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This Command College Independent Study Project is 
a FUTURES study of a particular emerging issue in 
law enforcement. Its purpos<t) is NOT to predict the 
future, but rather to project a number of possible 
scenarios for strategic planning consideration. 

Defining the future differs from analyzing the past 
because the future has not yet happened. In this 
project, useful alternatives have been formulated 
systematically so that the planner can respond to a 
range of possible future environments • 

Managing the future means influencing the future·· 
creating it, constraining it, adapting to it. A futures 
study poin t5 the way. 

The views and conclusions expressed in this Com­
mand College project are those of the author and are 
not necessarily those of the Commission on Peace 
Officer Standards and Training (POSTl . 

Copyright 1992 
California Commission on Peace Officer 
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WHAT WILL BE THE STATUS OF COOPERATIVE TRAINING AMONG MID­
SIZED AND SMALL LAW ENFORCEMENT AGENCIES BY THE YEAR 2001? 

BY 

TORIN G. FISCHER 

Executive summary 

SECTION ONE- INTRODUCTION 

The training demands for law enforcement in California have con­
tinued to increase over the years. This combined with budget 
constraints as a result of Propositions 13 and 4 will force law 
enforcement to consider alternatives to current training 
practices for the delivery of state mandated training. 

This section provides a brief historical review of how state 
mandated training has been provided in small and mid-sized 
agencies and why training demands have increased . 

SECTION TWO- A FUTURES STUDY 

A review of the literature related to training supports the 
assumption that training demands will continue to increase. 
The study examines what types of programs may be required to 
ensure that law enforcement is able to meet the demand of chang­
ing training during fiscal restraints, by the year 2001. 

The research includes a literature review and selected personal 
interviews. Trends and events which were felt to influence the 
future of training were developed as an aid to focus the direc­
tion meeting the needs into the year 2001. 

Based upon evaluation by the Nominal Group Technique (NGT) Panel 
the following five trends: 1) Training demands continue to 
change; 2) Municipal budgets continue to change; 3) Changes in 
POST salary reimbursement; 4) Quality of training changing at a 
faster level in agencies with less resources; and 5) changes in 
community expectations were forecasted for the next five and ten 
years. The panel also identified and forecast five events: 1) 
Increase in Advanced Officer training hours; 2) Training budgets 
reduced by 20%; 3) POST salary reimbursement ends; 4) Small Bay 
Area agency unable to meet mandated training requirement; and 5) 
Gay/Lesbian community demand sensitivity training. All of these 
events are opined to have a strong likelihood of occurrence in 
the next ten years. 



SECTION THREE- STRATEGIC MANAGEMENT 

The Palo Alto Police Department was selected by the author to be 
studied as a model for the strategic planning process. A situa­
tion analysis identified the organizations capability to change. 
A list of stakeholder and issue related assumptions were devel­
oped, which lead to generating a list of alternative policies by 
using the Modified Policy Delphi process. This resulted in the 
recommendation to implement a cooperative training effort among 
jurisdictions for delivery of state mandated training. A 
negotiating strategy was also discussed to assist in the 
implementation of the chosen policy. 

SECTION FOUR- TRANSITION MANAGEMENT 

The transition management plan began by identifying the critical 
mass and the commitment level of those critical mass members. 

A transition management team, headed by one member of a committee 
comprised of a representative from each participating agency is 
recommended for the transition from the present state to a 
desired future state. A vision statement, input from all level 
of the organization and team building are a few of techniques 
that were offered as tools to manage the process of change. 

SECTION FIVE- CONCLUSIONS, RECOMMENDATIONS, 
AND FUTURE IMPLICATIONS 

Law enforcement, as one of many municipal services will be looked 
upon to meet greater demands with less resources. It is this 
authors conclusion that cooperative training efforts with 
contiguous jurisdiction, having similar standards of service 
delivery will assist in meeting future demands for increased 
training requirements under projected restricted budgets. 
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• INTRODUCTION 

In the last 25 years there has been a sUbstantial increase 

in requirement for both the quantity and quality of police train­

ing. The four primary reasons for these increases are: 1) stat­

utory mandates, 2) civil liability, 3) an attempt by the law 

enforcement community to increase its level of professionalism, 

and 4) the training of non-sworn members of police agencies. The 

reasons for this increase will be discussed below. 

In the 1985-1986 term of the U.S. Supreme Court, 50 criminal 

opinions were issued, 12 of which related to civil rights. The 

fact that almost one-quarter of these opinions, when combined 

• with relevant state and local enactme:nts, has established the 

need for increased training for officers who enforce these stat­

utes or who are affected by them in their work. 

• 

civil liability suits are becoming more prevalent in the 

increasingly litigations society in which we. live. The agency 

also has a responsibility to individual officers to provide them 

with the necessary information to do their job as effectively and 

efficiently as possible while reducing their exposure to poten­

tial liability to a minimum. Administrators have a responsibili­

ty to make every reasonable effort to prevent these suits, and, 

if this is to be done, both administrators and patrol personnel 

must be provided with additional training, according to Gerald 

Konkler's article in the November 1988 issue of FBI Law 
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Enforcement Bulletin. Whereas training will not necessarily 

guarantee a reduction in civil suits in an of itself, it at least 

provides the individual officer and administrator with the 

information necessary to avoid exposure to suit. 

Increasing the level of professionalism in law enforcement 

is another reason for the expansion of police training. citizens 

have the right to be provided with the best possible law enforce-

ment available and to equal protection under the law. To do 

this, it is imperative to have officers who possess the highest 

possible qualifications and to provide for their continued pro­

fessional development both with respect to police technology and 

with respect to both social and legal developments in their state 

and nation. 

• 

The training of non-sworn members of police agencies is the • 

most recent trend to impact the police training budget. In the 

1950s and before this was not an issue since a majority of mem­

bers of police agencies were sworn officers. However, in the 

late 60s and early 70s, there arose a need for greater efficien-

cy, allowing more time for sworn personnel to investigate crimes, 

and positions such as dispatcher, parking enforcement and records 

personnel were reclassified from sworn to non-sworn. At that 

time, however, there were no standardized training programs 

available for these newly-hired personnel. Any training that was 

provided \I[as left up to the individual agency, which meant there 

was little if any standardization, resulting in inadequately 

trained employees and inconsistent service to the public. Re-

2 • 



• cently, in an effort to reduce potential liabilit.y associated 

with the use of technology and to increase the quality of ser-

vice, there has been an increase in the training provided to non-

sworn members of law enforcement. 

The above makes it plain that, in a number of different 

areas, training mandated by the Commission on Police Officers 

standards and Training (POST) has been on the increase over the 

past five to ten years. In an interview with an area (POST) rep­

resentative (Appendix B), he indicated that such training will 

continue to increase over the next five years. He said they are 

already providing training standards for non-sworn members of 

police agencies. currently they a.re involved in developing stan­

dards for the training of dispatch (primarily non-sworn) person-

• nel in California law enforcement agencies. 

• 

propositions 13 and 4 passed by California voters have re-

duced the funding support to municipalities. There has not been a 

corresponding reduction in demands however. 

Although, as the above indicates, there has been an increase 

in the demands made for training of law enforcement personnel, 

law enforcement budgets in general have remained constant over 

the past several years or have only been increased to accommodate 

employee salary increases. In some municipalities and counties, 

the budgets are actu~lly decreasing. 

with most small and mid-sized agencies trying to accommodate 

mandated training in-house (wi thin the agency) you can quickly 

see how much duplication must occur. Let's look at just one 
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agency of 90 sworn officers working three shifts. To guarantee 

each officer is trained on any issue, the same training class 

must be repeated at lea.st three times. It is still extremely 

unlikely that by repeating this one class only three times all 

personnel would be able to attend. When you consider just a few 

of the possible problems such as days off, illness and court 

appearances this quickly illustrates the amount of duplication 

involved. 

The challenge of the decade ahead is to enable law enforce­

ment to do more with less, to increase or training levels through . 
paying careful attention to the efficiency with which training is 

delivered. 

currently, each POST-certified agency is mandated to provide 

• 

annually certain types of training to sworn members. Examples of • 

this training are CPR, first aid, firearms, cultural diversity 

and advanced officer semina-rs. Each agency usually hosts the 

training for its own members. Considering there are over three 

hundred agencies in the state and each agency would have to con-

duct a minimum of two training sessions on each topic, it. would 

be necessary to conduct 600 separate training sessions across the 

state for each topic mandated. 

Across California, 60 per cent of all law enforcement agen-

cies contain less than 50 personnel. Since, for many of these 

personnel, certain aspects of training may be irrelevant, in some 

small to mid-sized agencies there may be few participants avail-

able for each training session. This would appear to be an inef- • 4 



• ficient use of training funds . 

Over the last ten years there have been informal efforts by 

agencies to work together on situations that are mutually benefi­

cial. An article published in the June 1989 issue of Law and 

Order magazine states that, "small agencies can cooperate with 

one another in four specific areas: personnel, equipment, facil­

ities and expertise." There has as yet been no concerted effort 

to study the concept of cooperation as it relates to training. 

This document was designed to study and recommend an alternative 

method by which state-mandated training can be provided at the 

local level in medium size, or smaller (150 officers or less) law 

enfoT-cement agencies by the year 2000. Whereas regional training 

centers exist that provide state-mandated training, the distance 

• between the agency and the regional training center frequently 

renders making use of those centers inconvenient because of lost 

time on the job of the officers involved and the transportation 

• 

expense. 

