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Robert A. Galloway is Chief of Police for Brighton, Colorado and
has been in Law Enforcenent for over 35 years. This experience has
been with the Los Angeles County Sheriff's Departnent, the
Thor nt on, Col orado Pol i ce Departnent, and Bri ghton, Col orado Police
Depart ment .

Bob hol ds a Bachel ors Degree in Managenent from California State
University at Los Angeles, a Msters of Public Adm nistration
degree from the University of Southern California;, and is a
graduate of the 12th session of PERF s Seni or Managenent Institute
for Police.

Bob has served as President of the Col orado Association of Chiefs
of Police. He serves on the Col orado Peace O ficer Standards and
Training Board; is the chairman of the Governor's DU System
Eval uati on Task Force; serves on the Emergency Tel ephone Services
Aut hority Board for E911; and is a Charter Menber of the Governing
Board of the Institute for Law Enforcement |Information Systens
Managenent, U.S. Secret Service. He is a nenber of I ACP, serving
on the Juvenile Justice Conmttee, NSA, PERF and nunerous other
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In 1991 Bob was honored with CACP's Police Leadership Award and
recently received the CACP' s Prof essional Law Enforcenent Executive
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Chief Gall oway received the 1993 Local Governnent |nnovations Award
from the Denver Region Council of Governments for inproving
productivity in the police service with the application of TQM
principles; also in 1993 the Brighton Police Departnment received
the Exenplary Achievenent Award for I|nnovative Prograns fromthe
Nati onal League of Cities for applying Custoner Service principles
to the Police Service.

Bob has authored articles on Custoner Service and Quality
| nprovenent Prograns in the police service and | ectures on appl yi ng
TSQ and TQM in | aw enf orcenent.




Quality Improvement and Heightened
Self-Esteem: T he Brighton Police Story

Robert A. Galloway

Most government managers would agree that the police probably
represent thelargest outlay of resourcesfor the most intangiblereturn of
services. And whenpoliceactionslead toregulatory activity inthecriminal
justice system, expenditures skyrocket. So when the suggestion ismadeto
review police serviceand expensesin the context of total quality manage-
ment (TQM) principles, onemight easily encounter skepticismand outright
dishelief. Such a statement could be dismissed with the notions that
"government service" isan oxymoron and that the public will always spend
‘money for such service, so there is no point in trying to improve this
undesirablebut necessary product. The Brighton story, which showsthat
gover nment can save money, can do morewith less, and provide satisfac-
tory serviceto the peopleit serves, provesthose naysayer swrong.

n 1991 a police department in a mgor southwestern city of about

350,000 people conducted 256 interna &fars investigations, ssemming

from accusations by citizens or internal sources, concerning miscon-
duct by police employees. Conducting such investigations requires thou-
sands of hours and dollars. The same cty paid out $5 million in cash
settlements over the past five years as a result of litigation over employee
misbehavior. This does not include the expenses for the city's lega q&ff to
defend the city.

In contragt, interna afars investigations resulting from citizen com-

: - & . plaints have been eliminated in Brighton, Colorado. The city of Brighton

Egsltg\jgrtﬁ”%ﬂﬁpeeiggsggﬁld has not been the subject of litigation over police misbehavior in the past
riencem|aw -with the LosAngeles  SIX years. In that time there has been no loss due to nuisance lawsuits or
County Sheriffs Department; the ~ Other personal injuries. Productivity of the work force has dramatically
Thornton, Colorado, Police De-  increased, as have requests from the community for service, but the
partment; andthe Brighton, Colo-  department has fewer police employees than it did seven yearsago. These
rado, Police Department. Heis  significant accomplishments were brought about because the Brighton
alsothe president of the Colorado  Police Department subscribes to the concept of customer satisfaction, and
Association of Chiefs of Police,  jts employees "walk thetalk." This comes from the use of productivity- and
serves as chairman of its profes- o qljty-improvement techniques typically applied in the private sector.
sional standards committee, and , ) ’
SErves m numerous other profes- There are some in law enforcement who say they believe that “the
sonal associations. Thisarticleis  customer is aways right" and in "customer satisfaction,” but they do not
adapted from a presentation at ~ concentrate on the actual delivery of service—that is, at the moment of
the First International Sympo-  truth. They place their energies in management techniques and process,
siumon Productivity and Quality  they refuse to change their personnel standards and selection processes,
Improvement with a Focus on  and they operate under the assumption that if dl iswell internally, then the
Government in February 1992.  service being delivered is of a high quality.

