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socialization, as compared to their senior counterparts.

Morris, Shinn, and DuMont (1999) used focus groups and informal
interviews with police officers to develop a survey questionnaire related to
organizational commitment. They administered their survey to New York City
Housing Authority police officers to learn how their organizational commitment was
influenced by individual characteristics, managerial factors, individual perceptions,
interpersonal interactions, family support, and their views about other jobs. The
researchers received 372 useable responses.

Morris et al. (1999) analyses revealed the most important predictors of
organizational commitment were individual perceptions of management support and
fairness, followed by the social support in the command. Overall, the researchers
concluded: “For police officers in the current study, the setting level consensus
about managemeht support and fairness in the command was directly related to
organizational commitment” (p. 96).

Winegar (2003) surveyed 352 Oregon police officers representing twenty
organizations in order to learn more about their motivation. The organizations
ranged in size from 14 sworn personnel to 167 sworn personnel. He found that
officer’s feelings of empowerment were related to their perceptions of enhanced
feelings of control and competence within their work environment. He also found
that officers who were motivated by intrinsic factors felt more empowered than those

motivated by extrinsic factors. Winegar was unable to substantiate his hypothesis
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that work motivators would mediate officers’ perceptions of the work environment
or their feelings of empowerment.

Strategic Management Theory

Shafritz and Russell (2003) suggested modern strategic management is the art
of applying resources to achieve a desired objective. Schaffer and Thomson (1992)
argued successful organizational change ought to focus on results in order to achieve
four benefits: Firms introduce managerial and process innovations only as they are
needed; empirical testing reveals what works; frequent reinforcement energizes the
improvement process; and management creates a continuous learning process by
building on the lessons of previous phases in designing the next phase of the
program.

Lewin (1947) believed a “force field” protected social organizations from
change initiatives. He prescribed a series of change stages, which involved
“unfreezing,” changing, and “refreezing,” as a means to create permanency and a
new force field to protect the changes.

Conner (1992) classified change as macro-level (contextual), organizational,
or micro-level (individual). Quinn (1996) described deep change as “...major in
scope, discontinuous with the past and generally irreversible” (p. 3). Nadler and
Tushman (1995) proffered four-way types of change: tuning involved incremental
anticipated change, while adaptation resulted from incremental reactive change; and

reorientation described anticipatory discontinuous change, while re-creation resulted
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from reactive discontinuous change.

Robbins and Coulter (1996) clarified strategic management principles by
suggesting they involved implementing organizational strategies and evaluating their
results. Each of these areas will be considered in further detail below.

Strategic Planning

Kouzes and Posner (1995) noted contemporary strategic leadership thinking
has become virtually synonymous with a leader’s ability to transform their
organization, using a strategic or future oriented view. Shafritz and Russell (2003)
suggested governmental agency strategic planning efforts usually involve six
features. These include:

A. “The identification of objectives to be achieved in the future (these are

often announced in a vision statement)

B. The adoption of a time frame (or “planning horizon”) in which these

objectives are to be achieved

C. A systematic analysis of the current circumstances of an organization,

especially its capabilities

D. An assessment of the environment surrounding the organization-both now

and within the planning horizon

E. The selection of a strategy for the achievement of desired objectives by a

future date, often comparing various alternatives

F. The integration of organizational efforts around this strategy” (p. 293).
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Goold and Campbell (1987) felt executive involvement in strategic planning
led to three positive outcomes: more ambitious planning initiatives; broader
perspective planning across organizational units; and better coordination of unit
plans across the organization. Drucker (1994) warned executives such endeavors
should focus on the uncertainty of our times. “Planning for uncertainty asks...

‘what has already happened that will create the future?’” (p. 39-40).

Bryson (2004) identified a ten-step strategic planning process for public
organizations, which described the integrated nature of the strategic planning
process: “Initiate and agree on a strategic planning process; identify organizational
mandates; clarify organizational mission and values; assess the external and internal
environments to identify strengths, weaknesses, opportunities, and threats; identify
the strategic issues facing the organization; formulate strategies to manage the issues;
review and adopt the strategies or strategic plan; establish an effective organizational
vision; develop an effective implementation process; and reassess the strategies and
the strategic planning process” (p. 33-34). Bryson admitted the last two processes
completed the transition from strategic planning and strategic management.

Finally, Mintzberg (1987) likened strategic planning to skill craft work. He
noted: “My point is simple, deceptively simple: Strategies can form as well as be
formulated. A realized strategy can emerge in response to an evolving situation, or it
can be brought about deliberately, through a process of formulation followed by

implementation” (p. 407).
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Moore (1991) summarized by suggesting public sector strategies must
contain three essential elements.

“First, it must define a goal or purpose that, if achieved, would be worth the

cost to the public. Second, it must capture and sustain the support of the

elected representatives who oversee the organization’s operations. Third, it

must be doable. If any of these criteria are not met, the strategy will fail”

(p. 122).
Management of Change

Kaplan and Norton (1996) proposed the Balanced Scorecard, which
structures organizational change focused on: the agency vision and strategy,
customer focus, internal business processes, learning and growth, and financial
needs. (cf., Kaplan & Norton, 2004; Niven, 2005; Niven & Kaplan, 2002; Niven &
Mann, 2003) Niven and Mann identified seven benefits with a public sector
Balanced Scorecard system. They noted it would: “demonstrate accountability and
generate results, attract scarce resources (funding and employees), create a focus on
strategy, produce information, not data, self preservation, drive change, and inspire
trust” (2003, p. 39-42).

Van De Ven and Poole’s (1995) inter-disciplinary literature review of the
biological, physical, and social sciences and identified four general theories of
change: life-cycle, teleological, dialectical, and evolutionary. They posited these

theories could serve as “building blocks for explaining processes of change in
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organizations” (p. 1).

Van De Ven and Poole (1995) suggested life-cycle theory views change as a
constant process guided by an intrinsic development process. Teleological theory
associated change with the pursuit of some purpose, goal, or outcome. Dialectical
theory recognized change as the resultant between two opposing forces.
Evolutionary theory suggested change was a continuous process of variation,
selection, and retention often based purely on random chance. The authors felt the
first two theories best described single units of analysis, while the latter two theories
should be used to explain two or more units of analysis. They proffered that the life-
cycle and evolutionary theories helped describe incremental change because any new
initiative is always judged against the backdrop of the larger patterns of change.
Similarly, teleological and dialectical theories tended to produce more dramatic
changes because there is no reference to an underlying pattern.

Jansen (1999) envisioned an integrated typology of change involving three
integrated areas in the change literature: organization development (OD), strategy
implementation, and organization theory. She identified the overlap between the
first and second areas as strategy organization development, the second and third
areas as organization adaptation, and the third and first areas as organization
transformation.

Jansen (1999) tested her hypotheses related to momentum of change at the

United States Military Academy (USMA). Her survey sample included 100 non-
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commissioned officers in staff and tactical positions, 110 cadet officers, and 660
non-officer cadets, who were chosen randomly from the 4000 cadets at the
institution.

Jansen (1999) analyses revealed mixed results. She found that participants
who perceived greater support for change among their peers and greater progress
toward change reported higher levels of momentum. She also found that managerial
support positively influenced the participants’ perceptions of momentum and that
participants’ commitment was positively influenced by their views of momentum.
Finally, she found “...that momentum was significantly different before and after a
competing project took priority” (p. 58).

Jansen (1999) failed to find momentum was related to the actual number of
participants involved in a change initiative, their percentage over time, or their
frequent interactions. She suggested that this may be because participants were
unaware of how much support an initiative has attracted and that the number of
participants is only relevant at certain times during a change initiative. She also
failed to find support for the notion that progress toward goals increased the
participants’ views about momentum.

Little empirical research has been conducted on strategic management in law
enforcement organizations. This case study hopes to rectify this oversight through
its scrutiny of the aforementioned organizational elements, including strategic

management.
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Theory Summary

This chapter proposed a theoretical model of organizational change that will
help focus the remainder of this case study. In essence, the model argues a thorough
understanding of executive leadership, organizational culture, employee motivation,
and strategic management is critical to understanding state law enforcement change.

Executive leadership influences organizational culture, employee motivation,
and strategic management controls. Indeed, the scientific study of leadership
focused most recently on contingency theories, which are concerned with the
interaction between leader and follower. Situational leadership classifies leadership
style based on the amount of direction required to guide task behavior and the extent
of two-way communication between leaders and followers. Some empirical law
enforcement studies have found its principles in use, while others have failed to
substantiate a link between these practices and greater follower satisfaction.
Transformational leadership generally builds on transactional skills and involves a
leader’s ability to provide charisma, inspiration, intellectual stimulation, and
individualized consideration to their followers. Strong meta-analytical support
exists, including law enforcement studies, that transformational leaders enjoy
widespread organizational approval. Path-goal theory is concerned with how a
leader’s behavior clarifies the work path and worker goal attainment. However, very
little research has been conducted on its use in law enforcement. Finally, this

literature suggests contingent leadership styles have proven to be powerful forces
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that help shape organizational culture and individual motivation.

Culture theory examines how shared assumptions shape organizational
behavior and productivity. There appears to be growing empirical evidence that law
enforcement agencies can be described in terms of the values, beliefs, and
perceptions of their dominant cultures and subcultures. Therefore, any successful
law enforcement change initiative must remain sensitive to re-shaping the
organizational culture as a means to facilitate organizational change.

Motivation theory is concerned with the external and internal forces that
inspire worker action and contribute to organizational results. There is very little,
quality, empirical evidence related to what specifically motivates law enforcement
officers, beyond that which has been discerned for public sector employees. In
general, this research suggests individuals are motivated by a complex interaction of
rational, cultural, and affective motives.

Strategic management includes a focus on the internal or external factors that
can influence operations. It is recognized as the art of applying resources to achieve
desired objectives. (Shaftritz & Russell, 2003) Consequently, it involves planning,
implementation, and evaluative functions. CompStat was designed to utilize crime
data to plan effective tactics and efficiently deploy staff, so improved law
enforcement performance outcomes could be achieved. In many ways, the
proliferation of its principles throughout law enforcement speaks to its effectiveness.

In conclusion, this theoretical review investigated several organizational
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factors that may have helped propel CompStat performance gains. At the same time,
this theoretical presentation will serve as a benchmark for a similar management
strategy implemented in the case study’s organizational setting discussion, both of

which will be presented next.



CHAPTER THREE
The Organizational Setting for the Case Study

The Washington State Patrol (WSP) serves as the organizational setting for
the case study. Therefore, the chapter examines three recent administrations which
worked together to re-define how the agency linked its organizational performance to
desirable public safety outcomes. It concludes with a concise description of the
research problem.

The Washington State Patrol

The WSP was created as a statewide highway patrol on June 8, 1921, and
commissioned its first six officers on September 1, 1921. Over the years, these
meager beginnings gave way to additional public safety legislative mandates and a
comprehensive, statewide, public safety mission. (Bechtel, 1995; Torres, 1987; WSP
Strategic Plan, 2004; WSP Website, 2005) These responsibilities are outlined in
Appendix A, and differ from local and regional law enforcement efforts due, in large
part, to their broader statewide jurisdiction, different criminal focus, and nature of
the collaborative services provided.

In order to place the case study and the recent WSP changes into proper
perspective, it is necessary to examine three recent administrations and their service
from 1995-2004. Chief Annette Sandberg and her executive staff were responsible
for a significant shift in the agency’s managerial focus, which contributed to later

agency success. (Rene’ Ewing & Associates, 2004; Serpas, 2003, 2004) Chief
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Ronal Serpas and Lowell Porter’s change initiatives built on this earlier foundation
and will become the central focus of this case study.
Chief Annette Sandberg

Chief Annette Sandberg served as the sixteenth chief of the WSP between
1995 and 2001. She implemented several strategic management initiatives during
her tenure. The most important included the drafting of the first comprehensive
strategic plan in 1998, with leadership accountability linkages and data measures.
These attempts to create greater accountability within the commissioned ranks led to
efforts to refine the job performance appraisal (JPA) for troopers and sergeants and
to create a new JPA for lieutenants in 1998. Several members of the JPA committee
also became involved in creating, designing, and naming the first Strategic
Advancement Forums (SAFs) in the summer and fall of 1999. In the committee’s
view, the forums were intended to: “bridge the communication and accountability
gap” between the executive staff and commanders; provide regular interaction
between these two organizational groups; and measure the successes associated with
the agency strategic plan implementation, using an open forum, without the
adversarial environment created by the New York Police Department’s (NYPD)
CompStat forums. After a successful executive staff briefing in late 1999, the plan
was approved and initiated and the first SAF occurred in the WSP in February of
2000. In essence, the SAFs served as biannual, public, performance reviews

designed to assess district and divisional contributions to organizational strategic
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plan. (Interview Participant (IP), 13'; Cederblom & Pemerl, 2002; Dr. Doug
Cederblom, personal communication; Ewing et al., 2004; Serpas, 2003, 2004)

Chief Sandberg’s change initiatives failed to achieve complete organizational
acceptance. SAF presentation questions changed frequently, which made proactive
data collection difficult and presentation preparation very time consuming. Many
data systems were antiquated, which resulted in supervisors hand-counting specific
work measures. In traffic law enforcement (TLE), these workgroup results were
then combined with adjacent work zone outputs in order to evaluate work measures
for larger geographical areas. Other individual and workgroup activity reports were
often delayed several months before they reached frontline supervisors, which made
timely data collection, analysis, or triangulation nearly impossible, using these
reports. Finally, some managers questioned the relationship between regional
performance indicators and larger public safety goals.

