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INTRODUCTION

Administrators of both private and public sector firms are chméed with ;che
effective management of their respective agencies. Effective managerrient includes not only
striving to fulfil the goals of the organization toward the external client, it also includes proper
management of employees, a vital resource to any organization. Likewise, police administrators
are bound by duty to not only uphold the laws within their jurisdiction, they are also responsible
for maintaining a desirable work environment for their employees. To achieve such an
environment, police administrators constantly strive to irﬁprove the performance of fheir agencies
through participating in employee evaluation systems, workplace improvement plans and a host
of other programs aimed at improving performance through employee involvement and
development. |

Because a police agency’s effectivehess is largely based on the combined total of the g
knowledge, skills and abilities of all of its individual efﬁcers, employee satisfaction, also termed
morale, is a erucial component of a desirable Work environment in an effective police force. | But
how can an administrator measure the morale of their agency?

Most police commanders, much like their civilian management counterparts, are ‘isolated
from the rank and file members of their force. This can occur either by physical barriers or social
barriers. Typically, police administrators are physically segregated from the rest of the police -
population in an agency. This is done so that the administrator can perform their tasks without
interruption. Similarly, traditional social barriers exisf based on a rigid chain-of-command
system that isolates top-ranking officers (administrators) from patrol officers, detectives and non- -

administrative personnel. While this rank structure has merits in the quasi-military field of law




enfor‘cemént, it effectively isolates the top command from having a first-hand understanding of
problems facing éubordinatg employeés. Since high morale is a crucial component of effective
policing, gauging and understanding departmental morale is a crucial responsibility of the police
administrator. Just as high employee morale in private sector firms leads to highe; levels of
customer satisfaction and customer retention, increased morale in public sector organizations
likewise increases customer satisfaction and increases employee retention (Hawk and Sheridan,

| 1999).

‘ | Typically, in the law enforcement field, the only measurable factor ﬁsed to determine an
officer’s effectiveness, morale and “worth” was through the analysis of arrest statistics (Swanson,
et.al, 1993)7 While productivity gaﬁges such as this are cbmmonplace and are als§ seen in
private firms where “output” is measﬁred, is the number of suﬁlmonses issued or arrests made an
accurate measure of employee morale? To equaté these outputs w_ith morale confuses the basic
notion of an administrative system. Summonses are outputs yet morale is an input. In light of alll
the other variables that we know or suspect affect employee morale, perﬁaps it is time for law
enforcement administrators to expand the list of tools that they use to assess their employees
with.

Although there is a voluminous amount of literature on understanding and measuring
worker morale from the 1920's through the present, survey tools aime;d at measuring the morale
of law enforcement officers are scarce. Most past studies examine workers in factory or office
settings where output is easily measured and controlled changes can easily be accomplished.

This research project aims to fill that void and design a tool for law enforcement administrators

to easily, accurately and rapidly assess morale within their respective agencies, as well as analyze




that data and make suggestions for improverﬁent.

This Capstone project represents a fhree-prénged approach to measuring morale within
police agencies. The first prong of the paper, the Constrqction Phase, is the design of a
multidimensional morale assessment tool. This tool includes an employee morale survey, an
employee productivity index and the design of focus groups to further examine issues raised in
the survey. The second prong, the Application Phase, is the calculation of a productivity index,
the administration of the survey and the administration of focus groups and thé recording of
issues discussed. In this phase, a statistical analysis of the correlation between morale and the
indicators selected for the survey will be completed and those results will be di;scussed. The final
leg» of this proj‘ect, the Action Plan Phase, will consolidate the data obtained and offer practical
management strategies for improving the organization that was examined.

| LITERATURE REVIEW

The analysis of organizations dates back to the early part o“f this century.” Historically,
scholars have attempted to examine what motivated workers in order to make them more -
productive employees. In the early 1900's, Frederick Taylor began by systematically examining

“the func-tioné of workers and suggesting methods for managefs to improve the performancé of

their workers. Taylor cited pay as one of the primary motivators for work performed. Max
Weber examined the role that a structured hierar(;hy (as seen in a police agency) played in
ensuring the efficient operation of an organization and the proper treatment of employees
(Rainey, 11997). The Hawthorne Studies (1920) examined the social and psychological factors in
workplace management in an attempt to gaugelwhat motivated employees and ultimately how to

manipulate these factors for greater output and satisfaction. These early theorists laid the




groundwork for all further examination into what motivates employees and how managers can
examine, identify and improve these motivating factors.

More modern examinations of the workplace have focused on similar issues from a
variety of standpoints. W.E. Deming’s work on Total Quality Management (TQM) took a
statistical look at the final work product through all phases of production (Rainey, 1997).
Deming utilized these statistical measures of performance as a method to assess the quality of |
work and plan for continuous improvement. Originally designed for private sector firms, TQM
programs started to be éeen at an increasing rate in public sector applications. Although this
movement has ebbed in recent times, public sector organizations still make assertive attempts to
understand and analyze the performance of their emplqyees.

While an exhaustive amount of research on workplace morale and empldyee satisfaction
exists spanning the past eight decades, a modern, computerized academic search of the topic as it
i)ertains to the police field turned up little information. While one could arguably utilize the
volumes of work that the armed forces perforfned to measure and understénd morale in militéry
units, today’s police' forces, while still organized along a militafy chain-of-command, are
functioning more like small businesses interested in participating in “customer sefvice” and
“Total Quality Management.” Because of this, a search of assessing morale or employee
satisfaction of employees in private and public sector employment would most likely turn up the
most current research on the topic. |

Prior to attempting to study morale, the term must be defined. The term “moralé,” once
commonly used to describe the attitudes of workers, is also known as job satisfaction or

employee satisfaction. In both studies by Fosam et al. (1998) and by Koustelios and Bagiatis




(1997), morale is termed “employee satisfaction,” which is measured by examining several
elements of organizational culture. In Fosam et al. (1998), they begin by describing the current
trend toward satisfying internal customers (employees) and measuripg these levels of
satisfaction. They write that the same effort is being made across private and public sector
agencies to measure employee satisfaction. Koustelios and Bagiatis (1997) cite the use of
“employee satisfaction” as the current accepted terminology for employee morale. In Benge and
Hickey (1984), their working definition of morale includes the term “employee satisfaction.” For
this sfudy, the term morale has been selected to follow the traditional quasi-military terminology |
for employee attitqfle and satisfaction. From a conceptual standpoint, Benge and Hickey’s
definition of morale as the “...net result of job satisfaction of the employees ih a specified group”
will be used. A self-assessment morale survey will be used to obtain that net satisfaction level.

In Fosam et al. (1998), a set of suggested dimcnsidns of morale are described and the
results of an employee satisfaction index are discussed. Fosam et al. ( 1'998); describes the topics
and mathematical calculations used to create a questionnaire that was distributed to a police
department in England. Koustelio‘s and Bagiatis (1997) describe a similar employee satisfaction
inventory by identifying parallel dimensions of morale and reports on the findings of the survey
administered to both private and public sector employees.

The rationale for measuring morale within an organization and attempting to improve it is-
fundamental. Numerous studies have indicated that satisfied employees are more productive
employees. Fosam et al. (1998) support this theory by stating, ‘EOrganizatiéns with satisfied
employees have satisﬁed customers.” This effect may also be reciproéal, with satisfied

customers leading to satisfied employees. Fosam et al. (1998), goes on to assert that since




measuring employee satisfaction is a crucial part of ensuring customer satisfaction, that it is
particularly relevant when the emplioyees have direct contact with their customers. Perhaps no
where is this situation more prevalent than in the police service. Benge and Hickey (1984) cite
several past studies on how employee morale correlates with productivity. They also quote
several top business executives from companies like Sears and IBM who utilize morale surveys
to suggest changes that will enhance productivity.