Robert A. Galloway is chief of
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Robert A. Galloway

The servicesprovided
.by thepolicewere as
bad astheir facilities

and equipment

Regardiess of whether they operate in the private or public sector,
organizations have a culture and a behavior because they are made up of
people. Their products may be different and they may serve profit or
nonprofit ends, but they essentialy perform in the sameway. If the private
sector has demonstrated success with various strategies, programs, and
techniques, why should they not be transferred to government? Why
should government reinvent the wheel when each new problem occurs?
Who says government cannot learn from the successful experiences of
others? Traditiondly, the police have been the most reluctant to accept
advice or assstance from the remainder of government, let alone the
business community. This is where the Brighton Police Department
departs from tradition.

A GLOOMY "BEFORE" PICTURE

Congder an organization that suffered a 45 percent turnover in
personnel each year. Imagine the lack of continuity and experience that
this created in the organization. Ffty percent of the supervising positions
were vacant, as were hdf of the command gaf spots. The chief was
terminated over adisagreement on " management philosophy." Mordewas
at an dl-time low and productivity had hit rock bottom. The department
was housed in a long-vacated dty hal/fire station that had never been
remodeled to accommodate the police. This depressing structure was in
a bad state of repair. The computer assistance that was available was
antiquated and unreliable. Other equipment, such asthe vehicle flegt, was
old and cost more to operate, in terms of repairs and maintenance, than
to replace.

These conditions were not the result of alack of resources. From 1982
through 1985 the Colorado economy remained strong; it was not until the
energy criss of the mid-1980s that revenues became scarce. These
conditions stemmed from a lack of leadership that resulted in the dty
council (the department's board of directors) being apathetic to the police
purpose.

The services provided by the police were as bad as their facilities and
equipment. They were legdigtic in routine. The general attitude was
"Throw 'em dl in jal." No one tried to resolve the problems that led to
policeintervention. This attitude further alienated the city council. Council
constituents complained of poor service daily to the council, city manager,
and chief of police. And the negative police performance was widely
reported in the media :

To the city council, which controlled the purse strings, the police
department had become a liability, and it decided to withhold additional
investment until- its product—police service—showed potential for im-
provement. In 1985 anew chief of police, whose valueswerein sync with
those of the community, was hired. The stage for change was set

FOCUSING ON CHANGE
Thecity manager'srequest to the new chief wassimple: "Get the police
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Quality Improvement and Hei ghtened Self-Esteem: The Brighton Police Sory

...focuson the...
moment of truth,
wher ethe product,
police service, was
perceived by the
customers, the

community'scitizens.

department off my daily agendal”™ Nothing more was said in terms of
direction, but he did support every budget request, including an atractive
item for consulting services in the event professona help was deemed
necessary. The chief enjoyed a honeymoon period wherein he received
just about anything he asked for. The city council provided the resources
to enable him to fill dl vacancies immediately, obtain additional supervi-
sory and support gaf, develop a capita replacement schedule, purchase
new autos and other equipment, and remodel and expand the fadility,
making it a genuine police gtation. Many immediate improvements also
took place in policy, procedures, mission, goals, scheduling, and training.
But probably the most significant issue that became the focd point of
change was the organization's legalistic philosophy.

Severd months after the new chief assumed his position, the employ-
eeswere happier and better equipped, but a"peopleproblem” ill existed.
Internal investigations and complaints persisted. The common theme that
wound through these problems was attitude, attitude, attitude!

To rectify this Situation, the police department hired an organizational
development consultant who had a background in dealing with difficult
customers and a compassion for total service quality (TSQ). Her fird task
was to evaluate the operations of the organization with a focus on the
interpersona relationships between employees and citizens—at the mo-
ment of truth, where the product, police service, was perceived by the,
customers, the community's citizens. The consultant identified four specific
problems with police officers. They (1) were aggressive, not assertive; (2)
generadly held themselves in low sdf-esteem; (3) lacked interpersonal
skills; and (4) had an attitude problem. Furthermore, the police g&ff learned
that:

» Aggressive behavior may result from a lack of self-confidence, and
high turnover may account for this. The average experience of patrol
officers was less than two years, including training time.