It seems reasonable to sU0gest that cooperative efforts 

between mid-size agencies in t:he same geographical area with 

similar service levels may offer one alternative. A solution of 

this nature has been discussed in professional journals since 

1971, being commonly referred to as regionalization. For exam-

pIe, in an editorial in the 1971 issue of Police Chief magazine, 

then Chief John R. Shryock, President of International Associa-

tion of Chief's of Police (IACP) wrote, "Smaller departments have 

found it necessary to identify methods of overcoming some of the 

5 



disadvantages inherent in their size. One method that is fast 

becoming commonplace is the regionalization of police services. 

Regionalization, or in different terms, function cooperation or 

the pooling of services, can provide smaller departments with the 

resources that are far beyond the limits of their own budgets and 

resources." 

This paper will be focused on a model plan to create a more 

efficient method through which law enforcement organizations 

will be able in the future to provide POST-mandated training to 

their police employees. Specifically, the research will be de-

signed to identify and describe methods of accomplishing the goal 

in mid-size agencies, those agencies who lack the budget flexi­

bility enjoyed by larger agencies. 

DEFINITIONS 

Cooperation 

As used in this paper, the term cooperation refers to gener­

al, non-institutionalized cooperative efforts between law en­

forcement agencies. Cooperation generally occurs over a short 

period of time and is generally restricted to specific problems 

that a given agency cannot conveniently solve by itself. Cooper­

ation may occur, for example, if a small agency in a college or 

university town has to request assistance from surrounding agen­

cies to quell a disturbance that has gotten out of hand. 
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• cooperative Training 

As suggested in this paper, cooperative training involves an 

institutionalized agreement between agencies, probably with con­

tiguous borders, to meet state-mandated training demands. The 

arrangement will be formal, with a standing committee consisting 

of representatives from each agency involved and a budget to 

which each agency contributes a prearranged amount each fiscal 

year. 

Regionalization 

Regionalization is essentially the same as cooperation, but 

generally encompasses a larger geographic area. Cooperation is 

generally restricted to agencies with contiguous borders; 

regionalization may involve law enforcement agencies 50 to 100 

• miles distant from the problem at hand. As with cooperation, 

however, regionalization is not institutionalized, and is re­

stricted to a given specific problem. Regionalization, for exam­

ple, is used in the control of drug traffic that may originate 

many miles from the geographic area for which a given agency is 

• 

responsible. 

SCANNING 

The scanning process for this study consisted of a litera-

ture review, interviews and the personal knowledge and experience 

of the investigator. The combined data was used in the introduc­

tion and futures portion of this study. The bibliography of 

literature reviewed will be found in Appendix A, and organiza-

7 



tional representatives interviewed can be located in Appendix c . 

Summary of Literature Review 

Attention has been focused on the need to do more with less 

for years. However, it seems that written material on coopera-

ti ve ventures between agencies became more prevalent about the 

time California voters passed Proposition 13 in 1978. To obtain 

a sUbstantial data base, literature was 

headings: Cooperation, Training and Budgets. 

compiled under three 

The POST library in 

Sacramento provide a long list of reading material under each 

heading. written material could also be found in newspapers such 

as USA Today, San Jose Mercury, Los Angles Time and the western 

city. 

Cooper~tion. The literature shows that the idea of coopera-

• 

tion has been discussed in law enforcement journals since the • 

1970 I s, but has been restricted to areas of enforcement where 

cooperation is mu.tually beneficial to all participants in situa-

tions where resources were complementary across agencies. For 

the purpose of this study complementary is defined as something 

which "mutually supplies each others lack". 

currently, there seems to be very little opposition to coop-

eration among small and mid-size police agencies in areas that do 

not infringe upon the philosophical standards of an organization. 

Differences in areas such as regulations regarding the use of 

dea.dly force and driving, for instance, may not lend themselves 

to easily-reached agreements on standards. This could impede the 

cooperative spirit unless care was taken in the negotiations . 
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• Training. In the past 25 years both the quality and quanti­

ty of law enforcement instruction has increased, much to the 

benefit of the profession. 

Budgets. The percent of funding available for the training 

had not kept pace with the demand referred to above. According 

to Dr. Paul H. Johnson, in an article written in the October 1983 

issue of The Police Chief, "budget austerity is no longer a 

matter of speculation and contingency, it has arrived full-blown. 

All agencies are feeling the effects of fiscal constraints." 

Summary of Interviews 

There were two types of interviews conducted for this study. 

The first was a interview with a POST consultant. The questions 

• asked in this structured interview will be found in Appendix (B). 

• 

The pos'r consultant offered the opinion that training demands 

will continue to increase but that reimbursement by the state to 

agencies for training will decrease. He stated further that POST 

reimbursement has been under scrutiny, and recently there have 

been some serious questions asked by state legislators about 

whether salary reimbursement will continue. The reimbursement 

discussed here is the money in POST's budget allocated to reim-

bursing agencies for any combination of the following: tuition, 

travel, lodging or salary of employees who attend POST-certified 

training. 

The second structured interview was done on the telephone by 

contacting eight training manage~s in Bay Area police agencies . 

9 



The size of the agencies contacted ranged from a high of 190 

sworn personnel to a low of about 20 sworn. See Appendix (C) for 

complete listing of agency contacted, 'and questions asked. The 

questions were designed to obtain information about how training 

managers in a representative sample felt about the idea of coop­

erative training in the future. 

The results of the interviews indicated that the smaller the 

agency, the greater the recognition of the need to seek alterna-

tives on how to conduct training. Eight agencies were contacted. 

Seven agency representatives said their budgets had not in recent 

years kept pace with the demand for mandated training. Four of 

the seven representatives felt that in five years they would not 

be able to conduct training as they currently do today. The re-

• 

maining three felt they would be able to continue current train- • 

ing methods for five to seven years. 

wi th regard to cooperative training efforts, seven of the 

eight agency representatives liked the concept of cooperation, 

though they were not able to commit their agency to a position on 

the issue. The one agency representative that expressed no in­

terest was from a public safety organization (police/fire combi­

nation). That individual stated that their training coordinator 

would feel that insufficient benefit would be realized for them 

to consider this type of change in the future. 

Summary 

The above data, both bibliographic and interview, indicate 

10 • 
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• 

that a serious situation has developed regarding training re­

quirements in California. At a time when police budgets are, and 

have been for a decade or more, under heavy pressure statewide, 

small and mid-size agencies are in particular difficulty because 

they lack the financial flexibility of larger agencies, training 

requirements are on the increase. This pattern is likely to in­

crease in the next ten years. 

It seems reasonable to suggest that, for these smaller agencies, 

a cooperative model of training be developed so that these mid­

size agencies can maintain and increase the level of profession­

alism among their personnel. This is the subject of the current 

study . 

11 
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SECTION I 

A FUTURE STUDY 

WHAT WILL BE THE STATUS OF COOPERATIVE TRAINING AMONG MID­

SIZE AND SMALL LAW ENFORCEMENT AGENCIES BY THE YEAR 20017 



• OBJECTIVE I 

ISSUE STATEMENT 

In order to offer a solution to the problem outlined in the 

Introduction and defined briefly in the summary to that section, 

the following issue was selected for this study: 

What will be the status of cooperative training among 
mid-size and small law enforcement agencies by the year 
2001? 

In essence, for the purposes of this study, the issue has to 

do with whether, by the year 2001, cooperative training will be a 

viable alternative to today's methods of state-mandated in-ser-

vice training. Will the status of the issue be such that it will 

• be possible to save money through interagency cooperation on in­

struction? 

• 

To help focus on the issue, a group of upper management law 

enforcement officials who were Command College students in Class 

13 were assembled and provided with the above issue. They were 

asked to participate in brainstorming sessions to identify sub-

issues embedded in the issue statement. At the conclusion of a 

two-hour session, the following three sub-issues were selected by 

consensus as being critical to the conduct of the study. They 

involv~ POST standards, the assistance provided to small to mid-

size law enforcement agencies, and the potential difficulty of 

different org~nizational standards across the" agencies involved . 

12 



1. How will mid-size to small law enforcement agencies 
deal with the impact of POST standards through coopera­
tive training efforts? 

2. How will cooperative training efforts assist small 
to mid-size law enforcement agencies in responding 
to municipal fiscal constraints? 

3. How will different organizational standards impact 
cooperative training effcrts in small to mid-size law 
enforcement agencies? 

Nominal Group Technique 

Panelists representing a cross section of training disci­

plines were asked to participate in a Nominal Group 'rechnique 

process to identify and rank order significant trends and events 

revelant to the issue ~~estion. The group selected consisted of 

• 

s't'lorn and non-sworn incli viduals and contained two lieutenants, a • 

personnel manager, a training manager, a PhD-level psychologist 

acting as a training specialist, a deputy police chief and a 

pol ice captain. A list of the group members identified by law 

enforcement agency will be found in Appendix D. 

with the exception of the two police lieutenants, all par­

ticipants were from different departments or agencies. The per­

sonnel manager and the training manager were from the private 

sector, each with over ten years of experience in their respec-

tive fields. The training specialist was a private consultant. 

At the first meeting, the panel identified trends and events 

related to cooperative training efforts that 'were likely to 

emerge in the next eight to ten years. The complete 1 ist of 
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trends and events will be found in Appendixes (E and F). After 

two rounds of discussion and distillation, the five most impor­

tant trends and events were identified. 

