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ABSTRACT
THE FIRST LINE SUPERVISOR’S PERSPECTIVE

OF COMMUNITY POLICING:
A PARTICIPANT OBSERVATION STUDY

By

Andrew James George

A safe environment is a public concern, and in the last
quarter century, the public had 1little input on how the
criminal justice system addressed safety. Police, 1in
particular, realize in today’s society that crime reduction
and maintaining order can not be accomplished by any one
group. Therefore, many police departments are asking
community members for their cooperation and support as they
change their policing style from the traditional "reactive"
approach to a proactive, community partnership, a?proach.

Strong law enforcement attitudes and lack of patience
within police organizations may make this a difficult
transition. This study focused on the major responsibilities
and leadership changes necessary for successfully implementing
community policing. This twenty month study revealed several
new tasks and skills required of a first line community
policing supervisor. The major finding however, demonstrated
that implementing community policing at a three hundred and
fifty person police department is a possible and practical

undertaking.
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INTRODUCTION

Prior Policing Management Styles

Over the past generation, police work has increasingly
focused on finding and adopting efficient means of fighting
crime. Approaches to police work have continually been
altered with the utilization of new technologies, recognition
of new crime problems, and the continual political focus on
Law enforcement. The police approach to addressing its
responsibility for fighting crime is drastically changing as
police departments across the world begin to explore community
policing.

This paper will address how implementation of community
policing will require police agencies to change their way of
thinking about performance and leadership. But more
importantly, it will focus on the new styles and ideas about
human understanding, which are viewed as necessary
requirements for today’s successful police supervisor. Middle
management and first-line supervisors need to understand the
community policing philosophy and its required alternative
style of leadership. Community policing requires supervisors
to be the "coaches" and‘"teachers" for the reinforcement and

the implementation of problem-solving and community involved
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efforts (Couper, 1988). These efforts should focus toward
results.

Historically, the focus of police organizations was on
technologies which improved response times for reported crime,
and other reactive crime fighting efforts, often failing to
involve community members. The police organizations’
management philosophy and leadership style generally reflected
a rigid centralized structure which encouraged an
authoritarian leadership style.

With community policing, police officers require
continuous, sustained contact with the law-abiding people in
the community. The police serve as the catalyst in
challenging people to accept their share of the
responsibility for solving their own individual problems, as
well as, their share of the responsibility for the overall
quality of 1life in the community (Trojanowicz and
Bucqueroux, 1990). In order for police departments to
effectively make this change, leadership styles, especially
first line supervisors leadership styles, must acknowledge
the importance of community support and understand the purpose
of organizing community building activities.

Police departments’ administration must recognize the
importance of the first line supervisor and the role these
officers play in the successful implementation of community
policing. The most likely candidate to facilitate this change

and lead officers into the future 1is the first 1line
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supervisor. In part, because they are the managers and
leaders which have the most direct contact with the 1line
officers. With proper leadership, personnel should begin to
understand why there is a need for change, and how they can

best facilitate this alteration in police practices.

Employment of Qualitative Research Methods

The purpose of this research was to provide information
about the first line supervisors’ leadership styles, job
tasks, and identify the requisite skills. Using a systematic
procedure of categorizing actual incidents facing a first line
supervisor, this study will present these perceptions, and
consider how to "make sense" out of the daily events (Berg,
1989). Being a front line supervisor in a department which
was implementing community policing provided the unique
research opportunity of being able to observe, document, and
conceptualize the many roles, tasks, difficulties and rewards
of this position. This study presents the results of that
experience.

Since very few police departments across the nation are
creating full time community policing first line supervisory
positions, conducting quantitative research on this subject
would probably fail to gather enough cases to permit for
statistically significant results. Fortunately, the
flexibility of a qualitative research approach permits the

innovative data-collecting and analytical strategy required
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for this project (Berg, 1989). Furthermore, " (f)ield research
offers the advantage of probing the social life in its natural
habitat. Although some things can be studied adequately in
questionnaires or in the laboratory, others cannot. Direct
observation in the field 1lets you observe subtle
communications and other events that might not be anticipated
or measured otherwise" (Babbie, 1989 p.264). Schatzman and
Strauss (1973) added, " (t)he researcher must get close to the
people whom he studies; he understands that their actions are
best comprehended when observed on the spot--in the natural,
ongoing environment where they live and work" (p. 5).

This research did not follow the structure of using
interviews, or questionnaires, to have people tell what they
do, or why they do it. Schatzman and Straus (1973) found that
"the field researcher may not come to see social relations as
structures that ’‘perform’ a limited number of functions, nor
as structures which change from time to time, but as processes
which from time to time may be dealt with as structures which
will exhibit a multitude of consequences" (p. 6).

The field researcher sees any method of inquiry as

a system of strategies and operations designed-at

anytime-for getting answers to certain questions

about events which interest him. The field
researcher views the substance or reality of his
field in creative emergent terms: it is neither
fixed nor finite, nor independent of human
conception and subsequent redefinition; therefore,

it is not "all there", needing only to be located,

measured and then rendered as "findings". He

assumes reality to be infinitely complex-certainly
more complex than any current rendering of it-and

that he as an observer holds the key to an
infinitely varied relation with the objects of his
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inquiry. Therefore, the researcher’s developed
understanding of this object is not necessarily or
merely "true" or "untrue"; rather it is to be
evaluated according to its usefulness in furthering
ideas about this class of objects and according to
whether the understanding is grounded in data

(Schatzman and Strauss, 1973 p.7).

As an observer of human events, changes in officers’
behavior were documented while community policing was being
implemented. To capture discoveries of the situation, logical
categories of events were developed which were recorded in a
manner which would adequately allow representation of the
observed events. The number of categorical instruments
initially used for this research increased over time because
of the multitude of unexpected discoveries. To say the field
researcher creates his method as he works may seem unbecoming
yet, the method which emerges from operations, strategic
decisions, and instrumental actions go on throughout the
entire research process (Schatzman and Strauss, 1973).

The method for making observations, or in other words
the focus of this qualitative field research, was that of a
participant observer within a community policing unit. Data
collection began in the first of December, 1990 and concluded
in the middle of July 1992.

Gold (1969) described the participant observer as:

(t)he true identity and purpose of the complete

participant in field research are not known to those

whom he observes. He interacts with them as
naturally as possible in whatever areas of their
living interest him, and are acceptable to him in

situations in which he can play or learn to play
requisite day-to-day roles successfully (p.33).
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The observer in this study was a participant in studying
the first 1line supervisor’s role in community policing.
Acting as the participant, the role that most people saw was
that of a participant, not that of a researcher. Being
assigned as the sergeant of a newly created community policing
unit allowed the researcher to "live the role" of participant-
-which, of course, affected the social process studied. The
unit began with three officers (subjects) and then grew to ten
over the course of the research period. This study not only
examined the role and impact which the first line supervisor
had on the assigned officers, but also the community policing
unit’s affect on the entire three hundred and fifty person
police department.

Every incident described in this study occurred in the
researcher’s presence and was subject to those biases
described in Chapter III. The recording of interviews,
community events, court cases, police command meetings,
neighborhood meetings, and the continual seeking of
information about daily activities were captured with "at
work" notes. Then at the end of each day this information
was entered into a personal computer under the appropriate
research categories, allowing the researcher to evaluate,
revaluate and re-categorize impressions, attitudes, and
behaviors as they related to the first line supervisor’s
perspective. The qualitative data yielded through the

observations for this study are not easily reduced to numbers
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but instead give a comprehensive perspective (Babbie, 1989).