J bb burnout, a common f)lague among police professionals, is another problem to
consider and is an important reason to examine morale. Utilizing a 25-question survey éntitled
the “Maslach Burnout Inventory,” Golembiewski (1996) studied more than 40,000 respondents
| worldwide and more than 40% of them fell into the most advanced stage of job burnout. Cole
(1 999) cited that using Maslach’s research, job burnout was reaching epidemic proportions in
- North America, as well. Cole (1999) cites organizational Structure and culture as the problem,

not fhe individual employee.

For this study, morale will be determined by surveying employees about several elements
of their organization. Namely, how they feel toward their job, their co-workers, their supervisors,
their pay rates and their percei\;ed promotional opportunities. Now that we have defined morale
for tour purposes and have. examined the importance of achieving and maintaining high levels of
employee morale, we must be able to measure it and obtain basé line data for the organization,
before any change or improvément can be made. Phase One, the Co.nstruction of the Morale

Measurement Devices, begins here.




PHASE ONE:
The Construction Phase
SELECTION of UNITS of ANALYSIS

The X Police Department has 65 sworn and non-sworn members. The survey will be
administered to all members of the patrol sqﬁad (41 members), and the record review will
include all sqﬁad members. Because the population is so small, there is no need to draw a
sample from the population set. Because of the relatively small number of members, the cost in |
terms of time and effort to adequately survey and conduct focus groups should not be too great.
Similarly, since all patrol members are included in the research, this may tend to increase
accuracy. The results of the study will compare data from the various homogenous subgroups |
(all members of a particular squad), also termed stratification.

METHODOLOGY
Triangulation and Cross-Validation

Triangulation is defined as the use of multiple methods and can strengthen the validity of
findings if results produced by the different methods are congruent (Rossi et al., 1999). This
study includes sevéral methods to examine mofale (survey, focus group,.record réview, '
participant observer). Included in these methods are both obtrusive (scienﬁﬁc examination of
surveys, indices) and unobtrusive (participant observation) measures. Utilizing unobtrusive
measures is a way to examin_e behavior in a non-reactive way, that is, being able to learn
something about someone witﬁout them knowing that you are examining them. Webb (1966)
pioneered this approach in social research by stﬁdying what people left behind. In this sense, I,

as a participant of the organization, will be able to observe the reactions of employees and utilize




my observations to substantiate any other data. By utilizing different measures, both obtrusive
and unobtrusive, the researcher can utilize tfiangulation to ensure a truer understanding of
employee morale. Similarly, utilizing various methods (survey, focus group, record review,
participant observation) to examine the topic of morale helps to ensure that a thorough
understanding of morale is obtained through cross-validation.

Police agencies are composed of a series of groups (squads, divisions, ranks) that are
made up of a series of individuals (patrol officers, detectives, s{lpervisors). Much like military
units, these close-working groupé often share similar tasks and work in concert to produce a
desired product or service. Since these groups are so tightly knit, it would make sense that in
order to thoroughly understand morale within. a particular agency, the morale of each group be
examined. Similarly, since administering just one type of research tool (survey, focus group,
interview) can pofcentially fail to pick up important information or data pertaining to morale, this
study will utilize a variéty of research methods. This will ensure that a thorough examinatién of
employee morale has been accomplished through the cross-validation of data received. The
following methods were used to measure morale: (results will be reported later in the Data
Analysis Section.)

Record Review:

Individual officer statistics (number of arrests made, summonses issued, and self-initiated -
contacts) were examined to determine a productivity index. These numbers were then
combined to calculate 2 mean group productivity index for each shift.

Survey Content:

Current studies on employee morale and job satisfaction often utilize an Employee




Satisfaction Inventory (ESI) to measure morale. An EST examines multiple dimensions of job
satisfaction. Results from individual morale can be correlated with the group average along
squad, division or rank lines.

This study adopted Benge and Hickey’s (1984) definition and concept of surveying
employee morale in specified groupé by examining the morale on the shift level. Officers from
the day, evening and night shift would be surveyed. Koustelios and Bagiatis (1997), in their
employee satisfaction survey, examine workers in a similar way by surveying different
occupational groups within a single organization. Fosaﬁ et al. (1998) surveyed all members Q'f
the South Yorkshire Police Force, including civilian employees. Their analysis examined the
results of an Employee Satisfaction Index based on the various subgroups that the participants
belonged to. Clearly, these two sources, although unrelated in their chosen field of study, agree
that a comparison of morale levels within subgroups is important. For this reason, this study
examined how morale levéls correlate with organizational assignment.

Finally, as the survey instrument is designed, it is necessary to determine what indicators
of morale need to bé measured. In Fosam et al.(1998), three areas of ﬁeasurement are used to
examine individual morale. Their survey examines job satisfaction, individual morale and the.
individual’s attitudes about their co-workers.

Kouételios and Bagiatis (1997) take a similar multidimensional look at the driving forces
behind morale and identify six factors of job satisfaction. These; are working conditions, pay,
feelings toward their supervisor, the job itself, the organization as a whole and the_opportunitieé
for promotion. Ting (1996) similarly citgs pay rate and promotion oppoftunity as major

individual characteristics and organizational factors that affect employeé satisfaction




Benge and Hickey (19845 provide an overview of the survey dimensions of Sears and
IBM. Each of these firms examines employee morale in both contrasting but somewhat similar
fashion, and similarities exist between Benge and Hickey (1984) and the other sources. In the
Sears Organization Survey, management examines the employee’s attitudes on théif Supervisors,
 the job itself, pay and potential for promotion (seen in the Koustelios and Bagiatis index). The
IBM employee survey also examined pay, supervision, and the job itself, and also the individuals
feeling s about their own morale (seen in the Fosam et-al. sfudy).

The aforementioned studies all examined the various dimensions of employee morale and
came up with similar results in many instances. Utilizing a combination of the work from all
three sources should provide a thorough and complete view of the multidimensional aspect of
measuring employee morale. While the sources represent a combination of private and public
sector s{tudy, the current trends in managing police agencies tend toward utilizing studies from
both fields. Clearly the Fosam ét al. (1998') article is most applicable to the police field and is
one of the few‘studies located which deals with measuring morale. However, one should not
dismiss the other sourcés because of their origin. The Koustelio‘s and Bagiatis (1997) article
simultaneously supports the other sources and offers both overlapping and alternative
dimensions of analyéis. Finally, the Benge and Hickey (1984) text pro{fides both sound
definitions and real-world examples of the practice of utilizing employee morale surveys from
top 'companies.

Employee Morale Survey:
The morale survey is a self-assessment questionnaire (see Appendix A for the sample

survey) and was administered to all patrol officers within the patrol division. Aurelio (1 996)
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cites the employee opinion survey as the best means of méasuring, monitoring and managing
employee satisfaction. Although distfibuted in written form, similar to a mail survey, the
administration of the sufvey was monitored and therefore more closely resembled a personal
survey. Personal surveys have several advantages over mail or other types of surveys (Babbie,
1998). Personal surveys have a high response rate, allow for control of the interview situation
and allow the researcher to readily obtain detailed information. Although typically the cost of
such a personal survey is high, the only cost the department will incur is the time spent in
“administering the survey. |
Response Rate: The surveys were administered to each member Iof a squad while at roll call
(which I conduct): The participants were briefed on the purpose of ‘the research and the design of
the study. Participants were asked that the surveys be returned to me prior to the end of the shift.
As a supervisor, this may have “induced” the participants to complete the survey in a timely
manner through the “reward” of being in good favor with the pétrol supervisor. Although I had
anticipated a near 100% response rate, because of rotating shifts-and.vacation/sick time usage,
the response rate was 85;percent, with 35 out of 41 officers returning surveys.
Non-sampling Error: Because this study i.s examining. the personal topic of employee morale,
non-sampling error may have played a role in the results. For example, when learning that
employée morale is being studied, officers may have interpreted this increased interest in their
. feelings as a positive improvemen;c. in the workplace. This, in turn, may have caused their
individual morale to improve. In this sense, the measurement (survey) may have acted asa
change agent, which is ténned reactive measurement.