Chief Sandberg resigned in February 2001, in order to pursue other career
opportunities. Her resignation triggered an especially tumultuous period in recent
WSP history, as interim Chiefs Robert Leichner and James LaMunyon were
appointed and two executive search processes attempted to locate a more permanent
replacement.

Chief Ronal Serpas

Washington Governor Gary Locke appointed Dr. Ronal Serpas as the

! The interview participants (IP) will be referred to by number, which has been scrambled, placed in
ascending order, and grouped where possible to protect their anonymity.
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nineteenth chief of the WSP in August 2001, after conducting regional and
nationwide searches. Prior to his appointment, Chief Serpas had served as the Chief
of Operations for the New Orleans Police Department (NOPD), where he helped lead
a dramatic change in the delivery of municipal police services. The NOPD
leadership had implemented CompStat and had been credited with drastically
reducing crime rates and citizens’ fear of crime. (Serpas, 2003, 2004) However,
these management principles, techniques, and analyses had never been applied to a
statewide law enforcement agency with as diverse a public safety mission as the
WSP.

Early observations

Chief Serpas was impressed by the fact Governor Locke, the legislative
leadership, and members of the Washington Association of Sheriffs and Police
Chiefs (WASPC), all possessed immense respect for the WSP. In fact, he was
“awestruck” by the agency and its culture, which he felt exemplified pride and
respect for the nature of the work. He said he found it refreshing to work in a law
enforcement agency like the Patrol.

However, he also found several alarming trends. He suggested external
stakeholders described the WSP as “non-yielding,” “unbending,” and having “lost
sight of its mission.” He added that Governor Locke, state senators, and
representatives felt the WSP had “lost its balance,” but he was quick to clarify:

“They had not lost faith, but they had lost the sense that the Patrol, really
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knew what it wanted to be and where it wanted to go. Now some of that
could’ve been... all of the 200[ 1] transition... [But, there was] a very sincere
concern that the Patrol was just kinda rudderless and had been like that way
for several years... They were concerned about the troopers because what
they saw was the troopers, you know not out there pounding the pavement,
looking for drunk drivers, handling drugs, and serving warrants...” (Serpas,
2007)

One senior executive recalled an illustrative example of this legislative
uncertainty, which surfaced as they joined a meeting with Chief Serpas and the
legislator early in the administration. The respondent suggested the legislator was
very concerned with the WSP’s Field Operation Bureau (FOB) performance in the
last biennium, which he then outlined using his own observations. These included:
additional budgetary appropriations for traffic law enforcement activities were made,
including additional staffing appropriations; collisions rose; overall bureau
productivity fell; and overtime grew to one million dollars. The legislator reportedly
vocalized his intention to vote against any significant budgetary increases for FOB
until he felt the management problems had been corrected.

At the time of these observations, the FOB and its TLE mission were a
central focal point of the entire agency, both externally and internally. Nearly all the
agency’s sworn personnel were assigned to FOB workgroups, as was a large segment

of the civilian staff who worked to support these efforts. If FOB were perceived to
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be struggling to fulfill its mission, it could have a cataclysmic effect on the public’s
perceptions about the WSP’s contribution to statewide public safety. A review of the
FOB 20-year historical overview of core TLE activities (driving while under the
influence (DUI), aggressive driving, speed, and seatbelt enforcement) and collision
investigation performance data appears to bolster Chief Serpas’ early observations
and discussion themes. Therefore, a quick review of its major trends is in order.
FOB Core Traffic Law Enforcement Performance Data

For over 20 years, every WSP trooper who contacted a motorist completed
administrative paperwork designed to track the purpose for the contact, its
disposition, and a variety of other descriptors related to the incident. And, for at
least as long, FOB personnel used this performance data to assess its TLE results and
their impact on collisions outcomes across the state.

More recently, this performance data has been aggregated from troopers’
time and activity reports (TARS) to create a series of summary tables detailing the
statewide core TLE results from 1986-2006. (WSP Historical Overview Trooper
Traffic Contacts, and Collision Investigations and Arrests, 1986-2006) Although not
totally inclusive of all troopers’ TLE activities, these targeted analyses do provide
several lenses with which to view WSP TLE efforts during these two decades. As a
result, these findings warrant a closer examination, especially the performance
results leading up to Serpas’ arrival. Statewide demographic shifts and FOB line

trooper staffing levels provide an important backdrop against which to review the
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remaining TLE activities and their trends over time.

Statewide demographics and FOB line trooper staffing levels. In 1986, the
Washington State population was estimated to be 4,527,100°, while the WSP FOB
line staffing included 495 troopers, or 1 line trooper for every 9,145 estimated
residents. By 2001, the statewide population had grown steadily to an estimated
6,041,700 (33.5%) residents, while the WSP FOB line staffing had grown to a high
of 701 troopers (41.6%), or 1 line trooper for every 8,618 estimated residents.
(Washington State Office of Financial Management, 2007; W SP Historical
Overview, p. 4) Meanwhile, the annual vehicle miles travelled by Washington State
residents grew steadily throughout this same time period: 1986: 19,718,419,700
miles and 2001: 30,670,693,000 (55.5%) miles. (Washington State Department of
Transportation, 2007)

Total violator contacts. A review of the 20-year performance results
suggests total violator contacts ranged from 870,805 in 1986, to 782,548 (-10.1%) in
2000. These results represented 1,759 contacts per FOB line trooper in 1986, which
fell to 1,154 (-34.3%) contacts per FOB line trooper in 2000. Interestingly, after the
first SAFs were introduced in July 2000, a bow wave of TLE activity seemed to
occur in 2001, when compared to the 2000 TLE efforts: total contacts surged to

1,449,618 (85.2%) or 2,067 (79.1%) contacts per FOB line trooper, which equated to

? Washington State Office of Financial Management Data publishes yearly population numbers using
April 1* estimates. Consequently, each succeeding year was used as a rough estimate for the
December 31* data.
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about 172 violators a month. All three results represented historically unprecedented
violator contact achievements.

Driving under the influence (DUI) enforcement. Historically, DUI
apprehension had been a major focus of WSP TLE activities, as decades of WSP
training had stressed the disproportionate representation of impaired drivers across
all categories of collisions. (Baker, 1981, 1985, 1986, 2002) This emphasis is
clearly evident in the statewide DUI apprehension performance data from 1986 to
1992, when total arrests increased from 14,999 to 20,774 (38.5%) and respective
average annual arrests per FOB line trooper grew from 30 to 34 (13.3%). Both
categories began a dramatic descent soon thereafter, and fell to a 15 year low of
14,617 (-29.6%) arrests or 21 (-38.2%) per FOB line trooper respectively, in 2001.
Arguably, some portion of this slippage could be attributed to the increasing
complexity of all TLE activities in general and DUI administrative procedures in
particular. The latter evolved increasingly in response to the latest public and special
interest demands, DUI legislation, prosecutorial requirements, and case law.

Aggressive driving. In 1998, the WSP formed its Aggressive Driving
Apprehension Team (ADAT). The purpose of the program was to place a group of
highly productive troopers into unmarked patrol vehicles to apprehend habitual,
aggressive, and dangerous traffic offenders. In the four years that followed,

statewide annual aggressive driver contacts grew from 4,368 to 5,044 (15.4%), but
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the average number of aggressive driver contacts per FOB line trooper remained
constant at 7 during this same time period.

In later years, the definition of aggressive driving was refined, largely in
response to an executive recognition of fluctuating FOB standards in combination
with SAF discussion, debate, and problem solving. It remains very unclear how the
20-year TLE study attempted to apply this narrower aggressive driving definition to
the earlier TLE performance data. But, this historical data seemed to indicate that
aggressive driving arrests had peaked in 1987 at 7,955, or 15 arrests per FOB line
trooper, and had fallen consistently to 4,368 (-45%), or 6 arrests (- 60%) per FOB
line trooper, the year the ADAT was formed.

Speed. Historically, speed contacts have been a major focus of WSP TLE
activities. Once again, decades of WSP training had focused troopers’ attention on
the fact that speeding drivers require more distance to slow or stop their vehicle
ahead of any serious roadway hazard. In other words, speeding drivers become
involved in more collisions and their collisions tended to be more serious than those
drivers who obeyed the speed and following distance laws. (Baker, 1981, 1985,
1986, 2002)

The 20-year performance data indicates statewide speed citations peaked with
399,800 citations or 870 citations per FOB trooper in 1986, and 380,692 (-4.7%)
citations or 740 (-14.9%) citations per FOB trooper in 1987. Annual speed citations

then plummeted to 192,961 (-49.3%) citations or 368 (-50.2%) per FOB trooper in
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1988, and 180,335 (-6.5%) citations or 343 (6.7%) per FOB trooper in 1989. Speed
citations increased marginally from 1990 to 1992, to a high of 211,530, with a
commensurate increase in field force troopers. Unfortunately, speed citations then
fell off dramatically for the next six years to a low of 142,465, despite the continued
growth of the field force. In 2000, when the first SAF was introduced, statewide
speed citations amounted to just 159,572 citations or 235 per FOB trooper, which
increased to 165,723 (3.8%) citations or 236 (0.4%) per FOB trooper in 2001.

Seatbelt infractions. Seatbelt usage has been widely recognized as one
means to improve occupant safety in the event of a motor vehicle collision, both to
reduce deaths and limit the seriousness of injury. Indeed, the proliferation of
national seatbelt laws, automobile safety standards, and roadway design
specifications have been credited with enhancing the safety of the increasingly
mobile, motoring public.

In 1986, Washington State enacted a mandatory seatbelt law, as a secondary
offense. (Doane & Thurston, 2007; Salzberg & Moffat, 2003) This meant that after
a law enforcement officer initiated a lawful stop based on some other traffic
violation, they could take secondary enforcement on those occupants who failed to
wear their restraints. That year, troopers cited 14, 866 occupants for their failure to
use their restraints, which equated to 30 citations for every FOB line trooper. These
numbers grew fairly steadily over the next seven years to a high of 55,463 citations

or 91 citations per FOB line trooper in 1993. Over the next six years, the number of
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citations then fell off to a low of 33,587 or 51 citations per FOB line trooper in 1999.
In 2000, seatbelt citations increased to 43,977 (30%) or 65 citations per FOB line
trooper, but fell back to 42,546 (-3%) or 61 citations per FOB line trooper in
2001.

Collisions. Washington State’s fatality rate moved steadily downward from
1986 to 2001, which mirrored the national trend. In 1986, Washington’s fatality rate
on interstate and state highways equated to 1.75 deaths per 100 million miles
traveled, which grew to 1.91 deaths (9.1%) in 1987. However, by the late 1980s, the
fatality rate had descended near 1.8 deaths (-5.7%), and by 1991, the rate had
plummeted to 1.45 deaths (-19.4%) per 100 million miles traveled. Remarkably, the
state highway fatality rate has remained below this benchmark ever since, and fell to
1.10 deaths (-24.1%) per 100 million miles traveled in 2001.

Injury collisions investigated by the WSP have taken on a similar trend over
the course of the last ten years. In 1996, the WSP investigated 16,046 injury
collisions, but over the next four years injury collisions fell every year to 11,909
(-25.8%) in 2000. The number increased to 12,711 injury collisions (6.7%) in 2001.

Taken together, this historical, core, TLE data suggests Washington State
fatality and injury collision rates were improving, especially in light of the
demographic pressures discussed above. However, significant numbers of
automobile passengers were still being killed and seriously injured by criminally

reckless, negligent, and speeding drivers on the state’s roadways. Despite these
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realities, the WSP executive leadership had struggled to motivate its FOB field force
to increase its core TLE activities over time, despite reasonably stable and
accelerating FOB staffing levels. While it’s true such work categories reflect only
some aspects of all TLE work, arguably these core activities represent some of the
most risky, dangerous, and preventable driving behaviors. Therefore, the data seems
to imply FOB personnel had lost sight of their core TLE responsibilities, with respect
to TLE aimed at the DUI, aggressive driving, speed, and seatbelt laws.

Meanwhile, the WSP had begun to compare its work against a variety of
external benchmarks and also hired some governmental consultants to examine many
of its practices. Consequently, these published reviews provided several baselines to
compare later TLE efforts, so let us pause to consider some of their earlier findings.
Washington State University

The WSP first began working with Washington State University (WSU)
Division of Governmental Studies and Services (DGSS) in the early 1990s as a
means to solicit citizen survey feedback about its daily operations. These citizen
surveys and other empirical studies designed to analyze TLE data for indications of
biased policing continue to present day. (Loverich, Gaffney, & Albright, 2003, p. 4)

WSU citizen surveys. The WSU DGSS began publishing citizen views about
WSP operations in 1992, and then completed additional reviews in 1993, 1994-1995,

1995-1996, 1998, and 1999-2000. (Loverich, Gaffney, & Albright, 2003, p. 4) These
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studies included standardized questions, which now reveal some valuable trend

analyses, which included:

A.

The 11 year response rates reflect decreasing interest over time: 1992-
53%; 1993- 56%; 1994/5- 42%; 1995/6- 56%; 1998- 44%; and 1999/0-
35% (38% general, 30% contacts). (p. 5/6)

The respondents who strongly agreed “the WSP does a good job
performing its mission” ranged from 64% to 68%, while those who
agreed ranged from 19% to 23%, over the course of first 5 studies. (p. 8)
Similarly, the responses relating to whether “WSP Troopers were judged
to have treated citizens courteously” reflected like trends, which included:
Those who strongly agreed ranged from 58% to 63%, while those who
agreed ranged from 19% to 26%. (p. 9)

The responses related to the perceptions that the “WSP treats citizens the
same regardless of their ethnic background” were fairly constant and
ranged from 42% to 49% for those who strongly agreed and 10% to 14%
for those who agreed. (p. 10)

The respondents who strongly agreed they were “quite satisfied with the
services provided by the WSP with which they were familiar” ranged
from 53% to 67%, while those who agreed ranged from 11% to 20%.