The ethical issue of the researcher being a participant,
and not informing those observed, was not done for the purpose
of deception, "(r)ather in the belief that the data would be
more valid and reliable, because the subjects would be more
natural and honest if they did not know the researcher was
using them as a research project" (Babbie, 1989). In this
qualitative study the subjects were known to the researcher
but during reporting, an active attempt was made to grant all

subjects autonomy.

Ooutline of Chapters

Chapter One provides a detailed literature review. 1In
this review, an explanation of the traditional, authoritarian
style of management and how it is reflective of the
transactional 1leadership approach is presented. Then the
review explains the human relations, participatory management
styles and how they are reflective of transforming leadership
styles. The importance of creating and maintaining the proper
leadership styles when implementing community policing is then
explained.

Chapter Two is an explanation of the research methods
used in this study. Since the method used in this study to
collect information, was that of a participant observer, to
prevent the researcher from being victimized by his own

biases, forgetfulness, error, and other threats to his



8

objectivity and accuracy, the instrumental controls used are
also described in this chapter. Besides the descriptive
methods used to enhance the reliability and validity, of the
measures used in this study, Chapter Two also includes a
description of the research site and the study population.

Chapter Three provides an interpretation of the collected
data and Chapter Four summarizes the study. Finally, in the
final chapter of this study, the researcher’s recommendations
about the implementation of community policing is presented,

as well as, thoughts about the future.



CHAPTER 1

LITERATURE REVIEW

Problem Statement

Today'’s police manager is confronted with the challenge
of maintaining organizational effectiveness while dealing
with increasing demands for service and stable or often
declining budgets (Levine, 1985). The problems of fiscal
stress and increased public scrutiny of police organizations
can create, or increase, friction between management,
line-officers, and the public. This friction may affect the
attitudes and standards of behavior of those in the police
profession. Therefore, progressive police managers are
shifting from the traditional reactive 1law enforcement
managerial style to a more community-oriented, human
relations style. This nontraditional human relations style
requires managers to be more creative and to develop
strategies which provide the most effective service. A
community policing organizational philosophy demands
changing departments from a tightly controlled, centralized
hierarchy into a much flatter, decentralized organization
(McElroy, 1992). As the community policing philosophy

gains acceptance in progressive police departments, police
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work and police supervisors will no longer survive under the
old belief that numbers will prove quality service and worth.
Specialization and efficient technological advancements for
police agencies often failed to address their most effective
resource--people.

As police organizations began their professionalization
movement they generally made attempts at becoming more
efficient. Moore, Trojanowicz and Kelling (1988) stated,
(t)he core mission of the police is to control crime. The
traditional approach taken by police has focused on reducing
crime through the arrests of criminals (Webber, 1991). Lee
Brown (1991) also added, "police departments historically have
judged their effectiveness in dealing with crime by viewing
arrest numbers and are very good at that" (p. 120). As crime
increased, the police sought more resources, predicting more
resources would produce more arrests. Judging by the numbers,
the police often thought they were doing a good job of making
the streets safer. After years of operating this way, police
departments are beginning to understand that nothing could be
farther from the truth.

Reactive tactics may have done some good, but police were
finding out that they often were only efficiently arresting
the same people again and again. "The police became
increasingly isolated and police-community relations suffered.
To many people, especially racial minorities, the police

seemed like an alien occupying army" (Walker, 1983: 13). The
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police failed to develop the sorts of relation- ships with
citizens which would require officers to listen. Officers
generally failed to make themselves accessible to the good
citizens. Without easy access to the officers, citizens had
difficultly explaining minor neighborhood problems and/or
providing the officers with information. "A generation of
police officers were raised with the idea that they merely
enforced the law" (Moore and Kelling, 1988, p. 1). Police
organizations were driven by calls for service, reacting to
incidents (Brown, 1989). Their training was designed for this
and their supervisors generally judged them on how many
arrests and tickets (and the resultant revenue) each officer
produced. This mentality was "production driven" with
officers focusing on the criminal element. This enforcement
philosophy had managers focusing on internal controls with an
emphasis on allocating and using resources for productivity
rather than service (Moore and Stephens, 1991).

With the traditional, centralized approach managers
apparently had better control of officers as police
departments’ structure became a system of rules enforced by
close supervision (Kelling and Moore, 1988). “Close
supervision would mean; a limited span of control and the
flow of instructions and information (communication) downward
in the organization, establishment of elaborate record-
keeping systems requiring addition layers of middle managers,

and coordination of activities between various production
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units (e.g., patrol and detectives), which also required
middle managers" (Kelling and Moore, 1988, p. 8).

Professionalization of the police redefined the role of
the citizen. Citizens were asked to place their confidence
in the police professionals for managing the publics’ physical
and social problems. Physicians would care for health
problems, dentists for dental problems, teachers for
educational problems, social workers for social adjustment
problems, and police for crime control services (Kelling and
Moore, 1988). The proper role for citizens in crime control
was to be relatively passive recipients of professional crime
control services.

Police organizations attempted to set higher professional
standards yet as the use of patrol cars became common their
inaccessibility to the community created problems between them
and the community (Carter and Sapp, 1989). Simultaneously,
similar internal problems were occurring. The emphasis was
on hiring college educated, creative, self-motivated police
officers to further efforts of establishing professionalized
police departments. Yet, the police command structure often
maintained close supervisory command over the officers, often

negating their creativity (Carter and Sapp, 1989).
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Traditional Theory/Transactional Leadership

Traditional management theory centers on the use of
power. Management’s role was to structure and exercise
authority. With this type of traditional leadership the
police organizational structure was manipulated to ensure
control over decision-making.

Historically, structures were highly centralized,

the work tasks were specialized into functional

units, and discipline, dogma, and fear were used to

ensure the compliance of workers. A rigiqd,
hierarchical chain of command was the norm, and
authority and communications emanated from the top.

In turn, these inflexible organizations largely

reflected a stable, relatively unchanging

environment (Perrow 1986, p. 15).

As the environment began changing so did most
organizations and businesses. The police organizations
however, seem to be much slower to change.

Perrow (1986) defined the Traditional Management Theory
as, "(a) bureaucratic theory which accepts power differences
as an inherent element of organized society and allows us to
see how power operates through structural devices such as
specialization, formalization, centralization, and hierarchy"
(p.230). Police organizations often shared this same view.
When problems were identified police managers normal reaction
was to create a new unit of specialized officers who could
address the problem. Many times several specialized units
existed within police departments and the units began

operating as separate entities instead of operating with a

team approach. Some other problems which resulted with the



14
establishment of specialized units and routine job tasks were
the 1lack of innovative change and coordination of work
efforts.

The police departments’ structure gradually came to
resemble a department of rules and procedures enforced by
close supervision. Lee Brown (1991) stated, "The
command-and-control culture of the police department doesn’t
treat officers as intelligent, creative, and trustworthy
people. It allows very little discretion. 1Its designed to
make sure that the officers don’t get into trouble, don’t
embarrass the department, and don’t get their supervisors into
trouble" (p.116).