TRENDS 

The five trends were selected based upon their impact on the 

issue of cooperative training efforts, sphere of influence over 

local policy and their importance related to forecasting. They 

are as follows: 

1) Change in level of training demands 

2) Change in level of municipal budgets 

3) Change in level of POST salary reimbursement 

4) Change in small agency ability to provide training with 
less resources 

5) Change in level community expectations of law enforcement 

The panel, using their own experience and expertise, were 

asked to forecast trend levels. with today's value (present) 

established at "100," the panel was asked to forecast the trend 

five years ago, five years into the future and ten years into the 

future. Nominal and normative estimates for both future fore-

casts were also recorded. Table one illustrates the trend fore-

cast results using the panel median values . 

14 



TABLE 1 
"mEND !fTATfIotENT 

Lev.1 of th. trend (Ioday • 100) 
Trend S ..... m.nt 

5 yr. ago Today 5V~flllm now 10 yra ftom now 

Change In lev.1 oHr!llnlng required lOll 100 140/150 185/165 

Change In I.vel of municipal bUdg~ta 55 100 155/120 175/135 

Change In level of POlt .alery r.lmburs.ment 50 100 130/80 170/100 

Chlnge In email agency ability to provide required 
trlllning with Ie .. resource. 30 100 150/100 180/100 

Chango In lev,,1 of commllnlty expectation. of law 55 100 145/145 165/165 
enforcem.nt 

Will De/should be 

EVALUATION OF TREND DATA 

Trend One - Change in level of training demands. 

The forecast group felt that this trend is one of the three 

most important trends impacting the topic of cooperative traini-

ng. They felt that there has been an increase in state-mandated 

training over the last ten years. They related this to private 

interest concerns, court decisions and law suits which have been 

brought against both individuals and agencies. It was of inter-

est that the group felt it as important to protect the employee 

as well as the organization and that protection would be provided 

in part by training. The group felt if indivi'.lual employees were 

not protected, a possible consequence would be less people apply-

ing for law enforcement positions. 

Trend Two - Change in level of municipal budgets. 

The forecast group felt this trend was the second most impo­

rtant trend driving the need to explore alternatives to current 

training methods. Municipal budgets have continued to decrease 

15 
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• since the passage of Proposition 13 in 1978. This, combined with 

decreasing state and municipal revenues over the last two years, 

has greatly impacted municipal budgets. 

Recently adopted legislative changes have allowed additional 

costs to be passed on to municipal i ties. An example of this 

would be the recent le0islative change which allows counties to 

charge cities for booking prisoners at county jails. Fe;es such 

as these have caused great concern among police chiefs and city 

managers. The concern is not in just meeting the cost of booking 

fees t but what appears to be a tre'nd of shifting cost to user ag-

encies. 

Trend Three - Changes in levels of POST salary reimbursements •. 

The forecast group felt that with recent state budget prob­

~ lems which mirror the federal budget situation, the salary reim­

bursement will be in jeopardy. One of the benefits POST has been 

able to provide to organizations participating in POST-sponsored 

• 

training is reimbursement. The reimbursement varies from 

tuition, salary, travel and per diem to various combinations. 

salary reimbursement is most attractive to agencies and has been 

reduced consistently over the last ten years. Most recently, 

'there have been serious questions directed at POST regarding the 

necessity of continuing the salary reimbursement. If this cur-

rent 

pattern continues, it is most likely that POST will be unable to 

continue to provide reimbursement for salary associated with man­

dated training . 
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Trend Four - Change in ability of small agencies to provide 

training with less resources. 

The forecast group felt that as the budget crisis continues, 

smaller agencies with less available resources will be impacted 

the hardest. Mid-size and larger agencies will also feel the im­

pact; however, due to their size, they have the flexibility to 

reduce services in other areas. They can obtain the time to 

search for alternatives before having to cut more critical areas 

such as mandated training. 

This creates a problem which begins to erode the effective­

ness of state-mandated training programs. If agencies with less 

opportunities to be creative can no longer provide state-mandated 

training, the concept of standardiz,ed training will begin to 

diminish. 

Trend Five - Change in level of community expectations of law 

enforcement. 

The forecast group felt that over the last five to ten 

years, 

community expectations of local police agencies have continued to 

increase. Issues such as the homeless concerns, senior issues 

and cultural diversity have required police agencies to train of­

ficers to deal with situations that are new and ever-changing. 

The issue of "change" is also an area in which much effort has 

been spent training officers to understand how it affects their 

performance. 
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EVALUATION OF EVENT DATA 

The NGT panel was asked to generate a list of events they 

felt would have an impact on the issue question. The group de-

veloped a list of ten events, distilling the list to five, based 

on probability of occurring. Table 2 illustrates the panel medi­

ans for the forecasted events. 

TABLE 2 

E\lEJfT'STATEMENT 

Impact on 
laaul 
area It 

Veanl event 
uII11I probability occurred 
flnlt 

exceed, 
Event Statem.nt zero +5yra +10Ynl Pos Neg 

Post mandate. Incr .... In advanced olllc.r training from 24 10 40 4 35 .0 7 3 
hours peryur 

Training bUdget reduced by 20% 3 70 55 g 1 

Post salary relmbunlament enda • 0 i5 5 5 

Small BIlY Area agency unable to meet all state mandated \raining de. 2 45 80 • 2 
mand, 

Gay/leablan community pr.a,ured 16adalo mandated s.nsltlvlty traIn- 3 55 90 10 0 
Ing 

Event One - Post mandates increase in advanced officer training 

from 24 to 40 hours per year 

The panel forecast a 35 percent of the probability of occur-

rence within the next four years, increasing to an 80 percent 

probability in ten years. The event was viewed as positive with 

respect to increasing the profession status of law enforcement. 

However, the monetary implication would require that training be 

delivered differently than it is today_ 

Event Two - Training budgets reduced by 20 percent. 

The reduction of law enforcement training budgets by 20 per-
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cent was forecast as having a high probability in the next five 

years. The panel felt this event had a 70 percent probability of 

occurrence in the next five years and a 95 percent probability of 

occurrence in the next 10 years. The panel saw this event as 

negative t,o law enforcement. They fel t it would lead to law 

enforcement falling behind meeting the changing 

demands. 

Event Three - POST Salary Reimbursement Ends. 

The panel felt this would have a significant impact on tr­

aining budgets and was a great concern. The panel felt this was 

likely to occur in the next five years, but had an 85 percent 

chance of occurring in the next 10 years. The event was seen as 

having an extreme negative impact on police training but a 

• 

positive impact as far as motivating agencies to seek alter- • 

natives to training methods of today. As of this writing, this 

event is already in process, though the effective date is not yet 

known. 

Event Four Small Bay Area agency unable to meet mandated 

training requirements. 

There was a fair amount of discussion surrounding this 

event. The panel felt the impact of this was clearly negative, 

but what was of greater concern was the question, "will this 

event become a trend, and if so, what are the implications?" In 

other words, they felt that this single event might prove to be 

the trigger that set off a series of similar events. 

One panelist said this measure alone could be deceiving and 
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• must be looked at closely. He said that before any decisions can 

be made based on this piece of information, it is important to 

have a clear understanding as to why the requirements cannot be 

met. It is to easy to assume, given the state of the economy 

that the training could not be met due to lack of funding. Eco­

nomic conditions can change, which might well render the matter 

moot, though this is not likely. For the last several years, 

economic conditions have tended to favor large organizations both 

in business and in government because of the greater financial 

flexibility they possess. 

There may, however, be another explanation. There was clear 

agreement that if this event does become a trend, it could signal 

the erosion of standardized training as it is conducted today. 

• The panel saw the event as having a 45 percent likelihood of oc­

curring in the next five years and a 80 percent chance of occur­

ring in ten years. 

• 

EVent Five - Gay/Lesbian community pressure leads to mandated 

sensitivity training. 

The panel saw this as indicative of the times in that it is 

a clear message to law enforcement that times are changing and 

people are changing. As people and times change, they expect law 

enforcement to change with the times. Unfortunately, this has 

not always been the case. The panel felt this was a positive 

change. They forecast only a 55 percent chance of this occurring 

in the next five years but felt it had a 90 percent chance of oc­

curring in the next 10 years. 



CROSS IMPACT ANALYSIS • 
The purpose of the cross-impact analysis is to evaluate the 

impact each forecast event has upon other forecast events and up-

on the forecast trends. The impact is recorded as a plus or minus 

variation of the forecast. The cross-impact analysis chart is 

depicted in Table 3. 

TABLE 3 

CROSS'MPACT 

Impacted Event. Impacted Trends 
Impacting Events 

E·t E·2 E·3 E-4 E·II T·l T·2 T·3 T-4 T·5 Actor. 

