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The Employee

Wellness Plan

A Strategy for Flghtmg the
“Evil from Wlthm "

By MARK E. McDONOUGH

s a profession, law enforcement historically
A has focused on safety strategies that protect

officers during their policing duties (e.g.,

W tactical skills, pursuit driving, firearms training, *
- W and use-of-force scenarios). Regrettably, agency

administrators sometimes do not take into account
the daily toll this profession has on those sworn to
serve and protect our communities.

Within law enforcement leadership, not much
attention has focused on the full spectrum of officer
wellness. Agency administrators need to further
address the realities of police stress and burnout as

they impact the individual as a whole. Otherwise,
the profession risks losing officers to cynicism,
apathy, chemical dependencies, unhealthy lifestyle
choices, and, perhaps, even suicide.

THE NEED FOR A PLAN

One tactic to remedy some of these issues is
the adoption of an employee wellness plan (EWP).
If developed and implemented properly, an EWP
improves recruitment and retention, enhances job
satisfaction, and reduces employee absenteeism.

With all of the resources that agencies
devote to improving officers’ training, knowledge,
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Sergeant McDonough serves with the
Bowling Green, Ohio, Police Department.

experiences, and technology,
why should departments not
strive to enhance the welfare
of their employees—and
greatest assets? Today’s law
enforcement leaders must
provide their personnel with
the means to enable them to
live full, active, productive,
and healthy lives. An EWP
functions as one such tool.
Modern police leaders
must balance their duties
of providing for individual
officers’ wellness and help-
ing them meet the goals and
expectations of the agency.
These interests do not have to
conflict. When police lead-
ers enhance the vitality of
their officers, they improve
the organization as a whole.
A plan that augments the
long-term wellness of agency
members allows for increased
job satisfaction, productiv-
ity, and overall health of the
organization.

If developed and

implemented properly,

an EWP improves

recruitment and retention,
enhances job satisfaction,
and reduces employee

absenteeism.

An EWP provides em-
ployees the tools they need to
address their physical, mental,
emotional, and spiritual health
and well-being. An EWP should
encompass an officer’s entire
career: recruitment, retention,
and retirement. The plan must
adhere to the current culture of
the agency and address the local
needs and resources available.
Through course work, support
networks, and practical recom-
mendations from fellow offi-
cers, employees learn numerous
wellness techniques to apply to
their daily lives. This combina-
tion of theoretical and tactical
information will help employees
improve their personal well-
being and maximize their pro-
ductivity. Further, it will boost
the entire agency’s morale.

BACKGROUND
Behavioral science

experts who research officer

wellness note four specific

dimensions—mental, emotion-
al, physical, and spiritual—that
comprise the whole person. One
researcher explains the whole
person as “where the health of
the human entity is comprised
of the integration, balance, and
harmony of one’s mental, physi-
cal, emotional, and spiritual
components.” Just as the hu-
man body requires nourishment
from nutritious foods, adequate
exercise, and rest, the inner self
needs nourishment so it, too,
will remain healthy. When indi-
viduals neglect any one of these
whole-person components, their
health and well-being suffer.

As leading experts research
how this topic relates to police
officers, their findings are gain-
ing notoriety throughout the
law enforcement community.
Spirituality in law enforcement
relates to “a sense of mean-
ing and purpose larger than
the instrumental duties of law
enforcement, which affects the
most critical aspects of prac-
tice, performance, vitality, and
longevity in the profession. It
energizes the ethics of practice,
resulting in exemplary (efficient
and effective) performance.”

Spirituality, as described
here, does not imply religious
beliefs, but, rather, interrelates
with the other dimensions listed
above. Incorporating spirituality
into the workplace comprises an
essential component of an EWP.
Law enforcement leaders must
recognize that every employee
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has a human spirit not necessar-
ily associated with religion or
religiosity. Spirituality impacts
how individuals relate to and
interact with others on a daily
basis, which significantly influ-
ences an employee’s happiness
and well-being.

Many aspects of police
work leave officers vulnerable
to stressors that affect their
personal and professional lives.
These toxic stressors, which
many experts on workplace
spirituality refer to as “evils,”
include all of the negative influ-
ences that employees face on a
daily basis. This connotation of
evil, like spirituality, does not
imply a religious element, but
describes the negative influ-
ences that can cause employees
to make poor decisions in their
personal and professional lives.
This often leads to increases
in citizen complaints, failed
marriages, substance abuse,
excessive use of sick leave, and
officer suicide.

BENEFITS

An effective law enforce-
ment agency seeks to improve
the quality of life for its citizens
and to provide the necessary
services that the community
identifies as important. To meet
mission requirements, police
leadership must provide the
necessary tools for employees
to effectively and efficiently
complete their jobs. Full atten-
tion to officers’ wellness

comprises a crucial component
of this duty.

To combat the stressors of
the law enforcement profes-
sion, an effective EWP provides
officers with the tools to pro-
tect their personal well-being
even with repeated exposure to
violence and trauma. An EWP
teaches officers to embrace a
holistic approach to wellness,
both on and off duty.

£E

A plan that augments
the long-term
wellness of agency
members allows
for increased job
satisfaction,
productivity, and
overall health of the

organization.

In an effort to maximize
employee performance, a
strong wellness program
should embrace the input of
local government officials,
union members, and police
administrators. Collaborating
with police chaplains, medical
facilities, psychological coun-
seling services, and substance
abuse rehabilitation programs
increases the chances for
successful implementation. As
police leaders begin to embrace

this philosophy of the whole
person, the individual employee
and community reap great
benefits.

