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ABSTRACT
PERCEIVED INFLUENCE OF THE FERGUSON EFFECT ON LAW
ENFORCEMENT OFFICER TURNOVER INTENTIONS

by William Peter Markopoulos, Jr.

Law enforcement officer turnover lacks the support of empirical research
(Monk-Turner, O’Leary, & Sumter, 2010; Wareham, Smith, & Lambert, 2013),
despite being costly in terms of both human and monetary capital (Pefia, 2013;
Reaves, 2012; Wilson & Sheer, 2013). What literature is available describes
factors such as job dissatisfaction and monetary issues as reasons to leave an
agency (Cyprian, 2009; Hubbard, 2008; Mcintyre, 1990). A new phenomenon,
known as the “Ferguson Effect” has been examined in terms of community
involvement (Nix & Wolfe, 2016; Wolfe & Nix, 2016) and violent crime rates
(Rosenfeld, 2015), but there is no research that looks at the Ferguson Effect’s
relationship to law enforcement officer turnover.

This non-experimental, cross-sectional, descriptive design study adds to
the body of knowledge for law enforcement turnover and includes four research
objectives. Findings of the study include five Ferguson Effect variables that were
directly related to law enforcement officer motivation and proactive work efforts
were significant. Turnover intentions among respondents did not rise to a level
that would indicate an overall desire to leave their agency. There was a weak
relationship between the Ferguson Effect and turnover intentions with the
population studied. Additional research should be conducted using a population



of less senior law enforcement officers, particularly line officers, to determine if

different turnover intentions exist.
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CHAPTER | — INTRODUCTION

Police administrators are rightly concerned with the cost of employing
personnel, but understanding the problem with turnover is anecdotal at best
because of a lack of empirical data on turnover in law enforcement agencies
(Wareham et al., 2013). The area of job turnover generally is explored quite
extensively (Dychtwald, Erickson, & Morison, 2006; Kennedy & Berger 1994;
Krackhardt, McKenna, Porter, & Steers, 1981; Phillips & Phillips 2010; Wanous,
Stumpf, & Bedrosian, 1979), but not much empirical literature describes law
enforcement turnover (Monk-Turner et al. 2010). There is literature that suggests
turnover with law enforcement officers can be linked to demographic
characteristics, as some demographic cohorts have an increased likelihood of
early voluntary termination (Kennedy & Berger, 1994; Number of jobs held, 2012,
Wanous, Stumpf, & Bedrosian, 1979).

Recent national events brought into focus many of the struggles law
enforcement officers face in carrying out their jobs, and the public reaction when
an officer must use force, especially deadly force (Geranios, 2015; Lieb & Salter,
2014; Linderman, 2015; Silverstein, 2015; Warren, 2015). During a news
conference to discuss ongoing civil unrest in the wake of an officer-involved
shooting (OIS) in Ferguson, MO, St. Louis Police Chief Sam Dotson coined the
term Ferguson Effect to describe increases in violent crimes and fewer arrests
(Byers, 2014). Wolfe and Nix (2016) further defined the Ferguson Effect by

saying



the hypothesis suggests that officers are conscious of the negative
publicity surrounding their profession, understand that their actions could
be recorded by the public at any given time, and become less willing to do
their job as a way to avoid being accused of racial profiling or excessive
force (p.1).
Byers (2014) also notes the explanation offered by Chief Dotson includes a
feeling of empowerment by the criminal element, emboldening them to commit
crimes as a lack of confidence in police legitimacy took hold.
Negative news coverage on officer involved use of force incidents has
been almost non-stop since the Ferguson incident, and social media presents a
point of view that challenges the very legitimacy of law enforcement (Wolfe & Nix,
2016). Wolfe and Nix (2016) believe this atmosphere of distrust makes it more
difficult for police officers to be motivated in their chosen profession, and this may
manifest itself in de-policing, leading to increases in crime. This expression of
discontent would certainly have “important public safety consequences” (p. 2).
The act of de-policing runs counter to decades of proactive police work,
first touted by Wilson and Kelling (1982) in their landmark article on the Broken
Windows theory. Wilson and Kelling viewed increased police-citizen contacts as
crucial to maintain order and provide law enforcement in high crime areas. In a
later examination on the efficacy of using such proactive police tactics, Kelling &
Sousa (2001) found that, “Broken windows policing is significantly and

consistently linked to declines in violent crime” (p. 1).



