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Chapter One

Introduction

A patrol officer responds to a domestic disturbance call.  On arrival, he discovers an open door, and what looks like a beaten, and possibly dead, victim lying on the living room floor just within.  He can see the shadows of someone moving inside the house, but cannot see who it is, or if they are armed.  It’s easy to imagine the stress generated by this type of emergency situation.  

An officer finishes, for the third time due to so-called additional required information, some paperwork regarding insurance coverage for work.  His wife has called twice to make certain he is going to be home early for his son’s Little League game that night.  She's worried he might forget as he's put in some extra hours three nights already this week trying to get a little extra cash to pay off some credit cards.  The sergeant stops by the officer’s desk to see if he wants to help out that very night with a little traffic direction at a local charity bash; his presence, along with some of the other officers, would sure make the department look good in the eyes of the community.  Although it doesn’t have the nerve-tightening power of the first scenario, this second scenario, or one similar to it, is just as common, and just as stressful.  

It’s easy to envision the dangerousness and stress generation of law enforcement work.  A study of 2,300 officers in twenty-nine different police departments reported that:

36% of officers had serious marital problems, 

23% had serious alcohol problems, 

20% had serious problems with their children, and 

10% had drug problems.1
For decades, law enforcement agencies have recognized the need to address the issue of stress with officers.  Programs are in place to deal with avoiding stress and dealing with its effects on well-being.  But, to effectively deal with the effects of stress on agency personnel, a paradigm shift may be required.  Rather than examining the individual and treating him or her in search of a solution for their stresses, it's time for stress management to focus on the environment and organizations in which individuals work.  To understand how to address the problems law enforcement can anticipate in the next decade, it's important to understand the nature of stress specifically related to law enforcement.  

Additionally, it isn’t necessarily the classic “police work” that takes a toll on the health and emotional well being of officers.  “In fact,” says Peter Finn, author of Reducing Stress: An Organization-Centered Approach, “the most common sources of police officer stress involve the policies and procedures of law enforcement agencies themselves." Finn goes on to categorize stress sources in five main groups, which will be used in this discussion:

1) Issues in the officer's personal life, 

2) The pressures of law enforcement work, 

3) The attitude of the general public toward police work and officers, 

4) The operation of the criminal justice system, and 

5) The law enforcement organization itself.  2 
The Five Categories of Stress

To understand the toll stress can take on officers, their health and their life, it helps to examine the stress-causing instances that comprise each category.

Category 1: Officers' Personal Life Issues

Every job entails stress, and everyone has life stressors.  Everyone has to deal with spouses, significant others and children, personal health issues, and sickness.  There's the endless stream of bills to be paid.  And then there's monumental stress that comes from buying a new house or car or experiencing a terminal illness in the family.  Officers must deal with these situations, too.  Many agonize about their ability to protect the public and are concerned about their on-the-job competency.  Others are just plain disappointed by the realities of police work.  In one study, two-thirds of the responding officers reported never or almost never feeling confident about their ability to handle work-related problems, often being fearful of doing something against regulations and/or frequently being second-guessed by supervisors.  The criticisms of neighbors, relatives, or acquaintances about the police are often internalized.3

Law enforcement has less camaraderie now than in the past, with officers and their wives spending less time with other law enforcement families.  Today’s officers want to spend time with their families; fathers want to be home more and there are more mothers serving in law enforcement.  This has led to more fixed shifts allowing officers to be with their families instead of out with the boys.  More officers’ spouses are working outside the home, with friends and acquaintances unaffiliated with law enforcement.  There is also increased recognition of life outside of the badge, with younger officers participating in activities unrelated to those with whom they work.  This has led to less familiarity, more strained relations within the department and with coworkers, ultimately adding to stress in one area while seeking to eliminate it in another.4

There are additional stress issues for officers who are female, gay, or of a minority ethnicity.  These officers are often faced with a lack of acceptance by the predominantly white male force.  They may be denied information, or may not be allowed to develop the alliances, protection, and sponsorship from supervisors and colleagues many officers enjoy.  They may also suffer from a lack of role models and mentors, as well as pressure to prove themselves to colleagues and the public.  They often have a lack of influence on decision making.5

Category 2: The Pressures of Law Enforcement Work 

Here's a review of some of the stress-inducing situations an officer faces:

· Role conflict (an officer acts as a law enforcer, a social worker, a counselor, and a public servant).  For example, conflict is often generated when apprehending a criminal while ensuring his or her rights; 

· A roller-coaster routine of frequent boredom interrupted by the sudden need for alertness and quick action; 

· Fear and danger on even supposedly routine calls.  

· The "startle:" a jolt to our physical and mental state.  An officer experiences, sometimes repeatedly in a day, “the startle." 

· critical incidents such as shootings, hostage situations, environmental disasters, and crime scenes involving death or severe injury; 

· Protecting other people.  

· Incomplete resolution of problems they encounter; no “cut-and-dried” solutions.

· Little or no closure, little follow-up and generally no feedback.

· Particularly stressful assignments, such as undercover duty or drug raids; 

· Frequent exposure to human depravity and human suffering; and 

· Shift work (also a type of organizational stress);

· Twenty-plus years of employement.  

· “Stress is cumulative in nature, and stressful events are connected to one another with long-term continuity.”6
Currently, society is experiencing a wave of monumental anxiety producers.  Public safety workers are increasingly at risk for debilitating and life-threatening air- or blood-borne diseases or pathogens.  Corrections officials are especially at risk with cases of inmate infections reaching epidemic proportions.7 At The Millennium Conference sponsored by the FBI Academy over half of the respondents questioned felt that “outrageous crimes” like the Columbine High School massacre, or similar crimes, would likely continue.8 Many of today’s officers feel they have the disadvantage when dealing with criminals who sport advanced weaponry and won’t hesitate to shoot an officer.  “Meaner and nastier” are the adjectives used to describe today’s criminal.9
The future of law enforcement doesn’t appear to be less stressful, either.  Half the respondents of the Millennium Conference poll thought there will be increasing incidents of civil unrest in the near future.10 The destruction of the World Trade Center demonstrated that we as Americans are not immune to devastating attacks on home soil.  In fact, a majority of respondents felt that a weapon of mass destruction will be used against the U.S. on American soil soon.  11
Category 3: Attitude of the General Public Toward Police.  

Once upon a time, peace officers were viewed as pillars of the community.  They were respected by citizens, feared by criminals and worshipped by kids.  The civil unrest of the '60s placed law enforcement in a different light, and denigrating the profession of police work became the societal norm.  Now, officers frequently see news reports, often inaccurate, as derogatory.12

Since the '60s, race and ethnicity have been front line issues for the police.  Allegations of brutality and racism are sometimes unfair and can be damaging to a police officer’s career.  Some majority members and leaders accuse police of incompetence, frequently seen as an attempt to save their own political skin.  In response, law enforcement officials begin to feel like they are surrounded.13
Problems associated with bad press were compounded over the years by such high-profile incidents as the Rodney King beating in Los Angeles, and the burning of the Branch Davidians' Waco compound in Texas.  Corruption in some of the largest police departments contributed to the perception that policing in the U.S. was mismanaged.  The heightened public scrutiny, along with negative press and resulting public opinion increased stress felt by officers.14 This negative publicity lead officers to assume that most of the public did not trust law enforcement officers or doesn't appreciate the dangerous job being performed.  The high level of confidence law enforcement does enjoy was obscured.  “Many officers said they resented their work being criticized or distorted and their actions being watched so closely.”15 