Since the paramilitary model of supervision supposedly
limits discretion, communication is simultaneously limited
and behavior becomes much more predictable (Kelling, 1988).
When things go wrong, the supervisor can normally find
someone, other than herself/himself, to blame. 1In this type
of model, creativity is stifled, allowing employees to fall
into comfort zones of routinization. This model generalizes
managers as being transactional leaders, or in other words,
leaders who rely on reciprocal favors, benefits, etc. to
accomplish broader objectives.

With the traditional organizational philosophy mid-level
managers believed emphasis should be on productivity.
Therefore, police officers were encouraged to limit their

encounters with citizens (Trojanowicz and Bucqueroux, 1991).
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This was especially true if the call did not involve a crime
or an arrest. Traditionally, police officers dealt only with
incidents and were encouraged to "clear" from calls for
service as soon as possible. Officers who may have spent too
long on service calls, were often chastised by other officers
for acting like social workers. If supervisors were looking
for more production they often wused +the traditional
. transactional approach. This transactional leadership style
helped them maintain control over their subordinates

(Rainquet, 1992).

Human Relations Theory/Transforming Leadership

Traditional management theory began to draw criticism
for neglecting to consider the role of the employees and their
human problems. The human relations theory recognizes power
in organizations, and is concerned with its application.
Perrow (1986) stated, "(t)he role of leadership plays an
important function in the formulation of the human relations
theory". Perrow (1986) defines the human relations theory
as that which:

...at maximum recognizes the responsibility of

master with power and resources to use them wisely

and humanely; at minimum it recognizes the cost of

not doing so in terms of alienation and withdrawal

of effort by subordinates, and it argues that

masters will get more returns through humane

treatment and involving subordinates, in decisions

(p. 230).

Managers need to learn that by respecting employees, and

treating them as intelligent people, they will be much more
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inclined to reward the managers with improved work
performance. In general the logic is that good leadership
will lead to increased productivity on the part of employees.
"Good leadership is generally described as democratic rather
than authoritarian, employee-centered rather than production-
centered, concerned with human relations rather than with
bureaucratic rules" (Perrow, 1986, p.85). Therefore, in this
ever changing environment people seem to be changing their
view of the qualities in good leaders.

Furthermore, the human relations <tradition has

viewed managerial or supervisory behavior as

consisting primarily of leading workers and not of
making good decisions about such nonpersonal,
mundane factors as the market, technology,
competition, or organizational structure. But the
nonpersonal decisions appear to have far more affect

on productivity than decisions as how to lead

people (Perrow, 1986, p. 88).

The emphasis of the human relations theory then is not
on decisions which deal with the operations of police
departments but on the people within the police departments.
The human relations theory then would most likely not be
effectively practiced under an authoritarian leadership style.

The community policing philosophy requires a leadership
change from the transactional leader/traditional theory type
manager to the human relations/transforming leader. Burns
(1978) stated, (t)ransforming leadership is a better way to
lead than the simple transactional relationship. Burns (1978)

explained:

" (t)ransforming leadership, while more complex than
transactional leadership, is more potent. The
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transforming leader recognizes an existing need or

demand of a potential follower. But, beyond that,

the transforming leader looks for potential motives

in followers, seeks to satisfy higher needs and

engages the full person of the follower.....Woodrow

Wilson called for 1leaders who, by boldly

interpreting the nation’s conscience, could lift a

people out of their everyday selves. That people

can be lifted into their better selves is the secret

of transforming leadership (p.462)."

The problem-oriented community policing philosophy asks
officers to try solving the underlying cause of problems and
requires that their supervisors use a transforming leadership
style. Officers looking for what is causing problems and
police supervisors who are to trying to "1lift" employees into
their better selves is a community policing approach. Both
are often viewed by traditional standards as being outside the

norm of "real" police work.

Top Administrators

The professional movement has enabled police
organizations to become more efficient and now they need to
focus their efforts toward effectiveness. Top police managers
have been characterized as being: "unimaginative,
short-sighted, and crisis oriented, with little understanding
of the need to develop programs which ensure the
organization’s most costly resources =--its personnel-- are
properly motivated and utilized in a cost- effective manner"
(Pangano and Dintino, 1982, p.27). As competition for public

resources increases police departments are the subject of
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critical scrutiny.

The growing gap between demand for service, and scarce
resources, has forced many top police managers to rethink
their role as well as the role of their departments (Levine,
1985). The overwhelming danger is that, instead of admitting
change and risk-taking are necessary, many top administrators
are more comfortable maintaining old patterns of professional
efficiency. Kelling (1988) stated, "(a)s comfortable as old
tactics might feel, police must continue to experiment with
methods that have shown promise in order to improve police
effectiveness and efficiency" (p. 3).

Levine (1985) added, "the strategy necessary for
change requires: (1) a multi-year time frame, usually three
to five years; (2) a significant reallocation and
reconfiguration of resources; (3) substantial changes in
organizational structure and work force activity; and (4) a
comprehensive, as opposed to an ad hoc re-examination of the
organization’s problems, mission, and structure" (p.694).
The catalyst for this new management philosophy should start
at the top. While the idea has merit, and may be inevitable,
the manner in which the new dynamic, risk taking administrator
implements this new philosophy will influence organizational
success or failure (Couper,1983).

For organizations to move away from their current
autocratic-traditional arrangement, to a style of management

which managers and subordinates work together as equals,
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requires top administration to communicate: (1) why there is
a need for change, (2) the importance of every employee’s role
(sworn and civilian) for successful implementation of that
change and (3) most importantly the solicitation of employee

suggestions on how to implement change.

Participatory Management

Human relations theory leads to philosophies that foster
a more active involvement from lower level employees in the
decision making process. Making, decision making become more
decentralized. The premise of participatory management is
that productive ideas are equally distributed throughout
agencies and recognizing one another’s ideas complements the
human relations theory (Holzer, 1990). "Thus, in order to tap
those ideas, the top-down characteristics of bureaucracy must
be replaced by an equal relationship that draws as much of its
creative energy from the bottom and middle; that makes
innovation and risk-taking possible; and that gives labor and
middle management a major psychological stake in
organizational improvement" (Holzer, 1990, p.171).

Under traditional policing officers input was seldom
requested by management. Holzer (1990) provided the following
explanation of bureaucracy which appears to be synonymous of
the police bureaucracy. He stated, "(t)o often bureaucracy
is characterized by an overemphasis on formality, rules and

regulations, and security. It is epitomized by the
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sufficiency of mediocrity, the adage "don’t rock the boat,"
a stifling loss of independence, a misdirection of energies
to solving personal problems, or to abusing and discrediting
fellow employees" (p.172).

The leadership ability of the top police administrator
is the single most important ingredient in a good police
agency (Couper, 1983). Change can only occur if the leader
is up to the challenge, if not, then change is virtually
impossible. Proactive people often have visions and the top
police administrator can be no exception. Their vision must
be properly communicated to employees and the public with a
mission statement which no 1longer exclusively includes
crime control (Barker and Carter, 1991). It is important for
crime prevention, fear reduction, community involvement,
political concerns, and participatory management, to become
part of today’s police departments’ mission. Barker and
Carter (1991) noted, "a mission statement clearly indicates
managerial philosophy, as well as expectations of employees"
(p.-34). Appendix A includes Mission Statements from Lansing,
Michigan and Madison, Wisconsin police departments. Each
department has implemented community policing.

