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SUMMARY AND CONCLUSIONS

Introduction

In 2001, the Dutch National Expertise Centre on Diversity (Landelijke
ExpertiseCentrum Diversiteit), hereinafter the LECD, was established; its
objectives were to offer support and advice to the country’s police forces on
the subject of diversity. Originally, the LECD was established for a period of
five years. Subsequently, the LECD mandate was extended by decree on two
occasions; the latest extension being the period 2010-2014. During this period,
the LECD concentrated on the following four themes: diversity, undesirable
behaviour, multicultural skills and tackling discrimination. As of 1 January
2015, the LECD will cease to exist and the Centre’s activities should have
been transferred and embedded within the National Police Force.

This report evaluates the LECD’s final period. The review concentrated on the
LECD’s work in respect of the four themes and the benefits derived from these
by the former regional police forces. In addition, during the review, explicit
attention was paid to whether the activities successfully carried out by the
LECD could be safeguarded within the new police organisation.

By holding interviews with LECD employees and studying documents, an
analysis has been made of the activities the LECD carried out for each
different theme and the extent to which the scope and results of these
activities are known. In addition, interviews were held with employees of the
National Police Force so that the LECD activities could be placed within the
perspective of developments regarding diversity within the National Police
Force. Subsequently, an in-depth study was carried out in five former regional
police forces by means of face-to-face and telephone interviews with various
office holders; the objective being to assess the extent to which the LECD
activities had impacted on the former regional police forces. Finally, in the last
phase of the study, its results were submitted to experts from the academic,
police and non-profit sectors; furthermore, discussions were held with these
experts regarding the preconditions necessary to ensure the LECD activities
will be safeguarded.

The principal topics guiding the research have been subdivided into three
subjects: issues related to the work undertaken by the LECD (input/process),
issues related to the benefits experienced by the former regional police forces
(output/outcome), and issues related to adoption. The final section sets out the
study’s most important findings on the basis of the formulated issues.
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The work undertaken by the LECD

Definitions applied by the LECD and the National Police Force to the themes
diversity, undesirable behaviour, multicultural skills and tackling discrimination

In the first instance, the study had to offer insight into the definitions applied by
the LECD to the four themes and the extent to which these definitions
correspond to those applied by the National Police Force.

The LECD views diversity as a means of achieving better quality and
innovation. Being able to cope with diversity, both within the organisation and
externally, is deemed an integral part of a police officer’s professional skills.
The vision forming the basis of the LECD’s work is that a police force’s
external actions must be linked to its internal culture: only if employees are
conscious of the added value provided by diversity and can also deal
successfully with diversity internally, will policemen and policewomen be able
to deal effectively with the general public in an increasingly diverse society.
Diversity is viewed by the LECD as an umbrella concept under which the other
themes fall.

The LECD understands the term  (undesirable) ‘behaviour’ to refer to the way
in which employees interact with one another. The issues involved are those
referred to as psychosocial work stress as laid down in the Dutch Working
Conditions Act (Arbowet); examples of such are sexual harassment,
aggression, violence, discrimination and bullying.

The LECD defines multicultural skills as the professional ability of both the
police force’s rank and file as well as its management to deal with the
numerous cultures and life styles present in its own organisation and within
society at large.

Finally, tackling discrimination is defined by the LECD as observing and acting
in accordance with section 1 of the Dutch Constitution. This approach focuses
primarily on the observance of section 1 of the Dutch Constitution externally;
tackling internal discrimination within the police force forms part of the theme
behaviour.

The National Police Force’s definitions of these themes are very close to the
substance of the LECD’s definitions. There is no question of there being any
fundamental differences which might hinder the LECD activities being
successfully safeguarded within the National Police Force.

The LECD’s activities

Within the theme diversity, the LECD developed various activities which could
be subdivided into: general policy development, developing a vision and
approach to ensure diversity within teams (particularly concentrating on age
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structure and cultural diversity), supporting national networks within the
context of diversity, and education and training within the police force and the
Police Academy (for example, the empowerment training course entitled ‘De
Kracht van het Verschil’ [the Power of Diversity]).

The activities within the theme behaviour focused mainly on supporting the
central confidants and enhancing their degree of professionalism, as well as
on providing advice and coaching in concrete casuistry.

The theme multicultural skills was principally related to the development of a
multicultural skills teaching guideline and setting up and supporting groups of
experts in the field of multicultural skills.