Offenders' rights are often the focus of media attention while there is minimal attention paid to the harm done to victims and officers.  The difficulty of law enforcement work is also marginalized.  Line officers now fear lawsuits by the very people they are apprehending or trying to protect.  Administrators seem publicly non-supportive of officers who are defendants in lawsuits.  Officers feel that lawsuit paranoia has resulted in more laws, rules, and regulations adding to the stressfulness of the job.16
The increasing threat of criminal prosecution and the possibility of imprisonment as a result of using force has many officers in a Catch 22 quandary.  A police officer, to be effective, is supposed to win every fight, every battle.  Usually, in the heat of the confrontation with a criminal, he or she has to decide in moments what amount of force is required to apprehend or subdue the subject.  Then they worry about being investigated.  The option is to endanger their lives second-guessing what the correct level of necessary force might be.17
While local governments mean well, adverse decisions such as budgetary restrictions or police-citizen hearing boards often create stress for officers.  Law enforcement once enjoyed a high degree of job security.  With budget cuts came downsizing or hiring and promotional freezes.18 

In the last 10 years, community policing has taken root.  Community policing generally has three ingredients: 

· An orientation to problem solving rather than responding one-by-one to each citizen call for assistance; 

· The development of partnerships with neighbors, community groups, code enforcement agencies, and others to address problems facing the community; and 

· The delegation of considerable decision-making power within the law enforcement agency to officers who are given the responsibility for solving problems and for lining up the outside resources to do so.19
Community policing has been a two-edged sword.  Some officers report they like it because they have more interactions with community members.  They also get some feedback on the benefits of the work they perform.  Other officers, however, suffer more stress and burnout quickly.  These reasons include:

· High expectations in solving community crime with limited resources

· Vulnerability to emotional hurt from close association with community members

· Increased influence in, and responsibility for, department decisions

· Lack of or weak interpersonal, verbal, and problem-solving skills

· Lack of adequate training

· Disdain of fellow officers: community policing isn't real police work

· Flattening of law enforcement agencies: officers are losing their jobs, not being promoted, or suffering uncertainty about their future due to community policing.20
Category 4: Operation of the Criminal Justice System

Much has been made in the last few years about seeming inequities in the justice system in this country.  The ineffectiveness of the corrections system and recidivism rate of supposedly rehabilitated criminals has resulted in a habitual criminality, where an officer must deal repeatedly with the same offender.  Officers feel frustrated by what they see as unfavorable court decisions that have increased the difficulty of policing.  And the police officer may view the system as hypocritical, as the officer deals primarily with disadvantaged people for often minor offenses.

In the courtroom, officers find their testimony challenged.  They often feel victimized by the adversary system and are subjected to delays, continuances, and inconvenient scheduling.21  Florida police officers said the “ineffectiveness of the judicial system’ and distorted or negative press accounts of police were far more stressful than responding to a felony in progress or making arrests while alone.”22  The lack or ineffectiveness of social service agencies was another frustration for officers who “view these agencies as the only viable source of assistance.”23 

Category 5: The Law Enforcement Organization 

While most contemporary literature deals with personal factors officers encounter that lead to stress, other researchers maintain the “structure and operation of the organization within which he or she works” contributes as well.24 Research indicates stress often results from the “policies and procedures of law enforcement agencies.”25 These sources of stress may include: 

· Shift work (with some shifts perhaps more stressful than others); 

· Paramilitary structure; 

· Unproductive management styles; 

· Inconsistent discipline and enforcement of rules (e.g., commanders arriving late for work); 

· Equipment deficiencies and shortages;

· Perceived excessive or unnecessary paperwork; 

· Perceived favoritism by administrators regarding assignments and promotions; 

· Antagonistic subcultures within the department (e.g., between different squads, units, or shifts) 

· Lack of input into policy and decision making; 

· Second-guessing of officers' actions and lack of administration support;

· Inconsistent or arbitrary internal disciplinary procedures and review; 

· Lack of career development opportunities (and perceived unfairness of affirmative action), with resulting competition among officers, especially in small departments, for the few available openings; 

· Lack of adequate training or supervision; 

· Frequent transfers (for federal and state law enforcement agents);

· Police culture (e.g., machismo, code of silence regarding corruption); 

· The police grapevine (e.g., gossip, lack of privacy, feeling that a few fellow officers are not trustworthy); and 

· Lack of reward or recognition for good work.

Other sources of distress include offensive policies that a department institutes and, often, the lack of cooperation between neighboring jurisdictions.25 

The so-called political correctness movement has only added to the stress of today’s police officer.  Officers fall victim to reverse discrimination, and are bullied by hypersensitivity toward their language and actions.  The flip side of this, however, is that minority officers claim to suffer less verbal abuse from colleagues and supervisors and less promotional discrimination.26 

These five categories represent the stress contributors to the lives of law enforcement individuals.  Preventive psychological services are designed to identify these issues, describe the scope of their present and futures impacts, and make recommendations for change.  

Preventive psychological services, if used at all, are often reserved for correcting poor performance or addressing wellness issues after the fact rather than intervening at the earliest possible moment.  Agencies located within the central San Joaquin Valley have limited preventive psychological services if at all.  

The present environment and future issues addressed in the next chapter will provide a foundation for reassessing the traditional approaches that police agencies have employed to assess agency performance and employee wellness needs instead of discovering ways of planning to avoid it.

Chapter Two

Forecasting the Future

In 2002, a mixed group of professionals interested in improving preventative psychological services met to identify future trends and events that would impact the subject of this project:  What is the future of preventive psychological services in a medium-sized urban law enforcement agency by 2008?  Eight people attended.  They were asked to participate based on their diverse backgrounds, independent thoughts about the police and the community, and recommendations from other professionals.  This diversity generated insightful comments and perspectives that provided all participants added depth in examining the topic.  The participants included two police lieutenants, one police sergeant, and five civilians.  Of the five civilians, one was a licensed psychologist, one a senior pastor, one a personnel analyst, and two were counselors.  The participants were from local private and public entities throughout Tulare County.


A Nominal Group Technique (NGT), which is a brainstorming process, was employed to allow participants to bring to light as many dimensions of the topic as possible.  Prior to beginning the session, participants were provided a background on Command College, the intent of the Command College project, and guidelines for conducting and participating in Nominal Group Technique.

Participants identified trends and explained their perspective and the significance of the trend to the topic. A trend refers to the past, present, and future.  A trend can either be qualitative or quantitative relative to the issue of preventive psychological services.  This acted to create a dynamic effect as participants expressed that the brief analysis assisted them in forming their ideas.  Twenty-three trends were identified in the initial discussion (See Appendix I). Through continued group analysis and exchange of ideas, the trends were rated to their significance to the others and a consensus was reached with the following eight trends seen as having the most significance for the topic:

Trends

1.
Education level of employees

2.
Life experience of employees

3.
Media influences

4.
Frequency of outrageous crimes

5.
Level of diversity 

6.
Level of organizational pressure

7.
Demand for external controls on the police department

8.
Expectations of ethical police performance

Participants were asked to compare these trends against one another and rate their relative impact on the issue questions and rate their relevance to each other with a numerical score.  The ratings using the median were placed on a graph relative to the three dimensions:  The trend’s level five years in the past, the level five years in the future, and the level ten years into the future.  A baseline figure of 100 was used to represent the present status of the trend in order to project the past and future levels. The following Trend Summary Table displays eight trends based on these dimensions.