* Employees will receive
training in the whole person
concept and realize that the
agency’s leadership holds a
vested interest in their per-
sonal and professional lives.

» Personnel will understand
better the physical, mental,
emotional, and spiritual di-
mensions that influence their
lives, helping them to make
healthier lifestyle choices.

* Officers may improve their
physical health, which re-
duces their use of sick leave
and risk of disease.

* Personnel will improve
how they react to the daily
stressors in the workplace,
resulting in fewer citizen
complaints and internal
affairs investigations.

+ Employees may work more
efficiently and productively.

* The agency will accomplish
its mission more effectively.

RECOMMENDATIONS

An effective EWP must
address all four dimensions of
the whole person. Addition-
ally, the program should not
be limited to any one phase of
an officers’ training. Rather,
an EWP should span officers’
entire careers from recruitment
through retirement.
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when appropriate.

Spirituality in Law Enforcement

* Upon request, FBI Academy instructors will provide
initial training in these topics. Administrators can
encourage chiefs of police, sheriffs, police command
staffs, supervisors, and their employees from around
the region to attend. Training requests should be di-
rected to the FBI Behavioral Science Unit (BSU), FBI
Academy, Quantico, VA.

+ Agencies should develop instructors, both internally
and externally, to take advantage of available local
resources (e.g., law enforcement professionals, coun-
selors, and medical workers) to provide assistance and
direction for the annual EWP training courses.

+ Law enforcement administrators should invite and
encourage the local faith community and counsel-
ing services to provide information and assistance to
employees and families, and they should establish
avenues to access these programs.

« Agencies can invite and encourage family members of
personnel to participate in employee wellness activities

Recruitment

Law enforcement adminis-
trators should create a wellness
guide that prepares recruits for
the violence and other traumatic
events that they might witness
on a daily basis. This material
should address the whole person
wellness philosophy, as well
as the dangers of workplace
stressors and their relationship
to the law enforcement commu-
nity. It should explain, in detail,
the long-term, daily exposure to
these toxins in police work and
how they can lead to burnout
and other adverse effects. Addi-
tionally, the guide should offer
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strategies to counter the nega-
tive influences pervading police
ranks and promote healthy
lifestyle choices, such as proper
fitness and nutrition.

To create this material,
agencies can seek assistance
from police chaplaincy
programs, human resource
departments, civil service/
merit commissions, counsel-
ing services, local universities’
psychological services depart-
ments, and other local agencies.
The guide also should instruct
officers how to access these
services if needed. The well-
ness guide should be available

to prospective recruits during the
application phase, along with all
other related testing materials,
and current employees should be
able to access the guide as well.

Field Training

Upon graduating from the
police academy and entering a
field training program, new of-
ficers should continue to receive
instruction on EWP practices.
This will supplement the infor-
mation they learn from the well-
ness guide they receive during
recruitment and ensure that they
apply this training to their daily
duties.

Field training instructors
should provide officers with
strategies to protect their physi-
cal, mental, emotional, and spiri-
tual health. Essential topics for
each category include the:

« importance of exercise,
proper nutrition, and ad-
equate rest for optimum
physical health;

« risks of mental anguish,
including anxiety and
depression, among law
enforcement officers, as well
as access to local counseling
services and peer support
groups;

 physiology of normal emo-
tional reactions to stressful
situations and appropriate
coping mechanisms; and

¢ toxic stressors inherent
in the law enforcement
profession and how to use




spirituality to combat them
and improve the whole
person.

Active Duty Officers

An exhaustive EWP will
continue to educate officers on
these topics throughout their
careers. As police accumulate
years of experience in this
stressful profession, wellness
strategies become even more
crucial to ensure personnel re-
main healthy—inside and out.

To protect officers’ well-
being throughout their careers,
administrators should imple-
ment a Personnel Early Warning
System (PEWS). This system
provides personnel of all ranks a
channel through which to voice
concerns for their colleagues.
When management receives
notice that an employee may
demonstrate symptoms of stress
and burnout, they can assess
the situation and provide as-
sistance if necessary. Programs,
such as PEWS, lessen the risk
that officers who suffer from
work-related stress will resort
to destructive behaviors that
harm themselves and the entire
department.

Additionally, to reinforce
wellness strategies, employees
should receive annual EWP
in-service training to receive
the most up-to-date information
on these topics. To ensure the
program remains relevant and
engaging, administrators should
encourage employees to offer
suggestions for additions or

deletions to the course content.
Resources from pertinent
outside agencies would aug-
ment further the training
curriculum. Possible EWP
training topics include suicide
prevention; physical fitness and
nutrition; substance abuse and
its symptoms; maintenance of
one’s personal and professional
relationships; support following
toxic encounters, such as child
homicides; available counseling
services or other wellness
resources; and any additional
areas of EWP training deemed
appropriate.

A physically,
emotionally, mentally,
and spiritually healthy

workforce offers the

best opportunity for

mission completion.
Preretirement

and Beyond

Agency administrators must
consider how to incorporate the
EWP into the standard preretire-
ment process for all employ-
ees. The detrimental impact of
decades of law enforcement
work will not disappear as soon
as officers leave the department.
If agencies fail to consider the
future health and well-being of
employees as they near the end

of their careers, officers may
continue to struggle with these
symptoms as they adjust to
retirement.

