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EXECUTIVE SUMMARY

Law enforcement administrators today are faclng
increasing demands for police services while funds are
becoming more difficult to obtain. There is an lIncreasing
public demand for more cost-effective governmental
services, including police services. A "high tech" world
has brought "high tech" crimes and "high tech"
investigative tools,. More and more areas of law
enforcement are becoming speciallzed.

With the need for more cost-effective services,
increasing speclalization, and dlifficultles In recruiting
qualified police officer applicants, police managers are,
again, looking at civillianization as a viable alternative,
Civilianization had been shown to be effective for the
first half of this century but had stopped growing about
the time of World War II. With the passage of Propositlons
.13 and 4 in 1978, police administrators began look more
frequently toward civilianization as a way to save money.

Many law enforcement agencies are considering the use
of paraprofessionals in the patrol function. By assigning
the less trained and lower paid paraprofessional to field
duties, it is hoped that the police cofficers will have more
available time to spend in general patrol and that response
time to c¢rimes will be reduced. All too often, however,
police managers find that they are replacing pollice
officers with paraprofessionals. Instead of augmnenting the
sworn officers, civilianization can actually reduce their
ranks. '

Civilianization has already been established as an
effective method of meeting Iincreasing demands without a
corresponding increase in budgets. Paraprofessionals have
worked competently and without social disruption in a myriad
of jobs within law enforcement. However, when attempts are
made to civilianize the patrol function, opposition is
encountered.

Civilianization can work well within the patrol
function 1if the clvilianization is well planned and
implemented in a slow evgolutionary process. Commi tments

must be made to establish and maintain sufflcient sworn
police offlcers to ensure that the department can accomplish
it’s basic mission before any civilians are introduced into
the patrol function. If the program is implemented too
quickly and without an effective plan, it will not succeed
and will disrupt the harmony of the rest of the
organization. '
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*~ "WHAT ADJUSTMENTS WILL LAW ENFORCEMENT HAVE TO
MAKE TO ACCOMMODATE CIVILIANIZATION WITHIN

THE PATROL FUNCTION BY THE YEAR 20007"

BACKGROUND

California’s population increased by 10.1% from 1982 to
1987 <(California Statistical Abstract, May 1987) but the
number of police officers grew by only 4.7% during the same
time period (Crimiral .Justice Sourcebook, 1987)>. Michael
Hackett ("Avoiding the Pitfalls of Civilianization", April
1987) contends that there is‘an increasing public awareness and
concern about government spending. He suggests that the
general publ{c is demanding more cost effectlve government
services and that they will continue to do so.

The ability to provide more cost-effective police
services to meet rising demands for police service is a major
concern of law enforcement administrators today (Hansen and
Salazar,"Police Service OQOfficers - A Nonsworn Approach", Fall
1981>. Edward Thibaolt ("Proactive Management", 1985) wrote,
".flaw'enforcement is a labof—intensive service industry where
80% to 90% of police department budgets are devoted to
personnel salaries and benefits." It is understandable that
personnel expenditures have Dbecome a focal point as law

enforcement adminstrators search for methods to meet the rising

demands for police services without dramatic increases in the

cost of police operations.




Personnel expenses were the . focus of . The President’s
Commission on Law Enforcement and Criminal Justice in 1967
("The Coﬁmlssion Report: Challeﬁge of Crime in a Free
Society") when it suggested that police departments employ
less tralhed and lower paid civilians to perform poliée duties
that do not require peace officer powers. Many law enforcement
agencies throughout California and the United States have
followed the advice of the President’s Commission and increased
the use of civilian police personnel. Dorothy Guyot ("Bending
Granite: Attempts to Change 'the Rank Structure of American
Police Departments",Sept 1979 studied over 100 police
departments and found that ‘"civilianization" has become the
most widespread change in the police rank structure in over
thirty years. The following definitions are provided:

Sworn 6fficers, police officers, peace offlicers:

These terms will be used synonymously to refer to
peace officers as defined by California Penal Ccde
Section 830.

Non-Sworn or Civilian

These terms refer to persons employed by a law
enforcement agency who are not peace officers.

Paraprofessionals or Community Service Officers

These terms refer to non-sworn personnel who are
employed specifically to perform duties that have
previously been handled by peace officers.

The «civilianization of law enforcement tasks 1s not a
new concept. Michael Hackett ("Aveoiding the Pitfalls of
Civillianization", A&pril 1987) suggests that civilianization
probably began about the same time that the radio car and

records keeping were introduced into law enforcement. James

Hennessy ("The Use of Civilians 1in Police Work", April 1976»




studieq,slgteen police departments . in cities, throughout the
United States that ranged Iin population size from 50,000 to
over 1,006,000. He found c¢ivilians working in thirty different
positions including administrative, supervisory, technical, and
clerical duties.

Bruce Heiniger and Janine Urbanek published a paper,
"Civilianization of the American Police: 1970-1980," (June
1983) which reflected their study 'of 100 random samples of
cities which had populations of 50,000 to 500,000 persons.
They found that the average number of civilians per department
rose from 34.4 in 1970 to 55.8 in 1980. A significant note was
that civilians comprised 15;2% of all police employees in 1970
and rose to 20% by 1980. During the same time period, Heiniger
and Urbanek ("Civilianization of "~ the American Police: 1970~
1980," June i983) found that the total municipal expenditures
per capita rose 68% while police expenditures grew by only 37%.
The police share of the municipal budgets had decreased by
11%. Civillanization within law enforcement seemed to have been
effective. However, in a related finding, Heiniger and Urbanek
found that there was no significant correlation beéween the
percentage of increase in the c¢ivilian component of police
departments and the percentage of increase in the police
department expenditures per capita. This suggests the

possibility that civilianization has been a major reason that

overall police department expenditures have not increased

proportionaily with total municipal expenditures.

The wuse of civilians in law enforcement was basically
limited to duties within the support operations of police
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departments until about 1978. In researching this project, no
significant use of paraprofessional personnel in the patrol
function bf a law enforcement agency (excépt parking control
personnel) could be located. Hackett ("Avoiding the Pitfalls
of Civilianization") saw a renewed interest in civillianization
develop after the ‘'taxpayer’s revolt" of 1978. He wrote,
"Propositions 4 and 13 became the war cry of those who believed
that they were being overtaxed and used by the government."*=
With the financial constraints that began in 1978, there was a
renewed interest in civillianization. |

Edward Thibaclt ("Proactive Management,"1985) states that
'approximately 60% to 75% of all uniformed police personnel in
this country are assigned to patrol. He further states, "Most

primary contact with the public is initiated by uniformed

patrol, whiéh in turn, becomes the basis for citizens’
perceptions of law enforcement in the community>" In
researching “Civilianization of American Police:1970-1980"

Heininger and Urbanek estimated that about 85% to 90% of all

police services involve tasks where a police officer is not

needed. If 80% to 90% of law enforcement budgets are spent on
perscnnel, &60% to 75% of all wuniformed police personnel are
assigned to patrol, and 85% to 90% of all police services do
not require a police officer; it Is reasonable for léw

enforcement administrators to look at the civilianization of
the patrol function as they ~search for alternatives to save

money and provide more services..
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OBJECTIVE
- FUTURES

OBJECTIVE STATEMENT:

The first objective is to factor and study the general
issue, utilizing futures research methodologies. The outcome
will be three futures scenarios.

METHQODS: IDENTIFICATION

The following methods were used to obtain and evaluate

the information related to the issue:

Scanning available literature

Nominal Group Technique

Personal interviews

Future’s wheel .

Events forecasting and trends forecasting
. Cross impact matrix of trends and events
Future’s scenarios

SCOPE OF I1SSUE , :
The central issue of this paper is "What adjustments

AU ON -

will law enforcement have to make to accommodate

civilianization within the patrol function by the vyear 20007?"
In order to set the parameters of this paper, some explanation
0f the issue question is in order.The "patrol! function" refers
to a bureau, section, division, or - sub-program of a law
enforcement agency that is responsible for general patrol and
the initial police response to calls for police service. The
patro! function is also responsible far the protection of lives
and property, crlme.preventlon, initial police investigations,
traffic regulation, and the enforcement of state laws and local
ordinances. This paper will focus on  the use of
paraprofessionals to perform duties that will assist the patrol
function directly. -"Adjustments by law enforcement" reférs to
changes that may become necessary (f civilianization should
occur. These changes may include department restructuring,
altering work standards, creating new policies and procedures,

]
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and similar changes.
SUB-ISSUES
In an effort to further define the Iissue, a “nominal

group" was formed. The group consisted of:

Police Captain, Patrol! Division Commander

Civilian Public Service Qfficer, assigned to Patrol
Division

Civilian Public Service QOfficer, assigned to
Community Relations

Police Lieutenant, assigned to Patrol Division
City Finance QOfficer

Police Officer, Chairman of Pblice Officer’s Assn
. Safety Committee

Assistant Clty Manager

In a brainstorming session, the group identified nine
subissues that are relevant to the main issue. These subissues
involve changes in a police department that would be
necessitated if civilianization were to occur within the patrol
function. The extent of the changes and, in some cases,
whether those changes would be negative or positive will depend
on the implementation of an effective strategic plan. The

eight major sub-issues are:

1 - What changes will be required in the deplovment systems

used by police departments if c¢ivilianlization occurs in the

patrol function?

If paraprofessionals handlé some of the calls for

6
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service instead of police officers, the police officers could
have moré time available for general patrol, traffic
enforcement, and other activities. It could also cause the
dispatch center to screen calls in order to determine whether
to send a police officer or paraprofessional.

James Korcyznski ("Civilians In the Police.
Function,"April 1978) suggests th;t the use of
paraprofessignals to perform the tasks previously handled by-
police officers could result in replacing the officers with

non-sworn personnel, thereby reducing the number of sworn

personnel assigned to the patrol function.

2 - What changes will be required in the recruitment of new
police gersognel?

Michael Boyd, a psychologist for Kaiser Health Clinic,
feels that psychological testing may become even more;important
if officers are expected to handle more‘ calls that are
inherently stressful without the‘ periodic relief of the simple
and more mundane tasks that will be assigned to the
paraprofessional.

Personality profiles of successful paraprofessionals
have‘not vet been established to help select the best people
for those positions. Hennessey ("The Use of Civilians in
Police Work,"Bpri}l 1976) states that it may alsc be necessary
to recruit civilians with special skills and abilities in order

to use them in unique or specialized assignments.

3 - Will paraprofessionals cause an increase in specialization

-
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within law enforcement if the patrol function is c¢civilianized?

As wo%g is divided between sworn and non-sworn personnel,
thereAlel be a tendency for each group to become speciallized
in the taéks that they perform. If there is no reduction 1In
the number of sworn officers, it would bevreasonable to expect
them to have more time available for general patrol and
enforcement duties. The additicnal patrol time will permit the

introduction of new programs.

4 - What changes will be required in pgolice versonnel training

if ar ofes ignalg are introduced into the patrol fupnction?

Law enforcement agencies are accustomed to training
police officérs and funding 1is readily available through the
Commission 6n Peace Officer’s Standards and Training. Funds
for the training of paraprofessionals 1is not - as easily
obtained. fncreasing specialization will also result in

increased training for officers and paraprofessionals..

5 - What changeg will occur in the operating costs of police
de t whe lvillanization is introduced in the tr
function?

Changling expenses will be reflected In salaries,

benefits, worker’s compensation, retirement, uniforms, special
equipment, training, and many other areas. Also, conflicts
could occur between the employee bargaining units of the

paraprofessionals and the police officers.
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Even though the police officer and paraprofessional may be

performing some of the same tasks, the systems of rewards and
punishments may have to be different for each of the groups.
The Government Code (Section 3300) and various case decisions
have mandated disciplinary procedures for sworn police officers
that are different than the procedures-required-for civilian

employees. Reward systems that work well for officers may not

'motivate the paraprofessional with different career goals.

7 - Whaf changes will occur in the work quality standards of

police gegargmentg when the patrol function is civilianjzed?
People with different educational levels, training, and a

different career orientation cannot be expected to maintain the

same quality of work product without creating new procedures

thét will ensure quality.

8 - What changes will ocgur in the relationships that exist

between police employees if civilianization is introduced into

the 51 nction?

Accofding to Michael Boyd a social structure exists within
a police department that considers rank, assignment,
responsibility, experience, and many other factors The merging
of another class of employee, with many similar duties, into
the existing structure could cause some degfee of social

conflict.




Querview

B police departmeﬁt is made up of many small sections
that are all interrelated. The various sections cannot
function automously and any change in one section will likely
cause the other sections to make at least minor adjustments.
The changesA previously described would be significant and
almost certainly occur with the implementation of any program
involving the «civilianization of the patrol function. Many
other changes may also' occur depending on the details of the
new program and how it is to be implemented. The extent of the
civilianization and the structure of the program could also
create other changes in the department and the patrol function.

The chaéges described in the various sub~issues can be

expected but they may not necessarily be detrimental to the
operation of the police department. Each area of change could
well pbecome a topic of study in itself if one should chose to
explore it in depth. The relationship of each of the
sub-issues to the main issue of this paper is outlined in the

future’s wneel! on Chart #1.
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RELEVANT TRENDS AND EVENTS

Before an effective strategic plan for accommodating

X

civillanizatlion can be developed, it 18 necessary to look at

the current trends that could shape the future of the issue.
It is also necessary to attempt to identify possible events
that may occur in the future which could have an impact on the
issue or on the relevant trends. The Nominal Group Technique

was used with the same people who identified the relevant sub-

issues. Forty trends were identified as being relevant to the

issue. Those trends are:

Social trends:

1. Requests for law enforcement services

2. Overall crime rate

3. Available time for police offlcers to perform general
patrol activities

4. Difficulty In recruiting qualified police officer
candidates into law enforcement |

5 Changing work ethic

6 White collar crimes

7. Education level of police officers

8 Crimes against proéerty (theft and burglary)

9. Civil lawsuits being brought against  police
departments

10. Career orientation of police officers

11. Public image of police officers

12. Public desire for personal contact with police
officers

13. Beat knowledge among police officers

12
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14.

“
¥

Changing population

t

6.

Specialization within law enforcement

Special police programs

“High tech" crimes

Available training fori non-sworn law enforcement
personnel

Police use of technology in criminal

investigations

Civilianization of law enforcement tasks

Economic trends:

1.

Competition with private industry to provide services

(privatization)

2. Iﬂsurance company demands for documentation of minor
crimes | |

3. Volunteers working within law enforcement agencies

4, Acquisition of municipal funds for police
departments

5. Availability of federal grants for police
departments

&. Police officer salary and benefit packages

7. Medical.retirements among police officers

8. Worker’s compensation claims by police officers

?. Costs of "high tech" investigation equipment

Political trends:

1. OSupreme Court decisions

2. Training requirements for police officers

3. Training requirements for paraprofessionals

13




4. Public interest in government expenditures
S. -Demand for special police services
‘6. Demand for government to provide employment 0
opportunities
7. Minority hiring requirements
8. Citizen’s referendums
9. Public criticism of government activities
10. Demand for cost-effective law enforcement services
11. Law enforcement administrator’s willingness to
accept change
Five most significant trengg;
After discussion each member rated the iméortance of
each of the trends on a "Candidate Trend Rating
Form"(Attachéent #13. The total scores received were discussed
with the group and the five most Iimportant trends were .
identified. Those five trends are:
1. Demand for cost-effective law enforcement services
2. Specialization within law enforcement
3. Civilianization of law enforcement tasks
4. Requests for law enforcement services
5. Difficulty in recruiting qualified police officer
candidates into law enfocrcement
The group next discussed the directibn and intensity of
each of | the trends and whether each would be considered to be
positive or. negative for law enforcement. The group next
forecasted the direction and intensity of each of the selected
trends on a '"Trend Evaluation Form". In this forecast each
member of the group also attempted to determine whether law ‘

14
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enforcement could have an impact on the direction or Intensity
of each ‘trend. The highest and lowest ratings received, as
well ag the mean average ratings, are shown on Attachment #2.
The intensity and direction of each of the trends are:

1. cost-effective law e rcement service

This trend 1is increasing. The ~average group rating
indicated that it’s intensity had increased by 29.63% since
1982 and expected another 67.14% increase by 2000 aD.
Dorothy Guyo ("Bending Granite: Attempts to Chénge the Rank
Structure of the American Police," Sept 1979 agfeed that
the trend was intensive and stated that the most basic,
underlying reason for civilianization is economic.