The LECD’s activities to tackle discrimination consisted primarily of facilitating
regional discrimination consultations, developing innovative methods to
stimulate people’s willingness to report incidents, promoting the uniform
registration of incidents, raising consciousness and enhancing knowledge
around the theme, as well as monitoring how discrimination is tackled by the
units.

Across the board, it can be concluded that many of the LECD’s activities had
more to do with the phases consciousness-raising and planning than with any
actual implementation on the work floor. Consequently, only to a limited
degree has the work undertaken by the LECD resulted in (permanent)
behavioural changes on the work floor.

The scope of the activities

The scope of the LECD activities cannot easily be quantified. There is no
systematic picture of which activities were carried out in each former regional
police force, but it is estimated that at least one fifth of these former regional
forces made no, or extremely limited, use of the services of the LECD. In
respect of the individual activities carried out by the LECD, it is often apparent
how many people participated, but it is not always evident exactly what type of
employees these were. Moreover, the monitoring of the activities carried out
was frequently inadequate.
The picture that emerges from the study of the relevant documents and
interviews is that the LECD activities generally reached people who, by virtue
of their jobs, were already involved with diversity (for example, confidants and
diversity policy workers) but, to a lesser degree, operational employees.

Obstructive factors

Not all of the LECD’s activities have been equally successful and followed up.
For example, despite the fact that the target document ‘Diversiteit De
Samenleving (b)en jij’, [Diversity, society is/and you] emerged from a widely-
participative procedure, it is not yet never implemented by the National Police
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Force. In addition, it appears that former regional police forces interpreted the
structures set up by the LECD differently (expert groups, confidants).
Various reasons were put forward for not adopting some of the LECD’s
activities. In a general sense, it is clear that the position of the LECD could be
deemed an obstructive factor in the realisation of success; having a position
adjacent to the police organisation meant there was no overriding authority.
The LECD worked in an issue-orientated way, and could only advise.

The benefits of the LECD

On an activity level, it is difficult to establish what the results of the
interventions were and whether and, if so, how these contributed to the
realisation of the LECD’s diversity objectives. This was never systematically
evaluated by the LECD itself. However, the data from an indepth study carried
out in the five former regional police forces provided us with a global picture of
the benefits gained. The data relates primarily to subjective (perceived)
experiences of the benefits and not to objectively measured results. The
picture which emerges from this survey is that the most important results
provided by the LECD lie mainly in the motivation function (drawing attention
to the theme and ensuring this attention is maintained) and setting up and
facilitating structures within the police organisation which are essential to a
good diversity policy. In particular, supporting the confidants and, to a lesser
degree, the groups of multicultural skill experts were mentioned in this respect.
In addition, the method developed ‘Team Balance’ was viewed as a promising
instrument which could be used to enhance the level of attention paid to
diversity within the operational teams.

One complication in assessing the benefits of the LECD is that changes
effected in the former regional police forces could not always be attributed to
the LECD (alone). The former regional police forces have also instigated
developments in this area themselves.
The study in the five former regional police forces made it apparent that,
regarding all four themes, there is an identifiable interest among the
management and dedicated office holders to take action in the different
subject areas. This interest expresses itself in the existence of structures
which provide substance to the themes, and is effected by, amongst other
things, explicitly entrusting the themes to specific positions and facilitating
collegiate support in the form of expert groups for diversity and multicultural
skills. However, the former regional police forces did not attribute all these
benefits (entirely) to the account of the LECD.

The LECD’s ultimate objective is to achieve attitude and behavioural changes
on the work floor. The data from the study in the five former regional police
forces indicate there are signs (some marginal) of behavioural changes. For
example, expert groups and confidants are being consulted more frequently
and there appears to be more consistency in the criminal prosecution (and
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registration) of discrimination. The extent to which an actual attitude and
behavioural change has been effected on the work floor and which of the
LECD’s activities has made the most significant contribution to this cannot,
however, be established on the basis of this study.

Adoption of LECD activities

The final issue relating to the adoption of LECD activities can be answered
from two perspectives, i.e. the realised results, and national and international
obligations. From these perspectives, we came to the following conclusions in
respect of the adoption of the LECD activities.

