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Human Performance Improvement

for Tactical

By D.J. HATHAWAY, M.Ed.

Teams

a8

© Glenn D. Grossman

he law enforcement
I community faces more

challenges today than
ever before. Such phrases as
weapons of mass destruction,
terrorist cell, and homeland
security have become common
vernacular. Moreover, agencies
must deal with the ever-increas-
ing public scrutiny that comes
with the availability of 24-hour
news coverage. To protect offi-
cers, safeguard the financial
solvency of the agency, and

provide better service for citi-
zens, law enforcement organiza-
tions need comprehensive strat-
egies. Tactical teams, as well as
police departments, must show
that they appropriately select,
properly train, and responsibly
manage their officers.

Human performance
technology (HPT), which
originated in general systems
theory (mankind and machines
are applied together against an
objective)' and behaviorism

(manipulation of the human
performer is conducted to
enhance overall production

or performance), increases
profitability in businesses by
either reducing operating costs
or increasing profit streams. In
law enforcement systems, HPT
brings together the performance
of the officer, benefits of tech-
nology, and complexities of the
legal system to tackle chal-
lenging situations and provide
outstanding public service.
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A Team’s Capabilities

Most law enforcement agen-
cies no longer rigidly adhere
to tactical standard operating
procedures (SOPs). Rather, they
use them as guidelines or rely
on them when standard situa-
tions occur. Departments can
face legal ramifications if they
deviate from detailed SOPs.
Further, problems can arise
when SOPs are too ambiguous,
do not provide any real guid-
ance, or are not based on the
reality of the department’s ca-
pabilities and resources. Tacti-
cal unit SOPs should reflect the
abilities, staffing, and jurisdic-
tion of the team. Situations
seldom unfold as predicted, so
agencies should properly plan
for contingencies.

The law enforcement com-
munity employs specialized
tactical teams to deal with ex-
traordinary situations, typically

protracted in nature, that require
the use of uniquely trained per-
sonnel. A candid self-analysis
of a tactical team’s capabilities
can define appropriate situations
to train for and maximize the re-
sources available to do so. HPT
can specifically enhance the
development of a department’s
tactical team by providing not
only clarity but also systematic
tools that analyze the organi-
zational context, determine the
current performance levels, and
render direction and evalua-
tion to ensure the team func-
tions at its highest potential.
But, common to any systematic
approach, when initial assump-
tions are inaccurate, skewed
results most likely occur.

Business Analysis

A business usually either
makes a product or provides
a service; the tactical team

11

analysis explains the

A performance

current state of the

department’s tactical

team and defines
the desired one.

J)

Special Agent Hathaway serves on the FBI’s Hostage Rescue Team.

furnishes a specialized service
for the department and the
public. “A business analysis is
the process of identifying and
clarifying primary organiza-
tional goals, targets, or needs.
Such an analysis defines what is
important to the department and
the tactical team. Team goals
and capabilities vary between
agencies, which should con-
sider such factors as team size,
physical standards, psychologi-
cal stability, amount of dedi-
cated training time, funding,
and even frequency of using the
team. In a post-September 11
and school-shooting era, how
neighboring jurisdictions select,
train, and equip teams proves
significant. Leaders should
develop a memorandum of un-
derstanding with other agencies
that identifies the frequency of
joint training and crisis response
duties and capabilities. In these
matters, a business analysis

can provide clarity and proves
important for two basic reasons.
First, goals drive an organiza-
tion, and the business analysis
defines the goals. The analysis
points out what is and what is
not important. Second, identify-
ing the goals and what is impor-
tant allows the department to fo-
cus on significant performance
issues and the allocation of
resources to support them. For
example, a needs assessment
may identify that the tactical
team has no rappelling capa-
bility. Before the team spends

292
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time and money on equipment
and training, it needs to deter-
mine the value of rappelling,
identify team priorities, and
train accordingly. That does not
mean that the team should not
train to rappel, but it should be
proportional to the actual time
the team uses rappelling and the
likelihood of its use. The busi-
ness analysis demonstrates the
framework by stating what the
department has, what it needs to
be able to do, and what it can do
with what it has. Tactical teams
have to decide whether they
want to do a few things very
well or perform a wide variety
of tasks not so well.

A business analysis for a
tactical team should measurably
focus on results and be impor-
tant, relevant, and tied to a time
line. When measurable, agen-
cies can monitor progress and
evaluate results. If the team
employs an intervention to im-
prove firearms scores, leaders
should evaluate whether it has
the desired effect. The analy-
sis focuses on results—the bot-
tom line. In law enforcement,
officer and citizen safety and
the successful prosecution of
criminals encompass the bot-
tom line. To perform well, or-
ganizations must follow clear-
ly defined goals and standards
of conduct. Further, the analy-
sis should have a time-line com-
ponent that keeps goals on track
and provides milestones of suc-
cess along the way. While the

business analysis provides the
goals that the team or depart-
ment is trying to reach, the
performance analysis identifies
the human behaviors and tasks
necessary to reach them.

Performance Analysis

A performance analysis
explains the current state of the
department’s tactical team and
defines the desired one. It fo-
cuses on identifying the team’s
capabilities, resources, and

L6
HPT can

specifically enhance
the development
of a department’s
tactical team....

))

accomplishments—a macro-to-
micro review of the strengths
and weaknesses in the organi-
zation. “Performance analysis
is critical to any organization’s
ability to improve its results
and, ideally, achieve important
goals and objectives.”” The
customer-based macro-to-micro
view helps define the team’s
limitations. It starts with an
understanding of the commu-
nity and the goals and values of
the department and ends with

a clearer understanding of the
behaviors and resources that

the officers, the most valuable
asset of any agency, bring. Law
enforcement organizations can
operate, at some level, without
radios, cars, and guns, but they
cannot function without people.
Performance analysis
incorporates organizational, en-
vironmental, and gap analyses.
Organizational analysis focuses
on the more academic aspects
of the department, such as the
mission, vision, and goals.
Environmental analysis consid-
ers work conditions: the work-
ers, work, and organizational
issues of competition, service,
and identification of stakehold-
ers. As the name implies, gap
analysis defines the area be-
tween actual performance of the
team and the desired level and,
as such, constitutes the second
stage of performance analysis.
These analyses create a realistic
understanding of what the team
can and cannot do. For example,
a department has responsibil-
ity for a medium-sized airport
within its jurisdiction, but its
five-member tactical unit’s
services are seriously limited
if a crisis occurs at the airport.
The agency has to define what
can be done with its five-mem-
ber unit and either increase the
size of the team or maximize its
available abilities and resources
and ask for help when neces-
sary. Whatever the decision
in this particular example, the
department discovers the prob-
lem during this performance
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analysis phase. Agencies can
employ many techniques and
methods (document reviews and
needs, knowledge, procedural,
and systems task analyses) to
gain a comprehensive under-
standing of the performance and
record the items discovered,
particularly anything concern-
ing the functioning of the job
or whether something is mis-
managed or missing from the
process.

An effective way to rep-
resent and understand the

performance analysis is through
organizational mapping, a visual
tool that depicts how something
functions within a system.
Relationship mapping, often
used in business and industry,
illustrates the services provided
and under what instances they
are engaged. This benefits the
tactical team because it can
show the relationship between
the capabilities of the team

and the conditions that require
deployment. Conversely, a
process map highlights the

milestones on the path to goal
completion. To reach the goal,
teams have to accomplish cer-
tain tasks. If the goal is to have
three breachers on the team, a
process map could show the
requirements needed to reach
it: 1) select personnel, 2) ensure
they have the requisite physical
and mental ability, 3) properly
train them, 4) adequately equip
them, 5) evaluate and certify
them, and 6) establish reoccur-
ring training. Identifying and
visualizing this course of action

Performance Improvement

Performance
Business Analysis
Analysis Desired c Analvsi
. »| performance ause Analysis
- Determine
. state
business goals - Knowledge
- Articulate - Motives
relationship to - Physical
human performance resources
- Structure/Process
- Information

Intervention Selection

- Type of root cause
- Matched interventions
- Recommendations

Intervention
Actual .
performance Implementation |
Evaluation state '
of Results - Manage the project
f - Help the organization adapt to

- Formative evaluation

A

- Summative evaluation

the changes
- Gather formative evaluation data

Adapted from E. F. Sanders, “What Is HPI? What Makes a Performance Consultant? How Can You Tell
if You Already Are One?” in HPI Essentials, ed. G.M. Piskurich (Alexandria, VA: American Society for

Training and Development, 2002).
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provides direction and a way
to monitor the progress toward
the goal. The more comprehen-
sive the understanding of the
organization’s culture, context,
and issues, the more accurate,
applicable, and relevant the
interventions used to solve the
problems.