Compounding the difficulties of just doing the job is the threat of directed,
unprovoked attacks, including ambushes and sniping (Griffith, 2014; Merchant,
2015; Rubinkam, 2014). The officer who killed Michael Brown in Ferguson, MO
(Darren Wilson), sparking vast civil unrest, was forced to resign following credible
threats of bodily harm ("Darren Wilson Resigned,” 2014). Wilson was ultimately
cleared of any wrongdoing or civil rights violations, including an extensive
criminal investigation by the U.S. Department of Justice (U.S. Department of
Justice [DOJ], 2015). The confidence held in police officers is at its lowest point
since 1993 (the year of the Rodney King incident in Los Angeles), according to a
recent Gallup poll (Jones, 2015). Jones notes the actions of police officers in
certain cities, including Ferguson, MO, came under scrutiny by the media and the
public. Jones believes these events contributed to the decline in confidence of
police officers, but that overall trust has not been fundamentally shaken. What
effect, if any, the aforementioned factors have on turnover and retention of law
enforcement officers is unknown; the intent of this research paper is to examine
turnover intentions through the lens of current negative publicity toward police.

In a November 2016 opinion piece, Chief Kenneth Berkowitz of the
Canton, OH Police Department makes two salient points: targeted
assassinations of uniformed police officers is fairly common in places like the
Middle East, but almost unheard of in the United States (until now; Berkowitz,
2016). According to Berkowitz (2016), for the first time ever, police officers are
being killed by gunfire more often than in automobile crashes. Berkowitz goes on
to say It also appears the attackers come from many different ideologies,

3



including sovereign citizens, Black activists, anti-abortion activists, and
international terrorists.
Statement of the Problem

Increased turnover increases costs, and organizations need to understand
the reasons for turnover in order to find solutions. Turnover with law
enforcement officers is costly and results in a loss of experience and institutional
knowledge (Mcintyre, 1990; McKeever & Kranda, 2004; Mobley, 1982). As
Wilson and Scheer (2013) note, “it is far more costly and time-consuming to
recruit an officer than to retain one” (p. 1). Pefa (2013) says the loss of
employees in highly technical fields is especially harmful to organizations, as
these employees are not easily replaced. Wareham et al. (2013) agree that
hiring or replacing officers is costly and time consuming. There is a paucity of
data with regard to turnover in law enforcement agencies, and scholars
recognize additional research can advance criminal justice theory and practice
(Clear & Frost, 2007; Maguire & King, 2004; Walker, 2006).

Unwanted turnover costs law enforcement agencies approximately $1.9
billion in 2008 (Reaves, 2012). Turnover in one mid-size law enforcement
agency with an $18 million annual budget costs the agency approximately $1
million annually (L. Papania, personal communication, August 13, 2013).
Turnover is costly, not just in monetary terms, but in a loss of institutional
knowledge and acquired skills and abilities. What is known is that turnover in the
public sector is approximately one-third the rate of turnover in private industry
(Bureau of Labor Statistics [BLS], 2014). A lack of job satisfaction is consistently

4



shown as a primary reason for voluntary turnover, (Carlan, 2007; Friedrick, 2001;
Monk-Turner et al., 2010; Nolan & Harper, 2007), but no rigorous studies have
shown that turnover experienced by law enforcement agencies is abnormal
compared to that of other employees in the public sector. Bright (2008)
compared motivation in public service organizations to turnover and found when
personal values and organizational values are aligned, lower turnover rates
emerge. To date, no studies have determined if the Ferguson Effect influences
perceived turnover intentions of law enforcement officers. Without understanding
if there is a relationship between the Ferguson Effect and law enforcement officer
turnover, agencies risk a less efficient and costlier workforce. An understanding
of the Ferguson Effect will provide additional tools to address turnover concerns.
The effectiveness of an organization is related to how supervisors and
managers organize staff and manage human capital, but this is not always
recognized by law enforcement executives (Lawler, 2014). Detrimental effects of
a lack of personnel planning are exacerbated today in the midst of a fluctuating
economy, increasing attrition, a decreasing pool of qualified candidates, falling
resources, and expanding officer responsibilities (Wilson, Dalton, Scheer, &
Grammich, 2010; Wilson & Grammich, 2009; Wilson, Rostker, & Fan, 2010).
However, as Wilson and Heinonen (2011) point out, police administrators seldom
have the time, resources, or expertise to assess their personnel situation and
develop evidence-based staffing lessons. Likewise, research on relevant
practices is scant. Therefore, the need today for data and analysis to help police
agencies understand and respond to staffing challenges may be greater than

5



ever (p. 278). This lack of empirical information underscores the need to
examine factors that lead to turnover in order to mitigate the loss of skilled law
enforcement officers.