(p. 11)

The respondents who felt the WSP was “doing a good job removing
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drunk drivers from state highways” ranged from 50% to 66%, while those
who agreed ranged from 12% to 19%. (p. 12)

G. Finally, the percentage of respondents who had received a citation from

the WSP and felt they had been treated fairly ranged from 74% to 79%.
(p- 13)

In general, it is clear the WSP enjoyed broad historical support from
Washington citizens. However, there were growing national concerns about
differential treatment of citizens during this time frame, whether these practices were
called racial profiling or biased policing. So, were Washington’s citizens being
treated differentially?

Biased Policing

In 2000, the Washington State Legislature passed a law that required the
WSP collect and report detailed information about the individuals they have
contacted during their TLE duties at least semi-annually. The WSP, in partnership
with the Criminal Justice Training Commission, released its first report to the
legislature on traffic stop data in January 2001. The report provided a useful
baseline, as it included analysis of all traffic stop data between May 1, 2000, and
October 31, 2000. It concluded: “Based on analysis to date, it appears reasonable to
conclude that, on a statewide basis, State Patrol officers are not engaged in any
practice or pattern of initiating traffic stops based on the race of drivers” (p. 13).

In 2003, WSU’s DGSS reported on its first analysis of WSP traffic stop data
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from May 2000 to October 2002, which contained about 2 million cases, and
established a statistical baseline for later research. (Lovrich, Gaffney, Mosher,
Pickerill, & Smith, 2003) Although the analyses crossed over into the first ten
months of ADL implementation, the researchers’ findings offered three general
conclusions, which established a useful baseline regarding FOB traffic stop
practices. These included:

“To conclude this section, comparisons of stop rates to census data, to WSP
records of involvement in accidents, and to daylight versus non-daylight
stops indicate that the Washington State Patrol is not engaged in racial
profiling at the level of whom they contact... This type of disproportionate
enforcement is simply not occurring with the Washington State Patrol”
(p. 47)... “To conclude this section on enforcement outcomes, it is important
to note that when differences in the number of traffic safety violations
across racial/ethnic groups are taken into account, the initial effects of
race/ethnicity on the probability of receiving a citation and the number
of citations received are attenuated and reduced to non-statistical
significance in most APAs [autonomous patrol areas] for Blacks, Native-
Americans, and Hispanics” (p. 87)... “With respect to apparently
disparate rates of citation and search, the seriousness of the violation and

the number of violations observed represent particularly critical
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contextual factors that either eliminate or greatly reduce the effect of

race or ethnicity of driver on the traffic stop outcome” (p. 3).

The WSU research data seemed to suggest the WSP was not engaged in
widespread biased policing practices. But, how did WSP operations compare to
other accepted law enforcement practices?

The Commission on Accreditation for Law Enforcement Agencies (CALEA).
The WSP has been a fully accredited state law enforcement agency since 1992. The
current CALEA standards include 445 benchmarks related to every facet of daily law
enforcement administration, management, and operations. (WSP InsideOut, 2007)
Many of these standards promulgate data collection, analysis, and utilization ideals
related to agency goals, objectives, crime analysis, and personnel allocation.
Therefore, the WSP’s continuing accreditation ensured compliance with some basic
performance metric acumen, at least in fulfillment of nationally accepted standards.

Overall then, the WSU research data and CALEA findings seemed to suggest
the WSP was a highly respected law enforcement agency. The WSU citizen surveys
reflected a high degree of public confidence, despite the fact many TLE contacts end
with negative consequences. And, just as important, the WSU data indicated the
WSP does not engage in systemic biased policing. Finally, the WSP’s continuing
CALEA accreditation suggested its professional standards, regulations, and practices

reflected the current best practices within the national law enforcement community.
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Let us now return to our earlier discussion related to Chief Serpas’
introduction to the WSP. It remains unclear how much of this information
influenced Chief Serpas’ decisions about how to transform the WSP. However, it is
important readers have this better understanding of historical WSP TLE trends and
external review results in order to better appreciate the internal climate in the agency
as ADL was implemented.
Additional Concerns
Chief Serpas also attended several SAFs in the fall of 2001, which had been
described as ComStat-type forums. Later, he remembered his frustration with the
performance reviews, their format using pre-exposed questions, and their near total
unfamiliarity with CompStat, as he had come to know it through his experiences in
New Orleans:
“The SAFs scheduled for the fall of 2001 (the third iteration) were presented
as planned. The SAF was informative but not timely, as the data reported
was up to six months old, and was incomplete. The SAF did not focus
attention on effective tactics or rapid deployment. For example, one SAF
presenter discussed efforts to reduce DUI and speed related collisions, but
there was no clear link made in the data or presentation about the efforts of
the work unit to assess, compare, or enhance DUI or speed enforcement to
achieve the desired outcome. The last principle of relentless follow up was

not met, as the SAF meeting was scheduled on a semi-annual basis.
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Another limitation of the SAF was that the Commanders knew what specific
areas would be covered prior to the SAF. The SAF was limited to these pre-
planned areas. In other words, at one of the SAFs in the fall of 2001, a
Commander outlined that the presentation would cover three of the agency’s
strategic goals for that unit (the total goals were many more than three).
When queried as to other fundamental elements of the unit’s performance,
the Commander commented that those items would require follow-up, as that
topic was not listed on the items to be covered at the SAF presentation”
(Serpas, 2003, p. 6-7).
Chief Serpas also became aware of the tensions that existed between sworn

ilian personnel, which he later characterized as “almost a chasm.” (Serpas,

2007) His discussions with executive leadership led him to discover what he

believed to be serious inequities related to budgetary expectations between the two

groups.

“What the Patrol would do is they would force the non-sworn commanders to
tow the line on budget, not send people to training, cobble up money, save
money, etc... Because at the end of the biennium, biennial budget, when
they needed to bail out the patrol unit that had routinely overspent, with no
appreciable signs of any differences made by that overspending, they would
just take that money and transfer it over. So what you had, was you had

divisions, civilians equivalents to captains and deputy chiefs, watching
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themselves as a non-sworn person being held to the exacting standards on
budgeting and fhen they watched the uniform side, which had no standards on
budgeting whatsoever” (p.6).

Finally, some of Chief Serpas’ own personal observations caused him great
concern. As an example, he recounted an early ride along with a trooper who had
just graduated from the WSP Academy and who had been working in the Puget
Sound Region. To his near total amazement at the time, the trooper did not seem to
know the Fire Marshal’s Office and the toxicology labs were integrated within the
WSP. In other words, Chief Serpas feared the trooper had been improperly
socialized into the agency, as they did not even know what public safety services the
agency provided.

In sum, Chief Serpas and his executive leadership found its largest
organizational bureau reasonably well staffed by historical standards, yet the core
TLE data clearly indicated it was struggling to produce TLE activities comparable to
their past achievement levels. These performance results combined with his early
observations led Chief Serpas to believe he had to act quickly in order to reverse
these undesirable trends.

Early Changes

Within the first 90 days of his appointment, Chief Serpas completed

interviews with all the captains and lieutenants and their civilian equivalents in order

to get their sense of the current issues within the department. He also eliminated the
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vacant assistant chief position, established the Management Services Bureau

directorship, and appointed the necessary deputy chiefs, captains, and commanders

to fill all the existing leadership vacancies. His changes divided the WSP’s public

safety mission across the six organizational bureaus and included the districts,

divisions, and activities below:

A.

The Field Operations Bureau included headquarters staff and TLE
personnel assigned to eight different patrol districts statewide. The
latter were primarily responsible for traffic law enforcement on the
state’s 17,524 miles of interstate and state highways in an effort to
provide motorist assistance, reduce the number of injury and fatality
collisions, and to apprehend criminals using the highways to facilitate
their crimes.

The Investigative Services Bureau conducted statewide criminal,
narcotics, criminal intelligence, missing children, computer forensic,
and internal investigations as well as commercial vehicle enforcement.
The Forensic Laboratory Services Bureau provided crime laboratory,
breath alcohol testing, and toxicology analyses.

The Fire Protection Bureau was responsible for training fire department
and district personnel at the state fire academy; ensuring fire code
compliance at child-care, nursing, group, and boarding home facilities;

and emergency preparedness planning, training, and mobilization for
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natural disasters, hazardous materials releases, wild land fires, and
terrorist attacks.
E.  The Technical Services Bureau managed emergency communications,
electronic systems services, information technology support, employee
training and development, criminal history access, and latent fingerprint
screening services.
F.  The Management Services Bureau oversaw all services related to
human resources, property management, and financial activities,
budgetary preparations, and grant funding. (Serpas, 2003, 2004)
During this period, the WSP employed approximately 2,300 employees, split
nearly evenly between sworn and civilian ranks. (Serpas, 2004) The sworn
personnel possessed full police powers and worked primarily in traffic law
enforcement, commercial vehicle regulation, and criminal investigations. The
ctvilian personnel served primarily in the forensic and toxicology laboratories,
communication services, fire protection, and management liaison roles. Meanwhile,
the approximate, departmental, biennial budget was $338 million dollars. (Serpas,
2003)

Chief Serpas’ previous experiences and executive interviews led him to
initiate additional changes to the WSP. The implementation of Accountability
Driven Leadership (ADL) and the redesign of the Strategic Advancement Forums

(SAFs) proved to be two of the most critical and will be examined further below.
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Accountability Driven Leadership

Chief Serpas’ early conversations with both external and internal
stakeholders reinforced his desire to reinvigorate the WSP purpose beyond his
organizational leadership changes. As a result, he began to speak with the bureau
chiefs and commanders about the need to create a new executive leadership vision in
the fall of 2001. His intent was to re-focus the WSP on its strategic goals, objectives,
and performance. In turn, he asked each bureau to clearly define work priorities in
each of their functional units through the implementation of performance measures
designed to create greater effectiveness and efficiency. In other words, Chief Serpas
was interested in ensuring that each workgroup was using a set of performance
measures that attempted to ensure they were working on both the right work and
doing so in the most economical fashion. Chief Serpas’ discussions and his belief in
moving beyond police-centered thinking, combined with his previous experiences
with CompStat implementation, led to his creation of ADL. (Serpas, 2007)

In January 2002, Chief Serpas implemented ADL throughout the entire
public safety agency. The change initiative stressed four CompStat management
tenets: the use of accurate, timely performance data; effective tactics; rapid
deployment of personnel and resources; and relentless follow-up. (Bratton, 1996;
Bratton and Knobler, 1998; Dodenhoff, 1996; Dussault, 1999; Guilianni & Kurson,
2002; McDonald, 2004; McDonald et al., 2002; O’Connell, 2001; Thibault et al.,

2001; Serpas, 2003, 2004; Shane, 2004a, 2004b; Stephens, 2005) Chief Serpas
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added an emphasis on decentralized decision-making and efficiency and
effectiveness performance measures across the entire WSP organization. He later
commented on ADL’s approach:

“This more comprehensive approach to public safety and general

management is meant to address problems that lay outside a narrow

understanding of law enforcement, such as the failure of some facilities
ilousing children and senior citizens to comply with fire safety codes;
budgetary practices that historically resulted in overspending, inefficiencies,
and underachievement in such functions as accounting, fleet and property
management, human resources, and information technology; and forensic
laboratories’ struggles to provide timely services to law enforcement and

coroners statewide while ensuring quality and correctness” (Serpas, 2004,

p. 1).

ADL appeared to provide the following organizational advantages:

A. ADL enhanced CompStat’s core management principles by adding a
renewed emphasis on decentralized decision-making as well as
comprehensive public safety efficiency and effectiveness performance
measures. (Serpas, 2004)

B. Its comprehensive management tenets were applied successively across a
wide variety of statewide law enforcement services, undertaken by sworn

and civilian employees. (Perry, 2005; Porter, 2005)
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C. ADL utilized strategic planning principles that integrated intermediate-
term planning goals with shorter-term performance metrics, designed to
assess, monitor, and evaluate productivity.

D. The change initiative stressed the linkages between shorter-term
performance indicators and longer-term public safety outcomes across a
wide array of organizational performance measures. (Porter, 2005)

E. The continuous scrutiny of individual, workgroup, and divisional
performance provided improved decision-making opportunities using
quantitative data, problem-oriented policing principles, and management
intuition. (Porter, 2005)

F. The inclusion of financial measures aligned budgetary priorities with
strategic goals, objectives, and action, while concurrently decentralizing
budgetary management to district and division commanders. (Serpas,
2003, 2004)

The New Strategic Advancement Forums

Chief Serpas’ implementation of ADL throughout the WSP included an
expectation of regular performance reviews. During a 2007 interview, he noted he
chose to maintain the SAF namesake as a means to maintain some WSP cultural
history and familiarity. At the same time, his one-on-one interviews with the
executive leadership of the WSP led him to conclude the earlier SAFs were not

respected because of the perception that they “derided” presenters, rather than
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“building” them up.

The new SAFs assembled the entire executive staff every week for the bureau
presentations, reviews, and assessments. Each week a different bureau or
combination of bureaus was featured and its district and division commanders were
required to present the performance data for their respective area of responsibility.
These presentations became known for their intense questioning, frank assessments,
and candid feedback in a public venue, which oftentimes included: divisional and
district middle managers, supervisors and employees; supporting agency personnel;
media representatives; interested citizens; other governmental executives; and an
occasional elected official. In essence, the SAFs stressed: ADL tenets;
effectiveness and efficiency measures; decentralized decision-making; and greater
organizational cooperation and collaboration.