The group viewed this trend as being negative for law
enforcemént. Being cost-effective is positive' but the
public demand for it is negative,. Law enforcement
administrators could influence it somewhat by ensuring that
they are seen by the public as being cost-effective.

2. Specialization within law enforcement

According to the average group ratings, this trend has
increased by 19.67% over the past five vears and is
expected to continue to increase by over 115% in the next
thirteen years.

This trend was felt to be positive and it was also felt
that law enforcement szdministrators could cause it to

increase even as much as 142%.

3. Civilianization of law enforcement tasks.

15
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The average group ratings reflected that this trend has
Increased by 86% in the past five years and forecasted that
it will probably double in intensity by the year 2000 AD.
Guyo’s study (Bending Gfanlte: Attempts to Change the Rank
Structure of American Police,? Sept 1979) showed that
civilians had actually increased by 68.2% over a fourteen
year period.

This trend may be either positive or negative, depending
on the particular civilianization program and how it is
managed. Obviously, police managers can have a tremendous

influence on this trend.

. Requests for law enforcement services

The average group ratings reflected that this trend has
increased by 72.83% over the past five vyears and
anticipated that it will increase by another 400% in the
next thirteen years. The state crime index alone increased
by 7.5% Just in 1985 <(California Crime Index, 1987).
Police departments are also called upon to perform many
other, non-criminal, tasks.

This trend is felt to be negative pbut there seems to be
very little that police managers can do to impact it.

Difficulty in recruiting qualified police officer

t into law enforcement.

The average ratings indicated that this trend hés
increased by 57.3% since 1982 and it 1is expected to
continue to increase by about 292.8% by the end of the
century. A good deal of support for this trend is shown by
the number of Command College ‘students that address the

16
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issue of a coming recruitment crisis.

This trend is negative for law énforcement and it is felt
thSt police managers will not be able to impact it very much.

Each.of the trends and it’s direction is shown on the

grgphs on Chart #2.

17




590
400
300
200 ——
100 ?%
.
1982 87 2000

TREND #1.Demand for cost effective
law enforcement services

High 225 Hill be 167

uu

[ I}

Could be = 138 low = 100
Range between high and low~< = 125
500

400

300 =

o0 =

===

0

1982 87 2000

TREND #3 Civilianization of law
enforcement services

High = 350 Will be = 200
Could be = 248 Tow = 158
Range between high and low = 192
500

400

300 ' )

200 /,f _
100 _‘Z/)/

0 .
.- 1982 87 2000

TREND #5 Difficulity in recruiting qualified
pelice officer candidates .

High = 350 will be = 403
Could be = 242 Tow = 180

Range between high and low = 170

TREND FORECAST

500
400 |,
300
/
200 AR
100 Z=
=
0
1982 87 N 2000
TREND #2 Specialization within law
enforcement
High = 300 Wil1l Be = 215
Could be = 242 Tow = 200
Range between high and low = 100
500 1///
400 //::///’
300 ]
//A
200 <
100 Z"
===
0
1982 87 2000 ,
TREND #4 Requests for law enforcement
services :
High = 500 Wi+l be = 403"
Could be = 349 low = 300
Range between high and Tow = 200

3

Chart #2, "TREND FORECAST" This chart shows the study group's forecasts of the five
most significant trends. The effect of ather trends or events are not reflected in

these forecasts.
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Critical Events

The study group developed a list of critical

events that could Iimpact the 1issue 1in a brainstorming:

session to answer the question, "What eQents might cccur
which could alter trends or effect law enforcement's
ébility to accommodate civilianization of the patrol
function?"The Nominal Group Teéhnique was used to identify
the five most significant events. They were:

Event #1 Paraprofessionals aiven limited peace officer

powers by law.

This event would permit. police departments to
expand the use of paraprofessionals into such areas as
issuing misdemeanor citations, providing security at
special events, serving séarch warrants, and
conducting other activitiés that require peace officer
powers. Accordfng to the President’s Commission on
Law Enforcement and the Administration of
Jus;ice,("ChaIlenge of Crime in A Free Society") the

. closer paraprofessionals come to performing the same
duties as police cfficers, the more probable it is
that cost differences between the two groups will be
reduced. Should the cost of paraprofessionals ever
reach ' or exceed the cost of peace officers, the
economic motivation to haintain a 'paraprofessional

classifi;ation would probably cease to exist.

Event i#2 Ra]ﬁfiaﬁ af bublic emplaovess limlted By ]aw.

In 1986 a propositlon reached the state ballot which

19
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would have severely limited the salaries aha benefits
of all public emplovyees. While this proposition
falléd, it Iis not unreasonable to assume that a

similar proposition or law will be introduced again.

ve #3 Paraprof i ] wil jol Pe Qfficer
t le o) | i a citie
who employ paraprofessionals.

Hansen and Salazar ("Police Service OQOfficers -
A Nonsworn Approach,"Fall 1981) describe social
conflicts that exist between officers and non-sworn
personnel. According to Psychologist' Michael Boyd,
thls event could help resolve some of the soclial conflicts
that exiét between officers and non-sworn persconnel. It
would reducg the possibility of paraprofessionals going on
strike with general employee unions representing the
majority of city or county workers.
If this event occurs, the Police Officers
Associations will have a stronger impact on the uée of
parapfofessionals and may even be in a position to

negotiate for limitations of their duties.

Event #4 A minimum of at least 80 hours of basic traininq

fo ionals will be required by 1law.

The occurrence of this event would directly
increase the costs of civilianization. Even |{f the

actual cost of the training were to be reimbursed by
the state, indirect costs would remain..

Event #5 The California Supreme Court will upheold a case

wherein a city or county is held llable for their failure to

20




ll

RS LY
4

employ sufficient peace officers to ensure reasonable
safety for the community or for other officers on the
de t '

This event would effectively require a minimum
number pf peace officers in each jurisdiction. Such a
lawsuit might be brought by a citizen who becomes the
victim of a crime when he/she is unable to get police
assistance in a timely manner. Another possible
source to initiate a civil action is the Police

Officer’s Assoclation. .

Event evaluations

The éroup discussed the events.and then evaluated each
of them on an "Event Evaluation Form" shown in Attachment
#3. The graph on Chart #3 demonstrates the increasing
probability of each of the even?s occurring in accordance

with the groups average ratings.

21
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CHART #3 "EVENT FORECAST" This chart demonstrates the increasing percentage of probability of
each of the five most significant events from 1987 to 2000AD, It is based on the average ratings

given by, the study group.
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CROSS IMPACT ANALYSIS

Should any of the possible future events actually

occur, It could impact any or all of the other events and

trends. The occurrence of any event could expedite or

postpone the occurrence of one or more of the other events.
Each event could also alter the expected course of any or
all of the identified trends. Each member of the study
group independently completed a "Cross Impact Matrix" to
show the effect that they felt that each event would be
expected to have on all other events and trends. The
various ratings were added together and an average score
was determined. The average scores were shared with the
entire group. Group members discussed the ratings and the
reazons why each f2lt an lmpact would occur. Each group
mempber again completed a “Cross Impact Matrix" and the
average ratlngs recelved are reflected on Chart #5.

The events and trends were then plotted on
graphs,(Charts #7 through #14) in an attempt to forecast
both. These graphs are based on the assumptién that all
events will occur when they reach a 60% probability level.
It ié noted that the probability of Event #2 (Salaries of
public employees are limited by law) never reaches 50% by
the year 2000 AD. The occurrence of all other events either
do not effect Event #2Z2 or théy decrease it’s probability.
Therefore, the event is not used in the development of the

strategic plan.
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EVENTS TRENDS
EVENT STATEMENT »
EILJE2IE3IE4IEB|ITIIT2ITA T4 |TH
PARAPROFESSIONALS GIVEN LIMITED PEACE '
El OFFICER POWERS BY LAW 0% | +65% | +80% [-20% || +lo0s |+15% |+60% |+10s |-30%
SALARIES OF PUBLIC EMPLOYEES LIMITED
E2| sy taw -15% -10% | -25¢ |-30%8 || -20% |+158 |-208 | o3 |+75%
£3 PARAPROFESSIONALS JOIN POLICE OFFICER
ASSOCIATIONS IN ONE HALF OF ALL CITIES +20% | -5% +15% |-25% 0% | +20% |-20% | 0% [-20%
[ 4| MINTHOM TRAINING REQUIRED FOR
PARAPROFESSTONALS +40% |-10% | +15% ‘1+108 || +208 |+60% |+35% |+158 [|-10%
[ 5| CITY HELD LIABLE FOR INSUFFICIENT
NUMBER OF POLICE OFFTCERS EMPLOYED -20% |-15% | -358 | -20% +45 | -20% | -40% |-20% |+40%

CROSS IMPACT MATRIX

TREND #1 Demand for cost effective law enforcement services

TREND #2 Specialization within law enforcement

TREND #3 Civilianization of law enforcement services

TREND #4 Requests for law enforcement services

TREND #5 Difficulity in recruiting qualified police officer candidates into law enforcement

CHART #4 "CROSS IMPACT MATRIX® _ This chart reflects the estimated change that the occurance

of each of the events would be expected to have in the probability of each other event occur-
ring and in the intensity of each trend. Positive (+) numbers indicate an increase in percent-
age and negative (~) numbers indicate a decrease in percentage.
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CHART #5 "FORECAST OF EVENTS OCCURRING AT A 60% PROBABILITY LEVEL" - Event #4 is.the first event

to occur.
increased.

Event #4 occurs in June of 1992 and the probability of all other events occurrlng is
Solid linés indicate the forecast of all events prior to Event #4 occurring.

Dashed

. lines indicate the change in the forecasts after the occurance of Event #4.
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CHART #6 "FORECAST OF TRENDS WHEN EVENTS OCCUR AT A 60% PROBABILITY LEVEL" (page 2] = Event #4
occured in June of 1992 (minimum training required for paraprofessionalsjand the intensity of

Trends 1,2,3, and 4 were increased while the intensity of Trend 5 was decreased,
indicate the intensity of all trends before Event #4 occured.

of all trends

after Event #4 occurred.
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CHART #7 “FORECAST OF EVENTS OCCURRING AT A 60% PROBABILITY LEVEL" (page 3) ~ Event #1 is the
second event to occur. Event #1 occurs in June of 1996 and the probability of Event #3 is
increased, the probability of Event #5 is decreased, and the probability of Event #2 is not
effected. Dashed lines indicate the change in the forecasts after the occurance of Event #1.
Solid lines indicate the forecast of all events prior to Event #1 occurring.
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Intensity of trend is decreased by 30%

CHART #8 "FORECAST OF TRENDS WHEN EVENTS OCCUR AT A 60% PROBABILITY LEVEL" (page 4] - Event #1
(Paraprofessionals given limited peace officer powers by law] occurred in June of 1996. The
intensity of Trends 1,2,3, and 4 are increased and the intensity of Trend 5 is reduced. Solid
lines indicate the intensity of all trends after the occurance of Event 4 in 1992 and before
the occurance of Event 1 in 1996. Dashed lines indicate the iIntensity of all trends after the
occurance of Event #1.
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CHART #9 "FORECAST OF EVENTS OCCURRING AT A 60% PROBABILITY LEVEL" (page 5] -~ Event #3 is the
third event to occur. Event #3 occurs in January of 1997 and the probability of Events #2 and
45 are decreased. Solid lines indicate the forecast of all events after the effects of Events

Event #3 occurs.
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CHART #10 "FORECAST OF TRENDS WHEN EVENTS QCCUR AT A 60% PROBABILITY LEVEL" (page €) - Event #3

(Paraprofessionals join Police Officer Associations) occurred in January of 1997. . The Intensity
of Trend #2 was increased and the intensity of Trends 3 and 5 were reduced. .
Solid lines indicate the intensity of all trends after the

Trends 1 and 4 were not, effected.

occurance of Event 4 in 1992, Event 1 in 1966,
after the occurance of Event #3 in 1997.

Dashed lines indicate the intensity of all trends
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CHART #11 "FORECAST OF EVENTS OCCURRING AT A 60% PROBABILITY LEVEL' (page 7] - Event #5 is the

fourth event to occur, Event #2 is decreased by 15% and never reaches a 60% probability level,
This chart reflects the occurrance of all events after each has had It's impact on the others.

Event #2 does not occur.
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(City is held liable for insufficient police officers] occurs in January of 1999,

of Trends 1 and 5 are increased while the intensity of Trends2,3 and 4 are redu

[

indicate the intensity ‘of the trends after the occurance of Events 4 (1992), 1
Dashed lines indicate the intensity of the trends after the occurance of all events.

Event #2 never occurs at a 60% probability level,.
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SCENARIQOS

After reviewing the trends, events, and their
possible ‘effects on each other, four scenarios were
developed. The first is a historical perspective
cf civilianization from the year 2001 AD. This 1is the
scenario that best portrays the negative type of future that
is possible and that the strategic plan will be intended to
help avoid. The second, third, and fourth scenarios are
also based on the forecasfted trends and events but are not
the basis for the strategic plan.
The scenarios are written in the following modes:
Scenario #1 Normatives/Demonstration Mode (Feared but
possible;
Scénario #2 Hypothetical Mode (Slice of time)
Scenario #3 Normative/Driving force (desired and
attainable

Scenario #4 Exploratory/Playout (Systems change)
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A Historic=l Pers@ective from 2001 AD

Civilianization began a slow evolutionary process in
the late 1800"’s as police departments began to hire
civilians for housekeeping, records processing and
secretarial duties. Employing civilians remained as a slow
'process until World War II. World War II Iintroduced women
into the workforce in large quaniiies and many began to
work in palice departments. Law enforcement agencies
throughout the country began to civilianize radio
dispatching, parking enforcement, and other functions. By
the 1950’s ;}vilianization had again returned to a slow
~evolutionary process.

A public awareness of government spending seemed to
awake in the 1970’ s and groups of citizens began
complaining that they were paying toc much in taxes.
Finally, in 1978, Proposition 13 reached the ballot and
passed despite the claims of doom that fell from Sacramento
and local poliﬁicians. Local government did not crumble but
was forced to look at new methods to provide services at a
lower cost (Trend #1). Law enforcement’s needs for providing
more cost effective services brought about a rebirth of
civilianization (Trend #3>. By 1990 <civilians had taken
over most record keeping, dispatching, parking enforcement,
community relations, and complaint taking. Many of the
duties perforﬁed by police officers were sharesd by
paraprofessionals. A civilian could then take certain minor
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pal lce™reports, sign off traffic ¢itations, and

anestlgate minor traffic coillslons,

14 ]

Az paraprofessionals began to work [n new areas (Trend #27,
the qua11t§ of the wérk product In those areas began to
decline. While many police deéartments started to put an
emphasis on paraprofessional training, many others held back
because of the costs lInvolved. The controversy between
hoiding the line on césts and spending training funds to
enhance quality was diminished when the legislature passe& a

law in Junie ¢of 1992 (Event #4) that required a minimum of 80

hours of baslic tralning for paraprofessionals. The same law

also mandated that para-
professionals recelve at least 20 hours of advanced training.
every two years. The law was met with‘enthuslasm because it
also meant that state funding became availakble to pay for
the required training. Enterprising éraining institutions
were quick to develop training courses to meet the'varying
needs of paraprofessionals and, therefore, obtain some of
the state training money.