» Aggressive behavior may result from low self-esteem, which could
result from a poor selection process or lack of pride in the
organization.

» Assertiveness, a desired characterigtic, requires an internd locus of
control—that is, believing that everyoneisin control of hisor her own
destiny.

* Less experienced officers tend to imitate senior officers and may
adopt aggressive behavior to compensate for lack of sdf-esteem and
sef-confidence.

IMPLEMENTING QtIAIITY-IMFROVEMENT PROGRAMS

Redlizing that much of what needed to be done would be expensive
in terms of both time and money, the police department looked for a
stopgap measure to give administration some breathing room. Some sdf-
confidence and self-esteem issues could be corrected in the short term by
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Although citizensmay
not always be satisfied
with theresult of
their contact with the
police, they should be
satisfied with how the
result was achieved.

reducing turnover and over the long haul through attrition and proper
selection techniques in the recruitment process.

~ Thedepartment adopted the classic model for changing organi zational
structure through behavior modification. It would seek to break down
existing patterns that were blocking change, introduce the expected
behavioral pattern, and then reinforce the new behavior through a
modified organizationa belief and support system. The origina consultant
was retained to undertake this enormous task. Each employee was given
seventy-two hours of training over three years to develop cultura
awareness, sendtivity, and interpersonal skills, and to build sdif-confi-
dence and sdf-esteem. Once employees redlized that the "new organiza-
tion" and its misson were exciting, they made efforts to maintain their
employment.

The attitude problem persisted, however. Attitude complaints gener-
aly result from a one-on-one confrontation in which a citizen objected to
thetreatment received, not the sanctions. The chief felt that such aproblem
could not be unique to the police, so he tried to find a solution by
discussing the issue with fifteen service-oriented businesses. This search
identified many approaches to the problem, which can be divided into
three groups:

» Termination on first complaint, with no counseling, no second
chance. Under this model, employees know they can make no
mistakes.

» Sending employees to remedia training after a pattern indicates a
problem. Under this model, employees operate |ess than satisfacto-
rily most of thetime, even after training, becauselittleincentive exists
for improvement.

e Training in how to handle difficult employees, how to prevent the
escalation of a disagreement, and how to negotiate a satisfactory
settlement before jobs are assigned. Employees are held responsible
for resolving complaints at their level and no complaints may be
communicated to their supervisors.

Thislast model wasthe most acceptable, asit required training, which the
department was committed to, and the empowerment of employees, and
it seemed like it would produce the desired result, that is, saisfied
customers.

Each police-citizen contact, whether in person or on a phone, should
result in a satisfactory conclusion. Holding employees accountable and
responsible for this outcome made sense. Although citizens may not
aways be satisfied with the result of their contact with the police, they
should be satisfied with how the result was achieved. That is, athough a
citizen may not like being arrested and may complain that he or she was
wrongly accused, he or she should have no complaints about the way in
which the arrest was made or the officer's conduct in the process.
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..theterm

" stidactory” is
defined by the
customer, not the
police employee.

The police department modified its misson statement, management
philosophy, and community relationship statement to include the concept
of the customers being right and made apolicy of satisfactory conclusions
to each business transaction. It is important to note that the term
"satisfactory” is defined by the customer, not the police employee. The
chief discussed thisnew philosophy with each employee, giving himor her
the authority to do what had to be done, within the law, to achieve this
result. The department placed a moratorium on attitude complaints—that
is, it did not "dlow" such complaintsto be filed, and if they werefiled, the
employees understood that they had falled to carry out their responsibility
in a satisfactory manner.

Barriers to change were identified and systematically addressed. The
interna afars investigation policy, which called for an investigation of a/
complaints, including attitude, with a response to the complainant within
a reasonable period of time, was counterproductive to the department's
new policy. Because most such complaints were a result of perception,
they often ended in afinding for the employee. When the complainant was
so advised he or she would again be rebuffed, which further alienated the
citizen/customer. The policy was changed so that internd affairs investi-
gations excluded attitude complaints.

The department changed its motto, which is displayed on patrol
vehicles, business cards, and stationery to "We are hereto serve you." It
discontinued training for SVAT and related functions because officers
engaged in thistype of training often were at odds with the quality service
philosophy, and it removed employees who refused or were unable to
meet the challenge of qudlity service.