Gap Analysis

Whereas performance
analysis identifies the problem
or area of concern, gap analysis
brings the issue to the forefront,
begins to frame it in terms of
human behaviors and expected
outcomes, and addresses the
complex issue of consequences.
The gap is the space between
the team’s current position and
where it wants to be. For exam-
ple, a SWAT team conducts an
analysis to understand why the
team has a disparity between
high scores on standard firearm
courses and much lower scores
on two-dimensional targets
in the shooting house during
close-quarters battle training.
The current state is low scores
on targets that depict armed
criminals, with rounds impact-
ing around the area of the gun.
The desired state is center of
mass or effective head shots on
those same targets. The team
wants to understand this dispar-
ity, or gap. At this point, the
analysis goes one step further
and specifies the consequences

for the team because of this gap:

if the round is not hitting the
intended target, then it is going

somewhere it should not. If the
round does not actively stop
the criminal action, then the
lawlessness may continue and
focus on innocent hostages or
the officers.

To keep the gap analysis
systematic and appropriate,
agencies should determine
what the gap is and prioritize it.
How often does the gap occur?
How costly will it be to fix?
Or, how important is the gap?

£

Every department
and tactical
team should have
performance
improvement as

a goal.
))

What if the team did nothing?
Discovering a gap does not
mean that it can, should, or will
be addressed. When more than
one gap occurs, teams should
prioritize them from most im-
portant to least and from easiest
(nominal effort or resources)

to hardest (the most attention
and resources). During the gap
analysis, agencies should refrain
from judging causative factors,
placing blame, or presupposing
solutions. The human perfor-
mance improvement model pro-
vides a systematic and compre-
hensive approach to identifying

and understanding a problem
and developing and implement-
ing a solution. Rushing through
these steps risks wasting time,
effort, and money. Performance
improvement is not developed
nor intended to place blame or
find fault. If agencies suggest,
design, or implement solutions
prior to the completion of the
analysis, then the interven-
tions probably will be flawed
and any success based on luck,
rather than understanding and
hard data. The critical gap
analysis “ties together all of the
performance issues and forms
the basis for the next steps in
the process: the identification
of causes and the selection of
interventions.” It sets the stage
for the root-cause analysis; it
does not bypass it.

Root-Cause Analysis

The symptoms rarely
identify the real problem and,
typically, agencies repeatedly
use one solution—training.
Root-cause analysis entails thor-
oughly examining the problem
and making decisions based on
facts and multiple perspectives,
rather than on assumptions and
knee-jerk reactions. If agencies
incorrectly perceive the cause of
the problem, the training or per-
formance intervention probably
will not address the issue, which
will result in two problems:
the original issue and a new
one related to the unintended
consequences of a misdirected
intervention.
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(http://'www.ispi.org).

Resources

Law enforcement administrators and trainers can
find numerous resources regarding human performance
improvement and technology. Well-known organiza-
tions that deal with performance improvement issues,
strategies, and training include the American Society
for Training and Development (http://www.astd.org) and
the International Society for Performance Improvement

The root causes of any
performance issue usually result
from some sort of dysfunction
either in environmental sup-
port (due to a lack of informa-
tion, resources, or incentives)
or a general lack of appropriate
behaviors (most likely from
inadequate skills, knowledge,
motivation, or expectations).
Teams can use several methods
to better identify the root cause
of the problem. First, they can
conduct structured brainstorm-
ing with all team members.
The group defines the problem,
and members record ideas.

The group then considers all
suggestions and breaks them
down to basic components. This
method not only maximizes the
synergistic effect of multiple
minds focusing on a problem
but also empowers the tactical
operators to take an active role
in the unit and its decision-mak-
ing process. This can motivate
individuals and lead to higher
performance results.

Additionally, teams can
use the Five Whys,’ a tool that

6/ FBI Law Enforcement Bulletin

simply reduces the problem

to its foundation by peeling
away the layers that often cause
distractions or are symptoms of
the root-cause issue. For ex-
ample, a SWAT team wants to
abandon the use of the M-4 rifle
because members believe it is
unreliable due to a high number
of malfunctions. The group
probably would ask particular
why questions.

1) A SWAT team is experi-
encing a significant number
of malfunctions with the
M-4 rifle. Why?

2) Shell primers are falling
out of the round after firing
and into the trigger housing,
which stops the trigger from
functioning properly. Why?

3) The primers are falling
out of the rounds. Why?

4) The primers are not
properly “staked” in place
in the shell casing. Why?

5) A lack of quality control
standards by the ammuni-
tion manufacturer.

The conclusion that the am-
munition was faulty and not the
weapon can save the department
time, money, and worry. Al-
though it may seem that the idea
of root-cause analysis is com-
mon sense, when a knee-jerk
reaction or a rush to judgment
occurs, agencies are not directly
considering the root-cause is-
sue. In a world of instant news
and a cultural construct that
mandates perception as reality,
law enforcement organizations
experience difficulty getting
past the expediency and im-
mediate gratification that comes
from doing something as soon
as possible. The symptoms of
a problem rarely illuminate the
actual causative factors.

Conclusion

As the law enforcement pro-
fession becomes more scientific,
the classic line between practice
and theory blurs. Just as citi-
zens expect officers to conduct
systematic and comprehensive
criminal investigations, they
would not anticipate anything
less in the way officers solve
problems, conduct training,
or plan strategic performance
improvement interventions.
Law enforcement agencies must
implement systematic solutions.

By the very nature of their
typical mission profiles, tacti-
cal teams can greatly benefit
from the strategies of human
performance technology. Teams
potentially face complex and




difficult situations that require
highly specialized and compre-
hensive training. But, training is
not always the answer.

Every department and tacti-
cal team should have perfor-
mance improvement as a goal.
A systematic and comprehen-
sive approach establishes cred-
ibility and motivates innovation
within the community and the
organization. Tactical teams
should constantly challenge the
assumptions under which they
operate. Establishing a research

and development frame of mind
can better expand the capabili-
ties of the team and prove more
cost-effective than many other
commercial training courses. 4

Endnotes

'P. B. Checkland, “Toward a Sys-
tem-Based Methodology for Real-World
Problem Solving,” Journal of Systems
Engineering 3, no. 2 (1972).

2 J. Willmore, “Business Analysis: The
Driving Force Behind the HPI Process,” in
HPI Essentials, ed. G.M. Piskurich (Alex-
andria, VA: American Society for Training
and Development, 2002).

3 C.M. Panza, “Performance Analysis:
Linking It to the Job,” in HPI Essentials,
ed. G.M. Piskurich (Alexandria, VA:
American Society for Training and
Development, 2002).

4 M. Boyd, “Gap Analysis: The
Path from Today’s Performance Reality
to Tomorrow’s Performance Dreams,”
in HPI Essentials, ed. G.M. Piskurich
(Alexandria, VA: American Society
for Training and Development,

2002).

5 G. M. Piskurich, “Cause Analysis:
Don’t Assume Training Is the Answer,
Don’t Assume Anything!” in HPI Es-
sentials, ed. G.M. Piskurich (Alexandria,
VA: American Society for Training and
Development, 2002).

Subscribe Now

866 512-1800
202 512-1800
202512-2104

Order Processing Easy Secure Internet: Toll Free:
Code: bookstore.gpo.gov DC Area:

U.S. GOVERNMENT
- PRINTING OFFICE
G D KEEPING AMERICA INFORMED 3491 Fax:
) YES, please send subscriptions to the FBI Law Enforcement Bulletin. (FBIEB) at $53.00
each ($74.20 foreign) per year. Price includes regular shipping and handling and is subject to change.
The total cost of my order is $

Mail: US Government Printing Office
P.O. Box 979050
St. Louis, MO 63197-9000

Check method of payment:

= B = 3@

U Check payable to Superintendent of Documents

DSODDepositAccount | | | | | | | |_D

U visa 1 MasterCard L Discover/NOVUS ([ American Express

Thankyouforyourorder!

Personal name (Please type or print)

Company name

Street address

(expiration date)

City, State, Zip code

Daytime phone including area code AUTHORIZING SIGNATURE

June 2008 / 7




Bulletin Reports

.

Felony Defendants

The Bureau of Justice Statistics report Pretrial Release of Felony
Defendants in State Courts presents findings on the pretrial release
phase of the criminal justice process using data collected from a rep-
resentative sample of felony cases filed in the 75 largest U.S. counties
in May during even-numbered years from 1990 to 2004. It includes
trends on pretrial release rates—compared by arrest offense, demo-
graphic characteristics, and criminal history—and the types of release
used. Characteristics of released and detained defendants also appear.
Rates of pretrial misconduct, including failure to appear and rearrest,
are presented by type of release, demographic characteristics, and
criminal history. Highlights reveal that about 3 in 5 felony defendants
in the 75 largest counties were released prior to the disposition of their
cases; surety bonds surpassed releases on recognizance in 1998 as the
most common type of pretrial

release; and defendants on fi-
nancial release were more

likely to make all scheduled Coping with Abduction of a Sibling

court appearances. The report Written by siblings of children who have been ab-
(NCJ 214994) is available at ducted, What About Me? Coping with the Abduction of a
the National Criminal Justice Brother or Sister contains information to help and support
Reference Service’s Web site, children of all ages when a brother or sister is kidnapped.
http://www.ncjrs.org. This Office of Juvenile Justice and Delinquency Preven-
tion guide provides insight into what children can expect
concerning feelings they may experience, events that may
occur from day to day, and actions they can take to help
themselves feel better. Written in child-friendly language,
it is divided into such sections as home, family, law en-
forcement, the media, school and work, and holidays and
anniversaries. In addition, the guide contains activity pages
for children of all ages, including those too young to read.
To access a copy of this guide (NCJ 217714), visit the Na-
tional Criminal Justice Reference Service’s Web site,
http://www.ncjrs.org.