First, agencies should
extend all EWP benefits, such
as access to chaplains and
counseling services, to retired
employees. Former officers may
benefit from these resources just
as greatly, if not more so, than
those who serve currently.

Also, administrators should
create an Employee Wellness
Program Network (EWPN) to
help retiring officers remain
connected to the department
and their colleagues. Mem-
bership should represent both
retired and active employees,
and the network should act
as a support mechanism for
each group. The EWPN would
bridge the gap between the
retired and current members
of the organization, keeping
retired employees connected
to the personnel and services
of the agency. This continued
relationship ensures that retirees
do not become isolated from the
support and resources that all
officers—former and current—
need to maintain their health
and wellness.

CONCLUSION

Although the scope of an
employee wellness plan is quite
significant, the benefits can
pay long-term dividends for
employees, families, the orga-
nization, and the community.
Employee vitality is essential to
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Leadership Spotlight

meet the agency’s mission; as
such, spirituality, vitality, and
wellness are paramount for an
effective organization. A physi-
cally, emotionally, mentally, and
spiritually healthy workforce
offers the best opportunity for
mission completion. When
police leadership promotes
healthy lifestyle decisions—and
provides officers the necessary
tools to make them—they
help ensure the vitality of the
employees and organization
now and for years to come.
Most often, police leader-
ship attends to the needs of
officers as related to their
physical survival. However,
physical health alone does not
protect officers from the ill
effects of the law enforcement
profession. Incorporating the
remaining three components
of health (mental, emotional,
and spiritual) into an agency
wellness plan provides the best
strategy to keep a department’s
most valuable asset—its
employees—from developing
habits that sabotage their
ability to survive a career in law
enforcement and beyond. 4

Endnotes

' Brian Luke Seward, “Reflections
on Human Spirituality for the Worksite,”
American Journal for Health Promotion,
no. 3 (January/February 1995): 165-168.

2 Samuel L. Feemster, “Spirituality:
The DNA of Law Enforcement Practice,”
FBI Law Enforcement Bulletin, November
2007, 8-17.
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Leadership Tunnel Vision

n the sweltering heat of a July summer, a gen-
I eral leading 70,000 men stands alone with

the weight of a newly formed nation’s future
upon his shoulders. This brilliant military mind
ponders the terrain before him. His desire, his vi-
sion, is to decisively end a war that has claimed
over 600,000 lives. This general observes, in
the distance, enemy troops who occupy the high
ground with a phalanx of cannons, muskets,
and men at the ready. Suddenly, one of his most
trusted and experienced subordinates breaks the
solitary moment and advises a strategy contra-
dicting the firm plans of the general, who angrily
responds, “If the enemy is there, we must attack
him.”" The general of this determined army, thus,
ignores the sage recommendation of his confidant
and commits his already limited resources to one
of the worst wartime defeats in American history.
Rather than obtaining his desired vision, General
Robert E. Lee secured the eventual defeat of the
Confederate South at the Battle of Gettysburg.

Lee was guilty of leadership tunnel vision
(LTV), what leaders often fall victim to when a
vision is so important, overwhelming, or compel-
ling that they neither can hear, see, nor compre-
hend anything beyond that goal. This phenom-
enon is similar to being in a shooting situation.
You cannot hear or see anything other than the
threat before you. The difference between these
two phenomena is that one is involuntary; the
other, voluntary.

We, as leaders, may receive warnings from
colleagues who share the same vision, yet we
only commit precious resources and manpower
to an ultimate defeat of that goal. After a 3-day
battle, Lee lost almost half of his men and,
ultimately, the war, which lasted another 21
months after the Battle of Gettysburg ended. The
most notable fact about Lee’s LTV was that his




men believed in the same vision. Moreover, a
lone voice, General James Longstreet, provid-
ed an alternative to help achieve a shared goal,
an alternative that most military historians
agree would have forced the North to sue for
peace. Lee, with LTV, would not hear of it.

Pickett’s Charge, alone, resulted in the loss
of 90 percent of Lee’s infantry. Immediately
afterward, Lee dismounted his horse, ran onto
the battlefield to meet his walking wounded,
and exclaimed, “It is all my fault.”? The grave-
yard of history is littered with the disastrous
failures of generals, politicians, and captains
of industry whose previous successes became
erased by their refusal to listen and to heed cur-
rent situations.

Many firearms instructors train officers to
deal with involuntary tunnel vision by breaking
contact with a target after eliminating the threat
and scanning to their left and right to reengage
their senses for other threats. As leaders, we
must use a derivative of this method when
attempting to conduct institutional change or
strategic planning.

The Harvard Business Review published
a salient article entitled “How to Make High-
Stakes Decisions.”™ This article featured a
review of the book Think Again: Why Good
Leaders Make Bad Decisions and How to Keep
It From Happening to You, which offers some
key considerations in high-stakes decision
making.*

Do:

» Own the decision, but bring in others to
better understand the various issues
involved.

» Recognize when you may be partial, and
ask a trusted peer to check your bias.

 Regularly revisit decisions you have made
to ensure they remain valid.

Do Not:

» Assume the issue is exactly like one you
have handled in the past. Rather, look for
similarities and differences.

* Rely exclusively on your instinct. Instead,
think through any initial reactions you
have.

* Ignore new information, especially if it
challenges your current viewpoint.

