FBINAA.ORG | Q3 2022

PRO-EQUITY
POLICIN

IN THE 2
ENT

NICOLE CUELLAR, SARA E. MCCLELLAN, PH.D., BRYON G. GUSTAFSON, PH.D.

“Nothing else in the world...not all the
armies...is so powerful as an idea whose
time has come.” - Victor Hugo

Current debates about police reform often pit radical change against a strong
defense of the status quo. Yet, most people actually hold a more moderate and nu-
anced view of policing in America. Recent surveys' and electoral results™ suggest people
want both equitable and effective policing. The time has come when many police
executives are open to changes that would reduce racial bias, increase accountability
for use of force, and diversify the law enforcement workforce. Unfortunately, police
leaders who adopt a pro-equity perspective may find limited evidence or examples to
guide their efforts. This article draws on existing research and promising practices to
offer recommendations for police leaders seeking to bridge the defend/defund gap and
deliver equitable and professional public safety services for everyone.

DEFINING THE PROBLEM

The relationship between racial justice and law enforcement in the United States
is complex. Excessive use of force has generated local and national tension even during
periods with historically low crime rates.ii Black adults are five times as likely to say
that law enforcement has stopped them unjustly compared to white adults and Black
officers are more likely than other races to see the shooting of Black Americans as a
systemic issue." Effective policing requires reasonable cooperation between residents
and officers and racial disparities in policing damage community relations. Overall,
residents in the United States report less than half of all crimes, with law enforcement
solving half of the total reports.” Under-reporting is driven by multiple factors, including
individual sense of agency and level of comfort with law enforcement. Thus, pro-equity
work has the potential to improve policing outcomes for everyone.

DEFINING THE PROBLEM SPACE

Policing is incredibly decentralized in the United States; nearly 18,000 law enforce-
ment departments serve the nation." This decentralization impedes top-down reforms
even if such reforms promise to meet unique regional needs. Therefore, law enforce-
ment leaders must broker change in a complex, fragmented environment as stakehold-
ers continue to debate the root causes of racial disparities in policing. Are these trends
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the result of rogue officers? Of resistant citizens? The culture
of policing? Each of these frames points to different solutions,
and police executives must have access to high-quality, timely
research in order to assess their local context and identify and
implement appropriate change strategy.

TARGETING THE RIGHT FACTORS

Although numerous factors contribute to disproportionate
use of force, police leaders should focus first on factors within
their immediate sphere of influence. Here are some factors
researchers have identified as contributing to inappropriate and
disproportionate use of force and/or lack of accountability in
policing:

Unaddressed Patterns of Misconduct: Recent research indicates
that police misconduct involves more than a few “bad apples,” Vi
however, studies suggest that only a handful of police are involved
in multiple shootings. ' Research also shows how officer miscon-
duct can create a feedback loop, with the odds of misconduct
increasing after initial investigations.” In addition, evidence sug-
gests that officers with less than five years of experience are more
likely to be the subject of excessive use of force investigations.”

X And, although excessive force incidents stem from a relatively
small proportion of officers, these officers are sometimes able to
return to their agencies or find employment in different agencies
or regions.

Insufficient Agreement on Police Professionalism: Early definitions
of police professionalism focused on scientific policing models
and technical skill.¥ Critics suggest this approach oversimplifies
the complexities of professionalism and downplays essential com-
petencies.” Technical approaches to professionalism may also be
too weak to encourage peer accountability for unethical behavior.
“ While individual officers report they do not approve of abuse

of power by police, many say they have seen their colleagues

use excessive force, and fellow officers are unlikely to report one
another.i

Institutional Barriers to Accountability: Many departments oper-
ate under collective bargaining agreements (CBAs) that include
extensive protections for officers facing misconduct charges.*i
Unions exist to advocate for their members and provide important
procedural protections, yet CBAs generate notable barriers to
termination or other disciplinary actions.™ Recent research sug-
gests a positive relationship between the existence of CBAs and
the number of civilians killed by police.** Existing labor dynamics
make it more difficult for leaders to hold officers accountable and
may contribute to patterns of misconduct.