Many reasons for turnover are explored in the extant literature, but the
literature is silent when it comes to a recent phenomenon involving negative
publicity and the dialogue over police use of force (Ferguson Effect). Itis
unknown if contemporary publicity critical to law enforcement use of force
influences turnover intentions, but a lack of social support has been shown to be
a predictor of employee turnover (Barak, Nissly, & Levin, 2001). Wolfe and Nix
(2016) sought to determine if the Ferguson effect was associated with de-policing
and an officer’s willingness to engage in community partnerships. According to
Wolfe and Nix (2016), “The Ferguson Effect proposes a testable research
hypothesis — negative publicity surrounding law enforcement is associated with
officers being less willing to perform their everyday duties (p. 3). Wolfe and Nix
(2016) identify a need to operationalize the Ferguson Effect through survey
research that determines the degree to which officers feel recent negative
publicity has harmed their motivation” (p.3).

While the Ferguson Effect has thus far been suggested in the examination
of crime rates, there is no empirical evidence to support a cause and effect
(Wolfe & Nix, 2016). Pyrooz, Decker, Wolfe, & Shjarback (2016) note
discussions on the Ferguson Effect are “long on anecdotes and short on data” (p.
2). According to Wolfe and Nix (2016), there is dialogue with citizens on the
Ferguson event, but little discussion of the effect the phenomenon has on police

6



officers. It is unknown if there is a relationship between this phenomenon and
law enforcement turnover. Without a clear understanding of the relationship
between the Ferguson Effect and turnover, law enforcement agencies risk
increased costs and talent shortage to be able to provide adequate public safety.
Purpose of the Study

This study explores the relationship between anti-police publicity and
turnover intent as perceived by law enforcement officers. The research will
assist law enforcement organizations with understanding if publicity critical to law
enforcement activities can lead to a loss of employees through unintended
turnover. An exploration of this aspect of policing will give law enforcement
administrators another tool to understand why officers leave and assist in
mitigating unwanted turnover.

Significance of the Study

The results of this study add to the body of knowledge on law enforcement
officer turnover by examining the effect negative publicity and perceived or real
threats of bodily harm have on continued employment. The paucity of turnover
research in the law enforcement community presents a challenge to law
enforcement executives who must find ways to spend tax dollars wisely while
maintaining a skilled workforce. An increased understanding of turnover can
help administrators retain needed employees and reduce turnover costs.

Research Objectives

The research objectives for this study include the following:



RO1 - Identify the demographics of the participants by age, gender,
race/ethnicity, rank, education level, years on active duty, type of current agency
(city/municipal, county/parish, state, federal), and number of sworn officers in
current agency.

RO2 — Determine perceived influence of the Ferguson Effect on law
enforcement officer motivation and their proactive approach to deterring crime.

RO3 — Determine turnover intentions among law enforcement officers.

RO4 — Determine perceived influence of the Ferguson Effect on turnover
intentions among law enforcement officers.

Conceptual Framework

The conceptual framework of this study illustrates four research
objectives: demographics of the respondents; perceived influence of the
Ferguson Effect on law enforcement officer proactive policing; perceived turnover
intentions among respondents; and perceived influence of the Ferguson Effect
on turnover intentions among law enforcement officers. Four theories support the
conceptual framework of the study: Becker's Human Capital Theory, Herzberg’s
Two-Factor Theory, Maslow’s Human Motivation Theory, and Vroom’s
Expectancy Theory. All four theories combine to support the conceptual
framework.

Human capital adds value to an organization, with each individual bringing
their own unique experiences and knowledge to the workplace (Bontis & Fitz-
enz, 2002). In the criminal justice system, human capital relates directly to
service delivery (Ready, Willing, and Able, 2008). According to Becker's human

8



capital theory (1962, 1993; Becker & Murphy, 1992) human labor (capital) is
necessary to carry out specific job-related tasks; these tasks are best performed
by individuals who have the necessary education, skills, and training to meet an
organization’s needs, resulting in the individual’s “improvement in earnings and
occupation” (Becker, 1993, p. 392). In preparing law enforcement officers for the
workplace, agencies invest significant amounts of money for initial and in-service
training. Losing significant numbers of trained individuals not only is costly, but
also negatively impacts an organization’s ability to carry out its mission (Becker,
1962). When trained employees leave an organization, the organization’s return
on investment (R.O.1.) in those employees is eliminated. In discussing the loss of
R.O.l., Becker (1962), says, “Included in cost are a value placed on the time and
effort of trainees, the teaching provided by others, and equipment and material
used. These are costs in the sense that they could have been used in producing
current output” (p. 11).

Bae and Patterson (2014) support Becker’s theory, and note that, when
employees are equipped with even basic skills, it is easy for workers to leave one
job and find another. Turnover becomes a factor when the monies spent to
replace an employee might be better spent by providing additional training. Bae
and Patterson believe that an understanding of human capital theory helps
human resource professionals understand how a skilled work force is related to
turnover and retention and how employers stand to gain by investing in their

employees.



