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ABSTRACT: This study explored the influence of a structured officer mentoring
program on the behavior and citizen engagement of junior police officers within an urban
law enforcement agency, with particular emphasis on the reduction of citizen complaints.
Historically, community involvement in addressing concerns regarding officer conduct had
been limited, resulting in minimal external accountability and a lack of mechanisms to
support behavioral improvement and community trust. In response to these challenges,
the investigator introduced a formal mentoring initiative in which veteran officers were
paired with selected junior officers to foster professional development and improve public
interactions. The mentoring relationships were designed to include consistent, goal-
oriented engagement focused on promoting ethical conduct, accountability, and
responsiveness to community needs. To assess the program’s effectiveness, the study
analyzed behavioral trends, complaint histories, and progress documentation drawn from
departmental records, incident reports, and officer logs. Grounded in the theoretical
frameworks of community policing and law enforcement mentorship, the research
examined the relationship between officer mentoring (independent variable) and
behavioral outcomes (dependent variable), using qualitative indicators such as field
observations, police documentation, and community feedback. The study sample
consisted of 40 junior officers and 5 veteran mentors, representing diverse demographic
backgrounds. A mixed-methods research design was employed, incorporating surveys,
semi-structured interviews, and performance evaluations. Findings revealed that
participants in the mentoring program exhibited notable improvements in professional
behavior and interpersonal engagement. Notably, the frequency of minor infractions and
citizen complaints among mentored officers declined by approximately 25%, as evidenced
by internal reports and observational data. These findings support the conclusion that
structured mentorship can serve as an effective strategy for enhancing officer conduct and
strengthening police-community relations.
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Introduction

The increasing complexity of modern policing, coupled with heightened public
scrutiny and calls for accountability, has amplified the need for effective strategies
that support the professional growth and ethical conduct of law enforcement
officers. Among these strategies, structured mentorship has gained attention as a
valuable approach to fostering officer development, improving performance, and
strengthening community trust. Junior patrol officers, often fresh from the academy,
face the challenge of applying theoretical knowledge to real-world scenarios with
limited field experience. Without proper guidance, these officers may struggle with
decision-making, emotional regulation, and public engagement—factors that
directly affect both operational effectiveness and public perception. Mentorship,
wherein experienced officers provide ongoing support, feedback, and role modeling,
offers a structured pathway for bridging this critical gap. Fagan and Ayers (1985)
observed that informal mentoring, frequently practiced within law enforcement
settings, was positively associated with increased job satisfaction among newly
appointed officers. These officers reported greater confidence and improved
practical skills when partnered with experienced veterans.

This study examines the effectiveness of mentorship programs in shaping the
behavior, accountability, and professional engagement of junior patrol officers.
Specifically, it explores the impact of veteran officer mentoring on reducing minor
infractions and citizen complaints. Drawing on frameworks of adult learning,
professional socialization, and community-oriented policing, the research
investigates whether consistent mentorship can contribute to ethical, competent,
and community-responsive policing. By conducting a qualitative analysis of
mentoring outcomes, this study addresses a key question in contemporary law
enforcement: Can mentorship function not only as a developmental tool but also as
a mechanism for promoting ethical conduct and organizational accountability?

Literature Review

Mentoring in Policing: Prevalence and Institutionalization

A foundational report published by the National Criminal Justice Reference Service
(NCJRS) provides a comprehensive analysis of the process of institutionalizing
mentoring programs within police agencies. The report underscores the strategic
importance of establishing formal mentor-mentee relationships to enhance
organizational effectiveness. Specifically, it highlights how structured mentoring
facilitates the transfer of critical knowledge and practical skills from experienced
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officers to junior personnel—skills and tacit knowledge that are often insufficiently
conveyed through traditional police academy training. Sprafka and Kranda (2008)
further emphasize that formal mentoring is vital for the professional development
and career advancement of junior officers by providing ongoing guidance,
constructive feedback, and sustained support. This process not only bolsters
individual competency and confidence but also contributes to reduced turnover by
fostering greater job satisfaction and organizational commitment. The benefits of
mentoring extend beyond the individual to the agency as a whole by cultivating a
culture of continuous learning, collaboration, and accountability.