If you are a leader in the process of making
a high-stakes decision, adhering to these key
points may reduce the same LTV that sealed
Lee’s strategic demise. If knowledgeable
persons suggest alternatives to achieving your
vision, do not dismiss them as the proverbial
“naysayers.” Instead, view them as possible
means of changing course toward a common
goal, thus avoiding the waste of limited resourc-
es and possible defeat. Break contact with your
vision from time to time to listen to the sage
advice of colleagues on your left and right. Ask
the tough questions: “Is this working?” or “Any
better ideas?” Lee probably wished he had. 4

Endnotes

! http://penelope.uchicago.edu/Thayer/E/Gazetteer/People/
Robert_E_Lee/FREREL/3/6*.html (accessed October 3, 2011).

2 http://www.historyplace.com/civilwar/battle.htm (ac-
cessed October 3, 2011).

¥ Amy Gallow, “How to Make a High-Stakes Decision,”
Harvard Business Review, http://blogs.hbr.org/hmu/2011/05/
how-to-make-a-high-stakes-deci.html (accessed October 3,
2011).

4 Andrew Campbell, Jo Whitehead, and Sydney Finkelstein,
Think Again: Why Good Leaders Make Bad Decisions and
How to Keep It from Happening to You (Boston, MA: Harvard
Business Press, 2008).

Special Agent J.E. Granderson, an instructor in Faculty
Affairs and Development at the FBI Academy, prepared
this Leadership Spotlight.
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Perspective

Peel’s Legacy
By M.A. Lewis

Robert Peel, known as the father of modern
community policing, graduated first in his
class at Oxford in 1808 with degrees in mathemat-
ics, physics, and classic literature. Peel delivered
a widely acclaimed speech in January 1810 and
began a career of social, economic, and legal re-
form that lasted 40 years. He served as Britain’s
chief home secretary from 1812 to 1818 and built
a reputation for having a firm but compassionate
personality. Peel helped establish a native Irish
police force to calm conflicts that arose in Ireland
after its 1801 unification with England.

British evangelicals long had protested Brit-
ain’s legal and penal system; its law enforcement
strategy involved tactics that some citizens found
intimidating. Law-abiding individuals who wanted
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to prevent crime formed disorganized groups with
members serving as watchmen. Much to their lik-
ing, Peel was sympathetic to these evangelicals.

Peel achieved sweeping penal reform and went
on to establish the Metropolitan Police Act (MPA)
of 1829, which was instrumental in creating Brit-
ain’s Metropolitan Police Force. In addition to the
MPA, Peel wrote what became known as the Nine
Peelian Principles of Law Enforcement. These
principles essentially held

could not have envisioned these challenges when
he conceived his nine principles.

Hence, the question arises as to whether the
Peelian principles that are the hallmark of modern
community policing remain relevant today. What
challenges does a current day Peeler face? March
2011 afforded an opportunity to find out the answer
to this question and more. On a cold and overcast
day, the author arrived in London to interview a

sergeant of the Westminster

that the police are the people,
the people are the police, and
crime prevention is possible
without heavy intrusion into
citizens’ lives.

Specific concepts, such
as issuing badge numbers to
ensure officer accountability
and referring to qualitative
encounters with citizens, in-
stead of counting the number
of arrests, were concepts that
came out of Peel’s commu-
nity policing model. British

11

Many American
police departments
champion the
same tenets that
originated with Peel.

Metropolitan Police at Belgra-
via Station.

Priortohis passing through
the gates of the Hendon Police
College, the sergeant, a Lon-
don police officer for over
25 years, worked abroad as
a chemist. Today, his world
is a 3-mile stretch of London
that encompasses the area be-
tween Albert Hall and Knights
Bridge and has a unique mix
of residential homes and tour-
ist attractions.

officers instructed in the nine
principles were deployed into
urban areas and were referred to by the locals as
Peelers or Bobbies, a name still used today.

Present Day

Police departments in America hold that com-
munity policing aims to promote partnerships be-
tween communities and local police and to encour-
age cooperation between residents to address and
solve problems in the community. Many American
police departments champion the same tenets that
originated with Peel.

Over the years, law enforcement organizations
have had to evolve. Sophisticated organized crime,
gang violence, civil unrest, mass demonstrations,
and terrorism represent just a few of the challenges
faced by law enforcement today. Peel certainly

Sitting in a busy confer-
ence room, the sergeant mused
on Peel’s influence. He maintained that “The Pee-
lian principles remain the basic threshold of the
police service.” He explained, “over the years...
commissioners have put different reflections on
the Peelian principles, but they all have revolved
around the concepts of community service, keep-
ing the community safe, serving the people, taking
pride in what we do, and maintaining professional-
ism in our actions.”

According to the sergeant, while Peel’s prin-
ciples generally guide officers, the culture of the
department has changed. “It used to be that the
more senior officers were beat cops. They were the
elder statesmen; those officers with 15 or 20 years
experience were the ones making the rounds. They
maintained contact, particularly, with the elderly
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and checked in on them to reinforce the message
that they were a presence in the community. The
newer officers were the radio chasers,” he ex-
plained. He added that within the last 5 years, that
approach has been augmented.

Problem Solving Teams

The sergeant stated that several years ago,
groups of officers formed into units called Safer
Neighborhoods teams. These teams of officers
each are given a section, or ward, of Westminster
for which they are responsible.

The sergeant explained,

© shutterstock.com

3 to 4 months. This popular concept relates to the
Peelian principle that the police are the people and
the people are the police.

