Law Enforcement Cultures & Anti-Corruption

A substantial portion of relevant research aased with the code of silence concerns
the law enforcement organizational culture. There iscam@ance of previous study
pertaining to police culture and deviant practices, primarilizin large law enforcement
departments. For the purposes of this research | haiaved only that which can
provide a meaningful contribution.

The culture of any workplace is the organizatigintup of assumptions that govern
how employees perceive and think about themselves wbelr, other people and the
organization’s goals and then, how they act in relabathem. A culture can be viewed
as the operating philosophy of an organization. If fundarhphti@sophies are well
ingrained, honestly believed and people are deeply committden, then the actions of
employees will usually be propkr.

The work of Stephen S. HarrisdiRolice Organizational Culture: Using Ingrained
Values To Build Positive Organizational Improvemeiatt the boolkCharacter and
Cops: Ethics in Policindgpy Edwin Delattre are also beneficial. Harrison’'s wookfirms
the notion that the values or beliefs within the lanfoecement workplace can be used by
skillful leaders to mold a culture that will be of ilwable assistance for enhancing a
wide variety of management objectives. In additiors thsearch supports my contention
that this type of culture can serve to prevent detrimdaatiadvior, such as the code of

silence? The consequences of an unhealthy culture can be firanibtes loyalty to
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people over integrity. The culture can include the feaepfisal for anyone who dares to
speak up about wrongdoings.

Thomas Barker has extensively studied the police cultuitds 1986 research of the
culture in a particular law enforcement agency, he ifiedtspecific unethical behavior
that officers stated they would not report. The comegrbehavior included shakedowns,
kickbacks, traffic ticket fixes, gratuities, traditidmaimes and payoff$ Barker
concluded that peer groups within police agencies sociamdoctrinates new
officers to corrupt behavior and sanctions officers tlmat't participate in the
misconduct.

Delattre’sCharacter and Cops: Ethics in Policifgas probably been studied more
by American police practitioners than any other etretated text. This book bears on
my contentions that police officers feel a great sefisdienation® Over time, this
feeling that generally only other officers understand andelate to their unique forms
of stress will allow them to rationalize misconductrsas participating in a code of
silence.

Kevin Gilmartin and Jack Harris, in their exceptionakkvtrhe Continuum of
Compromise,” have conducted research and developed a thabry extremely

supportive of one of my most significant contentié@pecifically, | contend that one of
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the most powerful “root causes” of officers throughitgt nation participating in a code
of silence is that they deeply believe they have begtimized by their own workplace.
This sense of feeling as though they are the victim ofiutmé&atment or a lack of respect
and dignity is usually the result of poor leadership.

The “Continuum of Compromise” as explained by Gilmaaina Harris, alleges that
officers use this perception of victimization to justifeir misconduct. Ultimately,
officers who are caught committing unethical or crimexets may encourage or
manipulate other officers to lie or attempt to deceiverimal affairs investigators in an
attempt to escape discipline. In other words, they attémpse the code of silence as a
tool to prevent their own demieThis directly supports my contention of how the code
of silence evolves.

Relating the “Continuum of Compromise” to my reseayabstion,; The Factors
Within the Organizational Culture of Law Enforcement Agiea That Influence Officers
to Conceal the Misconduct of Fellow Officers Are Pcgalle,” the work of Gilmartin
and Harris is of considerable confirmation of my cotibers.

Supporting the conclusions presented in the Continuum of Conige are the
following phases in the corruption of the culture ¢dva enforcement agency. Scandals
can be prevented. They result from an evolution ofipralole and preventable
circumstances. Virtually every significant case of empé misconduct had warning
signs that leaders either ignored or failed to recogaszienportant.

Furthermore, leaders themselves lie at the core oftbetcause and solution to

corruption. Past research has repeatedly confirméadribst scandals start with one
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employee doing relatively small unethical acts and grtmmwhatever level the leadership
allows.

We now understand however, that administrators play d mace direct and
powerful role in both the prevention and promotion agaonduct. The “rotten apple”
theory that some administrators propose as the cdtiseindemise has usually been

nothing more than a self-serving, superficial facadended to draw attention away

from their own failures.

Few events are more devastating to an organization tbeanaal. Understanding
how they begin and evolve is necessary to prevent tiieta much more important
requirement for stopping corruption is for administratoreave the courage to
acknowledge they have integrity needs.