Those department’s mission statements indicate a drastic
change of the traditional internal and law enforcement focus.
It is a new way for police to see themselves and understand
their role in society. "The task facing the police Chief is

to change the fundamental culture of the organization®
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(Sparrow, 1988, p. 2). This change is especially difficult
in police organizations because of the influence of the police
culture. Trojanowicz suggests the police department no longer
function in a vacuum; its effectiveness depends on
broad-based support inside and outside the department.
Success in the new philosophy of community policing depends
on the involvement and interaction of the so-called Big
Five--the police, the citizens (individuals and groups),
political leaders, the communities’ public and private social
agencies, and the media (Trojanowicz, personal communication,

September 21, 1992).

The formal definition of community policing

A philosophy and not a specific tactic, Community
Policing is a proactive, decentralized approach
designed to reduce crime, disorder, and, by
extension, fear of crime, by intensely involving
the same officer in the same community on a
long-term basis, so that residents will develop the
trust to cooperate with police by providing
information and assistance to achieve those three
crucial goals. Community Policing employs a variety
of tactics, ranging from park-and-walk to foot
patrol, to immerse the officer in the community, to
encourage a two-way information flow, so that the
residents become the officers’s eyes and ears on
the streets, helping to set departmental priorities
and policies...improved police/community relations
is a welcome by-product of this approach, not its
primary goal (Trojanowicz and Bucqueroux, 1990).

Top administrators must set an example of the values and
behavior in this philosophy and (s)he must communicate it not
only internally but to those people who make up the "Big 5".

Prior to implementing this philosophy at the line-level, it
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becomes important to train middle management so they can
teach, coach, and train line officers the philosophy. Failure
to do so may create problems because the community policing
philosophy includes a new style of supervision and leadership.
Often times when community policing is implemented at the
line-level, without proper training of middle management, the
first line and middle managers think they are losing control
of their officers. The middle managers also need to
understand that officers’ will no longer be focusing their
efforts on reactive policing and producing numbers. Instead,
efforts will be directed toward community residents’ concerns,
making themselves accessible, and working to solve underlying
problems that often lead to crime. As police officers spend
free patrol time outside of their patrol vehicles their
sergeant’s responsibilities include, but are not limited to,
providing the officers guidance and direction so they use

their free patrol time as effectively as possible.

Middle Managers

Politicians claimed 1965 as a "New Era for Criminal
Justice" as President Johnson formally 1launched the
establishment of the President’s Commission of Law Enforcement
and Administration (LEAA). Recommendations for the actions
by the President’s Crime Commission to better shape and direct
the Criminal Justice System were very similar to what

Community Policing is doing today. Those recommendations
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included: (1) Crime Prevention, (2) Identifying individual
offenders, (3) Eliminate injustices, (4) Attract better
qualified people, (5) Continued research, (6) Increase
budgets, and (7) More community involvement (Bromley, Halsted
& Territo, 1989). A movement toward attracting better
qualified people and crime prevention started slow, but the
movement toward the other recommendations seem to have taken
nearly a generation of law enforcement officers to occur.

The majority of today’s police middle managers were most
likely hired as new officers in the late 60’s and early 70’s.
They worked hard to obtain their supervisory position and
power, and generally have been trained to supervise as they
were supervised (Couper, 1988). Most of those supervisors
were probably never taught the human relations theory.
Without wunderstanding the principles of management by
objectives (MBO), and the transforming leadership style, most
supervisors’ would fail to move awvay from the
authoritarian/transactional style of leadership.
Transactional supervision seemed self defeating for hiring
creative, motivated and highly educated employees because the
police philosophy often stayed militaristic and authoritarian
(Barker and Carter, 1991). The crisis of no longer being
capable of maintaining "status quo" in policing has top
administrators beginning to change departmental philosophies
and their major resisters are not line level employees, but

more often middle management (Sparrow, 1988).
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Progressive middle management is the key to re- enforcing
the organization’s new philosophy. However, prior to
obtaining this the Chief must get middle management on his/her
team. In order for middle managers to become effective change
agents they must first view change as a friend and look at it
as a challenge (Hitt, 1988). To assist in fostering their
behavior the top administrators need to communicate the
significant aspects of the change process and this begins with
a participatory management philosophy.

Problems may arise if attempts to alter one element of
the department are made without considering the full effects
of change on the entire department. True community policing
will somehow affect the entire organization so administrators
are cautioned about attempting implementation without
participatory management and department-wide communication.

Establishing a climate for change has the change agents
starting with themselves. "As they learn how to focus on
’'people problems’ they need to be taught how to deal with both
the logical and psychological aspects of change" (Hitt, 1988,
pP-24). By being open-minded and enthusiastic, managers will
have the ability to let go of old ideas and facilitate change
in others. A priority for middle managers is that they have
a complete understanding of the human relations management
theory and transforming leadership style. Middle managers
also should be reminded that they have meaningful input for
both those above and those below them on the hierarchial
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ladder. If they are not provided feedback as to the
importance of their role they often become roadblocks for
effective departmental operations. Sparrow (1988) stated,
" (m) iddle-ranking officers can continue to be a barrier to the
dissemination of the new values unless they too are made to
live by them. Middle- managers will have to learn that they
are no longer just one more level of supervision" (p. 4).
Barker and Carter (1991) stated, "the adoption of values will
provide a basis for making officers more conscientious
employees as well as serve as a basis for 1letting the
community Xknow the organization’s fundamental beliefs in
carrying out its responsibilities" (p.36).

Formal training of middle-management and their
involvement in departmental decision making will assist them
with understanding the public’s values, the agency’s fiscal
stress, and how they must change with the constantly changing
environment. Training will also teach them today’s
professionalism is a true commitment to people and how they
are treated - employees as consumers - and the belief that
their leadership can and does make a difference (Couper,
1988). Even though department-wide training of employees is
necessary to effectively implement the new philosophy a strong
emphasis should be made to start with middle management.

Through proper training and a concentrated effort to
involve middle management an opportunity for input in policy

making they should learn how to structure the department’s
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new philosophy. The possibility for this new philosophy to
become a reality depends greatly on middle management’s
ability to allow 1line-officers greater independence.

Empowering officers demands that managers treat their
subordinates as responsible, professional individuals (Spelman
& Eck, 1987). As personnel become empowered, they will become
more creative, motivated and responsible, enhancing their
performance (Trojanowicz and Bucqueroux, 1992). Hopefully,
by implementing change in this manner, internal conflicts will
be minimized resulting in a more effective public service

agency.

Developing the Philosophy

Getting involved with the community and becoming part of
the solution may make a difference in the way officers think,
and more importantly, in the way they act. Vaughn (1991)
stated, "(c)ommunity policing is value-led; a foundation for
what the department does, why, and how it does it.
Furthermore, values must be internalized and reflected in the
delivery of police service by members of the department" (p.
39).

Developing an effective philosophy for department
personnel requires a consistent set of values (Vonder Embse,
1987, p. 66). Police leaders must begin to emphasize ideals,
ethics, and values, that underlie the new image of policing,

as opposed to the correctness of procedures. According to
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Rainquest (1992):

(i) f values truly prescribe the attitudes, beliefs

and behaviors of an organization’s members, then it

seems that the leader of any organization is given

a mandate to be an associate - perhaps a partner

- in creating, shaping and instilling the important

values that comprise the organization and evidence

themselves in the workplace. It is these values
that will provide credibility, stability and
direction. Indeed, no matter how fast the economic

and social landscape shifts, or how rapidly the

newest technology is unleashed, the basic and

important values remain constant (p.18).