With Increased training, pclice departments started
to see that the paraprofessionals could handle many other
tasks and give even more relief to the overburdened police
officers. Civillans were being tralned to use high
technology equipment to conduct evidence searches, preserve
and reccrd crime scenes, and even Iinvestigate many crimes
(Tfend #4). Police ‘departments began to realize that the
paraprofessional could replace offiéers in yet more aréas if
it were not for legal restrictions that mandated peagé
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cfficer _powers to perform specific functions. A
paraprofessicnal still qould not lssué a misdemeanor
citation or provide security at local parades and special
évents. Nor could they serve search warrants or obtain
arrest warrants upon the completion of an investigation.
Civilianization had been so well established as a positive
appreoach to saving money without compromising quality that
law enforcement administrators put forth a tremendous effort
to lobby for special peace cfficer status for the
paraprofessionals. Their efforts were successful when a
somewhat vaguely worded law was passed in June of 1997
(Event #1> that ga?e paraprofessionals limited peace officer
powers., Thevlaw became effective on January 1, 1998. Soon
after, paraprcofessionals were handling more serious crimes,
investigating all traffic accidents, and providing security
at special events. No police officers at all remained
inside most police buildings as all of them were assigned to
duties in the field (Trend #3).

By 1994 the paraprofessional ranks were expanding at
three times the rate of police officers. The salaries of
the paraprofessionals were also advancing faster than the
peace officers in order to keep pace with their expanding
duties and responsibilities. Police Associations, fearing
the compacting salary differences and strengths, attempted
to bring paraprofessionals assignments to the bargaining
table without success. The Associations wanted to meet and
confer on the Jjob classifications of the paraprofessionals
but the city management normally took a position that the
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Aésoclation did not represent the paraprofessional and,
therefore, could have no input regarding their working
conditions. The paraprofeésionals made a brief, although

unsuccessful, attempt to form thelr own union and then began

Jolning the Police Offlcer Assoclations wherever they were

accepted. By January of 1997 cne half of all Police Officer
Assoclations counted paraprofessionals among their
membershlip.(Event #3)

The Pollce Officer Associations Qere quick to take
advantage of their new bargalning power with the incfeased
membershlp of paraprofessionals. Threatened Jjob actions
held more mganing because management could no longer rely
on paraprofessionals to help with thg workload in the event
of a strike. Associations began to restrict the expanding

areas that were being civilianized but the paraprofessional

ranks were still expanding within those areas where they

had already obtainea a foothold. A few paraprofessionals
were assaulted by criminals and traffic offenders while on
duty and they were demanding police protection on certain
assignments. On occasion, a paraprofessional had been
mistaken for a pollce officer and citizens had expected them
to take action beyond their authority. On one occasion a
paraprofessional accidentally interrupted a robbery in
progress while entering a store to purchase a soda pop. The
robber shot and wounded the unarmed paraprofessional. By
late in 1997 worker’s compensation claims by

éaraprofessionals for on the job injuries, back pains, and
stress were costing as much as the claims by police
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cfficers.

Qver the years, the expansion of the numbers of police
officers had not kept pace with a growing population and
departmenté were facing seriocus shortage of sworn perscnnel.
RecruitingAnew officers was more difficult than ever before
and most departments did not even employ as many police
officers as their budgets allowed(Trend #5>. On January 21,
1999 a woman called the policé department in a medium sized
southern California city because a man was trying to get
into her kitchen window. All of the officers were busy on
one call or another but one was sent as socon as he became
available. Unfortunately, fifteen minutes had passed by the
time he had finished handling a family fight and was able to
respond. By the time he arrived at the woman’s home, some
12 minutes had passed and the woman had beén raped. The
suspect was gone and never located. The woman filed a
lawsuit claiming that she had not been afforded reasonable
police protection. The pblice department argued that all of
their police officers were busy because of circumstances
beyond their control. The superior Court found that the
city was negligent for not having emploved é reasdnable
number of officers in consideration of the city population,
crime rate, and average calls for service(Event #5)>. The
city wili, of course, appeal the Superior Codrt’s decision
but must now consider the question, "Have we civilianized

too much?"
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Scenario #2
- Lieutenant Fletcher, 1999

o

On July 23, 1999 Lieutenant Howard Fletcher was the
Watch 'Commander on the night shift 1in Botchville,
California. It was still hot at two o’clock in the morning
and the air condition{ng in hisboffice'still wasn’t working
right. Lt. Fletcher pushed the scan button on his computer
and looked at overdue performance evaluations, unanswered
communications, a few new directives from the Patrol

Commander that he would have to desciminate, and a message

(printed in red) saying that the coffee was ready in the

Dispatch Center. Pulling his feet from the top of his forty

- vYear old desk’, he pushed another key on the computer to

redirect all of his telephone calls and started for the
Dispatch Center.

On his way to the Dispatch Center, Lt. Fletcher
stopped at the counter in the front lobby . Five

paraprofessionals, called Public Service Representatives

-(or PSR’s> were. working on the counter. Two were taking

telephonic police reports for burglaries, two more were
talking with walk-in customers, and the fifth one seemed to
be ﬁaving‘ an argument with her boyfriend on the telephone.
A citizen walked In the front door, approached him, and
ésked 1f he could certify a vehicle correction for a traffic
citation. He looked at the citation and saw that it was for
a malfunctioning exterior vehicle speed indicator. Lt.

Fletcher had no idea how to check the indicator without
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foilowing the car to-see if the the thing worked so he told

the citizen to wait until one of the PSR’s was free and that
they would handle it. Another citizen walked into the front
lobby and Lt. Fletcher remembered that he was still carrying
an empty coffee cup that was In need of immediate attention.
He left abruptly, attempting to lock as if he was in route
to do something important.

He rested his hand against a cold access plate next
to thé Dispatch Center, watched a vellow light come on
while it read his handprint. The door to the Center
unlatched and ‘swung open as a mechanical voice said "Good
Morning Lieutenant Fletcher" in a tone that was
considerablyAmore friendly than he cared to hear at that
time of the morning.

As he walked into the room, Lt. Fletcher looked at a
six foot by six foot computer monitor that showed a map of
the city and the location of all field personnel at the
moment . Only five of the round lights, which indicated
police officers, were blue. All of the other officers must
have been busy because their lights were red. Six of the
square PSR were blue. Lt. Fletcher became. concerned
because he knew that five available police officers were
Just not going to be enough. The Police Officer
Association had already placed the Chief on notice that
they intended to sue the city becadse there were not enough
officeré to ensure reasonable safety while they were
working. The six PSR’s that were available did have some

limited peace officer powers: while they were on duty but
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‘they weré not armed so they would be of little value in
event that sometﬁing came up. Besides, standing operating
procedureé dictated that the PSR’s could not be used in life
threatening situations.

‘His thoughts were quickly interrupted by a
dispatcher’s announcement that she thought that she had a
call coming 1in about an injury accident but needed someone
who spoke Cambodian to figure out where it was. Lt.
Fletcher asked where the call was coming from and she saild
that the qaller was in a teiephone booth at First and Maple
and that the caller looked like he was wearing a blué shirt.
Lt. Fletcher said, "Send the nearest PSR and if she can’t
see the acciéént, your informant can point to it and holler
in whatevef language he wuses." The dispatcher responded
that the PSR’s don‘t have red lights on their vehicles for
emergency response. Lt. Fletcher looked again at the giant
monitor and snapped back, "She’s only a block away, send her
anyway. I can’t afford to tie up another cop right now!"
Another call came' in about the same accident but this time
the caller spoke Spanish and getting a translator to the
phone‘ took only seconds. The translating dispatcher told
Lt. Fletcher that his informant was reporting that a fight
had broken out at the accident scene and one of the suspects
had a gun. Fletcher’s respoﬁse was immediate, "Abort the
PSR. Sent the helicopter and the closest two officers." He
'turned back to the monitor and saw the round blue light of
Unit 1-12 as it went out and then reappeared four miles away
and only twoc blocks from the scene. As he was staring in
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disbelief over Unit 1-12’s impossible movement the six foot
television ' screen next to the monitor came on with a live
video of the scene from the helicopter. Unit 1-14 was
already at the scene and the suspect was surrendering. Unit
1-14’s light on the monitor still showed red and was two
miles away. Three more lights had turned blue and started
toward the scene before a verbal radio transmition from Unit
1-14 indicated that the emergency was over. A PSR was
dispatched to the scene to investigate the accident and take
hallographic photos.

Eletchér approached the Dispatch Center Supervisor
and asked her how Unit 1-12 moved over four miles in less
than one secéhd and why Unit 1-14 was' on scene while he
still showed red at ancother Ilocation. She replied, "You
know cops. They’ve figu;ed out how to show their monitor
lights as patrolling in one place while they are having
coffee somewhere else." Coffee, that was it, his cup was
stil]l empty. He decided that he would talk to the officers
later, when things slowed down.

Lt. Fletcher looked into his now full coffee cup and
thought "If we could train officers to perform some o0f the
PSR Jjobs, we could replace some of the civilians with
officers and build up the sworn ranks. Then we could send
any available unit to any call. We pay them both ‘the same
so 1t wouldn’t cost any more. There are a lot of jobs that
officers could do as well as PSR’s and they wouldn’t be so
specialized. What this place needs is a well manned force
of generalist sworn police officers. 1711 have to sdggest
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that to the boss." His thoughts were interrupted by a

dispatcher who had turned from his monitor and sald "A

robbery Jjust occurred and the suspect fled on foot. The .

suspect is gone, do vyou want me to sent a cop or PSR?"

-
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Scenarlo #3
Bumland PD

Bumland is a fictitious city in California in the
year 2000 AD. Bumland has & population of 250,000 people
and covers a geographic area of 139 square miles. It is a
chérter city with it’s own police department.v The police
department employs 325 sworn police officers and 296

nonsworn personnel. Of - the non-sworn personnel, 81 are

paraprofessionals called Police Service Representatives, or

"PSR“S". Ray Norton has been the Chief of Police for seven
years and was a command level officer for eight years prior
to becominé— Chief. He has always belleved that
civilianization is good if it 1s accomplished reasonably.
He is proud of his accomplishments in developing a
paraprofessional program within his department but he feels
that there is still more to be decne.

The civilianization program at Bumland has not always
been smooth. When Chief Norton became a Captain in 1985
~some civilianization had already occurred. The entire
Dispatch Center was manned by civilians and PSR’s
represented 75% of the personnel assigned to Community
Relations. Proposition 13 had passed and all law
enforcement agencies throughout the state were still
searching for alternatives to provide services at lower
éosts. A few years later another ballot reached the state
pballots which would have limited all public employees
salaries and benefits. Even though the initiative failed,
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it’s~suppérters promised to bring it back ln' some modified
form. Emphasis on more cost effective law enforcemént was
still a basis for the formation of new police services and
was a basic criteria for the evaluation of all existing
services.

Civilianization was growing in many departments
throughout the state. Norton was unable to gain sufficient
support for a request to add twenty-five new officers to
his Patrol Division so he requested enough funds to hire
five new officers and seven more PSR’s. He got the new
poéitions anq assigned all of the PSR‘s to handle complaints
at a counter in the front lobby of the Police Departhent.
The Dispatch‘ Center screened calls and directed simple
police reports, with no physical evidence, to the front
counter. The PSR’s took information over the phone and
completed the police reports. The program was successful
and f.eld patrol officers started to feel some relief from
the minor calls for pollce reports. Soﬁe complaints even
started to come in from-the officers who had to handie calls
that they felt could have been directed to the front
counter. Within Jjust a few vyears the PSR’s were handling
all walk-in reports and covering five Iincoming telephone
lines on a twenty-four hour basis.

The duties Qf the paraprofessionals were expanded to
the field where they drove marked police vehicles without
emergency lights to handle simple calls and  collect
evidence in their own investigations. They algo started
taking non-injury accident reports in the field and had
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assumed all responsibility - for parking enforcement and
abandoned vehicles.

By the time Norton was appointed Chief of Police |in
1993, the paraprofessionals had expanded their duties into
all Divisions as they began filing coﬁplaints at the
District Attorney’s Office,‘ served as observers in the
helicopter wunit, investigated all fraudulent document
cases, and computer frauds, and were touching almost every
aspect of the department. Bumland had been a rapidly

growing city but the police department had been able to keep

up with the rising calls for police services. Thé Clty

Council. had been very supportive of the civilianization
program and was adding more PSR’s every budget year. With
many of the ‘expansions of the paraprofessional - program,
| there came reclassification studies to rewrite Jjob
descriptions. When Jjob descriptions were rewritten with
more responsibilities, the salaries of the PSR’s increased.
The compounding of the salary increases had meant a
substantial overall raise in pay for all of them.

The Buml and Police Officer Association became
concerned that the salary of a paraprofessional was coming
too close to that of a police officer and demanded to meet
and confer with regard to future reclassifications of the
PSR position. The Chief and the City Manager refused to
discuss the situation with the Association (BPOA), stating
that the PSR’s were part of the General Employee Union and
the BPOA had no right‘to discuss their working conditions.
The response of the BPOA was dramatic, it solicited the
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PSR’s to -Join their Association. The PSR’s Jjoined the
‘Bumland Police Officer Association in July of 1996.
Henceforth, the BPOA met and conferred with the Chief of
Police and City Manager on matters éoncerning working
conditions for the Public Service Representatives.

In 1998 many law enforcement administrators were
lobbying for special police powers for paraprofessionals.
It was generally felt that the paraprofessiona& duties
could be expanded to issuing misdemeanor citations, working
security at special events, obtaining search and arrest
warrants, and performing a number of other duties that
required police powers. Chief Norton looked at what had
been happeniﬁg with the paraprofessional expansicons that he
had a]ready» experienced. He looked at the increasing
salaries, the lawsuits that had given paraprofessionals more
worker’s compensation and retirement benefits, and the
difficulties that he had encountered with offlcers when the
PSR’s duties became too similar to theirs. Chief Norton
took a position of opposing any law that would give
paraprofessionals special police powers and decided that, if
such a law was passed, he would not use'any PSR’s in that
capacity.

Chief Norton continued to increase the number of
paraprofessionals and increased the amount of 'tralning
they received.  When a state law was passed in 1999 which
required minimum training standards, his department was
already well above the required 1evels'_ of training.
Adlways, before going tc the council with a regquest for more

47




paraprofeésionals, Chief Norton reviewed the strengths of
the sworn officer force. 'He contended, in both words and
actions, that the Bumland Police Department’s first
obligation was to protect the citizens of the city. Police
officers, according to Norton, protect the community and the

department must always have enough of them before can become

concerned with the other services.
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SCENARIQO #3

During the decade of the 1980°s the law enforcement

community experienced a steady increase in the number of

requests for poliice services (Trend #4) and was not matched .

by a corresponding increase in the numbér of police
officers. Part of the slow increase in the number of
police officers was due to some difficulty in recruiting
qualified police officer candidates (Trena #5) but the major
difficultylwas the result of a lack of available funding in
most municipal gqvernments. The citizen’s referendums of
the late 1970’s had made it more difficult for municipal
government to obtain resources through the firgt half of the
80’s and govéfﬁment was forced to look at more cost effect
alternatives' to provide governmental services. Police
departments suffered from the lack of funds as much as any
other city departments and the police share of the municipal
budgets increased substantlially slower than city government
budgets in general. Law‘enforcement also had to look for
alternatives to provide for more cost effective law
enforcement services (Trend #1).

The increasing availability of *"high tech" equipment
resulted in an increasing number of "high tech" c¢rimes and
police departments began increasing their use o0of new
technology to solve crimes and manage departments. By 1990
more areas of law enforcement had become specialized than
éver before (Trend #2>. Many of the specialized areas were
handled by civilians instead of police officers (Trend #3).