The department aso modified its annual performance evauation to
include service qudity and overhauled the entrance-level training program
to accommodate the new philosophy and recruitment standards for police
officers. In this regard, the Brighton Police Department transformed itsdf
from a "socid regulator” to a "socid fecilitator." It became a one-stop

.service organization in dty government. But such a dramatic shift in

purpose and service delivery direction did not happen without some
resistance.

WANTED: THE QUALITY SERVICE-ORIENTED POLICE OFFICER

The police chief determined that although the mgority of the Brighton
police force could be trained in the new philosophy—indeed, some had
already subscribed to the notion and practiced it routinedy—some would
never convert. Those who presented a problem were systematicaly
separated from service over time. The chief of police has the authority to
hireand firewith no career service or union concernsto affect the outcome.
All right-to-work laws and EEOC requirements were met, and due process
was provided in each case.

Becausetraining and retraining are expensive and time-consuming, the
department decided to hire service-oriented recruits and train them to be
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Thetraditional
recruitment and
selection techniques
wer e dramatically
modified to produce
an officer who had
high sdf-esteem and a
strong internal locus
of contral...

cops, rather than hire cops and train them to be service-oriented
employees. It found an off-the-shelf personality profile test instrument that
could help it find the right types of employees. Thetraditional recruitment
and selection techniqueswere dramaticaly modified to produce an officer
who had high saf-esteem and a strong internal locus of control, and who
was strongly service oriented. The department now recruits more from the
service industries than it ever did in the past:

Using this testing process, the department compiled an eight dimen-
sion profile of what the community expected from its police officers. This
profile is used to select new officers. Thisis a private-sector approach to
quality. If smal businesses did not hire people capable of meeting the
needs of the job, they would go broke. Government is restricted by so
much legal bureaucracy that the path of least resistance is to make
requirements as generic and ssimple as possible. The Brighton Police
Department has overcome that handicap and has been very successful with
the private-sector approach. Its employees are outstanding service-
oriented performers. Police agencies that try new service delivery strate-
gies, such ascommunity-oriented policing, are making amistakeif they do
not remodel their police officar selection process. To overlay a new
strategy on old personnel standardsisterribly inefficient and, over thelong
haul, will probably result in fallure.

USING TSQ AND TQM

Eager to get feedback on its new approach, the department devised a
thank-you note from the chief to those who had received police services.
It is mailed monthly to crime victims, traffic offenders, and those who
received noncrimina service. Included isathree-question survey soliciting
commentson the officers concern for the problem, hisor her courtesy, and
whether the citizen was stidfied with the outcome. The results of this
informal poll over the past four years show an overdl satisfaction level of
97 percent.

Agan borrowing from the private sector, which uses guarantees of
product reliability, the police department developed a guarantee for its
service (seebox on next page). Established in 1991, itisprobably thefirst
such guarantee in the United States. Smple, straightforward, and effective,
it accomplishes three purposes:

1. It states organizationa vaues and, thus, provides citizenswith a
complete understanding of their police department and what they can
expect from it.

2. It encourages feedback from the customer on how well the
department is meeting the citizens expectations. This feedback enables
the department to assess its delivery system and make necessary adjust-
ments.

3. It holds employees accountable for meeting minimum perfor-
mance standards and ensuring that customers receive good service.
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Quality Improvement and Heightened Self-Esteem: The Brighton Police Story

THE BRIGHTON POLICE SERVICE GUARAN'i'EE

The Brighton Police Department is so very proud of its customer service
program that we make this unique pledge to you. Satisfaction guaran-
teed! It is our way of demonstrating our pride and confidence and our
commitment to you, the people we serve.

We guarantee that police employees will respond to your request for
assistance as quickly as possible, and that the service they provide will be
caring, courteous, and satisfactory to you.

We guar antee that you will be treated with respect, dignity, and compas-
sion in your time of need.

We guarantee that we will do whatever it takes to correct any Situation
that does not meet your high standards and expectations.

(This guarantee does not imply that those who transgress will not be held
accountable for ther actions)

Doestotal service quality exist in the Brighton Police Department? Y es,
it does. But the department's initid god was not to build a TSQ
environment, but to solve some very serious problems. Given the approach
the department took and the professional assstance it received, the end
result was TSQ.

