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Introduction:


The Staff Services Unit of the Brevard County Sheriff’s Office (BCSO) is responsible for ensuring the men and women of the BCSO maintain the highest standard of professional conduct, obey Departmental policies, local ordinances, state statues and federal laws.  

It is imperative to continuously assess the internal and external environments, which affect the efficiency and effectiveness of the Staff Services Unit.  This assessment can serve to ensure that the Unit is providing quality services to its customers—the employees and the public.  This analysis will attempt to identify, describe and assess the strengths, weaknesses, opportunities, and threats affecting the Staff Services Unit.

Brevard County Overview:

Brevard County is located on Florida’s central east coast.  It was established in 1844 from a portion of Mosquito County and was originally named St. Lucie. In 1855 the name was changed in honor of Theodore Washington Brevard of North Carolina (Heller, 1999). The County encompasses 995 square miles, which includes 299 square miles of water.  The population is approximately 489,522 people and has increased 2.8% from 2000 to 2001 (US Census, 2001). Brevard County is home to the Kennedy Space Center, Port Canaveral, and Patrick Air Force Base.  The County is a popular tourist destination with a 72-mile stretch of Atlantic shore, space-age attractions, and protected wildlife refuges. The residents of Brevard County share a common interest in the tropical locale, in showcasing and protecting its environment, and in sharing the quality of life that comes from excellent schools, responsible businesses and well-maintained parks and public facilities (Space Coast Tourism Council, 2003). 

Sheriff’s Office Overview: 

In 1997, Philip B. Williams was elected Sheriff of Brevard County.  Under his leadership, the agency has grown in size to 877 men and women.  With an operating budget in excess of $56 million dollars, the agency provides law enforcement services to the unincorporated areas of the County.  It provides varying degrees of support to all of the County's 13 municipal police departments.  Further, the agency provides security to the 18th Judicial Circuit and County Courts and operates the Brevard County Detention Center.

In 1997 the BCSO was accredited by the Commission on Accreditation for Law Enforcement Agencies (CALEA). The agency’s mission involves continually working to improve the quality of life for its internal and external customers—The agency is dedicated to providing superior law enforcement services, reduce crime, and improve the quality of life for all  (BCSO, 2002). 


Deputies of the BCSO police Brevard County 24 hours a day, 7 days a week.  Together, they provide law enforcement services to the residents of Brevard County. Deputies received 358,525 calls for service in 2002.  Further, Deputies received 4,355 calls to assist other law enforcement agencies within the county  (BCSO Annual Report, 2002).  

The Uniform Division and General Crimes Units of the agency are decentralized and located in five precincts—North, South, East, West, and Canaveral.    On the other hand, the Court Services Division, the Major Crimes Division, Detention Center, and Administrative/Support personnel are centralized.

Staff Services Overview:

The Staff Services Unit is responsible for conducting thorough, fair and expeditious disposition of complaints regarding the conduct of Sheriff's Office employees.   The Unit compiles records and performs internal investigations into allegations of misconduct concerning administrative and criminal matters.  The Unit reviews incidents involving the use of force by BCSO personnel, vehicle apprehension incidents, traffic violations, traffic accidents and property loss or damage.  Further, the Staff Services Unit utilizes an early warning tracking system and conducts programmatic reviews of specific, significant events involving agency employees. This program is necessary for the agency to exercise its responsibility to evaluate, identify, and assist employees who exhibit signs of performance and/or stress related problems (BCSO General Orders, 2001).

One Inspector, three Deputy Inspectors, one Administrative Assistant, and one Office Assistant staff the Unit. 

The following is a brief description of services rendered by the Staff Services Unit in 2002:

· Citizen Complaints—The Staff Services Unit tracked and processed a total of three hundred thirty (330) Citizen Complaints. 

· Internal Investigations—The unit conducted a total of thirty-one (31) Internal Investigations in 2002, which involved seventy-four (74) alleged policy violations. 

· Administrative Actions—Staff Services tracked and processed sixty-four (64) Administrative Actions, which resulted from Sustained Complaints and/or Sustained Internal Investigations.  

· Response to Resistance—Staff Services reviewed one hundred and thirty-one (131) Response to Resistance incidents by law enforcement personnel—Deputies. Additionally, Staff Services reviewed five (5) incidents that required the use of a firearm during the calendar year 2002.  All five (5) responses with deadly force were the result of animal control incidents, (i.e. dog attack, rabid or injured animals).

· Vehicle Apprehensions—The Staff Services unit reviewed for policy compliance nine (9) vehicle apprehension cases initiated by BCSO personnel in 2002.

· Traffic Accidents/Property Incidents—The agency experienced a total of one hundred twenty-nine (129) traffic accidents and ninety-nine (99) property incidents.  The Staff Services Unit reviewed and processed the aforementioned accidents and incidents.  

