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cones approximately one foot off of the
ground. The third obstacle was a
wooden ramp he made with the help
of members of the maintenance staff.
These were realistic but challenging
obstacles. Safety was a major concern.
We decided that anyone who competed
would be required to wear a helmet,
elbow pads, knee pads, and wrist
guards. Students were advised that no
one would be allowed to compete with-
out these items. Most borrowed the
equipment from the person racing in
front of them.

We distributed flyers to every student
and put up posters around campus ad-
vertising the event. We picked the race
date carefully to ensure it did not con-
flict with other major activities. The date
we decided on was between fall and
winter sports seasons so as to not com-
pete with them. The race date came and
it rained. It stopped raining a couple of
hours before the race but the pavement
was definitely wet. My technical advi-
sors (student racers) told me that
rollerblading on wet pavement is out
of the question, so we cancelled the race
and rescheduled it for the next week.
Anyone who has been to northern Illi-
nois in late October knows that weather
is extremely unpredictable at this time
of the year. The make up date came
and it snowed, so once again we had
to reschedule. We chose a date in late
November. This date came and we were
determined to get it in. The sun was
out, the pavement was dry, and all else
was good except it was about 30 de-
grees and windy. We decided to pro-
ceed with the competition anyway.

The tumout, was good, the racers
were enthusiastic, the competition came
off exceptionally, and the best part was
no one got hurt.

The comments I received from the
students who participated, the staff
members who were spectators, and the
staff who assisted was extremely posi-
tive. The entire operation was organized
extremely well by my staff and other
than the weather it came off without a
hitch.

I had several goals for this activity.
One goal was to establish a new sport
or competition that was not available
on campus. Another goal was to open
or develop existing lines of communi-
cation with students and staff. We also
hoped to develop good will between
the Security Department and students/
staff as well as develop a new crime
prevention delivery method. Most of all
we hoped to start the process of revers-
ing the time-honored, written in stone
security principal of just saying “No, You
Can’t Do That.”
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Walking Along the Cutting Edge

...and Sometimes Falling Off

Steve Ramirez, Director of Campus Safety and Security, Palm Beach Atlantic College

In October 1994, Palm Beach Atlantic
College created its first in-house Depart-
ment of Campus Safety and Security.
The Department’s inaugural year was for
the greatest part an experience in team-
work and synergistic creativity. How-
ever, there have been occasions when
the adventures that ensued were of a
caliber that would cause Indiana Jones
to shudder in his fedora. Overall, it has
been a whole lot more of “It's a Won-
derful Life,” than it has been “Temple
of Doom.”

Recently, a colleague from the “for
profit” business world asked, “What was
the single most difficult task encoun-
tered in the effort to create a ‘cutting
edge’ organization from scratch?” The
answer came quickly. The most diffi-
cult task without a doubt has been the
creating and maintaining of a progres-
sive, forward thinking, learning culture
that is free of the attitude of entitlement.

If you read the various articles pub-
lished in many professional journals and
take them at face value, you are left with
the impression that every author is the
perfect leader and every project a great
success. As law enforcement adminis-
trators, we must strive constantly to lead
from the front. This means that we must
be innovators. As innovators we must
remember that often more can be
learned from the complexity of hard-
ship than from the simplicity of easy
success.

We can progress as a profession only
if we are collectively willing to accept
the risk of experimentation and creativ-

An “earning
environment,” as first
defined by Judith
Bardwick in Danger in
the Comfort Zone, is
one in which, “people
are energized by
challenge; they know
their work will be
Jjudged and that
rewards will be based

on accomplishment.”

ity. Then when true learning has oc-
curred, we must each have the courage
to report honestly what we have
learned, and exactly how we learned it.
What follows is such an honest report-
ing of what has been learned during
Palm Beach Atlantic College’s ongoing
effort to create a learning culture in its
Department of Campus Safety and Se-
curity.

Trying to Walk on the Edge

The term “cutting edge” is a rather non-
descript, politically safe, catch-all phrase
that without definition signifies nothing.