What isthe difference between the more commonly known TQM and
TSQ? TOM s essentiadly hard science-oriented—that is, it can generaly
measure outcomes or anticipated outcomes. It is expected to improve
customer satisfaction through an improved product in terms of qudity and
reduced costs. TSQ, on the other hand, is directed at the intangible
ingredients of the delivery process of a service—something that is difficult
to touch and see but that people can nonethel ess perceive. There arethree
components of TSQ:

» "Totd" refersto the fat that dl members of the organization, from
the CEO to the lowest-level employee, must be 100 percent commit-
ted to quality inthe delivery of services and that each employee must
place customer satisfaction as the top priority, the ultimate goal.
Moreover, dl employees have the authority to ensure this resuilt.

* "Sarvice' means customer-driven performance—that is, the
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Turnover isdown
from 45 percent to

7 percent, and morale
isvery high...Officers
are doing morewor k
and are happy todo
it.

customer, not the police officer, determines what is desirable and
needed. This is a mgor turnaround for law enforcement. In a
professond crime-fighting mode, law enforcement too often as-
sumes the role of caretaker, knowing what is best for the customer
based on the officar's values and standards. A customer-driven
organization is concerned with performance rather than production.

* "Qudity" is the antithesis of waste and errors. Employees must
perform the service right the fird time, and the service must be
satisfactory to the customer. Qudity service is determined by three
smple questions at the moment of truth: (1) Isit effident? (2) Isit
effective? (3) Is it stisfactory?

Savice typicaly is a difficult product to quantify. Yet managers must
measure results before they can determine the level of achievement,
identify deficiencies and areas for improvement, and track employee
performance.

The Brighton Police Department uses several measurement devicesfor
qudity management, but they are not hard science-based. An internd
thirty-eight-item questionnaire is administered to employees periodicaly
to measure their job satisfaction. The brief customer satisfaction service
guestionnaire that the department aso uses was discussed earlier. The
department dso employs methods recognized by the law enforcement
community as acceptable indicators of performance. These include
tracking the number of complaints received by elected officids from their
congtituents, complaints received by the city manager or mayor, and
complaints received by the chief of police and management gaff. A high
number of serious internal investigations has long been recognized as an
indicator of poor performance, training, policy deficiencies, or corruption.
The department also andyzes the level of productivity in terms of
quantifiable activities. Other performance indicators include the number
of lawsuits, the state of media relations, and budgetary support from and
relations with the city council.

To date, survey results show a sgnificant improvement in employee
satisfaction. The customer satisfaction surveys for the past two years show
that 98 percent of respondents believe the police do agood job serving the
community. Complaints to the city council. have dropped from thirty-two
in the fird year to zero. None are now being registered with the city
manager or the chief of police. Internal investigations have dropped from
fifteen inthe fird year to one in 1991, and this was generated from within,
not from the customer. Turnover is down from 45 percent to 7 percent, and
morale is very high because productivity is up. Officers are doing more
work and are happy to do it. No lawsuits have been filed against the police
department and no claims settled as a result of police misconduct for the
past Sx years. Thisstatistic indicates not only successin achieving superior
performance but aso considerable dollar savings from reduced interna
investigations and reduced risk and ligbility insurance premiums.
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Thousands of training
dollars have been
invested in the past
six years, and each
penny has paid off.

The Brighton City Council unanimoudy approvesthe police department's
annual budget and is aways open to new programs and mid-year
adjustments. This indicates fath and confidence in the department and
satisfaction with performance. Smilarly, the media treat the police favor-
ably and with respect. Support is available even in times of controversy.
The relationship is open and honest, not disruptive.

HAPPILY EVERAFTER: STRIVING FOR
CONTINUOUS QUAITIY IMPROVEMENT

In seeking waysto achieve continuous improvement, the department
hasdiscovered afascinating trend: It appearsthat the new breed of quality-
oriented police officers does not have serious maritd problems. Their
divorcerateisggnificantly lower than that of the old hires. Divorce haslong
been considered a prime occupationa hazard among police officers.
Would the old hires have obtained adivorce if they had not been in police
work? Are the new hires better equipped to handle job-related stress and
domestic disagreements? These are anong the questions the department
would liketo address. It isalso reviewing itsfirst-line supervisory and mid-
management levelsfor gaffing inefficiencies. Are the people at those levels
performing in the proper capacity? If employeestruly are empowered, why
do they need to be supervised? Should a service manager replace the
traditional shift commander? Can overhead be cut or should resources be
shifted to other, yet unthought of, responshilities? These issues dso
demand answers, which will be sought out in the never-ending search for
ultimate quality service.