Similarly, the participants may have felt that since a survey was being conducted, a
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watchful eye would be observing their attitudes and performance. This may have caused
participants to modify their answers because they were being examiped more closely. This is an
example of the “guinea pig effect.” The fact that the researcher is a supervisor may have
exacerbated these effects. To achieve limited non-sampling error, it is important that the
respondents were briefed in the value of the candor of their answers and anonymity and
confidentiality issues wefe also discussed. It must be noted that despite a thorough briefing,
feelings among the respondents may not be easy to modify.
Survey Design: Although reams of literature are present on designing employee morale surveys
in public and private sector firms, little work, if any exists, that deals with survey design geared
toward the law enforcement field. One such study by Fosam et. al (1998) examining morale
within the South Yorkshire Police Force cites the examination of job satisfaction, individual
morale and individual’s attitudes toward co-workers as crucial to ﬁnderstanding the morale of
‘both the employee .and his or her squad. Koustelios and Bagiatis (1997) take a similar
multidimensional approach and suggest that the aforementioned areas need to be examined, as
wéll as attitudes toward supervisors, pay and opportunities for promotion as gauges for employee
morale. Benge and Hickey (1984) cite several of thé suggested morale indicators that both
Koustelios/Bagiatis and Fosam et. al mention. By combining fhese three sources, the following
dimensions of morale were examined on the Employee Morale Survey: Pay, Individual Morale,
Individual Attitudes toward Co-Workers, Individual Attitude toward Supervisors, and
Opportunities for Promotion.

The survey questions each addressed one of the above morale dimensions. The questions

were chosen from employee satisfaction surveys cited in Benge and Hickey (1984) and include
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the organizational dimensions that Fosam et. al (1998) and Koustelios and Bagiatis (1997) cite as
being necessary for a thorough understanding of employee satisfaction. An index was created so
that each section of questions pertaining to morale produced a score. For example, the section
addressing Individual Morale had 10 questions. Each response ranged from lowest morale (0) to
highest morale (1). By answering all ten questions, the possible high score would be 10 points
out of 10 points. The section on Pay Rate grouped the officers in pay rates ranging from lowest
paid (1 point) to highest paid (5 points), thus 5 would be the highest response for that section.
Other sections utilized Likert-type questions and a scale was constructed to assign a score to the
strength or weakness of the respondent’s opinion. Each other section on morale was scored with
a similar scale. Babbie (1998) cites that scales are generally superior to indexes because scales
take into account the inténsity with which different items reflect the variable being measured. In
this study, a Likert-type scale is utilized when examining questions that elicit a respondenté
“feeling” or “attitude” while index scores are utilized to rapk-order ordinal data.

" Interactional Analysis:

Or/lée the Employee Satisfaction Inventories (ESI) was completed, the researcher then met
with each group (patrol sQuad/shift) and used the results of the ESI as a topic for. discussion. The
researchér acted as a mediator for the focus group and attempted to elicit participants fo come to
" a consensus as to the state of morale for that particular group. The focus groups elaborated on
issues that both lower and raise morale which may be utilized later in planning organizational
changes. |

Wolfe et al. (1991) examines the methodology of focus groups and provide a wealth of

examples and suggestions for properly deploying this research tool. To begin with, Wolfe et al.
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(1991) discusses the advantages and disadvaﬁtages of such groups. They cite the primary
advantage of focus groups as “p;oviding the opportunity to observe a substantial amount of
interaction on a particular topic in a restricted period of time.” Because each participant may
have a range of ideas on why their morale is the way it was measured, the focus group allows the
participants to air their concerns and opinions while simultaneously allowing the researcher to
obtain more detailed information than the written survey with closed-ended questions.

Wolfe et al. (1991) also cite the ability of the researcher to control the design and
implementation of the group as a distinct advantage. Conversely, Wolfe etal. (1991) assert that
controlling the group restricts the range of discussion, however, I would disagree with this
. contention in the context of this study. By being a supervisor and conducting the focus group,
some candor may havé Eegn limited, but the ability to guide the group and keep it on track aids in
ensuring precious time is spent “focusing” on details that need to be clarified. Babbie (1998)
reports that focus group methodology provides high face validity.

Planning the Focus Group; Wolfe et al. (1991) suggests that it is more economical to run
larger groups since it will take fewer groups to obtain the same information from the same
number of participants. Unfortunately, because of the rotating shifts and varied days on and off
of police officers, the actual focus groups consiste& of several smaller groups. Focus groups
wére conducted with the officers from similar éhifts whil¢ they were working. Because of
staffing concerns, the meetings took place during “quiet” periodé, usually late in the evening or
early in the morning or at roll call when the whole squad met.

Wolfe et al. (1991) cites sample bias in selecting focus group participants as a paramount

concern and they suggest much thought go into the construction of the group. To avoid such

14




sampling bias, this study included all squad members in the focus group procedure (a population
focus group).

Data Collection and Analysis: Wolfe et al. (1991) suggest four guidelines for conducting
effective focus groups. First, they suggest that the groups should cover a maximum range of
appropriate topics. The focus groups concentrated primarily on the key topic, morale.
Participants were, however, allowed to discuss issues roughly related to morale. Second, Wolfe
et al. (1991) suggest that groups should yield data that are as specific as possible. This is where
my role as the group’s facilitator came in. I was chafged with keeping the groups on task and
must ask that 'members narrow their responses to the theme of what level of morale they agree
upoh is prevalent within their squad or department. Third, they asvs/ert that focus groups should
promote interaction between the participants. This concept was thoroughly explained prior to the
start of the group meetings. Finally, Wolfe et al. (1991) suggest that the focus groups éhould
“recognize the personal backgrounds of the other parﬁéipants when they formulate responses to
the topics being discussed.” Asa participant observer, I have a thorough understanding of the
participant’s backgrounds, aé would be expected in an organization such as a police force where'
employees commonly work a;t such an intimate level.

Topics: Wolfe et al. (1991) suggests that to begin a focus group, the topic(s) be introduced in a
general fashion and allow for ensuing comment. Others assert that predetermined questions
should not be used. To ensure a free-flow of discussion, the topic was broad. Upon meeting, our
focus groups were given the topic of employee morale and were asked to comment on what
issues make for high or low morale within our organization. Discussion was allowed to continue

freely, but time constraints and professional responsibilities dictated that the groups not meet for
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an extended amount of time.

Reporting Results: Wolfe et al. (1991) point out that focus groups, unlike other scientific
research methods, do not have rigid guidelines and procedures for reporting results. They go on
to cite that choices for the reporting of data collected from focus groups will have already been
made during the course of the research itself. Since the focus of my research is to understand
morale within my agency, key comments concerning areas of the job and the department that
they feel contribute to either high or low mdfale were documented to be used later in making
suggestions toward organizational change. (See Fqcus Group Results, page 30).