Trend Summary Table

	Trend
	-5 Years
	Today
	+5 Years
	+10 Years
	Concern

	1.  Education level of employees
	106
	100
	106
	114
	5

	2.  Life experience of employees
	115
	100
	105
	101
	6

	3.  Media influences
	89
	100
	110
	121
	7

	4.  Frequency of outrageous crimes
	84
	100
	115
	125
	7

	5.  Level of diversity 
	92
	100
	111
	111
	7

	6.  Level of organizational pressure 
	98
	100
	106
	111
	8

	7.  Demand for external controls on the police department
	84
	100
	115
	125
	8

	8.  Expectations of ethical police performance
	85
	100
	111
	120
	7



The column labeled “Concern” is listed to express the participant’s rating of that trend on a one to ten basis with a rating of ten being the highest level of concern and a rating of one being least.  The participants believed that those trends rated seven or higher were the most significant in their relation to the topic.  During the course of the panel discussion, it became clear that the majority of the trends displayed a relative degree of conformity in terms of their past, future and projected importance.  It may be reasonable to ask whether these are future issues if they conform to the present so closely.  Panel members felt that this is a justified analysis and does not diminish the trend’s impact on the issue.  The analysis and description of those eight trends follow:

1.  Education level of employees

The panel members defined this as the level of formal education received after high school.  Members believed that higher levels of formal education might provide officers with additional skills and knowledge to cope with difficult situations.  The panel members made this forecast, stating that the profession and competitive nature will require, if not mandate, higher levels of education.  The level is slightly lower than five years ago only going up marginally over ten years.  Agencies will actively recruit and develop internally individuals that possess desired levels of education.

2.  Life experience of employees

The panel members defined this as the level of life experiences of many new civilian and sworn employees entering the profession.  Generation X and Y employees have very different experiences from those who are currently leading organizations.  With improved retirement systems, organizations are experiencing a mass departure of senior experienced managers and leaders.  The panel made this forecast, believing that agencies and the profession will need to provide advanced training to insure necessary skills and abilities are met.

3.  Media influences

The panel members defined this as media having the ability to influence public perception of law enforcement in a positive or negative way.  Today’s environment of increased public scrutiny will mandate that organizations spend more resources educating and reinforcing organizational values and severely enforcing policies and procedures.  The panel made this forecast knowing that a strong media and organizational relationship is crucial to ensure accurate reporting to the public and improve public perception of law enforcement.  Desired outcomes will be increased through frequent dialog and an increased understanding of the others’ responsibilities and obligations.

4.  Frequency of outrageous crimes

The panel members defined this as crimes being committed, whether domestic or by terrorism that are outrageous and has the intent to shock or terrorize citizens.  Although these types of crimes were a rarity in the past, the reality is they will occur on a more frequent basis.  The panel made this forecast because these crimes are real and of such magnitude that people do not recover.  Not knowing when the next event will occur weighs on people’s minds. 

5.  Level of diversity

The panel members defined this as the level of diversity of population, changing ethnicity in local communities and statewide.  Members felt that agencies will need to not only reflect such diversity, but also meet its needs.  Educating employees and, more importantly, understanding these differences will be crucial in successfully meeting community needs.  The panel made this forecast believing that the trend will continue, and will require additional efforts to provide an expected level of service.  This will put added pressure on police organizations to measure effectiveness and develop new approaches.

6.  Level of organizational pressure

The panel members defined this as the level of organizational pressure  within organizations directly related to promotions and sub-cultural relationships.  Some members felt that employees deal on a more regular basis with internal pressures, rather than external pressures.  The daily interaction with fellow employees occasionally requires patience and tolerance.  Employees are not expected to like each other, but they are expected to work together in a cohesive manner.  Promotional opportunities, or a lack thereof, routinely create stress and pressures.  The panel made this forecast because of the diverse mix of organizations and their employees. Expectations of police managers to impact overall organizational improvement would develop.

7.  Demand for external controls on the police department

The panel members were in consensus in their appraisal that the future trend will be for public, representative boards to set or at least participate in setting standards of professional behavior.  Some cities currently have citizen review boards, however the panel believes that this will be an increased mandate on all agencies.  The panel believed that this trend should have strong impact on the topic question.  

8.  Expectations of ethical police performance

The panel believed that the public would demand not only higher ethical behavior but will also demand that police pay a stiffer penalty for deviation from community expectations. Participants also believed that the expectations of police managers to impact overall organizational improvement would develop.

Events


After the nominal group finished with trend discussion and analysis, participants were provided a description of the guidelines employed to conduct a similar exercise relating to events that may impact the topic question.  An event refers to a specific incident which, if occurs, impacts the issue of preventive psychological services, positive or negative.  The group identified over 13 events likely to occur in the next ten years.  (See Appendix II)  From those eleven events, the nominal group believed that the following 6 events were considered the most significant in their impact on the topic question:

Events

1.  Outrageous crime occurs in Visalia

2.  Another local officer killed in line of duty

3.  Multi-million dollar lawsuit occurs

4.  Local officer gets jail time for criminal activity

5.  Federal law requires that officers pay punitive damages

6.  State law requires a police/citizen review board


The nominal group was asked to assign numerical values to these events in order to portray the events impact on the topic question.  The Event Summary Table charts these events along four dimensions.  The first column identifies the time that the participants believed that the event could first occur.  The second column identifies the estimated likelihood, expressed in a percentage that the event would occur within five years from today, but less than ten years.  The third column identifies the likelihood, again expressed in percentages that the event would occur within ten years from today.  The fourth column indicates whether the nominal group believed that the event would have a positive or negative effect on the topic question.  The impact was scored on a scale of one to ten.  During the course of the panel discussions, it became clear that the majority of the events displayed a relative degree of conformity in terms of their past and future projected importance.  It may be reasonable to ask whether these are future issues if they conform to the present so closely.  Panel members felt that this is a justified analysis and does not diminish the event’s impact on the issue.  The following Event Summary Table displays eight events based on these dimensions.

Event Summary Table

	Event
	Year > 0
	+5 Years
	+10 Years
	Impact

(-10 to +10)

	1.  Outrageous crime occurs in Visalia 
	2
	61
	91
	-6

	2.  Another local officer killed in line of duty
	3
	36
	56
	7

	3.  Multi-million dollar lawsuit occurs 
	2
	85
	96
	-3

	4.  Local officer gets jail time for criminal activity
	1
	80
	85
	-3

	5.  Federal law requires that officers pay punitive damages
	4
	30
	85
	-5

	6.  State law requires a police/citizen review board
	2
	35
	75
	-4


1.  Outrageous crime occurs in Visalia

The panel defined this event as crimes such as the terrorist attack on 9/11 and domestic crimes that occur locally.  The probability of this happening begins within two years and a 91 percent probability of occurrence within ten years.  This will increase the demands on local law enforcement agencies to prepare for such events, and will also impact officers as first responders and dealing with the aftermath of the events.  The panel agreed that this would have a negative impact on the issue, and law enforcement will be expected to prevent such acts and will be judged and criticized as they never have been before.

2.  Another local officer killed in line of duty

The panel defined this event as the reality that Visalia has had only two officers killed in the line of duty.  The probability of this happening begins within three years and a 56 percent probability of occurring within ten years.  The panel agreed the event would have a negative impact on the issue and believed that this could create an environment where officers may act too swiftly or not swiftly enough.

3.  Multi-million dollar lawsuit occurs

The panel defined this event as a lawsuit generated externally for a wide range of reasons, or internal lawsuits generally stemming from harassment or discrimination.  The probability of this happening begins within two years and has a 96 percent probability of occurring within ten years.  Law enforcement is seeing an upswing in citizen criticism which, whether deserving or not, can lead to legal action in the criminal or civil courts.  The panel agreed the event would have a negative impact on the issue and believed that the review procedures from both the criminal and internal processes can be time-consuming and add additional stresses on the officers. 