Phase one in the continuum is the adminig&adifference toward integrity. Many
administrators are instantly resentful and defenditheamere inference that they are or
have ever been indifferent to ethics and integrity. ?xdispeak louder than words,
however. The reality is that most workplaces aredfilleth employees who have never
had any ethics training. Furthermore, the vast majorityarkers in America feel far
more stress from rampant backstabbing, internal pglhidslen agendas and blatant
unfairness, than they do from simply doing their job.

At first glance it seems illogical that the upper adstiaition of an organization
would not be deeply committed to maintaining a high le¥elrganizational integrity.
After all, employee misconduct leads to civil suits, negapublicity, ineffectiveness and

devastating morale. Chief administrators who have fabheohselves terminated will
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confirm that these and similar circumstances were tesgotify their termination. It is
this widespread indifference that serves as the initesdding ground for future
misconduct to begifThe daily operations of a law enforcement agency as m
devastated by administrators ignoring:

1. The quality of recruitment and hiriffy,

2. The perception that discipline or promotioresuanfair,

3. Disgruntled field training officef3,and

4. Supervisors treating people with a lack of reispe

Phase two of the continuum is the ignoring of obvidhgal problems. Since it is
clearly in the best interests of an administratgrgvent misconduct, why aren't leaders
more dedicated to stopping unethical behavior? In this pifabe continuum, leaders
who are not committed to integrity can be categorizealtimee distinct levels according
to their behaviors. At the least harmful level are auifstiators who don't devote
resources to enhancing or maintaining ethical standardardonbt negative role models
themselves. The second level of severity is compri$éghders who intentionally look

the other way and ignore acts of indiscretion by warkeven though they continue to
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grow in severity and frequené§Lastly, the most despicable are those who “cover up”
misconduct rather than admit the truth and attempedtify the situatiort®

The failure of leadership to address internal integrigdsdas more than just
indifference at this phase because the needs areratmgnizable and serious.
Intentionally ignoring obvious ethical problems is primacdused by two problems: a
lack of knowledge and self-centeredness. Although theskeilship failures usually lead
to devastating consequences, they can be prevented aected't

In this instance, misconduct occurs because adminigratort know what they can
do to prevent or stop it. This is a circumstance wheaders have the courage and desire
to enhance integrity, yet lack the knowledge, skill oritgitib carry out their good
intentions. Their lack of training doesn’t excuse themmfimeing responsible. It is
however, the primary reason that misconduct was abfleush. They must still hold
themselves accountable for ensuring they learn how ttemgnt and maintain the state-
of-the-art in preventing misconduct.

When an organization’s leadership does not understand tbe ‘mgt causes” of
corruption, these origins of misconduct are likely teeagdrthroughout the agency like a

cancer.
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A lack of knowledge about each specific cause can haestdous resultS.
Virtually every major scandal in the last severaladiss is the result of a combination of
the following:

1. Poor leadership role models,

2. Field training officers are disgruntf&d,

3. Background investigations are in&pt,
4. Political interference is allowed to lowerigr and promotion standards,
5. Allowing a lack of accountability to flouridhand
6. Ignoring the perception of workers feeling victii{as explained by Gilmartin
and Harris in the Continuum of Comprori$é°
The second reason some leaders don’t do more abouethésal problems is that
they believe bringing attention to their integrity needsld hurt them personally.

Encouraged by the hope they will escape scrutiny and sntidino one brings attention
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to the situation, their self-centeredness becomes impi@tant than maintaining
integrity. Typical examples of this form of poor leadgpsinclude managers who do
nothing even though they know:
1. Discrimination or harassment is occurihg,
2. Supervisors are having sex with subordinates,
3. There is a general lack of accountability sascBome officers have an inexcusable
number of citizen complaints or use otéincidents?
4. Some supervisors degrade and intimidate empléyaed
5. New officers are allowed to complete th@RIrogram even though their
evaluations from field training officers wantréermination. This, the single most
demoralizing event that can occur within an pragram, takes place because
administrators don’t want the city or cquofficials to feel their hiring process is
ineffective.
Administrators must always rise above the belief thay may look like a hypocrite
to mandate ethics training. The reality is that if thgaaization has evolved to this phase
in the continuum, they will look hypocritical. Herediget another example of why

courage is the greatest quality of leadership. There can béace for a leader who is
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afraid to improve integrity because it may bring harsficgim for past misconduct they
condoned by ignoring f*

Phase three is that hypocrisy and fear dominate thareulthis phase of the
continuum is only possible after an administrationdv@bestrated several years of
indifference and deliberately ignored the ethical needlsexf organization. This phase is
characterized by several clear symptoms that mustsbévesl, or the likelihood of
significant corruption is eminent.