Participant Observations:

Participant observation occurs when the researcher actually joins in (or belongs to) thé
study and examines the phenomenon from the inside (Babbie, 1998). As the administrator of this
research, and as a member of the organization, participant observations were useful throughout
the study. Participant observations can aid in clarifying issues raised by the focus groﬁp,
designing the Employee Satisfaction Inventory and can better explain aﬁd interpret the results of
thé completed research proj ect (Babbie, 1998).

| ETHICAL CONSIDERATIONS

The ethical design of a research p?oj ect has many facets. Professional codes exist for
many of the social sciences, but little if any information exists pertaining to surveying in the law
enforcement field. To ensure that this research design project is performed ethically, this study
will adopt the teneté of ethical social research from “The Practice of Social Research” (Babbie,
1998). Babbie cites the following prevailing ethical agreements for social research; voluntary

participation, no harm to participants, anonymity and confidentiality, deception and analysis and
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reporting. Each of these concerns will be adaressed in the following paragraphs.
Voluntary Participation:

While most social research is performed on individual citizens with their personal
cooperation, research in the law enforcement field is inherently different. Because of the quasi-
military nature of police organizations, participation in a department-wide project is often
mandated from the top adminisfration down to the rank and file. Unfortunately, because
participation is mandated, sample numbers may be high, but accuracy based on and individual
members desire to-participate may be low. To ensure that both ethical considerations are met and
accurate results are obtained, participation in this research survey or focus group should be
strictly voluntary. To ensure that the administrators of thg participant agency are supportive of
the‘study and that it in no way violates a labor law or contract, a Memo of Agreement must first
be obtained from the agency head detailing the type of resea:@h and authorizing the study.
Participant Harm: |

| Obviously no physical harm would come to participanfs involved in a written survey or
focus group. However, many members of an organization may feel embarrassed by the c'1ueAstions
which may impair their candor in a survey or discussion group. In order to avoid that, a
statement of .conﬁdentiality vﬁll accompany each survey and will be announced at fhe beginning
of each focus group.
Anonymity and Confidentiality:

Prior to designing the survey, I met with representatives of each squad to discuss their
involvement in my research. A common concern was the dissemination of individual-level data

to management. Their feelings were so strong that they indicated participation would be scant if
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their responses could be ultimately traced to the individual. To ensure anonymity by individual,
each Employee Satisfaction Inventory distributed to employees will have no identifying numbers
or marks to allow the researcher to identify the participant. In order to examine the attitudes of
groups of employees by squad, surveys were color-coded to aid in identifying only which squad a
participant belongs to, not the individual officer. This was also explained prior to distributing the
surveys.

Deceptionﬁ

To aici in achieving the full participation of individuals and to keep members informgd of
_the reasons for the research study, all participants should be briefed on why the agency is
interested in assessing intemgl morale. Participants should also be informed of how thé results of
the study will be tabulated and utilized. This will be done during the Focus Group meetings. |
Analysis and Reporting:

Conducting a research study of this magnitude woﬁld be extljemely costly if an outside
survey agency was employed. Using an employee to administer thé research and correlate the
findings in an obvious cost-saving measure. It is imperative that the researcher be instructed to
report all data, regardless of the outcome.

While the above areas of ethical consideration are by no means a comprehensive listing of
. the subject, they should serve to guide the researcher and provide the frame of mind of that is

necessary when performing social science research.
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PHASE TWO:
The Application Phase
Beginning in May of 1999 and concluding in August 1999, members of the X Police

department were examined using the productivity index, multidimensional morale survey and

through focus group meetings..

Productivity Ipdex Results: A productivity index was created using data obtained through the

department’s Court Officer and by analyzing calls for service on the departrﬁental computer

system. Individual officer statistics (number of arrests made, summonses issued, and self-

initiated contacts) were examined from twelve months prior to the study to the present (May

1998 through April 1999). For each officer, an index was created by totaling the number of

arrests, summonses and self-initiated contacts they made and dividing by the numBer of months
that the index reﬂected ( 12) to determine a productivity index. These numbers were then

combined to calculate a mean gfoup productivity index (See Table 1.) for each squad (Squad
" A, B and C). Data was grouped by squad and will be compared to individual officer survey data,

due to the ethical constraint of not having access to individual level survey data.

Table 1. Mean Squad Productivity Indices. o

SQUAD A SQUAD B SQUAD C

PRODUCTIVITY 10.36 7.46 - 15.26

INDEX

Morale Survey Results:

The morale survey was administered to members of the three patrol squads beginning in
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May of 1999 and concluding in August of 1999. These officers range in age from 24 years old:
to 43 years old. Tenure with the department ranges from less than one year to 18 year veterans.
Members of Squad A work Day Shift (0600 to 1600), Squad B work evening Shift

(1530 to 0130 ) and members of Squad C work Night Shift (2030 to 0630). Each squad rotates
through all shifté once in a one year period, so these are not permanent assignments in regard to
shift worked, however the squad to which an officers belongs is a permanent assignment. The
results of the surveys are represented in Appendix C. Out of 41 possible respondents, 35
completed surveys (an 85.37% response rate). A breakdown of the survey response rate is shown
in Table 2.

Table 2. Survey Response Rate by Squad.

'SQUAD A 'SQUAD B SQUAD C
SQUAD SIZE 14 13 14
# of RESPONSES 14 9 12
RESPONSE RATE 100% 69.23% 85.11%
Total Response Rate: 85.37%

Factors such as scheduling difficulties, officers out on extended sick leave and those on

vacation accounted for a response rate of less than 100-percent.

Survey Variables:

A self-assessment survey was administered to all participants. The survey examined the

following variables (items in parentheses indicate variable name): the respondent’s own morale

(MORALE), the respondents attitude toward their co-worker’s morale (ATTCOWRK), the

fespondent’s feelings about their supervisors (ATTSUPR), the respondent’s self-assessed




potential for promotion (PROMPOT) and the pay-range group that the respondent belonged to
(PAYGRP). The survey data set appears in Appendix B. A more detailed explanation of the
survey questions follows.

The survey addressed the vériables in the following manner:
MORALE: A ten-question section that utilized matrix questions and Likert scale questions
geared toward having the respondent self-assess their own level of morale. An open-ended
general comment section was used to elicit topics for fecus group discussiohs.
ATTCOWRK: A five-question section that used Likert scale questions to assess the
respondent’s attitude toward the morale level of their squad members. An open—ended general
comment section was used to elicit topics for focus group discussions.
ATTSUPR: A five-question section that assessed the respondent’s feelings about their
Supewisofs. An open-ended general comment section was used to elicit topics for focus group
discussions. |
PROMPOT: An eight-question section that utilizes closed-ended and Likert scale questions to
allow the respondent to self-assess their “promotability” potential. An open-ended general
comment section was used to elicit topiés for focus group discussions.
PAYGRP: A single ordinal measurement question that allowed the respondent to rank
themselves among one of five pay groups. |

Comparison of Means:

The means for each of the five variables were recorded by population and then compared

by squad. The following table includes those means and other statistical information:

21




Table 3. Means for Overall Population.

MORALE ATTCOWRK ATTSUPR PROMPOT PAYGRP

N of cases 35 35 35 35 35

Minimum 3.500 2.250 2.250 0.000 1.000
Maximum 9.750 9.500 9.250 3.000 5.000
Range 6.250 7.250 7.000 3.000 4,000
Median 8.000 7.250 6.500 1.000 3.000
Mean 7.500 6.814 6.279 1.571 2.829
Standard Dev 1.833 2.213 1.817 0.948 1.317

It is noteworthy that ih all variables but one (Opportunity for Promotion), that the median |
is higher than the mean, which indicates the presence of negative skewing in the overall data set.
The Computed Pearson’s skewness statistic = -.81. This tells us that the mean is smaller than the
median because it has been pulled downward by extremely low scores. Because of the skewness
and because the three squads differ so greatly in productivity (see Table 1), it is more appropriate
to examine each squad separately.. |
Table 3. Low Productivity Group Data. (Squad B).