4.  Local officer gets jail time for criminal activity

The panel defined this event as discipline an officer receives from criminal activity or violating departmental policies.  The probability of this happening begins within one year and a 85 percent probability of occurring within ten years.  Again, the review process can become time consuming, whether it is criminal or an internal procedure.  This usually generates additional stress for peer officers, which could lead to poor choices and emotional issues.  The panel agreed that this would have a negative impact on the issue due to higher citizen expectations and internal demands for accountability. However, individuals ultimately have control over the choices they make.

5.  Federal law requires that officers pay punitive damages

The panel defined this event as federal law makes it illegal for municipalities to underwrite poor performance and mandates employees, and their supervision, as the case may be, to pay punitive damages.  The probability of this happening begins within four years and a 85 percent probability of occurring within ten years.  It may hold officers to a higher standard or it may drive good people out of the industry and lower a curtain of mediocrity on the profession.  The panel agreed that this would have a negative impact on the issue.

6.  State law requires police/citizen review board

The panel defined this event as all agencies must develop a local review board that meets to review discipline and the complaints.  The probability of this happening begins within two years and a 75 percent probability of occurrence within ten years.  Depending on the jurisdiction, this may have a chilling effect on hiring and proactive work.  A history of bitter citizen/police contacts will drive away potential officers.  The panel agreed that this would have a negative impact on the issue.

Analysis of Cross Impact/Key Aspects


After completing the trend and event analysis, the panel was asked to view both elements in relation to one another through a cross impact analysis.  The cross impact analysis asked the panel to evaluate the impact of each event on each trend using a scale of negative ten to positive ten as the parameters.  For example, a rating of positive ten would indicate that the panel thought the event would have a positive impact on the trend.  Conversely, a negative ten rating indicates the event would have a maximum negative impact.


By assuming that an event actually happens, an estimate can be made as to how it impacts other identified events and trends.  This is then analyzed in relation to the issue to foresee reactions.  An estimate can also be made concerning how each individual event and trend was impacted by the occurrence.  There were two events that had the greatest impact on the issue of preventive psychological services.

The reality is that outrageous crimes, regardless of the source, and officer-involved shootings will have a negative impact on agencies and, more importantly, on the involved and uninvolved officers.  Dealing with this mindset will create additional stresses and pressures, as a first responder or not.  Additionally, the post-reviews and expected litigation will prolong these factors, which are not in the best interest of the officer psychologically.  The additional belief and concern is that these needs, in some instances, are not taken seriously or are overreacted to by management and city officials – to minimize damage to the agency or leadership – and this is also not in the best interest of the officer.  Law enforcement will need to provide its officers with additional preventative psychological services due to the increased violence in the world and the demands and expectations placed on officers.   

Cross Impact Table

	Event/Trend
	TREND 1

Educational level of employees
	TREND 2

Life experience of employees
	TREND 3

Media influences
	TREND 4

Increase in  outrageous crimes
	TREND 5

Level of diversity
	TREND 6

Level of organ-izational pressure
	TREND 7

Demand for external controls on the police department
	TREND 8

Expectations of ethical police performance

	EVENT 1

Outrageous crime occurs in Visalia
	0
	-3
	-6
	-10
	-1
	-2
	-1
	-1

	EVENT 2

Another local officer killed in line of duty
	+1
	-5
	-4
	-4
	0
	-2
	-2
	-3

	EVENT 3

Multi-million dollar lawsuit occurs
	+1
	-2
	-1
	-1
	-3
	-7
	-1


	-2

	EVENT 4

Local officer gets jail time for criminal activity
	0
	-2
	-2
	0
	-1
	-6
	-3
	-2

	EVENT 5

Federal law requires that officers pay punitive damages
	+1
	0
	-2
	0
	-1
	-1
	-1
	-1

	EVENT 6

State law requires police/citizen review board
	0
	0
	-1
	0
	-2
	-1
	-2
	-1

	Note: The events are given a positive or negative value between (-10) and (10), as to the impact an event may have on a trend relative to the issue.


Three Scenarios of the Future


The information generated from the Nominal Group Technique can be used to develop alternate futures.  Scenario development is a commonly accepted means of bringing disparate events and trends into alignment through a story.  The events and trends in this research project probe the outer edges of the existing environment but do not distort it.  Three scenarios were developed incorporating the elements of the Nominal Group Technique and their impact on police performance.

Pessimistic Scenario:

In the year 2008, in a quiet neighborhood in central Dinuba Officer Dana Murphy is dispatched to a home at 2130 hours.  Given the hysterical nature of the 9-1-1 call, little information is given to dispatch or to the responding officer.  What is known is that an anonymous woman claiming to live in one of the neighboring homes heard the sounds of a struggle, followed by the screams of a child. She further claims that no child is living there at this time.

Officer Murphy makes her way to the door as an assisting officer shows up at the scene. She knocks, but the home remains relatively silent.  A couple of minutes pass when the locks from the inside begin to turn, and the door opens only an inch or two.  A man peers out.

“What do you want?” asks the man.

“Sir, my name is Officer Murphy of the Dinuba Police Department.  I have a report of a disturbance at this address.  Can you open the door so I can see you, please? I just need a moment of your time,” Murphy replies.

The man hesitates but complies.  As the door opens, the man’s face reveals a scratch across his cheek.

“What is your name, sir?”

“Henry,” the man replies.

“Henry, do you have any children in the home at this time?”

“No, it’s just me.”

Suddenly, behind a closed door to the left of the man there is a loud crash.  Henry immediately attempts to close the door on the officer.  Officer Murphy forces her way in and grabs the man, forcing him to the ground.  The officer with Murphy is quickly on top of the man and cuffing him while she makes for the door, which now has someone banging on it from inside.

“Stand away from the door. This is the Dinuba Police Department,” she yells.

With her weapon drawn, Officer Murphy opens the door only to see a young boy sitting nude on the floor bound with duct tape over his hands, feet and mouth.  He is bruised all over his body and has many cuts.  There is a lot of blood, but the boy appears to be okay.  Officer Murphy gets a little squeamish at the sight of the child and fights to hold back tears.

Looking around the room, Officer Murphy observes Henry’s real crimes.  There is a computer on in the corner showing live video of children in compromising situations with adults.  Illicit pictures of nude children cover the walls of what appears to be the man’s bedroom. Several videocassettes are on the floor with pictures of children printed on them, along with the child’s name.

“I’ve never seen anything more horrible,” Murphy says quietly to herself.

The Investigations team finds that the man is responsible for the running of a child pornography video site, as well as the selling and distribution of many home movies.  All of the children in the pictures and on the videos turn out to be missing children from all over the state who have never been found.  Only the boy at the scene is found in the house.

At 2345 hours, swing shift has a very informal debriefing, primarily used to wrap up any necessary paperwork.  Officer Murphy sits in a daze in the back of the room.  Nothing is said to her about the incident.

Later that night, she goes home.  As she walks up the stairs to her bedroom, disturbing images of what she saw earlier flood her mind.  Halfway down the hall, she stops and peers into a room to see her three young children fast asleep in their beds.  Her emotions take over and she begins to cry.  In bed, her husband shows concern.

“What’s wrong, honey?” he asks.

“Nothing. I’m fine.”

The following day while reporting to work Officer Murphy is contacted by her supervisor who wants to speak with her in his office.  She is informed that the arrest made last night has resulted in an officer’s complaint, and the allegation is that she made a false arrest.  Officer Murphy breaks down and requires medical treatment.  This is the second traumatic incident for Officer Murphy, and she does not understand how she becomes the suspect of inappropriate conduct in light of the trauma she observed the night before.

Optimistic Scenario:

Officers Herman, Kappa and Clay were all involved in a shooting which took place outside of West America Bank on June 7, 2008, at 1730 hours.  The call was originally dispatched as a bank robbery in progress at 1725 hours.  As the officers arrived on scene, the suspect was seen fleeing the bank.  He had what appeared to be a small caliber handgun in his hand.