Why have TSQ and TQM strategies worked so well for the Brighton
Police Department® The devastating origina condition of the organization,
which spurred the city management and dity council to demand improve-
ment; the lack of alabor union and career service agency, which provided
the freedom to make decisions; the reorganization of the police depart-
ment, which delegated responsibility and held employees accountabl e for
thelr actions; the community response to the department's new philoso-
phy; and the assistance from the business community in solving problems
al helpedlead to success. Thousandsof training dollars have beeninvested
in the past 9x years, and each penny has paid off. The Brighton Police
Department enjoys status, respect, and credibility in the community it
serves—all because of the quality of serviceit provides, which isaproduct
of the quality of people it employs.

This case study supports the notion that private-sector TOM and TSQ
business techniques can be successfully applied to any government
service-oriented organization. Certanly the people those organizations
serve deserve this consideration. O
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THE M SSI ON OF BRI GHTON POLI CE DEPARTMENT

The overall mssion of the Brighton Police Departnent is to
provi de service to the citizen's of this community. Total quality
service where each enployee-citizen contact results in a
satisfactory conclusion is our driving force. This is reinforced
with our notto, "W are here to serve you".

Enpl oyees shal | provide non-crimnal services tothe community
by direction, counsel, and in other ways that do not interferewth
t he di scharge of the police responsibilities. They shall perform
their services with enpathy, honesty, zeal, courage, direction
fidelity, and sound judgenent.

As a service responsibility officers shall prevent and deter
crime, preserve the peace, protect life and property, apprehend
crimnals, retcover |lost and stolen property, respect and protect
the Constitutional rights of individuals, and enforce in a fair and
impartial manner the ordinances of the Cty of Brighton and the
laws of the State of Col orado.

I n acconplishing their m ssion, enployees will recognize that:

a. The power of the police to fulfill their functions and
dut ie s i s dependent upon commun ity approval of the
exi stence, actions, behavior, andtheir abilityto secure
and mai ntain comunity respect.

b. To secure and maintain the respect and approval of the
conmunity requires obtaining the willing cooperation of
the community in observance of the | aws.

C. The extent to which the cooperation of the comunity can
be secured dim nishes proportionately the necessity of
the use of undesirable counter neasures for achieving
pol i ce objectives.

Enpl oyees wi || seek and preserve public favor not by panderi ng
to public opinion but by constantly denonstrating absolutely
inpartial service to law, by offering individual service and
friendship to all nenbers of the community regardless of their
weal th or social standing, and by offering individual sacrifice in

protecting and preserving life, and property.
é%?fij;éz f{ﬁﬁiggmvsz

Robert A. Gal |l oway’/

Effective: June 1, 1985 Chi ef of Police
F$V|sed: May 31, 1990
m
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THE RELATI ONSH P BETWEEN PQLI AND_ COMVUNI

The Police/Community relationship is an attenpt to correl ate
t he police operation and community needs; the attenpt to devel op an
envi r onnment of community  approval for police functions.
Police/Community relationships consists of those activities
undertaken by the Departnent from a position of strength,
confidence, and |eadership which results in a genuine, continuing
di al ogue between enpl oyees and all citizens. | f enpl oyees carry
out their tasks with conpetence and sincere concern for citizen
requests for non-crimnal enforcenent services, the atnosphere w ||
be set for close police/community cooperation. All enployees are

responsible for the satisfactory conclusion to all service
requests, enployees are accountable for individual actions that
result in conplaints of m sconduct or m sbehavior. Such results

i ndi cate the enployee failed in performng his job.

Police officers who have the least training, the |east
experience, and the |east amount of power and prestige within the
organi zational hierarchy, have the greatest contact with the
community and the greatest discretionary authority with individual

menbers  of the comunity. Ther ef or e, pol i ce-community
relati onshi ps nust involve building strong |ines of conmunication
within the departnent. Line enployees, in particular, shal

devel op a positive attitude toward providing the varied services
the conmunity expects fromthe police.