Inadequate Standards and Training: Although local law enforce-
ment leaders encounter institutional barriers, they often have the
power to improve or expand training. Yet, much law enforcement
training still draws on 1960 military models® to emphasize chain
of command and firearms training over communication and de-
escalation skills.***i |n most of the United States, cosmetologists
and barbers have a higher training standard than police officers.

EVIDENCE-BASED STRATEGIES

The following section outlines promising and evidence-based
practices to support pro-equity policing. These tactics are likely to
interact positively with one another, and leaders may use momen-
tum from early successes to build support for bolder shifts.
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Prioritize emotional control and interpersonal skills in the ap-
plicant screening process. Research shows that empathy and
emotional control increase the likelihood of an officer exhibit-
ing procedurally just behaviors while neuroticism decreases

the chance of this outcome.*" Setting high standards for initial
screening is shown to reduce the use of force® and disqualifying
inappropriate applicants is another key screening role. Therefore,
cities like Baltimore, Md. and Washington, D.C. are implementing
new screening tests that focus on interpersonal and decision-
making skills rather than just technical capabilities. ™

Implement procedural changes within the police academy. Peer-
to-peer influence appears to have more impact than training®i
and academy culture offers a foundation for policing that often
overpowers the influence of brief trainings on topics such as
de-escalation and cross-cultural communication. Despite efforts
to incorporate community policing principles, the academy’s
paramilitary structure emphasizes chain of command and internal
loyalty.ii Senior officers’ attitudes shape new recruits and set
expectations for how officers manage temperament and adhere
to rules.** Thus, the Academy is a potential lever for reducing

the us versus them mentality that increases tension between
officers and citizens. Basic training reforms in places like Oregon
focus on community competency, procedural justice, emotional
intelligence (EQ) and other pro-social techniques that support the
idea of officers being part of the community (Department of Public
Safety Standards and Training, 2021).*

Implement evidence-based training. Training topics such as
procedural justice, de-escalation, and cultural competency may
build officer capacity to communicate so people feel heard and re-
spected, and procedural justice training can reduce the frequency
of use of force.* In a related finding, slowing down officer think-
ing reduced the number of incidents that resulted in arrest. i
Findings on implicit bias training are mixed and this type of train-
ing may build awareness without notably reducing bias.*i The
Interdisciplinary Cultural Concept (ICC) model works to increase
cultural competency by acknowledging that systemic inequality
requires both individual and cultural shifts.**" Research suggests
training is most promising where police leaders express clear
support for training objectives and connect training to broader
organizational change. o

Foster a growth-oriented culture and involve officers in decision-
making. Evidence shows that officers model interactions with
citizens based on their treatment within the force i Leaders who
promote an internal culture that prioritizes reflection, feedback,
and growth can empower officers to bring these qualities into
community interactions. Studies of policing culture suggest this
is hard but feasible. Policing culture forms at a workgroup level
where workgroups that operate with an aggressive culture are
more likely to use force and receive complaints.*it Masculinity
contest culture in many police institutions discourages commu-
nication about weakness and maintains a zero-sum dog-eat-dog
perspective. ™ The social divide between law enforcement and
citizens can also contribute to isolated police culture. Still, police
leaders can create internal procedures that allow officers to
contribute improvement ideas and build commitment to change.
*i| eaders may be more likely to achieve sustainable change
when they visibly support top-down culture shifts while engaging
officers in identifying changes and addressing pain points. This
approach can reduce resistance and reflect procedural justice
commitments, empowering officers to experiment internally.

continued on page 37
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Break cycles of repeat misconduct. For instances where an officer
engages in repeated misconduct and is unable to meet standards,
a system for decertification (as was recently enacted in California)
is an important lever to prevent recycling/transferring problem
officers to different communities. i Police leaders should also
ensure citizens have access to consistent ways of reporting police
misconduct to support early identification and intervention X"

Prioritize mental health and preventative measures. Policing is

a stressful and difficult profession that can lead to mental health
and/or substance abuse challenges for officers.®* Normalizing
conversations about mental health opens opportunities for pre-
ventative intervention. The Arlington (Virginia) Police Department
offers one model for early intervention. When citizens register
complaints, the department connects the involved officers to
supportive resources. Early evaluation of these efforts shows
that normalizing mental health reduced complaints against the
department and increased levels of personal awareness for indi-
vidual officers. ! Prioritizing officer wellness offers one promising
path to preventing or reducing misconduct.