Employees need to understand the importance of values
because values help shape attitudes. They also affect actions
in various ways including how a supervisor makes decisions and
deals with people. Consistent ethical values are the
foundation from which police organizations seek their desired
image (Barker and Carter, 1991). A key management
responsibility is to practice and encourage open communication
of these values, since they are the anchor from which
decisions are based. Moore and Stephens (1991) stated, "the
quality of policing generally depends on the initiative,
values and discretion of officers rather than on the
completeness of the policies and procedures and the closeness
which they are supervised" (p.35).

Vonder Embse (1987) stated: "(v)alues affect behavior
and organizations influence and reinforcing certain values
greatest impact is made when they are used in a personal
system of thinking--a philosophy" (p. 71). This philosophy

is how one thinks, and the way one thinks is how one acts

(Trojanowicz and Bucqueroux, 1990).
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As organizations change, their professional image and
professional standards must be communicated as well. Myron
(1992) revealed a disturbing trend in law enforcement. He
observed the trend to be an increasing willingness of law
enforcement personnel (not 3just the police) to abandon
traditional ethical values in the pursuit of success, comfort,
and personal gain. The abandoning of ethical values for any
reason is unacceptable and this must be communicated as the
new philosophy is being taught.

The Chief and middle management set the tone and must
follow through with exemplary behavior. Ethical behavior must
be seen as a primary goal of the administration and the
department. If we expect officers to behave ethically we must
treat them--as well as the citizens they serve--ethically
(Braunstein and Tyre, 1992 p. 30). This behavior is the
foundation of community policing. Initially, traditional type
supervisors may have difficultly treating officers ethically,
especially in highly tempting situations. Supervisors will
however, begin to treat subordinates as professionals who can
be trusted, as soon as they realize its to their benefit.

High ethical standards for police departments are not
new, but explicitly addressing them certainly may be. The
reality is that the police, like all public institutions, must
remain accountable both to citizens and to the law (Moore and
Stephens, 1991). While communicating a new departmental

philosophy what better opportunity to review the department’s



29
code of ethics and remind officers that accountability to the

public is morally and legally required.

Professionalism

Skolnick (1975) stated, "that being a professional means
being sensitive and committed to extra-departmental,
universalistic values" (p.75). Instead most officers’ roles
were defined only in terms of departmental divisions of labor
and they were not encouraged to get involved with other
agencies and communities activities.

An unusual characteristic which distinguishes police
organizations from almost all other public institutions is
the para-military structure and climate of the police
environment. This structure encourages an authoritarian
approach to leadership and would appear to be counter-
productive to any movement toward a more participative model
(Burns and Shuman, 1988, p. 145). Most commonly, under this
structure, management’s job is to get subordinates to behave
in acceptable ways according to their department’s established
policies and procedures. This philosophy of professionalism
conflicted with the philosophy which newly hired educated and
creative individuals possessed.

As police supervisors begin to understand and accept the
reality that their subordinates are professionals who put a
high priority on their individual ability to perform, they

then will stop suppressing innovative behavior and start
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directing it into team/participatory efforts. First however,
supervisors need to review their own performance recognizing
the credibility and legitimacy which they are establishing.
When supervisors lead by example and the organization’s
philosophy leads to greater functional autonomy for 1line
officers, the line officers will most likely work harder and
experience greater job satisfaction.

As departments begin to change more into a
participatory and team approach the relationship of "them
versus us" between the supervisors and the non-supervisors
can lead to greater productivity within the department. The
community policing philosophy requires the same type of
behavior from the Chief as it requires from the line officers.

Professionalism may also be accomplished through leading by
example, ongoing training on values, and articulation of
expectations both formally and informally (Barker and Carter,
1991).

Moving that same professionalism outside the department
will require the police to consider community needs and
eliminate the "them versus us" way of thinking between the
police and the public. Agencies implementing community
policing understand that this philosophy has as much to do
with "competence" of the employees as with "compassion" of
the employees to each other and the public (Trojanowicz and
Bucqueroux, 1992).

For police agencies to be effective in promoting and
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maintaining professional employees they need to integrate
ethics, responsibility, fairness, due process, and empathy
for long term success (Barker and Carter, 1991). *In the
context of law enforcement, ’‘professional’ means not only
technically competent, but also disciplined and fair in the
way that laws are enforced" (Moore and Stephens, 1991 p.24).
The thought that a professionalized police department would
increase fairness and effectiveness seems to have failed, so
organizations are beginning to view community policing as the
next most likely approach to policing. Community policing
requires police managers to begin supervising through values

rather than policies and procedures.

Communication

An invaluable skill for police officers is their ability
to communicate effectively. Martin Burber (1955) stated;

The fundamental fact of human existence is neither

the individual as such nor the aggregate as such.

What is peculiarly characteristic of the human world

is above all that something takes place between

one being and another the like of which can be found

nowhere in nature (p.123).

One-way communication was the most generally used format
in traditional policing. Orders came from the top in such
organizations. This organizational model is accused of
discouraging upward communication and risk taking by patrol
officers, while at the same time encouraging the development
of authoritarianism in such officers (Sandler and Mintz,

1974).
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"Though it is asserted that the military model
encourages, or at least is associated with, poor intra-
organizational communications, lack of trust, and a consequent
demoralization of police officers, little ‘hard’ data is cited
to substantiate these charges (Franz and Jones, 1987, p.154).
Studies of other organizations however, have suggested that
greater amounts of hierarchy are often associated with
decreased communications effectiveness (Katz and Kahn, 1978).
Better communications seem to encourage higher levels of trust
within an organization (Golembieski and McConkie, 1975, and
Gaines, 1980), and greater amounts of trust encourage more
effective problem solving. More open organization systems,
with their higher degrees of participation, are often
associated with higher degrees of employee satisfaction
(Marrett, Hage, and Aileen, 1975). Communication, especially
two-way communication, may be the back bone of effective
community policing. Authentic dialogue serves as the hub for
effective interpersonal communication (Hitt, 1988).
Therefore, police employees should receive training and/or be
reminded how important good communication is. Open and
authentic dialogue develops trust and trust is necessary for
successful working relationships. Community policing
encourages officers to communicate with one another as well
as with people from other social agencies, media
personalities, politicians and neighborhood residents. Skills

in sensitivity, body language, interviews, and public speaking
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often times are not addressed in any detail by police
trainers.

Supervisors should emphasize the need to communicate with
people as being a priority in their regular daily duties. The
range of people that police speak with in a single day may
include other officers, prosecutors, judges, politicians,
business owners and neighborhood people. If citizens perceive
their police as accessible they are more likely to communicate
with one another. Better communication seems to encourage
higher levels of trust. Trust strengthens communication and
the exchange of information. Information is the main

ingredient for solving crime.