At Palm Beach Atlantic College, the defi-
nition we embrace includes the estab-
lishment and maintaining of a corpo-
rate culture which promotes a “learn-
ing” and “earning” environment.

The first concept to define here is
that of a “learning environment.” In his
landmark book The Fifth Discipline,
Peter Senge defines the “learning orga-
nization” as one in which innovation,
experimentation and systems thinking
are encouraged and supported. In a
learning environment, mistakes of good
intent are rewarded, not punished, as
long as learning has occurred.

An “earning environment,” as first
defined by Judith Bardwick in Danger
in the Comfort Zone, is one in which
“people are energized by challenge;
they know their work will be judged
and that rewards will be based on ac-
complishment.” To promote this kind
of environment within an organization,
certain support systems must be in place.

The support systems in place at PBA
include a mission statement, goals, and
values which support the learning/earn-
ing culture. The mission statement re-
fers to the need for each Department
member to seek actively to identify com-
munity problems, and to improve the
quality of life in this community. Our
values include:

e We constantly strive to learn and
grow as individuals, professionals,
and as an organization.

(continued on page 28)
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e We believe that we can progress as
a professional organization via learn-
ing which is accomplished through
systems thinking and innovative ex-
perimentation.

s We believe that each member of our
organization should add value to
Palm Beach Atlantic, and that re-
wards are directly related to perfor-
mance and constructive creativity.

Along with written support systems
such as mission and value statements,
it is important that the organization’s
leadership echoes verbally and by ac-
tion their support for an open, learn-
ing/earning culture. Organization mem-
bers must feel free to use their creativ-
ity and areas of greatest strength in an
effort to constantly add value to the
work being done. As Dr. Bardwick
points out, they must feel challenged to
be constantly learning and striving to
fulfill their potential. They must feel
empowered and that their ideas are re-
spected. They need to know that they
are given the authority to make deci-
sions and to be innovative. All mem-
bers of the organization should believe
that the work they do is significant and
makes an impact on the community they
serve. This community after all is our
customer and in very real terms we are
a business that delivers a service.

Other support systems that aid in the
creation of the learning/earning culture
include the breaking down of internal
barriers between organization members.
Line supervisors are not bosses. They
are leaders, coaches, teachers, and
sometimes advocates. Manuals should

It would seem to make
sense that people from
diverse backgrounds
would bave a myriad of
experiences and talents
to bring to the
Department.

be simple and promote a teamwork,
spirited, progressive culture. Like the
New Testament, they must focus not on
the “can’t do’s,” but rather on the “can
do’s” of life in the organization.

With all this creative energy, it could
be concluded instantly that nothing
could go wrong and that the PBA De-
partment of Safety and Security is the
perfect organization, full of energized,
creative, members who take ownership
in their work. Of course if anyone did
come to this conclusion it would be
about as big a judgment error as volun-
teering for the kamikaze academy. This
organization consists of, and is lead by,
regular people. There has been only
one perfect person in history and al-
though he is on our side, he’s not on
our staff.

Falling Off the Edge

The greatest force within an organiza-
tion, which has the power to push it off
“the edge,” may well be the condition
of entitlement. This is
a dynamic destructive
force that can invade
any organization. Most
managers know it when
they see it, but only re-
cently has it been accu-
rately defined. Judith
Bardwick defined en-
titlement as a condition
in which people are
“complacent; they get
raises, bonuses, and

benefits pretty much as a matter of
course, so there is no incentive to work
hard.”

During the hiring the original cast of
employees for the Department’s inau-
gural year, one of the qualities sought
was that of diversity. It would seem to
make sense that people from diverse
backgrounds would have a myriad of
experiences and talents to bring to the
department. What was not anticipated
was that each of these new organiza-
tional members also brought with them
both the positive and negative cultural
norms that they had collected through-
out their personal history. Some of these
new employees came from a long his-
tory of membership in stagnant, hierar-
chical bureaucracies.