According to the Office of Justice Programs (2020), the report outlines a
comprehensive six-step framework to assist law enforcement agencies in successfully
implementing mentoring programs. These steps include assessing organizational
readiness, designing program structures, selecting and training mentors, matching
mentors with mentees, monitoring and evaluating outcomes, and ensuring ongoing
support and program adaptation. Similarly, MacDougall (2010) highlights that
police departments can institutionalize mentorship as a key component of human
resource development strategies, thereby strengthening workforce capacity and
enhancing community policing outcomes.

First-Year Officer Mentoring: Practitioner Perspectives

Tyler and McKenzie (2011) conducted a qualitative investigation into the
perspectives of experienced police officers serving as mentors to first-year constables
in Australia. Through semi-structured interviews with 13 mentors, the study
illuminated a range of challenges that hinder the efficacy of police mentorship
programs. These challenges included ambiguous institutional expectations,
inconsistent program implementation, and disparities in mentor readiness. The
participants stressed the necessity for comprehensive mentor training, standardized
protocols, and enhanced organizational backing to improve mentorship outcomes.
The study by Tyler and McKenzie (2011) notably found that mentoring not only
supported the professional development of novice officers but also enhanced
leadership skills, accountability, and professional growth in the mentors themselves.
By documenting the lived experiences and reflections of police mentors, this
research contributes meaningfully to the existing literature on eatly-career
development in law enforcement.

The findings underscore the imperative for law enforcement agencies to
establish robust, cleatly articulated, and institutionally supported mentorship
frameworks that align with long-term organizational objectives. While formal Field
Training Officer (FTO) programs are widespread, researchers argue for expanding
beyond standardization to incorporate mentorship principles such as relationship-
building and psychosocial support. Mentoring can complement FTO roles by

enhancing moral development and professional identity during field transitions.
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Scoping Review: The Role of Verbal Peer Feedback in Policing

A recent scoping review by Dahl et al. (2023), published in Vocations and Learning,
addresses the relatively underexplored area of verbal peer feedback among police
officers within workplace learning environments. Utilizing the Arksey and
O'Malley framework, the study systematically analyzed 20 empirical investigations
to assess how peer feedback contributes to officer development. Findings indicate
that peer feedback substantially improves job performance and task proficiency,
particularly by enhancing on-the-job learning and refining professional skills. The
review highlights that structured peer interactions—where colleagues exchange
constructive feedback—can increase motivation and overall job satisfaction.
However, the effectiveness of such feedback is moderated by factors including
organizational culture, the quality of peer relationships, and the manner in which
feedback is communicated.

Though focused primarily on verbal peer feedback rather than formal
mentoring, Dahl et al’s (2023) educational research offers valuable insights
applicable to policing, especially regarding mentorship and field training, The study
identifies core mechanisms—such as consistent, purposeful communication and
evaluative dialogue—that are fundamental both to effective peer feedback and
successful mentoring relationships. These parallels emphasize the importance of
creating structured opportunities for reflection and guidance during eatly-career
police training, Furthermore, the review’s findings concerning the positive effects of
feedback on motivation, accountability, and performance reinforce the assertion
that well-designed mentorship programs can be instrumental in promoting
professional growth and behavioral development among junior officers.

Empirical Questions

The study was guided by the following research questions:

1. How does senior officer involvement affect the professional development
of junior patrol officers?

2. What strategies can senior officers use to encourage meaningful
engagement with junior personnel?

3. What are the advantages and benefits of a structured mentorship program
for the department, participating officers, and the broader community?

These questions highlight important aspects of the mentoring experience within law
enforcement that warrant further empirical investigation to better understand their
implications for officer development, departmental practices, and policy
implementation.
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Data Analysis
Participants/Demographic

This study involved a total of 45 participants, comprising 5 veteran police officers
serving as mentors and 40 first-year patrol officers newly assigned to active duty.
Mentor selection was guided by criteria such as years of service, commendation
history, and demonstrated leadership in both field operations and community
engagement. The mentees, or junior officers, had recently completed their police
academy training and were in the critical transition phase into active-duty policing.
Participants represented a diverse cross-section of the department in terms of
gender, race, ethnicity, and age, offering a demographically representative sample.
The study focused on assessing the extent to which mentorship influenced officer
behavior, job performance, and integration into the organizational culture.