Pol i ce/ Community relationships can be the nechani sm by which
the actions of governnent enployees are influenced, controlled
and reviewed by the public. If the neans for comunity
participation are carefully structured, citizen involvenent can
contribute to the developnment of policies nobre responsive to
community needs, to increase citizen know edge and under st andi ng of
the police role, and to inprove day-to-day relations with the

conmuni ty.
AT G

Robert A. Gal | onay /
Chi ef of Police

Ef fecti ve: June 1, 1985
Revi sed: May 31, 1990
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THE MANAGENMENT PH LOSOPHY OF BRI GHTON PO | CE DEPARTMVENT

We bel i eve:

_____ in a goal directed organization, with clearly defined, value
based policies and procedures, set in a team environnent and
operationalized with the sane attitude;

_____ t hat supervision and managenent should be adm nistered in a
behavi oral atnosphere with people being treated as people, as
i ndi vi dual s uni que in thensel ves;

..... t hat enpl oyees are notivated t hrough positive discipline, that
is by being recognized, by participating in problem solving and
goal setting and by having a "piece of the rock";

_____ when positive discipline fails with an individual, that
negative discipline nust be applied in a fair, inpartial and
consi stent nmanner;

_____ t hat managenent and organi zations nust be flexible enough to
neet the challenges resulting from changi ng needs as demanded or
required by the comunity;

_____ in solving problens by a teameffort, when tinme pernmits, to
gat her as much information as possi bl e and provi de t he organi zati on
wi th the best decision and provide enpl oyees with the opportunity
to partici pate;

_____ in planning with the teamconcept for the future to elim nate,
to the degree possible, the unknown and the risks associated with
surprises that creates crisis;

_____ in the highest noral and ethical standards in the managenent
process, allowi ng all persons freedom of expression and requiring
that all persons be treated fairly and inpartially w thout
favoritism or cronyism

..... t hat deci si ons nust be nmade at the | owest possible I evel in an
organi zation, that no one "passes the buck", and that personnel
must be held accountable for their decisions;

_____ everyone shoul d have the freedomto fail and fromthat failure
a learning experience takes place which is the nmethod by which we
begi n individual change and growth; and

_____ managers have a responsibility to devel op personnel to their
fullest potential both personally and professionally. Thi s
devel opnent and growth benefits the person and the organization.

_ff?
May 30, 1987 /0 fﬂ S
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ORGANI ZATI ON

LACK OF RESCURCES
1
BUDGET —

PCLI TI CAL | NTERVENTI ON
H GH TURNOVER
LOW PRODUCTI VI TY

[everovess ]

POCR ATTI TUDES
WEAK | NTERPERSONAL SKI LLS
LOW MORALE

LOW SELF- ESTEEM

PSYCHOLOG CAL FI TaESS
EXTERNAL LOCUS OF CONTRCL

AGGRESS | VE PQL | CE
LINES NOT CLEAR CEA
QONFLI CT
WITH
UNETHI CAL | NFLUENCE NO GOALS/ M SSI ON COMMUNtTY

FAVORI TI SM PLAYED
POCCR ROLE MODELI NG
ACCOUNTABI LI TY LACKI NG

AVBI GUCUS
LACK CONTI NUI TY | N APPLI CATI ON
NOT WELL DEFI NED
POORLY VR TTEN

{LEADERSH P |

POLICIES/GOALS _l
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[FReezing new pATTERN |

UNFREEZING OLD PATTERNS INVOLVE EMPLOYEES {Ny COMMUNITY
CIVIC GROUPS

COMMUNITY GROUPS

COMMUNITY ACTIVITIES

MOTTO CHANGE "WE ARE HERE TO SERVE YOU"

NEW BEHAVCRI AL ANCHORS ON EVALUATI ONS

HOLDING EMPLOYEES ACCOUNTABLE TO
"SATISFACTORY CONCLUSION"

MORATORIUM ON' LANGUAGE ABOUT CITIZENS CUSTOMER SERVI CE —+
LABELING — _ RECOGNI TI ON FCR " CUSTOVER SERVI CE"
DERAGATORY THANK YOU CARDS- G T1ZEN SURVEY
ETHNIC SLURS FEEDBACK —+