Advanced training course Increa ... 
Irom 24 to 40 hrs per year XX 0 0 ·111 ·30 40 ·50 ·50 0 20 8 

Tr.lnlng budget reduced by 20% 
·30 XX ·84 -45 ·55 ·35 0 0 ·20 ·35 7 

Post salary reimbursement end. 
·35 -45 XX ·20 0 ·30 -40 0 ·35 ·25 7 

Small Bay Area agency can't meet all • mandated requirements 0 0 0 XX 0 0 0 0 ·05 0 1 

Gay/lublin community demand Ian· 
sillvlty lralnlng 5 0 0 ·35 XX to .05 0 0 5 5 

Reactors: 3 1 1 4 2 3 3 1 3 4 

Evenl on Evenl and I:vent on I rena: Percentage change ( + or· ) 
Legend of Trends 

1) Change In level of training required 
2) Change In level 01 municipal budget. 
3) Change In level 01 POST salary reimbursement 
4) Chlnge In amall agency ability to provide required training with leas resources 
5) Change In level of communltf expectation 01 law enforcoment 

The cross-impact analysis identified all but E-4 as 

significant actors. However for the purpose of policy 

consideration, attention will be directed to E-2 and E-3. The 

reactors don't seem to have the same significant impact as do the 

actors, however the most significant were E-4 and T-S. 
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• FUTURE SCENARIOS 

The following scenarios consist of research papers, called 

Occasional Papers, published by POST from time to time and dis­

seminated to police managers in all POST-affiliated agencies and 

used for policy considerations. Each scenario is from a differ-

ent imaginary Occasional Paper, though all bear the same date. 

Scenario No. 1 Nominal 

POST Occasional Report No. 47, Dece.mber, 1999 

The following is a report on the use of mandated training 

over the past ten years when compared with the ten years previous 

(1980-1989) . Though the previous period was affected by both 

• Proposition 13 limiting real estate taxes and Proposition 4 lim­

iting municipal spending, funds were still available both at 

• 

state and municipal levels for the conduct of regular training 

for l~w enforcement personnel. 

In the past ten.years, however, the situation has changed 

radically. This decade has seen a gradual reduction in police 

budgets with a concomitant increase in demands for police 

services. This situation has left many mid-size and small agen­

cies without the financial flexibility necessary to maintain a 

high level of training. 

Many of these agencies, indeed, have depended too heavily on 

POST reimbursement funds to provide training since they had no 

spare funds of their own. Training, therefore, has been reduced 
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to that required by state law. The pro-active approach to train­

ing prevalent in the 1980s has ceased to exist. 

On close inspection, it appears that the current level of 

training is at a minimal acceptable level for two reasons. 

First, time and resources allocated to training have been reduced 

to that supported by state reimbursement. If there are no funds 

for reimbursement and the training is not required by state law, 

the training does not take place. This leads to the second rea-

son for reduction in training. 

since the training has been reduced to state-mandated train-

ing, there is no effort put forth by the individual employee to 

seek training opportunities for professional self-improvement. 

Monies associated with individual incentives for employee devel-

• 

opment having dried up, employees have lost motivation to engage • 

in additional study. This has created a situation where the or-

ganization is in a position where it can only provide the legally 

required training, and the employee is in a position where no 

funds are available even if he/she were willing to take advantage 

of available training opportunities. The POST research depart-

ment has learned that this situation has begun to affect employee 

morale in many mid-size and small agencies across the state. 

The reduction in training has created a situation where law 

enforcement is no longer regarded as the service providers of the 

1980s and early 1990s. Law enforcement has regressed to the 

19705, a time when pOlicing was mainly reactive. The POST 

accomplishments of the 19805 are a thing of the past. 
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• At the same time, as indicated above, communities have been 

placing additional pressure on law enforcement agencies during 

this decade since the local police department or sheriff's 

department. is the only 24-hour service available. Lack of train-

ing has left local, especially mid-size and smaller agencies, 

ill-prepared to handle the demands being placed upon them. This 

is a grave concern as California law enforcement enters the 21st 

century. 

POST Research Consultant II 

Scenario No. 2 Exploratory (Nominal) 

POST Occasional Report No. 47, December, 1999 

• The following is a report on the use of mandated training over 

the past ten years when compared with the ten years previous 

(1980-1989). Though the previous period was affected by both 

Proposition 13 limiting real estate taxes and Proposition 4 lim­

i ting municipal spending, funds were still available both at 

state and municipal levels for the conduct of regular training 

• 

for law enforcement personnel. 

Training in law enforcement agencies has undergone signifi­

cant change in the past ten years. Due to lack of funding, 

training across the state, especially in small and mid-size agen-

cies, has been reduced to that requi~ed by law. Since legal re­

quirements largely involved police technology, much of the train-

ing no longer provided involved areas concerned with sensitivity 
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and changing social conditions. As a result, law enforcement ag­

encies and their personnel at all levels hav'e lost contact with 

the citizens they are hired to serve and who pay their salaries, 

however poorly. street officers and their supervisors, due to 

this lack of continued training, do not understand how different 

cultures view police services. This situation is especially se­

rious in view of the sUbstantial increase in the minority popula-

tion - Asian, Black and Hispanic - that have come to dominate 

many communities previously Caucasian. Police in many com-

munities are now seen as complicating existing problems because 

they are not viewed as service providers but as enemies. This 

has led to major tension between the police and, for example, 

both Asian and Hispanic members of many communities. 

c' 

• 

A review of the events of the past ten years makes clear the ~ 

path traveled that resulted in the separation of police and com­

munity members. It began in the early 1990s with massive state 

expenditures combined with the difficulties of the recession of 

1991-2, prompting the state to reduce aid to local government. 

This reduction in aid transferred the burden to the local level. 

cities, unable to operate at a deficit, had to ~educe levels of 

service provided. At the same time; grass roots organizations 

such as La Raza were able to force legislation through the Assem­

bly and Senate that increased training re~~irements. Reduced 

budgets, however, rendered it impossible for law enforcement 

agencies to keep up with these demands. 

community demands continued to increase throughout the 
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• 1990s. Local gay and lesbian groups, for example, demanded sen­

sitivity training; officers were called increasingly with mental 

illness issues (i.e., altercations arising from mental 

imbalance); as computer crimes such as hacker raids on credit 

card systems, local businesses demanned increasing assistance 

with this new type of crime. 

Morale has suffered because officer frustration is increas­

ing because individual officers do not feel they are being given 

the basic skills required to meet the demands being placed on 

them. As this frustrat.ion increased, so did complaints of 

brutality, increasing the level of distrust between community and 

law enforcement. This situation is serious, and steps must be 

taken for its correction as California Law Enforcement enters the 

• 21st century. 

• 

POST Research Consultant II 

Scenario No. 3 Normative 

POST Occasional Report No. 47, December, 1999 

The following is a report on the use of mandated training 

over the past ten years when compared with the ten years previous 

(1980-1989). Though the previous period was affected by both 

Proposition 13 limiting real estate taxes and Proposition 4 lim­

iting municipal spending, funds were still available at state and 

municipal levels for the conduct of regular training for law en-
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forcement personnel. 

In the beginning of this decade, however, the situation be­

gan to change radically. The first five years of the decade saw 

a gradual reduction in police budgets with a concomitant increase 

in demands for police training. This situation left some mid-

size and small agencies without the financial flexibility neces-

sary to maintain mandated train~,ng. 

Many of these agencies, indeed, depended heavily, too heavi-

1y, on POST reimbursement funds to provide training since they 

had no spare funds of their own. Training, therefore, has been 

reduced to that required by state law in most cases and in some 

cases below the minimum level of required The pro-active 

approach to training prevalent in the 1980s had disappeared. 

• 

By 1994, law enforcement officials across the state became • 

aware of the dangerous drift taking place in law enforcement, and 

following a chance meeting between Chief William James of 

Minerals and Chief Robert Goodrich of San Cristobal at the June 

1994 Command College graduation, a conference of sheriZfs and 

chiefs of police was called to address the issue. The results of 

this conference were reported in POST Occasional Report No. 23 

(Greebsley, 1994). This conference called for the institution of 

cooperative training between small and mid-size agencies that had 

similar standards of s~rvice and were geographically sufficiently 

close enough to make joint training sessions feasible. 

Initially, the idea was embraced by most police administra-

tors; however, labor unions were concerned as to what impact the 
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• plan would have on current working conditions. Labor unions felt 

there was no need for the change and believed this idea would 

have a negative impact. Chiefs and sheriff's immediately 

r.ealized the need to include labor representation in the initial 

discussion. 

There was also some resistance to the idea from less proac-

tive chief executives. However some conceptual exploration of 

the idea led to the understanding that it could be effective. 

POST occasional Report No. 32 (Fritz, 1996) contained a report on 

12 cities in California that had instituted the cooperative 

training system. The warm endorsement of cooperative training 

reported by the officials involved paved the way for additional 

law enforcement agencies to adopt the model. In the past three 

~ years, 95 percent of small and mid-size agencies have entered in­

to cooperative training efforts, and, as a result, the conditions 

described in the early paragraphs of this report have been re-

duced to a great extent. 

POST Researcher II 
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SECTION II 

STRATEGIC 11hNAGEMENT 

A MODEL PLAN FOR MID-SIZED 

AGENCIES, WITH CONTIGUOUS BORDERS I 

TRAINING . 

AND SMALL LAW ENFORCEMENT 

TO PROVIDE STATE MANDATED 
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STRATEGIC MANAGEMENT PLAN 

strategic planning is defined as follows: 

str'ategic planning enables one to estimate the 
long-term impact of present decisions, plan the role of 
an organization for a specific number of years in the 
future, and develop the strategies and negotiate plans 
with critical stakeholder by which the organization may 
influence its future or adapt itself to the expected 
future. 

The strategic plan selected by the MDP panel will provide 

agencies with the basis for preparing a plan which will address 

the problem of increasing training demands along with reduced 

funding. 