8 / FBI Law Enforcement Bulletin



Campus Law Enforcement

Campus Law Enforcement, 2004-2005 contains findings from a Bureau
of Justice Statistics survey of campus law enforcement agencies serving
4-year colleges and universities with 2,500 or more students. Covering the
2004-2005 academic year, the study collected data from departments using
sworn police officers and those using only nonsworn security officers. The
report compares law enforcement organizations serving public and private
campuses by number and type of employees, screening methods used for
hiring officers, training and education requirements for officers, agency
functions, types of equipment, computers and information systems, special
programs, and written policy directives. It also summarizes general campus
characteristics, including crime statistics. Appendix tables include data
from 2-year public colleges with an enrollment of 10,000 or more. Specifi-
cally, three-quarters of campus law enforcement agencies used sworn offi-

cers with full arrest powers; nearly all

campuses had 24-hour patrol, a 3-digit

NCPC Publications Online emergency number, and emergency
ue-light phones; and among schools
The National Crime Prevention Council with 5,000 or more students, private
(NCPC) has several full-text publications available campuses had more law enforcement
on its Web site to download at no charge. These employees per capita than public cam-
cover such topics as personal, home and neighbor- puses. Access http://www.ncjrs.org, the
hood, school, and work safety; bullying; conflict National Criminal Justice Reference
resolution; violence; fraud; hate/bias; alcohol, Service’s Web site, to obtain a copy of

tobacco, and other drugs; preparedness; volunteer- the report (NCJ 219374).
ing; and Neighborhood Watch programs. NCPC
offers the free publications either in Adobe PDF
format or in text (HTML) version. For these docu-
ments and many other reports, access NCPC’s Web
site at http://www.ncpc.org.

Bulletin Reports is an edited collection of criminal justice studies, reports, and project
findings. Send your material for consideration to: FBI Law Enforcement Bulletin, FBI
Academy, Law Enforcement Communication Unit, Hall of Honor, Quantico, VA 22135.
(NOTE: The material in this section is intended to be strictly an information source and
should not be considered an endorsement by the FBI for any product or service.)
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The Art of Managing Up

By TRACEY G. GOVE, M.P.A.
anagement involves accomplishing
goals by leading and directing

others. While many law enforce-
ment supervisors have become adept at influ-
encing and motivating subordinates, few have
learned about or even considered the impor-
tance of managing up—focusing on relation-
ships with superiors to achieve personal,
professional, and organizational goals more
effectively and efficiently. It entails cultivating
understanding and cooperation between indi-
viduals who often have different roles, per-
spectives, and agendas.
Effectively managing up can help
supervisors simplify their job, obtain needed
=resources, reduce stress, increase job satisfac-
tion, and improve their reputation among all
levels of the organization. Key to this endeavor
is the understanding that the very nature of the\
manager-supervisor' relationship involves reci-
procity and interdependence between fallible
human beings.> Managers need supervisors’
insight, hard work, help, and cooperation to
properly perform their job. Conversely, super-
visors need managerial support, direction, and
feedback. Managing up the chain of command

&
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in the, perhaps, top-down,
quasi-paramilitary atmosphere
of a law enforcement organiza-
tion may not appear feasible,
especially considering that
supervisors operate from a
subordinate position. However,
while formal power dynamics
can present unique leadership
challenges, supervisors must
remain focused on changing
their own awareness and
perspective as the basis for
influencing those at higher
levels. The art of managing up
is innate to some and acquired
by others through knowledge,
practice, and patience.

EMOTIONAL
INTELLIGENCE

Supervisors will find an un-
derstanding of emotional intelli-
gence (EI) foundational. Coined
in the early 1990s, this term has
become common in corporate
America.’ Its recent surge of
popularity stems from research
demonstrating that measuring
a person’s EI quotient and I1Q
together may more accurately
predict job performance and fu-
ture success than either measure
alone.* Also, EI may serve as a
key determinant of leadership
effectiveness.’

EI involves personal and
social awareness and profi-
ciency. It refers to the effective
management of oneself and
relationships with others and
encompasses four fundamental
capabilities: self-awareness,

11

Supervisors must
consider their personal
characteristics and
behavior with the same
scrutiny as those
of the manager.

J)

Lieutenant Gove of the West Hartford, Connecticut, Police
Department is an adjunct faculty member at Manchester
Community College in Manchester, Connecticut.

self-management, social aware-  they should not only gain this

ness, and social skill.® understanding but seek clari-
Social competence, net- fication regularly as concerns
work-building expertise, and change over time.® Likewise,
the effective handling of rela- many supervisors wrongly
tionships prove paramount for expect their wants and needs
all leaders. A highly intelligent  to automatically be known by
manager with no people skills managers. Such assumptions
will fail at some level. For- lead to misunderstandings, re-
tunately, leaders can develop sulting in a strained relationship
and increase EI by tuning and potentially marked by strife,
enhancing their internal social apathy, and inadequate decision
radar.” To this end, they must making.
listen to and analyze their own Both parties should candidly

emotions, as well as the verbal ~ discuss mutual goals, priorities,
and nonverbal signals of others.  strategies, and expectations.
Each individual needs a clear

CLEAR EXPECTATIONS picture of what the other wants.
AND PRIORITIES This dynamic process opens
Often, law enforcement channels of communication,
managers do not clearly ar- finds common ground, and
ticulate goals, expectations, or diminishes the amount of time
priorities, placing the burden wasted on less important proj-
of discovery on subordinates. ects or tasks. Subsequently, job
When necessary, supervisors satisfaction increases with the
need to actively seek clarifica- establishment of clear boundar-

tion about a manager’s require-  ies, which allows both sides to
ments and preferences. Further,  find their work more fulfilling
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and their contributions more
significant.

Supervisors should take a
strategic approach when en-
countering a manager who is
vague or noncommittal about
expectations, even when direct-
ly asked. If savvy, the supervi-
sor will remain alert for oppor-
tunities to engage the manager
with informal discussions about
how best to manage others and
about common objectives.” The
development of a mentorship
can provide valuable insight
into the manager’s preferences
and thought processes.

KNOWLEDGE
ABOUT THE BOSS

Leadership Orientation

In a managing-up effort,
supervisors must know the
manager well. As they study the
boss’ work style, supervisors
will need to incorporate thor-
ough observation and analytical
skills. Fortunately, seasoned
supervisors will have many
experiences and lessons from
“leading down” over the years
that they can draw from.

Managers typically follow
several possible leadership
orientations. Supervisors should
distinguish the boss’ style
to allow for a more tailored
approach to interactions. Al-
though the categories overlap
somewhat, each carries its own
distinguishing features. To
this end, supervisors should

12 / FBI Law Enforcement Bulletin

determine the answers to sev-
eral questions concerning the
manager.

Is the boss a reader or a lis-
tener? Some managers prefer to
receive information in writing
so they can read and study it.
Others prefer face-to-face inter-
action so they can ask questions
and probe issues.!” Attentive
supervisors will comply with
the manager’s preferred method
of communication (e.g., writing
a memo) and then verify infor-
mation by following up with the
opposite approach (e.g., speak-
ing in person).

£

...those who take
the time to learn the
art of managing up
will find that it reaps
many rewards....

))

Is the boss logical or emo-
tional? Logical managers lead
mentally, working in a more
cognitive domain, and desire
thoroughly researched, orga-
nized, and detailed information.
Approaching this style of boss
with a problem before determin-
ing a plan or suggestions for
a solution will cause friction.
Conversely, emotional man-
agers lead from the heart and
react instinctively. Supervisors

should use more exuberance
when approaching such indi-
viduals. Spontaneous, animated,
and collaborative decision mak-
ing proves effective. Supervi-
sors will find that presenting a
problem without an immediate
solution would prove acceptable
as the manager would prefer a
brainstorming session. Howev-
er, to ensure active participation
in the process, the supervisor
should envision potential solu-
tions beforehand.

Is the boss task or relation-
ship oriented? Well-balanced
leaders will have equal concern
for the job and the workers who
will help get it done. Some,
however, shift their focus,
depending on their management
strategy. Task-oriented leaders
structure the work, define goals,
allocate resources, and focus
strictly on the job while hav-
ing little interaction with sub-
ordinates."" Working with this
style of manager would require
the supervisor to focus only on
goals, keep meetings short, and
ask questions just to seek facts
or clarification. Conversely,
relationship-oriented leaders
strive to maintain warm, close,
and friendly ties with subordi-
nates and believe that collabora-
tion best helps to complete the
mission.'? Accordingly, supervi-
sors working with these indi-
viduals should focus on regular
communication, face-to-face
interaction, sharing of ideas or
issues, and attempts to look for




personal connections with the
manager.