Summary

Police managers are becoming aware of the fact that just
maintaining the status quo and operating their departments
similar to the last generation of managers is no longer an
appropriate style for addressing today’s problems. Police
managers responsibilities must expand outside the controlling,
autocratic style of management. It must include supervisory
skills which allow them to become leaders and facilitators,
who have the ability to provide guidance and direction, by
using new management styles and leadership examples, rather
than only using the power of their position for accomplishing
departmental tasks. Perhaps the most critical component for

changing police organizations leadership style is the first
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line supervisor.

Implementing the community policing philosophy is
dependent on practicing participatory management and human
relations theory styles of management. The first 1line
supervisor’s involvement in departmental decision making can
be enhanced by two-way communication. Since first 1line
supervisors are the managers who have the most contact with
line level employees they become the critical 1link for
effective two-way departmental communication. They are also
the most visible managers. Therefore, leading by example and
practicing the transforming leadership style will most likely
enhance the initiatives, values, and discretion of the
officers they supervise. The results of this supervision

style hopefully will lead to effective, quality policing.



CHAPTER 11

RESEARCH METHODOLOGY

Purpose

The purpose of this study is to examine the importance
of a first-line (sergeant) supervisor’s leadership, the
involvement s/he has, and the techniques used by them when a
police organization implements community policing. Knowledge
in this area hopefully will enhance police administrators
decisions when they begin to implement community policing.
This research was a participant observation style study which
determined the duties of a first line supervisor and the
implications of these duties (commitment) to the successful
implementation of community policing. It also examined how
a human relations/transforming supervision style compliments

the community policing supervisor’s job function.

Study Population

The study occurred at a municipal police organization of
approximately two hundred sixty five sworn personnel and an
additional ninety five civilian employees. Population of the
city is approximately 128,000 and the police jurisdiction

covers thirty three square miles.
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The department, 1like most police departments, was
continually receiving a larger number of calls for service
each year, "crack" cocaine was creating a tremendous increase
in reported violent crime, and several neighborhoods were
being "controlled® by the street-level drug dealers.
Residents of the high crime, high calls for service
neighborhoods were apparently living in fear,
becoming accustomed to the sound of gunfire, and thoroughly
frustrated with the police. The result was little community
support and officers beginning to feel like they were caught
in the middle of a "no win" situation; they could arrest more
people but had few long term programs to deal with this
situation.

The organization had a patrol officer develop criteria
for the selection of neighborhoods in which to place community
policing officers. In January of 1990, two officers were
placed in neighborhoods. In August of 1990, three more
officers were assigned to the unit and on the first of
November 1990, a sergeant was selected to supervise the police
department’s first community policing wunit. When this
research project was completed there were nine officers
assigned to the community policing unit. At approximately
the same time the study began, the department’s administration
changed its mission statement to reflect their commitment to
neighborhood partnerships.

Community policing relies on officers to form
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partnerships with communities and the effective empowerment
of communities necessitates the use and application of that
partnership concept. With community policing the officers in
the field become personally acquainted with the residents and
they develop trusting relationships. Then through their
leadership they organize the communities by addressing the
individual communities’ interests. Often times during this
process multi-agency cooperation becomes a reality and not
only does the community policing officer facilitate a
partnership among the police and community but individuals
within the community begin to believe that they, as
individuals working together, have the ability to implement
change. The traditional approach to policing seriously
overlooked, and/or undervalued, the nature of communities
interests and the extent of their abilities to assist the
police.

In addition to this qualitative research about the first
line supervisor’s perspective a quantitative research survey
was simultaneously taking place. A community survey (Appendix
B) of several neighborhoods was administered and an analysis
of those results was completed by Mark Lanier, Eastern
Michigan University Criminal Justice faculty member. Appendix
C is the survey which was administered by the researcher to
the studied department’s employees after the initial year of
community policing. Today’s first line supervisor should

recognize the importance of continually seeking feedback and
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input from the community and the officers they serve. These
surveys had little to do with this research but a mentioned
because they are another method of obtaining community and
departmental information. Understanding how to administer and
interpret surveys by future first line supervisors could prove

beneficial for implementing change.

Research Duration

This research was designed to capture the first 1line
supervisor’s role as community policing is implemented in
police organizations and communities. Initially, the
researcher was unsure of the time required for the full
implementation of community policing at the studied
department. After twenty months however, many of the research
categories became repetitive. Also, community policing at the
studied department not only became implemented, but the
philosophy and number of full time community policing officers
continues to grow. Therefore, this study commenced on

December 15, 1990 and ended on July 22, 1992.

Data Collection

This field research study occurred in the natural setting
of the police organization as the researcher was a direct
participant in what is being observed. "Being there" as a
direct observer and participant allowed for the gaining of

insights into the role of first line supervision for community
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policing officers. The constant feedback-interaction with
people’s physical, social, and personal reservations over a
long period of time is a practical requirement to understand
community policing as its members do (Manning, 1987).

In this study the researcher was a full participant in
ongoing activities as he performed the job as the community
policing unit’s first line supervisor. Those working with,
for, and around the researcher were unaware of the sergeant’s
role as a researcher. For this reason, those subjects
involved with the situations mentioned during research will
remain anonymous.

To improve my ability to become an effective researcher
in this role required quality listening skills. Interestingly
enough a constant self reminder to 1listen intently, and
completely, prior to applying my own ideas often proved just
as beneficial in my role of first line supervisor.

A short time after accepting the assignment of becoming
the community policing unit’s first sergeant, my research role
began. Initially, for organized data collection purposes,
eight specific categories were identified as important
responsibilities of the first 1line supervisor. These
categories were established to contribute to the building of

a theory.

Planned categories were:

1. Receiving direction and support from top
administration.
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2. Interaction with the patrol division.
3. Team development of the community policing unit.

4. Building rapport with other units within the police
department.

5. Individualized support with each of the community
policing officers. (Being very conscious of not over-
supervising.)

6. Training of officers and sergeants about community

policing.
7. Dealing with other neighborhood service agencies.
8. Dealing with local politicians.

Babbie (1989) stated, "(t)he field journal is the

backbone of field research" (p. 289). A field journal of
daily events was maintained. The daily notes included
information about each days events. Recording all the

positive and negatives for each day proved to be beneficial
for determining success or failure. The purpose of this note
taking was to provide stimulation for recall when the
information was entered into a personal computer at the end
of each day.

The ordering of vast amounts of data quickly became a
special problem. Therefore, as information from the daily
journal was entered into the computer it was placed into the
major research categories and dated. These final notes were
prepared with enough detail and context to help recreate the
observed situation and the thoughts of the day. In the three

hundred seventy seven work days of research over one hundred
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and forty five, single spaced, pages of data were collected.
The logged computer information journal was reviewed every
three months by the research supervisor.

As journal data continued to accumulate eight secondary
research categories of importance were added to the first
eight major categories and for purposes of this research are
labeled "Unexpected Categories". As the researcher’s role
continued to grow so did the categorized job tasks. Ten other
supervisory responsibilities and activities were also
categorized. Those "additional" responsibilities dealt more
with the researchers administrative, paperwork, and meeting
attendance responsibilities. The additional responsibilities

are listed with a brief explanation of each in Appendix D.

Unexpected Categories were:
1. Grant oversite responsibilities.