Methodology

Data Collection

The data-collection methods used to assess the implementation of the mentorship
program included both qualitative and quantitative approaches to evaluate increased
senior officer engagement and improvements in junior officer performance and
behavior. Qualitative data were collected through surveys and structured interviews
with field training officers, command staff, and support personnel, as well as
through open-ended questionnaires completed by mentee officers. Additional
feedback was gathered through verbal comments and informal check-ins to capture
perceptions of the mentorship process and its effectiveness in real-world policing
environments. These qualitative insights were collected on an ongoing basis and
were essential in identifying themes related to officer development, communication,
and operational conduct.

Quantitative data were used to measure changes in key performance
indicators, such as disciplinary incidents, response time accuracy, team cohesion
ratings, and training proficiency assessments. These metrics helped establish
statistical patterns and informed conclusions about the influence of mentor
involvement on the conduct and professionalism of junior officers. By integrating
both forms of data, the program was able to more comprehensively assess the value
of structured mentoring within the department and its impact on officer behavior,
accountability, and overall job performance.

Procedures

The mentoring program was developed through a collaborative process involving
the command staff and the lead investigator, who convened to examine the absence
of structured guidance and meaningful senior officer engagement in supporting the
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professional development and behavioral performance of junior patrol officers.
Their assessment revealed that early-career officers required consistent mentorship
and proactive intervention from experienced personnel to ensure adherence to
departmental standards in job performance, decision-making, and public
interactions. To advance the initiative, the lead investigator presented empirical
research demonstrating the positive effects of senior officer involvement on the
behavioral development, accountability, and overall effectiveness of junior officers.
This body of evidence informed the design of a formal mentorship framework
aimed at enhancing officer conduct and operational readiness during the critical first
year of service.

Instrument

The investigator, in collaboration with the command staff, conducted a
comprehensive review of departmental reports focusing on the conduct and
performance of junior patrol officers. This analysis aimed to evaluate the necessity
for increased senior officer involvement in shaping the behavior and development of
early-career officers. Following this, the investigator distributed surveys to members
of the command team to gather feedback on the initial data collection instruments,
with the objective of identifying whether additional items or descriptors were
needed to enhance their validity and completeness. Lastly, the investigator engaged
with the department’s Training and Research/Planning Division to explore existing
surveys, assessment tools, and other relevant instruments that could be employed to
further substantiate findings related to officer mentoring and performance
outcomes.

Results

The following research questions guided the presentation of results related to the
implementation of the mentoring program within the department:
1. How does senior officer involvement affect the professional development
of junior patrol officers?
Senior officer involvement contributed to improved performance and
decision-making among junior officers by offering consistent guidance,
modeling professional behavior, and providing positive reinforcement. A
majority of mentees (58%) indicated that mentorship significantly
influenced their conduct and confidence in the field. This question was
answered affirmatively based on collected data.
2. What strategies can senior officers use to encourage meaningful
engagement with junior personnel?
Effective strategies used by mentors included regular check-ins and
debriefs (69%), informal mentoring during patrol shifts (18%), email

communication for feedback and guidance (17%), and written evaluations
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or notes (3%). These approaches fostered strong mentor-mentee
relationships and contributed to enhanced learning and accountability.

3. Whatare the advantages and benefits of a structured mentorship program
for the department, participating officers, and the broader community?
Key benefits included expanded professional support networks for junior
officers (47%), improved communication between command staff and line
officers (28%), increased comfort and confidence among mentees (17%),
and opportunities for professional recognition and morale-building
(13%). Based on the research questions, supporting literature, and survey
findings, these outcomes were identified as significant benefits of the
mentorship program.

Data Analysis

This applied research study investigated the effects of structured mentoring and
increased senior officer involvement on the professional conduct and performance
of junior patrol officers within a law enforcement agency. The central objective was
to assess whether formalized mentorship programs, led by experienced personnel,
could effectively enhance officer behavior, decision-making, and operational
preparedness. Data were collected over a six-month period through a combination
of surveys, interviews, and questionnaires administered to junior officers, mentoring
officers, and supervisory personnel. As a critical preliminary step in launching the
mentoring initiative, the principal investigator identified key senior officers—such
as field training officers and supervisors—who maintained regular and influential
contact with newly commissioned officers (see Figure 1).