Ployhart, Nyberg, Reilly, and Maltarich, (2014) broaden the description of
human capital by separating knowledge skills into two sets, one set that
encompasses general knowledge, and one set that is used for economic gain.
Ployhart et al. (2014) believe that human capital theory was never intended to
reflect innate knowledge and skills, but rather those skills attained through
additional education. While different combinations of skills may be present,
managers should be aware of combined skills sets to identify the human capital
assets they have and which assets their competitors have.

Even though salary has often been cited as a reason for job change
among police officers (Cyprian, 2009; Hubbard, 2008), people seldom enter the
law enforcement profession for the money. Bright (2008) found that some
individuals are drawn to the public service so they may contribute to the greater
public good. A survey of New York City Police Recruits found that salary as a
motivating factor for becoming a police officer was tied for last among all factors
examined (Raganella & White, 2004). Herzberg, Mausner, and Snyderman
(1959) see job satisfaction as dichotomous, falling into categories of either
satisfiers or dissatisfiers. As Monk-Turner et al. (2010) found, people who
become law enforcement officers do so out of a desire to help others, and their
job motivation falls heavily on the side of Herzberg’s satisfier values. Udechukwu
(2009) notes that managers almost always believe pay increases will reduce
turnover, to the exclusion of less expensive satisfiers that promote individual

achievement.
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Maslow’s (1943) human motivation theory postulates that safety and
security needs are among the most basic needs, with only physiological needs
coming before safety. More recent research that identifies five levels of
workforce needs ranks safety and security as first on the levels of needs (Stum,
2001). Taormina and Gao (2013) say the satisfaction of lower-level needs
makes it possible to move on to higher level needs. With respect to safety and
security, Taormina and Gao describe what Maslow says are threats to safety,
including “both concrete and abstract things, such as wild animals, criminal
assault, disease, war, anarchy, social chaos, natural catastrophes, and, in more
peaceful times, the lack of such things as job security, financial security, medical
insurance, and retirement security” (p.157).

Vroom’s (1964) expectancy theory indicates employees expect something
in return for their efforts, and that motivation consists of four main concepts:
force, valence, expectancy, and instrumentality. Force drives an individual to
perform in a certain way; valence is a reward for behavior; expectancy is the
belief the intended outcome leads to a particular outcome; and instrumentality is
the belief the intended outcome leads to a particular reward (Smith, 2009). In
applying expectancy theory to police behavior, Mastrofski, Ritti, and Snipes
(1994), examined police officer DUI arrest productivity. Their research shows
that the greatest number of arrests occurred when all four concepts were
present. Johnson’s 2010 research supports this finding when examining

domestic violence arrests; all four constructs result in a greater number of
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arrests. Figure 1 shows the conceptual framework depicting the research

objectives of this study.

4 7
[ RO1: Population Demographics J
d N e B, 3
RO2: RO3:
Lack of motivation and desire to - Law enforcement officer turnover
perform proactive policing due to intentions
the Ferguson Effect
A NS o, \
[ RO4: Turnover intentions due to the Ferguson Effect j
\ . J

Maslow’s Vroom'’s
Human Motivation Expectancy
Theory Theory

Becker's Herzberg's

Human Capital Two-Factor
Theory Theory

Figure 1. Conceptual Framework

Definition of Terms
The following definitions provide uniformity and understanding of terms
throughout the study:
1. Law Enforcement Officer — “any person appointed or employed full time by

the state or any political subdivision thereof, or by the state military
12



3.

4.

department as provided in 833-1-33, who is duly sworn and vested with
authority to bear arms and make arrests, and whose primary responsibility
is the prevention and detection of crime, the apprehension of criminals
and the enforcement of the criminal and traffic laws of this state and/or the
ordinances of any political subdivision thereof. The term law enforcement
officer also includes employees of the Department of Corrections who are
designated as law enforcement officers by the Commissioner of
Corrections pursuant to 847-5-54. However, the term law enforcement
officer shall not mean or include any elected official or any person
employed as an assistant to or investigator for a district attorney in this
state, compliance agents of the State Board of Pharmacy, or any person
or elected official who, subject to approval by the board, provides some
criminal justice related services for a law enforcement agency” (Law
Enforcement Officers Training Program, 2017, p. 1).

Employee Turnover — “the rate at which employees enter and leave a
company in a given fiscal year” (Society for Human Resource
Management [SHRM], 2011, p. 1).

Voluntary Turnover — the employee chooses to leave the job, not at the
behest of the employer (Lambert & Hogan, 2009).

Turnover Intent — thinking of leaving a job, planning on leaving a job, or
expressing a desire to leave the job (Mobley, Griffeth, Hand, & Meglino,

1979).
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5. Ferguson Effect — a term coined by St. Louis Police Chief Sam Dotson to
describe falling criminal arrests in the face of rising crime rates. Chief
Dotson attributed this phenomenon to civil disobedience coupled with
direct threats to police officers following an officer involved shooting in
Ferguson, MO (Byers, 2014).