Is the boss participative or
directive? Leaders, if well-bal-
anced, will use both styles as
appropriate. However, a man-
ager who regularly leans toward
being participative will follow a
more democratic style of leader-
ship, handing down decisions
to supervisors or making them
with ample input from subor-
dinates. In this type of relation-
ship, the supervisor will have
more discretion and indepen-
dence, allowing for experimen-
tation, risk taking, and creativ-
ity. On the other hand, directive
managers consider participation
by subordinates unnecessary
and make decisions and com-
municate them to supervisors
with little or no explanation.'® If
faced with such a distinct role,
the supervisor should focus on
fulfilling goals in the manner
prescribed with little deviation
from the norm.

Behavioral Clues

Behavioral clues also
help identify managers’ work
styles and serve as indicators
of when and how to approach
superiors. To this end, super-
visors should consider
managers’ —

* strengths and weaknesses
(encouraging strengths
and providing support for
weaknesses help build a
relationship of respect and
trust);

* personal and professional
goals;

* pressures (from work de-
mands and higher-level
administrators);

* preferred times at which to
handle problems (at the start
of the day, when they feel
fresh, or later, near quitting
time); and

© Photos.com

* idiosyncrasies or pet peeves
(e.g., What are they par-
ticular about? What irritates
them? What humors them?
Do they have regular mood
swings? Are there any iden-
tifiable character flaws or
insecurities?).

Last, empathy can help su-
pervisors think outside of their
own needs and provide a deeper
understanding of what managers
require. Consequently, this will
further supervisors’ attempts
at improving interactions and
adapting behavior to the boss’
expectations and style. As be-
havioral clues change over time,
they need regular evaluation.

AWARENESS OF
PERSONAL STYLE

Supervisors also must re-
main aware of their needs, pref-
erences, and style to ensure that
their personal behavior does not
impede their attempts at upward
influence. To this end, they must
explore their predisposition and
emotional responses toward
authority and supervision. At
the extreme, follower behaviors
can include counterdependence,
resenting the boss’ authority and
rebelling against their deci-
sions,'* and overdependence,
seeing the boss as infallible
and all-knowing and remaining
compliant and in agreement,
even in the face of an easily
altered poor decision.'> Most
supervisors fluctuate some-
where in the middle of these
two extremes. Awareness of a
personal predisposition allows
for alteration and alignment
where potential for conflict with
a manager exists.

A supervisor who tends
toward counterdependence
probably will clash with a
directive manager. Conversely,
an overdependent supervisor
may be lost and confused in a
relationship with a participa-
tive manager. Fortunately, while
supervisors cannot change the
manager’s style, they can tweak
their own approach to deal
harmoniously and productively
with the boss.

Supervisors must consider
their personal characteristics
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and behavior with the same
scrutiny as those of the man-
ager. They must know their
leadership orientation, strengths
and weaknesses, personal and
professional goals, and idio-
syncrasies. Reflecting on past
experiences will help with this
endeavor. Supervisors should
adjust and align themselves

as appropriate for maximum
influence.

COMMUNICATION

When communicating,
particularly “communicating
up,” supervisors will find
assertive (not aggressive or
passive) communication effec-
tive in speaking the truth clear-
ly, directly, and respectfully
in a positive and confident tone.
This form of expression re-
quires conscious effort as super-
visors must remain aware of
their every action and be con-
siderate of the manager. Such
positive efforts build trust and
encourage a similar response
from superiors.

Supervisors must commu-
nicate regularly with managers
to keep them informed, ensur-
ing that the boss is not caught
off guard when a superior asks
a question. Although police
supervisors need the authority
to make some decisions on their
own, they must keep the man-
ager abreast of issues, problems,
progress, and the departmental
undercurrent (not rumors or
gossip, but the pulse of the line
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staff, something that managers
may not perceive simply by
virtue of their position).

One management guru
even suggested the concept of
“word magic,” knowing pre-
cisely which key words will
resonate positively and nega-
tively with the boss.' Important
and powerful, words, at times,
must be chosen carefully.

£

Managing up...
is a continuous
journey of learning
and self-development
requiring conscious
effort, patience, and,
perhaps, a bit of
trial and error.

))

Using the wrong word can
trigger an adverse reaction,
whereas making an appropriate
choice can persuade, calm, or
inspire.

Specific phrases also fit this
concept. For example, many
managers instantly tune out
when a conversation begins
with the qualifier “with all due
respect.” Frequently, people
perceive what follows as any-
thing but respectful. Avoiding
such annoyances can help
improve communication. This
represents another important

step in adapting to the manager’s
personality and preferences.

Attendant with commu-
nicating up is the concept of
“listening down.” To create an
organizational culture of manag-
ing up, supervisors also must
tune their social radar to those
at lower levels. They should
encourage and guide subordi-
nates they identify as embark-
ing on a managing-up effort.
Further, as supervisors practice
the techniques themselves, they
will model valuable behavior to
those at lower levels.

ADAPTABILITY
AND AUTHENTICITY

The overall formal adapt-
ability required of a supervisor
takes much thought and hard
work. One management profes-
sional best characterized the
process as channeling only those
“bits” of the personality relevant
for the situation or manager."’
This self-knowledge permits
supervisors to be responsive and
flexible, employing parts of their
personality that best meet the
manager’s immediate needs.
This is comparable to the social
flexibility people expend on a
daily basis in every important
relationship, both business and
personal.'® It allows the supervi-
sor to develop a wide-ranging
interpersonal skill set that
provides for a more effective
and efficient method of achiev-
ing personal, professional, and
organizational goals."”




Of course, supervisors
should remain genuine and
accomplish this while keep-
ing their values, identity, and
character intact. They must
painstakingly earn and carefully
manage a reputation for authen-
ticity.”® As law enforcement
leaders know, officers excel at
reading others and will imme-
diately recognize insincerity or
fraudulent behavior. Such deceit
will cause not only superiors
but also officers below the su-
pervisor to lose respect and
feel slighted. Once such a
mistake is made, it is hard to
bounce back.

CONCLUSION

Most supervisors have the
basic skills needed to direct,
coach, and motivate those at
lower levels. Some had to learn
and nurture these skills; others
found them instinctive. Man-
aging up is no different. It is a
continuous journey of learning
and self-development requiring
conscious effort, patience, and,
perhaps, a bit of trial and error.

Of course, managing up
does not preclude disagreements
from time to time. No attempt
at upward influence—and no re-
lationship—ever will be perfect.
However, those who take the
time to learn the art of manag-
ing up will find that it reaps
many rewards, not only for the
individual supervisor but for the
entire organization. 4
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Public Tours

of Local Jails y

\

By Craig R. Wilson
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I f citizens asked to tour their local jail, what
would they be told? Every jurisdiction should
consider its policies in view of this valid question.
While employees at correctional facilities must
ensure institutional security, they still can safely
allow some access to members of the public.

Many jails provide specially organized tours
for college students, civic groups, and special-
interest organizations. However, not all facilities
make provisions for the general public as a whole,
thereby foregoing the many benefits that opening
jails to citizens offers.

REASONS TO ALLOW
PUBLIC TOURS

Officials at some facilities may cite concerns
over security, liability, or negative public opinion
as reasons for not allowing community members to
tour jails. However, these visits seemingly would
pose no such threats.
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For instance, detention facilities already
contain the most dangerous elements of society,
so a citizen with a civic interest and no pending
criminal matters likely would not jeopardize
security. Further, many institutions already receive
routine visits without incident by a variety of
civilians affiliated with specific programs. And, a
clearly defined tour plan, proper notices, and hold-
harmless agreements greatly would reduce the
potential for liability.! Finally, if jail administrators
are concerned about negative public opinion, per-
haps, this issue warrants an analysis to verify that
the facility has adequate resources and performs
appropriately.

Openness to the Public

Allowing citizens to obtain knowledge about
jail operations is consistent with government
standards of openness. Current laws and practices
in many jurisdictions require public release of all
records not specifically protected by legal author-
ity.” The long-standing principle of transparency
in government also provides citizens with access
to nearly all sessions of federal, state, and local
legislative bodies, as well as most types of court
proceedings. All government tiers and entities
should follow this principle.

The Freedom of Information Act requires
federal departments to disclose general docu-
ments and records to any person.> Some state and
local governments have gone even further. For
instance, in 2004, California voters amended the
state constitution to guarantee the right of access to
information concerning the conduct of the people’s
business.* Elected officials, academicians, public-
policy experts, newspaper editors, civil libertar-
ians, and watchdog groups all have praised such
transparency.

Education of the Community

Law enforcement and corrections agencies
enjoy certain protections because of the nature and
sensitivity of their work, sometimes resulting in an
organization’s absence from the public conscience.