Officers quickly surrounded the suspect in the front of the bank and drew their weapons. The suspect ducked behind a car, seeking a shield.  Moments later, he opened fire on the officers and was subsequently shot and killed.

As officers Herman and Kappa were walking back to their vehicles, they each asked of each other where Officer Clay was.  It was at that time they were approached by the supervisor and a couple of on scene officers, who appeared to be disturbed and distraught.  Officers Herman and Kappa were then advised that Officer Clay had been killed in the exchange of gunfire.  Both officers were then removed from the scene and escorted back to police headquarters.

Immediately following the closure of the incident, all three officers were called back to the station for debriefing.  This consisted of a thirty-minute question and answer period, in which all the officers were notified of a mandatory counseling session they would attend the next day.  The officers were all put on temporary paid leave in order to give them time to emotionally deal with the incident.

On June 8, 2008, at 1100 hours, the officers met in the debriefing room.  They are met by a senior officer and a psychiatrist, Dr. Brown, who is there for support.

“We are not here today to put anyone on the spot,” Dr. Brown explains, “but rather to assist you men in dealing with this incident you recently faced.  Taking the life of another human being is not an easy thing for anyone to deal with, and we need you to understand that what you did was necessary and that your job was well done.  This is your time to get things out, so if there is anything that you wish to say, please do so.”

The session lasts for two hours.  During that time, each man tells his side of the story, how he felt during the incident and how he feels now.  They talk about how this will affect their lives and the lives of those around them.  By the end, everyone feels more comfortable about what took place the day before, and the officers seem ready to go back to work.  Nevertheless, more follow-up sessions will be scheduled in the future.

Surprise Free Scenario:

In the year 2008, Officers James and Lester are dispatched at 1830 hours to a home where a child has allegedly run away from home and the mother wishes to file a missing persons report. 

“Haven’t we been to this address before?” asks Officer Lester.

“A couple of times, I think,” replies Officer James. “This kind of thing happens all too often.”

The officers arrive shortly at an apartment complex on the north side of town.  It’s not the most appealing neighborhood, and it is known for its drugs, its prostitutes, and other criminal activities that take place in the area.

Upon arrival to apartment E, their destination, both officers are hesitant to knock on the door, for it has a dried up brown sticky substance all over it.  The paint on the entire complex is chipped and dilapidated.  Neighbors sit outside on lawn chairs and watch as the officers decide who is going to risk putting their hand on the door.

“Man, why do I always have to do the dirty work?  What is this anyway?” asks Lester.

“Who knows.  Let’s just hurry and get out of here.  This place is horrible,” James says.

Officer Lester knocks and is invited in by a woman wearing nothing more than a dirty robe.  She is hysterical, claiming that this is the fifth time her daughter has run away from home.

“I know where she is, too,” the woman rants.  “She is with that guy again.  You guys should arrest him.  He’s 46 years old and has no business with a 15-year-old girl.  He already got her knocked up and now I have to take care of the kid.” 

Officer James takes down the woman’s information and fills out the report.  It turns out that there is already a pending statutory rape charge against the man, and the woman is upset that the district attorney is taking so long to handle the case.  Again, this is a common complaint heard by many officers.

“Ma’am, all we can do is put him away.  It’s the district attorney who has to keep him there,” explains Officer James.

Meanwhile, Officer Lester is left looking around the apartment as his partner talks to the woman.  The home is dusty and smells of cigarette smoke.  There are clothes all over the floor and empty liquor bottles and beer cans on tables and countertops.  In the kitchen, piles of dishes lay all over the place, along with what appears to be week-old food.  Both officers are nauseated by the sight and smell of the home and are thrilled to get back in their patrol car. 

“One thing I will never understand is how some people can live the way that they do,” remarks Lester.  “Did you see that place?  It’s just disturbing.”

“Yeah.  And what about the girl?  What kind of parent lets their 15-year-old daughter get pregnant by a 46-year-old man in the first place,” says James.  “This makes me not want kids at all.”

“I know.  People never cease to amaze me.”

Scenarios look at the area where the present and the future meet.  They offer an agency a pathway that will assist in developing a strategic response to the issue of police performance and the means to impact that performance through providing preventative psychological services.  The next chapter explores strategic planning and the opportunities available to institute preventative psychological services in a medium-sized urban law enforcement agency.

Chapter Three

Strategic Planning

With the overwhelming host of sources for stress within law enforcement jobs, it would be nearly impossible to design a program that addresses every source.  The best that can be hoped is to identify one or two of the most stress-inducing factors and address those with a program or programs that will help alleviate the stress-generation within the department.

Currently, most police stress programs focus almost exclusively on individual officers and how they deal with the stressful situations they may be experiencing.  However, this approach ignores stress problems that may be caused by organizational situations, which tend to be the basis for most officer stress.27
 

The Academy of Criminal Justice Sciences maintains that most research on stress in law enforcement over-emphasizes psychological analysis of the individual while almost ignoring the importance of the organizational setting.  The Michigan State Police Behavioral Science Section agrees.28 Research suggests that stress is caused by many facets of an organization.  Loosely organized departments can be stress-inducing as they may lack the proper rules and guidelines to resolve questions for officers quickly and effectively, whereas a tightly structured organization usually has too many rules and regulations that are imposed.  Elements that create or add stress in these environments are role conflict, role ambiguity, and lack of participation in decision making.29

The suggestion is to focus on the organization rather than the individual.  Issues such as the work an officer is engaged in, his or her supervisors, the financial compensation an officer is receiving for his efforts are all factors that should be analyzed and, when problems are encountered, addressed with appropriate solutions.  Addressing these issues would have a greater influence on improving morale.30 

The Mercedez, Texas, Police Department realized some substantial cost savings with its 25 sworn officers in a city of 14,000.  In 1986, the department focused on an employee development program that featured:

· Establishment of high professional standards 

· A performance-based reward system

· Foot patrols

· Increased in-service training 

Two years later, the department's turnover rate fell from 38 percent to 7 percent, which was estimated to save the at least $53,000.31

A study commissioned by the Palo Alto, California, Police Department in 1979 identified sources of stress concluding that organizational structures in the department were to blame for most of the stress within the department.  The department hired a management consultant and a mental health clinician and implemented an 18-month trial program.  The consultant taught department members communication skills, including how to be effective listeners, and problem-solving skills.  Begun in 1979, the successful program continues today.  32
The Palo Alto plan works closely with all involved in the department to accomplish its goals.  First, administrators identify sources of stress, then seek resolution working through work units and individual managers.  In Palo Alto's case, the sergeants now conduct a performance appraisal, providing employees with constructive behavior-based feedback.  Field training officers, supervisors, and managers are trained in communication skills, problem solving, conflict resolution, supervisory skills, and recognizing stress-inducing practices and events.  Critical to the success of the program was the fact that the chief requested the consultant interview managers and determine what problems the chief might be guilty of creating.  A solution was recommended and implemented based on the findings.33
An effective plan can greatly reduce the amount of stress within an organization.  But, while the plan must include an analysis of what is going on within a department currently that adds to stress, it cannot ignore the inherent culture of the police force.  By utilizing that understanding in implementing a new stress-reduction program within a department greater success can be achieved.  

Stakeholders


It is important to identify and recognize the important stakeholders relative to this issue.  Stakeholders are those individuals or groups that can have an impact on the implementation of a preventative psychological services program in the agency and those individuals who will be impacted by the creation of such a program.  It is also important to recognize snail darters, a term which is often used to describe individuals or events that can be unexpected obstacles to the desired objectives.  