6. De-policing — police officers, being conscious of the negative publicity
surrounding their profession, understand that their actions could be
recorded by the public at any time, and become less willing to do their job
as a way to avoid being accused of racial profiling or excessive force
(Wolfe & Nix, 2015).

Delimitations of the Study

Delimitations are the boundaries of a study and are under the control of
the researcher (Roberts, 2010). This study uses graduates of the FBI National
Academy, who are all law enforcement supervisors at varying levels of
experience and rank. Participation is limited to those respondents who have
Internet access, are current members of the FBI National Academy Associates
(FBINAA), and are actively working in law enforcement in the United States.
Membership in the FBINAA is limited to officers who have successfully
completed the FBI National Academy course of study.

Limitations of the Study

Limitations of a study are things that are outside the researcher’s control.
According to Roberts (2010,), “Limitations in research are items that may
negatively affect the results of a study or the ability to generalize” (p. 162). The
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population for this study is sworn law enforcement officers who agree to
participate and the cooperation of the FBINAA in facilitating the distribution of the
survey instrument. The results may or may not be representative of law
enforcement officers in agencies other than those surveyed. As the population
consists of veteran law enforcement officers, respondents may be nearing
retirement age, which could be reflected in survey choices regarding turnover
intent. Self-report bias is a known limitation in survey research as respondents
may not respond truthfully (Hagan, 2010a). The study is also limited because it
presents information on a subject that has not been given much attention from
the scientific community; there are likely knowledge gaps that present
opportunities for follow-up research.
Summary

Chapter | includes a background on the issue of turnover in law
enforcement organizations, with a description of the deleterious monetary effects
of employee turnover as well as the loss of institutional knowledge. A lack of
empirical research with regard to law enforcement turnover is discussed, along
with the need to increase knowledge in this field to provide law enforcement
executives with information needed to address the turnover issue in their
organizations. The phenomenon known as the Ferguson Effect is discussed,
and how this phenomenon needs examination to determine if its presence

contributes to turnover with law enforcement officers.
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CHAPTER Il - REVIEW OF RELATED LITERATURE

Chapter I includes discussion of the turnover problem with law
enforcement agencies, identifying the detrimental effects turnover has on
organizations from both a monetary standpoint and a human capital standpoint.
Noted in the chapter is a lack of turnover research focusing on law enforcement
agencies, and the need for additional research in this field. The chapter also
provides a discussion on the phenomenon known as the Ferguson Effect, and its
possible role in law enforcement officer turnover.

The literature review includes an overview of national staffing figures for
public sector agencies generally, followed by law enforcement agencies
specifically. A theoretical framework of turnover motivation and a discussion of
the human capital theories that support this research are discussed. Additionally,
the review includes a description of the monetary and human capital costs of
turnover. Finally, a review of available literature explains the Ferguson Effect
and its implications for law enforcement employment.

National Public Employee Staffing

Public sector employees are those who work for some sort of government
agency, at the local, state, or federal level (Lewis, 2014). Within the vast
expanse of the public sector are law enforcement officers, whose role in the
protection of life and property speaks to safety, one of the most basic of human
needs (Maslow, 1943). This service comes at a high cost; the majority of any city

or county budget is devoted to public safety, making proper selection and
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retention of personnel critical steps in the functioning of public safety
organizations. Nationwide, paid or career law enforcement officers outnumber
paid or career firefighters two to one (670,439 to 302,847),
(http://tinyurl.com/peh7shc, http://apps.usfa.fema.gov/census/summary.cfm),
making law enforcement the single costliest item in a local government’s budget.
The most recent U.S. Census data shows there are 21,897,000 people employed
at some level of a local, state, or federal government agency (www.census.gov,
2014). While data indicates public employee turnover is significantly less than
that of the private sector (SHRM, 2011), turnover is responsible for declining
productivity and sagging morale across all sectors of employment (Abbasi &
Hollman, 2000).
National Law Enforcement Staffing

According to the latest census data from the U.S. Department of Justice,
the United States has approximately 17,985 state and local law enforcement
agencies (Reaves, 2011). Within these agencies are approximately 1,133,000
employees, 765,000 of which are sworn officers (persons who are usually armed
and have powers of arrest). Hiring practices, structure, management, and
salaries and benefits vary widely among agencies. In 2008, almost half the law
enforcement agencies in the United States employed fewer than 10 sworn
officers, but 64% of all sworn officers work for agencies that employ 100 officers

or more (Reaves, 2011).
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During the last Department of Justice survey period that examined hiring
and retention of state and local law enforcement officers for 2008, Reaves (2012)
found that 7% of all state and local officers left their agency during the year.
Additionally, small agencies, those with 10 or fewer officers, saw a greater loss of
officers (20%), than agencies that employ 500 or more officers (5%). Of all
officers who left agencies in 2008, (approximately 55,500), 54% resigned, 23%
retired, 10% were dismissed, 5% were terminated while in probationary status,
and 5% left due to medical or disability retirements. Agencies with fewer than 10
officers had the most losses from resignations (71%), compared to agencies with
500 or more officers (37%; Reaves, 2012).