The Model 

The location chosen for the model plan is that geographical­

ly contiguous with the city of Palo Alto. Palo Alto is an educa­

tional community rooted around Stanford University and surrounded 

by bedroom communities for the cities of San Francisco and San 

Jose. Most of the surrounding agencies in close proximity are 

Mountain View, East Palo Alto, Stanford University, Redwood Park, 

Los Altos and Menlo Park. 

The Palo Alto Police Department is clearly the largest with 

a sworn strength of 90 and a non-sworn strength of 40, which 

incl .... d.es communications and animal services. Each of the 

surrounding communities have sworn and non-sworn strengths of 

between 25 and 65 sworn and 10 and 25 non-sworn. Since Palo Alto 

is the largest of these, it will be assumed that the plan will 
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originate basically in Palo Alto. 

Selected Scenario 

The scenario selected for examination and strategic planning 

was the normative, (desired and attainable) future. This scenar­

io was selected as it best meets the needs of the future as de­

fined by today's information. 

MISSION STATEMENTS 

Following are the macro- and micro-mission statements, the 

statements of purpose behind both the selected agency and the 

plan being prepared for that agency and those in the surrounding 

environment. The Macro and Micro-Mission Statements were 

• 

developed by the strategic Management Group as identified in • 

Appendix G. 

Macro-Mission Statement 

A mission statement outlines the general purpose of the 

organization and the direction that it is expected to take. It 

also specifies the level of performance required if the organiza­

tion has met its goals. The relationship between the mission 

statement and the program address should be clear to the reader. 

The following is the mission statement of the Palo Alto Police 

Department. 

"To provide the best law enforcement possible with respon­

sive, courteous service and aggressive action against all sources 

of crime while upholding constitutional guarantees through quali-
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ty training, outstanding work product, and ethical leadership . 

Essential elements that support the vis~.on include:" 

Pride 
Honesty and Support 

Participation/Problem Solving 
Leadership Development 
community Perspective 

Technological Advances 

Micro-Mission statement 

The micro-mission statement is study-specific. It specifies 

the purpose of the study and the level of performance expected if 

the identified organization is to meet the goals of the study. 

To make use of cooperative training and budget­
sharing techniques that will enable geographically­
contiguous mid~size and small law enforcement agencies 
to provide in-service training for existing personnel 
at reduced costs for each of the agencies involved. 

Summary 

The need for change is apparent. The department can no 

longer take the position that no action need be taken with re-

spect to training. The constant increase in training require-

ments, combined with the flat (or in some cases reduced) training 

budgets provide the department with no choice but to address this 

issue. 

The impact of grass root organizations, legislation and law 

sui ts have placed pressure on law enforcement to meet training 

expectations. The department has always enjoyed the reputation 

of being on the "cutting edge," enjoying a leadership roll within 
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the local law enforcement community. The desire to spearhead a 

cooperative training effort with local agencies will help the 

organization maintain its "leading edge" position, which will 

help in obtaining support for the concept wi thin the organiza-

tion. There is a real need in selling the idea to other local 

police organizations to point out the benefits they will receive. 

Resistance from all aspects must be anticipated and addressed 

prior to implementing future phases of this project. 

SITUATIONAL ANALYSIS 

situational analysis is a critical portion of the planning 

process that enables the researcher to assess the organizational 

environment, both internally and externally to evaluate the cir-

• 

cumstances under which proposed change will occur. A strategic • 

Planning Analysis Group (Appendix G) was convened to review the 

organizational climate and capability of the organization. This 

group consisted of an attorney, a retired school teacher, a 

school administrator and two police administrators. The group 

was also used to take into consideration the completion of the 

Strategic Assumption Technique, Stakeholder Assumptions and the 

WOTS-UP Analysis. 

WOTS-UP Analysis 

A strategic plan must include an analysis of the organiza­

tional capability to adapt to proposed change. This evaluation 

was conducted by using the WOTS-UP analysis model. WOTS-UP is an 
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acronynl for Weakness, opportunity, Threats and strengths, each of 

whic.h is defined below. The analysis was performed wi th the 

assistance of three other individuals, all of whom were members 

of the NGT panel. 

An evaluation of each of these factors is required to deter­

mine their impact on the organization's capability to respond to 

the strategic issue. 

Weaknesses 

A weakness is a li~itation, fault, or defect in the organi-

zation that inhibits the current system. 

Many different and conflicting schedules make training 
costly 

Increase in budget restrictions 

Fear of giving up control of training (both real and 
perceived) 

Increased cost of training 

Requirement of minimum staffing 

Training requirements of new technology 

opportunities 

An opportunity is a favorable situation outside the organi-

zation, often a trend or overlooked change. 

constituent support from member agencies 

Shared fiscal support 

Taxpayer support 

Potential use of private industry facilitator 

Threats 

A threat is an unfavorable situation or environment outside 
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the organization that is potentially damaging to the institution . 

strengths 

Increased special interest demands 

Increased legislative mandates 

Rapidly changing technology 

Lawsuits resulting from inadequately trained personnel 

Less cash reserve available to meet municipal demands 

POST reducing reimbursement for training 

Greater demands placed on each employees 

Resources or capacity that the organization possesses. 

Summary 

Organizational pride 

Level and quality of previous training 

Self-motivation of individual employees 

Willingness to accept change 

Cash reserve available 

Existing use of automation in the agency 

The data above appears to indicate that the selected organi­

zation has the strength to engage in the changes required to 

introduce cooperative training, and that the proposed change 

presents sufficient opportunities to make it worthwhile to under­

take the effort. At the same time, sufficient threats and weak­

nesses exist in the agencies potentially involved to make it 

almost mandatory that solutions be found. 
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• capability Analysis 

A capability analysis was conducted to evaluate the level 

and type of change activity possible. The organization's ability 

to change was analyzed by the strategic Planning Group, (three 

members from the NGT panel, two lieutenants and a captain) in the 

following areas: Overall organizational competence, Overall Orga­

nizational Climate and Management. 

with respect to the organization's overall skill level, it 

was felt they could comprehend the need for and adapt to change . .. 
The group felt the organizational climate could deal well with 

change. They noted that since the organization had been on the 

"cutting edge" for the past decade, change was a norm; however, 

the need to seek buy-in from all levels of the organization could 

• not be taken for granted. 

• 

Observation of the Palo Alto Police Department's management 

group by the strategic Planning Group led to the opinion that 

Iuanagement possessed all needed skills to facilitate change. They 

fel t that the use of a professional, in-house facilitator was 

necessary as a resource for assisting the organization in change. 

strategic Assumption Surfacing Technique 

The Strategic Assumption Surfacing Technique (SAST) is an 

examination of stakeholders as they relate to a specific issue or 

sub-issue question. Stakeholders are individuals or groups who: 

(a) impact what an organization does, (b) are impacted by that 

organizational change, or (c) care about what the organization 
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does. Each stakeholder is likely to plan an active part in the 

success or failure in the development of the cooperative training 

effort. The stakeholder group should also include those who upon 

first glance may seem nonsignificant but could affect the imple­

mentation of the program. 

STAKEHOLDER 

1) Taxpayers 

2) Regional Academies 

3) Police Training Managers 

4) Police Chiefs 

5) Elderly 

6) Environmentalists 

7) Minority Community 

8) Police Associations Rep. 

9) Other Bargaining Unit Rep. 

10) City Managers 

11) Informal Group Leader 

STAKEHOLDER ASSUMPTIONS 

The following is a list of stakeholders and their 

assumptions related to the issue question. Appendix H 

graphically denotes each stakeholder's importance with respect to 

the issue and sub-issues question and the level of projected cer­

tainty in their assumptions. 

1. Taxpayer- Supportive 

Would increase quality of training 
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2. 

Would reduce cost of training 

Would improve quality of law enforcement 

Regional Academies- Opposed 

Loss of curriculum revenue 

POST advanced officer accreditation in jeop­
ardy because of limited number of regional 
certifications permitted 

POST funding to the academy in jeopardy 

3. Police Training Managers- Supportive 

Would enable them to keep up with increasing demands 

Would enable them to train non-sworn officers 

Would reduce cost of current level of training 

4. Police Chiefs- Supportive 

Would cut costs - a political benefit 

Would enable department to respond to increased mandat­
ed requirements 

Would help maintain department image 

5. Elderly Activists - Supportive 

Want their special needs met 

Should do whatever is needed for protection 

6. Environmentalist Activists - Supportive 

Want to see all environmental laws enforced 

Local law enforcement should be trained to handle all 
environmental law 

7. Minority community Activists - Mixed, because of mistrust 
and a feeling they may not be heard 

without training police will continue to stereotype 

Most cops are middle class and can't· relate to their 
needs 
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8. 

We want to feel the police represent us also 

Police Associations Rep.- Mixed *(snaildarter) 

Would focus on benefits to their group 

Would resist travel to other agencies 

Would welcome expansion of training opportunities 

9. Other Bargaining unit Rep.- Mixed *(Snaildarter) 

Same as above 

10. City Managers- supportive 

Would support m:aintenance of high level training 

Would appreciate financial savings 

Would view city council and community as supportive 

11. Informal Group Leader- Mixed 

Would welcome increase in training opportunity 

Might resist changes in current training schedule 

Might be concerned over loss of overtime 

* (Snaildarter) is defined as a group or individual with some 

degree of influence and could have either a positive or negative 

effect on the issue. 