Civilans were handling all records keeping functions, radio
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dispatchiﬂg, parking enforcement, and public relations.
The expanding use of civilianization focused a great deal
of attention on the paraprofessional. Many. police
administrators began to feel the negative effécts of the
l ower trained and lower paid paraprofessional as the
quality of Investigations and reports began to decline.
By 1991 many police managers were demanding state funds to
train paraprofessionals in order to bring their work up to
the standards that had previously been set by police
cfficers. In June of 1992 the California state
legislature passed a law that required a minimum of 80 hours
cof basic training for paraprofessionals (Event #4>. The law
made state fdﬁding available for the basic training and alsoc
provided fof additional training when a need was shown. The
available funding for the additicnal training made it
possible for police departments to civilianize even more
police services (Trend #3)> and to become even more
specialized (Trend #4).

The demand for cost effective law enforcement
services continued to increase and police administrators
continued to look at civilianization as being a viable
alternative to provide services at a lower cost. After a
good deal of lobbying by Police Chiefs, another law was
paésed in June qf 1996 which gave the paraprofessionals
limited peace officer status (Event #1). Paraprofessionals
began to provide even more pclice services (Trend #3)
including such areas as Issuing misdemeanor citations,

guarding special events within cities, investigating major
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crimes and fillng complaints - in municipal court.

By 1997 it was becoming increasingly difficult to
distihguiéh police officers from paraprofessionals. The
police officers were becoming concerned that the
paraprofessionals were taking away their.Jobs. While the
paraprofessionals had tripled their ranks in five years,
the number of sworn officers had actually been reduced.
The recruitment of new police officers was becoming even
more difficult (Trend #5) and Police Officer Associations
were demanding that civilianization be stopped.

The more the Police QOfficer Associations atteméted to
influence the <city governments that civilianization was
advancing more rapidly, the more firm the city managers
became In subporting civilianization. 1In an effort to gain
more control o©f the use of paraprofessionals, many Police
Officer Associations began to recruit the civilians into
their organizations. By January of 1997 cover one half of
all Police Officer Associations counted paraprofessionals
among their membership (Event #3). This tended to slow the
number of areas into which the paraprofessional was being
introduced (Trend #2) but did nothing to slow the expansion
the the paraprofessional ranks (Tfend #3).

In 1998 the Police Officer Association in a medium
sized southern California city decided to talk their
arguments into court. The Associafion sued the city because
they claimed that their were simply not enough police
officers in the city to ensure reasonaple availability to

assistance for the few officers that remained in the field.

4
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The Assocfation contended that the officers in the fleld
could ﬁbt'get back up on hazardous calls and that they were
unnecessarily being placed Iin dangerous situations. The
Superior Court agreed with the Association and mandated a
freeze on the hiring of any city personnel until thé number
of police officers had been increased to a specified level.
The case was upheld by the California Supreme Court in 1999
(Event #53. Clivilianization In that city was stdpped and
the civilianization of police services in most cities had to
be réevaluated. All law enforcement managers had to go back
and review what their basic missions were and what they
would need in terms of sworn officers to perform the basic

police tasks:
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QBJECTIV WQ

STRATEGIC PLAN
STATEMENT :

The second objective of this study is to develop and
impleﬁent & strategic management process. This process
will Include strategic planning for the Implementation of
the recommended policies. A strategic plan will be
described that will be intended to move a law enforcement
agency away from the negative future described in Scenarlo

Cne and help institute safeguards to ensure than an

‘undesirable future state can be avoided.

METHQDS: IDENTIFICATION

1. Cabability/Resource Analysis
2. Modified Policy Delphi

3. Negotiation Strategies

- CAPABILITY/RESQURCES ANALYSIS

Prior to developing a strategic plan, it is important
that ‘a qepartment review it’s  own capabilities and
resources to ascertain whether it is ready to implement a
new program. Since every department has different
strengths and weaknesses, it .is Impractical to attempt to
eveluate the readiness of California law enforcement

agencies in general to civilianize the patrol functicn. In

. an effort to demonstrate the process, a capability and

resource analysis was done for the Riverside Police
Department specifically.
The. study group used for previous exercises were’
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felt to be a good cross section of the department and
represented the various divisions and ranks. The group
stugied the department’s strengths, weakneses, and

capabilities,. Fach study group member completed a "Present

Capability Analysis Form" and a "Future Adaptability

Analysis Fort", The assessments were reviewed and an
average score was determined for each category. The total
scores in each category are reflected on Charts #15 and

#16.
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PRESENT CAPABILITY ANALYSIS
RIVERSIDE POLICE DEPARTMENT

H H§ H~

SUPERIOR - BEYOND PRESENT NEEDS
ABOVE AVERAGE~ SUITABLE FOR PRESENT NEEDS
WITH NQ PROBLEMS
AVERAGE - MEETS PRESENT NEEDS
"BUT ROOM FOR IMPROVEMENT
BELOW AVERAGE- NOT AS GOOD AS IT SHOULD BE

s POOR -~ . CAUSE FOR CONCERN/
ACTION MUST BE TAKEN TO IMPROVE
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I | IT

H
K
<
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wWimipdjwl s lo n|aeitijalslwiviiw i

SICK LEAVE USED
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[

CHART $#13 "DPRESENT CAPABILITY ANALYSIS" ~ This chart demonstrates the present capabilities
scores indicate the total number of group members

of the Riverside Police Department.

who rated each category in the area indicated.
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FUTURE ADAPTIBILITY ANALYSIS
RIVERSIDE POLICE DEPARTMENT

Each item listed below was evaluated on the basis of the following criteria:

I CUSTODIAL - REJECTS CHANGE
ik PRODUCTION - ADAPTS TO MINOR CHANGE
IOL. MARKETING - SEEKS FAMILIAR CHANGE
I  STRATEGIC - SEEKS RELATED CHANGE
3 FLEXIBLE - - SEEKS NOVEL CHANGE
CATEGORY , I |1 |IIT | IV | X
TOP MANGERS
MENTALITY / PERSONALITY 2 4 |
SKILLS -/ TALENTS I 3 2 |
KNOWLEDGE / EDUCATION 3 3 !
ORGANIZATIONAL CLIMATE
CULTURE /NORMS 5 2
REWARDS / INCENTIVES ! 2 3 !
POWER STRUCTURE n 2 4
ORGANIZATIONAL COMPETENCE
- 4 2 |
RESOURCES 5 ! !
MIDDLE ~MANAGEMENT 4 2 |
LINE PERSONNEL by 4 '

CHART #14 "FUTURE ADAPTIBILITY ANALYSIS" - This chart demonstrates the evaluations of
the study group regarding the future adaptibility of the Riverside Police l?epartxnent.
Scores indicate the total number of group members who rated each category in the area
indicated. Seven points were possible in each category.

Ratings of I and II indicate very little ability to change.
Ratings of III indicate reactive change
Ratings of IV and V indicate proactive change.
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Iﬁ reviewing the ratings, it appeared that the
study group thought ‘that the department had the following
strengths and weaknesses,

PRESENT CAPABILITY

STRENGTHS WEAKNESSES
Turnover ' ' Manpower
Growth Potential Facilities
Training Equipment
City Manager Support Crime Rate
City Council Support Morale

Sick Leave Used
A {ow turnover rate and a high growth potential were

‘noted by all members of the study group but no other areas

sfood out dramatically. The overall ratings reflected that
the department was generally where it should be to meet
present needé' and even a little ahead Iin many areas.
Facility, équipment, and manpower ratings showed that the
department is barely adequate for the present needs.or even
below where it should bé.
Future adaptability

The "Future Adaptability Survey” indicated that the
majority of the department operates in the "marketing" mode
that tends more toward a reactive change than proactive.
There are stronger trends toward proactive than to reject
change. Top managers have more of a tendency foward a

preoactive approach than do middle managers or line

personnel.
Qverall, it is felt that the Riverside Police Department
is ready to civilianize within the patrol function. The

department has the needed resources and, support. for a
civilianization program to succeed.
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Law Enforcement in general:

It is felt that the Riverside Police Department’s
capability and resources aré probably quite similar to most
octher law enforcement agencies. The resources available to
other law enforcement agencies vary a great deal but most
other departments have the ability to obtain necessary
equipment, manpower, and support. Most police managers are
all having a difficult time in obtaining items that would
assist them but are not essent{al to_their operations.

Law Enforcement Mission:

To protect lives and property. To prevent crime and
enforce laws. To assist the public in incidents involving
accidents, néfural disasters, and other emergency
situations.

Riverside Police Mission:

To protect and serve the community of Riverside. To

" protect lives and property through an aggressive and

courteous patrol and an active crime prevention program.
To provide for a safe and secure environment and to provide
emergency services and assistance on a twenty-four hour

basis.

Mission of civilianization of patrol at Riverside

To enhance the ability of the Patrol Division to
provide emergency services and assistance by increasing the
amount of time that patrol officers are available for

emergency response and general patrol.
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POLICY CONSIDERATIONS

The study group was again used to .establish a list of
possible policies that would assist law enforcement in the
use of civilianization to . improve the patrol function. The
same group that established the previous list 6f trends and
events  was called together for another brainstorming
session. After review of the material developed to this
point, the group established the following list of possible
policy statements:

1. The first priority for new personnel requests for
the police department shall be to ensure that
sufficient officers are employed that an average
of 30% available patrol time is maintained in the
Patrol Division.

2. Paraprofessionals shall receive a minimum of 80
hours of basic training prior to being assigned to
field duties.

3. Paraprofessionals shall be subordinate to and
under the supervision of police officers.

4. Paraprofessionals shall be under the supervision
of Patrol Sergeants and under the established
chain of command for Patrol Division.

5. One Sergeant shall be directly responsible for the
supervision of all paraprofessionals assigned to
the patrol function under a bureau concept.

6. Paraprofessionals shall not be assigned to calls
involving violence or thé threat c¢f violence.

7. Paraprofessionals shall not be assigned to calls
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11.

12.

13.

in which a suspect is reasonably believed to be in
the immediate area.

A list of specific types of calls to which a
paraprofessional can be assigned will be
established and all calls on that list will be
handled exclusively by paraprofessiocnals. A
paraprofessional will not be assigned to any other
calls.

Paraprofessionals shall wear uniforms and drive
vehicles that are distinctly different from the
uniforms worn by and vehicles driven by police
officers.

Paféprofessionals will handie only reports and
complaints via the telephone or within the police
facility and shall not respond in vehicles to
crime scene locations.

The number of paraprofessionals employed by the
police department shall not exceed 10% of the
field patrol force. |
Paraprofessionals shall be appropriately trained
and assigned to assist patrol officers in the
identification, <collection, and preservation of
evidence.

Three levels of paraprofessionals shall be
created. Level one shall be limited to duties
within the police facility <(telephone police
reports, counter duties, station tours, etc.).
Level two shall be limited to minor <calls for
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‘service in the -fleld dminor pollce reports,
non-injury accident investigations, etc.)> and
.public speaking engagements. Level three shall
handle evidence ﬁrocessing, specialized
investigations, and other complexAduties.

Safaries shall be commensurate with the duties of
each level.

14. All of the rights and protections provided to

peace officers by Government Code 3300 and the

existing Memorandum of Understanding with the
Police QOfficer Association shgll be proQided to
the paraprofessionals.

After ‘éstablishing the list of possible policies,
each member bf the study group evaluated each policy as to
it’s overall feasibility and desirability on the ."Rating
Sheet for Policy Delphi". The total and average scores
received on that evaluation are reflected on the "Average
Rating Sheet for Policy Delphi in Attachment #4. The
average ratings showed that policies #7 (Paraprofessionals
shall not be assigned to calls in which a suspect is still
in the area) and #6 (Paraprofessionals shall not be assigned
to handle calls that involve violence) received very high
ratings for both feasibifity and desirability. The policies
were discussed among the group members. It was generally
felt that these two policies were needed iﬁ ordef to assure
a reasonable expectation of safety for the
paraprofessionals.

The most polarized policy was Policy #5 (a
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paraprofeéslonal bureau toc be established within the Patrol
Division with 1t’s own supervision). Policies #3,#4, and #5
were mutually exclusive. If any one of them were to be
adopted, the other two would not be possible. After
discussion, the group felt that paraprofess@cnals should bke
included within the existing structure of the Patrol
Division and under the direct supervision of Patrol
Sergeants, Policy #4, The Implementation of thfs palicy
would, therefore, maké policies #3 and #5 infeasible.

Policy #2 (paraprofessionals to receive a minimum of
80 hours of basic training prior to being assigned to fleld
duties) received the second highest rating. Basic tralning
for paraprbféésionals in criminal law, department
procedures, report writing, and community relations were
considered to be essential to the success of the program.
More training would be required if paraprofessionals were to
be used for evidence collection, accident Investigations, or
other special areas.

The expansion of paraprofessionals was considered
feasible and desirable according to the ratings received for
Policy #12 (paraprofessionais to be trainéd in the
ldentifléztlon, collection, and preservation of evidence).
Solid support was also received for Policy #1 (a hiring
priority to ensure 30% available patrol time>. This policy
had a. low feasibility rating but was fairly strong in
desirabilltyé Most of the lower ratings were do to concern
that the City Council might not be willing to supporf a 30%
available patrol time "figure. It was also felt that 30%
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might not-be a good figure for all departments. However, it
is strongly urged that all departments -'should <clearly
éstablish the number of officers needed and should ensure’
that that standard will not be compromised.

Establishing a list of specific calls (Policy #8) was
felt to be impractical. The variety of possible calls for
police services is too large and creating a specific list
for paraprofessionals is infeasible. Policy #10
(restricting paraprofessionals to station duties) was also
rejected.Overall, It was felt that a program could be
developed that would incorporate Policies #1, #2, #4, #6,
#7, #9, #12, #13, and #14. None of these policies conflict
with the ofhers and they would support the mission of the
civilianization program within the patrol function. It is

noted that some of the policies. can be consolidated into

broader policy statements.
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QF ACTION

The recommended course of action is to implement

Policies #1, #2, #4, #6, #7, #9, #12, #13, and #14. The plan

for civilianization within the patrol function involves

sever major components. Those components are:

1.

Establish minimum sworn peace officer staffing
levels that allow for future city growth.

Establish minimum training standards for
paraprofessionals in accordance with their
assigned duties.

chlude paraprofessionals within the existing
organizational structure and chain of command of
the division to which they are assigned.

Establish parameters for paraprofessional duties
that afford reasonable assurance that they will
not be placed in hazardous situations.

Establish uniform standards for paraprofessionals
and markings for paraprofessional vehicles that
are distinctly different from the unifprms of and
vehicles.used by peace officers.

Establish job descriptions for three lévels of
paraprofessionals with lncreasing responsibilities
for each level.

Afford _paraprofessionals the same rights and
protections provided to peace officers by
Government Code Section 3300 and any existing
agreeménts in the Memorandum of Understanding
between the Police Officer Association and the
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employing city.
ADMINISTRATION AND LOGISTICS

In -order to Iimplement the various recommended
components of the plan, it Qould be necessary to obtain a
firm commitment from the top management of the department
and to ensure the support of the City Manager and City
Council. The Program Director, or c¢oordinator, for the
program should be an individual who has a high interest in
civilianization and sufficient influence within the
organization to ensure Eooperation and support. The
coordinator should be temporarily assigned to the officer of
the Chief of Police and should work closely with all
- Division Comﬁanders and Patrol Supervisors. The coordinator
should assiét in recruiting and selecting paraprofessionals
and should help develop needed training programs.

The City Manager and City Ceuncil should be kept
informed regarding the progress of each phase of the
program and the potential costs that appear to be likely in
the future. Prior to the éroposal being submitted for each
phase, a careful review of it‘s possible effect on the
various stakeholders would be  appropriate. Care should be'
taken to note whether some c¢hange in the program cou[d
create a new, previously unknown, stakeholder or change the
expected position of a known stakeholder.

PLANNING SYSTEMS

In order to determine the appropriate planning system
for the program, the predictability and frequency of change
for each portion of the program was evaluated. These
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evaluations are reflected on Chart #9.

