




Sheriff's Department has worked toward interaction with the� 

community since 1967. Sheriff Byrd cited problems in the past� 

with inadequate resources as the major limitation in past� 

programs, such as team policing.� 

The degree of change in organizations may be a reflection� 

of changes that have occurred in an organization's top� 

management. Although Chiefs and Sheriffs rise through the� 

ranks before assuming leadership positions, little movement� 

occurs in other management positions in many case. This� 

results in resistance to change in an organization and in slow� 

responses to new directions.� 

Even with twenty years in law enforcement most managers� 

seem impatient with the rate of change. Sheriff Williams� 

stated COP requires a change in managers and employees� 

attitudes. This is coupled with a change in the role of 

managers. The idea of attitude change was shared by Chief 

Cleghorn. He said that he was looking for improvement in 

attitudes as a result of COP. In many of the organizations,� 

it was the administrators or the executive managers who have� 

sought change. In those agencies that have implemented the� 

program, a team approach was used by management in its� 

development and implementation. The City of Fontana is an� 

example of this approach. It was the management staff that� 

examined the idea of COP in looking for models of mission� 

oriented patrol programs. In Corona, the Chief and Captain� 
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selected the Lieutenant, who in turn selected the team
 

personnel used to implement the program.
 

Community Policing was seen as a significant change for
 

all organizations that are conducting the program. All shared
 

a concern over the Rodney King incident and its impact on
 

public confidence in police. In the examples studied in this
 

project each agency had started its COP program prior to the
 

Rodney King incident. The incident has stimulated the
 

discussions on the need for change policing models.
 

VISION
 

One concept essential to COP is vision. Leadership must
 

provide the direction to the organization. Chief Thompson
 

said that COP has different definitions, but it is the
 

leader's responsibility to define what the term means for each
 

agency. Vision is not just a concept of the future, it is the
 

setting of organizational goals and plan for achieving them.
 

Captain Telles said that vision requires the development of
 

bridges in between police and the community. Police
 

effectiveness is dependent on community support.
 

COMMITMENT
 

During the interviews, the one attribute not mentioned in
 

most literature on COP was commitment. Captain Telles said
 

that agency leaders must recognize that COP is not a panacea
 

to crime problems. Many community crime problems are cyclical
 

and require continued attention. Often political leaders
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expect that solutions to problems will be permanent. This
 

idea was usually referred to as leadership having staying
 

power in the program. What was emphasized by the participants
 

was that if COP is going to work in an agency top management
 

must believe in the concept. This belief may best be
 

described as spirit or enthusiasm in COP. This philosophy
 

requires a commitment from the top. This concept was
 

universally considered essential by the managers interviewed.
 

This concept may be demonstrated in a variety of methods.
 

One is how direct the linkage is between the program manager
 

or coordinator is to the head of the agency. In large
 

agencies restricted access to the top may limit the ability of
 

the program to change the agency. An example is Sacramento
 

Police Department where the Program Coordinator reports to the
 

Assistant Chief of Police. When issues that affect
 

implementation are taken straight to the top, problems may be
 

resolved quickly. Mid level managers recognize that the
 

program is supported by top management not just endorsed by
 

the top. Since COP is a philosophy as well as a strategy, it
 

needs long term support in order for it to be accepted by the
 

organization. Chief Cleghorn said it will take time to effect
 

change and leadership must be patient. This patience means
 

that such a significant change requires leaders who are
 

willing to endure occasional setbacks while recognizing the
 

long term benefits.
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COMMUNICATIONS
 

It is important for a leader to reach people in the
 

community and the organization, listening to them so that when
 

solutions are developed they can be implemented. The
 

communication process in COP changes the traditional vertical
 

communications path found in many police agencies to a team
 

approach. This decentralized model means that communication
 

must be flexible. As important as communication is to the
 

internal operation of the organization it takes on a broader
 

meaning as it relates to the community. Both Chief Thompson
 

and Sheriff Williams commented on the need to seek out and
 

find unfiltered lines of communication. New lines of
 

communication are usually developed between members of various
 

agencies that bypass the normal bureaucratic process. This
 

means that leaders must have confidence in his or her
 

employees. The organization's decision making process must
 

allow for information to flow both horizontally and
 

vertically. One of the problem areas mentioned was that
 

traditional police organizations restrict communication to
 

following a chain of command. COP's implementation has an
 

immediate effect on communication within organizations.
 

Leadership must take an active role in opening and maintain
 

lines of communication in the agency and the community.
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EMPOWERMENT
 

Empowerment was described as applying both to the
 

department and the community. Chief Thompson described this as
 

the need to push policing back down to the people. Captain
 

Telles said it would allow officers to have an impact on
 

community problems. Mid-managers see this as the most
 

difficult change required for leaders and managers. The
 

transferring of authority to solve problems to line personnel
 

changes the role of managers and supervisors. Captain Lewis
 

found that Sergeants were more uncomfortable with this change
 

in roles. The explanation is that Sergeants have been the
 

traditional point of resolving conflicts for street officers.
 