Most stakeholder see coopGrative training as beneficial, a 

program that would meet the needs of increased training demands 

without increase in cost. Politically, the only concern is mi­

nor; how much control will be lost through involvement with other 

agencies? That is overshadowed by the potential for significant 

cost savings. Although there is no major opposition from any 

identified stakeholder, there is a potential for the employees or 
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police association to raise unforeseen issues, thus making the 

snaildarters. 

MODIFIED POLICY DELPHI 

A Modified Policy Delphi process is designed to generate, 

analyze and select policy alternatives. The strategic Planning 

Group- developed six policy alternatives (Appendix I) rating each 

policy alternative for desirability and feasibility. The follow-

ing is a brief description of the top three alternatives with 

their strengths and weaknesses. The full list of alternatives 

identified by the strategic Planning Group will be found in Ap-

pendix I. 

1. Expand the role of the basic academies. At present, their 

primary function is to provide basic academy requirern~nts. 

The intent of this alternative is to add additional compo-

nents to training done in regional academies to accommodate 

all in-service state-mandated training. They would thus 

include in their curriculum ongoing personnel training, 

something they do not now do. This additional component 

would provide instr.uction for state-mandated in-service 

training. 

PROS: 

The academy is already established for the purpose of 
training and the staff has already been identified and 
is in place. 

Standards of instruction have already been identified. 
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Would lower cost of the overall academy per hour by • 
increasing the time it was in use while bringing in 
more funds since state-mandated training funds would be 

CONS: 

paid to the academy instead of the individual law en­
forcement agency. 

The distance officers would have to drive to the re­
gional training facility would increase paid time lost 
to the agency. 

The role of the regional academy has been to handle the 
basic training required for every officer. If addi­
tional burdens are placed on the training staff, quali­
ty of training could suffer. 

2. Cooperative training efforts with neighboring jurisdictions. 

These efforts would be used to provide state-mandated 

and in-house training. Under this plan, law enforcement 

agencies with contiguous borders would share instruction and 

instructional costs. Officers would attend courses at one 

of the agencies, perhaps on a rotating basis, instead of 

receiving instruction in their own agency. 

PROS: 

CONS: 

Demonstrates the organization's ability to address 
future concerns. 

Provides long term benefit both in terms of future 
training and in terms of opening avenues for possible 
other cooperative efforts between participating depart­
ments. 

Demonstrates the desire to maintain quality of services 
through training. 

Improves communication between local organizations. 

Cost effective. 
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May be perceived as eliminating local organizational 
control. 

Buy-in from organization may not occur. 

Quality of training may suffer, training conducted by 
practitioner, not trainer 

3. Author and actively support legislation requiring adequate 

funding to be provided when there is new state-mandated 

training. 

PROS: 

CONS: 

Funds would accompany state-mandated training. 

Reduction in amount of state-mandated training . 

Reduction in state-mandated training such as sensitivi­
ty for those groups that lack substantial monetary 
support. 

Recommended Strategy 

The panel recommended the second strategy for implementa­

tion, cooperative training efforts. The development of coopera­

tive training efforts with neighboring jurisdictions to meet 

state~mandated and in-house training demands was felt to be the 

most practical from both a financial and an instructional point 

of view. This strategy addresses relevant internal and external 

concerns. 

The most prevalent internal' demand is that of the ongoing 

reduction of resources, primarily financial, and the most sig-
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nificant external concern is the constant increase in training 

requirements. The selected strategy addresses both of these con-

siderations with an expanded base of existing resources. 

The panel recommended that curriculum, instruction and 

scheduling be handled by a committee composed of managers from 

the participating law enforcement agencies. 

In general, the model will involve the following steps. 

Fir~t, the chi~fs of the contiguous agencies would have to reach 

agreement on the general framework and coromi t the required re­

sources. Second, each chief would have to assign a single repre­

sentative from his/her agency as the department representative. 

In addition, the chiefs would have to reach agreement on how to 

apportion the cooperative training budget across the participat-

• 

ing agencies. • 

The group would meet and assign responsibilities for the 

different tasks required to plan and implement the change. It 

would also be the task of this group to keep up-to-date on new 

POST-mandated training and plan to add that curriculum to the 

existing cooperative training. In addition, this group would 

also be charged with the responsibility for developing the spe-

cifics of the curriculum required to meet POST guidelines. 

This new model would enable each participating agency to 

reduce the cost of providing state-mandated training because the 

overall cost would be apportioned across agencies. As was earli­

er noted, this would be accomplished through agreement between 

the chiefs of the participating agencies. 
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Though, for the most part, the standards of police training 

are state-mandated, there are some areas, like the use of deadly 

force, where philosophies differ slightly between departments. 

Since these regulations are essentially the responsibility of the 

agency head, it would be necessary for the chiefs themselves to 

reach general consensus and pass that consensus on to their rep-

resentatives. 

In general, then, cooperative training would involve basic 

agreement between agencies followed by ongoing committee work to 

iron out the necessary details. Thus, the cooperating agencies 

would be using a different model of operation than that in place 

today . 

IMPLEMENTATION STRATEGY 

The first step to developing an implementation strategy is 

to have members from all participating agencies meet to determine 

what areas, if any, are negotiable and which areas are not. The 

following are the most likely areas identified by the Modified 

Policy Delphi panel: 

Negotiable 

The number and locations of the agencies involved. 

Whether the new training is designed to accommodate only 
state-mandate training or will in-house training be consid­
ered as well. 

Whether the training provided by the regional committee is 
open to non-participatin:;J law enforcement organizations and, 
if so, on what basis. 

The responsible person(s) to whom the curriculum and in-
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struction committee will report. 

In the case of disagreement betw~en the agencies, who will 
have the final decision-making authority? 

What is the minimum level of authority required for each 
department representative? 

Non-Negotiable 

Each organization must show a financial savings related to 
state-mandated training within two years. This savings must 
be associated with instructor and equipment costs and number 
of courses conducted.. 

The quality of training provided by the regional board must 
meet or exceed POST standards. 

Each organization must be able to show a reduction in state­
mandated training conducted on site. The reduction must be 
attributed to the regional trainj.ng program. 

The committee must have the authority to veto any training 
request not in the specifically identified area(s). 

The specific steps required to implement the transition from 

curn I.lt training procedures to the cooperative training division 

will be identified by the cooperative training governing board. 

It is extremely important, however, for the police chiefs 

involved in this concept to acknowledge the importance of this 

new program. This commitment must be accompanied by the neces-

sary resources and the authority to set policy. Goals and objec-

tives would be set by the governing body and agreed upon by the 

chiefs of participating agencies. 

RECOMMENDED MODEL 

1) Chiefs of participating agencies need to sit down and 

• 

• 

discuss concerns and agree upon basic understanding as to what • 
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they would like to accomplish via regional training. 

2) Each chief will appoint a representative (training 

manager) that will make up the governing board. This governing 

board will be responsible for policy and directional control of 

the training services which will be provided. The governing body 

will consist of at least on representative form each agency. 

3) The governing board would first need to develop working 

perimeters consistent with the chief's directions and select a 

spokes person. This spokes person would also be the executive 

leader and the manager of day to day operations. 

• 4) The governing body, along with management representative 

• 

from each agency would outline the expectations of both and 

clearly define the working relationship of each. Understanding 

limitations, how they would function together and separately and 

the lines of communications would be established. 

5) The governing body would then review current status of 

training in each department. With this information they would 

then project the future direction of cooperative training along 

with establishing roles. 

6) An analysis of current resources would need to be 

conducted, after which responsibilities of control, functions and 
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fiscal support from each participating agency would be defined 

7) Select cooperative training staff. 

8) Develop time line and implementation schedule. 

9) Conduct training to user agency personnel. 

10) Develop feedback loop for involved agency to insure 

complaints I problems and needed changes are dealt with quickly 

and efficiently. 
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SECTION IV 

TRANSITION MANAGEMENT 

A DESCRIPTION OF THE CRITICIAL MASS MANAGEMENT STRUCTURE 

REQUIRED FOR IMPLEMENTATION OF A TRANSITION PLAN WHICH RESPONDS TO 

CHANGING FISCAL DEMANDS RELATED TO TRAINING, BY UTILIZING A 

COPPERATIVE SPIRIT . 



• 

----~~--~ ---

INTRODUCTION 

This phase of the study will focus on the mechanics of the 

shift from individual agency training to cooperative training. The 

need to manage change during the transition from the current state 

to the desired state is called transition management. It is the 

transitional management plan that enables the change to take place 

in a smooth and relatively trouble-free manner. 

COMMITMENT STRATEGY 

The first phase of the transition management plan involves a 

series of action steps required to gain support of those either 

responsible or affected, the key stakeholders. Of the identified 

stakeholders, there exist a sub-group, whose commitment to 

• cooperative training needs to be charted. This group is known as 

the critical mass. The following stakeholders were identified by 

the Modified Policy Delphi group as the critical mass for this 

study. 

• 

City Managers 

Police Chiefs 

Training Managers 

Police Association Representatives 

Other Bargaining unit Representatives 

Informal Group Leaders 
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READINESS/CAPABILITY CHARTING 

The chart below illustrates critical mass readiness and 

capability for change. This assessment is designed to identify 

those who, for example, may be ready to make a change but might not 

be capable of accomplishing the change to be implemented, or vise 

versa. Some are currently in a blocking position and must be moved 

to a more amenable position; others who are currently willing to 

let change happen must move to a position of active support for 

that change. The chart is followed by a brief summary of each 

actor and intervention technique to gain the needed state of 

readiness and capability. 