In recent months, the ward panel has identified
residential burglaries, pickpocketing, and thefts
from motor vehicles as the foremost priorities in
the ward. This is community policing in its purest
and most effective form. It is important to note that
panel meetings are not just officers giving statistics
about crime but a dedicated group of community
stakeholders, property owners, and venue propri-

etors providing meaningful in-

“there might be a call about a
public house (pub) with drunks
causing a disturbance or a group
of people fighting. All available
officers in the area will respond
and take appropriate action. A
day or so later, the Safer Neigh-
borhoods team will arrive to do
its part.” As it turns out, its part
is intelligence. After such a dis-
turbance, the team will contact
the landlord of the establish-

put into how their community
in partnership with local law
enforcement combats crime.
The basis for the success of this
community policing approach
is that the locals feel as though
they are taken seriously, and
that means cooperation.
According to the sergeant,
“the team could be discussing
a bike theft, parents drop-
ping kids off at school too
early, noise pollution, or gar-

ment to gather information on
the operators of the property to
determine if underage drinkers are being served or
if licensing legislation is being abused. The team’s
goal is to gather as much information as possible
to establish a larger picture of the neighborhood
and its residents.

Every 3 to 4 months the teams convene ward
panels, groups comprised of officers who work
together with the citizens who live and work in
their ward. At these meetings, local community
members voice their concerns, perceptions, and
needs. During ward panel meetings, a problem
solving team gives a presentation on what the of-
ficers in the ward have done since the last meeting.
Together, officers and citizens discuss and deter-
mine what the ward priorities will be over the next
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bage overflowing—small little
problems that will get a pro-
active approach. When you come home and the
community hallway latch on the door is busted, we
want to hear about it. The public is very concerned
with local issues. The decision-making process of
the ward panels directly reflects our efforts in the
area.”

The ward panels are especially popular in
Westminster because the vast majority of people
in the neighborhood during the day are tourists
and commuters. Through the Safer Neighborhoods
team program, the Westminster police force can
gain an accurate picture of who lives in the area
and the types of people coming and going.

The program was not established overnight.
The Safer Neighborhoods program started by




putting officers into the community with the sole
purpose of contacting as many people as possible
and explaining the program. Officers knocked on
doors for 6 weeks and spoke to numerous ward
citizens. Officers left calling cards for residents
who were not home, providing information about
the problem solving team’s mission.

The sergeant explained that officers support
the program because it gives them a personal con-
nection to the community and its citizens. The
officers also like it because they can put a face on
local law enforcement and let people know they
really care about the place

panels want to know what is being done to combat
it; however, the panels are more concerned with
local issues. If an elderly woman is robbed at 9:00
or 10:00 at night while leaving a restaurant, the
panels are more interested in that than in terrorism.
This lends credence to the Peelian principles that
focus on community policing.

Conclusion

The Nine Peelian Principles of Law Enforce-
ment, still in effect today, hold that the police are
the people and the people are the police. Rob-

ert Peel’s principles revolve

where they work. The elderly
residents who do not get a lot
of visitors or go out much are
especially receptive because
it keeps them in the loop as to
what goes on where they live.

The Safer Neighborhoods
teams also disseminate infor-
mation. If there is a distur-
bance or fight at a local pub
or a screaming match between
two people, the team will take
the time to investigate the par-
ticulars and distribute flyers to

Police departments
in America hold that
community policing

aims to promote
partnerships between
communities and
local police....

around the concepts of com-
munity service, community
safety, service of the people,
pride, and professionalism.
American police departments
hold that the goal of com-
munity policing is to promote
partnerships between com-
munities and local police and
to encourage cooperation
between local residents to ad-
dress and solve problems in
the community. Examples of
American community polic-

explain what all the noise was
about so that people do not
start rumors or get the story wrong. According to
the sergeant, community policing and information
sharing is a two-way street, and officers would not
have it any other way.

Modern Era, Modern Threats

In 2005, four suicide bombers executed a
coordinated attack on the city’s transportation
network, killing 52 and injuring 784. In 2011, an
underground train was stopped, and passengers
were evacuated due to a suspicious device. With
countless visitors every year, London faces the
same public safety challenges that any major West-
ern city faces. If terrorism is in the news, the ward

ing can be seen in Neighbor-
hood Watch programs and
Citizen Academies throughout the country. Today,
police departments, both in the United States and
abroad, still champion the same tenets that origi-
nated with Peel. 4

Endnotes

! Gary Herrett, sergeant, interview by author, Westminster
Metropolitan Police, Belgravia Station, U.K., 2011.

The author thanks Deputy Inspector Paul Switzer, Sergeant
Gary Herrett, and Inspector Nick Cornish, Westminster
Metropolitan Police, Belgravia Station, United Kingdom,
who provided input into this article.
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Analyzing Organizational

Performance
From the Bottom Up

By W. MICHAEL PHIBBS, M.H.R.
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fficers drive the overall
effectiveness of public
safety organizations

and represent their agencies’
most valuable assets. Employ-
ees’ level of engagement forms
the foundation for this success.
Collectively, personnel make
the difference in life-and-death
situations by expending energy
and effort to protect citizens’
safety every day.

From an agency’s stand-
point, high-performance lev-
els impact both its short- and
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long-term budget by reducing
administrative and operational
costs. For the community, effec-
tive officer performance helps
lower crime levels and increase
citizens’ trust in the police to
improve quality of life. Law
enforcement organizations face
the challenge of identifying
factors that impact engagement
and performance, proactively
anticipating and rectifying prob-
lems that can affect individual
and, ultimately, organizational
effectiveness.