By this stage of the evolution, fear has manifested iseskveral forms. The most
harmful consequence of fear is that the administratioole modeling of ignoring
integrity has prompted the majority of supervisors to @osdme> Although it is never
in a policy manual, every manager and supervisor knowgptitics and hidden agendas
decide which leaders will continue to be promoted and wihd&ostracized or pushed
aside.

Thus, if you want to prosper or even merely survive lasder you are forced to
abide by the unwritten rules of internal politics. Thetiratson of being treated with such
disrespect and hypocrisy causes supervisors to privatehediisthe administrators in
front of employees. What began as indifference hasgrown into a cancer, destroying
morale, productivity and dedication.

Extreme bitterness is another important element sfghase. Because all employees
want to be treated with dignity and respect, an indinaif serious misconduct has
begun within a workplace is that employees have becosmydeesentful over the way

they are treated. Overt warning signs of this degreeseht&ilness are:
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1. Constant harsh criticism by large groups of ggopl

2. Open defiance of administrators, and

3. Workers rationalize doing unethical things duringreosations with each other.

The hopelessness that employees feel must atsmnbalered. When workers no
longer feel there is any hope for improvement and noauayf their unbearable
working conditions, they can justify doing unethical thitiget would have been
unthinkable in the past. If people are robbed of their dightinsecure direct
supervisors and find themselves surrounded by the “everyonis eigmg it” mentality,
misconduct is guaranteéd.

Confirmation of this fact can be found in the most Bsiee research ever conducted
on serious law enforcement misconduct. The circumstawesunding all 2,296 local
and state officers totally decertified between 1990 and 1995amaigzed by the
National Institute of Ethic&’ One of the most glaring realities was that ninety-one
percent of all decertified officers had not been promdtad,been employed an average
of seven years, two months and were resentful asil.res

Survival of the fittest is the fourth and finakhegtion phase. This ultimate level of
the Continuum of Corruption is dominated by the pervasitention of most employees

to now do whatever it takes to just survide.
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The first commonality is that administrator’s lackkabwledge regarding how to
prevent unethical acts, combined with the refusal to addrgssvents any attempt to
enhance integrity.

The second common denominator is that good, honest eegsidgar the corrupt,
dishonest ones. A long tradition of ignoring misconchas convinced employees that
leaders want misconduct covered up, rather than exposedrected’’ Other indicators
that serious problems exist include:

1. The code of silence is both condoned and privately encaiifige

2. FTOs are resentful and bittér.

3. There is a strong, unwritten priority to “keep corruptiut of the newspapers” at

all costs.

4. Officers that should be fired, arrested and decertififechiowed to quietly

resign,

5. Chief administrators believe they would be fired if theh about corruption were

known,

6. No one thinks the situation will get any better.

Understanding what the best solutions for preventing cborupre fundamental for
its prevention. Truly great leaders do much more thamlgneupervise or administer.

They have a reputation and are remembered for their g@tmastand steadfast,
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sometimes at their own demise, for doing what is ragtat just. They are individuals who
have always remained uncompromising with regard to infegrit

The consequences for not having great leaders can bg/ cearbnstrated by the
words of former New York City officer Michael Dowd. #&f his arrest for running his
own drug ring of fellow officers for years, he said “Hafl my supervisors knew what |
was doing. The other half didn't want to kno¥.The greatest quality of leadership is
courage’®

Just as insightful about the how destructive poor leaderbesaare the words of
detective Joe Trimboli, who was single-handedly resjmda for investigating and
arresting Dowd, after five difficult years. Trimbslated several years after Dowd’s
arrest:

The department was my enemy. | loved the department boat Wat the
truth is. The New York City Police Department has prothat it is incapable of
policing itself. There must be an outside agency to iigesst and police the
department. Anyone who says otherwise is doing a gresardise to the
department. During the period of time | was following Dowdhted him. If the
department was interested in evidence there would havesbeaeone other than
Joe Trimboli investigating the case, and | would have haick tthan a pair of
binoculars to investigate if.

The most effective solutions to corruption must bellladtwith straightforwardness

and honesty. Before implementing the following reconmuagions, be certain to

determine if any existing integrity needs are pervasive@mthat instituting these

32 ABC News, Turning PoinfTarnished Shield: When Good Cops Go BEf5.

% This quote is attributed to Walt Disney in severaheir written materials, Walt Disney
Company.