SERVI CE GUARANTEE
SELECTI ON PROCESS CHANGE

OFFICERS RESPONSIBLE FOR ATTITUDE COMPLAINTS EMPLOYEE Sl S FCR TRENDS
| ATTI TUDES CULTURAL
NOT INVESTIGATED PERCEPTI ONS CHANGE
TOA
TREATI NG PECPLE LI KE CUSTOMERS CUSTOMER
| NTERNAL ORGANI ZATI ON ASSESSVENT NEW POLI O ES/ PROCEDURES SERVI CE
GOALS/ M SSI ON/ VALUES ARTI CULATED PHI LOSOPHY
PECPLE
ORGANI ZATI ON HOLDI NG OFFI CER ACCOUNTABLE
BENCHMARK BUSI NESSES TRAI NI NG
INTERPERSONAL SKILLS
WHAT |'S SUCCESSFUL :#
SALES TECHNIQUES

HONDCES | T APPLY
CUSTOMER SERVICE

TEAM BUILDING
SELF ESTEEM -

BRING IN NEW MANAGEMENT

1IDENTIFYING NEW PATTERN l

[cHaNG NG TO NEw PATTERN |




SOME FACTS ABOUT SERV CE

Service is produced a the time of delivery; it cannot be produced and
- stored;

Service cannot be demonstrated, tasted or tested before it is received;
Service is not tangible, it is an experience a the moment of truth;
Service involves an interaction between customer and provider;
Service is used up as it is ddivered;

Service cannot be restored or repaired once delivered;

. Service, when used, leaves an experience with the customer; ‘and

This experience could be factud or it may be perceptual.

Produced by the Brighton, Colorado
Police Department, 1993




SATISFACTION

WHEN EXPERIENCE WITH A TRANSACTION
MEETS OR EXCEEDS
CUSTOMER EXPECTATIONS

REMEDIES

IMPROVE QUALITY OF EXPERIENCE
OR

LOWER CUSTOMER EXPECTATIONS




THE BOTTOMLINE

Police service, as defined above, is delivered where the customer is, generdly
béyond the influence of management; therefore, QUALITY ASSURANCE must
occur before production, rather than after production as in an organization that
Is product oriented. It is this difference that requires the police service to
improve the quality of its human resources in addition to processes and
outcomes. Caution must be used when the classical TQM principles are applied

to a police organization.

Produced by the Brighton, Colorado
Police Department, 1993
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CONTROLLING

NARROW
SPAN

ADAPTI VE

SUPPORTIVE

-Dominance
-Authoritative
-Power fascination

OUTGOING

-Cooperative
-Behind the scenes
-Take direction wdl

-Like interacting
-Highly visible -
-Expressive

RELAXED

—INTROSPECTIVE

-Private
-Reflective
-Like one on one

*URGENT

-Patient

-Easy going |
-Unhurried

EXACTING

-Full throttle
-Done now
-Pressure themsdves

GENERALIZING

-Systematic
-Want to be correct
-Factudly oriented

———

-Big picture
-Not detailed
-Like to initiate not comple




THE BRIGHTON POLICE SERVICE
GUARANTEE

The Brighton Police Department is so very proud of
~ its customer sarvice program that we make this
unique pledge to you. Satisfaction guaranteed! It
IS our way of demonstrating our pride and
confidence and our commitment to you the
peoplewe serve,

We guarantee that police employeeswill respond to
your request for assstance as quickly as possible, and
that the service they provide will be caring,
courteous, and satifactory to you.

| We guarantee that you will be treated with respect,
dignity, and compassion in your time of need.

We guarantee that we will do whatever it takes to
correct any situation that does not meet your
high standards and expectations.

(Thisguarantee does not imply that those who transgress
will not be held accountable for their actions)




SERVICE QUALITY MEASUREMENTS for the POLICE

TRADI TI ONAL MEASUREMENTS

® Productivity

. Conplaints to elected and appointed officials
° Nurmber of internal investigations

) Nunber of lawsuits or litigation settlenents
° Rel ationship with news nedi a

. Conmunity and council support

. Budget ed resources

MEASUREMENTS RESULTI NG FROM QUALI TY | MPROVEMENT

. Enpl oyee Satisfaction Survey
. Customer Satisfaction Survey

. Servi ce Guar ant ee