2. Questioning of appropriate role for community policing
officer.

3. Dealing with the media.

4. Organizing neighborhoods and dealing with "turf" battles
of volunteer leaders. (Mediating these disputes.)

5. The importance of the first line supervisor performing
law enforcement duties (real police work).

6. Risk of officers being overly involved in the
neighborhood.

7. Assisting other departments nation-wide with the
implementation of community policing.

8. Handling community policing officers frustrations,
burnout and personal problems.
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Detailed illustrations of actual situations will be
provided as examples of the comprehensive measurements used
by the researcher in the research analysis chapter. These
measurements are included to assist the readers with
understanding what was going on during the study. This
information provides the basis for the conclusions drawn from
this study. The descriptive explanation about first line
supervision in this project and the strength of its validity,
will hopefully provide a basis for further qualitative and
quantitative research in this area.

A potential problem with field research is reliability.
To strengthen reliability for this project the researcher had
weekly discussions with a top police administrator and the
research committee chairperson. They assisted with
characterizing the data and keeping the researchers’ biases
from failing to view the events with an open mind. The
potential bias problems with reliability in this field
research study are evident. For readers to better understand
these reliability concerns the next paragraph explains the
researcher’s background.

As a researcher and the first sergeant assigned to the
department’s community policing unit it became important, for
both personal, and career reasons, that the community policing
unit and philosophy become successful. The challenges of

bringing those already assigned to the community policing unit
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together, creating a proper direction for unit success, and
changing the negative attitudes toward the community policing
unit (which were shared by the majority of the department
personnel), presented the researcher with a difficult task.
As a white male with twelve years of police experience, the
researcher transferred to the new assignment. Prior to being
transferred I was assigned to first 1line supervision in
patrol, on the night shift. This experience created an
awareness of the skepticism about community policing and the
negative attitudes toward the officers currently assigned to
the community policing unit. The skepticism about the
philosophy and the criticism about the community policing
officers was openly expressed by the majority of the officers.
With a single year of supervisory experience the researcher
may have approached this challenge with more energy and
optimism than the average sergeant, even though he also
harbored some skepticism. One advantage afforded to the
researcher, was that of being the department’s defensive
tactics instructor. This is considered an advantage for a
couple of reasons. One reason is because it allowed for
informal discussions and educational training about community
policing during in-service defensive tactics training
sessions. The second reason is that the researcher believes
many officers view the image of a defensive tactics tfainer

as that of a "real" police officer.
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Summary

This study was designed to assist first line supervisors
as their departments implement community policing. The
research is based on a sergeant’s leadership role as it
relates to organizational implementation of community
policing. To effectively study the first line supervisor’s
responsibilities sixteen Jjob function categories were
developed. With the support from top administration a first-
line supervisor, practicing a transforming, human relations
type leadership style can become a successful change agent for
police organizations’ movement away from the traditional
"efficient" style of policing to a more non-traditional

"effective® community policing style.



CHAPTER III

DATA INTERPRETATION

The purpose of this chapter is to present the reader with
the researcher’s observations and findings. As the major
categories are presented the researcher will "let the data
speak for itself" as much as is possible. A re-statement of
each research category will be followed with descriptive data.
Hopefully, the data will provide the reader with some insight
on what the supervisor’s responsibilities were as the

implementation of community policing evolved.

Initially Planned Categories
1. vi o o inj t

Top administration was very supportive during the entire
research time. Initially, when the researcher was having
difficulty with the city finance department, top
administration handled the problen. When the problem was
presented to top administration they replied "They’re sticking
their noses where they don’t belong-I’1ll handle it." Also,
when one community policing officer was having difficulties
with the volunteer leaders in his community top administration

advised the researcher that they would be willing to reassign

45
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that officer to another neighborhood if the various
neighborhood groups dign't begin to compromise. Believing in
the officer and backing‘it‘up by making that statement greatly
assisted the first line supervisor as he dealt with the
officer’s frustrations.

An incident where a community policing officer needed
personnel support from the School District the Chief was asked
to contact the School Superintendent. Contact was made and
a partnership was formed between a school district employee
and a community policing officer.

An additional show of support was when the Captain or
the Assistant Chief attended the units team meetings. At
those team meetings they often praised the officers for their
efforts and expressed their pleasure with the officers
accomplishments. Many similar situations were experienced
and the researcher’s conclusion is that top administration

support is essential.

2. eracti i t a

Many patrol officers viewed the community policing unit
as another fad which failed to benefit them. Therefore, extra
efforts were initiated to see that each community policing
officer and sergeant continually interacted with patrol,
improving communication and philosophy education. As
previously mentioned the police department had changed its

mission statement and this resulted in some of the patrol
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"shifts" asking their officers to develop some problem solving
ideas for their assigned districts. One such problem solving
idea read:

To take care of the problems in my district I need

a U.S. air strike with only one "cruise missile" at

a cost of only 1.2 million dollars. I think the

city can afford this price since we haven’t had a

contract for 8 months. Although the community

policing officers may have used up all the available
funds for planting flowers and having "kool-aid"
parties with their neighborhood friends.

This officer was honest in stating he thought community
policing was of no value. Fourteen months later however crime
and return calls for service in his district continued to be
a problem and he asked when he would get a community policing
officer. (November 7, 1992 funding was received for placement
of a community policing officer in this area.)

Another comment overheard was, "the community policing
unit was the ’‘reject’ unit." It is unclear why the unit was
called the reject unit. Officers assigned to the unit
included a black male, a Hispanic, a Cuban, an Indian and five
caucasians. The gender was two females, and seven males.
None of the officers had been labeled "problem" officers by
management and the officers seniority ranged from two years
to twenty years.

One of the researchers first tasks was to begin to get
the patrol officers to see more of the community policing
officers. Initially, community policing officers worked

whatever hours they wanted and failed to attend shift
briefings prior to starting their work day. Flexibility
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continued but they were to start their work day with the rest
of the patrol division by attending briefings. Community
policing officers were allowed to work which ever shift was
most appropriate for them but the guidelines were, their shift
should coincide with patrols, the majority of the time.

When the community policing officers started attending
shift briefings the researcher also attended. When the
community policing Sergeant showed up at night shifts briefing
they seemed surprised. The community policing sergeant used
this opportunity to communicate to the patrol division what
was occurring in the unit and asked them if there was anything
the unit could assist them with. One response was:

The community policing officers are always asking

us to provide them with information about what is

going on in their district but they never return

any information. Another officer replied, "No

information or assistance received, none given!"

Efforts to interact with patrol and develop cooperation
from them included; requiring the community policing officers
to have weekly contact with each of the three district drivers
in their area (one per shift), and also post on the patrol
district bulletin board what action was being taken by the
community policing officer in regards to contacting landlords,
seeking warrants on problem people, etc.. The community
policing sergeant also assisted by filling in for patrol
sergeants when they were short handed, or when major

accidents/incidents occurred.

These efforts may be the reason that patrol officers and
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the community policing officers work together so well now.
Several officers openly commented how they enjoyed seeing the
community policing officers positive results. Journal notes
indicate almost one year after implementation of community
policing in neighborhoods, the Lieutenant on night shift
advised the researcher that:

He and his people were pleased with the results of

the community policing program. He said the

officers mentioned to him how they almost never have

to make calls in the community policing areas and

when they do the people are very helpful and

respectful to the officers.

Another example of the changing attitudes is shown in
those who desire to transfer into the community policing unit.
Initially, no one wanted to become a community policing
officer, so an officer was drafted. By the end of the
research period thirteen officers had volunteered and several
others verbally advised the researcher that they too would

like to be selected as community policing officers, if a

position became available.