Study and Findings

In 2010, the author and two
other researchers developed an
in-depth study to gather special-
ized data from various public
safety agencies. Three orga-
nizations from the Richmond,
Virginia, area—the Richmond
City Police Department, the
Richmond City Fire Depart-
ment, and the Henrico County
Division of Fire—participated
in the original study. Initially,
49 questions examined the indi-
vidual agencies and developed a




benchmark for further research
in public safety.

The researchers discussed
with each organization’s leader-
ship the rationale for the study
and provided an opportunity for
them to add questions they con-
sidered relevant to their respec-
tive agencies. The leaders saw a
significant gap between desired
and actual levels of engagement
and performance. They noticed
deficiencies in both experienced
officers and new hires—par-
ticularly those with less than 5
years in the organization.

This project took a unique
bottom-up view—ifrom the
employees’ perspective—of the
engagement and performance
of police and fire professionals,
rather than a top-down inquiry
of the structural systems oper-
ating within the agencies. The
study compared how officer
responses impacted the depart-
ment at the organizational,
divisional, and operational unit
levels. It also examined how
differing demographics signifi-
cantly impacted engagement
and performance throughout an
officer’s career.

The researchers intended to
identify not only the point of
decline in engagement but its
subsequent rate. Further, they
looked at factors, such as equip-
ment, training, potential for
challenging assignments, and
advancement opportunities, that
can influence an employee’s

perception. Especially
important was uncovering how
an organization’s response to
ideas and needs impacts its
officers” attitude toward engage-
ment and performance. After
examining the level of engage-
ment of the individual, the
researchers studied the signifi-
cance of responses at the small-
est operational units, the level
at which an agency begins to
develop and become impacted
by its uniqueness.

The survey involved 621
participants, a 38 percent rate of
return. While each organization
had a unique culture, com-
mon trends created a universal
baseline. Based on the study,
the researchers developed the
Pyramid of Performance Factors
(PPF) to show how agency sys-
tems and employee perspectives
are prioritized, thus creating the

foundation for engagement and
performance. The PPF can iden-
tify how even small differences
in attitude can impact an em-
ployee’s performance, combine
to influence smaller operational
units, and, eventually, impact
the effectiveness and efficiency
of the entire organization. The
author provides an overview of
the study results and an analysis
of how employees’ responses
impact their level of engage-
ment and, ultimately, organiza-
tional effectiveness.

Employee Expectations
and Reality

The foundation of the PPF
pertains to employees’ expecta-
tions before hire. Individuals
enter law enforcement service
for various reasons. For exam-
ple, they may strive to serve the
community. Perhaps, they want

11

The researchers
intended to
identify not only

subsequent rate.

the point of decline in
engagement but its
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Sergeant Phibbs serves with the Richmond, Virginia,
Police Department and is a consultant with a private firm.
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Pyramid of Performance Factors

to join the subculture. However,
once hired, expectations meet
reality, and the aura surround-
ing officers’ association with

a particular agency cannot by
itself sustain their career-long
commitment.

Employees’ fit within an
agency’s operational structure
influences its success. When
individuals’ desires and expec-
tations are met, these personnel
more likely will perform at a
high level. Employees probably
will expend energy, effort, and
enthusiasm when they believe
in an agency’s mission, vision,
and priorities. For instance, law
enforcement organizations may
focus on crime fighting, as op-
posed to prevention, strategies,
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Individual
Effort

Internal Communication
Top - Down/Bottom Up

and each agency will follow
a specific style (e.g., sector or
zone) of policing.

The researchers looked
for answers to the following
questions: Does knowledge of
the profession prior to hire af-
fect success in an individual’s
career? What impact does an
understanding before employ-
ment of a specific organiza-
tion and its culture have on
employee success? When
examining the officers’ pre-
employment familiarity of the
profession, of those participat-
ing, 27 percent had extensive
knowledge before employ-
ment, 57 percent reported
some familiarity, and 15 per-
cent expressed no knowledge.

Out of necessity, police
organizations are highly
structured. These agencies’
internal culture creates the
environment in which em-
ployees work and helps deter-
mine overall engagement. Not
surprisingly, the researchers
identified officers’ autonomy
as one factor directly impact-
ing their performance. Further,
personnel with advance under-
standing of their department’s
culture have a professional
edge over officers who later
discover that their agency does
not match their expectations.
Organizations that proactively
provide realistic descriptions
about their structure and
culture to potential employees
have a fiscal advantage over
other departments by reducing
the financial impact associ-
ated with turnover resulting
from unsuccessful hires or low
performance.

To fill vacancies with
well-qualified people, agencies
often rely on regional or na-
tional recruiting efforts. Many
individuals looking for a job
expect that all police organiza-
tions operate the same way and
that it does not matter which
one they join. Some people
simply want to enter the pro-
fession and transfer later to
a department better suited to
their needs. Therefore, agen-
cies must recruit strategically
and offer a specific brand of
policing to potential officers.




According to the survey, 61
percent of employees expressed
some knowledge of their or-
ganization and its culture, 30
percent had no such familiarity,
and 8 percent claimed extensive
knowledge. Thus, 30 percent of
individuals accepting employ-
ment by a department do not
fully understand it and have, at
best, a limited understanding
of its culture. Further inquiry
related the importance of prior
organizational knowledge to the
success of individual officers
and their willingness to stay
with an agency until retirement.