The predictability of changes that may effect each
individual aspect of the program tends to be high. Since
changes in the environment would not neceésitate an
immediate change in the program, police managers should be
able to expect sufficient advance notice of pending problems
to enable them to plan well in advance. However, the
frequency with which some of the changes might occur is

quite variable. For example, changes may not be expected in

‘minimum officer staffing levels over the vyears but regular

changes could be expected in the types of duties that
paraprofessionals are expected to perform. Overall, it
appears that the appropriate planning system would be mostly

Operations Planning and some Signal Surprise Planning.
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) 1 OPERATIONS PI.:ANN/NG PERIODIAC PLANNING
S0

2 .

®

ISSUE  PLANNING

’| S
@
4 @
S5 : : :
i 2 3 4 5

PLANNING SYSTEMS

COMPONENT OQF PLAN
@ MINIMUM SWORN PEACE OFFICER STAFFING LEVELS TO BE ESTABLISHED,

@MINIMUM TRAINING STANDARDS TO BE ESTABLISHED FOR PARAPROFESSIONALS.

@PARAPROFESSIONALS TO BE INCLUDED IN THE EXISTING ORGANIZATIONAL STRUCTURE AND
WITHIN THE NORMAL CHAIN OF COMMAND.

@PARAMETERS TO BE ESTABLISHED FOR PARAPROFESSIONAL DUTIES,

* @ PARAPROFEfSSIONALS TO WEAR UNIFORMS AND DRIVE VEHICLES THAT ARE DISTINCTLY
DIFFERENT FROM THE UNIFORMS WORN BY AND VEHICLES DRIVEN BY POLICE OQFFICERS.

@ PARAPROFESSIONALS SHALL BE CLASSIFIED INTO THREE LEVELS, WITH INCREASING DUTIES
AND RESPONSIBILITIES FOR EACH LEVEL.

@ POLICE OFFICER RIGHTS AND PROTECTIONS TO BE EXTENDED TO PARRAPROFESSIONALS.

CHART #15 "PLANNING SYSTEMS" - Each component of the overall plan was placed in the planning
systems box to ascertain the most appropriate planning system for each component §nd to help
identify the most appropriate overall planning system to be used for the civilianization program.
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Two non-law enforcement people were added to the

study group to help identify stakeholders that might not,
otherwise, be considered. One was an aétive mémber of the
American Assoclatlion of Retired People (A4ARP) and the dther
was a member of the local Chamber of Commerce. The relevant
trends and events were reviewed as well as the list of
alternative policies. The following}definition was used to
identify a stakeholder:

Stakeholder - Any person or group of people who might
be affected by or might attempt to
influence the issue or law enforcement’s
approach to the issue.

The group was asked to glve special attention to any

non-cbvious stakeholdes who might appear and be able to
cause serious effect on the implementation of any phase of

the prcgram.

A list  of thirty~five stakeholdes was establ ished.

The group then considered each stakeholder and what effect
they might have on the civilianization of the patrol
function.’ It 1Is noted that the list becomes larger when
stakeholders are considered who may impact the issue locally
as opposed to those who would probably appear in any
jurisdiction through the state.

| A list of ten of the most important stakeholders was
establ ished, The position that each stakeholder would be
expected to take varies from c¢ne city to the next so the
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study group attempted to anticipate the most p;obable
position that they would take In most cities. There was a

tendency for study group members to lean toward the

Riverside Police Department’s experiences with the various .

stakehclders as they evaluated them. The 'ten stakeholders
identified as being the most important are:
1. Elected local government leaders (City Councily

Police Officer Associatioen

City Manager

Local businesspersons

-

District Attorney’s Office

Taxpayer’s Associations

.

Police administrators

Insurance carriers

O ¢ ¢ U * ) W ¢ ) H U ¢V B N

.

Other city department heads

10. Civilian police department employees
Assumptions:

In order to anticipate what each group of
stakeholder‘s position on the issue might be, it is
necessary to make certain assumptions about each of the
groués. The assumptions listed are based on the opinions
of the s3study group and on the pecsitions that the
stakeholders have taken regarding other programs that have
been implemented in the past. While the experiences of
Santa Ana, Anaheim, and Irvine were considered, there was a
tendency for the study group to give more‘ weight to the
stakeholder’s positions in the City of Riverside. The
following is a list of assumptions made about each of the
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ten selecéed stakeholders:

‘1. Local elected government leaders (Citv Council)

a‘

Programs that directly benefit the police
department enhance a local cfficial’s chances
for re-election because they can show support
for law and order.They tend to support special
police programs when proper Jjustification is
shown.

Local cfficials are hesitant to provide funds
for special programs when budgets are 1imited.
They want the public to see direct benefits
from any speclial program that they do fund.

Expected Position: Local elected officials will

probably support civilianization but will want
to hire fewer police officers if civillans are
emp loyed. They may also want to dictate some
of the special programs in which the
paraprofessionals become involved.

2. Police Officer Association (PGA)

a.

..The POA will strongly oppose any special

program that they perceive as being
threatening to their membership.
Civilianization could be viewed as

threatening their Job security, career
advancement, status, or as limiting the total
number of officers who will be employed.

The POA will support a program intended to
relieve field officers of excessive workloads.
They would support a program to relieve flield
officers o©f tasks that they perceive to be

.mundane and minor in nature.

Expected Pogsitjion:

The initial position of the POA would
probably be to oppose civilianization. Any
such program may have the effect of slowing
the expansion of the sworn officer force.
Additionally, if paraprofessionals fill
positions in special programs, the officers
will not be able to work in those areas.
There would be a reduction in limited duty
assignments for officers recovering from
injuries or illness.

3. City Manager

a.

b.

‘Most City Managers are progressive thinkers
and receptive to new programs that seem to be
beneficial to their citles. )

The cost savings inherent with civilianization
will be attractive to City Managers.
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¢. Most City Managers tend to support their
Police Departments in general and special
programs within the departments are also
supported if proper Jjustification exists.

Expected Position: Support would be expected
from the City Manager if the need for a
civillanization program is demonstrated.

4, cal businesspe ns:

a. Local businesspersons want -visible police
patrol and a fast regsponse time to calls for
service. . '

b. Local businesspersons are normally willing to

pay what they perceive as thelir fair share to
receive the police services they desire.
¢. Local businesspersons are generally willing to
accept paraprofessionals for parking control,
abandoned vehicles, 'crime prevention, and
other minor services. They are not willing to
give up any police officer services in order
to receive the added benefits of the more
-minor services.
Expected Position:
) ' - Local businesspersons will show some
Q opposition to the program unless it can be
shown that pelice officer presence and
availability will stay at current levels or
increase. '

5. District Attorney’s Office

a. The District Attorney’s Office will be
concerned with the ease of prosecution of the
cases brought to them for criminal
complaints.

b. The District Attorney’s QOffice prefers trained
and experienced cfficers for courtroom
testimony.

¢. The District Attorney’s Qffice is concerned
with high gquality investigations and reports.

d. The District Attorney’s Office is generally
not concerned with a police department’s
budget.

Expected Position:
- The District Attorney’s Office will probably
. oppose civilianization of the patrol '
function.

‘ 6. xpaver’s Associations:

a. Taxpaver’s Associations are normally
concerned in limiting government and forcing
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7.

10.

more cost effective public services.
Taxpayer’s Associations generally support the
need for public safety services. They may
fight salaries but not oppose increases in the
number of . employees Iin safety services,
egpecially If a need is shown.

Expected Position:

a.

Since the main advantage to civilianization is
increased cost effectiveness, Taxpaver’s
Agssociations would be expected to support the
program.

Insurance Companies:

Insurance companies want documented police
reports on even the most minor of calls.
Adding paraprofessionals to handle more calls
would probably increase the number of offlclal
police reports.

Insurance companies want a reduction in the
crime rate that would result in reduced
insurance claims.

Insurance companies want crime prevention
programs.

Expected Position:

Insurance companies will probably be strong
supporters of a civilianization program.

City Attorney

a.

The City Attorney will be concerned about any
additional liability placed on the city.
Paraprofessionals with less training than
police officers may present. a greater
liability.

The City Attorney will be supportive of
programs that Increase cost effectiveness in
other departments.

The City Attorney is familiar with the
benefits that the legal profession has
received from paraprofessionals and may be
more ready to accept paraprofessionals in law
enforcement.

EXPECTED POSITION: ° The City Attorney would

probablily oppose the program initially.

Other City Department Heads

a.

b.

Most department heads will be concerned with
their own budgets. To the extent that the
police department saves money, the chances of
the other departments getting more |is
increased.

Other departments may be able to use
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paraprofessionals from the Police Department.
The Parks Department, for example, funds extra
duty police officer assignments to patrol
exclusively in major city parks in Riverside.
Paraprofessionals could perform many of the
extra duty assignments at a reduced cost to
the requesting department.

Expected Position:
Other department heads will probably support
civilianization as long as their own
departments do not suffer as a result.

Qther stakeholders:

There must be a constant awareness of new stakeholders
appearing. Many projects have begun and progressed prior to
some unanticipated group becoming inveolved and causing
serious setbacks. For example, a new pélice facility was
délayed for several months because one person became
concerned about the noise of an indoor police shooting range
in her neighborhood. Street widening projects have been
halted by groups of people who have wanted to save tfees and
a dam construction project was once delayed by an
environmental group who wanted to protect the habitat of a
rare fish. Police administrators must be constantly alert
for the emergence of a new stakeholder and must consider the
effect that every change could have on the'positions of the

identified stakeholders.
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The Chief of Police and top police management
personnel will be expected to support all components of the
program. However, some negotiations would be necessary in
order to gain support from tﬁe various stakeholders. Some
components of the plan are so important that management
would not be willing to give them away in negotiations but
could be less insistent on some other components. The
following is a summary of the police management’s positions

on each component of the civilianization plan.

ATEGIC POINTS : N W G \Y
1. Minlmum sworn police officer staffing

As previously discussed, civilianization can
potentially effect the number of sworn officers
available‘ for service. While it can free
officers of mundane and minor dutles, it can also
reduce the amount of officers that are employed.
It is essential to obtain a commitment to employ
and maintain an appropriate number of sworn
personhel to accomplish the overall department
mission.

2. Minimum training standards for

paraprofessionals
While providing minimum training will clearly
increase the program costs, that training will
be necessary to ensure quality and provide some
protection from civil liability. The amount of
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training necessary for advanced levels of

- responsibilit{es. and specialized assignments
o , '~ would be negotiable but the basic training is
not.
3. Uniform standards different from police
officers

In order to ensure the safety of the

paraprofessionals and avoid the difficulities
involved in pecople mistaking paraprofessionals
for police officers, they must have distinctly
different appearanceé. It‘may be iﬁpractical to
purchase separate vehicles for paraprofessiocnals
but police cars could be marked differently

without{ great expense being incurred.

4. Clear parameters for paraprofessional duties

e Parameters for paraprofessional duties are
essential not only for their safety, but to

ensure control over their activities. . Some

negotiation would be acceptable in establishing

the types of activities that a paraprofessional

would be authorized to perform as the program

develops. However, prohibition from a parapro-

fessional’s involvement in a hazardous situation

would have to remain. Other assignments could be

negotiated during the course of the program’s

development.

O STRATEGIC POINTS- WILLING TO GIVE ON:
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1. Parasprofessionals included in existlng

organizational structure
Clearly, the paraprofessionals will have to be
included somewhere within the organizat;on,
their inclusion in the Patrol Divislon’s chain
of command Is not the only effective
alternative. .

2.Three levels of pvaraprofessionals with increasing

responsibilities
The structuring of three levels of
paraprofessionals with increasing duties and
responsibilities would be beneficia® in building
the program.The program could, however, be

successful with only one level of

paraprofessional.

3. Paraprofessionals given peace officer riants and

protections in discivblinary matters

Management o©f the patrol function weould be
smoother and easier if all of the personnel
within the division were to be subject .to the
same rules, regulations, laws, and procedures.
Government Code Section 3000 has not made it
difficult to deal with peace cfficers in
disciplinary matters and there ls no reason to
believe that it would not be smoother to treat
paraprofessionals as though they had the same
rights and protections. Additicnally, |if

treated the same, the paraprofessionals would
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- * enjoy addltlonal proteéflons and soelal
| tensions may be reduced by equal treatment.
However, 1f this point should become an issue in
the negotiation process, It cén be given up
without creating lInsurmountable difficulties in
the managemeht of the progfam.

After reviewing the positions that each of the ten
most important stakeholders would be éxpected to take,
assumptions were made regarding the amount of support or
opposition that could be expected from éach. The relative
importance of each of the stakeholders to the success or
failure of the program was evaluated. Three stakeholders
were selected for an analysls . of their negotiation
positions. .Those three stakeholders are the City Council,
the Pollce Qfflcer Assoclation, and the District Attorney’s
Office. The following is an analysis of each of these

stakeholder’s expected negotiation positions.

CITY COUNCIL

Mosf City Councils are conservative and strongly
suppert their Police Departments. They normally support
special programs when sufficient Justification is shown and
they are especially anxious to support new programs that are
intended to save money. They are most resistant to adding
new personnel because of the costs involved. Generally,
Ccurnicil members want to show support for law and order and
they want to show the public that they try to hold costs of
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the§ wan£ to show the public that they try to hold costs of
government to a minimum. Members of the City Council are
also influenced by civic leaders. In the case of
civilianization, they will be Iinfluenced strongly by the
Police Officer Association, the Distriét Attorney, the City

Attorney, the City Finance Department, and the City

Manager.
ATEG POI - NOT W NG TQO GIVE ON
1. Eétablished parameters for paraprofessional
duties
The City Council fears civil suits and the
expenses of worker’s compensation claims. They
wiil heed the City Attorney’s advise when he is

firm that paraprofessicnals should not be exposed
to hazardous situations. A major reason for
establishing parameters is to ensure that
paraprofessionals are not needlessly exposed to
the dangers of an assault by a criminal. The
council will be firm on insisting that parameters
for duties be established to ensure safety.
2: Three levels of paraprofessional duties

The City Council will support civilianization
primarily because they will view it as cost
effective. They will want to hlfe fewer police
officers by expanding the department witﬁ more,
lower paid, paraprofessionals. By creating two
acdiditional levels of paraprofessionalé with
increasing responsibilities, upward salary

78

-



l

p adjustments would be regquired for the second and
e third levels of paraprofessionals. The increased
salaries would be viewed as reducing the cost
savings of the progfam. The City Council may be
convinced at a later time to approve more levels

but would not consent to three levels at the

onset of the program.

STRATEGIC POINTS - WILLING TO GIVE ON

L Establishing minimum _sworn officer staffing

levels
While the Council would initially resist
e establishing criteria to determine sworn officer

staffing needs, they could probably be convinced
to accept a reasonable formula. Each member of
the Council would benefit politically from
shdwing suppo;t for law and order and showing the
public that they were taking steps to ensure
ample police protection.

2. Uniformé and vehicles for paraprofessicnals that

are distinctly different from police officers.

The City Council would quickly accept different
uniforms fér paraprofessionals. However, they
would probably resist different vehicles because
of the expense involved in purchasing additional
’ cars. If they could be shown that vehicles could
be marked differently without increasing the
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costs of the fleet, "~ the Council would support

this component of the plan. -~ Additionally, the

City Attorney would alsc help convince the

Council because he would see dangers to the

paraprofessionals if they drove marked cars and

looked |ike peace officers.