3. am developme ommun i olicin

When the first line supervisor was transferred to the
community policing unit the three officers there never
communicated with one another. One illustration of this is
when the researcher discovered two community policing officers
sitting alone, separately at the same restaurant. Sharing of

information and resources within the unit failed to exist.
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Inner feelings expressed were how one officer seemed to get
all the press and positive publicity when in reality the other
officers were working just as hard with just as much success
(envy and jealousy).

Team development is a never endihg focus for a first line
supervisor. By spending time riding and walking with each
officer they began to explain how they really felt about the
other officers and why they felt that way. Most of the bad
feelings they had for each other were the result of
misconceptions and misunderstandings.

Bi-weekly team meetings where administrative issues,
neighborhood issues, and officer problems were discussed in
an open forum seemed to help start bringing the officers
together as a team. After some meetings, which were held at
the end of the day, the researcher would encourage the
officers to get together socially for a little while. During
these social meetings everyone began to loosen up and began
to enjoy each others company. A unit Christmas party and
joint projects also assisted with team development. Examples
of joint projects which involved all of the officers
participating as a unit are: athletic functions, picnics, fund
raisers, and an over night camping trip. The officers also
began having the neighborhood organizations cooperate with one
another on "paint blitzes® and neighborhood "clean-up
efforts".

After a week 1long joint effort with other police



51
department units, in August of 1991, was when the community
policing unit’s team cohesiveness solidified. The unit’s
sergeant observed community policing officers meeting,
exchanging ideas and information about problem residents, and
working with one another on special projects almost daily,
after August of 1991. Even the officers who initially did not
care for each other seemed to have placed those feelings

behind themn.

4. Building rapport with other special units within the police
department.

A community policing officer cannot possibly do
everything. For that reason the researcher attempted to get
other department units to assist the community policing
officers with their efforts. Initially the drug team had
their own agenda and many times when the community policing
officers provided them with information that information would
get placed on their "things to do" pile. As a first line
supervisor the researcher contacted the first line supervisor
of other units, such as the drug team, and suggested the units
work together more closely. Over a month went by and this
failed to happen. The community policing officers however,
continued asking their supervisor for more assistance from
those units.

Administration support again assisted because after

advising the patrol Captain of this problem, the Captain of
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the Drug unit placed each of the community policing
neighborhoods on his unit’s top priority list. Drug problem
information exchange increased and the results were positive.
A Sergeant in the drug unit initially was very critical of the
community policing effort. He stated: "When we get done with
this, you guys can go back to planting flowers".

Then approximately a year after the community policing
unit and the drug enforcement unit’s joint efforts he stated:
"I now can see what we’re doing is not the answer and if
we(police) are ever going to reduce the crime and drug problem
we’ll have to do more community policing... but we still will
need a drug unit®.

Some community policing officers voiced frustrations
with the slowness of the Detective bureau in following up on
complaints in their neighborhoods. As their first 1line
supervisor contact was made with the Detective bureau and an
arrangement was made to have them assign all property crime
cases to the community policing officer if the victim and the
suspect lived in, or near, the community policing officer’s
area. The detectives thought this was great because it
relieved their case load but some of the community policing
officers wondered if they were now going to receive detectives
pay. One community policing officer stated: "I don’t think
this will work because we won’t have the time to do this, and
we will become a ‘Dumping Ground’ for cases the detective

bureau does not want to handle". Realizing the sergeant made
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a traditional style mistake, a compromise was agreed to by the
community policing officers. The sergeant assured them the
cases would be monitored and after 30 days they could advise
if they wanted to continue being assigned cases in their
areas. The trial period went well and by the end of this
research over fifty cases were handled by the community
policing officers. Many times the officers initiated
investigations on their own and only used detectives as a
resource. (This was especially true when neighborhood
juveniles were the accused in crimes.)

To provide positive re-enforcement for the other units
efforts, the researcher wrote several letters of appreciation
to appropriate units and encouraged the detective unit
sergeant to do the same (which he did on several occasions).
By this time community policing officers were receiving a
great deal of recognition from media and neighborhoods so it
was important to remind other units that the community

policing officers did not fail to remember their assistance.

5. Individualized support with each of the community policing
officers, (Being very conscious of not over supervising.)
Individualized supervision directly correlates with the
Human Relations Theory of being employee concerned and having
the first line supervisor make a true commitment to how people
are treated. The researcher first became acquainted with each

of his officers. Prior to being assigned to this unit the



54

first line supervisor knew very little about each individual
community policing officer. Extensive communication with each
officer allowed the first 1line supervisor a personal
understanding of their character. This understanding became
useful when the researcher provided the officers with
guidance, direction, and at times discipline.

While talking to one officer about her performance she
responded by stating:

I have brought the neighborhood together and given

them pride and identity. At the same time I feel

like I have become part of this community. Now I’m

having difficulty separating my feelings for the

community and those of the department.

Another officer had a pessimistic attitude about his
neighborhood when the researcher began:

This officer said his neighborhood people wanted

him to take a low profile approach. He said he

Places a lot of "heat" on the bad guys in his area

and the residents want it that way. He viewed his

job as another attempt by the Chief to show he’s

doing something about the drug dealers and
prostitutes.

When this officer’s first 1line supervisor made
suggestions about having the officer begin to perform more
community building activities the officer responded with
reasons why it wouldn’t work and/or he said he had already
tried it and it didn’t work.

A third officer thought he should be handling all of the
neighborhood’s complaints and doing as much for them as
possible.

One situation was where this officer was re-writing
and typing the neighborhood newsletter. My
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suggestion to the officer was that his efforts \/ |

should be focused on other activities because by

re-writing and typing the neighborhood newsletter

some feelings of people on the newsletter committee

would be hurt. The officer replied, "I can’t 1let

this be passed out to the neighbors, see how

terrible it looks."

Each officer presented individualized supervision
efforts. For the first example, the researcher advised the
officer that she did not have to separate her feelings between
the community residents and the police department but instead
should view it as a positive, and attempt to explain the good
things about the community people to other police officers.
The researcher explained that just as much effort had to be
made toward work relationships as the efforts she made toward
her relationship with the community. This continued to be a
problem for the officer throughout the research period and
several more discussions about it occurred with 1little
improvement.

The second situation where the officer showed signs of
defeat before making a true effort was handled entirely
differently. The first line supervisor placed more pressure
on this officer to perform some community "trust-building"
activities and for direction he was provided with a work
outline. Then the third time this officer suggested he go
back to patrol, if his sergeant was not happy with him, his
sergeant became very forceful (authoritarian style). The

supervisor advised his suggestion would be honored if he ever

made that statement again. He was advised it would be more
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beneficial for him to remain in the assignment but if he
didn’t get the chip off his shoulder, and begin to make a
concentrated effort toward community policing then leaving
wouldn’t be his choice. After this approach the officer
apologized for his actions. He stated those actions were a
reflection of how he felt about his previous supervisor.
Never again during the research period was there any problems
with this officer. He became so involved in his community
policing area that the residents named their organization
after him and nominated him for police officer of the year.

The third situation is a good example of allowing the
officer the opportunity to fail. He was severely chastised
by the neighborhood organization for changing the newsletter.
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