Certainly the Visalia Police Department, as an independent organization, is a primary stakeholder in the implementation of a preventative psychological services program.  Each department will be responsible for committing their full attention to the program’s transition for it to be successful.  Within the agencies, the police chief and management team are extremely important to the program along with the city manager and members of city council.  Additional stakeholders are the employee bargaining units or labor unions.  It is imperative that strong communication exists between the program facilitators, management, city personnel, and labor union representatives.


Certainly the citizens of various agencies are important stakeholders.  Part of the program’s success will depend on the continued high level of service that the community and citizens are accustomed to.  If the implementation of a preventative psychological services program within an agency diminishes the level of service, which the community currently enjoys, the program is destined for failure.  


Strategic planning is a technique designed to improve the quality of organizational performance by anticipating the issues that will impact the organization.  No organization operates in a vacuum or in a status quo atmosphere.  Organizations that anticipate future issues and plan for them have a better chance of managing tough times but also for avoiding them.


Policing is changing.  By examining the internal and external influences affecting the organization, alternative means of meeting the future can be developed to optimize the desired future and minimize an undesirable one.  Utilizing anticipated trends and events that may affect organizational health and service delivery permits managers to make more reasoned judgments about the future.


The plan to implement preventive psychological services will use the optimistic scenario as a point of departure in creating and guiding preventive psychological services that have a high likely hood of implementation and success.

Organizational Assessment


For the sake of clarity, in creating a strategic plan, it is important to understand the nature of the organization the plan is intended to serve.  For illustrative purposes, Visalia, California was used as a basis for planning.  Visalia has a population of 100,000 people and is located in the Central San Joaquin Valley.


Over the last 15 years, the city has experienced substantial growth and continues to grow at a steady pace.  Growth has brought about increased congestion and traffic problems, crowded schools, financial crisis, and rapidly rising property values.


In Visalia, 114 sworn officers and 85 civilian employees staff the police department.  The police department is committed to the philosophy of community policing and is very much involved in the community.  The department enjoys a good public image and is supported by the community.  This is largely due to the innovative programs designed to reach youth and provide support for families through collaborative efforts with other agencies and non-profit groups.


Preventive psychological services, if used at all, are often reserved for correcting poor performance or addressing wellness issues after the fact rather than intervening at the earliest possible moment.  Agencies located within the central San Joaquin Valley have limited psychological services if at all.


One of the hardest things for any organization to due is gauge the level of its own performance.  There is ample literature on the police mindset when it comes to outside input and evaluation.  For those reasons and many others, preventive psychological services and measuring the impacts presents a challenge.  In order to develop such a program, it is necessary to gauge the existing characteristics of the organization.  In this project, the strengths and weaknesses of the organization and their impact need to be identified, as well as collateral opportunities for the agency, and the threats that may engender negative outcomes.  A “SWOT” (Strengths, Weaknesses, Opportunities and Threats) analysis model was employed to surface these elements.  SWOT analysis is a process in which organizational strengths and weaknesses are considered with environmental opportunities and threats in the context of sociological, technological, environmental, economic, and political (STEEP) factors.  Another critical component of a SWOT analysis is identifying all the stakeholders for the circumstances, increasing the opportunity for complete analysis of the situation and the formation of a sound strategic plan.

Strengths

· Officers generally want to be recognized for working in a good organization.

· The agency wants respect from all of their stakeholders.

· The agency is concerned for the wellness of their employees.

· Department managers are aware of and concerned about employee wellness.

· The agency’s stature among fellow professionals is refined by visible changes in the behavior of the organization.

Weaknesses

· Many officers associate psychological services with internal affairs and may be reluctant to provide input, thinking it will result in discipline or negative consequences of some sort.

· Shrinking agency budgets and limited resources hinder ability to develop a sense of urgency.

· Officers feel that police work is about catching the bad guys and that the future will be just like the past.

· Potential employee division over use of resources.

· Managers may feel an encroachment on their right to run their unit.

Opportunities

· City management and Council want improved performance.

· Public supports local law enforcement.

Threats

· State economy and budget deficit reduces funding for local resources.

· A poor understanding of the intent of the program may cause a lack of community support.

· City management may not support the agency, believing that objectivity would always be in question.

· Local leaders and public are not aware of employee wellness issues.

Alternative Strategies

After looking at strengths, weaknesses, opportunities, and threats, the next course of action is to develop alternative strategies to implement Preventive Psychological Services for a medium-sized California law enforcement agency, such as the Visalia Police Department, by 2008.

Preventive psychological services, if used at all, are often reserved for correcting poor performance or addressing wellness issues after the fact rather than intervening at the earliest possible moment.  Agencies located within the central San Joaquin Valley have limited preventive psychological services if at all.  

The first option is to do nothing: Continue to focus on day-to-day operations and address issues from a reactive position as they present themselves.

The second option is to implement a peer support group or peer support officers. A management level employee is designated as the agency Preventative Psychological Services Manager, and reports directly to the Chief of Police. The peer support group comprised of an individual from each department within the organization would be charged with analyzing the current state of the organization. Determining the nature of improvements and recommending time-lines and actions for the implementation of those improvements. Regular meetings would be held to discuss progress, review operations, and make additional remedial recommendations. The strengths and weaknesses of Strategy Two are also noted:

Strengths

· By reporting directly to the Chief, the support group is independent

· Formalizes agency intent with regard to improving performance

· Corrects existing issues to prevent a decline in performance

· Generates respect for the agency by showing a willingness to spend budget funds for preventive approaches to improvement

· Increases agency professionalism and commitment in the eyes of employees

Weaknesses

· Has cost to implement. Utilizing existing staff will impact budget funds

· The peer group may not be taken seriously if group members have low credibility within the organization

· Raises expectations of agency performance and places pressure on the agency to implement recommendations

· Employees may question true intent of the support group

The third option is to hire a mental health professional and assign the task of designing an implementing a program for the agency. The mental health professional should be trained in victimology. The mental health professional would report directly to the Chief of Police. The mental health professional would be charged with analyzing the current state of organization and determine the nature of improvements and recommendations.  Strategies for improvement could include one-on-one leaderless group exercises, and a stress management segment during field training for new hires.  The use of a peer support group could also be a strategy utilized in this model as described in strategy two. The strengths and weaknesses of Strategy Three are also noted:

Strengths

· Mental health professional adds credibility to intent and outcome

· Formalizes agency intent with regard to improving performance and addressing employee wellness

· By reporting directly to the Chief, the mental health professional is independent

· Corrects existing issues to prevent a decline in performance

Weaknesses

· Has higher cost to implement. Hiring a professional will impact budget funds

· Employees may believe a nexus exists with Internal Affairs

· Improving organizational performance could be viewed as only a reactive behavior.

· Increases agency professionalism and commitment in the eyes of employees

In considering these three options, it is important to compare them against the objective of the strategic plan. For example the first strategy will do nothing to improve on organizational performance and address employee wellness. By maintaining the status quo, the first option enables the organization to continue to respond to calls for service and react to internal and employee issues as they arise.

In the second option, the Chief of Police supports the concept however, this only involve individuals from within the organization. This would require the training of individuals and possibility the lateral reassignment of previously assigned responsibilities to more evenly distribute workloads. This strategy does not come without a cost and will have an impact on budget funds. The benefits do outweigh the cost and creates a healthier and more productive organization.

The third option is the most desirable option in meeting the objectives of the strategic plan. Although initial costs may be higher, they are offset by the long-term benefits associated with preventive psychological services. In much the same way that the agency subscribes to basic tactical considerations when handling calls for service, preventive psychological services are institutionalized and made part of the daily experience. Over time, agency employees would observe preventive psychological services in progress, agency members could serve as a member of the peer support group, and agency functions would be subject to relatively the same measurement, comparison, and analysis. Recommendations made would shape the character and performance of the agency while addressing employee wellness.