· Early Warning Tracking—The On-Target software program was installed in the later part of 2002.  This Early Intervention Program will provide programmatic reviews of specific, significant events involving agency employees. This program will enable the agency to exercise its responsibility to evaluate, identify, and assist employees who exhibit signs of performance and/or stress related problems. The Early Intervention Program (EIP) will serve to identify employees possibly needing assistance with performance and/or stress related problems. The program is intended to serve as a programmatic approach to highlight behavioral tendencies that may otherwise be overlooked (BCSO General Orders, 2002).   

   
The mission of Staff Services is to assist the Sheriff’s Office administrators, supervisors and employees in maintaining unquestionable integrity, effective and efficient police services while assuring fair and equal treatment to the citizens of Brevard County and employees of the Sheriff’s Office.  

The Staff Services has three main objectives, which are as follows:

· PROTECTION OF THE PUBLIC by identifying and effecting corrective action of Department personnel and changing procedures that negatively affect the quality of life in Brevard County.

· PROTECTION OF THE DEPARTMENT by taking appropriate and timely action so that misconduct of a few will not detract from the overall reputation of the Brevard County Sheriff’s Office.

· PROTECTION OF THE EMPLOYEE against false or malicious allegations of misconduct by ensuring fairness, thoroughness and accuracy in all investigations.

SWOT Identification:

The strengths, weaknesses, opportunities, and threats affecting the Staff Services Unit are described in this portion of the paper. 

Strengths:

· Employee’s Skills, Expertise, Commitment

The individuals working in Staff Services are dedicated, educated, and experienced law enforcement professionals.  They are knowledge workers who possess intellectual capital (Dressler, 2001).   Members possess computer skills, interview skills, and people skills.  Each member is effective in problem solving.  Further, each member is loyal and committed to the agency’s mission-- the agency is committed to the fair, respectful and dignified treatment of all (Brevard County Sheriff’s Office, 2002). 

· Physical Assets

The Staff Services Unit is located in the North Complex, which is located in Titusville, Florida.  Although the structure is relatively old, the facility is well maintained by County personnel.  In 2002-2003, the physical office of Staff Services was renovated creating additional office space—an interview room, conference room, lobby, kitchen, and another investigator’s office.  The entire office was painted, new carpet was installed, and new office furniture was purchased. 

New computer equipment was purchased and software programs were upgraded.  Vehicles assigned to personnel were upgraded.   A new early warning tracking software program was purchased and installed.  Additionally, new audio-video equipment and software has been budgeted to enhance the Unit’s efficiency and effectiveness (BCSO Budget 2003-04).   

· Human Assets

The members exhibit unconditional loyalty and commitment supported by honesty and integrity.  Each member displays a strong image and good reputation within the Department and community.  The members possess diverse backgrounds with experience and expertise in corrections, traffic enforcement, criminal investigations, and patrol functions.  The members are also diverse in age, gender, and race.   These diversities have given strength to the collective efficiency and effectiveness of the Unit.  The members of the Unit have attended numerous internal affairs training sessions.  
· Structure/Chain of Command

The Staff Services Unit answers directly to the Sheriff.  This allows for direct and effective communication with the Sheriff on sensitive matters involving agency personnel.  

· Valuable Intangible Assets

The image of the Staff Services Unit among its internal customers is positive.  Informal feedback received from internal customers has been positive.  Members of the Unit are encouraged to schedule informal meetings with agency personnel to enhance communications.  This past year during the holiday season, the Staff Services Unit hosted a social gathering to promote positive encounters with agency personnel.    

In an effort to promote open and accurate communications, completed internal investigative reports are disseminated to agency personnel.  This practice promotes accurate communications. It has also enhanced the reputation of Staff Services as being a fair and impartial Unit.  Informal feedback from Commanders, Lieutenants, Sergeants, and Deputies has been positive. 

Upon the completion of an internal affairs investigation, follow-up is made with external customer—complainant concerning the dispositions of internal investigations (BCSO Staff Services Annual Report, 2003).

The members of Staff Services function as a team.

“Teamwork involves all members pulling together, helping each other out, recognizing and complimenting each other on strengths and weaknesses, and sharing a belief that they are responsible to each other and the organizational mission” (Walsh, 2003, p. 57).

· Partnerships/Cooperative Ventures

Members of the Staff Services Unit routinely conduct joint reviews with Training Unit personnel and Selective Traffic Enforcement Unit personnel to review Response to Resistance and Vehicle Apprehension incidents.  This joint review serves to identify and distinguish training issues from misconduct issues.  

Members of Staff Services confer with Command Staff personnel routinely. This effort supports Command Staff in managerial decisions.  