Mean Productivity index = 7.460. :
MORALE ATTCOWRK ATTSUPR PROMPOT PAYGRP

N of cases . 9 9 9 9 : 9

Minimum ’ 3.500 2.250 2.250 0.000 2.000
Maximum 9.250 6.750 7.500 3.000 5.000
Range 5.750 4.500 5.250 3.000 3.000
Median " 5.000 3.750 4.250 1.000 4.000
Mean _ 5.167 3.861 . 4.306 1.222 4.111
Standard Dev 1.811 1.596 1.514 - 0.972 1.054

This group shows the lowest average morale score of the three groups. Attitudes toward
coworkers and supoﬁisors are also the lowest among tho three squads. There is a low potential
for promotion but interestingly a high average rate of pay. The data suggest that members of this
squad may be unhappy workers with many years on the departmont. It is also interesting to note

that one person is responsible for all of the minimums in this squad and the scores are low
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relative to all other respondents within the entire department. This may be indicative of a serious
workplace problem such as depression. This one person’s attitude could also be affecting the
entire squad by brining the morale and attitude of others down, as well. Job satisfaction, or
morale, is strongly affected by organizational factors such as the attitudes of coworkefs (Ting,
1996). If one officer is depressed, his or her depression can be contagious to other employees.
Table 4. Medium Productivity Group Data. (Squad A).

Mean Productivity Index = 10.360. :
MORALE ATTCOWRK ATTSUPR PROMPOT PAYGRP

N of cases 14 14 14 14 14
Minimum 6.250 4250 4.750 0.000 1.000
Maximum 9.750 9.000 8250 3.000 5.000
Range 3.500 4.750 3.500 3.000 4.000
- Median 8.000 7.125 6.000 2.000 3.000
Mean 7911 7214 6.125 1.786 2.643.
Standard Dev 0.959 1212 1.163 0.893 1.151

Morale and attitudes are much better wij:hjn this group, although not as high as in the
“High Productivity” Squad. Employees seé some possibiiity of promotion and are primarily
within the'midrange of pay groups.
Table 5. High Productivity Group Data. (Squad C).

Mean Productivity Index = 15.260. :
MORALE ATTCOWRK ATTSUPR PROMPOT PAYGRP

N of cases 12 v 12 12 12 12
Minimum 8.000 6.250 6.750 0.000 1.000
Maximum. 9.750 9.500 9.250 3.000 4.000
Range 1.750 3250 - 2.500 3.000 - 3.000
Median 8.625 '8.750 7.750 1.000 2.000
Mean 8.771 - 8563 7.937 1.583 2.083 -
- Standard Dev 0.695 0.936 0.847 - 0.996 0.996

This groups shows the highest morale and best attitude scores. On average, potential for

promotion is lower than the “Medium Productivity” Squad and more similar to the “Low

Productivity” Squad. Interestingly?'the pay rate is lowest of the three groups. This is perhaps due
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to this being a young squad with no promotion opportunities on the horizon, but with a still-high
level of excitement about being on the force.

Recap of the Data Results:

There are some clear patterns here that suggest the three squads are quite different from ‘
each other, but similar within, in that the squads seem to have a homogeneous makeup (highly
productive officers are almost all one the same shift and the least productive officers are on the
shift with the lowest productivity), yet the different squads, A, B and C vaty in their overall
levels of morale and productivity from low to medium fo high. At first glance, this may reflect a
dynamic wherein morale and attitude are contagious within the squads, but the numbers on
probability of promotion and pay-group don’t really reflect that view. An examination of the raw
data through correlation analysis shows significant clustering by pay-group within the three
squads. | |
Correlation Analysis:

A statistical analysis (Systat) of the entire pqpulation produCes the following results:

Table 6. Overall Group Correlation Analysis.

MNPPROD MORALE ATTCOWRK ATTSUPR PROMPOT .

MNPPROD 1.oo0 .

" MORALE 0.695 1.000
ATTCOWRK 0.764 ..~ 0701 . 1.000
ATTSUPR 0.771 0.821 0.671 © 1.000
PROMPOT 0.097 0.207 0.283 0.046 . 1.000
PAYGRP -0.551 -0.426 -0.518 -0.327 .0.034
NUSQUAD 3 0.987 0.745- 0.809 0.781 . 0.130

PAYGRP__NUSQUAD

PAYGRP 1.000

NUSQUAD 1.000

-0.586

“Mean productivity and NUSQUAD (Squad Number: Squad 1=Low Productivity Squad,
Squad 2 = Medium Productivity Squad, Squad 3 = High Productivity Squad) are correlated at a
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substantially high level (almost +1.0) because by using the mean productivity of the squad in
place of the individual officer’s productivity ratings you essentially are looking at the same thing
‘when you correlate Squad Number with other variables or correlate Mean Productivity with other
variables. Because the mean productivity rating is ratio level data (there are meaningful

,. distances between ratings, even though they are averages for the squads) and Squad Number is
ordinal (rank 1,2,3), Mean Productivity correlates better with some of the variables. It should be
noted that initially the squads each received a productivity score based on the mean productivity
index of the members of each particular squad (see page 8 for Productivity Index definition).
These interval level indices were reduced to an ordina] level score (LO\‘V Productivity Squad,
Medium Productivity Sqﬁad, High productivity Squad).

If the officers were réndorhly assigned to the squads, and as a consequence there was not
the clustering of pay grades that are evident in this data, one would not expect to see the
correlations that exist with Me.an Productivity (and also with Sqﬁad Numbei‘). Since eéch of the
three squads shows distinctive traits (due to the grouping of similar personnel), the correlations.
and predictive regression models perform'well.

As hypothesized, Mean Produétivity is éorrélated at a high level with Morale(+.695), R
Attitudes Towards Coworkers (+.764) and Attitudes Towards Supervisors (-j-.771). Mean
Productivity is negatively correlafed with Pay-Group at a moderate-strong level (-..5 51), which
shows a tendency’for squads with more high pay range officers to earn lower prodﬁctivity ratings.
The negaﬁve correlation (-.586) between Pay-group and Squad Number confirms the sense that
the low productivity squad is characterized by personnel at high pay levels While the high

productivity squad consists of lower-paid officers. It is interesting to note that all of the
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independent variables except Promotion Potential are associated with Squad Number, which

again demonstrates that the composition of the squads is far more homogeneous than expected.

Here are correlations done separately for each group. To fully examine correlations within the

data, “within group” correlations must be performed.

Squad Correlations:

Table 8. Low Productivity Squad Correlation Results:

MNPPROD MORALE ATTCOWRK _ ATTSUPR PROMPOT
MNPPROD . '
MORALE . 1.000 _
QTTCOWR : . 0.074 1.000 .
ATTSUPR . 0.771 -0.255 1.000
PROMPOT . 0314 0.586 0.097 1.000
PAYGRP . 0.251 ' -0.268 : 0.465 -0.515
NUSQUAD . , . .
Table 9. Medium Productivity Squad Correlation Results:
MNPPROD MORALE ATTCOWRK ATTSUPR PROMPOT
MNPPROD . .
MORALE . 1.000
ATTCOWRK . 0220 1.000
ATTSUPR . 0.662 0.436 1.000
PROMPOT . -0.451 0.312 - -0.324 1.000
PAYGRP . -0.153 0.307 0.022 0.369
NUSQUAD . . .
Table 10. High Productivity Squad Correlation Results:
MNPPROD MORALE ATTCOWRK ATTSUPR PROMPOT
MNPPROD . : '
MORALE . 1.000
ATTCOWR . 0.094 1,000
ATTSUPR . 0.099 0.256 1.000
PROMPOT . 0.539 -0.213 -0.007 1.000
PAYGRP . 0.359 -0.250 0.465 0.496
NUSQUAD . . .