These meetings required these upper-middle managers to present their
divisional performance data to the entire executive staff in a public forum. (Serpas,
2003, 2004) The SAFs appeared to offer several benefits to the WSP:

A. Standardized monthly bureau, division, and district reports to the entire
executive staff explicated strategic progress, resource allocation, and
challenges, as all agency workgroups took turns presenting every month.

B. Executive staff participation focused bureaucratic expertise, resources,
and partnerships on creative problem solving and transcended the

traditional organizational boundaries that have historically arisen between
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sworn and civilian employees. (Porter, 2005)

C. Complete SAF organizational integration, widespread employee
attendance, and participative forums enhanced collaborative problem
solving across functionality and technically disparate workgroups,
divisions, and bureaus.

D. “The sharing of successful strategies is critical to raising the bar of
performance of all agency leaders... Moreover, one leader’s success can,
and should be, replicated in other areas of the department” (Serpas, 2004,
p. 3).

E. Public meetings maintained middle-management accountability, while
simultaneously providing a venue to present employee achievements,
teamwork successes, and departmental awards. (Perry, 2005; Porter,
2005)

Retired Chief Porter (2005) suggested the SAFs were meant to encourage
positive law enforcement performance in each geographical region of the state and
every division in the agency. Essentially, the forums compared current performance
data to previous individual, workgroup, and divisional efforts. This singular focus
allowed leaders, supervisors, and employees to compete against their earlier efforts,
not against other regions and divisions that may face different challenges. Serpas
(2004) summarized: “The overarching purpose of the public component of peer

performance during SAF should be critiquing results, strategies, and decisions, not
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criticizing... In a room of professionals, a latent pressure exists to be seen as
competent and knowledgeable” (p. 5).

Chief Serpas hoped the more intensive presentation schedule and in-person
appearances would foster more cordial relationships between and among district and
division commanders- sworn and civilian. In a 2007 interview, he noted,

“... I believe that one of the most important things about SAF is that you’re

in the room with people, that you’re standing together during the breaks- that

you’re drinking coffee together during the breaks- that you’re going to lunch
afterwards to meet with your friends... I know that logistically there
might’ve been some easier ways to pull it off... But, I never wanted to lose
the opportunity for all those captains, all those civilian equivalents to be
sitting together and feeling each other, talking to each other, drinking coffee
together, you see what I’'m talking about? That’s the soft-touchy side of this

thing” (p. 22-23).

In his opinion, the ability of leadership to meet in person and to invest in
these relationships helped establish trust and common concerns. It was his hope this
would extend person to person, position to position, and across bureaus and
classifications in a manner that could positively influence the historical challenges
experienced by the sworn and civilian personnel. (Serpas, 2007)

Chief Serpas identified other areas in the WSP he believed were ripe for

change as well. One involved the loss of productivity associated with protracted
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meetings with little operational impact, while a second involved difficulties with the
internal discipline system. Both will be described in greater detail below.

“Two Meetings and a Product”

Chief Serpas was interested in trying to move the agency into a mindset that
when people are prepared properly for their meetings, they ought to be able to
conduct two meetings and proceed with an agreed upon direction. One supporter
saw his idea as an expectation to make something happen. Another suggested the
initiative was an attempt to maintain momentum through rapid decision making and
risk taking, without all the usual protracted study, “endless chains of email,” and
related correspondence. The skeptics were a bit more dubious. One described it as a
bit unrealistic and noted their belief that the true genesis for the initiative had been
Chief Serpas’ impatient personality. The participant pointed to the proposed move to
the new headquarters building scheduled during this time period and noted there was
simply no way such planning could get completed in two meetings. (IP, 8, 10, 11)
Internal Disciplinary Changes

Two of Chief Serpas’ other change initiatives related to internal disciplinary
processes. One created a process called a “non-investigated matter,” (NIM), while a
second created a “settlement agreement.” (Jones, 2001; Serpas, Olson, & Jones,
2003) The NIM process allowed minor complaints meeting any one of five criteria
to be settled faster using summary documentation and an abbreviated counseling

meeting with the involved employee(s) if needed. These included:
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“Accused employee acted in accordance with a departmental regulation,

order, procedure, policy, etc. All available means to identify the employee

have been exhausted with negative results. The legality of a complainant’s
arrest/citation/notice of infraction; warrant obtained/served; evidence seized
must be adjudicated by the court. The complainant requested that no formal
administrative investigation be initiated. The complainant supported
supervisory intervention/action (counseling, discussion of complainant’s
concerns with the accused employee, and/or remedial training) in lieu of

formal investigation” (Jones, 2001, p. 1).

If three NIMS were received reflecting similar activities, a formal
investigation was initiated. In essence, this process maintained the integrity of the
disciplinary system, while reserving precious investigative resources for more
serious misconduct allegations.

The second change involved a settlement process for more complex
administrative investigations. This process allowed an accused employee and the
agency to settle their differences more expeditiously. If the employee was willing to
accept responsibility for their wrongdoing, the agency would trade this acquiescence
for a slightly milder sanction, a faster case disposition, and an employee’s “ability to
get back to work.” The agency benefited by saving its limited investigative
resources for more serious matters and by frequently receiving better buy-in from the

involved employee. Meanwhile, the employee benefited through an expedited case
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resolution and an “ability to move on their career and life.” Both initiatives enjoyed
widespread acceptance as they were introduced and their terms negotiated with the
relevant labor unions.

Abrupt Resignation

Chief Serpas resigned suddenly in January 2004, after he was chosen to lead
the Nashville Metropolitan Police Department. During his WSP tenure, he had
written an article attempting to summarize many of the organizational changes,
including his introduction of ADL and the modification of the SAF process. Both
the preliminary article and its final manuscript offer important insights about what
Serpas thought his leadership legacy would be. In short, both efforts highlighted the
perceived turnaround of ineffective WSP practices and the production of tangible
performance improvements.

Chief Serpas’ premature departure called into question whether the short-
term performance changes, which had become the hallmarks of his administration,
could be connected to longer-term transformative efforts in the WSP. Indeed, these
pressures would become both the leadership challenge and the executive opportunity
for the next chief.

Chief Lowell Porter

Washington Governor Gary Locke appointed Field Operations Bureau

Deputy Chief Lowell Porter as the twentieth chief of the WSP in January 2004.

Chief Porter had risen through the ranks of the WSP to lead its largest organizational
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bureau during ADL implementation. As chief, he continued nearly all of Chief
Serpas’ personal style, ADL, and SAF changes, until newly elected Governor
Christine Gregoire chose to replace him in February 2005.

Chief Porter possessed a genuine passion for the earlier course set by Chief
Serpas and articulated his perceived need to keep the WSP committed to ADL
principles and the SAF processes. He felt a personal responsibility to maintain what
he felt was the productive tension that had been created by both initiatives. In other
words, he recognized the tension and stress associated with the recent agency
changes had productive value, but he felt they needed to be managed correctly. In
part, he believed this could be achieved through the SAF questioning processes,
which he thought led to dynamic leadership engagement for both the current
presenter and those who would present in the near future. In his view, the current
presenter learned to scrutinize their current operations more carefully based on this
methodical questioning, while leaders in attendance would learn what was important
and why. Also, the latter group naturally sought to obtain any missing performance
data for their areas of responsibility before they presented. (Porter, 2007)

During a 2007 interview, Porter made it clear he felt it was critical he set the
leadership example. He spoke about his frequent 75 hour work weeks and his TLE
activities on his way to and from his residence as opportunities to demonstrate his
commitment to the agency direction and to send clear messages to the troopers in the

respective patrol zones about his personal dedication. He also recognized a need to
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hold commanders accountable for the productivity of their entire staffs. In
particular, he was insistent they deal with those personnel who were not contributing
to the workgroup success and were actively resistant. In this way, he wanted to
ensure the good work and morale of the hard working employees would not be
undermined by a select, unproductive few.

Chief Porter believed it was the executive leadership’s responsibility to select
the right outputs, which he felt drove outcomes. In his view, the SAFs became a
means to focus on the right number of outputs and direct the right activity to the right
places at the right time. He highlighted several successes to help reinforce his
observations about the link between outputs and outcomes. One such example
involved the Fire Marshal’s Office, where resources were provided and outputs
defined. In doing so, the average number of days Washington State care facilities
was out of fire code compliance after a deficient inspection was cut to nearly non-
existent over time.

Another example involved Budget and Fiscal Services (BFS) and their
continual accrual of overtime near paydays. Through a series of SAF discussions a
trend was discovered that involved a significant number of employees (about 400)
who were not getting their pay documents submitted until the last possible moment.
(BFS SAF Data, 2002-2004) These late time card entries involved issues related to
supervisors failing to approve time cards in a timely manner, inadequate leave

balance manipulations, and holding overtime worked until the last minute. On the
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commissioned side, this forced BFS staff to cut separate overtime checks,
presumably to be routed to an individual’s office and provide them “extra money,”
outside the purview of their directly deposited salaries. By discerning the
organizational trends driving the BFS overtime, the executive staff worked together
to ensure all pay documents were turned in on a timely basis. In turn, this
dramatically reduced the superfluous BFS workload around pay periods, eliminated
the overtime, and allowed the staff to return to regular work hours and other
important projects.

Third, SAF-type performance reviews worked their ways back into several
districts and divisions in the WSP. Essentially, these reviews allowed district and
division commanders to meet with their middle managers and frontline sergeants to
review recent performance data and to make the necessary work activity corrections
immediately. In FOB, at least two geographical districts began to experiment with
weekly district SAFs as a means to drive productivity very early in the Serpas
administration, but by the Porter administration they had become increasingly more
prevalent in other geographical areas and other parts of the WSP as well. At the
same time, they had been credited with driving knowledge about performance
values, core activity preferences, and outcome linkages down to the lowest levels of
the WSP. (Ewing et al., 2004)

Finally, Chief Porter also recognized the value of proactive media contacts

and strove to ensure initiatives begun by Chief Serpas to propagate these messages
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were continued in force. In his view, these proactive contacts allowed the WSP to
work with the media, instead of against them, to get its message out. At the same
time, these positive media stories helped convince the legislature and the public that
the WSP held itself accountable to its mandates, roles, and responsibilities and the
WSP, its personnel, and programs added critical public safety value.

Chief Porter’s tenure had its challenges as well. Most notably, some of the
executive leadership and the district and division commanders were growing
discontented with the SAF intensity, processes, and routines. Most agreed the
forums added value, but they also recognized the process was becoming stale, as the
presentations required a lot of preparation time and were repetitive in nature. A
growing number began calling for SAFs to be re-designed so they could evolve to
the next level, whatever that might entail.

Chief Porter responded by appointing a work group to revitalize the SAF. Its
charge was to identify the lessons learned in the last two and a half years and
maintain the SAFs’ usefulness while reducing its workload. The workgroup
identified small procedural changes that could be made, some of which were
implemented, although the SAF process changed little over time, including its
requisite preparation time and intensity. As we shall see, there were many views
about whether these changes were sufficient.

Meanwhile, an external review compared the performance and outcomes

measures in the WSP to those of five other state law enforcement agencies: Arizona,



Washington State Patrol Change 92
Missouri, Ohto, Texas, and Virginia. Its tremendously positive performance results
made it even more difficult to modify current SAF strategies:
“All of the states have some level of strategic plan and some broad agency
goals. Where they differ with the WSP is the extent to which WSP analyzes
and uses the performance measures in making management decisions.

Clearly WSP is considered by the other states as the benchmark in the use of

performance measures” (Ewing et al., 2004, p. 10).

A tangential challenge occurred as many district and division commanders
began to recognize the capacity limits of their current staffing levels and started to
speak more candidly about these realities in public. The 20-year performance data
offer a glimpse into these leadership concerns, as these results offer clear evidence
that during the previous 3 years: FOB line staffing levels had held fairly steady
despite many regional demographic surges; core TLE productivity had been at or
very near record levels; and injury and fatality collisions had dropped significantly.
Meanwhile, troopers’ base salaries had remained largely unchanged, their health
benefit premium costs had increased, sick leave usage was up, and some troopers had
begun to leave the WSP to pursue career opportunities elsewhere.

Despite these difficulties, these public discussions oftentimes drew Chief
Porter’s ire, as he became fond of saying he did not want to hear about what leaders
could not do, but rather what they could do. He explained further in a 2007

interview:
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“I don’t wanna hear about what you can’t do. If you physically can’t get

from point A to point B- great, we got it, but what can you do? Because

everybody in this room has people, time, and money; there’s a whole lot of
smart people in here- figure it out. You’re in a position of leadership and
you’re responsible for this, leading these people and all you can say is what
you can’t do it; give me something else to hang my hat on.”

With so much emotion involved on both sides of this growing organizational
debate, a more tenable dialogue began to emerge on both sides. The district and
division commanders began to articulate their performance limitations with caveats
about their marginal needs and their expected gains if these additional resources
could be targeted toward the problem under discussion. Then, Chief Porter would
clarify their analyses, resource needs and expected performance gains, and attempt to
secure their additional resources. Finally, he would expect the commander to able to
speak specifically about their additional progress or goal achievement by the next
SAF (within 30 days).

Another challenge related to an ability to apply short and intermediate
productivity gains to the longer-term needs of the agency. On the one hand, Chief
Porter believed ADL and the SAFs had enhanced the future managerial acumen in
the agency in ways that would make it “self-perpetuating, sustaining, and fulfilling.”
In his view, this would change the organizational culture and make these

expectations the norm, so they could be passed down to the next generations of
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leadership. On the other hand, Chief Porter had difficulty articulating any
performance standards that had been implemented to help ensure the inculcation of
performance accountability was passed on beyond anything other than informal
processes.