The city managers and police chiefs of each organization will 

• 

be similar as to their state of readiness and capability. They are • 

in a high state of readiness, as the cooperative training concept 

will enable them to accomplish more with less financial outlay. It 

is this author's opinion that the money savings will overshadow the 

concern of "loosing control" for these chief executives. Their 

capability to change is a factor from the standpoint of a "state of 

mind," or philosophy, which is positive. Considering this then, 

their capability to accommodate this change is, at a minimum, 

medium. 

When presented with cost savings, training managers will be 

highly motivated to see this change occur (readiness high). The 

training division managers will be responsible for spearheading 

this effort, and 'it must be assumed they possess the needed skills 
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• to direct a transition of this magnitude . 

The employee groups (Police Association, other Bargaining 

units and Informal Group) have the capability to make the needed 

changes. Their state of readiness for change may, however, be low 

unless they see advantages for themselves in the new instructional 

system. 

This presE:'mts a problem which must be addressed. To raise the 

employee groups to an appropriate state of readiness, a marketing 

strategy would be implemented highlighting the following two 

points: First, they must be convinced that the regional training 

concept would make training more convenient for the represented 

group. Second, they would have to understand that the regional 

training concept would allow for more flexibility with respect to 

• the types of training that could be provided in the future. If 

these two points could be made successfully, the employee groups 

• 

would be at a "medium" state of readiness for change, making it 

possible to proceed to the next step. 

commitment Charting 

The chart below illustrates the critical mass, an assessment 

made by the Modified Policy Delphi panel of each actor's estimated 

current level of conmitment toward the implementation of regional 

training, and a proj ection as to the actual minimum commitment 

required to make the change successful. The chart shows the 

initial cOl1U!litment of each group with an "X," and if a change is 

required, the change will be indicated by an "0" with an arrow 

indicating the direction of change. The chart is followed by a 
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brief summary of each actor and intervention strategies to gain the 

required support of that actor. 

Table 4 

critical Mass Chart 

Help Make 
Block Lat It Change Change 

Critical Mass Chango Happen Happen Happen 

Police Chief X-o 

Training Manager X-o 

P.D.A. Rep. X >0 

Mayor X-O 

City Man3ger 0<-- -X 

Informal Leader X >0 

Other Bargaining Unit Rep. X-O 

The following actors are consddered part of the critical mass. 

There attitudes, as estimated by 'the strategic planning group, are 

descrJ.bed below. 

Chief of Police 

The chief of police is shown in the Help change Happen 

category. Though he bears ultimate responsibility and therefore 

should be seen as being in the Make Change Happen category, he has 

transferred the responsibility to his training manager, and that 

person is seen as taking the position of the chief. 

Training Managers 

The group taking the leadership role for this transition plan 

would be held by the "Training Managers. If Only one group should be 
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• in a leadership position so as to not create conflict. This group 

initially was in the "make it happen" category, therefore requiring 

no change in their position. 

Police Officer's Association 

They will have to be moved from that position to a "Let Change 

Happen" stance by t,aking the following steps: First, educating the 

representatives for the need for change. It is this author IS 

feeling that this is a commonly overlook:ed step. Too often there 

is the assumption wi thin upper level management that "if I 

understand the problem a certain way, then everyone must see it the 

same way," not always true. The benefit of explaining why the need 

for change is two-fold - obtaining support and input. 

Second, educating the representatives about the benefits their 

• groups will realize as a result of this change, making this a win­

win situation for all. with them in a "let it help" position, 

their influence will positively impact others as it relates to this 

• 

change. 

city Manager 

The city manager originally was in a "help it happen" 

position, which should be softened to a "let it happen" stance. 

This is to aid in obtaining the cooperation of the bargaining 

uni ts . The change needed here can be achieved by the chief and the 

ci ty manager meeting. The chief should explain to the city manager 

that it may be an easier sell to representatives of line personnel 

if he (city manager) were a less visible supporter of this change. 

This would still allow the city manager and chief to achieve what 
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the plan is designed to accomplish - more training with fewer 

resources. 

Informal Group Leader 

The final person in this study requiring a shift in position 

is the informal group leader. In police culturG this person may be 

the old-time sergeant, or a career employee who has no desire for 

promotion, or may have been passed over for promotion. In the 

beginning, this person mal" be in a "block change" position and 

needs to be moved to a "let it happen" position. The panel felt 

that these employees would take this position for one of two 

reasons. Ei ther they don't like change, or they don't feel 

"connected" to the organization, which breeds frustration and a 

sense of not being in control of their environment. Too often this 

• 

individual (s), is overlooked. More often than not they have a very • 

good working understanding of the system and know how to sabotage 

or greatly impede change. These individuals must feel there is 

some direct benefit to them before their cooperation can be 

obtained. 

Another option would be to not approach these individual to 

solicit their support, but build into the transitional plan 

safeguards to minimize negative impact. This, however, is a 

calculated risk based upon the assumption that the bargaining unit 

representatives possess the ability to nullify trie informal 

leaders's impact. 
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• TRANSITION MANAGEMENT STRUCTURE 

A number of management personnel would be selected to carry 

out the transition management. The administrative structure 

selected would consist of a Project Manager and a group consisting 

of representatives from each agency. 

each represented organization and 

bargaining unit would work together. 

The training manager from 

representatives from each 

The training managers would 

retain ultimate control; the other represented groups would have 

input. This is important because line lfavel individuals must feel 

they have some opportunity to mold the direction of the organiza-

tion. Since this could be construed as a change in working condi­

tions, line officers would want to have input. In addition, in 

• some contracts with unions, there is a required "meet and confer" 

process. 

• 

Obtaining input and buy-off during the initial stages of 

transitional implementation should avert costly and inconvenient 

legal action. since the change management structure chosen 

invol ves a group of individuals, it would be very important to 

utilize responsibility charting to help define the role of each 

participant in the change. 

This would also be helpful if each level from the group 

resolved their roles. For example, if three agencies participated, 

each would be required to send their training manager. The 

responsibility of each individual trCJ:;ining manager would be an 

issue to be faced. A responsibility chart at each level would 
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identify roles and eliminate confusion. 

Once the structure has been formed, a list of activities to be 

accomplished during the transition phase must be developed. The 

activities for this project have been identified as the following: 

-Chief's agreement 
-Finance plan 
-staffing plan 
-organization chart 
-Policies and Procedures 
-Feedback and monitoring system 
-Training to organizations (marketing) 
-Scheduling 

To assist in ensuring that these activities are accomplished, 

a responsibility chart is used, designating persons involved and 

actions to be achieved. The purpose is to affix responsibility to 

and individual or group. 

TABLE 5 

RESPONSIBILITY CHART 

ACTIONS 

Chief's Agreements 

Anance Plan 

Staffing Plan 

Organization Chart 

Policies and Procedures 

Feedback and Monitoring System 

Training to Organizations (marketing) 

Scheduling 

A-Police Chiefs 
B-Dlrector/Speaker of Governing Body 
C-Governlng Body 
D-Support Staff 

A 

R 

S 

S 

I 

S 

I 

I 

-

8 C 

- -
S R 

S R 

S R 

S R 

S S 

S S 

I S 

R-ResponsibiHty 
A-Approval (right to veto) 
S-Support (resources) 
I-Inform (consult) 
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IMPLEMENTATION TECHNOLOGIES 

The last phase of the transition management plan is to 

identify the technologies and methods available to be used to 

support implementation. The first step is to state the vision. 

Let the organization know and understand what the desired change 

will be. An expla11ation by the proj ect manager of the future 

state, along with an introduction of the action plan, will provide 

a clear picture of the path to be taken by the organization and how 

it will get there. 

Team Building can be used to allow input at all levels. This 

is meant to eliminate apprehension and allow for individuals at all 

levels of the organization to discuss concerns openly. 

Conflict Management will be necessary. Unless conflict is 

controlled, it will exert its own control, probably negative. If 

conflict controls, management does not. Change has the potential 

to bring about conflict. The avoidance of conflict requires 

strong negotiating skills. 

surveys should be developed and distributed throughout each 

participating organization. The purpose would be to determine how 

well the "message" is getting out to all areas of the organization. 

In addition, it projects the concept that there is a true desire to 

solicit input from both line and staff officers. It is important 

that if input is solicited, the information received is being 

• reviewed and response made to those providing that input. Too 
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often managers ask questions to gather input but fail to follow 

through on the input. Follow-through doel; not necessarily "nean 

agreement with the change proposed, but it does require that 

appropriate response be made to those whose views have been 

solicited and who have responded. 
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• INTRODUCTION 

This study was designed to address the following issue: 

"What will be the status of Cooperative Training among mid-sized 

and small law enforcement agencies by the year 20017" The sub­

issues of this study are reiterated in the following subheadings: 

Increased Training Demands 

Increased Fiscal Constraints 

In the past five years the American public has experienced the 

effects of a change in the economic stability of this country. The 

once deficit spending only associated with federal government or 

• bankrupt pr iva te industry, has now f il tered down to the state 

level. Local government can no longer look to the state or county 

for assistance. The issue that prompted this inquiry is concerned 

• 

with a small slice of the municipal fiscal demand, nam~ly ongoing 

training for line and staff officers currently working in the field 

of law enforcement. 

The research reviewed illustrated the need for change. First, 

municipal fiscal constraints combined with increased POST standards 

related to state-mandated training, clearly point to a need for a 

more efficient way to train field personnel. Second, citizen 

groups are scrutinizing local government use of existing resources. 