The “within group” correlations vary noticeably from the initial overall correlation matrix
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and from each other. The morale and attitude towards supervisor correlation in the low
productivity group indicates there exists a relationship between the supervisor and the squad,
with some people responding well to the supervisor and having high morale as a consequence,
while the reverse is true for those with low morale. Although not as strong, the same pattern 1s in
evidence in ﬂle medium productivity squad. In contrast, there is a complete lack of correlation
between morale and attitude toward the supervisor in the high productivity group.

In the low productivity group, higher pay group personnel tend to have better attitude
towards supervisor scores (r=+.5). Interestingly, this does not carry over to the medium
productivity group, where the correlation between pay group and attitude towards supervisor is
not statistically significant (.022).

In the high productivity group, pay group is associated with attitude towérds supervisor,
at about Athe same level as the low productivity group. -

When we look back to the overall group correlation‘, it turns out that taken as one group,
ofﬁqcrs show a ﬁild negative association betWeen pay group and attitude towards supervisérs.’

In examining levels of éssociatibﬁ, morale and pay group in the high productivity group,
shows a weak association (+0.4). The association in the low productivity group is similar, but
barely significant. In contrast, the association is negative, but not significant in the medium
productivity group.

To measure the joinf effect of the independent variables on morale, a multiple regression
equation was run. When examining the correlation matrix (Table 6, page 24.), it is evident that
attitudes‘towa.rd coworkers, attitudes toward supervisdrs and the mean productivity of the squad .

all influence morale. However, when the multiple regression equation is run to see which
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variables remain in the model in the presencé of other variables in the model (which serve as
controls), only attitude toward coworkers and attitude toward supervisor were significant enough
to be included in the final model.

These two variables together explain 72% of the differences in morale acréss officers,
with attitude towards supervisor being substantially more important than attitude toward
coworkers, as indicated by the respective sizes of the standardized coefficients. Both are
associated positively, with better attitudes predicting better relative morale and lpw attitude
ratings predicting iower relative morale (see Table 11).

‘Table 11. Regression Results.

Dep Var: MORALE N:35 Multiple R: 0.846 Squared multiple R: 0.716

Adjusted squared multiple R: 0.698 Standard error of estimate: 1.008

Effect -~ Coefficient  Std Error Std Coef Tolerance t P(2 Tail)
CONSTANT 1916 . 0.646 - 0.0000 . 2.966 0.006
ATTSUPR  0.644 0.128 0.638 0.550 5.022 0.000

ATTCOWRKO0.226 0.105 0.273 0.550 2.146 0.040

Run as separate mbdels, we find that atﬁtude toward supervisor explains 68% of the
differences while attitude toward coworkers used a}lone explains 49%. As in the multiple
vregressi6n= model, both show a positive association with morale (see Tables 12 and 13). Because
of a high incidence of multicollinearity (aftitude toward coworkers only adds 4% in explained

variance), it should be dropped from the model.
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Table 12. Separate Regression Model Examining Effect of Attitude Toward Supervisors.

Dep Var: MORALE N:35 Multiple R: 0.821. Squared multiple R: 0.675

Adjusted squared multiple R: 0.665 Standard error of estimate: 1.061

Effect Coefficient ~ Std Error Std Coef Tolerance t P(2 Tail)
CONSTANT 2.297 0.654 0.000 . 3.511 0.001
ATTSUPR 0.829 0.100 0.821 1.000 8.271 0.000

Table 14. Separate Regression Model Examining Effect of Attitude of Attitude Toward
Coworkers.

Dep Var: MORALE N:35 Multiple R: 0.701 Squared multiple R: 0.491

Adjusted squared multiple R: 0.476 Standard error of estimate: 1.327

Effect - Coefficient  Std Error Std Coef Tolefance t P(2 Tail)
CONSTANT 3.544 0.736 0.000° . 4.817 0.000

ATTCOWRK 0.581 0.103  0.701 ' 1.000 5.646 0.000

‘Data Analysis Conclusions:

The results from this part ’of the data analysis prdvide a number of important_conclusfons
about what factors »affect employee morale within tﬁe X Police Department. First, merely
examining elr.lployee‘ productivity does not provide a thorough, complete picturé of individual
employees (officers) or groups of employees (sqﬁads) in teﬁns of morale. Specifically, the data
suggests that examining other factors such as the officer’s own morale, the officers attitude
toward their co-worker’s morale, the officers feelings about their "supervisors, the officer’s self-

assessed potential for promotion and the pay-range group that the officers belong to provides a
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more through understanding of employee morale.

Second, the data also aids, through regression analysis, in fine tuning which variables
provide the best model for examining employee morale within the X Police Department. As the
regression analysis has pointed out, uﬁlizing attitude toward supervisors and attitude toward co-
workers variables together explains 72% of the differences in morale across officers. This
illustrates the importance of promoting good relationships between the officers and themselves
and the officers and supervisors.

Finally, the data support an important observatipn about measuring moraie within police
agencies: that despite the traditional use of productivity as a gauge of employees satisfaction,
many other forces play a major role in how officers feel about their job, themselves and their co-
workers. Morale measurement, if it is to be successful, must constantly be examined to v
determihe if the data being examined ibs truly indicative of the individual, the squad or the
department.

Focus Group Results:

Once all of the surveys wére in, Focus Groups were conducted during roll call and during
quiet periods when all officers could meet. Because of the way each squad rotates, several focus
groups were held to ensure that all members had a voice. To begin with, the purpose of the
research, as well as the methodology, was explained to those presént.

The folloWing concerns were brought forward By squad members.

Squad A Focus Group Results: |

> Desire for increased communication. Consensué among group members that they bften
heard about changes in policy/announcements third hand.

»  Poor communication between divisions. This group'felt that there was little interaction

30




between patfol/detective division, felt ill-informed on investigations and intellig_ence'.
Desired input on equipment purchase/selection. This group wanted to have a say in
selecting and evaluating eciuipment prior to purchase.

Desired more permanent shifts. A majority of the officers do not want to rotate the

shift (day, evening, night) that they work.

Squad B Focus Group Results:

»

" Desire to maintain curreht squad assignment. Officers on this squad are primarily
those with 5 to 10 years on the department and ‘have developed a strong bond.

Desire to work with different supervisors: This group expressed an interest to work
with a variety of supei'visors, not havé one set of supervisors always work with them.
They expressed a concern that they could be “stuck” with a boss théy didn’t like.

Desire for self-assignment to special details: This group expressed the desire to select
the special details that they are assigned to. Pe\riodically, one or two officers are assigned
to work a plain clothes details or conduct surveillance. Theyv wish to dec_ide who works
those details, and even wanted to decide what defail to perform (typically a supervispry

 decision). |

Desire for increased communication. Group members felt that they were “in the dark”

\ about many of the decisions and inner-workings of the department.

Squad C Focus Group Results:

»

Desire for specialized units: This group requested that the department look into bicycle
patrol units, reestablish the defunct Mbtorcyc’le and Selective Enforcement Units.
Desire to be rotated out of Patrol Division into Traffic Division: Several officers on

this squad expressed an interest in being assigned to the Traffic Division on a rotating
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basis, and opening that option up for others.

> Desire for increased communication. Group members expressed a concern that they
were not kept well inforfned of the happenings of other divisions (Detective, Juvenile
Services, Traffic).

> ‘Desire for permanent supervisors: _This squad unaniméusly desires to work with the
same supervisor at all times. They felt that they could get to know What a particular
supervisor desired for work and could more easily please one boss rather than please eight
rotating supervisors.

> | Desire for an “Equipment Review Panel”: Officers requested that the administration
appoint a cross-sectional group of officers to choose anci evaluate any major equipment

purchases/changes, i.e., cruisers, radios, firearms, uniforms.