CONCLUSION

Police executives have a chance to set the cultural and
administrative tone to enact pro-equity policing. Existing research
offers insights, yet gaps still exist. Many strategies lack clear defini-
tions and rigorous evaluation of effectiveness. Police executives
can join the effort to bridge these gaps. By adopting reform efforts
in conjunction with an evaluation strategy, leaders can contribute
to this growing body of work and strengthen the profession as
they serve their communities. @
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Long before events arise, ERT personnel are engaged with
local, state, federal, tribal, non-governmental organizations, and
critical infrastructure planners to develop policies and response
frameworks, help shape best practices, coordinate training and
exercises, and improve overall readiness. These collaborative ef-
forts promote the readiness and operational capacities of T-Mobile
as well as governmental entities and other critical infrastructure
and lifeline partners.

As an example, South Carolina recently conducted its state-
wide hurricane preparedness exercise. The intent was to test the
plans of both state and industry to ensure communities are pro-
tected and safe, no matter the type of disaster or critical incident
that might occur.

Unique to this exercise was a specific focus on the tactical
aspects of public safety communications, putting both people
and technology to the test. The ad-hoc teams placed into the field
were challenged by simulated events consisting of winter weather,
hurricanes, and even mock explosions resulting in a loss of fuel
supply to a large region.

As in a real-world event, the teams had to resolve matters
associated with a loss of fuel, the debris resulting from hurricane
force wind, and roadways that were flooded, all in an environment
where both wired and wireless, commercial, and public safety
communications had failed. Adding to the challenge: they had to
solve those problems with people they had never worked with
before. The teams had to design, engineer, and deliver technology
solutions that would restore or provide:

« Interoperability across search and rescue teams

« Situational awareness by connecting aerial video (drones) to
command and control where no communications existed

« Cellular connectivity to the state emergency operations
centers using satellite and microwave technologies

« Complete voice and data networks for forward command posts

« Portable power solutions to public safety communications
operators

The exercise culminated in approximately 30 governmental
agencies and private sector partners coming together in a state of
readiness, standing tall as a cohesive, trusted communications
force prepared to tackle any obstacle, whether caused by man or
mother nature.

COMMITTED TO SERVICE

Both Muilenburg and Cooper have strong feelings about
their ERT responsibilities. “When people can’t communicate, they
feel lost. For ERT to come in and provide that temporary solution
until the network is back online, it’s a great opportunity to serve,”
explained Muilenburg.

“When we talk about the mission of the T-Mobile ERT, that’s
what it’s all about - we do what we do, because it’s the right thing
to do. It’s simply a duty to our first responders, our communities,
and the nation as a whole; it’s all about trust,” Cooper said.

24/7 ERT Hotline: 888-639-0020 and ERTeam@T-Mobile.com
For more information on effective disaster planning strategies for
public safety, check out the T-Mobile Emergency Response Team
eBook.

You can also learn more about how T-Mobile is helping public
safety agencies improve operational effectiveness and about

Continued from "T-Mobile Emergency Response Team ", on page 44

the T-Mobile Connecting Heroes program, designed just for first
responders, by visiting T-Mobile.com/PublicSafety. @
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Some third-party organizations offer this coverage at no cost to
agencies, officers, and municipalities and typically provide the
same level of protection that officers would have on-duty. Though
agencies can attempt to require insurance from their potential
off-duty employers, or require officers to supply their own, these
options can be troublesome. Employing centrally administered
programs is the simplest and fastest way to ensure officers, agen-
cies, and community employers are covered with comprehensive
liability insurance.

It's so important for the chief executives of agencies to get
behind and protect officers with this extra layer of protection
when it comes to insurance. Leaders can tout that we care about
our officers so much, but at what point will we face the facts that
they are at risk working off-duty jobs? Sometimes our decisions
are popular, and sometimes unpopular, but
as executives, we must make the right deci-
sion. We have to look from the 30,000 foot
view and say, “This is in the best interest of
my agency, of my officers, my community,
and my city.” That's courageous leadership.
Be courageous! @
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