Once preventive psychological services becomes part of the agency’s culture and tangible, positive results come from the recommendations, the agency will be viewed by the employees and public as confident enough to examine assumptions about performance and employee wellness to make changes that result in better outcomes for all stakeholders. This should result in elevated levels of analysis during management meetings and an increased willingness on the part of the department to examine the mission of the department and how to best reach it.

This chapter presented the need for a strategic plan and explored the internal and external factors that will likely influence the plan. It also identifies the stakeholders and gave three options for development of a strategic plan. Based on the assessment of the three plans, the next chapter will explore transition management and how to take a strategy and convert it into a functional plan of action.  

Chapter Four

Transition Management

Change efforts within organizations often fail for a number of reasons. Among them is the failure to adequately prepare the organization for the change. Transition management is the vehicle for organizational change. As historically conservative organizations, police departments approach change skeptically and with reservation. Earlier chapters document the need for preventive psychological services for medium-sized California law enforcement agencies. A transition plan can make the experience less painful and facilitate successful implementation.

Establishing a Sense of Urgency

There is little doubt that law enforcement agencies need to establish preventive psychological services. The history of the industry and the more recent misconduct scandals point to an industry that must seek all available means to address performance and employee wellness and create new directions. Initiatives in Community Oriented Policing and other police/public ventures have shown that the police can benefit from adopting non-traditional protocols and that there are many elements of the non-police world that have immediate relevance. A transition plan needs to be developed to provide a comprehensive plan of action.

Commitment Planning

Commitment planning is a methodology to identify those key people who will play a significant part in the change. It organizes information gathered through the stakeholder process to provide strategic direction. Commitment planning is what the name implies: what level of commitment will the stakeholder have and how will these levels of commitment interact with each other to assist with the change or impede it? Critical mass analysis is an important part of the planning process.


Critical mass analysis deals with those people or entities that are essential in the change. A critical mass chart is a visual means of contrasting and comparing the players in the implementation of preventive psychological services.

Commitment Chart

	Key Players
	Block Change
	Let Change Happen
	Help Change Happen
	Make Change Happen

	Police Chief
	
	X 
	
	O

	Police Management and Supervisors
	
	X
	
	O

	Police Officer’s Association
	X
	
	 O
	

	City Manager
	
	X
	O
	

	City Council
	
	X
	O
	

	Citizens
	
	X
	O
	

	City Personnel
	
	X
	
	O


The commitment chart provides the reader with an overview of the current position each member is expected to take in the transition plan and what the desired position should be. The chart uses the symbols X and O to denote the current positions and arrows to show the direction desired for the transition to happen in its most effective way.

Creating the Guiding Coalition

A transition team should be formed with the mental health professional as the administrative leader. The mental health professional must have the motivation, energy, and people skills necessary to make it happen. The Chief of Police needs to develop a sense of urgency and convince the city manager of the need to support this effort. The city manager is pivotal to the success of the strategic plan because of his ability to block implementation. Other associated members of the internal and external environment should be supportive, but the research and implementation needs to be done by the mental health professional and a committed group of individuals who possess the organizational background and current management knowledge. The mental health professional would possess the most current knowledge of critical industry issues.  A team of internal stakeholders should be formed to examine available resources and make a recommendation on standards, feedback mechanisms, and operating procedure. The transition team’s progress should be publicized and kept before the organization at all times. Transition implies developing new competencies. The agency can take the transition period as an opportunity to plant the seeds of preventive psychological services as a fundamental part of the agency’s operations.

Responsibility Chart

The responsibility chart is a mechanism designed to identify and clarify role responsibilities in implementing preventive psychological services. Through this chart, those who have a stake in the process and whose actions are essential for its success, have direction for their actions. Each decision that is required for successful implementation is charted and the person or group responsible for it is identified. It allows everybody to see the bib picture and where he or she fit in. The following table represents the responsibility chart for transitioning to preventive psychological services:

	Actions
	Actors



	
	City Manager
	City Council
	Police Chief
	Police Managers
	Police Officer’s Association
	City Personnel

	Initiate Program
	A
	I
	R
	I
	I
	S

	Select Mental Health Professional
	S
	I


	A
	S
	I
	I

	Set Intent
	A
	I
	R
	R
	I
	S

	Create Policy
	A
	I
	A
	R
	I
	S

	Implement Program
	A
	I
	A
	S
	I
	S

	Measure Results
	S
	I
	S
	R
	I
	S

	                        R = Responsibility                                         S = Support

                        A = Approval                                                 I = Inform


Even if a change is well intended and beneficial to the short-term and long-term needs of the organization, there are consistent elements that cause change efforts to fail. Transition management needs to recognize that preventive psychological services may challenge traditional and longstanding industry cultural. Improving performance and addressing employee wellness may mean changing accepted organizational values. Changes, especially those that can come from preventive psychological services, can be perceived as challenging organizational and individual identity. The Chief must lead the change and manage the context if preventive psychological services hope to impact performance and employee wellness. 

Funding and Budgetary Implications

The competition for funding among various governmental organizations is often very competitive. This is where critical choices will have to be made. The onset of the new preventive psychological services requires a skillful leader, able to determine and manage priorities. Preventive psychological services comes with a cost and funding will require justification and some programs and services will suffer or be eliminated in to provide sufficient funding. It will be essential to the success of the transition for all others who have a role or influence to actively support and provide information needed to educate the ultimate decision makers.

Developing a Vision and Strategy

Preventive psychological services are about the future of the agency. In order to get to the future, a compelling description of what the future will be like is necessary. What will the place look like? How will I feel about our reputation?  What will the relationships be like within the agency: What will people say about us? This, by its nature, also includes accurate assumptions about the present state of the organization.

Many people, including the public and city government, assume that agency management is aware of current managerial trends and developments. This includes organizational and individual wellness, performance, agency moral, and best practices. It would be more accurate to say that police agencies see themselves as distinct entities that aren’t required to engage in the type of analysis. In truth, discretion given agencies and the lag time that often exists between performance and employee wellness issues results in outcomes that also make the assumption questionable. Preventive psychological services if used at all, are often reserved for correcting poor performance or addressing wellness issues after the fact rather than intervening at the earliest possible moment.

It is important that the vision paints a clear picture of the present and explains the many benefits associated with preventive psychological services.

Communicating the Change Vision

Preventive psychological services must be viewed as the property of the key players. Because it can, just by its presence, exert pressure and stress on the organization, it has to be sold and its outcomes publicized if possible. This means allowing access to non-sensitive results. Every level of the responsibility within the city organization should be communicating to all other stakeholders the urgency for implementation as well as expectations for their involvement in the process. Additionally, the coalition should model expected behaviors and demonstrate support for the program. Sharing outcomes with concerned parties inside and outside the organization builds support for the program. Internal stakeholders have to see results and benefits. Outside agencies can be helpful by acknowledging the nexus between the agency’s results and their own issues.

Empowering Broad-Based Action

Empowering broad-based action begins when the current objectives of the coalition are passed along to the lowest levels of the organization. The ideas and concepts generated will enhance the success of the program, allowing different perspectives and ideas to participate in meeting program objectives. It is important to encourage risk taking and the development of nontraditional ideas and actions. It must be made clear that the only way to measure the success of preventive psychological services is the change in performance and employee wellness. This often is not complex nor does it require a great deal of time and resources. There are those who would be obstacles to the efforts underway and leadership needs to be strong enabling the process to continue without losing momentum of the transition.

Generating Short-Term Wins

In order to measure the impact of preventive psychological services, it is necessary to develop feedback mechanisms and a means to monitor the outcomes. Since the objects of preventive psychological services is to improve performance and employee wellness, a flexible approach that uses objective measurements and subjective feedback should be adopted. The objective measurements may include changes in productivity, sick time, personnel complaints, employee retention, and negative media coverage.