Types of Interaction

m Community
m Peer

m Command Staff

Figure 1. Types of Interaction
Note: Figure 1 depicts the primary stakebolder groups with whom junior officers most frequently
engaged during the study period (N = 40).

The investigator noted that several junior officers exhibited marked improvements
in performance when they recognized that their individual contributions directly
influenced the success or failure of their assigned units. While one senior mentor
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expressed skepticism regarding the necessity of conducting two separate rounds of
observational assessments—characterizing the process as “unnecessary” and “extra
work” unlikely to produce substantive insights—two other mentors supported the
investigator’s decision, affirming the value of implementing a dual-phase observation
protocol. Ultimately, the mentoring team reached a consensus that a minimum two-
week period was required to facilitate comprehensive evaluations. During this
period, mentors systematically observed junior officers in various field environments
and operational scenarios, documenting behavioral patterns, decision-making
strategies, and levels of team collaboration. Particular attention was given to how
junior officers engaged with peers and responded to both routine service calls and
high-pressure incidents. To address any emerging concerns related to behavior or
performance, mentors conducted debriefing sessions with the lead investigator to
collaboratively design targeted intervention and support strategies. Observations
were strategically conducted during non-critical portions of the officers” shifts,
including administrative tasks, report writing periods, and designated training
sessions (see Figure 2).

Mentor/Mentee Interaction Types
Number of Occurences

10 7.4 8.1
4346 p 544 3.5 4.5 5.2
, N = | [] []
Team One-on-One  Debriefing Skills Personal
Collaboration Check-Ins Sessions Coaching Guidance
HPre mPost

Figure 2. Mentor/Mentee Interaction Type

Note: Figure 2 illustrates the types and frequency of interactions between junior officers and their
assigned mentors during the study period (N = 40).

The investigator employed clearly defined objectives to structure the development,
implementation, and analysis of the research study. Shortly after the
commencement of initial observations, the lead investigator and senior officer
mentors held a departmental meeting to discuss anticipated behavioral patterns
among junior officers that might persist and present challenges to long-term
correction. The behavioral objectives, illustrated in Figure 3, were informed by data
collected from officer surveys and departmental performance assessments, offering
a visual summary of key performance indicators. These metrics enabled the lead
investigator and mentoring team to pinpoint specific areas in need of improvement
and to refine mentorship strategies accordingly, ensuring they were responsive to
the developmental needs of the junior officers (see Figure 3).
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Number of Occurences
Behavorial Concerns

Officer Safety Effective Public Relations Conflict Coping with
Communication Management Stress

Pre mPost

Figure 3. Junior Officer’s Behavioral Issues

Note: Figure 3 illustrates the behavioral observations of junior officers as recorded by mentors during
initial independent field and classroom evaluations (N = 40).

The development of professional conduct among junior officers emerged as a central
focus of the department throughout the study. To facilitate this growth, senior
mentors conducted structured field observations and communicated their findings
directly to mentees during individualized feedback sessions (see Table 1). In
addition to these one-on-one meetings, some officers participated in reflective
journaling and guided discussions as part of their professional development process.
One mentor, in particular, held feedback sessions outside of regular duty hours—
either prior to roll call or following the completion of a shift. These mentor-officer
dialogues focused on specific observed behaviors in the field, including: (a)
inattentiveness to duty, (b) unsafe or disruptive conduct during calls, (c) the use of
unprofessional language, (d) failure to maintain positional discipline, (e) inadequate
equipment or lack of preparation, and (f) unexcused tardiness. The purpose of these
sessions was to foster self-awareness, clarify departmental standards, and support
the successful transition of junior officers into fully operational roles.