Officers are willing to accept the additional responsibility
 

that comes with COP but supervisors seem uncomfortable with
 

this concept. Managers on the other hand find that COP
 

becomes a resource to which they can refer problems.
 

ORGANIZATIONAL CHANGE
 

The Forum and the participants of this study identified
 

organizational change as one of the most challenging task of
 

COP. Changing the organizational culture represents one of
 

the obstacles that leadership must overcome to implement COP.
 

The organization's culture, values, and mission go through a
 

realignment process during implementation of COP. Executives
 

must be able to manage change if COP is to be implemented in
 

their agencies. Although each agency modifies COP to meet its
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individual needs, there is agreement that the philosophy
 

requires a change in organizational values. The type of
 

employee recruited will change as the agency redefines its
 

values. Existing employees will require training in order to
 

understand the principles and techniques of COP.
 

An example of this type of change is officer evaluations.
 

Existing methods of evaluating officers performance are no
 

longer valid. In the past this was based on a standard that
 

encouraged officers to be concerned with statistics, not with
 

community problems. Corona has changed its form and the
 

process that is used by supervisors. Recently Corona has
 

stopped patrol officers from keeping daily activity logs. In
 

place of logs officers keep a journal to record activities and
 

neighborhood problems which have been resolved. Supervisors
 

and managers must change the way that they evaluate employee
 

performance. Traditional police agencies spend a great deal
 

of time and resources on the collection of data. This
 

information is used to gauge the effectiveness of both
 

officers and department.
 

Changing how an organization allows its employees to
 

identify and solve issues requires agencies to decentralize.
 

Decentralization is one of the results of the COP program.
 

Small departments such as Corona and Fontana have less
 

difficulty in dealing with this problem. Chief Thompson
 

believes that it may take some organizations three to five
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years to make the transition from traditional policing to
 

community oriented policing. Chief Cleghorn made the
 

observation that with continued budget problems for local
 

government, demands for maintain existing service levels will
 

be difficult.
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RECOMMENDATION
 

COP requires that leaders develop a style of management
 

that centers on dealing with change. Leadership must
 

implement a action plan that recognizes the existing
 

environment and provides the tools to create change in the
 

organization.
 

LEADERSHIP STYLE
 

Leadership style is not dependent on the size of the
 

agency, but on the existing culture of the organization.
 

Executives and managers need to be prepared to accept the
 

following concepts to insure the effective implementation of
 

COP.
 

NEED FOR CHANGE
 

COP represents ah opportunity to change officers
 

attitudes about themselves and their communities. If an
 

executive believes that the existing organization structure is
 

adequate to meet the needs of the community, then COP is not
 

necessary. Recent events, such as the Rodney King incident,
 

point out that some agencies and officers do not feel any
 

binding relationship with the community or its citizens. If
 

a leader has the idea that increasing the number of officers
 

is the best method of dealing with community problems, then no
 

real change can occur.
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VISION
 

Once an agency sets in motion the concept of COP it then
 

becomes the task of leadership to define and set the mission
 

of the department. It is this view of the future that serves
 

as the direction. Without a vision an agency will continue
 

with its existing values. The setting of goals requires the
 

establishment of linkages between the police and community.
 

A leader serves as the focal point for this process. Bringing
 

together various stakeholders in the community it is necessary
 

for police to understand what the citizens of a community
 

expect of the police. The vision must be shared with the
 

community so that the community supports the concept along
 

with the public leaders.
 

COMMITMENT
 

The implementation of this type of program requires the
 

recognition that it may take three to five years. The idea
 

must be marketed to public employees and to the community. If
 

leadership is not oriented toward this task, the program will
 

disappear over time. The spirit of COP requires that
 

leadership be committed to working toward changing the culture
 

of the organization.
 

COMMUNICATIONS
 

Listening is the critical skill needed for leadership of
 

COP. Marketing the idea requires a degree of zeal from
 

managers in the program. Listening to the public and agency
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personnel is essential to being able to recognize community
 

problems and respond with the appropriate resources. Existing
 

channels of communication are not capable of handling the
 

demands of COP. Decisions will not be timely and the program
 

will lose its effectiveness.
 

EMPOWERMENT
 

Leaders must have confidence in themselves as well as in
 

those dealing with community problems. Empowerment means
 

giving the authority to employees so they may act on problems
 

without using the traditional chain of command. The
 

organizational decision making process must allow for
 

information to flow without restrictions.
 