3. 0QOther components of the plan

The City Council would probably be neutral on the

other components of the plan. The position that

they would ultimaﬁely take on each component willl

be dependent on the effectiveness of the éhief of

Police and his staff in presenting their requests

aﬁ& Justifications.

| POLICE OFFICER ASSOCIATION

Police Officer Associations have traditionally taken

positions that tend to make the community safer and reduce
the crime problem. They are in existence primarily to
enhance the working conditions of their membership and
consistently make this objective a priocrity. They will
oppuse those parts of the program that they feel will place
additional controls on their actions, reduce the number of
officers in_the field, or restrict thelir access to special
assignments. The Associations desire to be involved in the
development-of new programs. They generally feel that the
patrol officers are overworked and understaffed.  Their
strongest emphasis has normally been on officer safety.
They are willing to support new programs and new ideas if
they are included in the development of those programs.
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STRATEGIC PQINTS - NOT WILLING TO GIVE ON
worn i j evel

The POA will demand that minimum staffing levels
for sworn officers be established and maintained.
They will consider this to be a safety issue and
will view their own career development
opportunities as being threatened without it.
They will insist on minimum staffing and may even
initiate legal action if they don’t get it.
. stabl ished arameter fo a fesgional

duties
In order to protect their own Jobs and their
oééortunities for career development by working
in special assignments, the POA will insist that
parameters be set for paraprofessionals. The POA
may even want the paraprofessionals duties to be
more specifically defined than would be desirable
to the police management.

3. Uniforms and vehicles for paraprofessionals

different from those of police officers
The POA will rgsist efforts to make
paraprofessionals similar to police officers.
They will insist on different uniforms and
vehiclés in order to maintain their own status as

being different from non-sworn personnel.

STRATEGIC POINTS - WILLING TO GIVE ON
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i trainin tandar fo
paraprofesgionals

The POA will want minimum training standards for
paraprofessionals because they will be concerned
about the quality of work and the image of their
department. However, if the funds avallable for
their own training are reduced to pay for
paraprofessional training, they will resist these
standards. This will not' be a very Iimportant
issue " to the PQOA and they will probabily be
willing to give it up.

2. Police officer protections extended to

ggragféfessionals

The POA will resist this point because it would
reduce the chances of paraprofessiocnals seeking
membership 1in their association. They feel that
they have workéd hard for their special
protections and will not want to see them given
to scmeone else. While they would resist this
point, they would probably give it up.

ther components of the plan

The positions of support or opposition to other
components of the plan would have little direct
effect on the Police OQOfficer Association’s
membership and they would be willing to give up
most of them if sufficient cause was shown to do

SO.
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RICT ATTORNEY’S O C
Being an elected law enforcement official, the

District Attorney will tend to take strong positions on

maters that relate to law enforcement. The District
Attorney’s OQffice works closely with local police
departments and will normally support their needs. The

conviction rate for criminals is a primary measurement of
the District Attorney’s efficiency and he will resist
prbgrams that will make prosecutions more difficult. The
District Attorney tends not tc be concerned with costs

borne by local cities to maintain Police Departments.
STRATEGIC POINMTS - NOT WILLING TO GIVE ON

1. FEstablished parameters of paraprofessional
duties
The District Attorney’s Qffice is concerned with
the successful prosecution of criminals. They
are accustoﬁed to working with police officers in
investigations, serving warrants, and in
courtroom testimony. They will be resistant to
clvilianization in general. Establishing
parameters for paraprofessional duties would
limit the paraprofessional“s- involvement in
arrests and major investigations., The bistrict
Attorney’s Office will insist on parameters for
paraprofessional duties and probably want those
parameters to be more restrictive than would be
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I1f the District Attorney’s Office is going to be
involved with paraprofessionals, it will insist
that they are adequately ‘trained. Without
minimum training, the District Attorney’s Qffice
will have a difficult time prosecuting cases.

They will not give on this point.

STRATEGIC POINTS - WILLING TO GIVE ON

1. Uniforms and vehicles for paraprofess 2nals that

re_di rent fro lice officer

The District Attorney’s Officé will feel strongly
about supporting this point because of the
problems involved with criminals mistaking
paraprofessionals for police officers or vice
versa. FcF example, it would be difficult to
prosecute a suspect for delayving an officer if
the suépect cold claim that he thought that the
officer‘was a paraprofessional. Problems wouild
not be insurmouritable and the District Attorney’s

Office would probably give on this point.

2.  QOther components of the plan

Other components of the plan would have little,
if any, effect'on the District Attorney’s Dffice.
They would be neutral on most points and would

4
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give them up quite easily.
MISCELLANEQUS

There are.many other negotiation points that have not
been listed; such as the actual need to civilianize within
the patrol function, geographic areas in which paraprofes-
sionals might be prohibited, the recruitment of parapro-
fessionals, and so on. The ﬁlme limifation of this project
prohibits a discussion of these additional points. Before
the implementation of a civilianization program, it would be
necessary to’gonsider these negotiation points and it would
"also be necessary to analyze the negotiation points of the

other stakehcolders.
NEGQTIATION TECHNIQUES

Even in some modified form, the strategic plan would
undoubtedl? be mofe effective with the support of all of the
stakeholders. If opposition to the main components of the
plan were not overcome, the entire program may be doomed or
may never be implemented. Negotiations with the various
" stakeholders would, hopefully, remove the opposition and
gain support to make the plan work. The following techniques
would be used for the three most important stakeholders.
Police Oﬁficer'éssociation

Negotiations would begin with» the Police Officer

association because management must nave support from
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wlthin 1t’s own organlzatlion before it can begin to
negofiate with tﬁe other stakeholders. The techniques
tc be used would be those of ‘'Yparticipatlion" and
"cooperation". Most Assocliations have shown a desire
to become involved in the early stagés of planning.
If the need for the program and it’s possible benefits
to sworn offlicers is demonstrated, the Assoclation
would probably help to develop the plan and assist in
negotiating with the other sfakeholders. Some minor
use of the "association" technique could be used by
having the Asscciatlon interview their counterparts in
other cities where civilianization has already
benefited officers. The Association would ultimately
win by supporting the plan because éhey will be
relieved of some undesirable duties. They wifl also
gain status among their membership by demonstrating
their ability to 1influence the Pollce Management.
They would also gain support from the community and
the City Council by showing a concern for saving fhe'
taxpayer’s money. -

District Attorney’s Qffice
0f the three stakeholders being considered, the

District Attorney’s Office would be approached next. This

woufd be part of a process df negotiating with sﬁakeholders

coutside of the Police Department and trying to gain
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universal support prior to seeking approval from the Clty

Council. - The negotiation technique to be used with the

District Attorney’s Office would be the "agsociation" and

Mcrossroads" techniques. The District Attorney’s Office

will ultimately resist the concept of civilianization in
general. If it can be shown that paraprofessicnals have
been successfully Introduced into the patrol functlon In
other cities without Hamperlng those District Attorneys,

they could probably convince them that the concept will

work. They also must work within locél government budgets
and will understand the need to save money. Once they have
accepted the basic concept of civillianization, all of the

aspects of the program can be set out and then give and take
can occur among the various parts (crossroads technique).

The District Attorney’s Office would probably support most

aspects of the program once initial reservations are

overcome.

City Council

. The negotiation techniques to be used with the City

-

Cﬁuncil would be "participation", "association", and
"bracketing". Prior to the onset of the negotiations,
members of the department administration would meet
individually with Council members to discuss the need for
the program, the strategic plan, and how the program would
benefit the city in general. Suggestions would be

considered and possibly incorporated 1into the plan. The
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explandtion of how it" has ’worked In ?other citles
(assoclation technique). Using the "bracketing technique"”
general acceptance of the program would‘be sought with at
least partlial funding. Over the next few vears more funding
woﬁld be requested on the basis of the progress of the
program until the entire plan could be in place and
functioning effectively.

The actual negotiation process would take some time
as management would have to meet and work.with. all of the
various stakeholderé. Give and take would occur between
sfakeholders and’ the program would have to grow In
Increments, one step at a time. The final product should be
a program in which all stakeholders benefit and feel that

they each “have had a personal part in creating Iit.
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OBJECTIVE TH
’ A ON_MA

STATEMENT :

The third objective Is to develope the transition
process to put the strategic plan in place.
METHODS: IDENTIFICATION

The following methods were used to develope the

transition management plan:

1. Evaluation of a police department’s readiness for

change.

2. Identify critical mass in fictional police
department.

3. Idéntify appropriate negotation strategies.

4, Use task force approcach.

5. Use responsibility charting.

6. Creation of ihterm management structure.

Before the civilianization program can be implemented,
a plan must be developed to manage the program during the

transition from current operations to the desired

organizational structure. This paper is intended for use by

.Iaw enforcement in general as opposed to one individual

police department. However, an effective transition
man&gemgnt plan must consider the strengths, weaknesses, and
problemé:of the polige department for which it is intended.
In order to explain the various aspects of an
effective transition management plan, a fictitious police

department was created. This department, Farkle Police,

fgces difficulties that are real to some of the police
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departﬁgnts that were visited dﬁ;ing the fegéérch of this
project. While the people mentioned are also fictitious,
they ;eflect the personalities, positions, and experiences

of actual people who are part of or have influenced the

actual departments visited.

The Envirconment of Farkle

Farkle is a  rapidly growing southern Callfornia clty
with a population that has increased from 172,000 people in
1980 to slightly more than 200,000 today. A population of
more than a quarter million is expected by 1996.
Construction is one of the largest industries in the city,
second only to automobile sales and service. The primary
Source of income for the city 1is sales tax. Over the vears
the city has handled 1it‘s finances well and is not In
economic straits. However, the City Council and Clty
Manager are very conservative and very concerned about
saving money. Every year for the past eight vears, all city
departments have had to hold budget requests to very small
increases.

The Farkle Police Department has 250 sworn police
cfficers and 115 civilians. It is currently operating with
a ratio of 1.3 officers per 1000 population and most of the

top management agrees that there are insufficient officers .

to enable the department to provide appropriate'poliqe
services to the community. The avera?e ﬁgtigl ofExcer 1?
vailable for service for about 17.2% of is/her our o
3uty, The City Council is suppo;txve of the. polécg
department and has indicated a willingness to add neede

perscnnel . Farkle Police Department . has four 'major
divisions and each is under the direction of a Captain, or

Division Commander.
Critical Mass

Several important stakeholders have already been
identified as major groups of people who would be expected
to hnave an Interest in the success or failure of the

program. Most of the cpposition of these groups could be

negotiated. There will be, however, individuals whose
support is critical to the success of the program. These
individuals are referred to as the "critical mass". Most

police departments will be familiar with these critical
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individuals in thelr areas. These Indlviduals, or the
_critical mass, in Farkle are:
Bud Morris, Chief of Police

I! Steven Arnold, Car Dealership Owner and Member of
the Chamber of Commerce

Kevin Bryant, Police OUfficer, Chairman of the Police
Officer Assocliation Safety Committee

Gary Brockton,_Police Sergeant, Patrol Division
Randy Schiltz, Police Sergeant, Crime Analysis Bureau

Janet Short, Deputy Clty Attorney
Chart #16 reflects the expected level of commitment

that each of the individuals would be expected to have for
~the program and the position movement that will be

necessary.
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CHART #16

) ' COMMITMENT ANALYSIS
NAME BLOCK LET CHANGE HELP CHANGE MAKE CHANGE
HAPPEN  HAPPEN HAPPEN HAPPEN

MORRIS o ®

ARNOCLD X < 0]
BRYANT O — X

BROCKTON . ®
SCHILTZ . O ———> X

SHORT O —1—=> X

ASSESSMENT C NDIVIDUAL

ocund: 2ay Norton has peen Chief of Poiice for about

8 vears. He encourages innovation and firmiy beiieves that
tne primary missicn of the police department is to provide
for the safety and security of the citizens living within
the community. de believes that all decisions within the
department should pe made at the lowest practical leveil and
aces not  want to try (o persconaiiy direct programs or
aivisions with in the organization. :

rPositicon: He is in favor of civiiianization because he
feeis twhat he can increase the availiable patrol time of his
officers and be aple to provide more services on a limited
ougget. He is currently in a positicn of wanting to "help

a2
the c¢hange happen" but does not want to girect [t persconally
and "make the change nappen'. This s the position he
shouid stay in.

Arnecld

3ackground: Steven Arno!d owns t(wo of the largest new car
cealerships in the city. He is guite wea!thy and donates
cegultarly to local and state political campaigns. He is an
active member of the Chamber of Commerce. Chairman of the
Motor Car Dealer s Assoclation, and has served as a City
Counci:man for one term (five years ago’. He is proud of
nis many accompiishments in c¢ivic programs and enjoys his
reputaticon for getting things done. ‘

Zosition: Mr. Arnold 1s in favor o©f a civilianization
program because he thinks that Chief Morris wants it. Chief
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Morris had described the program to Mr. Arnold during a fund
raising dinner and Mr. Arnold has taken it upon himself to
spearnhead a drlve to get paraprofessionals for the Police
Department. He will have to be moved from his position of
wanting toc ‘'"make the change happen" to cone of "letting the
change happen". "Educational activities" will be the maost
effective technique for changing Mr. Arnold’s position. He
is aware that he is a controversial perscon in the city
because of his wealth, high profile, and aggressive
activities in civic affairs. He will probably understand
that some people will actively oppose the program simply
because he |is in favor of it. The path toward
civilianization appears to be a relatively smooth one and
Mrc. Arnold should certainly not want to be the reason for it
becoming controversial simpiy because he is openly involved,

Ornice he has been counseled in this regard, he wiil propably
assume 3 position of "letting the change happen.®
Bryvant

Background: Kevin Bryvant is an experienced police officer.
He was selected as Chairman of the Police Association Safety
Committee because he is respected by the members of the
association. Kevin is concerned about officer safety and
will adamantly oppcse anything that tends to take officers
out of general patrol unless a definite need can be
demonstrated. The Safety Committee is currentiy working to
neip the wepariment get more cofficers for patrol duty. The
Committee is aiso working to ensure that sufficient officers
are in the field to handle calls and be avallable to assist
each other on hazardous assignments.

Pcegition: Kevin presently sees paraprofessionals as
repiacing officers and a rcacdplock to the Safety Committee’s
rans for expanding the sworn officer strengths. He is able

o]

te influence other officers to the extent that they wcoculd
not support the program and may even make it fail if [t were
o pe forced on them. it will be necessary to move {fficer
Bryant from a position of "bicexing the change® to one of
"helping  the change happen'. This.represenis a major sniit
in positicon so he will have to pe approached before he
Decomes too public in his opposition. The techniques to be
used with Kevin will be "prop:em finding activities” anc
‘forced collaboration". ¥evin is curcent:y 1eaqing the
Safety Committee in it's efforts Lo increase SWOorn
personnel., If he is assigned 0 heip estapiisnh the minimum
staffing levels for sworn officers he wili ©e benefifling the
Safety Committee’'s project and worxing on  the first
component of the plan at the same time. ¥evin can alsc pe
assigned to research other departments tc¢ ascertain hcecw much
impact paraprofessionals have hada on officer’'s avaliaclie
patrol time. OUOnce hne has startea working with:the task

force to develiop the civilianizaticon program and sees that

it is aadressing some of the same probiems that he was
already invoived with through the Safety Commititee. he
should direct his energies ztoward "heiping the change
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happen". This approach could work out badly if Kevin does
the research and discovers that civilianization has problems
that management is not aware of.

Brockton

Background: Gary Brockton is a Sergeant assigned to Patroi
Division. He Is an aggressive supervisor who enjoys the
respect of his subordinates and peers alike. He is abile to
do excelient staffwork and has previous experience
supervising the Personnel and Training Bureaus.

Position: Sergeant Brockton supports the civilianization
program because he feels that it will enhance the Patrol
Division. He "would like to be involved in the program and

is in a position of wanting to "make the change happen'.
Sergeant Brockten has the experience and ability to direct
the program. As a patrol supervisor, he can be temporarily
reassigned to direct the development of the program.
Sergeant Brockton should be encouraged to stay in a position
of wanting to "make the change happen”.