Not only do correctional facilities carry out im-
portant functions for society, including protection
from criminals, care and custody of inmates, and a
significant role in the administration of due process
rights, but their high operational costs represent a
significant burden on the taxpayer. A lack of pub-
lic knowledge concerning jails can prove not only
unfair for the taxpaying citizen but detrimental to
the correctional facility.

For instance, an absence of awareness has re-
sulted in most Americans feeling that life in jails
does not affect them.> Unfortunately, what hap-
pens inside these facilities can spill out in a variety
of forms, such as violence on the streets, increased
gang recruitment and criminal sophistication,
wasted and unproductive lives,

(e.g., blueprints and security procedures) require
confidentiality because disclosing them would
increase the possibility of escape, violence, or the
introduction of contraband. However, this is not
true of every area of operation, and those that will
not become compromised by accessibility, thereby
affecting the security of the institution, should be
more open to the public.

Citizen Involvement

Generally, jails have improved in recent de-
cades, largely due to regulatory efforts and profes-
sional correctional standards. But, despite the best
intentions of the legislature, courts, and facility
managers and employees, there are no guarantees

that jails always will function

and, occasionally, lawsuits that
cost taxpayers.°

Further, the expenses of
correctional facilities—includ-
ing operations and mainte-
nance—impact citizens. For
example, Santa Cruz County,
California, operates a jail with
an average daily population of
600 inmates, and the detention
bureau budget is $18.7 mil-
lion, approximately 5 percent

While employees
at correctional facilities
must ensure institutional
security, they still
can safely allow some
access to members
of the public.

as planned.

Regulatory agencies play
an important but limited role
in the quality of jail operations.
For instance, the California
Correctional Standards Au-
thority conducts biennial facil-
ity inspections but not routine
investigations or oversight.®
As another example, civil
grand juries conduct annual in-
spections of the condition and

of the general county budget.’
In addition to operating costs,
expensive lawsuits can stem from complaints,
such as excessive force, overcrowding, segrega-
tion policies, and inadequate medical care. And,
eventually, most agencies need to build new jail
facilities to increase capacity or to replace aging
structures. The more the public understands the
importance of properly functioning detention sys-
tems, the more likely they will support measures
to improve, maintain, or replace them.

With so much at stake, perhaps, the time has
come for correctional facilities to strive for more
public awareness—consistent, of course, with
the legitimate concerns about safety and secu-
rity. Certainly, many aspects of jail operations

management of public deten-
tion facilities but have only an
advisory role.’ In other words, while such entities
take part in assessing correctional systems, they
cannot replace the benefits provided by genuine
public interest. Although a handful of nonprofit
organizations, such as the American Civil Liber-
ties Union and Amnesty International, exist that
advocate for prisoner rights, these agencies have
only limited impact. To make sure that correctional
institutions operate effectively, increasing the
number of available safeguards proves helpful.
To this end, the Commission on Safety and
Abuse in America’s Prisons recommended that
jails allow public visits, stressing that not only
could citizens learn about problems, as well as
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good practices, in facilities but tours could serve as
informal monitoring mechanisms. Citizens do not
have to feel sympathetic toward inmates to have an
interest in a properly maintained and operated jail.
They can serve their part—along with laws, court
opinions, and the agency’s policies and profes-
sionalism—in ensuring that minimally acceptable
standards for correctional facilities exist and that
they are enforced. Further, the presence of citizens
could help to normalize the custody environment
by allowing community standards to influence
inmate behavior.'” While officials may find it dif-
ficult to generate public inter-

them a waiver of liability to review and sign that
the agency retains. A correctional officer able to
explain how the jail operates and what it is like to
work there leads all tours, which last between 45
and 60 minutes and encompass all common areas
throughout the facility except maximum-security
housing.

Positive Results
Through the program, the agency has enjoyed
the opportunity not only to educate citizens about
the facility and its operations but to nurture positive
relationships with the commu-

est in jails, they should make
opportunities for education and
involvement available.

TOURS IN
SANTA CRUZ COUNTY

Structured Program

The Santa Cruz County
Sheriff’s Office, in view of
its commitment to community
policing and openness with the
community, began its public

...the department
closely monitors these
visits and diligently
enforces its rules....

nity at large. For instance, local
media, including newspaper
and television, have responded
favorably to the program and
to the department’s openness
and spirit of public service and
have offered extended cover-
age to inform citizens about
the tours.

Participants who have
toured the jail have expressed
surprise about the cleanliness

jail tour program in November

2006. Currently, the agency offers tours only to
adults (not on probation or parole or with pending
criminal matters), 10 participants at a time.

On the department’s Web site, interested per-
sons can review detailed information about the
program.'! After acknowledging the notices of risk
and liability and agreeing to abide by all rules and
guidelines, they can submit a request for a tour,
along with identifying information, which allows
for basic record checks. The agency later will no-
tify them via e-mail of approval or denial.

To emphasize the safety and security of the
participants and the facility, the department close-
ly monitors these visits and diligently enforces its
rules, which govern conduct, attire, and prohibited
items. When visitors arrive at the scheduled time,
staff members check their identification and give
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and order within the facility,
as well as the professionalism
and knowledge of the staff. Several citizens have
expressed interest in corrections or related fields,
such as correctional nursing or drug and alcohol
abuse counseling.

The department also is forming closer relation-
ships with area universities and hopes to eventu-
ally work with the academic community to draw
on its resources to study relevant corrections is-
sues, such as overcrowding strategies, alternatives
to incarceration, and justice and equity within the
criminal justice system. Further, the sheriff plans
to notify local college professors about the possi-
bility of incorporating jail tours to add real-world
experience to their curriculum. Besides receiving
an educational opportunity, students who other-
wise would be unfamiliar with corrections may
consider a career in law enforcement.




Example of Jail Tour Guidelines

For eligibility, visitors must—
* be at least 18 years old;
* possess government-issued photo identification; and

* not be on parole or probation; have an arrest warrant or a pending criminal matter;
or be a sex, arson, gang, or narcotics registrant.

Appropriate conduct is required; visitors must—
 follow all instructions given by correctional officers;
* not communicate with or pass an item to any inmate;
+ wear a visitor badge at all times in the facility;
+ remain with the tour group at all times;
* not touch any equipment; and
* not be under the influence of illegal drugs, alcohol, or judgment-impairing medication.

All visitors are subject to search before entrance and must not possess any prohibited
items, which include—

» weapons of any kind, including firearms, ammunition, knives, or chemical sprays;
* tools, explosives, flammables, or chemicals;
« illegal drugs, alcohol, tobacco, matches, or lighters;

* electronic devices, such as cell phones, cameras, pagers, and audio or video recorders;
and

* keys, purses, backpacks, bags, or bulky items.

Visitors must dress appropriately and not display—

* clothing, accessories, or tattoos that contain images, words, or symbols that are
offensive, obscene, gang or hate related, distracting, or disruptive;

* transparent or revealing garments;
* shorts or sandals;

* spaghetti strap, strapless, halter, midriff, tube, or tank tops; slingshot shirts; or short
dresses or skirts; or

* clothing or accessories with spikes, razor blades, or other sharp objects.
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Additionally, the agency has found that several
professionals associated with the criminal justice
system, including court support staff and members
of community-based organizations who provide
peripheral services to inmates, now have the
opportunity to see how the jail functions. As a
result, they have gained a greater understand-
ing of the circumstances surrounding the
inmates, many of whom they will deal with upon
release.

CONCLUSION

Jails represent a part of society that is not nec-
essarily at the forefront of the public conscience.
Jurisdictions can help change that by allowing and
encouraging tours of their facilities. Certainly,
valid reasons exist to do so.

The Santa Cruz County Sheriff’s Office has a
successful program in place and has enjoyed many
benefits. Such openness results in an educated,
interested, and supportive community. Other

jurisdictions should consider allowing tours
of their facilities. 4

Endnotes

! Agencies should consult with legal counsel for advice and
assistance concerning notices and waivers.

2 Public disclosure laws vary among municipal, county, and
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html.
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° For more information, see Attp://www.prisoncommission.org.

¢ For more information, see http.//www.prisoncommission.org/
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Collar Dagger

ers may attempt to use this unusual weapon.

These photos depict a sheath made of plastic to be sewn into clothing and hidden. This
weapon is invisible to a magnetometer. Law enforcement officers should be aware that offend-

Dagger in plastic sheath
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Leading from the Middle

The price of greatness is responsibility.

ithout question, we in the law en-
forcement community tasked with
investigating criminal activity and

prosecuting those who break the law have
much responsibility. Those among us who
seek positions of supervision and leadership
carry an even heavier burden.

Although difficult to dismiss the pressures
of the person who, as the designated authority,
must make decisions in real time, often the
leadership
assumed by
those among
the ranks
ultimately
decides the
outcome of
an event or situation. Clearly, those who step
forward and emerge as leaders frequently
possess such qualities as courage, stability,
charisma, and a sense of mission. However,
certain other unseen traits or intangibles help
some to rise to the occasion when needed.
We see examples of this type of leadership in
many areas of everyday life, including busi-
ness and sports. The manager, coach, or the
most talented individual or player is not al-
ways the organization or team leader. Rather,

—Sir Winston Churchill

it is the person with abilities to inspire others to
be better, create a feeling of confidence among
the troops, and show the way through example
and hard work who ultimately emerges as the
true leader.