Clearly, the level of prior
cultural and organizational
knowledge affects the individu-
als’ energy, effort, and enthu-
siasm to perform. The high
numbers of responses indicating
no prior knowledge of the orga-
nization before hire displays a
weakness that agencies can cor-
rect by implementing a strategic
long-term initiative to develop
their reputation and specific
brand, thus increasing the
likelihood of effective hiring.
Successful branding on prehires
will result in some individuals
becoming more determined to
apply to a specific organization
and others deciding the agency
does not fit their needs. A lack
of foresight in investing in a
well-thought-out strategy of
organizational recruitment can
negatively impact new employ-
ees and, thereafter, organiza-
tional effectiveness.

Communication and
Organizational Health

Effective internal commu-
nication helps bond personnel
to the organization and acts as
a link between efficient opera-
tion and employees’ willing-
ness to perform. Open internal
communication pathways prove
essential in maintaining orga-
nizational health and moving
personnel toward common
goals. The subject of commu-
nication is in the middle of the

Employees’ fit
within an agency’s
operational structure

influences its

success.

PPF. This placement reflects its
connection to both individual
engagement and organizational
structures and highlights the
importance of maintaining free-
flowing communication, both
up and down.

Top-down communication
helps guide the organization
by emphasizing overall ex-
pectations and gives focused
direction to officers at the unit
level. Bottom-up communica-
tion alerts the agency to critical
problems and aids in forecasting

and preparing for the changing
environments of the future. If
these communication pathways
fail, individuals and units tend
to lose focus of both short- and
long-term goals and, perhaps,
develop their own goals not
parallel with those of the
department.

Police personnel become
frustrated when they can-
not communicate upward
with those who can imple-
ment change. Subsequently,
their frustration may turn to
anger, and anger can result in
disengagement. The authors
examined if officers viewed
their agency’s communication
pathways as effective and also
considered how two-way com-
munication between supervi-
sors and personnel impacted
employee performance. The
study focused on seven forms
of internal communication to
gauge from the officers’ per-
spective effectiveness in trans-
ferring information upward to
individuals who best could act
on it. These methods included
participation in a committee,
suggestion cards, e-mails, chain
of command, labor organiza-
tions, open-door policy, and
other means.

The officers’ responses in-
dicated that all internal commu-
nication pathways needed im-
provement. The highest-rated
means, the submission of ideas
through the chain of command,
only received a “somewhat
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effective” rating. As to the use
of suggestion cards to facilitate
direct communication from
the individual to the command
level, a troubling “not effec-
tive” rating was recorded. An
organization’s printed prom-
ise of a reply should assure
personnel who spend the time
to write and take ownership

of a suggestion that they will
receive a response. A failure to
reply suggests that the organi-
zation does not care.

Top-Down Interaction
and Performance

Accurate feedback to
personnel is critical not only
for increasing short-term effec-
tiveness but also for facilitat-
ing their long-term develop-
ment. Reliable information on
officers’ performance helps
them determine their strengths
and weaknesses, which in-
creases engagement during
their career. Specifically,
agencies must recognize the
value of positive reinforce-
ment as a morale builder and
performance enhancer. When
discussing with employees
their shortcomings, supervi-
sors should do so only for the
purpose of encouraging im-
provement. Supervisors can
work with officers, focusing
on their long-term goals, to
tailor evaluations that meet the
organization’s needs while also
helping officers fulfill their
individual development goals.
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The study evaluated how
officers perceived communica-
tion with their supervisor. In re-
sponse to the statement, “Your
supervisor accurately commu-
nicates to you on your perfor-
mance,” 20.7 percent of officers
answered “extraordinarily so”;
42.7 percent responded “sig-
nificantly”; 29.2 percent stated
“somewhat”; and 7.4 percent in-
dicated “not at all.”

© Thinkstock.com

Effective communication
can clarify goals and expecta-
tions and, in turn, enhance
officer effectiveness. When
supervisors accurately judge
performance and have effec-
tive communication skills, they
can help improve individual
performance and extinguish
underperformance. From the
team perspective, more mem-
bers performing at high levels
translates into greater efficiency
and effectiveness.

Police organizations tend
to avoid and, therefore, fail to
resolve ongoing performance
problems. However, candid,
effective two-way communica-
tion raises the potential that
outstanding performance will
be the norm, not the exception.
The authors identified effec-
tive communication at both the
organizational and individual
levels as a significant area for
study because of its importance
to organizational effectiveness.

The nature of public safety
requires supervisors to maintain
a certain level of command and
control to ensure professional-
ism and accountability. From
the direct supervisor’s level,
the study noted contradictory
results in the effectiveness of
internal communication. Super-
visors not only must understand
the concepts and techniques of
effective evaluations but prac-
tice these skills in role-play
situations to become comfort-
able in having potentially dif-
ficult conversations with per-
sonnel regarding performance
concerns. A goal is for officers
to see feedback as positive, not
threatening, and to participate
more easily in uncomfortable
conversations. Also, discussion
must include two-way participa-
tion from both the supervisor
and the employee. Performance
must be viewed from different
perspectives, from formal after-
action reports to impromptu
conversations, with the same