Table 1. Junior Officers’ Infractions Pre-and Post-study

Infraction Category No. of infractions No. of infractions
(prior to implementation) | (within implementation)

Inattentiveness to Duty 27 19
Unsafe or Disruptive Conduct 31 13
During Calls
Use of Unprofessional Language 11 7
Failure To Maintain Positional 13 10
Discipline
Lack of Required Equipment or 29 20
Preparation
Excessive Tardiness 22 12

Note: This table displays the recorded disciplinary infractions of junior officers before and after the
implementation of the study intervention (N = 40).
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Limitations

This study faced several notable limitations that impacted both the implementation
and evaluation of the mentoring program. One primary constraint was the limited
time available for mentoring sessions, which were restricted to just 30 minutes per
week per mentee. This proved inadequate, as many sessions had to be cut short
before meaningful discussions or developmental activities could fully unfold.
Additionally, due to rotating shift schedules, operational demands, and field
assignments, many mentoring activities scheduled for Week 1 were postponed and
extended into Weeks 2 and 3. These delays disrupted the program’s intended
timeline and introduced inconsistencies in participant engagement.

Another significant limitation stemmed from the workload demands placed
on senior officers serving as mentors. Shortly after the program commenced, two
mentors expressed concern over the intensity of the mentoring structure. One
mentor noted that the lead investigator placed disproportionate emphasis on
tracking adherence to structured activity guides and meeting specific progress
benchmarks. Another mentor observed that the investigator appeared more focused
on generating measurable outcomes than recognizing the real-world constraints and
operational pressures facing mentoring officers. This mentor emphasized the need
for greater acknowledgment of the effort required to meet the program'’s
expectations while simultaneously fulfilling routine patrol duties and administrative
responsibilities.

Challenges also emerged from the observational component of the study.
Some supervisory officers and field training personnel expressed discomfort with
the presence of additional observers during routine patrol operations. Although the
purpose of these observations was developmental rather than evaluative, certain
personnel—especially those already under performance review—perceived them as
intrusive, leading to increased anxiety and resistance. Despite repeated reassurances
that the observations were solely for feedback and support, this perception persisted
among some officers.

Furthermore, mentors reported difficulty —maintaining ongoing
communication with the mentees’ broader support networks, which included
supervisors, training coordinators, and, in some instances, family members. One
mentor described this expectation as particularly burdensome, given the need to
manage shift coverage, maintain documentation, engage in outreach efforts, and
complete required administrative training—all while participating voluntarily in the
mentorship program. Collectively, mentors agreed that the demands of the
program, including attending training exercises, documenting supervisory
interactions, and conducting multiple field evaluations, exceeded their initial
expectations. Despite these challenges, the study’s limitations were carefully
documented throughout the program. The lead investigator addressed these
constraints through regular debriefing meetings, detailed field logs, and an end-of-
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program evaluation distributed to mentors, junior officers, and command staff.
These evaluations were instrumental in assessing the program’s overall feasibility,
effectiveness, and long-term sustainability.

Recommendations

If this mentoring initiative is to be continued and expanded, it is recommended that
the program be extended to include all newly hired officers, particularly those in
their probationary or field training phases. To facilitate a scalable rollout, the
investigator proposes implementing the mentoring program initially with
approximately 50% of incoming officers as a pilot cohort. The remaining officers
would be onboarded following the collection and analysis of initial feedback. This
staggered implementation would provide the opportunity to evaluate the program’s
effectiveness, identify areas for refinement, and make evidence-informed
adjustments prior to full-scale adoption. Mentor selection should be a collaborative
process involving command staff and training supervisors, rather than being left to
the discretion of the mentees. This strategic matching process would allow
department leadership to align mentors with junior officers based on factors such as
compatibility, developmental needs, training goals, and the mentor’s demonstrated
strengths. Within this framework, mentoring activities and discussion topics could
be tailored to reflect departmental values, operational culture, and the learning
preferences of each group, enhancing both relevance and engagement.

Furthermore, it is recommended that mentoring activities be viewed as flexible
frameworks rather than rigid, weekly checklists. Such flexibility would allow
mentors to adapt session content and structure to suit the evolving needs of their
assigned officers, promoting sustained participation and responsiveness to
situational demands. If the program is expanded to include all new officers, and
mentor assignments are more evenly distributed, mentors could be responsible for
smaller cohorts—ideally no more than 10 to 12 officers. This reduction in mentee
load would increase opportunities for meaningful one-on-one interactions, deeper
reflection on performance, and stronger interpersonal rapport.