Municipal government can no longer hide behind "tradition" and must 

seek creative alternatives to meet future demands. 
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In a review of previous a Command College paper written on 

this topic, an area of concern identified was described as, 

"political and social". The author felt that the fear of loss of 

local control would impede the consolidation process. It was this 

author's opinion, however, that pride of control will have to be a 

secondary concern in the years to come. Wi th some cities and 

counties on the brink of fiscal failure, the existence of the 

political entity and the meeting of it's future demands should have 

priority over local control. 

The idea of cooperative ventures is not new. As was earlier 

indicated, cooperation between agencies has been use in combatting 

the narcotics trade. Cooperative in-service training among mid-

~ized and small law enforcement agencies represents a new applica-

• 

tion of this concept. It seems inevitable that the solutions • 

suggested in this paper, or solutions similar to them, are 

inevitable by the year 2001. 

INCREASED TRAINING DEMANDS: In conducting this research different 

factors were reviewed in an attempt to proj ect future trends 

related. to training. Based on historical data and interviews 

conducted, there has been and. will continue to be, an increases in 

the types and. amount of training required for law enforcement 

personnel. The four primary reasons the increases are: 1) 

statutory mandates, 2) civil liabilities, 3) Professionalism and 4) 

the training of non-sworn employees • Additionally, due to the 

increasing ethnic diversity of California, issues such as cultural 
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awareness and sensitivity training amongst law enforcement will 

continue to increase. 

BUDGET CONSTRAINTS: Since the passage of propositions 13 and 4 by 

California voters, funding to municipalities and counties has 

decreased. This combined wi th the uncertainty of the states 

immediate economic future has slowed the spending patterns of most 

residents. The result of this has been less revenues generate from 

sales type taxes. Also, through legislation counties have been 

given the authority to charge cities for services which previously 

had been provided at no cost. All of these f,ctors equate to lees 

funds available to local government. Less overall funds available 

directly effect the amount of funding available for training . 

SUBJECTS FOR FUTURE STUDY 

During the course of this study two additional issues came to 

light which lend themselves to review for future Command College 

projects. 

1) Can entire police agencies consolidate? 

Since it appears that the idea of consolidation in training is 

a viable concept, and since it appears evident that all municipal 

agencies will be under increasing financial pressure in the next 

decade, perhaps this alternative is worth examining. If agencies 
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with contiguous boundaries could unify, then perhaps policing the 

area could be done equally effectively with less cost. 

2) Can municipal law enforcement services be done by the 
private sector at a reduced cost of training? 

A different approach to the subj ect of this paper could 

invol ve making use of the expertise possessed by business and 

industry. Many major firms have entire departments devoted to 

instructional purposes, and, if it is possible for cities and 

counties to contract with private firms for jail management, it 

seems it might be possible for instruction or other functions to be 

done on a contractual basis. 
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APPENDIX B 

POST INTERVIEW OUESTIONS 
AND RESPONSE 

QUESTIONS 

1) Has there been a change in the number of state mandated 
training courses required for police personnel over the 
last five year? 

2) Does POST project that there will be an (increase) or 
(decrease) in the following areas? 

a. In the amount of state mandated training for sworn 
employees? 

b.In the amount of state mandated training for non-sworn 
employees (dispatcher, desk personnel, custodial/j ail 
personnel)? 

3) will POST be able to continue current levels of reim­
bursement? 

4) If you foresee a decrease in funding, what effect will 
that have on departments' ability to meet mandated 
training? 

5) Do you see any other options to funding state mandated 
training? 

6) Do you think police agencies could reach a point where by 
they will begin to weigh the cost of training verses the 
consequences of not providing the training? 

7) If you answer "yes" to question number six, what do you 
think the consequences will be? 

8) Do you feel cooperative training efforts between police 
agencies could help to mitigate the gap between increas­
ing training demands and diminishing budgets? 
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RESPONSE 

1) In the past few years, special interest groups working 
through the legislative process have driven mandated training up 
considerable. The Basic Course has gone up from 400 hours to 560 
hours. This created problems, forcing individual agencies to 
handle more of their own in-service training requirements. The 
following are some examples of training organizations have been 
required to accommodate: 

First Aid/CPR 
Missing Persons 
Carcinogenic Materials 
Developmental Disabled 
Domestic Violence 
Hazardous Materials 
Sudden Infant Death Syndrome 

2) The Rodney King incident has prompted sponsorship of 
several new bills that will mandate additional training. This is 
the tip of the iceberg and the trend will probably continue. 

POST is in the process of finalizing the Job Analysis for 
dispatchers. Once this is completed that could effect changes in 
standards which will impact the hiring process of future dispatch­
ers. 

3) This is a tough question when looking at the future of the 
state's financial picture. Trends of training methodologies are 
changing. POST is very committed to the "Distance Learning" 
concept and Interactive Video Disk training (IVD). We can reach 
more individuals by use of these technologies. 

4) The use of Distance learning will be one method of meeting 
state mandated trai.ning. Other ares need to be explored. 

5) Same as four 

6) When training requirements were initially established by 
POST, a few agencies choose to leave because they didn't feel they 
could meet the requirement. Now that the legislature has mandated 
most of the training requirements it is too big of a risk not to 
comply. 

7) It I s possible that some agencies have considered this as an 
option, however; CalifoI"nia has over 1'20,000 attorneys I waiting for 
business and this type of violation could leave severely exposed. 

8) Absolutely, in some areas on a limited basis this is being 
experimented with. Palo Alto, Mountain-View and Sunnyvale have 

j 

.Ii.. 

• 

• 

experienced some limited success in this area with unarmed defense • 
training. 
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1) Palo Alto 
2) Mountain View 
3) Los Altos 
4) Stanford 
5) Sunnyvale 
6) Redwood city 
7) Menlo Park 
8) Hillsborough 

APPENDIX C 

AGENCIES CONTACTED AND 
QUESTIONS ASKED 

Questions 

1) Has your budget kept pace with the increase in training 
demands over the last (five)/(ten) years? 

2) If training demands continue to increase, will your 
agency be able to conduct training, as it does today, in 
five/ten years? 

3) Would you as a representative of your agency be willing 
to explore the option of cooperative training with local 
agencies? 
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APPENDIX D 

NOMINAL GROUP PANEL 

1) Police Lieutenants 

2) Police captain 

3) Deputy Police Chief 

4) Personnel Manager 

5) Training Manager 

(2) (Palo Alto Police, 22 years and J.5 
years experience) 

(contra Costa County Sheriff, 19 
years experience) 

(Stockton Police, 21 experience) 

(palo Alto Human Resources 
.Department, 18 years of 
experience) 

(Palo Alto Human Resources 
Department, 2 years 
experience) 

6) PhD - level psychologist acting as a training specialist 
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1) 

2) 

:q 

4) 

6) 

7) 

8) 

9) 

AP:JENDIX E 

LIsrr OF TRENDS 

Training demands continue to change 

Municipal budgets continue to change 

Change in POST salary reimbursement 

Quality of training changing at a faster level in 
agencies with less resources 

Change in community expectations 

Distance employees live away from work 

Police acceptance to cooperative training 

General economic condition 

New Legislation 

10) Language differences 

11) Court decisions 

12) Regionalization 

13) Police community involvement 

14) Change in hiring standards 

15) Change in service delivery 
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APPENDIX F 

LIST OF EVENTS 

1) Increase in advanced officer training course hours 

2) Training budget reduced by 20% 

3) POST salary reimbursement ends 

4) Small Bay Area agency unable to meet state mandated 
training requirement 

5) Gay/Lesbian community demand sensitivity traini.ng 

6) POST ends existence 

7 Federal COl.'H~ts demand more training related use in deadly 
force 

8) Change in political influence 

9) State District Attorney's association lobbies for 
additional police training related to search and seizure 

10) Training offered in employees homes vis cable TV 
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APPENDIX G 

STRATEGIC PLANNING GROUP 

1) Retired High School teacher 

2) Attorney 

3) Police Captain (Command College Student) 

4) Deputy Police Chief (Cownand College Student) 

5) Engineer 
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APPENDIX B: 

STAKEHOLDER ASSUMPTION MAP 

HIGH CERTAINTY 

1,5,6,7 f 11 
2,3,4, 
10 

LOW HIGH 
IMPORTANCE --------------~---------------IMPORTANCE 

8,9 (Snaildarters) 

LOW CERTAINTY 

STAKEHOLDER 

1) TAXPAYERS 
2) REGIONAL ACADEMIES 
3) POLICE TRAINING MANA.GERS 
4) POLICE CHIEFS 
5) ELDERLY 
6) ENVIRONMENTALIST 
7) MINORITY COMMUNITY 
8) POLICE ASSOCIATION REP. J~ 
9) OTHER BARGAINING UNIT REP. 

10) CITY MANAGERS 
11) INFORMAL GROUP LEADER 

70 

, 

• 

• 

• 



• 

• 

• 

APPENDIX I 

Alternative strategies 

1. contract with private agency (i. e. business or industrial 

firm) to provide all state-mandated training. 

2. Do not change current procedures. 

3. Cooperative with neighboring jurisdictions to provide 

state-mandated training at the local level. 

4. Provide no state-mandated training; require employees to 

seek it on their own . 

5. Author and actively support legislation requiring 
tG' q • 

adequate funding to be prov1ded when there is new state-

mandated training. 

6. Expand role of academy to provide all state-mandated 

training . 
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