Overall, Chief Porter felt ADL and the SAFs had produced organizational
successes between 2002 and 2004, which demonstrated their ability to produce
valuable performance outcomes in every area of the agency. He believed these
principles could be used to manage successively in any organizational environment.

Beyond these broader successes, Retired Chief Porter (2005) reflected on the
internal success of ADL and the value of the SAF process. He noted that after three
administrations the WSP had moved from scrutinizing organizational performance
on a semi-annual and quarterly basis, to every thirty days, and finally to weekly in
many areas of the organization. He likened such managerial scrutiny of the
workgroup, division, and district performances to avoid later reengineering upheaval
to the work of a sailboat skipper who adjusts his sail, speed, and course in order to
avoid missing their destination altogether. However, his comments failed to
acknowledge that too many course corrections by the same proverbial skipper could
eliminate a broader view of additional nautical challenges, disrupt an otherwise
smooth journey, and also lengthen the trip.

During a 2007 interview, Porter reminisced about other people’s comments,

all of whom were familiar with the WSP’s recent performance struggles and
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achievements:

“In fact, I can’t tell you...how many times as deputy chief and as chief and

even after leaving the department people said... we needed to get back to

holding ourselves accountable, producing, taking pride in what we do,

demonstrating our, our contribution to the state of Washington and we

needed that badly...”.

Finally, he also reflected on his own leadership performance, first as part of
the Serpas administration and later as chief:

A lot of people thought that Serpas and I pushed too hard, too fast. Okay,

that’s... an opinion, but you know I’m responsible for the organization, the

whole thing... and I’m figuring I’'m trying to strike that balance. I didn’t get

it right every time, but I think I got it more right more often as I moved

through time.

Statement of the Research Problem

Chiefs Serpas and Porter’s leadership, ADL initiative, and SAF processes
have enjoyed mixed organizational reviews. Supporters have argued their change
initiatives were responsible for the dramatic strategic advancements during their
respective administrations. Critics have countered that an integrated set of
leadership and management strategies were the true catalysts of the productivity
gains. This research project investigates these clearly divergent perspectives.

This case study investigates how these change initiatives were initiated in the
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WSP. Its central research question is: What organizational leadership and

management strategies were utilized by WSP executives during the implementation

of ADL between January 2002 and December 20047



CHAPTER FOUR
Case Study Context, Research Design, and Methodology

The case study context, design, and methodology used in the research project
are outlined in this chapter. The first section introduces the case study context by
summarizing the preliminary organizational change model, which was examined
throughout the project. The second section explains the research design, including
the utility of the case study. It also describes the research assumptions, including its
epistemological nature, qualitative approach, inductive reasoning, and historical
perspective. The final section explicates the data collection processes, which
includes discussion of the document reviews and key informant interviews, interview
guide, and thematic analyses.

The Preliminary Organizational Change Model

The change model advanced in this project so far, suggests agency change
results from the confluence of several organizational factors. These factors include:
executive leadership, organizational culture, employee motivation, and strategic
management.

As the literature review revealed, varying levels of empirical evidence exist
regarding these organizational factors’ ability to produce organizational change.
However, very little organizational research has attempted to study the influence of
these elements within one organizational context. Indeed, the failure to consider

computer statistics (CompStat) or similar initiatives in such a light means that any
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one or combination of these factors may have been the true catalyst(s) for these
organizational changes, which have heretofore gone undocumented.

This project attempts to correct this gap in the literature, as it will examine
the Washington State Patrol’s (WSP) attempt to implement the Accountability
Driven Leadership (ADL) initiative, which was based on CompStat principles. The
project will examine the leadership and management factors that may have
contributed to the WSP organizational changes between January 2002 and December
2004.

Research Design

The following section describes the case study. It outlines the research
assumptions, including their epistemological nature, qualitative approach, inductive
reasoning, and historical perspective.

Case Study

Yin (2003) advocated a case study research design was optimal for
contemporary research questions, with an explanatory nature, whose behavioral
components could not be manipulated by a researcher. (cf., McNabb, 2002; Patton,
1987, 2002; Polit & Beck, 2004) Polit and Beck (2004) felt case studies were
distinguished by their depth of inquiry. Finally, McNabb (2002) classified case
studies based on their overriding intent: an intrinsic case study interested its
researcher/ author, while an instrumental case study sought to create greater

understanding of a specific issue.
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This single case study will examine the leadership and management strategies
that may have influenced change in the WSP. (Babbie, 1999; Creswell, 2003;
McNabb, 2002; Patton, 1987, 2002; Polit & Beck, 2004; Singleton & Straits, 1999;
Yin, 2003) I was motivated by my intrinsic desire to understand the process of
organizational change in the WSP and his desire to create instrumental knowledge
about the role of performance measures in state law enforcement. The case study’s
nature is outlined below.
Assumptions

The case study assumptions can be characterized by their epistemological
perspective, which are based on constructivist and pragmatic knowledge claims.
(Creswell, 2003) Additionally, they can be classified further by their qualitative
approach, inductive reasoning, and historical perspective. All these characteristics
will be described in greater detail below.

Constructivist perspective. Crotty (1998) identified several constructivist
assumptions, which Creswell (2003) summarized:

“Meanings are constructed by human beings as they engage with the world

they are interpreting... Humans engage with their world and make sense of it

based on their historical and social perspective... The basic generation of

meaning is always social, arising in and out of interaction with a human

community...” (p. 9) (cf., Babbie, 1999; Patton, 2002; Polit & Beck, 2004;

Rossi, Freeman, & Lipsey, 1999)
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Golembiewski (1990) summarized this view in relation to organizational
development. “Conceptually, the basic metaphor is a visual one... Since change can
be reasonably thought of as occurring on “behavioral surfaces,” the contours of those
surfaces deserve description and analysis” (p. 242). This project will be guided by
each of these research perspectives.

Pragmatist perspective. Creswell (2003), noting Murphy (1990) and
Cherryholmes (1992), identified several pragmatic assumptions, some of which are
relevant to this project and its methodological approach.

“Pragmatists do not see the world as an absolute unity... Truth is what works

at the time... Pragmatists agree that research always occurs in social,

historical, political, and other contexts... Individual researchers...are “free”
to choose the methods, techniques, and procedures of research that best meet

their needs and purposes” (Creswell, p. 12). (cf., Patton, 2002)

Bass and Avolio (1993) described a pragmatic leadership approach to
creating organizational change.

“Leaders who are concerned about organizational renewal will seek to foster

organizational cultures that are hospitable and conducive to creativity,

problem solving, risk taking, and experimentation. First, there is an
articulation of the changes that are desired. Next, the necessary changes in
structure, processes, and practices are made and are widely communicated

throughout the organization. Finally, new role and behavioral models are
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established and reinforced that become symbols of the “new” culture”

(p. 115).

Ewing and Associates’ (2004) performance audit described a pragmatic view
of the performance measures in the WSP. The consultants suggested the WSP
strategic plan and the SAF process had been operationalized using a series of
progressive leadership steps: initializing- Chief Sandberg’s administration;
focusing- Chief Serpas’ administration; and refining- Chief Porter’s administration.
This case study will utilize a pragmatic focus throughout the course of the project.

Qualitative design. This research project will utilize a qualitative design.
Burns and Grove (2001) noted that qualitative research is based on a “holistic world
view,” which included the following beliefs:

“There is no single reality. Reality, based on perceptions, is different for

each person and changes over time. What we know has meaning only within

a given situation or context” (p. 61).

Burns and Grove (2001) added: “Within a holistic framework, qualitative
research is a means of exploring the depth, richness, and complexity inherent in
phenomena” (p. 61). Babbie (1999) noted, “In addition to greater detail, qualitative
data seem richer in meaning than quantified data” (p. 24). Bryman and Stephens
(1996) summarized by noting that qualitative research allows for deeper exploration
of those subtleties related to organizational contexts.

Bryman and Stephens (1996) categorized qualitative leadership research into
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four types. The first three involved single and multiple case studies and studies of
leadership activities using leader surveys. “Finally, there is a design which invites
people to describe in detail specific leaders or leadership practices in general”

(p. 19). This qualitative case study will rely heavily on this last approach.
Golembiewski (1990) believed alpha change involved “...relatively stable
dimensions of reality that are defined in terms of discrete and constant intervals”
(p- 217). He felt beta change was difficult for organizational development (OD)
scholars to measure. “That is to say, OD efforts indeed change the very measuring
instrument being used to estimate the change. This complicates interpreting T, and
T; findings, of course” (p. 218). Finally, Golembiewski characterized gamma
change.
“Measuring gamma change is extraordinarily difficult since the pre-
intervention response is not off the scale; it is on a different scale... Since
gamma change may be thought of as reflecting fundamental changes in
conceptualizations or expectations, or as a basic redefinition of the content of
the referents tapped by measures of organization and individual processes, it
severely complicates the interpretation of the results of OD efforts” (p. 221-
222).
As noted earlier, similar quantum organizational changes have occurred as
agencies have shifted from simpler activity, process, and output measures to more

complex accountability, efficiency, and outcome measures, especially as utilized in



Washington State Patrol Change 103
CompStat. (Alpert & Moore, 1993; Bayley, 1996; Behn, 1995, 2001, 2003; Bratton,
1996; Bratton & Andrews, 1999; Bratton & Knobler, 1998; Giuliani & Kurson,
2002; Humphrey & Stokes, 2000; McDonald, 2004; McDonald et al., 2002; Moore,
2002; Moore & Braga, 2003a, 2003b; O’Connell, 2001; Serpas, 2003, 2004; Shane,
2004a, 2004b; Theurer, 1998; Walters, 1998) Finally, Golembiewski suggested:

“Qverall, the search for gamma effects will employ factor-analytical

techniques... Factor analysis essentially seeks to isolate the major

dimensions of reality necessary to economically account for the variance in

scores on some large set of variables” (p. 225).

These qualitative perspectives will shape the exploration of the complex set
of the WSP leadership and management factors in an effort to learn about their
influence on WSP productivity. The organizational elements will include: executive
leadership, organizational culture, employee motivation, strategic management, and
performance measures.

Inductive reasoning. Polit and Beck’s (2004) explanation of the inductive
reasoning typifies many researchers’ description of these processes.

“Inductive reasoning is the process of developing generalizations from

specific observations” (p. 12). “The participants’ input is the starting point

from which the researcher begins to conceptualize, seeking patterns,
commonalities, and relationships emerging from the researcher- participant

interactions” (p. 29). (cf., Babbie, 1999; Burns & Grove, 2001; Creswell,
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2003; Patton, 1987, 2002; Polit & Beck, 2004; Singleton & Straits, 1999)
This project will rely on inductive reasoning. In other words, it will translate
the literature and document reviews as well as the key informant interview themes
into organizational generalizations.
Most scholars recognize several qualitative research approaches. (Babbie,
1999; Burns & Grove, 2001; Creswell, 2003; Patton, 1987, 2002; Polit & Beck,
2004; Singleton & Straits, 1999) This project focuses on one- historical research.
Historical research. This case study will examine change in the WSP
between January 2002 and December 2004. Therefore, by its very nature the project
utilizes an historical perspective.
Burns and Grove (2001), discussing Heller (1982), identified three
developmental schema found in philosophies of history:
“History reflects a progression-the development from “lower” to “higher” stages.
History has a tendency to regress-development is from “higher” stages to “lower”
stages; movement is toward a decrease in freedom and the self-destruction of our
species. History shows a repetition of developmental sequences in which patterns
of progression can be seen” (2001, p. 71).
Greiner (1972) suggested organizations appeared to alternate between
evolutionary periods of steady growth and revolutionary periods of turbulent
upheaval. These observations led him to reflect on the importance of organizational

history.
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“Historical forces do indeed shape the future growth of organizations. Yet

management, in its haste to grow, often overlooks such critical

developmental questions as: Where has our organization been? Where is it
now? And what do the answers to these questions mean for where we are
going?... My position... is that the future of an organization may be less

determined by outside forces than it is by the organization’s history” (p. 38).

Bass and Avolio (1993) concurred. The two scholars described how leaders
can construct organizational change while remaining attentive to cultural principles.

“When trying to promote cultural changes in an organization, leaders should

first understand and respect the past, returning to it for inspiration,

instruction, and identification of past objectives, principles, and strategies
that still must be maintained...changes should develop by providing
reinforcement for innovative efforts that are attempted and successful, which

fit with the new mission or vision for the organization” (p. 115).

In sum, this case study will be shaped by these constructivist, pragmatic,
qualitative, inductive, and historical perspectives. Additionally, the project will be
shaped by its “participant observer” nature, which will be further explained next.
Participant Observer

The participant observer literature discusses the relationships between
research participants and observers. These writings indicate that social scientists

who involve themselves in the social phenomena they later attempt to describe, do so
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with some unique advantages and serious liabilities. (Creswell, 2002; Patton, 1987,
2002; Polit & Beck, 2004; Singleton & Straits, 1999; Sylvia, Sylvia, & Gunn, 1997,
Yin, 2003) Polit and Beck (2004) cautioned readers a participant observer may not
provide the most advantageous means of research just like being an actor may not
afford the best perspective of a performance.

Despite these difficulties, I believe my extensive experience, reputation, and
relationships within the WSP assisted me throughout my research project. Therefore,
I will briefly outline my experiences in the interest of full disclosure.

My experiences. 1 was hired by the WSP in 1990, and commissioned in
1991. [ was promoted to the rank of sergeant in 1999, in time to experience Chief
Sandberg, Serpas, and Porter’s leadership styles, change management initiatives, and
SAFs, while managing two detachments of troopers assigned to traffic law
enforcement duties.