CONCLUSION
 

Community Oriented Policing represents a new model of
 

dealing with crime and the perception of crime in the
 

community. This program demands that leadership apply the
 

customer oriented principles to change the values of public
 

organizations. Finding innovative programs requires a level
 

of commitment from everyone in the public sector. Encouraging
 

the development of police and public sector employee
 

interaction means that leaders must accept the risk associated
 

with change. The decrease in public confidence requires that
 

the police executives must change the perception of public and
 

that they must work toward reestablishing public trust.
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APPENDIX
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GLOSSARY
 

Community Oriented Policing (COP) - A philosophy and style of
 

police service in which the primary purpose of law enforcement
 

is to serve the public by developing a working partnership
 

within the community. The primary goal is to reduce citizens'
 

fear of crime.
 

Problem Oriented Policing (POP) - Policing which uses a
 

systematic problem solving approach to resolve crime issues in
 

the community. It may be implemented as part of COP
 

SARA - Scanning, analysis, response and assessment. One of
 

the analytical tools used to identify community problems in
 

POP. This is a four part process. First, scanning is used by
 

officers to identify the problem and other underlying causes
 

of the problem. Second, analysis is used to collect data and
 

verify the problem and determine who shares responsibility for
 

the problem. Third, response is searching for possible
 

solutions and what resources are necessary to solve the
 

problem. Fourth, assessment of a project to determine their
 

success.
 

Visionary Leadership - Leaders who reshape organizations by
 

providing employees with a vision of what ought to be and
 

confidence to achieve that vision. Defining new values for
 

the organization that support the philosophy.
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Situatlonal Leadership - Ken Blanchard's Four Leadership
 

styles; directing, coaching, supporting and delegating. No
 

one best way is appropriate for managers to influence people.
 

The method is based on the task and relationship behavior.
 

Traditional Policing - The primary role is enforcement of the
 

law. Responding to calls for service is the highest police
 

priority. Police are best suited to determine the crime
 

problems of a community and how to attack them.
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BACKGROUND OF PARTICIPANTS
 

Oliver Thompson. Chief of Police, Inglewood Police
 

Department was one of the members of the Foriam. At
 

the time of the interview Chief Thompson was a
 

Chief Deputy with the Riverside Sheriff's
 

Department. His selection as Chief of Inglewood
 

had been announced. Chief Thompson had been one of
 

the Forum members who indicated the critical need
 

for law enforcement managers to take a more
 

decisive leadership role in the community.
 

Sam Scott. Captain City of Fontana.
 

He has implemented a ^Problem Oriented Policing'
 

program. The model implemented by Fontana is
 

similar to the program in Sacramento. Captain
 

Scott also a member of the Forum and had visited
 

various COP program sites prior to implementing
 

Fontana's program. Fontana selected POP as a
 

method to improve the productivity of their patrol
 

officers.
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Ron Telles. Captain San Bernardino Sheriff's Department.
 

He is the commander responsible for San Bernardino
 

Sheriff's contract in the City of Highland.
 

Captain Telles was a member of the Forum. His
 

perspective demonstrated how COP is blended into a
 

large organization such as a Sheriff's Department.
 

Captain Telles commented during the forum on the
 

need for ownership of community problems by police
 

officers.
 

Richard Williams. Sheriff, San Bernardino County 

Sheriff's Department. 

He is the head of one of the largest Sheriff 

Departments, in California. He was honored by the
 

Inland Chapter of ASPA (American Society of Public
 

Administration) as "Administrator of the Year" in
 

1991. Sheriff Williams sees organizational
 

development as one of the main issues facing law
 

enforcement administrators. He is concerned about
 

changes in organizational values which will reflect
 

the ideas being proposed in COP.
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Cois Byrd. Sheriff Riverside County Sheriff's Department.
 

A new value statement was issued in the department.
 

Sheriff Byrd was also honored by ASPA with Sheriff
 

Williams in 1991. Sheriff Byrd has indicated that
 

increased attention must be paid the concept of
 

cultural awareness. Sheriff Byrd's department has
 

not implemented COP. In his view COP is not
 

significantly different from existing programs
 

being provided in Riverside County. Traditional
 

policing requires that officers and citizens work
 

together.
 

John Cleahorn. Chief of Police, Corona Police Department.
 

He has recently taken a pilot COP program referred
 

to as Neighborhood Enhancement Team, (NET) and
 

expanded the program citywide. Corona's program is
 

similar to those established in Fontana and other
 

cities in Riverside and San Bernardino County's.
 

Chief Cleghorn and Captain Lewis implemented the
 

program without developing elaborate written
 

procedures. This concept is similar to what has
 

emerged in other cities.
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Steve Sequra. Sergeant, Sacramento Police Department.
 

The interviews started with Sergeant Steve Segura
 

of Sacramento Police Department. Managers from
 

Rialto, Fontana, and San Bernardino identified
 

Sacramento has having implemented a program which
 

followed the model implemented in other cities.
 

Sergeant Segura is the Program Coordinator, 

assigned to the Office of the Chief. In his 

position he is responsible for implementing 

procedures and training programs necessary to
 

activate COP in Sacramento. Sgt. Segura has direct
 

access to the Chief concerning issues associated
 

with COP.
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