In our everyday lives, opportunities abound
to lead others or to set the right example to fol-
low. Whether the leadership comes from posi-
tion or situation, if it is based on a sound moral
and ethical foundation, it will benefit others.
Those who
take the
lead and
assume
unofficial
leadership
positions
or roles often do not get recognition from their
organizations for the contributions they make.
However, this is of little importance to them.
Their sense of accomplishment is measured by
the respect and admiration they receive from
those who truly matter—their peers. 4

Kevin J. Crawford, a special agent assigned to the Leadership
Development Institute at the FBI Academy, prepared Leader-
ship Spotlight.

>
4
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frantic young man
called 911: “Get an
ambulance to 168

Birch. My friend’s been shot!”
In another instance, the father
of a 1-year-old boy reported,
“Yes, ma’am...my, my son can’t
breathe.”

Do 911 homicide calls
contain clues that could help
investigators identify the killer?
In these two examples, the first
caller demanded immediate
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911 Homicide Calls

medical assistance for his friend
and did not commit the crime.
In the second instance, the fa-
ther politely reported his child’s
condition, never asking for help
for his son or expressing any
urgency. He had shaken the boy,
who later died.

Such calls provide invalu-
able clues to investigators
because the caller, in fact, may
have committed the crime. It
is not unusual for homicide

and Statement

Analysis
Is the Caller
the Killer?

By SUSAN H. ADAMS, Ph.D., and
TRACY HARPSTER, M.S.

offenders to contact 911 without
revealing their involvement in
the murder.'

Homicide calls are unique.
They originate from distressed
callers confronted with urgent
life-and-death situations. These
initial contacts can contain the
most valuable statements—
those least contaminated by
suspects’ attempts to conceal
the truth, attorneys’ advice to
remain silent, and investigators’




leading questions.” In these
instances, the dispatcher simply
asks, “What is your emer-
gency?” and the caller responds
with insightful, uncontaminated
verbal and vocal clues.

Fortunately, 911 calls are re-
corded. Therefore, investigators
have access to a transcript, the
actual call, and, thus, important
evidence. They can examine
both the words and the tone of
voice. An analysis of the calls
can provide investigators with
immediate insight and inter-
viewing strategies to help solve
homicide cases.

The authors analyzed 100
homicide calls from adjudicated
cases to examine the differences
between innocent and guilty
callers.’ Innocent individuals
made 50 of the calls, and guilty
persons who either committed
the homicide or arranged for an-
other person to do so made the
other half. Specific differences
appeared that helped distinguish
innocent callers from guilty
ones during an examination of
the answers to the following
three questions: 1) What was
the call about? 2) Who was the
call about? and 3) How was the
call made?

WHAT WAS THE
CALLABOUT?

Request for Help

When analyzing a 911
homicide call, the investigator’s

primary question should be,
Was the caller requesting as-
sistance? If not, why not? Was
the individual simply reporting
a crime? Almost twice as many
innocent callers (67 percent) in
this study asked for help for the
victim than did guilty callers
(34 percent).

Relevance
of Information

During the dispatchers’
questioning, few of the guilty
911 callers actually lied unless
forced to. Most of them de-
ceived by omission, rather than
commission. In lieu of offering
the complete truth, such as I
did it, many provided rambling
information, instead of concise
points; confusing, rather than
clear, details; and extraneous
information, instead of relevant

facts. These details, although,
irrelevant to the dispatchers’
questions, frequently related to
the criminal act. People who
provide more information than
necessary may be attempting
to convince someone of a de-
ceptive story, rather than
simply conveying truthful
information.* In this regard, in-
vestigators must listen carefully
to the complete call because the
caller may have provided infor-
mation that reveals vital clues to
the homicide.

Dispatcher: What is your

emergency?

Guilty caller: Um, I...

I need someone out here
right now for my little
daughter.

Dispatcher: What’s going
on?

Dr. Adams, a retired FBI special
agent, teaches statement analy-
sis, interviewing techniques, and
interpersonal communication.

Lieutenant Harpster of the Moraine,
Ohio, Police Department supervises
its Operations Division.
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Guilty caller: She threw up
water. She...um...when she...
when she got off the stool...
she was drinking water, and
we told her to get down, and
she threw herself down off
the floor...off the stool.

The caller, the father of an
adopted 4-year-old girl, men-
tioned water twice. Although
extraneous to the question
asked, this had critical relevance
to the case. The investigation
revealed that the girl disobeyed
the caller by taking a sip of her
sister’s (his biological daughter)
drink. As punishment, the man
tied the victim’s hands behind
her back and forced her to drink
64 ounces of water. She died of
hyponatremia, a dangerously
low sodium concentration in the
blood, caused by rapid ingestion
of the water.

Innocent callers, instead of
adding extraneous information,
were more likely to focus on
the objective—getting medical
assistance for the victim as soon
as possible. According to the
four maxims of communication,
people should provide accurate,
concise, clear, and relevant in-
formation; > most innocent call-
ers in the study did so to obtain
immediate medical assistance.

Dispatcher: What is your

emergency?

Innocent caller: I’'m at the
East End Bar. Please, there’s
been gunfire. People are
running out of the building.
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We need help as soon as

possible.

Forty-four percent of the
911 homicide callers included
extraneous information in their
call. Of those, 96 percent were
guilty of the offense, and only
4 percent were innocent. Ex-
traneous information was the
strongest indicator of guilt in
the study.

£

It is not unusual
for homicide
offenders to contact
911 without
revealing their
involvement in the

murder.
1)

Attitude Toward
the Victim

Blame or insults toward a
dying victim in 911 calls in-
dicate strained relationships.

As an example, a father called
911 to report that his 4-year-old
daughter was in serious medical
distress.

Dispatcher: Do you know
what’s wrong with your
daughter?

Guilty caller: Not a clue.

Dispatcher: Has she taken
any medications?

Guilty caller: Maybe. She’s

very, very sneaky. She threw

a huge temper tantrum ear-

lier. She might have taken

something.

As his daughter lay dying,
the father unexpectedly insulted
her with the description “very,
very sneaky” and referred to her
“huge temper tantrum.” He later
was convicted of her murder.

Similarly, individuals should
not blame dying victims for the
predicament. For illustration, a

woman called 911 to report that
her husband had been shot.

Dispatcher: Was this acci-
dental or on purpose?

Guilty caller: We were
having a domestic fight,
and he threw me on the bed
and grabbed my purse so [
couldn’t leave.

Instead of answering the
dispatcher’s question, the wife
blamed her husband for his
fatal injury, suggesting that he
was responsible for his death
because he threw her on the bed
and stopped her from leaving.
The subsequent investigation
revealed that the woman inten-
tionally shot and killed him; she
was convicted of his murder.

Five percent of the callers in
the study insulted or blamed the
victim, and all were guilty of
the homicide. No innocent call-
ers did so; they simply sought
help (e.g., “A kid fell down the
steps. He’s bleeding real bad.

Hurry!”).




Accuracy of Facts

Innocent callers in this
study were much more likely
than guilty ones to correct
erroneous information when
additional details revealed
discrepancies.

Dispatcher: 911. What is
your emergency?

Innocent caller: There’s a
man been shot down the
hall of my apartment.

Dispatcher: Can you check
and see if he has a pulse?

Innocent caller: OK.

(The caller checks on the
victim.)

Innocent caller: 1 thought it
was a man, but it’s a lady.
It’s a lady, and I didn’t feel
a pulse.

The caller was innocent, did
not know the victim, and had
assumed that the person was
male. After learning additional
information, he corrected the
previous inaccuracy about the
victim’s gender.

Also, innocent 911 call-
ers remained more consistent
regarding facts. In contrast,
several guilty callers provided
information that conflicted with
previously provided details and
failed to resolve the discrep-
ancy. For example, a mother
contacted 911 to report that her
baby was not breathing.

Dispatcher: How long

has your baby not been

breathing?

Guilty caller: Just now.
She’s been fine for the last
few hours.

Dispatcher: Has she been
sick lately?

Guilty caller: No, we were
just sleeping, and the phone
woke me up.

© Photos.com

The caller advised the dis-
patcher that her baby had “been
fine for the last few hours.”
However, she later added a
conflicting statement indicating
that the phone just woke her.
How could she have known her
child’s condition? The mother
was charged and convicted of
killing her daughter.

Twenty-eight percent of
the 911 homicide callers gave
conflicting facts and failed to
correct them; all were guilty of
the offense. Six percent of the
callers corrected themselves
when they learned additional
information, and all of these
were innocent.

WHO WAS THE
CALLABOUT?

Topic of the Call

When contacting 911, in-
nocent individuals remained
focused on the victim. For
example, one caller urgently
stated, “This guy’s hurt real
bad. Tell them to hurry!”