To further strengthen the program’s impact, weekly mentoring sessions
should be extended to at least 35—40 minutes. This dedicated time block would
support structured conversations, post-scenario debriefs, and collaborative
problem-solving. To accommodate these sessions, department schedules should
allocate protected time during administrative shifts, roll calls, or designated
professional development hours. Given the ongoing challenges associated with
officer performance and conduct in high-stress policing environments, the
importance of cultivating strong peer mentorship relationships cannot be
overstated. Law enforcement agencies must critically examine the relationship
between senior officer engagement and the development of early-career personnel.
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Strengthening these connections has the potential to enhance decision-making,
foster professionalism, and promote internal cohesion across the department.

If internal staffing limitations hinder the sustainability of mentoring programs,
departments should leverage external resources such as retired officers, community
liaisons, behavioral health professionals, and other relevant partners. Effective law
enforcement mentorship requires collaboration between internal stakeholders—
like supervisors and training officers—and external contributors, including
counselors, chaplains, and community allies. For junior officers, especially new
recruits, a robust support network reinforces expectations, promotes accountability,
and fosters professional growth. While agencies often turn to external reforms to
address internal challenges, this study’s findings emphasize that lasting
organizational change is driven by intentional, department-led mentoring efforts.
The evidence supports the need for structured, well-supported mentorship systems
to improve officer performance and mitigate negative outcomes over time.

References

Arksey, H., & O'Malley, L. (2005). Scoping studies: Towards a methodological framework.
International ~ Journal of  Social Research Methodology, 8(1), 19-32.
https://doi.org/10.1080/1364557032000119616

Dahl, O., Damen, M.-L., Bjorkelo, B., Meling, C. P., & Jensen, M. R. (2023). The role of verbal peer
feedback in the police: A scoping review. Vocations and Learning, 16(3), 227-250.
https://doi.org/10.1007/512186-023-09316-z

Fagan, M. M., & Ayers, K. (1985). Professors of the street: Police mentors. FBI Law Enforcement
Bulletin, 54(1), 8-13. https://www.ojp.gov/ncjrs/virtual-library/abstracts/professors-street-
police-mentors

MacDougall, D. (2010, October 25). Mentor program helps retain police recruits. The Post & Courier.
http://www.postandcourier.com/article/20101025/PC1602/310259931

National Institute of Justice. (2018). Police integrity: Research in action. U.S. Department of Justice,
Office of Justice Programs. https://nij.ojp.gov/library/publications/police-integrity-research-

action
Office of Justice Programs. (2020). Institutionalizing mentoring in police departments (NCJ 253846).
U.S. Department of Justice. https://www.ojp.gov/ncjrs/virtual-

library/abstracts/institutionalizing-mentoring-police-departments

Office of Justice Programs. (2021, May 18). Mentoring in law enforcement: Strengthening officer
performance and retention. https://www.ojp.gov/news/mentoring-in-law-enforcement

Spratka, H., & Kranda, A. (2008). Institutionalizing mentoring programs into police departments.
International Association of Chiefs of Police.

Tyler, A., & McKenzie, M. E. (2011). Mentoring first year police constables: Police mentors’ perspectives.
Griffith Research Online. https://research-repository.griffith.edu.au/items/3ad6£82-9121-
5£70-aafe-0343c279d31e

Zachary, L. J. (2005). Creating a mentoring culture. The Organization's Guide. Jossey-Bass.

104


https://doi.org/10.1080/1364557032000119616
https://doi.org/10.1007/s12186-023-09316-z
https://www.ojp.gov/ncjrs/virtual-library/abstracts/professors-street-police-mentors
https://www.ojp.gov/ncjrs/virtual-library/abstracts/professors-street-police-mentors
https://nij.ojp.gov/library/publications/police-integrity-research-action
https://nij.ojp.gov/library/publications/police-integrity-research-action
https://www.ojp.gov/ncjrs/virtual-library/abstracts/institutionalizing-mentoring-police-departments
https://www.ojp.gov/ncjrs/virtual-library/abstracts/institutionalizing-mentoring-police-departments
https://research-repository.griffith.edu.au/items/3ad6ff82-9121-5f70-aafe-0343c279d31e
https://research-repository.griffith.edu.au/items/3ad6ff82-9121-5f70-aafe-0343c279d31e

