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The Hony Kong Police is
one of the largest
government
departments in Hony
Kong, with over 28,500
sworn policemen and
women, 6,000 civilians
and 5,500 part-time
auxiliary police officers.
I want to share with
you how we have yone
about changiny our
organisational culture
from that of a
paramilitary police
force to a police
service.

by Hui Ki-on
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Background

Why did we need to change our organisationat culture? Throughout the late 19805 and early
1990s, it became apparent that the people of Hong Kong had increasingly high expectations of how
Hong Kong should be both governed and policed. The people wanled a user friendly government
and police force.

Areview of the Force's top command structure, conducled by management consulianls in
early 1992, reflected public opinion and recommended that we should adopt a more customer-
oriented appraach, Following on from this, Chris Patten, in his October 1992 inauguration policy
speech, urged govemment depariments, including the police, to “regard the public as clients not
supplicants”.  Subsequently, in his 1994 Policy Address, Chris Patien gave a commitment fo
"develop a customer-based service culture in the public service".

In a free sociely like Hong Kong, it is crucial that the police operate with the consent and trust
of the peopte. To maintain the support of the peaple of Hong Kong, which the Force had worked
hard for many years to obtain, we realised that it was essential that the Force had to ;
e stop doing what we should not be doing;

o improve what we were already doing well;
® [edesign what we were doing badly; and
= start doing whal we were not doing but shouid be doing,

i I

Process of Change

To evaluate the way forward, design service quality initiatives and
help overcome internal resistance to change, we came up wilh the
following ideas and processes:
Resistance to Change

To overcome anticipated resistance, a Series of workshops were
held for officers of all ranks to introduce the concept of service quality. A
bilingual videa, newsletiers, bulletins and booklets were also used to
spread the message.
Involving Employees in Process of Continual Improvement

Stalf participation and teamwark were promoted and the formation
of Work Improvement Teams (WITs) encouraged as many peaple as
possible to become involved in the change process.
Best Practice

Alall levels of the Force best practices were sought out and widely
publicised. This allowed tried and tested top quality practices to be
implemented throughout the Force, a5 well as identifying bad practices
that should be avoided.
Vision and Mission Statement

We developed a Force Vision and Statement of Commen Purpose
and Values. For the first time in our history, everyone in the organisation
was able to see what we stood for.
Living-the-Values

It was felt thaf publishing our Vision and Mission Statement did
not go far enough. We therefore faunched a programme cafled *Living-
the-Values® fo publicise our Force values and to encourage police
officers to live up to them,
Surveys

To find out how aur internal and external customers perceived our
policing performance, their overall sense of sajely and any other issues
that concermed them, public opinion and staff opinion surveys were
conducted. A customer satisfaction survey was also used to assess the
salisfaction leve) of citizens who had actually received services from the
police. These surveys provided invaluable information and allowed Us to
lackle areas of concern early on.
Station Improvement Project

Aconsultancy support project was commissioned to try out
improvement initiatives at North Point Police Station. The main objective
was to respond to the service needs and expectations of both the public
and our own staff. The project was a greaf success and will shortly be
implemented in all of our police stations.

What We Learned

Changing our organisational culture has not been easy and the
process is far from finished. We have learned many lessons over the past
{hree years, which | think may be of interest to all of you, no matler what
profession you are in.

Employees
believe what they see - o SRR
and not what they hear. Management myst realise that it is simply not
enough to make speeches, publish papers and run a few courses. |f
employess do not believe that the management at all levels are practising
what they are preaching they will not accept change and consider it to be
an imposition. In management jargon, you have to "walk-the-talk".

Itis best to consult staff before announcing changes that affect how
they are expecled to perform their duties. Failure to do so is likely to
result in fip-service being paid to such changes. By getting the staff
involved and committed from the outset and sesking inputs from them, it
is more likety that they will help the change process rather than hinder it

All organisations have their own language and management must
ensure thal they are speaking the same language when communicating
changes. It was difficult for us to define “service quality” in a police
context and as a result ihis initially led to confusion and scepticism. The
lesson we learned from this was thal management jargon should be
avoided. Where possible, use simple language that conveys the same
message and achieves fhe same effect.

From a potice perspective it is only when officers believe that they
are working for the community that they are policing, will they approach
{heir duties with a service oriented approach. To foster such an approach
it is necessary to emphasise the impartance of living up to the values and
beliefs that we share and publicly espouse to be the values of our
organisation.