The true focus of good leadership
may have been best stated long ago by
Lao Tsu:

e The wicked leader is he who the
people despise.

e The good leader is he who the
people revere.

» The great leader is he who the
people say, “We did it ourselves.”

While this is certainly true, it is also
true that you can not lead people to-
ward a vision that all their past experi-
ences cause them to resist. The stag-
nant, negative culture they bring with
them can go a long way toward crush-
ing the spirits of those department mem-
bers who do buy into the organization’s
vision. Employees who feel they are
owed a job, raises, bonuses, and other
perks just for putting in time at work
are in a condition of entitlement. En-
titlement destroys creativity and
progress. How then can we turn around
the effects of years of negative experi-
ence? Once we are faced with the cul-
ture of entitlement, how do we turn it
into the learning/earning culture we
desire?

Climbing Up, and Walking Again

The first step taken at PBA to deal with
the problem of the entitlement attitude
brought into the organization was the
establishment of the aforementioned

28 [/ Campus Law Enforcement Journal

Cutting Edge

(continued from page 28)

support systems and leadership-based
affirmation. This was then supple-
mented with evaluation, feedback, and
coaching given to the individual em-
ployees. In most cases, by involving
the entire organization in the establish-
ment of this new learning/earning cul-
ture, people became empowered to
learn and grow as individuals and as a
team. There were however, some indi-
viduals who were so burdened by the
“baggage” of their past professional his-
tory that they refused to accept the
change process.

These few entitled employees who
did not buy into our corporate vision
even after intensive coaching, guiding,
training and feedback had several traits
in common. In every case, they were
the members with the most professional
history. These were the people with
ten to twenty years experience in large,
hierachical law enforcement bureaucra-
cies. They often would cling desper-
ately to the “comfort zone” of their past
experiences and culture. These employ-
ees often used terms such as:

e “Back at (the bureaucracy’s name)
we did it this way.”

s “We always did it this way at other
places I've worked.”

Team members respect
other members’
opinions and talents,
even during
disagreements on
issues. Families
consist of groups
of people thrust
together by fate.

unable to make a “fit” with the organi-
zational culture? If the leader has clearly
defined the expected cultural and per-
formance standards, and communicated
this definition clearly to the employee
without any evidence of improvement
over a predetermined “trial correction”
period, it may be time to separate the
employee from the organization. The
focus here is after all to build a team,
not a family. Team members don’t let
other team members down. Team mem-

bers respect other members’ opinions
and talents, even during disagreements
on issues. Families consist of groups of
people thrust together by fate. Fami-
lies forgive the freeloaders and carry the
dead weight because “they’re family.”
Here at PBA, we want a team, not a
family. If the organization’s leadership
cannot summon the courage to either
empower deeply entitled employees to
resign or to simply fire them, this orga-
nization will never be a team.

The Perilous Journey Continues

Over the past year, the Department of
Safety and Security at Palm Beach At-
lantic College has passed through ev-
ery passageway on the road to devel-
oping a learning/earning culture. Three
members have been separated from the
team, while others have received pro-
motion, increased autonomy, raises,
time off, and other perks related to their
outstanding performance and use of
creativity. The department did not give
them anything; they earned it and can
enjoy the personal satisfaction that
comes with earned rewards.

This process of culture building will
never end or become any easier with

time. This is just fine with our team

because each member understands

e “Where is the rule or procedure
that says I should do that?”

e “The way I see it, 'm owed that
raise because I've been here a
year and have seniority.”

The answer to these statements at
PBA would be:

e “This is not like any other place
youw've worked. Here you have
the opportunity to be better than
that.”

e “We are not owed anything, we
earn it!”

What should organizational lead-
ers do if, even, after the leadership
has provided training, coaching, and
support for cultural change, there
exists an organizational member or
members who refuse or are simply

that nothing worthwhile is easy. As
part of a learning/earning organiza-
tion, we know that each hardship is
another opportunity to be creative,
each setback is a chance for growth.
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