Why would individuals call
the emergency line and concen-
trate on themselves, reporting
a problem without asking the
dispatcher for assistance for the
person who needs it? The fol-
lowing dialogue occurred when
a father called 911 concerning
his son:

Dispatcher: 911. What is

your emergency?

Guilty caller: 1 have an

unconscious child who is

breathing very shallowly.

In this case, the father took
personal possession of a prob-
lem (“I have”) and referred to
his problem (his dying son) as
“an unconscious child.” When
the paramedics arrived at the
residence, the child already
had died. The father had as-
saulted his son, causing cerebral
hemorrhaging. Twelve percent
of the 911 callers in the study
took personal possession of the
problem. All were guilty of the
homicide.

Focus of the Help

When individuals call 911
because someone is in critical
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condition, they logically will
ask for help for the victim, even
if the callers themselves need
assistance. However, when
callers request help only for
themselves and not the victim,
homicide investigators should
realize that the caller could,

in fact, be the killer. As an ex-
ample, a young man called 911
to report that his father

was dead.

Dispatcher: What happened
to your father?

Guilty caller: Say some-

thing to me! Help me!

In this example, the caller
wanted help for himself and
never asked for help for his fa-
ther. The investigation revealed
that the son shot his sleeping
parent. The man died of the
wound, and the son was con-
victed of the crime. Seven per-
cent of the callers in the study
requested help for themselves
and not for the victim. All were
guilty of the homicides.

Conversely, 41 percent of
callers requested help for the
victim alone; 68 percent of
these were innocent, and 32 per-
cent were guilty. The following
call serves as an example of an
innocent individual demanding
assistance for a victim:

Dispatcher: What’s your

emergency?

Innocent caller: Both her

eyes are open, and blood’s

coming out of her mouth.

Send somebody!
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Attitude Toward
the Victim’s Death

People can survive horrific
injuries, such as gunshot
wounds to the head and stab
wounds to the heart. Therefore,
a 911 caller should demand
help for the victim, even if
survival appears doubtful. The
caller should not accept the
victim’s death before the per-
son’s actual condition becomes

known.
...homicide
investigators
should realize
that the caller
could, in fact,
be the killer.

))

For instance, patrol officers
who have informed a citizen
that a family member has been
killed in a traffic accident know
that people often respond with
denial because of their inability
to immediately process such
shocking information. The sur-
viving family members cannot
accept the fact that their loved
one is dead, and they want
every lifesaving measure at-
tempted, even demanding medi-
cal help for individuals in full
rigor. The following quote is
from an innocent witness trying

desperately to save a life: “He
don’t have a pulse. He don’t
have nothing! Just please send
somebody.”

However, a caller stating
that a victim is dead without
absolute proof (e.g., decapita-
tion) would raise serious ques-
tions. An example illustrates
this point:

Dispatcher: 911. What is

your emergency?

Guilty caller: 1 just heard
a gunshot in the apartment
next door, and I went over.
My neighbor is dead!

In this case, the caller im-
mediately declared the mortality
of the victim. The subsequent
investigation revealed that the
caller had been romantically
interested in his neighbor. He
later confessed that he killed the
victim because she refused to
date him.

In the homicides in which
mortality was not obvious, 23
percent of the callers accepted
the death of the victim. Of this
total, all were guilty of the
homicide.

HOW WAS THE
CALL MADE?

Voice Modulation

Investigators gain a dis-
tinct advantage when analyz-
ing 911 calls in that they can
hear the caller’s voice, rather
than relying solely on a writ-
ten transcript. How someone
delivered a message can offer




911 COPS (Considering Offender Probability in Statements) Scale

To use the COPS Scale, investigators simply place a mark at the appropriate end (toward
guilty or innocent) of the line corresponding with each descriptor and then determine the
side on which the majority of marks appear. In the following example, most of the marks in-
dicated guilt. The caller later confessed to coercing her boyfriend into killing her husband.

Dispatcher: 911. What is your emergency?

Caller: Please help me!
Dispatcher: What’s going on?

Caller: My husb.... I just walked in the house. My husband’s dead!
Dispatcher: Ma’am, how do you know he’s dead?

Caller: He’s not breathing. He’s cold!
Dispatcher: OK. We’re on our way to help you.

Caller: Please help me! Please help me! Please help me!
Dispatcher: OK. Stay on the line with me.

Caller: He’s dead! Somebody shot my husband! I just got home.

Please help me! I don’t know how long he’s been dead.

Innocent Callers Guilty Callers

What was the call about?

No request for help for victim
Extraneous information
Insulting or blaming victim
Conflicting facts

Request for help for victim
Relevant information
Concern for victim
Correction of facts

Who was the call about?

Help requested for victim ] /] Help requested for caller only
Focus on victim’s survival || || Focus on caller’s problem
No acceptance of victim’s [ | /| Acceptance of victim’s death

deaths

How was the call made?

Voice modulation N ] No voice modulation
Urgently, rudely demanding : : Polite and patient
Cooperation with dispatcher | | Resists cooperation

z Self-interruptions

No self-interruptions
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as much insight as the message
itself. Did the caller use voice
modulation with loud volume,
fast speed, varied pitch, and
emotional tones? Or, did the
caller lack voice modulation by
communicating in a low, slow,
even, and unemotional manner?
Emergency situations demand
urgency, and previous studies
of homicide statements have
shown that the presence of emo-
tion indicates veracity.°

Most often in this study,
when making genuine demands
for medical assistance for
critically injured victims, callers
displayed voice modulation,
rather than an even-paced, emo-
tionless, and robotic tone. Yet,
the absence of voice modulation
was even more informative than
its presence. Only 4 percent of
innocent callers had no voice
modulation, while 35 percent
of guilty callers lacked voice
modulation.

Urgency of the Call

When individuals call 911
to obtain medical assistance in a
grave medical emergency, they
logically will make an urgent
demand for help. A study of ar-
son emergency calls in London
supported this claim.’

The following exchange oc-
curred after an innocent witness
observed a drive-by shooting:

Dispatcher: 911. What is
your emergency?
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Innocent caller: 1 need an
ambulance at 78 North Cen-
tral Street! Hurry up!

Dispatcher: What’s the
phone number you are call-
ing from?

Innocent caller: Just get to
78 North Central!

Dispatcher: What’s your
phone number, sir?

Innocent caller: She’s shot
in the head! I don’t know!
Just send somebody!
Investigators
gain a distinct
advantage when
analyzing 911 calls

in that they can
hear the caller’s

voice....

The caller demanded an im-
mediate response from medical
personnel. This contrasted with
callers who patiently and po-
litely used such words as please
and thank you or calmly took
their time, beginning their call
with the casual word 4i.

A woman who murdered
her spouse called 911 to report
that an unknown assailant had
shot her and her husband. The

opening dialogue in the call is
an example of that of a guilty
caller.

Dispatcher: 911. What’s
your emergency?

Guilty caller: Hi, I’ve been
shot, and my husband has
been shot.

The wife used the unex-
pected friendly greeting “Hi”
with the dispatcher while her
husband, who had been shot in
the head, lay dead on the floor.
The wife should have remained
focused on demanding immedi-
ate medical assistance for her
spouse. The order of her words
also provided insight as she
referred to herself first and to
her critically wounded husband
last. The investigation revealed
that the woman intentionally
shot and killed her husband and
superficially wounded herself.

An example of an urgent
demand for help involved an in-
nocent mother who discovered
that her infant had died during
the night, and she screamed the
following comments:

Dispatcher: 1s the baby
breathing?

Innocent caller: What the
[expletive] is taking them
(paramedics) so long!

In this case, the mother did
not care about politeness and
civility. She focused only on
obtaining immediate medical
assistance for her baby. The




investigation revealed that the
infant had accidentally wedged
his head between the mattress
and the crib and suffocated
during the night. He had been
deceased for several hours and
was blue and cold to the touch
before his mother discovered
his condition. However, she
refused to accept the death of
her child and was demanding
and rude to the dispatcher in an
effort to get immediate help.

Thirty-seven percent of the
callers in the study made ur-
gent and demanding pleas for
help, and each was innocent.
This finding was the strongest
indicator of innocence in the
study. Conversely, 22 percent
of the callers were patient and
polite, and all were guilty of the
homicides.

Seven percent of the call-
ers were so patient and took so
much time during their call that
they even failed to use contrac-
tions during the alleged emer-
gency. All were guilty.

Guilty caller: My wife has
been shot.

Dispatcher: Do you know
who did it?
Guilty caller: No, 1 do not.

Level of Cooperation

If focused on obtaining
assistance, 911 callers cooper-
ate by answering questions
concerning the crime. In this
study, innocent individuals did

so more frequently than guilty
callers, who resisted full co-
operation by not responding to
the dispatchers’ inquiries con-
cerning the criminal act, failing
to perform CPR as instructed,
repeating words, and providing
unclear responses.

A caller reported that his
girlfriend needed medical help.
The dispatcher asked a question
to gain more information, but

the individual did not cooperate.