Schiltz

Background: Randy Schiltz is a sergeant who s responsible
for the Crime Anaiysis Bureau of the Farkile Police
Department. His primary concern 1is the maintenance of
statistical information that wili assist him in the

preparation of each year’s budget. His bureau 1is involved
in assessing police department needs, environmental impact
reports, prepacing state and national crime statistical
reports, and other established programs. Randy is a very
capabie person who has a good record of successes for

programs that he has pecome invoived with. However, he is
hesitant to start new programs until he is convincea of
their porentliai success. He wi.l sometimes spend so much

time worxing out the details of a new program that 1t will
not get started in time to pe effective.

Position: He Is not oppesed to civiiianization but lacks
entnusiasm. He is wiliing to ":et the change happen".
Since the statistical information regarding <calls for
service, avaliable officer patrol time, paraprofessicnal
workioad, and soc on is critical to the program, it wiil be
necessary to move Randy inte =3 mcde of *heiping the cnange
happen". This couid propaply be accomplished most easily by
tne Chief of Pollice “functioning as a ro.e model". rPanay
works under the airection ¢f the Chief and has a perscnal
need for freqguent praise. [f the Chief «cemonstrates a
personal! commiiment to the program and shows his desire to
see it work. Randy wili qguickiy move into & position of
"nelpling the change happen®.

Shorzt

Background: Janet Short is one of six Deputy City Attornevs
assigned tc the .egal department in the city. She is not
the department head but she handles all of the legal
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probiems that generate from the Police and Fire Departments.
, She 1is very knowledgeable and presents good cases in court
; but is sometimes slow and prefers to avoid controversial
issues. Many times she tends to settle cases if she is not
absolutely certain that she can win in court.

3
4

Position: Janet will resist civilianization because it will
tend to complicate her operations. She will see proplems
with civil liability because of the potential actions of
. less trained paraprofessionals and she will not like giving
officers rights and protecticns to a non-sworn group of
emplovees. Janet is in a position of wanting to "block the
change" and could be quite influential in doing Jjust that.
Even Iif the City Attorney himself is willing to let the
change happen, Janet could delay decisions long enough to

cause serious problems. It will be necessary to move Janet
to a position of “letting the change happen". ""Problem
finding activities" will help wup to influence Janet by

showing a real need to save money and still provide
services., She can be shown the Increases in calls for
police services and the diminishing percentage of available
patrol time to demonstrate the liabilities of not having
sufficient officers. She can become involved in planning a
proper approach to tne problem of establishing parameters
for paraprofessional duties. Hopefully, if Janet is
involved in establishing paraprofessional duties and if she
understands the needs for the program, she will move into a
position of “letting the change happen®.

MANAGEMENT STRUCTURE

The civilianization program consists of several
components and will affect virtuaily every part of the
department. The Future’'s Whee! in Chart #! in the beginning
cf this paper (page 11) demonstrates the varlious effects of

the program. ‘Some of the immediate effects of the program

g and the areas directly impactec wii! pe:
: Program Component Area Effected
; Job descriptions ana supervision - Patro! Jivisicon
: CGuality standards and training - Training Bureau

. drniforms, vehicles, and - Aaministraiive

equipment Division
Program monitoring and repeorting - Crime Anaiysis
- The relationships described are essentially estimates,

or guesses, of which Bureau wouild actualily be responsiple

for each of &tne several areas of the program. Actual
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responsibilities should be dec@éed by "responsibility
charting" during the first meetings of a task force created
to develop. the program. Responsibility charting refers to a
technique whereby a group of all of the involved leaders
would establish a list of respeonsibilities, or tasks to Dbe
_accomplished, and then the group would decide which
individuals should assume each of the listed
respensibilities.

The transition into the new program shouid be managed

by a team created from within "the h;erarchy". The plan
-will require commitments of some cf the resources of the
various affectea Bureaus and [t wili be necessary to
malntain effective tormal and informal communications

petween the various Bureaus and Divisions. In the hierarchy

structure, the group will consist of the esaders of each of
the various Bureaus or Divisions whe wii! be effected. This
group, or task force. should develop the new program in

adaition tc their norma! duties and responsibiiities. An
exception to this would.be Sergeant Brockton, who should be
reassigned from the Patrol Division to the Chief’'s Office to
coordinate the entire program. 3 "kitchen capinet approach"
or "a dlagonal slice of the organizaticn' might bring mbre
creative thinking into the group, but members would not be
able to make the Bureau commitments that Qlii pe necessary

as the implementation begins to occur.

The Chief c¢f Police will! assign the Bureau leaders,
Division Commanders, and others that he feeis are
appropriate for the transition management group. "He will
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give them the authority and resources necessary to implement

ﬁhe plan. This group will be responsible for the

development and implementation of the program. They will

dissolve when the entire plan has been implehented and

evaiuated.

While a commitment and some direction from the Chief
of Police will be necessary, he will not have the time to
personally direct the project. Also, it 1is the Chief’s
Leilef that policies should be made at the Chief’s and
Commander’s levels and that all p;ocedures should be
establ ishea ét the Lieutenant ahd Sergeant ievels. A
"project manager" shcocuid be created in order to coordinate
the efforts of the task force, establish timetables, act as
faciiltator "and generally ensure that the program |is
ceveloped in a appropriate manner. The project manager
shouid e Sergeant Brockton. Sergeant 3rockton’s personal
relaticonships with the Chief, the various Commanders, and

Bureau _eaders will easily permit him to assume a leadership

19

roie for the task force. He already nas a commitment to the

it. He

)
et

program and the experience necessary to implemer

H
th

hou!d pe temporarily assigned to the Chief's C

n

ice auring

the transition period.

SUPPORTING TECHNOLOGIES

e

The first step in the transitien wili Dpe Team

Deveiopment”. A team building workshop with an outside
faciiitator, the Chief of Police. and the various members

ocf the task force will be used to create the Transition

eam and prepare them to begin work. The
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workshop should have the following objectives:
1.7 Announce the decision to move toward the

civilianization of the patrol! function and to
build commitment among the_group members.

2. Describe the overall concept of the plan, why it
is necessary and what it’s objectives are. ’

3. Interim management roles will be established and
the Project Manager will be identified.

4. Schedules and agendas will be establlished and
timetables wili e set for future meetings.
Each Bureau Leacder, or group member, will have

subsequent meetings with the effected mémbers of his Bureau

and others who will be involved with his area of
responsibility. Each leader will determine the needs and
opjectives of his Bureau and will attempt to identify

problems that he might be able to anticipate encountering as
the program deveiops.

The Project Manager should scheadule and coordinate
subsequent meetings c¢f the Transiticn Management Team.
THese meetings will pe intended to accomplish the

following:

1. Utilize a "force field analysis' to identify the
factors that wou.d tend . to help or hinder the
program. :

AN}

Develop a strategic plan, with specific tasks to

gvercome hindrances and roadbiocks. Utilize
"responrsibility charting” to identify the
individuals who wii} address each task to pe

accampl ished.

3. Establish timetables for the completion of each
task ana for each phase of the Iimpiementation
plan.

Regular meetings of the group will pe used to address
new problems as they arise, evaiuate the progress of the

strategic plan, and to assign new responsipilities as the
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need arises.

EVALUATION
The several components of the plan will be

implemented at different times. It will be necessary to
evaluate each separate component of the plan to ensufe that
it is wperating proper1§ and will support the overall
program. It will be necessary to.monitor the acceptance
levels of paraprofessionals, their progress in tralning,
and the qua]fty of their work. Adjustments must be made to
correct problems as they arise. After the last phase is
implemented, the program evaluation should continue for one
vyear. After that time, evaluation during the annual budget
preparation would be accomplished as with all other
programs. ‘

TRANSITION MANAGEMENT SUMMARY

This section has been based on a fictional
department. The department’s situation and the personalit-
les of the stakeholders are representative of the people and
places encountered during the research of this project.
This section‘ is included as a reminder to any department
prepéring to civilianize that these steps must be
accomplished. A "critical mass" exists in every city and
for every project. Support must be obtained and opposition
overcome if the project is to be successful. To ignore the
critical mass could create insurmountable problems for an

otherwise positive program.

99

-




.o IMPLEMENTATION (.

'The most important aséect of the implementation of a
civillanization pregram within the patfol function is that
it be evolutionary in nature. It must be a slow process in
order to permit acceptance within the Police Department and
the ' community. It’s development must constanfly be
moﬁitored, evaluated, and modified when it becomes
appropriate.

The seven basic componénts of the plan are:

1. To establish minimum sworn staffing levels that
allow for future city growth.

2. To establish minimum training standards for
paraprofessionals in accordance with their
assigned duties.

3. To include paraprofessionals within the existing
organizational structure and chain ¢f command of
the division to which thev are assigned.

4, To establish parameters for paraprofessional
duties that afford reasonable assurance that they
will not be placed in hazardous situations.

5. To establish uniform standards for paraprofes-
sionals and markings feor paraprofessional vehicles
that are distinctly different than the uniforms of
and vehicles driven by police officers.

6. To establish Job descripticons for three levels of
paraprofessionals with increasing responsibilities
for each level.

7. To afford paraprofessicnals all of the rights and
protections provided to peace cfficers by
Government Code Section 3000 and any existing
Memorandum of Understanding with the Pollice
Oﬁficer Association.

The various components of the civilianization plan
should be implemented over a period of about seven years.

The plan should be clearly understood by all ¢of the persons
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The plan should be clearly understood by all of the persons

who will be affected by it. A clear understanding will

help the program gain acceptance and serve to reduce

~apprehensions apbout the future of civilianization. A task

force approach to developing the plan should be used. The
task fqrce should consist of the top management of the
Police Department, representatives from the Police Officer
Assocliation, representatives from among the non~sworn
personne!, and a "program champion" or program.director.

[

The program director shouid be an individual with a high

'interest in the program, the ability to prepare good staff

work, =ana a person with sufficient influence within the
departmént to optain cooperation and support. Individuals
in the task gorce would use ‘'"responsibliliity charting" to
decide which tasks would be performed by each member.
Minimum sworn peace officer staffing Ieveis (Component

#1) should be estapbiished as soon as possible and prior to

i)

ny attempt to pbegin civilianization. This component was

viewed with such impertance among stakeholders that it must .

be accepted before commitments to suppart other components
can pe gained. Minimum staffing levels for sworn officers
will help ensure that tco many officer ' s pcsitions are not
civilianized so that a police department s unabie to
accompliish it's pasic mission of protecting lives ana
property in emergencies. Assurance of minimum étaffing wili
aisc heip relieve sworn peréonnei of ccncerns about :0sing
officers and limiting career development opportunities.

Once the overa:! plan has Dbeen accepted. by the
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stakeholders and a commitment obtained to maintain officer

staffing levels, implementation of a civilianization program

can begin.

A temporary restructuring of the department would

expedite the program development. The program director

should be assigned to the office of the Chief of Police.
This assignment will demonstrate khe Chief’s support for the
program and enhance the program director‘s ability to ooéain
cooperatlion. With the assistance of the task force and the
various Division Commanders, the program director will
estapiish the job descriptions and parameters of duties for
the most simple and bpasic levels of paraprofessionals.
Paraprofessiocnal duties at this time might be limited to the
poiice Dui}ding only or in company with an officer. Such
auties might entail telephone repor:s, waik-in police
ceports, venhicie inspections, pbuil.ding tours, or assisting
swern offices in Neighporhooco Watch Programs. This positlgn
would pe estap! ished as a ieve! one paraprofessionai.
Unifocrms should be designecd for paraprcfessionais that

are supstantiaily alifferent from those of poiice officers

(Compcrent #3). A basic ztraining progran for leve. one
paraprofessionals should pe created. The training shnoulad
include; crimina: law, departmenta: proceaures, repcrg
writing, and community relations (Component. ®2). A
separate buresu for paraprofessionals, under the

supervision of the p

=

Q.

ogram director, shou.d pe created as an
interim metnod cf introducing them intc the organization.
This pureau shouid remain in place during the ficst year as
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the paraprofessionals are hired, trained, and begin to
handle a Qorkload. During the first year, quality standards
should be established and the preogress of the program
should be monitored and necessary changes be made.

During the second vyear, the paraprofessionals would
be moved from their special tempobary pureau into the
existing organizational structure of the Patrol Division
and wunder the direct supervision of phe Patrol Sergeants
(Component # 3>, At this time, the program director should
work with the task force again to develop the Job
descriptions and parameters o¢f duties for a level two
paraprcfessionai. Level two paraprofessiqnals might assume
such duties as parking'enforcement, field investigations of
minor criminal reports, non-iﬁjury traffic accidents,
vehicle abafement, and public appearances. Since
paraprofessionals would be required to operate vehicles at
this level, appropriate venicle markings shouid be
estabiished sc that they do not look simiiar to marked
police vehiclies (Component #35). Additionai
paraprofessionals at increased saiaries could be requesteq
from the City Council!. Lewvel two paraprofessionals should
be selected, promoted, and assigned toc their duties by the
end of the third year of the program.

During the fourth vear of the prcogram, it shouid be
monitored, evaiuated, and adjusted to meet the needs of the
department. Future needs and uses of paraproféssionais
shouid bpbe establishea and negotiated with the various
stakeholders. The capabilities and potentiai uses of
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paraprofessionals in the future should be carefully studied
and the .current level of acceptance of the civilianization
program should be evaluated.

During the fifth yeab, Job descriptions and the
parameters of a .1eve1 three paraprofessional should be
establ ished. Duties at this level might include the
identification, cocllection, and preservation or evidence
(Field EQidence Techniciansy, special investigations
(checks, forgeriés, computer crimes, etc), injury accident
investigations, and so on. The actual duties toc be included
should be dependent on the needs of the department and the
previous success of the proéram. Appropriate training needs
shouid be determined. Level three paraprofessionals with
appropriate “sa!aries should be requested from the City
Council! by the end of the fifth yéar.

During the sixtn year, level three paraprofessionals
should bpe selected, promctec, ana assigned to duties within
the Patrol Division. The program should again be monitored
and evaiuated. Appropriate changes shouid be incorporated
in the program during this time. The civilianization
program within the patrol function should operatiocnal by

the beginning of the seventh year.
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CONCLUSION

The use of civilians in law enforcement has had a

long history of successes. They have Dbeen Iincluded in
police management, technicat services, communications,
clerical work, and many other areas. Over the past decade,
police departments across the country, from Fort Lauderdale
in Florida to San Diego in California have begun to
experiment with introducing paraprofessionals 1into the
police patrol function.

The primary reason for augmenting the patrol function
with paraprofessionals is economic. There is an uﬁderlying
presumption that it 1is more economic to employ civilians

than poiice cfficers. A freguent response to inc¢reases in

—

cailis for police service is to hire more paraprofessionals
instead of sworn peace officers. Paraprofessionals have
Deen shown to be less expensive than sworn offices in both

recruitment ard ongoing personnel costs.

Ddorothy Guyot ("Bending Granite: Attempts to Change

“the Rank Structure of American Police," Sept 1979

determined that the cost of recruiting, hiring, and training
sworn police officers has traditionalily been about twenty
times more than the start-up costs of c¢civiilans. Since
paraprofessionals will need more theorough backgrounds and
nave higher.eligibiiity requirements than other civilians,
the costs of paraprofessional recruiting and hiring will
incréase. The additional training that paraprcfessionals
will need to prepare them for field duties will also
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increaée their start-up costs. Even when the additional
costs of’ hiring paraprofessionals are considered, they are
still several times less than the costs associated with
hiring police officers. The main reason thaf start-up costs
for pclice officers are higher is training. Police officers
attend lengthy Basic Training Academies and Field Training
Officer Programs.that are not required for
paraprofessionals.

As the duties df paraprofessionals beéome more
complex and their responsibilities grow, it will be
'necessary to provide them with the training necessary to
perform: those dutlies. Iincreasing paraprofessional basic
traininé will increase their start-up costs. If the duties

and responsibilities of paraprofessionals become similar to

those of police officers, the training requirements and the

costs of the two groups will also come c:oser together.
The ongoing personnel costs of paraprofessionals have
normai.y been significantly 1less than police officers.