I was promoted to the rank of lieutenant in 2004. My commensurate
responsibilities since have included oversight of: regional traffic safety enforcement
activities; ferry vessel and terminal security; training academy curricula, facilities
modernization, and culinary affairs; and field operations as headquarters staff. I will
have completed nearly three-quarters of my career, by the conclusion of this project.

My perspective. My operational, supervisory, and managerial experiences
with the WSP have helped inform my opinions related to the WSP, some of which

are relevant to this research project:
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A. Gubernatorial vision, legislative mandate, budgetary allocations, and
societal expectations have provided the external catalysts for change in
the WSP. All recent WSP chiefs have managed these pressures by
leading internal change initiatives, using a variety of expertise,
experience, and skill levels.

B. WSP employees, workgroups, and unions possess high expectations for
their executive leadership. They aggressively utilize civil service
protections, union contracts, and administrative legal actions to assert
their individual, group, and collective vision, beliefs, and rights.

C. The most successful chiefs balance external pressures for change with the
internal human resources challenges, while pursuing short, intermediate,
and long-term public safety success.

D. Chief Serpas, ADL, and the SAFs helped focus WSP performance on
public safety effectiveness, efficiency, and accountability.

E. Chief Serpas’ departure and Chief Porter’s direction called into question
whether the WSP’s short-term gains could be connected to: longer-term,
external, stakeholder support; budgetary appropriation increases; and
sustainable internal change.

I have also continued to pursue my academic education. In 2001, I earned

my master’s degree in Public Administration from the University of Washington. In

2004, 1 completed my doctoral coursework in Public Administration and Policy at
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Portland State University. This research project fulfilled the remaining

requirements of my doctoral curriculum.

My academic achievements and vocational experiences have helped inform

my views of organizational research. Those relevant to this project include:

A.

Meaningful organizational research connects academic theory to
vocational practice and vice versa. This circular influence inevitably
improves the quality, value, and utility of both endeavors.
Organizational leadership, management, and accountability are
complex, contextual, and integrated phenomena. Therefore,
organizational alignment is best achieved by developing a thorough
understanding of the factors that can create change and proactively
managing their influence.

Inductive inquiry, using qualitative methods, allows researchers to gain
a better understanding of a wide array of subjects, range of responses,
and depth of information that leverages participants’ knowledge,
experience, and understanding.

Deductive inquiry, using quantitative methods, dramatically narrows
the scope of this understanding through the use of focused questions,
colloquial vocabulary, and narrow categorical responses.

A thoughtful combination of research methods allows researchers to

capitalize on their respective methodological strengths, while
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simultaneously limiting their downsides.

I believe my qualitative research design will expand the breadth of my case
study. It is, admittedly, susceptible to researcher bias given my vocational
experiences, participation in the change initiative, and my academic study.

However, I think greater research control can be achieved through rigorous
adherence to my research methodology, which will be presented below.
The Case Study Methodology

This section describes the case study methodology. It does so by explaining
the data collection procedures, measurement, analysis processes, and project validity.
Data Collection

This case study relied on several types of data. These included: historical
documents, published reviews, personal observations, and key informant interviews.
Each type of data will be explained below.

Historical documents. A cursory review of the WSP’s three-year
performance results (January 2002- December 2004) appeared to highlight many
sustained statewide public safety achievements throughout its six organizational
bureaus and their major divisions. Many of these successes were highlighted in
monthly strategic advancement forums (SAFs), which produced at least four
excellent data sources for content analyses. These included: previous SAF
presentation data from each of the agency bureaus, divisions, and localities; archived

press interviews, publications, and clippings; and supporting activity summary
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reports, budget analyses, project notes, briefings, and miscellaneous reports. Finally,
these achievements were featured quite frequently in WSP quarterly and annual
legislative reports.

Published reviews. The WSP change efforts were analyzed in a variety of
external reviews. For example, readers will likely remember the WSP’s unique
partnership with Washington State University Division of Governmental Studies and
Services (WSU DGSS) and their commensurate reports related to Washington
citizen surveys and biased policing traffic stop analyses.

Another external review of WSP outcome measures found, “WSP’s
management processes are sound and focused” (Ewing et al., 2004, p. 14). The
review noted the SAF process: aligned agency and bureau goals; allowed for
communication across bureaus; created immediate problem solving; and stressed
executive management performance goals.

Finally, when Governor Christine Gregoire was elected in 2004, she created
her Government Management Accountability and Performance (GMAP) initiative as
a means to manage state government. Her initiative and resulting performance
review forums were based on CompStat principles and statewide ADL and SAF
execution. (Gregoire, 2005a, 2005b, 2005¢)

Personal observations. Throughout my nearly eighteen year tenure with the
Washington State Patrol, I have witnessed a variety of executive leadership

approaches. In 1999, I was promoted to a first line supervisory position. As a result,
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I experienced Chief Sandberg, Serpas, and Porter’s leadership styles, change
management initiatives, and SAFs, while managing two different detachments of
troopers assigned to traffic law enforcement duties.

I have since been promoted to the rank of lieutenant. My commensurate
middle management responsibilities helped broaden my perspectives related to these
earlier initiatives. My continuing experiences during a different era of executive
leadership have provided a series of valuable observations with which to compare
and contrast these earlier changes.

Key informant interviews. Chiefs Serpas and Porter utilized ADL and the
SAFs to re-focus the entire WSP on the agency’s strategic goals, objectives, and
outcomes in ways rarely seen with recent agency change initiatives. As noted
previously, Chief Serpas had initiated these changes first with his executive staff and
later with his district and division commanders for implementation within their
respective areas of responsibility. Consequently, I decided to re-trace this
approximate evolution by beginning his interviews atop the organizational hierarchy
and cascading them down the organizational structure to the district commanders and
across to the division managers.

During this study period, the sworn executive leadership possessed full police
powers, and served as the agency chief executives and bureau chiefs in traffic law
enforcement, criminal investigations, and technical services. The civilian executive

leadership served as bureau commanders in the forensic and toxicology laboratories,
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Fire Marshal’s office, and management services. Generally speaking, the sworn and
civilian district and division commanders were responsible for the geographically
decentralized areas of command within these larger bureaus.

The semi-structured, key informant interviews sought to measure the
organization theory examined in the literature review (executive leadership,
organizational culture, motivation theory, strategic management, and performance
measures). Specifically, interviews solicited respondents’ own views, words, and
reflections about how these organizational factors may have shaped WSP success.
They prompted participants to describe their experiences with such organizational
elements, whether positive or negative. Finally, each major interview section left
participants ample latitude to discuss other concepts that were missed by the
principal researcher. A complete questionnaire has been included in Appendix B.

Pre-survey. Sworn personnel are required to complete yearly in-service
training at the WSP Academy in order to maintain their technical expertise,
proficiency, and certification. In the late fall of 2006 and of spring 2007, a myriad of
sworn and civilian operational specialty classes were offered at the WSP Academy
and frequent executive management meetings held in and around Olympia,
Washington. Six volunteers were recruited by convenience from these groups to
help evaluate, test, and validate the interview guide language, question strategy, and
specific content. These interview discussions and analyses revealed the guide was

very sound. The final interview guide was designed to be completed within an hour.
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Participants. The key informants included 28 senior executive, executives,
and middle-managers chosen primarily by their desire to participate. They included
sworn and civilian executive members of the agency, who served as executive staff
members, captains, and division managers. Lieutenants and assistant managers were
interviewed sparingly.

I felt the key informants possessed an understanding of ADL principles,
SAFs, and related concepts explored throughout the question guide. I had no direct
supervisory or subordinate relationship with any of the participants that could have
hindered their ability to decline participation. He maintained his research
impartiality throughout the project and he believes the responses gathered, analyzed,
and presented for this project will not inhibit his future job performance or that of
any of its participants.

Mintzberg (1979) described five organizational parts: strategic apex-
executives; middle line-middle management; operating core; technostructure-
analysts; and support staff. “To understand how the Professional Bureaucracy
functions in its operating core, it is helpful to think of it as a repertoire of standard
programs- in effect, the set of skills the professionals stand ready to use-which are
applied to predetermined situations, called contingencies, also standardized”(p. 352).
In essence, the WSP executive-level interviews attempted to describe the

bureaucratic skills that propelled organizational change in the WSP.
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Agency Approval. The principal researcher met with current WSP Chief
John Batiste on December 22, 2005. The meeting was designed to familiarize Chief
Batiste with the research project and its intent to further understanding about the
leadership and management strategies that impacted change in a state law
enforcement agency. The presentation, discussion, and approval process were
critical to ensuring compliance with WSP organizational ethics, rules, regulations,
and policies.

Chief Batiste completely endorsed the dissertation research, as reflected in
his correspondence included in Appendix C. His support clearly facilitated the
completion of the project in several important ways.

First, chief executive support allowed the principal researcher to access all
pertinent agency publications, including electronic archives. These documents were
drawn from at least three data sources: previous SAF presentation data from each of
the agency bureaus, divisions, and localities; supporting project notes, briefings, and
reports; and archived annual reports, legislative briefings, and other performance
related publications.

Second, the chief executive endorsement permitted access to the agency
intranet. This electronic resource served as a means to retrieve many archived data
sources. It also served as a means of organizational communication throughout the
entire research project, most often through electronic mail.

Finally, chief executive support helped facilitate key informant participation.
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In short, these retirees and employees’ interviews formed the basis for the project’s
most valuable research findings, themes, and conclusions.

Recruitment. All key informant participants were recruited using an
electronic personal invitation, personal invitation, or telephone call. The electronic
confirmations always included several attachments. These included: A) a copy of a
letter containing the current chief’s endorsement, B) the intended survey questions
(Appendix C), and C) an adult informed consent form (Appendix D).

These transparent recruiting methods helped interested readers easily discern
the nature of the project, its scope of inquiry, and its goals, so they could make a fair
judgment about whether to participate. A closely related goal was to provide
participants enough information to help them to better focus their later responses in a
manner that respected their time and that of the principal researcher. Overall, it is
believed this transparency served as the basis for very valuable information
exchanges to the survey responses.

Only four individuals chose not to participate, either through their non-
response or failure to arrange an interview date during the entire project. Of these,
three were invited to participate in the research interviews and one was asked to help
with the pre-survey interviews. Three were civilians and one was commissioned,
although none of them worked in the same agency district or division and they did

not share any other relevant characteristics.
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Logistics. The 28 research interviews began in July 2007, and were
completed by the end of February 2008. They occurred at locations of mutual
agreement between the principal researcher and the individual participant. The
interview guide was designed to be completed in an hour, although in practice the
duration of the interviews ranged from 30 to 90 minutes, with the average interview
lasting approximately 60 minutes.

Generally, the interview process began with a quick review of the research
scope and an overview of the interview protocols. All participants were asked if they
had any questions about the adult informed consent form or any other questions
related to the interview protocols before the interviews began. The interviews were
tape recorded with participant consent for later data transcription and analysis.

Human Subjects Research Review. Portland State University (PSU) requires
all doctoral projects to be reviewed by the Human Subjects Research Review
Committee (HSRRC). This committee is responsible for ensuring that all research
proposals strictly adhere to proper ethical, academic, research, and professional
etiquette. Consequently, their review scrutinizes all aspects of academic committee
oversight, proposal construction, organizational support, and participant protections,
including confidentiality protocols.

I prepared an HSRRC application in support of this case study, according to
standard university protocol, which was approved. I actively, diligently, and

aggressively ensured the confidentiality of all research participants throughout the
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entire project by maintaining strict control over all project and interview materials. [
also ensured the adult informed consent clearly explained the participation in the
interviews was voluntary and could be stopped at any time and its content was
acknowledged by each participant before any interviews were begun. I also
maintained secure controls over all interview materials. Finally, I consulted my
dissertation advisor anytime questions arose about how to best balance participant
privacy with scholarly presentation.

Data Measurement

Chapter two described the preliminary organizational change model, which
was examined throughout the project. In essence, it provided a theoretical
framework which argued the organizational changes associated with CompStat really
resulted from the confluence of executive leadership, organizational culture,
employee motivation, and strategic management. This section further describes how
each of these concepts was measured throughout the project.

Executive leadership. The study of leadership contingency theory, or the
interaction between leader and follower, began in the 1970s and continues today.
The resulting law enforcement leadership survey research revealed, characterized,
and categorized a variety of leadership styles. These included situational,
transactional, transformational, and path-goal leadership. (Bruns & Shuman, 1988;
Castro, 1998; Deluga & Souza, 1991; Girodo, 1998; Hersey et al., 1979; Judge &

Piccolo, 2004; Kuykendall & Unsinger, 1982; Morreale, 2002; Willis, 1998)



Washington State Patrol Change 118
Additionally, CompStat has been associated with engaged executive leadership.
(Bratton, 1996; Bratton and Knobler, 1998; Dodenhoff, 1996; Guilianni & Kurson,
2002; McDonald, 2004; McDonald, et al., 2002; O’Connell, 2001; Serpas, 2003,
2004; Shane, 2004a, 2004b) However, virtually no empirical research has examined
how these leadership activities influence CompStat implementation.

This project assessed WSP executive leadership during ADL implementation
using a broader view. It asked these senior state law enforcement leaders to reflect
on their own experiences and to use their own words to describe the significant
leadership activities during these change initiatives.

Organizational Culture. Early law enforcement scholarship described
organizational culture by its homogenous nature. For example, it focused on the
profession’s coercive authority (Bittner, 1970, 1974, 1983) and discretionary power
(Brown, 1988; Davis, 1969; Goldsmith, 1990). More recent law enforcement
scholarship has described organizational cultures by their heterogeneous nature,
oftentimes through the elucidation of their subcultures. (Bayley & Shearing, 2001;
Britz, 1997; Harrison, 1998; Herbert, 1998; Hunt, 1997; Maguire, 2003; Paoline
2000; Paoline et al. 2000; Reuss-Ianni 1983; Schmalleger, 2003; Simon, 1999) 1
could find no empirical research which examined the role of law enforcement culture
within the context of a CompStat initiative.