The issues of retention and turnover in public safety organizations are
especially difficult to cope with due to the complexities of hiring new employees.
The organizational and job-specific knowledge that public safety employees must
have means that turnover creates the potential to impair organizational functions
(Lynch & Tuckey, 2008). This fact is also borne out in other industries, including
nursing and teaching (Allen, 2008; Meier & Hicklin, 2008).

Private industry and even general public service employees are not
subjected to the long and tedious hiring processes of public safety organizations
that often consist of written examinations, physical examinations, physical agility
tests, psychological evaluations, oral review boards, polygraph examinations,
drug screenings, extensive background investigations, and sometimes credit

checks ("The Hiring Process," n.d.). A Bureau of Justice statistics report lists 15

18



different screening methods agencies use to evaluate candidates, but not all
agencies use each method (Reaves & Hickman, 2004). In June 2013, the
Gulfport, Mississippi Police Department selected 60 applicants for screening that
included a written examination, physical fitness test, physical agility test,
psychological evaluation, polygraph, and oral interview. The first step that a
candidate must take is to sit for the written examination, otherwise they are no
longer considered. In the instance related by Officer Podlin, not all 60 selectees
reported for the written examination. Of the 60 who did take the written
examination, three successfully completed all phases of the screening process
and were approved for hiring (P. Podlin, personal communication, July 17, 2013).
According to Podlin, his agency usually hires only about 10% of all applicants.
Despite the low number of successful completers, the police department spent
several thousands of dollars in staff salaries, examination supplies, and medical
and psychological screening. Post-hire expenses include a training period, up to
a year, that involves the successful completion of a basic law enforcement
training academy, and a period of training known as field training, in which a new
officer is paired with a certified field training officer who serves as a mentor and
facilitates on-the-job training (Pitts & Glensor, 2007).

Similar numbers are seen with other agencies, such as in a 2015 analysis
by the New Orleans Police Department that found of 674 applicants who took the
multiple-choice screening exam to become police officers during the year, only

82 made it through all screening processes and were admitted to the police
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academy ("Hiring Process Reforms New Orleans Police Department,” 2015). In
Phoenix, Arizona, 775 applicants took the written police department entry exam
during July, August, and September 2015, then progressed through the physical
agility, background, polygraph, medical, psychological and drug test; only 69
individuals made it through all processes and were admitted to the police
academy (Rossi, 2015).

Frequent turnover and an inability to retain good workers can adversely
impact a law enforcement organization in many ways. Liability insurance, which
is critical to the operation of a law enforcement organization, can become quite
expensive if the insurance carriers see a high turnover to retention ratio. (S.
Blackwell, personal communication, June 13, 2013). While exact figures are
proprietary information, the insurance industry’s general belief is if there is a high
turnover number, the agency has issues with management, morale, training,
salary scales, and several other areas that cause employees to seek
employment elsewhere (S. Blackwell, personal communication, June 13, 2013).

Furthermore, “Community safety can be compromised when substantial
experience and training is lost through staff turnover and vacancy” (McKeever &
Kranda, 2004, p. 289). There are also hidden costs that must be factored into
turnover, such as higher citizen complaints with inexperienced officers, overtime
that must be paid when sufficient numbers of experienced officers are not
available to work regular shifts, and the number of automobile crashes that seem

to plague new officers (McKeever & Kranda, 2004). The loss of experience has
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a direct impact on an agency’s organizational goals. With a loss of experienced

officers and their collective knowledge, organizational effectiveness is diminished

(Mclintyre, 1990). In Figure 2, Mobley (1982) illustrates possible negative and

positive outcomes of employee turnover that occur within organizations, and with

individuals, both those who stay and those who leave (p. 113):

Organization

Individual (Leavers)

Individual (Stayers)

Possible Negative
Consequences

Costs (recruiting, hiring,
assimilation, training)
Replacement costs
Out-processing costs
Disruption of social and
communication structures
Productivity loss (during
replacement search and
retraining)

Loss of high performers
Decreased satisfaction
among stayers Stimulate
"undifferentiated”
turnover control
strategies