goal of identifying what can
be learned. For professionals
in law enforcement, feedback
received today may change
behavior and save the life of a
citizen or teammate tomorrow.
Also, many supervisors feel
that their performance should
not be graded from their subor-
dinates’ perspective. However,
having subordinates share
their views openly in this way
creates opportunities to make
improvements and increase
effectiveness. When supervi-
sors receive feedback on their
performance, it allows them to
see where they are doing well
and where they can improve.
Common wisdom suggests
that smaller operations would
score higher on bottom-up
communication because of the
cohesiveness usually found in
smaller units and the less re-
strictive communication styles
of these supervisors. Also, field
supervisors in larger units, such
as patrol operations, seemingly
would use a tighter command-
and-control leadership style
and would not receive perfor-
mance feedback as willingly.
Surprisingly, the authors found
the opposite to be the case.
The detectives and officers as-
signed to smaller, more spe-
cialized units were less likely
to talk with supervisors about
performance than personnel
assigned to general field opera-
tions. Overall, supervisors in

all organizations should learn
how to solicit and make use of
feedback to improve their
effectiveness.

Employee Engagement
and Organizational
Responsiveness

A significant portion of the
study focused on examining
how organizations respond to
the needs and ideas of officers
and the resulting impact on em-
ployees’ level of performance

...the level of

prior cultural and
organizational
knowledge affected
the individuals’
energy, effort, and
enthusiasm to

perform.
))

and engagement. A collateral
issue examined how the officers
felt the agency’s responsiveness
affected their career expecta-
tions. Additionally, the authors
assessed how individual percep-
tions of organizational respon-
siveness combine to impact the
smaller units.

Many organizations send
their senior-ranking officers
to study new management and
leadership theories, hoping

to increase performance and
engagement from the top down.
The goal in learning these
forward-thinking techniques is
to promote continuous motiva-
tion, focus on new officers’
performance, and push back
the time when the engagement
and performance of seasoned
officers diminish. Underperfor-
mance impacts the fiscal operat-
ing budgets of the organizations
and, when recognized by the
community, subtly impacts the
level of trust among citizens.
Discussing with officers
the issues of engagement and
performance illuminates these
subjects from the employees’
perspective. Perception of orga-
nizational responsiveness trans-
lates to reality at the individual
level. Officers emphasized their
eagerness and motivation to do
their jobs to the fullest. Ap-
parently, a lack of engagement
results not from an indifferent
attitude but, rather, frustration
due to the lack of responsive-
ness to the employees’ ideas
and concerns. They expressed
the perception that their orga-
nizations were not listening to,
acknowledging, or acting upon
ideas. When individuals per-
ceive they cannot get informa-
tion up the chain of command
to the policy makers responsible
for change, the progression of
frustration to anger and then
disengagement begins with the
employees, expands to the unit
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level, and, possibly, infects the
entire organization.

The study directly ad-
dressed these claims of loss of
performance and engagement.
Organizations were asked if
they were responsive to em-
ployees’ needs and ideas, while
the authors requested individ-
ual officers to relate how their
agency’s responsiveness af-
fected their level of engagement
and performance. The authors
combined the individual re-
sults to assess the situation at
the unit, division, and, finally,
organizational level. According
to 11.8 percent of officers, their
organization mostly responds
to their ideas, and they have
increased their performance
and willingness to suggest new
ideas; 2.3 percent said that their
agency mostly responds to their
ideas, they are satisfied with
meeting performance standards,
and they do not want to sug-
gest ideas; 51.1 percent related
that their organization does not
always respond to their ideas
but that they will continue to
suggest new ones and maintain
a high level of performance;
27.4 percent shared that their
department does not always
respond to their ideas but that
they will continue to perform
acceptably and suggest some
new ideas; and 7.3 percent said
that their organization does not
always respond to their ideas,
they will meet minimum levels
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of performance, and they will
not suggest new ideas.

As the results indicate, most
employees are engaged at work
but feel their organizations are
unresponsive to their needs and
ideas. Over time, individual en-
gagement will decline. Agencies
face the challenge of staving off
this decline as long as possible
and ensuring that it never reach-
es the point of no recovery.
Using the study as a long-term
strategic tool, departments can
tailor short-term tactical action

£

Effective internal
communication helps
bond personnel to the
organization and acts

as a link between
efficient operation and

employees’ willingness

to perform.

to help move their personnel
toward the category of “I am
fully engaged/my organization
is fully responsive.” Doing
this requires organizational
commitment to a long-term
strategic action plan of slowly
increasing employee engage-
ment while building confi-
dence in and responsiveness to
employees’ needs and ideas.

In the short term, immediate
tactical plans can address the
issues and concerns of both the
organization and its employees,
thereby increasing the percep-
tion of agency responsiveness.
Failure to act will only increase
frustration and drive down
performance. Knowing that
problems exist and choosing to
make a concerted effort to un-
derstand and resolve the issues
can transform an organization
from ordinary to extraordinary,
not just as a goal but as an ac-
cepted cultural norm.

Initiatives and Improved
Employee Performance

Organizations can use the
PPF as a tool to help identify
where long-term strategic and
short-term tactical improve-
ment can increase overall
employee performance and
engagement. The most strik-
ing aspect of the overall study
was the number of officers
fully engaged despite their
agencies’ unresponsiveness to
them; this seems to underscore
the commitment and sense of
duty of those who undertake
a career in policing. Although
addressing employee frustra-
tion is not complicated, leaders
need to stay committed in the
short and long term to learning,
understanding, and remedy-
ing the causes of this problem.
Agencies can enjoy