Adoption with reference to the realised results
Creating support for diversity and the establishment of a structure are
frequently the initial step required to achieve actual behavioural changes on
the work floor. The LECD has contributed to this through its activities. In
particular, the groups of experts in multicultural skills and diversity as well as
the network of confidants are important and should be embedded within the
National Police Force, given they (can) make a positive contribution to an
effective diversity policy. The results from the impact survey show that not only
has a structure been set up but also that these groups and confidants are,
according to respondents, being increasingly approached. The members of the
expert groups are now expected to be the bearers of the diversity policy within
line management. These networks form important antennae for changes in the
organisation, but they cannot bring about these changes alone.

The experts consulted emphasised that to have an actual impact, i.e. to bring
about actual attitude and behavioural changes on the work floor, it is vital to
place the responsibility for diversity within line management. The managers of
operational teams must be asked how they and their teams deal with diversity.
By placing greater responsibility with the team, it should be possible to make a
better link with the operational task. The leading question is not, therefore:
‘How do I create a diverse team?’ but: ‘Which competencies do we as a team
require in a certain area to do our work well?’ To this end, the LECD has
developed the Team Balance method which provides an answer to this
question. The objective of the method is to achieve a team composition which
is both balanced and aligned with a range of tasks. Although this method has
not, as yet, been broadly employed, it is (potentially) a good instrument to
ensure teams are better equipped to accept responsibility for diversity.
According to the experts, a condition essential to enshrine diversity
successfully within line management is that the police top managers also
demonstrate exemplary behaviour in dealing with diversity. Attention for
diversity must, therefore, be enshrined in all levels of the chain.
Within the National Police Force, HRM has acquired an important role in the
(further) detailing of the diversity policy (now referred to as
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variety/complementarity). However, it is essential that attention to diversity is
also embedded in all levels of management.

Adoption with reference to national and international obligations
Viewed from the perspective of both national and international obligations,
there are two aspects which require attention. The first aspect relates to
paying attention to different forms of behaviour. The Dutch Working Conditions
Act stipulates that an employer must ensure the safety and health of its
employees and implement policies focused on limiting, or preventing,
psychosocial work stress (including undesirable behaviour). Consequently, this
obligation in the Working Conditions Act reiterates the importance of having a
well-embedded network of highly professional confidants.
The second aspect involves the Public Prosecutor’s instructions on
discrimination which lay down rules governing the detection and prosecution of
discrimination cases. To an important extent, the approach to tackling
discrimination is safeguarded by these instructions. However, the LECD also
fulfilled a number of tasks which (still) need to be safeguarded. These include
the uniform registration and monitoring of discrimination cases and activities
focusing on increasing the willingness to report incidents. With regard to the
latter, the way in which the police deals with and communicates such reports is
extremely important; consequently, attention must be paid to this when the
tasks are being embedded.

In conclusion

This study has demonstrated that, in the past few years, the LECD has
developed numerous activities which, to a greater or lesser extent, have
provided the police with points of reference enabling them to deal with issues
surrounding diversity. Although, on a one-to-one basis, it is impossible to link
the activities to the results achieved, the benefits provided by the LECD are
principally visible in the motivation function, the knowledge function and in the
setting up and maintenance of relevant structures. These are aspects which
must be safeguarded by the National Police Force as, otherwise, there is a risk
that everything the LECD has achieved will ebb away and insufficient attention
be paid to the topic of diversity. Regarding the embedding of relevant
structures, plans are already being developed. However, this does not (as yet)
appear to be the case for the knowledge function. Now the LECD is
dismantled, consideration must be given as to how it can be ensured that
relevant knowledge and experience - in respect of dealing with discrimination,
diversity management and multicultural skills - is to be made and kept
available to the police organisation.
Finally, we would like to mention two other aspects which are relevant
regarding their need to be safeguarded, namely the need to be in touch with
society about the theme diversity, and attention to the critical monitoring of the
impact of the policy implemented. Regarding being in touch with society, it is
essential that the police receive input about diversity from society. In principle,
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within the LECD, the Police Diversity Council had an important role in this
context. In future, the National Police Force must also arrange to be ‘in touch’
with society in respect of the theme diversity.
Referring to the second aspect, we would note that although monitoring was
one of the LECD’s tasks, it only undertook this function to a limited degree.
Without good monitoring, it is virtually impossible to evaluate the policy and
make adjustments in the interim; a factor which will impinge on the
organisation’s learning ability. Consequently, it is vital that more attention is
paid to the aspect of monitoring.



8



 

  

 



Regioplan Beleidsonderzoek

Jollemanhof 18 (6e etage)
1019 GW  Amsterdam
T   020 531 531 5

E   info@regioplan.nl

I    www.regioplan.nl