Negative PR from leavers

Possible Positive
Consequences

Displacement of poor
performers Infusion of
new
knowledge/technology via
replacements

Stimulate changes in
policy and practice
Increased internal
mobility opportunities
Increased structural

Possible Negative
Consequences

Loss of seniority and
related prerequisites
Loss of nonvested
benefits Disruption of
family and social
support systems "Grass
IS greener"
phenomenon and
subsequent
disillusionment Inflation
related costs (e.g.,
mort- gage cost)
Transition related stress
Disruption of spouse's
career path

Career path regression

Possible Positive
Consequences

Increased earnings
Career advancement
Better "person-
organization fit," thus
(for example) less
stress, better use of
skills, interests
Renewed stimulation in
new environment
Attainment of nonwork

Possible Negative
Consequences

Disruption of social and
communication patterns
Loss of functionally
valued coworkers
Decreased satisfaction
Increased work load
during and immediately
after search for
replacement Decreased
cohesion Decreased
commitment

Possible Positive
Consequences

Increased internal
mobility opportunity
Stimulation, cross-
fertilization from new
co-workers Increased
satisfaction Increased
cohesion Increased
commitment
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flexibility Increased values Enhanced self-
satisfaction among efficacy perceptions
stayers Self-development
Decrease in other
"withdrawal" behaviors
Opportunities for cost
reduction, consolidation

Figure 2. Possible positive and negative outcomes of employee turnover

(Mobley, 1982, p. 113).

Reprinted by permission of Academy of Management (See Appendix A).

Human Capital Theory

Organizations that invest in people (or human capital) look to influence
their future successes (Becker, 1962). These investments include the various
costs involved with hiring and training employees, along with employee benefits
offered by individual organizations. In this early work, Becker (1962) raised a red
flag by saying turnover “is almost always ignored in traditional theory” (p. 19).
Becker’s warning is borne out in examples cited later in this chapter.

In the criminal justice system, human capital is important because it
relates directly to service delivery (Ready, Willing, & Able, 2008). Human capital
adds value to an organization as individuals are unique, with each bringing
collective knowledge and experiences to the workplace; an individual who works
for an organization deprives a competitor of these assets (Bontis & Fitz-enz,
2002). A loss of this knowledgeable human capital creates a knowledge deficit
with the first employer, giving competitors access to intellectual capital from an

internal perspective (Bontis & Fitz-enz, 2002). Becker (1962) recognizes this
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loss of human capital can negate whatever investment an organization
expended, including education and training. In addition, competitors gain useful,
skilled talent without an additional investment.

Organizations that exist in highly competitive markets are faced with the
ongoing issue of job hopping due to inequities in working conditions and benefits
(Becker, 1962). Becker purports firms could do even better, however, by
recognizing that the likelihood of a quit is not fixed but depends on wages.
Instead of merely recouping on successes what is lost on failures, they might
reduce the likelihood of failure itself by offering higher wages after training than
could be received elsewhere (p. 20). When Becker’s belief is examined in the
context of Herzberg’s two-factor theory (Herzberg et al., 1959), wages would
appear to be a sufficient dissatisfier to leave one job for another that offers more.

Hertzberg's Two Factor Theory

Herzberg and his associates Mausner and Synderman interviewed a
number of accountants and engineers, concluding that job satisfaction and job
dissatisfaction are dichotomous, with job satisfaction being concerned with
intrinsic variables and job dissatisfaction being concerned with extrinsic variables
(Herzberg et al., 1959). Herzberg’s (1959) dichotomous theory of hygiene and
motivation factors describes hygiene factors as what makes people happy in their
work, and are not motivators in and of themselves, but without them, people are
not happy. The motivation factors are needed to move employees to perform

better (Hertzberg, 1959).
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Hertzberg's theory seems to be very much aligned with the motivations for
why people seek employment as police officers. Generally speaking, people who
become police officers do so out of a sense of altruism, or wanting to help others
(Monk-Turner et al., 2010). The work itself can be seen as challenging, or
interesting, and there is some ability to make independent decisions on matters
of great importance (Monk-Turner et al., 2010).

In contrast, Herzberg’s hygiene factors are sometimes taken for
motivators, particularly with respect to salaries. Becker (1962) theorizes
increasing salaries would lead to increased retention, and Cyprian (2009) found
low salaries to be the primary reason for officers to leave one agency to join
another with higher wages. In their examination of Herzberg'’s theory in relation to
police turnover, Monk-Turner et al. (2010) identify only one factor as a major
source of job dissatisfaction, “readiness and infrastructure concerns” (p. 176).