© John Foxx Images

Dispatcher: Did something
happen to her? Was this

more than just an argument?

Guilty caller: That’s all I'm
trying to report.

In this case, the caller resist-

ed providing any further details
regarding the condition of his
girlfriend. Officers located the
dead girl in her apartment, and
the boyfriend was convicted of
the offense.
Similarly, a guilty par-
ent called to report a stabbing

incident. The individual subse-
quently resisted answering the
dispatcher’s questions.

Guilty caller: They just
stabbed me and my kids, my
little boys!

Dispatcher: Who did?

Guilty caller: My little boy
is dying!
Dispatcher: Who did this?

Guilty caller: They killed
our babies....

Such resistance to coopera-
tion existed in 26 percent of the
calls. All were made by guilty
callers.

Guilty callers also resisted
through repetition. People who
do not tell the truth tend to re-
peat words or phrases.® Through
repetition, a guilty person can
gain time to think of a reason-
able answer to an unanticipated
question or may avoid answer-
ing altogether. An example of
repetition occurred in the fol-
lowing communication after a
911 caller reported an assault by
an unknown assailant who also
had shot her husband.

Dispatcher: Ma’am, do you
know what he was wearing?

Guilty caller: Oh God, um...
um...oh God, oh God, oh my
God...oh my God.
The woman, calm enough
to answer other questions, re-
peated the phrase “Oh God” and
never answered this question. If
cooperative, she at least should
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have attempted to answer the
question or explain why she
could not do so. In this case, the
caller killed her husband and
blamed the homicide on a ficti-
tious assailant. Fifteen percent
of the 911 homicide callers in
the study included repetition
during the call. All were guilty
of the crimes.

When a 911 caller unexpect-
edly responds to a dispatcher’s
relevant question with such
comments as Huh? What? or
Do what? it reveals a disconnect
in the thought process known
as the “huh factor.” These
responses indicate that call-
ers are caught completely off
guard and are not tracking their
own answers (unless, of course,
excessive background noise
prevented them from clearly
hearing the dispatcher’s ques-
tions). For example, a caller
reported that his wife suffered a
serious accident.

Dispatcher: 911. What is

your emergency?

Guilty caller: 1 just came

home, and my wife has

fallen down the stairs. She’s

hurt bad, and she’s not

breathing!

Dispatcher: How many

stairs did she fall down?

Guilty caller: Huh?

When the dispatcher asked
a relevant question regarding
the accident, the caller, who had
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assaulted and killed his wife,
could not immediately answer
because he had not tracked his
own fabricated story. Had the
victim actually fallen down
stairs, the caller should have
known whether she fell down a
few stairs or a whole flight and
would not have been confused
by this unanticipated question.
The “huh factor” was present
in 12 percent of the homicide
calls. All but one of these call-
ers were guilty.

£

Specific differences
appeared that
helped distinguish
innocent callers from

guilty ones....

Investigators should ask
whether the caller continues
with one thought process or
uses self-interruptions and
changes the direction of the
topic. In calls containing self-
interruptions, the first topic can
reveal important clues. In the
following example, the husband
began to state that his house had
been burglarized but changed
the topic mid sentence.

Dispatcher: 911. What is

your emergency?

Guilty caller: There’s been

a burg...my wife has been

killed, I think!

The critical condition of the
caller’s wife should have been
the primary topic, yet he began
with the less critical subject,
burglary. The investigation
revealed that the caller arranged
for an accomplice to burglarize
his own residence and trauma-
tize his wife.

Thirty percent of the callers
in this study used self-interrup-
tions, and each was guilty. This
was the second-strongest corre-
lation with guilt in the study.

CONCLUSION

By examining 911 homicide
calls, investigating officers can
gain vital clues. While listening
to a call and analyzing the tran-
script, the investigator should
ask three critical questions:

1) What was the call about?
2) Who was the call about?
and 3) How was the call made?

Asking those three ques-
tions, along with a thorough
analysis, can give investigators
insight as to offender probabil-
ity. If the caller appears guilty
of the homicide, investigators
immediately can plan a strategy
for interviewing the individual
and conducting the subsequent
investigation. 4
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Crime Data

Preliminary Crime Statistics
for January-June 2007

According to the FBI’s Preliminary Semiannual Uniform Crime Report, the nation
experienced a 1.8 percent decrease in violent crime and a 2.6 percent decline in property
crime during the first 6 months of 2007 compared with the same period in 2006. The report
is based on information from law enforcement organizations that contributed 3 to 6 com-
parable months of data to the FBI during January through June of both 2006 and 2007. A
total of 11,673 agencies met the criteria for inclusion in the current report.

Violent Crime

Each violent crime offense category (murder and nonnegligent manslaughter, forcible
rape, robbery, and aggravated assault) decreased nationwide during January through June
2007 when compared with the corresponding months in 2006. Murder went down 1.1
percent, forcible rape declined 6.1 percent, robbery dropped 1.2 percent, and aggravated
assault fell 1.7 percent.

The data compiled by population groups for the nation’s cities showed that the largest
decline in violent crime (5.1 percent) was in cities with 250,000 to 499,999 inhabitants. In
contrast, violent crime rose 1.1 percent in nonmetropolitan counties and 1.1 percent in cities
with populations of 10,000 to 24,999. In addition, small increases occurred in cities under
10,000 in population (0.3 percent) and in ones with populations of 100,000 to 249,999 (0.1
percent). Overall, violent crime decreased in all four of the nation’s regions.

Property Crime

All of the property crime offense categories (burglary, larceny-theft, and motor vehicle
theft) decreased in the first 6 months of 2007 when compared with data for the same 6-
month period in 2006. Specifically, burglary declined 1.3 percent, larceny-theft fell 2.1
percent, and motor vehicle theft dropped 7.4 percent.

Although property crime decreased in all of the nation’s city groups, burglary offenses
increased 3.5 percent in cities with 1 million or more inhabitants. Larceny-theft dropped 4.1
percent in cities with 250,000 to 499,999 in population, and motor vehicle theft declined
9.5 percent in ones with 50,000 to 99,999 inhabitants. While in three of the nation’s four
regions property crime decreased, the South had an overall 0.4 percent increase.

Arson offenses, tracked separately from other property crimes, went down 9.7 percent
nationwide. The greatest drop (15.9 percent) in these incidents occurred in cities with
500,000 to 999,999 inhabitants.
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The Bulletin Notes

Law enforcement officers are challenged daily in the performance of their duties; they face each
challenge freely and unselfishly while answering the call to duty. In certain instances, their actions
warrant special attention from their respective departments. The Bulletin also wants to recognize
those situations that transcend the normal rigors of the law enforcement profession.

Officers James Giovanniello and Robert Schro-
eder of the Rockville Centre, New York, Police De-
partment responded to a reported fire at a residential
complex. Upon arrival, the officers observed exten-
sive smoke and quickly entered the building’s hall-
way to begin the rescue and evacuation of numerous
elderly residents. Despite the hazardous conditions,
Officers Giovanniello and Schroeder reentered the
complex multiple times. Because of smoke inhala-
tion, both officers required hospitalization after fire
personnel arrived. The quick, courageous actions of
Officers Giovanniello and Schroeder resulted in the safe removal of the residents and the con-
tainment of the blaze.

Officer Giovanniello Officer Schroeder

During a recent firestorm, Detectives Shawn Wray
and Scott Hildebrand of the La Mesa, California, Po-
lice Department responded to a call for help from a
citizen who, after ignoring evacuation requests, was
stranded in his rural home. The dense smoke and
flying debris from the approaching fire injured the
man’s eyes, and he was unable to flee. The detectives
located the dirt road leading to the person’s house and
drove through intense heat, smoke, and flames. After
locating him, they wrapped the man in an emergency
fire shelter, placed him in the back seat of the car,
and turned around to drive out. The intensified flames resulted in zero visibility and extreme
heat that penetrated the interior of the vehicle. Detectives Wray and Hildebrand feared that the
smoke and heat would cause the car to stall as they used the edge of the dirt road, barely visible,
to guide them out. Fortunately, the detectives transported the citizen to safety and turned him
over to medical personnel before electrical damage caused the car to stop running.

Detective Wray Detective Hildebrand
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The Lewiston, Idaho, Police Department patch
displays the confluence of the Snake and Clearwa-
ter Rivers as they flow past the wheat fields of the
Palouse region bordering Idaho and Washington.
The historic expedition of Lewis and Clark trav-
eled through this valley, and, with the discovery of
gold in 1860, Lewiston was founded. It is Idaho’s
oldest city and only inland seaport.

The patch worn by the patrol division of the
Brown County, Kansas, Sheriff’s Office features
elements of the state seal, including a river and
steamboat, representing commerce; a man plow-
ing with a team of horses, depicting agriculture;
and the rising sun, oxen pulling wagons, and a herd
of buffalo, symbolizing early life in the state. The
cluster of stars represents Kansas’ motto, “To the
stars through difficulty.” The bald eagle, depicting
justice, sits on the sheriff’s star.
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