With the morale survey results indicating where problems exist and where officers seem
to be content and the focus groups results which serve to define the concerns/desires of all of the
officers on the various squads, the administration needs to examine all of this data and decide
how it will address problem areas and maintain those areas which are févorable to the officers.

' The following Action Plan addresses the concerns and identifies the strong and weak areas of

employee satisfaction:

PHASE 3:
The Action Plan
In examining employee morale within the X Police Department, several sources were

used to determine areas of concern for management. Using statistical data, survey results and
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focus group results, several themes were identified that management should address. The major
themes are; Communication, Supervision and Employee Empowerment. These themes, or areas
of concern, are highlighted 'below, albng with recommendations for taking action to address these
concerns.

Communication:

All three focus groups expressed a concern regarding communication within the
deparﬁnent, both from a “top-down” standpoint and among divisions. Clearly being kept
informed is important from a safety standpoint (information of wanted, dangerous persons), but it
also aids in providing a feeling of belonging: Several other agencies publish a “Departmental -
Bulletin” highlighting the workings of the various divisions, major policy changes, personnel
issues, criminal activity and congratulations for individual or team effort. Such a publicatibn
within the X Police Department would serve to keep members informed, both on a departmental
and divisional level. Similarly, opening up the rigid “chain-of-command” organization culture of
a police agency so that employees may access all. levels of administration is an important step in
ensuring open lines of communication. Aurelio (1996) asserts that managers should create
opportunities for discussion and interaction to aid in motivating émployees. Similarly, Martin
(1999) cautions maﬁagers to persqnalize communicatioﬁ by avoiding full reliance on impersonal
documents.

Supervision:

In several instancgs, worker attitude toward supervisors surfac;ed. In the data sets, Squad
B exhibited the lowest individual and group scores for attitude toward supervisors, indiéating an
overall dislike for the squad supervisors. When the multiple regressidn analysis was run, attitude

toward supervisors and attitude toward co-worker together explained 72% of the differences in
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morale across officers, with attitude toward supervisors being the more important variable.
Attitude toward supervisors is also associated positively with better attitudes toward supervisors
predicting higher morale and poorer attitudes predicting lower rnorale. Finally, when the focus
groups were held, the squad with the lowest scores regarding attitude toward supervisors, Squad
B, expressed a strong interest to work with different supervisors on a rotating basis instead of
“getting stuck with a boss they did not like.” While nothing in the data or focus groups indicated
which supervisor(s) the squad did not like, clearly there is a supervisién issue, especially with

~ Squad B. Interestingly, Squad A expressed an interest to work with permanent supervisors.

To address the apparent problem with Squad B in regards to supervision, it is imperative
that top management closely examine what the problem is. A private meeting of squad
representatives should be set up to determine if there are one or two supervisors that are causing
a problem for the squad, or if, overall, they resent éuthority. Judging from Squad B’s other focus
group themes, they expressed an interest in being able to self-select duties, a radical déparj:ure
from typical chain-of-coxﬁmand duty assignment typical of police agencies. If allowing squad
members to choosé assignr"hents (within reason) serves to raise morale, perhaps a pilot f)rogram
where the shift determines the special assignments from a pre-approved list of duties could be
examined. 'This proposal tiés in with the “Employee Empowerment” theme that follows.

If there is truly a riff between Squad B and the supervisors, a series of “team-building”
exercises could Be run with the supervisors and Squad B participating together. The City

‘Personnel Director has a list of in-éervice training classes thaf includes such a theme.
- Employee Empowerment:
Each squad expressed an interest in being provided with some mechanism to have an

increased say in the design of their tasks. Squads A and C suggested an “Equiprrient Selection
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Committee™” where representatives of the department would evaluate and report on future
equipment selections. Squad B, as previously mentioned, expressed a désire to be able to self-
select detail assignments. Squad C also exhibited an interest in broadening the scope of
assignments available for patrol officers. They asked that the Motorcycle Unit be reestablished
and that the Selective Enforcement Unit (responsible for addressing specific criminal activity
such as prostitution, drug use and crimes concentrated in certain areas where traciitional ,
uniformed patrol tactics do not work) be brought back. These units were phased out several. |
years ago due to lack of interest and a reduction in the patrol division size due to attrition.

- All of these suggestions by employees point to an increased desire for employee
empowerment and diversification. Interestingly, the Motorcycle Unit and Selective Enforcemenf
Unit are designed to promote community oriented policing techniques, a concept that the X
Police Department has pledged to pursue both at present and in the future. If staff size is not
affected and all patrol positions are filled, both units would act to serve both the public and the
officers of the department. Special assignments in law enforcement oftentimes. serve as an
incentive and act to raise employee morale (Swanson, et. al 1993). Allowing officers ;co have
more of a say in designing special details and assignments may work toward that end, as well.

FUTURE STEPS
This study was cross-sectionél in that i-tvexamined attitudes of employees at one point in
time. In order to acdurately gaﬁge morale within a police agency, periodic “spot chécks” of
morale can serve to better acquaint the administer with issues, concerns and suggestions before
they beéome problems. It is recommended that individuals or squads that exhibit overall low
scores in the self-assessment survey be monitored closely. It is élso suggested that employee

concerns and suggestions raised during focus group meetings be exarmined in earnest and if at all
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possible, implemented; Clearly, the patrol officers of the X Police Department have concerns
regarding their role as public safety officials and for the most part, a desire to improve their
working conditions. Allowing them to have input and monitoring their responses should only

work to improving the department as it prepares to enter the 21 century.
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APPENDIX A
EMPLOYEE MORALE SURVEY

SCORING KEY

Instructions to Participant: Please answer each question on this survey with the response that
bests represents your attitude/feeling.

Part 1. General Information.
(Check One)

1. My current rank.

( ) A. Civilian Employee

( ) B. Patrol Officer

( ) C. Detective

( )D. Sergeant

( )E. Lieutenant

2. T have worked for Auburn PD for approximately:
( ) A. Under 1 year.

( )B. 1to4 years.

( )C. 5t09 years.

( )D. 10to 15 years.

( )E. 15 or more years.

3. My usual weekly gross salary (before deductlons) is approxunately:
( ) A. $400-$450.  (Score 1)

( ) B. $451-$500. (Score 2)

( )C. $501-$550.  (Score 3)

( )D. $551-8600. (Score 4)

( ) E. $601 or more. (Score 5)

Part 2. Individual Morale. |

. How do you like your present job?
“A. Idon’tlike it. (Score 0)

B. I’d prefer something else. (Score .25) -

C. I accept it, nether liking nor disliking it. (Score 5)
D. Ilike it. (Score .75)
E

1

()
)
()
()
( ) E. Ilike it very much. (Score 1.0)




. What is your ability to do your job?
) A. Ihave much more skills/abilities than my job calls for. (Score 1)
) B. Ihave more skills/abilities than my job calls for. (Score .75)
) C. Ihave the right amount of skills/abilities to do my job. (Score .5)
) D. Idon’t have some skills/abilities to do my job. (Score .25)
) E. Idon’t have the skills/abilities to do my job well. (Score 0) -

NN AN AN AN k\)

. Do you enjoy the environmental conditions (inside or outside) in which you work?
. I do not like the environmental conditions I work in. (Score 0)

. I dislike some of the environmental conditions I work in. (Score .25)

. I neither like nor dislike my working environment. (Score .50)

. I like the environmental conditions I work in. (Score .75)

. I dislike the environmental conditions I work in. (Score 1.0)
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you feel challenged in your job?
. I never feel challenged in my work. (Score 0)
. I seldom feel challenged in my work. (Score .25)
. I neither feel challenged nor bored in my work. (Score .50)
. I sometimes feel challenged in my work. (Score .75)
. I always feel challenged in my work. (Score 1.0)

moOwp

Do you have the necessary equipment to do your job effectively?