The Fuiure

The Hong Kong Police have embarked upon a journey of change.
We have done so because we needed fo change the cufiure of our
organisation in order Lo provide the best possible quality of service to the
people of Hong Kong. Our goal, therefore, is to involve employees at all
levels in upholding the Force Vision of ensuring that Hong Kong remains
one of the safest and most stable societies in the world. B3
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NEW BOYS WINNING GLORY,

OLD BOYS

shows the area of cold water in
November 1998, and this can be
contrasted with the area of warm
water in Fig. 1a.
The Southern Oscillation
Closely related to El
Nifio (EN) is a phenomena
known as the Southern
Oscillation (SO), whereby
whenever pressure is high
over the equatorial Pacific,
it is low over the Indian
Ocean, and vice versa. The
strength of the Southern
Oscillation is measured by
the Southern Oscillation
Index (SOI). This index is
defined as a normalized difference of
the pressure at Darwin, Australia
subtracted from that at Tahiti.
Negative values of the SOI often
occur at the same time as El Nifio
events, and that is why El Nifio
events are also known as ENSO
events. Positive values of the SOI are
months of the year, and La Nifia associated with La Nifia events. The
conditions the rest of the year. 1973 time series of SOI values is shown in
and 1998 are such examples. Fig. b Fig. 2

during El Nifio episodes, the waters
over the equatorial western Pacific
becomes relatively cool and the
convective activity in the latter area is
reduced. It has been observed that in

Nifia, Spanish for an infant girl, is
the extreme opposite of El Nifio. It
is the anomalous intense and
prolonged cooling of the eastern and
central equatorial Pacific.

La Nifia events occur less
frequently than El Nifio events.
Recent years in which La Nifia
events have occurred were 1950,
1955-56, 1964, 1970-71, 1973-74,
1975, 1988-89, 1995 and 1998. The
last major La Nifia event was that
occurring in 1988-1989.

In some years, El Nifio
conditions prevail in the first few

El Nmo and La Nifia events have now almost hecome e

a household word. Tl ey have been blamed f

Figure 2 5-month running mean of S04 from 1970 1o the present. (After NCEP,
NOAA)

El Nifio and La Nma events are not new event

years of active El Nifio events, many
parts of Australia and Indonesia
experience abnormally dry weather.
In addition, the reversal of the
Southern Oscillation during El Nifio
episodes results in repercussions of
various intensities in other weather
systems around the globe. Many
parts of the world remote from the

Studies showed that they are natural phenomena and
have occurred from time to time in history. However,
only recently have their relationships with weather
anomalies worldwide heen recognized. These events

have caused tremendous economic losses in many parts L
Y1 Dr LAM Hung-kwan

of the world and have therefore attracted the attention 64" graduate. Director of the Hong

Kong Observaiory.

Permanent Representative of Hong
Kong, China with

World Mereorological Organizarion

of governments and the media. equatorial Pacific also experience

This article provides some haclkground information abnormal weather. The global impact

In November 1998, sea surface
temperatures over the eastern
equatorial Pacific were 1 to 2 degrees
below normal in contrast to the
conditions at the height of E
Nifio in late 1997 when the sea
surface temperatures there
were 4 to 5 degrees above
normal. Closely related to
that, November 1998’s

on El Nifio and La Nifia events, briefly explains their of El Nifio is shown schematically in

Fig. 3.

impacts both in a global and local context, as well as El Nifio event.

El Nifio events are irregular.
On average they occur once every
four years, and lasts some 12 to 18
months. Recent years in which El
Nifio events have occurred were
1951, 1953, 1957, 1965-66, 1969,
1972-1973, 1976, 1982-83, 1986-87, *

highlights some recent advances in the prediction of

El Nifig Impacts

these events.

a4 WON W

1209 100K

Figure 1a Sea surface temperature anomaies over the Pacilic Ocean in
January 1998 when EI Nifio was at its mature stage - a warm
tongue (shaded in red) extending from the west coast of Peru lo
e central Pacific. (After NCEP. NOAA)

g

El Nifio, La Nifia and the
Southern Oscillation
El Niiio Events

covered by the warm waters enlarges
and extends westwards into the
central Pacific. At the same time

Originally, the term El Nifio,
Spanish for the infant Jesus, refers to
the warm waters which appear
locally off the coasts of Ecuador and
Peru every Christmas. This warming
normally lasts no more than a few
months. However, once every now
and then the warming becomes
prolonged and intense, and the area

anomalous weather is observed in
many parts of the world. El Nifio has
now come to be associated with these
instances of exceptional warming
where the warm water may stretch
for thousands of kilometres across
the equatorial eastern Pacific. Fig.

la shows the area of warm water
during the height of the 1997-1998

1991-92, 1994, 1997-1998. The
1982-1983 event is the strongest so
far this century, and the 1997-1998
event is gauged to be at least as
strong.
La Niiia Events

While El Nifio refers to the
anomalous warming of the eastern
and central equatorial Pacific, La

| © =13 &

0 ey

Figure 10 A cold tongue (shadsd in blue) extending from the west coast of
Pery in November 1998, suggesling the development of La Nifia
conditions. (After NCEP, NDAA)

Southern Oscillation Index
(SOD) was 1.1, a
significant rise from the
low of -3.5 in early 1998.