Maslow’s Human Motivation Theory

Maslow (1943) put forth a hierarchal model of human motivation that says
people are motivated to achieve certain needs, and once a need is met, people
seek to achieve the next need in the hierarchy. Maslow identifies five levels of
needs in his hierarchy of human needs, with safety being at the second level.
Maslow’s theory describes safety as one of the most basic of human needs, and
can even be seen in infants who exhibit a reaction to perceived threats. Maslow

(1943) believes human beings have the capability and desire to move up the
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hierarchy, reaching to the top level in what he terms self-actualization, the desire
for self-fulfillment.

Maslow’s theory is also supported by recent research, including that of
Aon Consulting’s Performance Pyramid, which presents five levels of workforce
needs, ranking safety/security first (Stum, 2001). In explaining the levels of the
Performance Pyramid, Stum (2001) notes, “The employee first and foremost
must feel physically and psychologically safe in the work environment for
commitment to be possible” (p. 6). In his master’s thesis, Tierney (1985) notes
the need for safety has been identified since at least the time of Freud. Tierney
says Freud put the need for a safe environment into the context of generating
anxiety when an individual is faced with an unmanageable attack. In the context
of law enforcement employment, safety is a top concern, given the myriad threats
to safety found in the job (Stephens & Matarese, 2013).

Vroom’s Expectancy Theory

Expectancy theory is based on four assumptions: people join
organizations with certain expectations and motivations; this decision is a
conscious choice; individuals may want different things from the organization;
and individuals seek opportunities that are best for them personally (Vroom,
1964). Employees will perform tasks “if they are expected to do so, have the
ability to do so, the opportunity to do so, and believe that their efforts will be
rewarded” (Johnson, 2009, p. 274). Lunenburg (2011) identifies three key

elements of expectancy theory:
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= Valence - refers to emotional orientations which people hold with respect
to outcomes (rewards) — the value the person attaches to first and second
order outcomes

= Expectancy — refers to employees’ different expectations and levels of
confidence about what they are capable of doing — the belief that effort will
lead to first order outcomes

= Instrumentality — refers to the perception of employees whether they will

actually receive what they desire, even if it has been promised by a

manager — the perceived link between first order and second order

outcomes

These three factors interact together to create a motivational force for an
employee to work toward pleasure and avoid pain. The formula for this force is
as follows: Valence of outcome x Expectancy act will be result in outcome
(Instrumentality) = Motivation Force (Lunenburg, 2011).

The motivation factors are reflected in a recent study by Cox (2011), who
found that people seek out jobs in law enforcement out of a sense of duty to
contribute to the greater good and help people. Cox found job satisfaction high
among his sample subjects, and most did not become police officers for
economic reasons. What did concern Cox’s respondents was the issue of job
security, as officers serve under conditions that can be construed as hostile or

threatening to job security.
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The Monetary Cost of Turnover

Cost is often cited as a reason to examine retention and turnover of
employees (Allen, 2008; Alliance for Excellent Education, 2005; Barnes, Crowe,
& Schaefer, 2007; Hinkin & Tracey, 2000; Hunt, 2009). Orrick (2002) identifies
specific steps and associated costs that impact law enforcement agencies, using
his own agency of Cordele, Georgia as an example. Orrick describes the steps
and associated costs involved when an officer separates from his agency and a
new officer has to be hired in their place:

1. Separation Costs — salary, benefits, administrative costs,

selection, training invested

2. Recruitment Costs — advertising, costs and expenses of recruiters,
bonuses for attracting recruits

3. Selection Costs — selection tests, review board salaries, background
investigations, and various screen procedures such as medical and
psychological examinations

4. New Employee Costs — salaries and expenditures to complete
employment process, cost of uniforms and equipment

5. Training Costs — orientation and field training, supervision salaries,
recruits’ salary, in-service training beyond basic training, travel and per diem for
advanced or specialized training classes

6. Other "Soft" Costs — overtime to cover vacancies, loss of productivity

from departing employee, loss of job knowledge and experience
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Monetizing the steps involved in losing and then replacing an officer,
Orrick (2002) estimates the first five constructs would cost his agency $58,900.
Extrapolated to 2015 dollars, the amount would be $77,704.78
(http://www.usinflationcalculator.com/). Orrick’s costs are not unlike those found
by Elkeles & Phillips (2007), who say the cost of turnover is often
underestimated. Additionally, officer hiring and processing costs are not routinely
disseminated throughout an organization, often leaving management without
sufficient information about the true cost of turnover, along with a lack of
understanding of the types of costs involved, both direct and indirect. Elkeles
and Phillips (2007), describe their costs as:

e Attraction/Recruitment Costs

Selection Costs

e Pre-employment Training

e Employment Costs

e Orientation/Socialization

e Initial Training Costs

e On-the-Job Learning Costs
e Production Loss

e Quality Problems

e Operation Problems

e Customer Dissatisfaction

e Loss of Knowledge
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e Mana