Consolidating Gains and Producing More Change

As implementation of the strategic plan moves forward, it is important to consolidate gains and assess progress. An important feedback mechanism is the relationship the mental health professional has with the Chief of Police. The mental health professional must have agency credibility and feel free to report a lack of cooperation or any other issues that may arise. Employee surveys are also an important dimension in measuring results. A survey of employees can be done to identify areas that may need to be revisited and or modified. A survey will also provide thoughts about the current work environment, the degree to which they feel a part of the change, and their suggestions for improvement.

In order for preventive psychological services to work effectively, the results must be shared if they are not of a sensitive nature.  Sharing these results can be accomplished through unit briefings, numbered memos, and training bulletins.  Preventive psychological services are intended to improve the agency. Like all other agency functions, it too can be improved if there is a need based on feedback from affected parties. The more adept the organization becomes to managing change, the more successful it will be.

Anchoring New Approaches in the Culture

Anchoring new approaches in the culture is the responsibility of the guiding coalition. This is accomplished through recognition and focus on those who are turning the vision into reality.

This chapter has taken the strategic plan from Chapter Three and developed a transition plan, which can be put into action. The transition plan created a process of creating change and identified issues and obstacles to overcome. The following chapter will summarize and conclude with final recommendations for action.

Chapter Five

Conclusions and Recommendations

Stress, and the disorders associated with it, both physical and mental, extracts a heavy toll on law enforcement in this country.   Marital problems, alcohol and drug abuse, and troubled relationships with family and loved ones are the results of the almost-constant stress encountered by peace officers.  However, it is not just the personal or individual stress that officers encounter.  The pressures of law enforcement work, the attitude of the general public, the criminal justice system, and the organization within which the officer works all contribute to a pressure-cooker type work environment.  This takes a heavy toll on those whose job it is to protect and to serve.

By examining the five distinct categories of stress, the many different variables that play a role in the typical police officer's life have been catalogued.  With the decrease in camaraderie once so common amongst officers, many are now on their own, isolated from their families and their friends outside the department.  That makes them unable to communicate with those within the department who might understand, empathize and offer guidance.  

Generations X and Y are entering the workplace, bringing with them new ideas and concepts about what a job should mean and what society's expectations should be of them.  The increase in cultural and ethnic diversification, and the acceptance of gays into the force has done much to increase the sensitivity of law enforcement in general to issues involving race, culture and gender.  But the rise of political correctness has had a deleterious effect on the life of many officers.  Regardless of their own race, ethnicity or gender preferences, when faced with the reality that a simple comment taken out of context could cost them their careers, their livelihood and potentially, their lives.  

This discussion has examined the role conflict of an officer torn between being an enforcer and a mentor.  In a profession once seen as secure, officers are now concerned about pink slips brought on by budgetary cuts.  The rise of community policing has brought new ideas and concepts to the job and the workplace, many for which police officers are inadequately trained or prepared to integrate.

Measuring what we do and comparing what we do to a standard is a commonly understood behavior.  It is part of our collective consciousness.  Law enforcement has the opportunity to initiate internal measurements that provide feedback on how a department is doing according to basic industry standards.  It is also the opportunity to expand the idea of industry standards by introducing concepts and comparative behavior from outside the scope of law enforcement.  Agencies that implement preventive psychological services have the opportunity to make their environment adaptable where it needs to be and rigid where it must be.  Employees will develop a sense of risk taking that is not about physical behavior, but about risking to conceive of better ways to deliver service and prevent personal problems that leave scars on the individual and the agency.  

Very often stress in an organization is a result of the difference between the stated values of the organization and the organizational values; the greater the difference, the greater the stress.  Implementing and supporting preventive psychological services permits employees to participate in agency improvement at the ground level.  It generates ideas and recommendations from cross sections of the department.  It asks employees to validate the existing standards or create new ones.  Ownership and pride in the organizations future is fostered by continual appraisal of existing structures.

Law enforcement is the most visible and accessible component of government.  It is also reasonable that the public demand for the highest standards in law enforcement will increase.  Preventive psychological services are a means of focusing organizational energy and resources on improving employee performance and employee wellness.  If law enforcement desires recognition as a major force in creating the future in the community, that recognition will be based on how well it meets the changing environment.  That recognition will increase if law enforcement can demonstrate that it has the ability and the desire to expand its approach.  

Implementing preventive psychological services will present difficulties for any department.  Some of the obstacles have been discussed at length in this paper, but the offset in terms of cost, improved morale, improved public trust, and improved professionalism greatly outweighs the presumed difficulties.  Preventive psychological services ultimately does two things of importance: it educates the agency and improves the overall health of the organization and its employees.  Preventive psychological services should improve agency performance by constantly redefining performance in terms of the relationship law enforcement has with the community.  In much the same manner that exercise has immediate and long-term impacts on the body, preventive psychological services strengthen the existing structure and causes growth where needed.

A sound preventative psychological program should include at least three phases:

(1) Analysis, where a determination is made for a need for change, based on an examination of job descriptions, supervisory strength and compensation structures; (2) Application, with the establishment of high professional standards, a performance-based reward system, performance appraisals featuring constructive behavior-based feedback, increased in-service training in communication skills, problem solving, conflict resolution, supervisory skills, recognizing stress-inducing practices and events, and training in critical incident stress management.  

In accomplishing this task, it is essential to have all the important people aboard: that means the whole department.  From the chief and administrators to the beat cop, everyone plays a role in the success of this program.  Implementing preventive psychological services will present difficulties for any department.  Some of the obstacles have been discussed at length in this paper, but the offset in terms of cost, improved morale, improved public trust, and improved professionalism greatly outweighs the presumed difficulties.  Preventive psychological services ultimately does two things of importance: it educates the agency and improves the overall health of the organization and its employees.  Preventive psychological services should improve agency performance by constantly redefining performance in terms of the relationship law enforcement has with the community.  In much the same manner that exercise has immediate and long-term impacts on the body, preventive psychological services strengthen the existing structure and causes growth where needed.  Officers face myriad problems, but with more effective stress-management and stress-reduction programs in deployment, the officers of the future will find themselves better equipped emotionally to deal with the rigors of their chosen professions.

Appendix I

Potential Trends Identified by NGT Panel

1. Cyclical trends in crime rate

2. Education level of employees

3. Economic level of employees

4. Life experience of employees 

5. Updated educational system (i.e., POST, Police Academy)

6. Pre-employment psychological process

7. Medical advancements

8. Media influences 

9. Technological advancements

10. Level of increase in younger offenders and female offenders

11. Society’s scrutiny of law enforcement officers

12. Frequency of outrageous crimes

13. Community Oriented Policing impact

14. Heightened awareness of all types of calls/responses

15. Fear of unknown: What’s next and are we prepared?

16. Expectations of ethical police performance

17. Frustration from judicial inadequacies

18. More confrontational suspects with 3 Strikes (fight vs. flight)

19. Level of diversity

20. Police corruption

21. Level of organizational pressure

22.  Demand for external controls on the police department

Appendix II

Potential Events Identified by NGT Panel

1. Outrageous crime occurs in Visalia

2. Another local officer killed in line of duty

3. Media coverage will report police abuse or excessive force

4. Change in Visalia Police Department leadership

5. Internal/external lawsuit occurs

6. Officers need to learn new technology

7. Officers need to accept additional responsibilities

8. Major decline in police department funding (budget, services)

9. Officer receives disciplinary action

10.  Federal law requires that officers pay punitive damages

11. State law requires a police/citizen review board
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