Cornl Reels
[g Tropleal Storms Ea Marine Lile

Floods

P2 constal Erosion [F] vector-Borne Disease Dmughl

Impacts of EI
Nifho Events
As the equatorial

eastern Pacific warms

5] Bira Lite

Z4|Water-Borne Discase  E8] Forest Fires

Figure 3 Symbols indicate the types of impacts associated with ENSO
events. (Adopted from Executive Summary of nternational Forum
on Forecasling EI Nifio: Launching an International Research

Instilute, 6-8 November 1995, Washington, D.C.)



0Ln BOYS

HEW BOYS WiNHIHG GLORY.

In Hong Kong, of the 10 wettest
years on record, 6 occurred in years
in which El Nifio is active. In
particular, wet springs seem to be
associated with El Nifio activity in the
previous winter. The springs of 1983,
1992 and 1998 in particular attest to
this,

El Nifio years also tend to see
fewer tropical cyclones affecting
Hong Kong. In 1997, for example,
there were only 2 compared with the
normal of 6. Tropical cyclone season
also tends to start late in El Nifio
years. For example, no signals were
hoisted till 31 July in 1997 and til} 9
August in 1998,

Kong in La Nifia years was 7, close to
the normal of 6.

Predicting El Nifio/La Nifia
Events

If ENSO or La Nifia events can
be forecast, in particular ENSO
events, then the community can take
steps to prepare for and to mitigate
their impacts with an appropriate
response strategy. For these as well
as scientific reasons, world scientists
in recent years have devoted much
effort towards predicting the
development of ENSO events.

Several numerical prediction

For the 1997-1998 ENSO event,
most models were able to predict the
warming episode one or two seasons
ahead, but none successfully
predicted the intensity of the event.
Presently, all the models predict
either neutral or La Nifia conditions
1o prevail through early next year.

So far, none of the models
claims perfect success. Indeed,
model predictions have been known
to diverse on many occasions,
indicating that some of the causative
mechanisms are still not well
understood or represented in the
models. Prediction of ENSO events

is very much a

Impacts of La
Mifiz Events
The global climatic
anomalies associated
with La Nifia are less
pronounced and are not
simply mirror images of
those associated with El
Nifio. Scientists have

¢ bzemurate

tenUiapats

EYTUL AR )

developing
science where
numerous

opportunities of
scientific research
and development
are available in a

ey
© oau-dpan)

found that La Nifia could
be associated with the
occurrence of above-
normal rainfall in parts of
Australia, drier than normal
conditions in central equatorial
Pacific and enhanced hurricane
activity in the Atlantic. Fig. 4 shows
schematically the global impacts of
La Nifia events.

For Hong Kong, the local
climatic impacts associated with La
Nifia were also not pronounced. Of
the 10 wettest years in Hong Kong
since 1947 only 3 occurred in La
Nifia years. Also, amongst the 10
driest years over the same period,
only 2 happened in La Nifia years.
The average annual number of
tropical cyclones affecting Hong

Boutder, Colorado, USA)

models are now in use. They include
statistical as well as coupled ocean-
atmosphere models. These models
make use of known scientific
relationships, observed empirical
formulae, and the many types of
meteorological and oceanographic
data collected over the global
atmosphere and ocean. In particular,
the coupled models also use the
‘ensemble’ technique in which a
model is run many times, each run
starting with slightly different initial
conditions. The results from the
individual runs are then averaged to
give the final forecast.

RS number of
; e e scientific
- eadLraly -
SR Bt LA disciplines. Under
Iant) Frne .
the auspices of the
Figure 4 Impacts of La Nifia events. in the map, {0)=Year of £a Nifia Gnset and (+)=Year Following World
La Nina Onset. (Adopted trom the Summary Report for Workshop on - * Review of the or
Causes and Consequences of Cold Events: A La Nifia Summil' held on 15-17 July 1998, Meteorological

Organization, an
international effort has been mounted
to work on this problem and many
countries have committed huge
resources to this end in the years to
come.