“Taken together, the unit’s strengths, its skills and expertise, its leadership direction, its collection of assets, its capabilities, and its achievements determine the totality of the resources with which it delivers its services.  These resources are determinants of how well the department will perform in the changing environment in which it exists” (Walsh, 2003, p. 21).

Weaknesses:


This analysis identified the following weaknesses of the unit:

· Human Resources  

The Unit will experience the loss of an investigator in May 2003.  In addition to losing an experienced and trained investigator, the Unit will be losing expertise in the corrections arena.  Replacement of this position has not been confirmed.  The size of the BCSO is approaching 900 employees.  As previously stated, Staff Services is staffed with one (1) Inspector and three (3) Deputy Inspectors.  With the size of the agency and the volume of incidents referred to Staff Services, it is crucial to the effectiveness of the unit to retain this investigator’s position.

· Culture/Perception


Members of the Staff Services Unit must always be cognizant of negative perceptions of the Unit among agency personnel.  Every effort must be made to enhance positive perceptions while avoiding all appearances of impropriety.  


“The quality and detail of a department's internal affairs investigation can also send a message, either good or bad, to the troops. If investigations of certain types of cases, such as use of force following an arrest or sexual harassment, are handled in a cursory fashion, without reasonable efforts to establish the facts, it sends a message to the officers that excessive force or sexual harassment is tolerated or not taken seriously. 

     Contrast that with the message sent by a department that has no tolerance for sustained sexual harassment cases and takes appropriate discipline against every offender. It's just as important for internal affairs investigators to drop unfounded allegations against an officer. A police department should not measure the effectiveness of its internal affairs unit by the number of sustained cases but by the conformance of the department's officers to its standards of conduct” (Lober, 2002).

Opportunities:

· Countywide Communications/Networking
There are 13 municipalities within Brevard County.  An opportunity exists to network with other internal affairs investigators.  A quarterly meeting could allow for training and networking among countywide internal affairs investigators.  This opportunity could be accomplished by contacting the aforementioned agency personnel. The BCSO Staff Services Unit could host quarterly meetings to discuss problems, law updates, and current trends relative to internal affairs and administrative/labor laws.      

· Affiliations with State Organizations

Each member of Staff Services is affiliated with the Florida Division of Internal Affairs Investigator’s Association.  Each member is familiar and has had numerous contacts with the Florida Department of Law Enforcement Officer Discipline personnel.  Members are required to attend the Criminal Justice Standard and Training Commission Probable Cause Hearings and Formal Discipline Hearings. These interactions promote educational/learning opportunities for Staff Services Unit members.

· Legal Advice

Immediate access to law firms provides the Unit with expertise in labor and legal matters—The Florida Sheriff’s Association provides legal advice relative to personnel and labor issues. The Sheriff’s private attorney is available for consultation regarding labor issues.  

Threats:

· Political/Leadership Stability


It is probable that the Sheriff will not campaign for the Office of the Sheriff in 2004.  The Chief Deputy has already applied for a position as the Chief of Police in a local municipality. All members of the Staff Services Unit are appointed and exempt personnel.  The threat of job loss is imminent in the minds of its members.  This uncertainty may cause members to become distracted from the mission of the Unit and organization.  

· Ethical Training for Agency Personnel

Staff Services has typically been a reactive Unit taking little if any proactive measures.  The need exists for Staff Service personnel to take a proactive stance to prevent police corruption.  “There is a growing body of literature on the importance of teaching ethics in criminal justice curriculums” (Braswell, 1996, p.83). 

“Police leaders have a responsibility to make explicit their agency’s ethical vision to guide officer discretion. Training in ethics has to be at the core of police training curriculum.  Police officers should be prepared to use force in legal, technical, tactical, and ethical ways.  To create a situation in which officers are left to find their own way can lead to many doubts and second guesses, organizational conflict and criticism from the many publics who monitor police activities” (Skyes, 1994).

“Many law enforcement managers do not have a sensitivity of how difficult it is for police officers to deal with the corrosive nature of police work without peer cynicism destroying their ideals. This lack of understanding undermines the need for continuing training programs, necessary psychological services, and a host of other management tools designed to help protect officers from their own occasional lapses of good judgment” (Tully, 2002).

· Employee Misconduct
The public image of the honesty and ethical standards of policies is improving.  During a survey in 2000, 55% of respondents rated the honesty and ethical standards of police as “high” or “very high” (Gallagher, et. al, 2001).  Employee misconduct can have an adverse affect on the public’s trust in law enforcement agencies and among employees.  