3 ABC News, Turning Poinfarnished Shield: When Good Cops Go BE@D5.
23



improvements could make the administration appear hypadrifihe most common
example of this mistake is conducting ethics training bdéaeéers have begun to resolve
the fact that some employees are blatantly treatiddanack of respect and dignity.

The first solution is to ensure quality background invesbgatare conducted. The
most important element of any organization’s hiring procetise background
investigatiorn®> The best predictor of future behavior has been andaimiftys be past
performance. Consequently, the most crucial requirefoeiaving superior background
investigations is a sincere commitment from the upper astration to do what it takes
to guarantee it is effective.

Another crucial solution is to have a highly effectiiedd training officer progran®
It is disheartening that the national standard of fiedthing programs has remained
relatively stagnate for several decades. Most progstimaggle with a variety of serious
problems such as poor communication, standardization,déléation process,
compensation and support from administrators. Unfortunates state-of-the-art for
field training is much more effective and efficient thhe hational standard.
Implementing the “cutting edgef field training helps to ensure that FTOs are not angry
and frustrated. As a result, a positive organization&i@iwithin the patrol division is
much more likely.

The third answer is to fight political interferencelitfzal favoritism and
interference has always been a detriment to law esfoent. Although it generally isn’'t

as extreme as that of the 1800s, it can still be a s@lmstacle to professionalism.
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Today's interference typically attacks two aspecta gbvernment by lowering hiring
standards and interfering with promotions. The best solugiaosually to educate local
officials about the consequences of doing so.

Ensuring consistent, fair accountability is the fourtpamant ingredient for
preventing corruption. The continual lack of accountabiditvery destructive to the
culture of an organizatioH.Ethical accountability will be one of the most used etspef
preventing unethical acts in the next decade. Acknowledbatighere is little or
inconsistent accountability is particularly painful formgadministrators, as the leaders
are probably to blame.

A glaring example of not holding officers accountablefarticipating in the code of
silence is what transpired in 1996 at the Los Angeles®dlepartment. The Office of
the Inspector General, Six Month Report published imdan 1997, criticized the LAPD
for not holding more officers accountable in a particy&ar. Specifically, fourteen
officers were disciplined for taking part in the codesitgnce in 1993, twelve in 1994,
ten in 1995 and none in 198%.

The upper administration is the only correct place td stiaen you truly want to
improve accountability because they are usually offeritheraselves. They must set an

example by holding themselves accountable for startingsmive integrity need$.
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The fifth solution is to conduct effective ethics tramf® Although it is law
enforcement’s greatest training need, most agencies hageamnducted internal ethics
training. The specific topics that will be best for magencies are the major causes of
misconduct, the Continuum of Comproniis€Gilmartin and Harris), ethical dilemma
simulation training that anchors a decision-making pae#s long-term memory,
researched facts about bad cops, intervening to save fefliwers, the need for ethical
courage and the Corruption ContinuunEvery effort should be made to teach these
topics through interactive, video case studies.

Solution six is to accept nothing less than positive lehiersle models?
Supervisors act as trainer, counselor and mentor femglloyees. As a result of their
constant contact and formal power, they become nmalermodels. The importance of
the relationship is vital for developing traits such asegiity, loyalty, honesty, respect
and dedication. Role modeling is the greatest single saingower as a leader. Actions
do speak louder than wordfslt is impossible for any company, association or agémcy
be filled with integrity if line supervisors are unethjdalr role modeling can also be
used to instill corrupt behaviét.

The seventh vital action that can prevent corruptida teke actions that prevent
officers from feeling victimized. The Continuum of Compriee ® as developed by

Kevin Gilmartin and Jack Harris, notes that officerscpeting sense of victimization can
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lead to them committing a series of progressively wongeanethical behaviors. Their
perception of being a victim makes it easier for themationalize misconduct.

Answer eight is to implement an effective employserivention proces$.
Employee intervention can now be implemented in twtirdit forms; computer
softwareand internal training. The software will pertihé tracking of performance so
there can be intervention for those whose perforedias been outstanding, as well as
for employees who could benefit from intervention toviite assistance to correct
performance deficienciés.The other form of contemporary intervention is trainig.
should assist in establishing a mine set than when meolfegins to exhibit misconduct

other officers will intervene to prevent them fromtdeging their career.
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