This project measured WSP culture during ADL implementation using a

different strategy. First, it prompted respondents to describe the WSP culture before
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ADL and then sought to learn how the change initiative may have changed the
culture. This approach most closely reflected the explorative research project that
examined the culture of the Kansas Department of Health and Environment over
time. (Maynard-Moody, Stull, & Mitchell, 1986) The current project questionnaire
subsumed the work completed in similar survey efforts aimed at discerning shifts in
organizational culture favored by Cameron and Quinn (1999).

Employee motivation. The study of motivation in law enforcement has
produced survey evidence of varying motivational levels within these organizations.
(Chusmir, 1984; Morris, et al., 1999; Reiter, 1999; Sheppard et al., 1974; Simon,
1999; Van Maanen, 1975; Winegar, 2003) At the same time, there seems to be little
doubt that a leader’s ability to motivate employees can positively affect work
outcomes. (Aragon, 1993; Brewer, et al., 2000; Daft, 1999; Natemeyer &
McMahon, 2001; Perry, 1996; Prince, Halstead, and Hesser, 2005; Rainey, 2003;
Robbins & Coulter, 1996; Schermerhorn et al., 1997)

This project explored WSP employee motivation and its influence on
organizational productivity through the reflections of the agency’s leadership. In
doing so, it sought to discern how the organizational leadership worked to motivate

employees during this time period and whether ADL worked to motivate or de-

motivate employees.
Strategic management. Little empirical research has been conducted on

strategic management in law enforcement beyond that seeking to evaluate individual
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CompStat initiatives. However, this research has remained singly focused on
assessing the impact of CompStat principles on organizational productivity.
Meanwhile, the strategic management literature clearly highlights the importance of
the integration of the strategic planning, measurement, and assessment processes.
(Bryson, 2004; Dilulio, 1993; Dobbs & Field, 1993; Jansen, 1999; Kaplan & Norton,
1996, 2004; Mendofik, 1994; Niven, 2005; Niven & Kaplan, 2002; Niven & Mann,
2003; Robbins & Coulter, 1996; Shafritz & Russell, 2003)

This project assessed the role of WSP strategic management and performance
measures on organizational productivity using a broad view. In addition to
considering each of the organizational factors outlined above, the project asked
respondents to discuss the management strategies that assisted with ADL
implementation and to evaluate the overall success of the ADL initiative. Similarly,
it asked respondents to discuss their performance measures in use and their
respective link to workgroup, bureau, and organizational work quality.

Data Analyses

Yin (2003) believed rigorous case study analysis should seek to include all
relevant evidence, address all major rival interpretations, utilize rigorous analytical
skills, and capitalize on the expertise of the researcher(s). This project attempted to
remain attentive to each of these goals while it presented its results in an aggregated
format. Additionally, it used his two favored strategies for analyzing case study

data. In other words, these stressed reliance on theoretical propositions and careful
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thought about rival explanations. (cf., Babbie, 1999; Lofland & Lofland, 1995;
McNabb, 2002)

Theoretical propositions. Throughout my analyses, I remained attentive to
all relevant organizational change explanations throughout his theory review and
research conceptualization. My inquiry led him to develop a preliminary
organizational change model that sought to explain these organizational changes in a
rudimentary manner, which was then examined throughout the project. Essentially,
the model argued organizational change in the WSP resulted from several
organizational factors that include: executive leadership, organizational culture,
employee motivation, and strategic management. Its rationale suggested executive
leadership influenced organizational culture, employee motivation, CompStat
implementation, and strategic management controls in any successful law
enforcement change initiative. However, employee motivation and organizational
culture also shaped the leadership principles in use. Finally, the confluence of these
organizational factors shaped organizational change.

This project examined the WSP’s implementation of its ADL initiative,
which was based on CompStat principles. In other words, it utilized its proposed
organizational change model to examine the leadership and management factors that
may have contributed to the WSP organizational changes between January 2002 and
December 2004.

Rival explanations. 1believe my professional law enforcement experiences
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with the WSP and my academic knowledge proved invaluable as I reviewed the
organizational theory and built my conceptual framework. I felt these same
competencies remained valuable as I culled, evaluated, analyzed, and summarized
the case data. At the same time, these experiences also provided me the advantage of
identifying significant case gaps, oversights, clarifying questions, or additional
explanatory factors.

Historical documents, published review, personal observations. Yin (2003)
also proposed four analytical techniques: pattern-matching (comparing an
empirically based model to a predicted explanation), explanation building, time
series analysis, and logic models.

This project’s support data sources easily lent themselves to such analytical
techniques. For example, the project’s underlying theoretical principles and
explanatory change model were evaluated using the data collected, analyzed, and
summarized throughout the study. Similarly, the temporal nature of this data
allowed these examinations to occur multiple times throughout the project.

Beyond these general recommendations, the case study data was analyzed
using a variety of more detailed techniques. This was especially true with regards to
original data collected in the form of key informant interviews.

Key informant interviews. Polit and Beck (2004) introduced the interview
analysis process. “The participants” input is the starting point from which the

researcher begins to conceptualize, seeking patterns, commonalities, and
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relationships emerging from the researcher- participant interactions” (p. 29).
Lofland and Lofland (1995) specified eight patterns they believed could result from
such analyses. These included assertions related to: “type, frequencies, magnitudes,
structures, processes, causes, consequences, and agency” (p. 182-183).

The proposed organizational change model shaped the interview guide,
which measured each of its constitutive organizational factors (executive leadership,
organizational culture, motivation theory, strategic management, and performance
measures). Specifically, the interviews solicited respondents’ own views, words, and
reflections about how these organizational factors may have shaped WSP success.
Therefore, the participants’ responses contained information related to the each of
the earlier patterns, so it could be analyzed thoroughly in pursuit of these
propositions.

Open Coding. Lofland and Lofland (1995) believed qualitative coding
should begin with initial coding, which Strauss and Corbin (1998) identified as open
coding. Polit and Beck (2004) outlined the general process: “In qualitative coding,
researchers develop coding categories that represent important themes in the data”
(p. 33). (cf., Creswell, 2003, McNabb, 2002; Patton, 2002) Strauss and Corbin
suggested the analysis could proceed by line, sentence, paragraph, or document.

The interview guide provided structure to the open coding process across
interviews by organizing analyses around both the broader organizational factors and

the narrower question content. In addition, I found the interviews produced
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corollary, supplemental, and new categories, especially when these analyses began
broad and progressed to the lowest levels of analysis.

Axial coding. “In axial coding, categories are related to their subcategories to
form more precise and complete explanations about phenomena” (Strauss & Corbin,
1998, p. 124). The authors delineated the analysis steps in greater detail:

“Laying out the properties of a category and their dimensions, a task that

begins during open coding; identifying the variety of conditions,

actions/interactions, and consequences associated with a phenomenon;
relating a category to its subcategories through statements denoting how they
are related to each other; and looking for cues in the data that denote how

major categories might relate to each other” (p. 126).

The specific interview question content offered some natural subcategories.
For example, readers may recall strong meta-analytical support exists, including law
enforcement studies, that transformational leaders enjoy widespread organizational
approval. They may also recall that transformational leadership has been described
as involving charisma, inspiration, intellectual stimulation, and individualized
consideration. (Bass, 1990a) Consequently, the interview analyses sought to
connect response details back to each of these behavioral components as they related
to ADL. Additionally, I found that more detailed analyses using the above steps
produced additional subcategories, as anticipated with the open coding processes

described above.
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Selective coding. Strauss and Cort;in (1998) suggested, “Selective coding is
the process of integrating and refining categories” (p. 143). Lofland and Lofland
(1995) felt this focused coding naturally led to: “memoing,” during which a
researcher began to assemble themes; diagramming, which involved “typologizing,”
matrix making, concept charting, and flow charting; and thinking creatively about
the findings.

The current project included selective coding as it sought to aggregate
specific questionnaire content, at the chief executive, executive staff, and leadership
levels. In later chapters, it also allowed me to step back from this more specific
content to consider both broader practical implications and theoretical insights.

Analysis summary. An important project goal was to analyze the research
data according to these coding standards. In doing so, I sought to maximize the
theoretical contributions and vocational utility of the project. Therefore, the project
analyses involved multiple types of interview coding. I have illustrated my eight

step process below.
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1. Open and axial coded preliminary interviews

vV

2. Open and axial coded Chief Serpas and Porter’s interviews

Vv

3. Selectively coded chief interviews for inclusion in organizational context chapter

A\
4. Open and axial coded executive staff interviews

vV
5. Open and axial coded executive leadership interviews

vV
6. Selectively coded all interview materials using questionnaire framework

|

7. Selectively coded all project findings to identify practical principles

|

8. Selectively coded all project findings to define the complex organizational change

model theory
Figure 3. The Data Analysis Summary
Validity
Yin (2003) asserted that four tests are utilized routinely to judge the quality
of empirical social research, including case studies. These are:

“Construct validity: establishing correct operational measures for the
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concepts being studied

Internal validity (for explanatory or causal studies only, and not for

descriptive or exploratory studies): establishing a causal relationship,

whereby certain conditions are shown to lead to other conditions, as
distinguished from spurious relationships

External validity: establishing the domain to which a study’s findings can be

generalized

Reliability: demonstrating that the operations of a study- such as the data

collection procedures- can be repeated, with the same results” (p. 35)

Construct validity. “Construct validity is based on the logical relationships
among variables” (Babbie, 1999, p. 113). Yin (2003) suggested:

“To meet the test of construct validity, an investigator must be sure to cover

two steps: select the specific types of changes that are to be studied (and

relate them to the original objectives of the study); and demonstrate that the
selected measures of these changes do indeed reflect the specific types of

change that have been selected” (p. 35).

Yin (2003) believed case study construct validity could be improved
dramatically through: using multiple evidentiary sources, maintaining careful
documented control over data collected, and asking key informants to review draft
versions of the final results. Similarly, other scholars have stressed the importance

of data triangulation, which stresses many of these same themes. (McNabb, 2002;
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Patton, 1987, 2002; Polit & Beck, 2004; Rossi et al., 1999; Singleton & Straits,
1999)

This project utilized these strategies as a means to increase construct validity.
Its review of multiple theoretical and organizational sources shaped its theoretical
and conceptual frameworks as well as its organizational theory review. Together,
these resources established rigorous scholarly arguments about the leadership and
management strategies that were examined throughout the project. Additionally, the
empirical studies offered further justifications for the operational concepts to be
discussed during the key informant interviews. Similarly, the interview guide was
reviewed with six volunteers as a means to evaluate, test, and validate the interview
guide language, question strategy, and specific content. Finally, key informants were
asked to review draft versions of the final case study in an effort to double-check its
accuracy, quality, and results.

Internal validity. Yin (2003) felt case study internal validity could be
undermined by an inability to demonstrate causal relationships. He thought this
resulted from a general tendency to over-infer specific events from documentary or
interview evidence. He suggested case study internal validity could be improved
during data analysis through pattern-matching, explanation building, and addressing
rival explanations.

The change model advanced in this project was shaped by a rigorous

organizational theory review. The model suggested state law enforcement agency
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change results from the confluence of the organizational factors outlined above. The
remaining data sources were examined using this framework and multiple levels of
analysis. The interview guide also probed these organizational factors and offered
respondents the opportunity to offer rival explanations as the interview proceeded.

External validity. Yin (2003) observed that case studies have been criticized
widely for their inability to generalize beyond their narrow focus. He responded:

“However, such critics are implicitly contrasting the situation to survey

research, in which a sample (if selected correctly) readily generalizes to a

larger universe. This analogy to samples and universes is incorrect when

dealing with case studies. Survey research relies on statistical
generalization, whereas case studies (as with experiments) rely on analytical
generalization. In analytical generalization, the investigator is striving to

generalize a particular set of results to some broader theory...” (p. 37)

Yin (2003) believed case study external validity could be improved by
utilizing theory as a means to ground the findings of any one study. As noted, this
project utilized organizational theory as a means to conceptualize its proposed
change model. It used theory in a similar manner to focus its analytical findings.

Reliability. Research reliability has become virtually synonymous with
replication. (Babbie, 1999; Patton, 2002; Polit & Beck, 2004; Rossi et al., 1999;
Singleton & Straits, 1999; Yin, 2003) Yin (2003) suggested a closely related

scientific goal should be to reduce the researcher biases introduced into any project.
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He felt the use of a case study protocol that outlined the project’s research
procedures would enhance the final report’s reliability, as it would serve as a means
to audit or replicate the case study. (cf., Patton, 1987, 2002)

Research protocol summary. The Mark O. Hatfield School of Government at
PSU requires all doctoral projects to be reviewed by a dissertation committee with a
broad base of academic knowledge and experience. This academic committee was
chosen by my dissertation committee chair and me for their multi-disciplinary social
science expertise. The committee ensured all research proposals strictly adhere to
proper ethical, academic, research, and professional rigor, using a graduated
approach.

Their initial proposal review and my public presentation of its content offered
the committee their first in a series of research oversight reviews. This dialectical
review meant the entire project, research design, and research protocols were vetted
fully before any data collection and analysis was undertaken. [ complied with both of
these requirements in November of 2006.

Two separate reviews were conducted as described earlier, one by the
independent PSU HSRRC and the second by several WSP key informants who
expressed an interest in reading the completed case study. I received full PSU
HSRRC approval in May 2007, and circulated my draft findings to several WSP key
informant reviews in April 2008.