With the better understanding of
the science and continued refinement
of prediction models, combined with
increasingly abundant data from
observational platforms such as buoys
and satellites, and significant
advances in computing hardware,
accurate predictions of ENSO events
are within the reach of mankind.
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Mr Bill Clintan
His Excellency the Prasident
of the United States of America

Hong Kong

Your Excellency,

From the desk of

iy Eornisny

In order to commemorate your historical visit to China and
promate cultural exchange at the same time, | have written the
following article which can help chess players understand Chinese
chess virtually readily and effortlessly.

“See Haw to Play Chinese Chess Instantlyl“

44/F Office Tower
Convention Plaza

Hong Kong

2 July 1998

the playful way,

Your respectfully,

Sunny Leung
Vice Chairman

— {detailed underneath)

I am confident that the above serves ta provide a shortcut to
understanding and appreciating something more about Chinese culture,

Hang Kong {Overseas) Literators and Artists Association

July 28, 1938

Mr. Sunny L
447 Offico Towes
Convention Plaza
1 Harbour Road
Wanchai, Hong K

Dear Mr. Leung:

1 of you to

THE WHITE HOUSE
WASHINGTGR

PEOPLE'S REPUHLIC OF CHINA

Thank you very much for the interesting
article you wrote on Chinese chess. It was

my visit by

welcome I received.

Sincezely,

promoting cultural exchange. My trip to China
was very enjoyable, and 1 appreciate the warm

You have my best wishes.

Pin Qoo
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“See How to Play Chinese Chess Instantly!”

An Identical Endgame !

“Universally Applicable” Endgame :

D (as above)

Displayed above seems like any ordinary chess endgame
which can be won as follows :

(A) White to move

I b6-b7+
Bced a6

2 Ra4d:ab+
Qe7-d6+

3 Ra6:de+
Ke6-e7

4 Ne3-fSx

(B) Black to move
I Rb2-bix

<Symbols>

L= capture
+ = check
x = checkmate

If the same algebraic notation is used for Chinese
chess and the corresponding chess pieces are placed
on the relevant intersections as follows :

Chinese
loguhcr with self-explanatory icons so that
they can be recognized easily.

{ The Chinese chess pxeces on the left are
b:

(as above)

then the solutions (A) & (B) as shown above for the
“Universally Appllcable endgame can also be applied to its
Chinese version, except Qe7 d6+ under (A)2 should be
changed to Ge7-d6 (G=Guard).

The international and Chinese versions of solution (A) are
apparently identical as follows :

abcdef a bcdefg

H W 7
e :
¢ . 5

W & th O~

5 :

In solution (A), 6 types of chess pieces can take turn to move
at least once within 7 moves. This unique endgame was
contrived to illustrate there are a lot of sumlamles between
chess and Chinese chess as compared on the right.

Brief Comparison between Chess & Chinese Chess

Chess

Chinese Chess

Chess

Chinese Chess

Rook: “free 1o move”
(i.e. moves as far as it likes
provided nothing blocks
its passage) vertically or
horizontally.

Rook: also “free to move”

. vertically or horizontally.

{Castling which is a unique
feature in chess is not applicable
to Chinese chess.}

Bishop: “free to move”
diagonally.

Bishop: moves two squares
diagonally in its own camp
(staying behind the river for
protecting the country), and
cannot jump over any obstacle
in its passage.

Queen: combines the

power of Rook and Bishop

- i.e. “free to move” vertically,
horizontally or diagonally.

. Guard: imoves One square

dmgona]ly in the palace (t—‘])
(The Queen also could only:
mOVe one square dmgonally at
a time in the middle’'ages.}

King: moves in any direction
like the Queen, but only one
square at a time.

King: moves one square
vertically or horizontally in thé
The Kings (being
enemies) never face each other
on the same vertical line
without any intervening piece.

Knight: moves, in a semi-Y
path, one square vertically or
horizontally and then one square
diagonally. It can jump over any

“-piece in its passage.

Knight: also moves, in a semi-Y
path, one square vertically or
horizontally and then one square
diagonally; but it cannot jump

“over any obstacle in its passage.

Pawn: never moves backward.
It moves one square vertically
forward, but captures one square
diagonally forward. Other
characteristics like option on the
first move, promotion on reaching
the last rank and capture

‘en passant’; are unique:

: There are only 6 types
of chess pieces as
-mentioned above

The Cannon is a unique
Chinese chess piece.

Pawn: is also required to never
move backward (like a brave
soldier). It moves one sguare
vertically forward, and is given
the other'option 6f moving one
square sideways after crossing
the-river.

Cannon: “free to move”
vertically or horizontally

like the Rook, but jumps over
any one piece in capturing an
opponent’s piece (as if a cannon
ball being fired on a mount
destroys the opponent upon
landing).

The game can be won by
checkmate.

The game can be won by
checkmate or stalemate.

:
i
i
i
i
i
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