A. Idon’t have the necessary equipment do my job effectively. (Score 0)

B. I have some of the necessary equipment do my job effectively. (Score 25)

C. Ihave more necessary equipment do my job effectively than most officers in similar
departments. (Score .50)

( ) D.I have enough necessary equipment do my job effectively. (Score .75)

() E.I have all the necessary equipment I need to do my job effectively.(Score 1.0)

~ 6-10. Check the line that best represents your attitude toward the following questions

Score as below:

6. My job is fun and enjoyable.

Strongly Agree (1.0) Agree (.75)  Undecided (.5) Disagree (.75) Strongly Disagree(0)

7. My job leaves me with a sense of satisfaction at the end of the day.

Strongly Agree (1.0) Agree (.75) Undecided (.5) Disagree (L75) Strongly Disagree(0)

8. Ireceive a fair wage for what I do

Strongly Agree (1.0) Agree (.75) Undecided (.5) Disagree (.75) Strongly Disagree(0)




9. Iplan to retire from the Auburn Police Department.

Strongly Agree (1.0) Agree (.75)  Undecided (.5) Disagree (.75) Strongly Disagree(0)

10. I enjoy interacting with the public through my job.

Strongly Agree (1.0) Agree (\75)  Undecided (.5) Disagree (.75) Strongly Disagree(0)

11. How could the Auburn Police Department initiate change that would improve the way you
view your job?

Part 3. Your Co-workérs.
1-10. Check the line that best represents your attitude toward the following questions:

1. Iget along well with my co-workers.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

2. I'work well with other members of my squad.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

3. My squad members seem to enjoy their jobs.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

4, Some members of my squad are difficult to work with.

Strongly Agree(0)  Agree(25)  Undecided(.5)Disagree(.75) Strongly Disagree(1)
5. My squad haé higher morale than any other squad in the department.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)
6. Ienjoy working within my squad.

Strongly Agree(1)  Agree(.75) fJ’rIcEéided(.s)D_is_Jg?ee(_.zs) Strongly Disagree(0)
7. My squad does it’s job of policing the city well.

Strongly Agree(1)  Agree(.75) - Undecided(.5)Disagree(.25) Strongly Disagree(0)




8. My squad members seem to enjoy working together.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

9. I can rely on my co-workers for my safety and well-being.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

10. I would change squads if given the opportunity.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

11. How could your co-workers-improve your squad? :

Part 4.. Your Supervisors. -

1 - 5. For each of the following statements, please indicate whether you Strongly Agree (SA)(1),
Agree (A)(.75), Disagree (D)(.25), Strongly Disagree (SD)(0), or are Undecided (U)(.5).
1.) Department supervisors do a good job, for the most part.
2. Department supervisors are skilled in law and procedures.
3.)  Department supervisors are uniform in what they all require.
4.) Department supervisors are enjoyable to work with.
5.) Department supervisors allow me to do a better job.

6 - 10. For each of the following statements, please check the appropriate box.

6. 1 get along well with my supervisors.

Strongly Agree(1) Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

7. 1trust the supervisors.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

8. The supervisbrs seem to enjoy their jobs.

Strongly Agree(l) Agree(.75) Undecided(.5)Disagree(.25) Strongly Disagree(0)




9. Some supervisors are difficult to work with.

Strongly Agree(0)  Agree(.25)  Undecided(.5)Disagree(.75) Strongly Disagree(1)

10. The supervisors make it easy to do my job well.

Strongly Agree(1)  Agree(.75)  Undecided(.5)Disagree(.25) Strongly Disagree(0)

11. How could the supervisors at Auburn PD improve the workplace?

Part 5. Opportunities for Promotion: (10 points possible)

1.1 Vam eligible for promotion, based on my years in service.
() Yes(Ipt)
() No (0pt)

2. I have been turned down for a promotion that I qualified for in the past.
() Yes (0pt)
()No (Ipt)

3. I anticipate being promoted within three years.
() Yes(1pt)
()No (0pH

4.- 8. For each of the following statements, please indicate whether you Strongly Agree (SA)
1.0, Agree (A) .75, Disagree (D) .25, Strongly Disagree (SD).0, or are Undecided (U) .5.
4. Promotions occur on a frequent basis at Auburn PD.
5) Promotional exams/procedures are fair.
6.) Deserving officers are usually the ones promoted.
7.) - Promotional procedures should be changed. (negative score)
8.) I approve of the current promotional procedure at Auburn PD.
9.)  The overall promotion process is fair.
10.) Iam optimistic that I will be promoted at some future point.

T

11.) What comments do you have about the promotionél procedure at Auburn PD?




Part 6. General Comment.
Please comment on any aspect of employee morale that was not addressed by this survey. Feel

free to write about what you would like to see changed or improved, as well as what you feel is
currently in place that aids in enhancing worker morale.




SQUAD MNPROD MORALE COWORKER SUPV PROMO PAY

1A 1036 . 7.50 7.00 525 2.00 1.00
2A 10.36 7.75 6.25 5,00 2.00 3.00
3A 10.36 7.75 7.00 6.00 1.00 2.00
4 A 10.36 7.00 9.00 475 3.00 3.00
5 A 10.36 7.00 7.25 5.00 2.00 3.00
6 A 10.36 6.25 6.25 - 6.25 2.00 2.00
7A 10.36 6.75 7.25 6.00 3.00 4.00
8 A 10.36 8.50 8.50 7.25 1.00 3.00
9A 10.36 8.25 7.00 525 3.00 3.00
10 A 10.36 8.75 6.75 6.50 2.00 3.00
11 A 10.36 975 875 8.25 1.00 1.00
12 A 10.36 8.25 4.25 525 0.00 1.00
13 A 10.36 9.00 8.00 8.25 2.00 3.00
14 A 10.36 8.25 7.75 6.75 1.00 5.00
15 8B 7.46 5.00 4.25 425 3.00 2.00
16 B 7.46 3.50 - 3.75 425 0.00 4.00
17 B 7.48 3.50 2.25 2.25 0.00 4.00
18 B 7.46 5.25 575 3.00 2.00 3.00
19 B 7.486 3.76 3.25 425 1.00 5.00
208 7.46 475 2.25 525 1.00 5.00
21 B 7.46 5.00 4.25 325 1.00 4.00
22 B 7.48 9.25 2.25 7.50 1.00 5.00 .
23 B 7.46 6.50 6.75 475 2.00 5.00
24 C 15.26 9.75 8.75 6.75 3.00 1.00
25 C 15.26 8.25 7.25 7.50_3.00 3.00
26 C 15.26 .8.00 8.25 725 1.00 2.00
27 C 15.26 8.50 9.25 7.00 1.00 2.00
28 C 15.26 9.25 8.75 7.75 1.00 2.00
29 C 15.26 8.00 8.75 825 1.00 1.00
30 C 15.26 9.50 9.25 9.25 2.00 4.00
31 C 15.26 9.25 6.25 7.75 2.00 3.00
32C 15.26 8.75 8.76 8.00 0.00 1.00
33C 15.26 9.75 9.50 9.00 3.00 3.00
34 C 15.26 8.25 9.25 7.50 1.00 1.00
35 C 15.26 8.00 8.75 9.25 1.00 2.00
36 0.00 0.00 0.00 0.00 0.00 0.00

Survey Data Set

APPENDIX B




	Measuring Morale in a Municipal Law Enforcement Agency: A Multidimensional Approach
	Recommended Citation

	tmp.1372692443.pdf.GzHvq