Finally, the second set of committee reviews occurred when members
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reviewed the final first draft of the dissertation, attended the public defense, and
proofread the final dissertation ahead of signature. This final academic committee
review allowed members to offer their critiques, suggestions, and evaluations of the
entire research project, including its: construction, design, methodology, analyses,
and final presentation. I complied with each of these requirements, first by
circulating my first draft to the committee members in early May 2008, next by
conducting my defense in late-May 2008, and finally through submitting my final,
signed dissertation in early-June 2008.

In summary, this chapter summarized the preliminary organizational change
model, as a means to present the research design, including its assumptions,
epistemological nature, qualitative approach, inductive reasoning, and historical
perspective. The chapter also described the data collection processes, which
included discussion of the key informant interviews, interview guide, and thematic
analyses. Let us shift our focus to examine these interview themes in light of the
earlier organizational setting and their links to the organizational factors examined at

the beginning of the project.



CHAPTER FIVE
Accountability Driven Leadership and the Key Informant Interviews and Analyses

The research findings associated with the key informant interviews, personal
observations, and some published reviews are presented in this chapter. The key
informant interviews solicited respondents’ own reflections, words, and views about
Accountability Driven Leadership (ADL) implementation in the Washington State
Patrol (WSP) between 2002 and 2004. The interview guide prompted participants to
describe their experiences, whether positive or negative. (Appendix B) Overall, the
interview participants were conversant about ADL implementation and their
perceptions of its impacts within the WSP. Consequently, the themes related to the
interview questionnaire will be explored in detail below.' In turn, these interview
analyses will help define the projects practical and theoretical findings contained in
later chapters.

Stories of ADL Implementation

Interestingly, several participants reflected on the emergence of ADL
implementation in the WSP as a continuation of change initiatives first introduced by
Chief Annette Sandberg. These introductory remarks will serve as a means to

introduce several additional themes related to both Chiefs Sandberg and Serpas.

Chief Annette Sandberg

At least twelve interview participants credited Chief Sandberg for starting the

! The interview participants (IP) will be referred to by number, which has been scrambled, placed in
ascending order, and grouped where possible to protect their anonymity.
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WSP on an accountability track. Some suggested she also had the foresight to send
several executive team members to New York City to learn about computer statistics
(CompStat) in the late 1990s. These participants credited this attempt to learn about
best practices with the impetus for introducing the Strategic Advancement Forums
(SAFs) in the WSP. (Interview Participants (IPs), 4, 7, 8, 10, 13, 14, 15, 18, 19, 20,
24, 28, 30, 31) Interestingly, an external consulting team also credited Chief
Sandberg with “initializing” the SAF process. They noted she: “started the SAF
process; implemented goals/data oriented measurements; [and] held semi-annual
SAF meetings; little discussion” (Ewing et al., 2004, p. 15).

Several participants reminisced about these early SAFs. One suggested the
carly SAFs were the “first step” in creating a process designed to “monitor progress
on different initiatives” over time. Two noted the administration’s transition to
speaking about performance outputs and outcomes. Others reflected on the early
challenges, by noting the steep learning curve associated with their beginnings and
the integration of Problem Oriented Policing (POP) principles. Another felt the early
SAFs were not as “formalized,” as they became later on because there had never
been an executive forum that kept track of performance levels and identified
deficiencies. (IPs, 5, 8, 10, 19)

One captain described the contemporaneous traffic law enforcement (TLE)

mindset in more detail:
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“...the message that the troopers received or [they] interpreted was- really it

doesn’t matter how many cars I stop or what I do out there, if I can find a

way to you know reduce collisions. And, if that’s you know talking to

citizens over coffee at the Denny’s Restaurant about safe driving, if that saves

collisions, then that’s my job. You know I don’t necessarily have to go out

and work very hard and write lots of tickets.” (IP, 14)

Some senior executives took the opportunity to reflect back on these early
SAFs as a means to critique their formats. Their greatest concerns related to the
biannual presentation schedule, structured format using pre-exposed question guides,
and the lack of continuity. Some described these early SAFs as: “a very warm and
fuzzy dog and pony show,” a “showcase,” “fairly narrow in scope,” “incremental,”
and like taking ‘“baby steps.” One added the biannual schedule really removed the
SAFs “life blood” and took away the presentations’ sense of urgency. Still another
summarized: “We were looking at it [data] more holistically, not as much hands-on
and usually not [from a] data-driven [standpoint]. We were looking at...you know if
things weren’t falling apart, things were going okay.” (IPs, 8, 10, 12, 13, 15)

The executive interviews manifested similar themes. Two spoke about the
early strategic plans. One described the emphasis on the planning process and,
despite the accountability links, felt there was little real staff accountability. They

added the plans had been updated frequently, but felt many areas of the agency

rarely, if ever, provided updates about their progress. Another suggested that in
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practical terms this meant a lot of useful data was not being collected in many areas
of the agency and key decisions were made oftentimes without critical data. Finally,
these observations led another leader to suggest the longer average tenure of the
district and division commanders in those days made it much more difficult to create
change in the early days, as the processes were just not embraced. (IPs, 5, 13, 23)

Taken together, several participants acknowledged the WSP had been making
important contributions to statewide public safety, but others felt the agency
leadership had lost track of its ability to demonstrate convincing public value. In any
case, several observed it had been difficult to garner the gubernatorial and legislative
support necessary to secure additional, critical resources to fully complete the
statewide public safety mission. (IPs, 6, 8, 10, 18, 19, 20, 21)

Chief Ronal Serpas

The interview participants made it clear that Chief Serpas attempted to learn
about the WSP issues and take stock of the departmental talent by interviewing every
commander and assistant commander using a set of pre-exposed questions.
Reportedly, he then passed his notes along to the Office of Government and Media
Relations (OGMR) as a means to describe how he intended to change the WSP. The
idea was the OGMR would help communicate the direction internally and externally.
(IPs, 8, 14, 16, 17)

At least thirteen interview participants spoke about Chief Serpas’ creation of

the ADL philosophy and its implementation in the WSP. Eighteen noted clear ties
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between ADL and CompStat. Ten remembered ADL’s earlier roots in the New York
Police Department (NYPD), and two spoke about its link to CompStat tenets. Ten
also tied ADL to earlier WSP SAFs. (IPs, 2, 3, 8, 11, 13, 14, 15, 16, 17, 18, 19, 20,
21, 23,24, 25, 29, 31, 32, 33, 34)

Interestingly, many participants added to these broader themes by suggesting
the changes were needed. Two suggested it was critical Chief Serpas was an
external change agent, with a no nonsense attitude. In one’s view, his adaptation of a
proven management tool like the CompStat allowed him to circumvent one of the
common WSP cultural handicaps of “needing to create our own program,” instead of
using a proven commodity. At least two felt some of the changes should have been
implemented far before Chief Serpas elected to do so, while three suggested there
were questions about what the agency was doing during this time frame. Three
others agreed, but quickly noted the change initiatives did not really change the focus
from traditional TLE activities all that much, but instead they re-prioritized troopers’
workdays. Several felt the only difference had been placing greater accountability on
commanders, but that was needed since performance standards had been so
subjective before then. One thought greater commander accountability occurred
through budgeting expectations, deploying personnel using data, responding quickly
to the data, and rewarding good employees. (IPs, 17, 18, 19, 20, 21, 25, 29, 31, 34)

To summarize, one captain noted the similarities and differences between

Chief Sandberg and Serpas’ approaches and found examples of each mindset in two
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detachments working side by side in one geographic area. They remembered Chief
Sandberg wanted to reduce highway deaths, especially in certain target areas, but
worried less about how troopers might achieve that goal. This allowed troopers to
use TLE, community outreach, and media contacts. The detachment embracing this
philosophy felt obligated to patrol the entire beat and focused on quality TLE
activities, especially in historically high collision target areas. Not surprisingly,
these were primarily the state routes and often pulled them away from the population
centers, so many of their outputs were lower.

The captain noted Chief Serpas had the same goal, but steadfastly focused
troopers’ attention on TLE activities and allowed other traffic safety coalition
partners and local public information officers to undertake many of the other traffic
safety initiatives within communities. The detachment engaged in this law
enforcement mindset sought to increase their outputs and felt the best way to remove
DUIs and apprehend seatbelt violators was in and around the population centers.
They undertook these activities even though it meant deviating from strict state route
patrol.

As might be expected, each TLE approach was criticized sharply by the
opposite detachment, which increased conflict and reduced overall teamwork. The
interview participant remembered working through these issues during their first full

leadership year, by meeting with each group and providing a leadership focus and
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direction. Looking back, they felt this limited the conflict and provided the direction
necessary for each work group to produce better results. (IP, 19)

Initial Reactions. Several participants tied Chief Serpas’ selection to his
earlier successes in New Orleans. Another added they felt his practices were
consistent with Governor Locke’s accountability initiatives and his efforts to
introduce greater performance measures into budgeting decisions. (IPs, 10, 12, 29)

The bureau leadership interviews also acknowledged Chief Serpas’ vision,
strategy, and drive. Many participants expressed their optimism about his arrival as
an external candidate and what they perceived as a new direction. They were
complimentary of his intention to shift the WSP performance discussions away from
simpler output and process measures toward more complex outcome and impact
measures. Another recognized their need, as a leader, to rise to the level of his
challenges, so the WSP, their areas of responsibility, and their workgroups could
maximize their success. Another senior leader recognized Chief Serpas’ ability to
read strengths and weaknesses in people. They suggested his selections for his
executive team included individuals who were very enthusiastic about his intended
direction, while another noted these appointees would champion his ideas. A third
recognized his innate ability to motivate a group to want to follow him. (IPs, 8, 10,
11,12, 15)

Two other participants complimented Chief Serpas’ management style, as it

appeared Serpas took an active interest in meeting with people, learning about their
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jobs, and seeking their input. They added that they felt such interactions allowed
him to get a very broad based, accurate depiction of all the agency’s responsibilities
and to help motivate employees who rarely saw the chief. (IPs, 12, 22)

The leadership interviews revealed similar themes, and reflected
overwhelmingly positive initial reactions, as most recognized changes were badly
needed. At least four understood the need for an external change agent to jumpstart
productivity, and another felt he created a badly needed cultural shift. One noted
Serpas’ charisma and good ideas, while a second admired his coming into the WSP
all by himself. A third was appreciative of Chief Serpas’ unequivocal support of
their desire to hold troopers accountable. Finally, one leader remembered their
initial curiosity about the new changes and added they thought additional
performance data would help with communication, project issues, and idea sharing.
(IPs, 4, 5, 14,17, 18, 19, 20, 21)

Many took time to reflect back on some of the earliest SAFs Chief Serpas
attended when they were presented using the earlier format. In particular, at least
four leaders described an early SAF. Some executives had attended or sent
management representatives to these forums as a preemptive move to learn more
about the Chief and his style. Several other participants described the forum as
presented very professionally using the available data sources at the time and the
commensurate explanations about the current district work activities, results, and

limitations. Apparently, Chief Serpas had not been interested in what he perceived
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as excuses related to poor performance and wanted the ability to discuss activity
levels down to the individual contribution, something that was not done routinely by
agency presenters at these forums. Interestingly, one leader acknowledged the
trooper activity had been less than stellar in those days, but chalked that difficulty up
to the larger lack of overall direction in the department at the time. Another
observed they had little idea what types of TLE activities their troopers were
undertaking at the time. (IPs, 14, 17, 19, 20, 25)

The reviews of Chief Serpas’ interactions with the presenter were extremely
critical, as, by most accounts, Chief Serpas chose to humiliate him in public in front
of a packed conference room. The presenter was a highly respected and experienced
member of the command staff. Some participants recognized that he became visibly
shaken during the presentation, as everyone in the room could see Chief Serpas
strongly disliked what he was seeing. Meanwhile, the tension in the room became
almost unbearable. Undoubtedly, these perceived injustices were reflected in many
of the participants’ remarks about the events that day. They candidly suggested the
presenter “got hammered and bloodied up” and “ripped into like he just went through
a shredder.” Another was more forgiving as they suggested Chief Serpas had to pick
a time and place to let everyone know “there was a new sheriff in town,” and that
had obviously been it. (IPs, 14, 17, 20, 25)

At least one other forum was conducted in a similar manner. The presenter, a

revered captain, had prepared according to the scripted questions offered by the
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earlier administration. When they were forced to admit they were not prepared to
answer several of Chief Serpas’ questions, the response was deemed unacceptable.
Interestingly, the participant recalled becoming extremely defensive about their
command, their district’s employees, and their TLE efforts. Several leaders
suggested they learned a lot from these early forums and the related conflict.
Reportedly, their observations combined with the demands for increased TLE
activities at the next Field Operations Bureau (FOB) Captains’ meeting helped them
begin to make the necessary adjustments in their respective areas of responsibility
and to avoid similar fates. Reportedly, it Wés not until about a year later that several
participants began to understand their roles within the broader re-engineering efforts
and became very conversant with their respective areas of responsibility. (IPs, 10,
14, 15, 17, 20, 25)

At least four executives suggested ADL implementation had not been
especially difficult within their areas of responsibility. Each noted operational
statistics had been integrated into their work areas ahead of Chief Serpas’ arrival,
which made the transition much easier. One thought it was just “business as usual,”
since they had the operating statistics in place within their culture, so they did not see
it as a big change even with the new performance measurement charts. (IPs, 22, 26,
32, 33)

As readers will recall, Chief Serpas’ two most important change initiatives

were the implementation of ADL and the recreation of the SAFs. The interview



