


· CEO, Pasadena Federal Credit Union, Pasadena, California

Mrs. Shruti Miyashiro 


· Civilian Crime Analyst, City of Pasadena 

Mrs. Susan Paquet

Appendix B

Trends List 
1. Institutionalized Cultural Difference






2. More Jobs, fewer applicants







3. The Rules don’t apply

4. Potential for ‘newsworthiness’ impacting officer conduct



5. Litigious society 

6. Gentrification

7. Attitudes re: sportsmanship

8. Police Training.  How safety concerns impact decision-making




a) Columbine example

b) Less lethal weaponry 

c) Terrorism

9. Police experience prior to Promotion



 

a) Ofcr.  Misconduct cases

b) Number of officers KIA

c) Number of deadly force incidents


d) Life experience of applicants

e) Ease of access to weapons

10. Esprit de Corps

a) Job based – professional pride

11. Forensic Advancements

12. Societal Aggressiveness







a) Fanaticism / Extremism

13. Respect for Authority

14. Life Experience of new applicants

15. Number of terror incidents in U.S.

16. Changing family values

17. Use of technology

18. Union defense of members for any issue





19. Moral Values









a) Family

b) Religious

c) Career vs. work vs. job

d) Legal emphasis / removing religious symbols

20. Substituted family values / gangs as surrogates




21. Alternative programming for youth criminals




22. Legislative mandates re: Labor / Mgt.  Rights





23. Political changes

24. Conflicting values within police department

25. School demographics

26. Changes to workers compensation laws






27. Religious observations by police personnel

28. Number of available less lethal devices

29. Removal of religious symbols from public places

30. Number of deadly force incidents

31. Number of court cases

32. Nature of officer misconduct cases being investigated

33. Scrutiny of law enforcement by media

34. Incidents of racial profiling

35. Ease of access to weapons

36. Rate of High School dropouts

37. Urban development

38. Funding for law enforcement programs







39. Treatment of drug abusers

40. Treatment of mentally ill 





 

41. Homeless Issues








42. Timely resolution of police MOU’s

43. Gen X – Generational differences






a) Work ethic

b) Win at all cost mentality

44. Court decisions regarding civil rights







a) Personal rights vs. police actions

45. Racial / Cultural Polarization in Society





a) Racial Profiling

46. Community support for law enforcement 






47. Cultural misunderstandings between communities and law enforcement



48. Economic disparity 








Appendix C

Events List  

1. Federal Government Mandates Enforcement of Patriot Act





2. Corporate Dishonesty, next Martha Stewart

3. Wide-spread organizational scandal 





 

4. Controversial police shooting 





5. Internal investigation of IA’s









6. Iraqi Prisoner Abuse scandal









7. 1st Local Terrorist attack









8. 3% @ 50 pension plan 









9. Fatal shooting of police officer








10. Columbine like school attack









11. Change in leadership










12. ‘Big Brother – GPS of officers








13. Privatization of law enforcement








14. 1st successful regional policing agency 







15. Large scale natural disaster

16. Large scale economic collapse (Great Depression II)





17. 1st successful deployment of ‘Robo Cop’







18. Next ‘Pat Tillman’ character example







19. Next Rampart corruption scandal








20. Next North Hollywood bank shoot out







21. LAPD flashlight incident 









22. Video-taped, high-profile police abuse case (Next Rodney King) 




23. Next high-profile celebrity case

24. Oklahoma City Bombing

25. Next ‘Enron’











26. Presidential scandal (Next Clinton / Lewinsky)






27. 9-1-1










  

Appendix D
The Police Officer’s Code of Ethics

As a law enforcement officer, my fundamental duty is to serve the community; to safeguard lives and property; to protect the innocent against deception, the weak against oppression or intimidation and the peaceful against violence, or disorder; and to respect the constitutional rights of all to liberty, equality, and justice.

I will keep my private life unsullied as an example to all and will behave in a manner that does not bring discredit to my agency or me.   I will maintain courageous calm in the face of danger, scorn, or ridicule; develop self-restraint; and be constantly mindful of the welfare of others.

Honest in thought and deed in both my personal and official life, I will be exemplary in obeying the law and the regulations of my department.   Whatever I see or hear of a confidential nature or that is confided to me in my official capacity will be kept ever secret unless revelation is necessary in the performance of my duty.

I will never act officiously or permit personal feelings, prejudices, political beliefs, aspirations, animosities, or friendships to influence my decisions.   With no compromise for crime, I will enforce the law courteously and appropriately without fear or favor, malice, or ill will, never employing unnecessary force or violence and never accepting gratuities.

I recognize the badge of my office as a symbol of public faith, and I accept it as a public trust to be held so long as I am true to the ethics of police service.   I will never engage in acts of corruption or bribery, nor will I condone such acts by other police officers.   I will cooperate with all legally authorized agencies and their representatives in the pursuit of justice.

I know that I alone am responsible for my own standard of professional performance and will take every reasonable opportunity to enhance and improve my level of knowledge and competence.   I will constantly strive to achieve these objectives and ideals, dedicating myself before God to my chosen profession – Law Enforcement.
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