In 2002, there were (31) thirty-one internal investigations authorized, which included (74) seventy-four alleged policy violations. There were a total of (34) thirty-four employees alleged to have violated policy: (3) three Majors, (1) one Lieutenant, (4) four Sergeants, (1) one Agent, (3) three Corporals, (3) three Field Training Officers, (13) thirteen Deputies, (4) four Correction Officers, and (1) one Civilian Crew Supervisor (BCSO, 2003—2002 Annual Internal Investigative Report).  Nearly half of the internal investigations, involved allegations of misconduct made against personnel in leadership positions.  The majority of allegations of misconduct made against supervisory/management personnel involved unprofessional behavior during off-duty incidents.  Further, all (3) three Majors investigated had been promoted within the last two years.  

If police administrators fail to train their officers in the ethical use of discretion and force, then they risk loosing the public trust.  Thomas Jefferson said, 


“I know no safe depositary of the ultimate powers of the society but the people themselves; and if we think them not enlightened enough to exercise their control with a wholesome discretion, the remedy is not to take it from them, but to inform their discretion by education” (Coates, 1997). 

“While the ultimate responsibility for behaving in an ethical manner lies with the individual officer, management shares some responsibilities.  Supervisors, commanders, and chief executive officers…do not have the luxury of simply talking about ethics.  They have to ‘walk the talk’ and be day-to-day role models.  Unethical behavior by supervisory and command personnel only models unethical behavior and sends the message, ‘Do as I say, not as I do.’ “ (Gilmartin and Harris, 1998).

· Increase in Avoidable Traffic Accidents

In 2002, there were a total of one hundred twenty-nine (129) traffic accidents compared to one hundred twenty (120) traffic accidents in 2001.  Prior to 2001, it was difficult to accurately access increases and/or decreases in the numbers of traffic accidents and property incidents due to changes in reporting requirements. However, the reporting requirements for 2002 and 2001 remained the same—any department vehicle in motion, which came in contact with another vehicle, object or person and damage or injury occurred was documented on a traffic crash report.
In 2002, there were sixty-one (61) unavoidable traffic accidents and there were sixty-seven (67) avoidable traffic accidents.  One case is still pending review. In 2001, there were seventy-three (73) unavoidable traffic accidents and forty-three (43) avoidable traffic accidents.  

In 2002, the agency experienced twenty-four (24) more avoidable accidents than the previous year.  The avoidable traffic accidents during 2002 were as follows:  

· Of the sixty-seven (67) avoidable traffic accidents in 2002, nineteen (19) or 26 % of accidents occurred while the driver was backing. 

· Nearly one half of BCSO avoidable accidents involved a single vehicle. There were thirty-three (33) or 49% one-vehicle accidents. 

· There were six (6) avoidable accidents or 9% of avoidable accidents, which involved BCSO units failing to yield to another vehicle. 

· There were eleven (11) avoidable accidents or 16% of avoidable accidents, which involved BCSO units colliding with the rear of other vehicles (BCSO, 2003, Traffic Accident Annual Report).  

Staff Services is responsible for reviewing all agency-involved accidents.  The accidents are presented to a panel of BCSO employees who makeup the Loss Control Review Board.  It is the board’s responsibility to determine whether the accidents reviewed were avoidable or unavoidable.  Thereafter, the board makes disciplinary recommendations.  The recommendations of the board are prepared by Staff Services and presented to the Sheriff as the final authority in discipline matters.  

The Staff Services unit is responsible for conducting an annual analysis of all Departmental accidents.  The analysis compared the total number of accidents for the years 2002 and 2001.  Traffic accidents were divided into two categories: unavoidable and avoidable.  The analysis serves to identify influencing factors such as the number of mishaps while backing.  Further, the analysis identifies the involved employees’ assigned precinct and/or division at the time of the accident.  

Conclusion:


The most important strength of Staff Services identified during this SWOT analysis was employee’s skills, expertise, and commitment.  Members of Staff Services are knowledge workers.  The crucial weakness identified was identified as the pending loss of personnel.  


An opportunity identified was a countywide internal affairs investigators’ quarterly meeting.  This opportunity can be initiated and implemented immediately.

          Key threats identified were as follows: the unstable political environment of the entire organization, misconduct by employees, and an increase in avoidable traffic accidents.  In an effort to combat the affects of the unstable political environment, the commanding officer of the Staff Services Unit will have to make a concentrated effort to keep the mission of the Unit a focal point for its members.  

         An initiative regarding emotional intelligence screening and training has already been made to address the threat of employee misconduct.  Another measure to combat police misconduct would involve a proactive approach by the Staff Services Unit—ethics training for agency personnel.  “There are two ways to learn police ethics.  One way is to learn on the job, to make your moral decisions in haste under the time pressures of police work.  This is by far the most common method of learning, the way virtually all of the half million police officer in the United States decide what ethical principles they will follow in their work.  The other way may be a better way…in a removed setting” (Sherman, 1995).” 

     
The last threat identified was an increase in avoidable traffic accidents by BCSO personnel.  This threat will be addressed in a strategic plan prepared for Dr. Vito’s class—J A 665, Special Topics in Policing.   
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