These costs inciude salaries, penefits, worker’s

compensation, retirement, overtime, equipmenrt, uniforms, and
in service training. The majority of the costs are simpily
salaries. Increasing the complexity and respensipilities of
paraprofessioﬁals will require corresponding increases in
their salaries. The _President’s Commission on  Law
Enforcement and Administration of Justice ("Challenge of
Crime - in A Free Society,"1967) suggests that civilians
should be ‘trained to a satisfactory level for their
pesitions and should be paid a salary commensuréte with
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their responsibilities.

-

If law enforcement managers want to utilize

paraprofessionals in the patrol function because of the

'potential cost savings, it is important that their duties

and responsiciiities be clearly defined. They must avoid
the temptation of graaually increasing paraprofessional
duties and responsibilities in the hopes of expanding
successfu! programs. Parameters of paraprofessiénal dutiés
must be gesigned to ensure their safety and to restrict
their responsibilities to a level appropriate for the
training and saiaries.

A police department should not consider the use of
paraprofessicnais to augment a patrol function because of
POoOr Ssworn ogficer'staffing. Police officers are necessary

tc provide the basic police services of protecting life and

property. if the officers in the patrol funiction are

ot

spending more than 70% of their time on calls that do not

kY
b

equire peace cfficers and if they are available for general

.t

re

ct

pa for less than 25% of their tours of aduty, a
paraprofessional program may help. Tt is impoftant to the
department and the community that sufficient ogfficers are
employed to ensure that the Police Department can respond
to and handle any emergency, c¢ivil! aisorder, or natural
disaster. Minimum peace. officer ‘staffing levels must pe
estab: ished and maintained before a civiiianization program
can be implemented.

Paraprofessionais c¢an handle certain services that do
not require police officers powers, In so doing, the police
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officer will be relieved of these tasks and have more time
available.for general patrol. The major benefit to a
civilianization program 1is an Increase in officer patrol
time and a reduction of police response times without the
dramatic cost increases associated with hiring more police
officers. A civilianization program can be effective in
helpihg improve the efficiency of the patrol function put
the program must be controiled. It is, however, not a
panacea. If administered properly it 1is a benefit, if
administered improperly, law enforcement could suffer from
what George Greisinger ("Rebuttal: The Use 0of Civilians in
Police Work," July 19763 refers to as "an overdose of
civilianization."

If lt“ is properly cultivated and ‘controlled, a
paraprofessionai program can be of tremendous benefit to
the patro. function. If it is poorly managed, the program
wiil belineffective, cause internat strife, and undermine

the pasic operations of the patrol! function.
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1. Requests for law enforcement £¥

services
2. Overall crime rate

N

3. Available time for police officers
to perform general patrol activity

N
no

4. Difficulty in recruiting qualified
police officer candidates Z¥

5. Changing work ethic

6. White“collar crimes

7. Education level of police officers

N
Ol

8. Civil lawsuits being brought again
st police departments

9. Crimes against property
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10. Career orientation of police l
officers

11. Public image of police officers

12. Public desire for personal contact 22 22
"with police officers

Y
N DO e o

13. Beat Knowledge among police 25
officers

CANDIDATE TREND RATING

ATTACHMENT #1 "CANDIDATE TREND RATING" - Seven study group members rated each trend. The
numbers on this chart reflect the total number of group members who rated each trend in
each of the various categories,
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"High tech" crimes
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Available training for non-
sworn police personnel

18.

Police use of technology in
criminal investigations
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Civilianization of law enforce-
ment tasks
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Special police programs
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Competition with private indus-
try to provide services

22.

Insurance company demands for
documentation of minor crimes
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enforcement agencies
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Acquisition of municipal funds
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26.

Police officer salary and ben-
efit packages
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CANDIDATE TREND RATING

(CONTINUED)

#1 "CANDIDATE TREND RATING" (Continued from page i)
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27. Medical retirements among police l 3 5
officers
28. Worker's compensation claims by 2 3 2
police officers
29. Costs of "high tech" investigation l 2 5 [
equipment
30. Supreme Court decisions 2 ‘ 2 3
31. Training reguirements for -
police officers 2 2- O
32. Training requirements for
paraprofessionals 2 2 3
33. Demand for special police services 2 2 3
34. Demand of public to provide providg 2 3
employment opportunities
35. Minority hiring requirements [ 3 2 ’
36. Citizen's referendums l 4 2
37. Public criticism of government
activities ' 2 2 2 |
38. Demand for cost-effective law 2 ‘
enforcement services
39. Law enforcement administrator's 3 2 2
willingness to accept change
40. Public interest in government 2 3 ' [
expenditures
T
CANDIDATE TREND PRATING (CONTINUED)
ATTACHMENT §1 "CANDIDATE TREND RATING" (Continued from page i)
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| .5 > | WILL |couLD
TREND STATEMENT YEARS | Z'|BE IN |BE N
, . AGO © | 2000 {2000
| HIGH 110 225 225
| ) g T~-EFFECTIV INFORCEME
; DEMAND FOR COST~EFFECTIVE LAW EN ORCEMFNT AVE 77.14 {100 167.14 138.57
: LOW 75 110 100
7 SPECTALIZATION WITHIN LAW ENFORCEMENT HIG H 50 300 275
| AVE 83.57 |j00 | 215 242.14
LOW 70 200 200
3 A ' HIGH 75 250 350
CIVILIANIZATION OF LAW ENFORCEMENT SERVICES
AV E 73.22 {100 | 200.71 248
LOW 45 150 150
é* REQUESTS FOR LAW ENFORCEMENT SERVICES HIGH 75 ~00 425.
AVE 57.86 {{00 | 403.57 349.29
3 LOW 40 300 325
5 DIFFICULITY IN RECRUITING QUALIFIED POLICE HIGH 75 350 300
FFPICER CANDIDATES INTO LAW ENFORCEMENT .
° AVE 63.57 1100 292,86 242.86
LOW 55 250 180
TREND EVALUATION
"will be" ~ The expected level of the trend in the year 2000 AD if law enforcement managers
do not attempt to influenca it.
"could be" - The expected level of the trend in the year 2000 AD if law enforcement managers
do influence it. )
"high" - The highest rating received by any group member.
"low" - The lowest rating received by any group member.
“average" - Total of all ratings divided by the number of raters (7).

ATTACHMENT #2 “TREND EVALUATION" This chart reflects the highest, lowest, and average ratings

received from the study group.

It presumes that the level of the trend is "100" today.
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PRUBABILITY NET NET
- — Year Thal IMPACT IMPACT
EVENT . STATEMENT Probability BY BY ON THE | ON LAW
Eirst 1SSUE ENFORCE-
Exceeds ]992 2000 AREA MENT
Zero (~10 to+10) [(-10 to +10)
|  PARAPROFESSIONALS GIVEN LIMITED HIGH] 30 82 +10 +5
POLICE OFFICER POWERS BY LAW , 20 68.57 +9.29 | +6.86
19893 AVE
LOW 10 50 +8 +5 '
2 SALARIES OF PUBLIC EMPLOYEES LIMITED HIGH | 30 70 +6 -5
- BY LAW 1988 AVE | 14.29 53.71 +5.28 -6.29
Low 5 30 ¥4 =7
3 PARAPROFESSIONALS JOIN POLICE OFFICER' HIGH 30 70 +3 +2
ASSOCIATIONS IN ONE HALF OF ALL CITIES | [ggQ AVE 20.14 60.71 + .57 + .57
LOW 15 45 -1 -1
4 MINIMUM TRAINING REQUIRED FOR HIGH 70 90 +2 +6
PARAPROFESSIONALS 1989 | AVE 59.29 82.14 +1.57 | +4.14
LOW 40 65 -3 "+2
A CITY HELD LIABLE FOR INSUFFICIENT HIGH ag an —£ 49
T S EMPLOYED
NUMBER OF POLICE OFFICER 1988 AVE 24.29 61.71 _3 .86 214
LOW 15 45 0 -2
EVENT EVALUATION
"highﬁ — The highest rating received by any group member .
"low" ~ The lowest rating received by any group member -
"average" - Total of all ratings divided by the number of raters (7)
ATTACHMENT #3 "EVENT EVALUATION" -~ This chart reflects the highest, lowest, and average ratings

received from the study group. Net impact on the issue area and on law enforcement are rated on
a scale of one to ten. A positive

(+) number indicates a positive impact and a negative (-)
number indicates a negative impact. : : :




AVERAGE, RATINGS FOR POLICY DELPHI

1-“»; -r- B
Evaluation scores were received fram seven study group members by
each individually rating the feasibility and desirability of each of the
o altermatives on the basis of the following criteria:
} ‘ ' FEASIBILITY DESIRABILITY
i Definitely Feasible - 3 points Very Desirable - 3 points
Probably Feasible ~ 2 points Desirable - 2 points
Probably Infeasible - 1 point Undesirable - 1 point
Definitely Infeasible - 0 points Very Undesirable - 0 points
Twenty-one points (7 persons all rating 3 points) were possible in
each category and 42 total points were possible for each alternative. The
average scores and total points for each category and alternative are °
Llisted below:
POLICY #1 - Establish a hiring priority to ensure that 30% available
patrol time is maintained in the Patrol Division.
Feasibility - Total points = 12 Average rating = 1.714
Desirability - Total points = 15 Average rating = 2.143
(/e Carbined Scores - Total points = 27 Average total rating = 3.857
receive a minimm of eighty (80) hours

\

Feasibility -~ Total points
Desirability - Total points

Canbined Scores - Total points

Peasibility - Total points
Desirability - Total points

Cambined Scores - Total points

POLICY #2 - Paraprofessionals shall
of basic training prior to being assigned to field duties.

vi

17

18

35

14
10

24

Average rating
Average rating

Average rating

POLICY #3 = Paraprofessicnals shall be subordinate to and
vision of patrol officers and under the chain

the Patrol Division.

Average Rating
Average Rating

Average Rating

2.429
2.571

5.00

under the super-’
of command of

2.00
1.429

3.429

ATTACHMENT #4 "AVERAGE RATING FPOR POLICY DELPHI" ~ This chart reflects the total and average
ratings for each proposed policy alternative regarding feasibility and desiribility.
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POLICY #4 - Paraprofessionals shall be supervised by Patrol Sergeants
: within the chain of camand of Patrol Division and included
within the existing organizational structure of that division.

Feasibility = Total points = 16 Average Rating = 2.286
Desirability - Total points = 15 Average Rating = 2.143
Cambined Scores - Total points = 31 Average Rating = 4,429

POLICY #5 = A paraprofessional-bureau shazll be created within the Patrol
Division with paraprofessional supervisors and under the
general direction of the Patrol Camander.

Feasibility -~ Total points = 15 ° JAverage Rating = 2.143
Cesirability - Total points = 11 Average Rating = 1.571
Carbined Scores - Total points = 26 Average Rating = 3.715

POLICY #6 = Paraprofessionals shall not be assigned to handle calls for
police service that involve physical violence or the threat
of physical violence.

Feasibility - Total points = 13 - Average Rating = 1.857
Desirability - Total points = 19 Average Rating = 2.714
Canbined Scores - Total points = 32 Average Rating = 4,571

POLICY #7 = Paraprofessionals shall not be assigned to handle calls for
police service in which a suspect is still in the immediate .

area.
Feasibility - Total points = 17 Average Rating = 2,429
Desirability - Total points = 19 Bverage.Rating = 2.714
Carbined Scores - Total points = 36 Average Rating = 5.143

POLICY #8 = A list shall be established which identifies the specific
types of calls for police service to which a paraprofessional
can be assigned. These calls will be handled exclusively by
paraprofessicnals and paraprofessicnals shall not be assigned
to any other calls for police service.

Feasibility - Total points = 5 Average Rating = .714
Desirability - Total points = 9 Average Rating = 1.286
Canbined Scores - Total points = 14 Average Rating = 1.200
POLICY #9 - Paraprofessionals shall wear uniforms and drive vehicles
that are distinctly different fram police officers.
Feasibility - Total points = 13 Average Rat%ng = 1.856
Desirability - Total points = 16 Average Rating = 2.286
Carbined Scores - Total points = 29 Average Rating = 4,143 | . .

ATTACHMENT £4 "AVERAGE RATING FOR POLICY DELPHI" (continued from page vi)
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POLICY #10 - Paraprofessionals shall handle rerorts and camwplaints via

3 w ' telephone or within the police facility only and shall not
A respond to calls for police service in the field.
Feasibility -~ Total points = 16 Average Rating = 2.286
Desirability = Total points = 4 Average Rating = 571
ﬁ Carbined Scores - Total points = 20 Average Rating = 2.857

POLICY %1l - The total number of paraprofassionals shall not exceed 10%
of the totzl Patrcl Division personnel.

Feasibility - Total points = 16 Average Rating = 2.286
Desirability - Total points = 6 Average Rating = .857
Carbined Scores ~ Total points = 22 Average Rating = 3.143

POLICY #12 - Paraprofessionals shall be trained to assist patrol officers
in the identification, oollection, and preservation of evid-
ence at crime scenes.

Feasibility - Total points = 13 Average Rating = 1.857
Desirability - Total points = 18 Average Rating = 2.570
Canbined Scores - Total points = 31 Average Rating = 4.429

POLICY £13 - There shall be three levels of paraprofessiocnals. ILevel one
shall be limited to duties within the police facility (tele-
phone camwplaints, counter duties, station tours, etc). Level
two shall be limited to minor calls for service in the field
(minor police reports, non-injury accidents, etc) and public

Q speaking engagements. Ievel three shall handle evidence id-

entification, ocollection, and preservation, and more camplex
duties. Salaries shall be camensurate with the duties and
responsibilities of each level.

Feasibility - Total points = 15 Average Rating = 2.143
Desirability - Total points = 16 Average Rating = 2.286
Canbined Scores - Total points = 31 Average Rating = 4.429

POLICY #14 - All of the rights and protecticns afforded to peace officers
through Government Code Section 3300 and the existing Memo-
randum of Understanding with the Police Officer Association
shall be provided to paraprofessionals.

Feasibility = Total points = 17 Average Rat%ng = 2.429
Desirability - Total points = 11 Average Rating = 1.571
Canbined Scores - Total points = 28 ' Average Rating = 4.000

‘.‘. ATTACHMENT #4 "AVERAGE RATING FOR POLICY DELPHI" (continued from page wvi)
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CANTIINATE YTATS

Paraprofessionals gliven limlited peacs officer powvers

Salaries of public employvees llmited by 1aw

A

Paraprcfessionals join Peace QOfficer Associations

A& minimum of at least 80 hours of pasic tralning
requiréd for paraprofessionals

Supreme Court upholds a case wherein a cliy or county
is held liable for their fallure to employ sufficient
peace cfficers

Average paraprofessional salaires reach parody with
average peace officer salaries

A paraprofessicnal commits a major crime on duty
A paraprofessional is assinated on duty

A major depression occurs in California

mi

The 1

imitations of Proposition 13 are removed by
another pro

position

.
res

ionals are given safety retirement status

O
o0

mit the number of paraprofessionals

L

Pe
1

)

ce Cfficer Association Successfully sues a city
o] ni

The military draft is reinstated
Civil disturpances occur in major cities

P.0.S.T funds training for paraprofessicnals in all
ccurses avzilakble for peace officers

Paraprofessionals form a statewide organization
Federal grants are discontinued

Federal money becomes available for paraprofessional
programs

Major cities begin charging for paraprofessional
services

Paraprofessionals are permitted to carry firsarms
U.8. is involved in & war cr major police acticn

Mandatory retirement age Is abkollished




sazstier cccurs and there are not enough peace
a2 ezl wlth [t

il’ 24. Major police cdepartment coniracts for private seourit
services’

lce departiment hires private security company

25. Major pol
€t In pcoclice functions

to assi

' ATTACHMENT #5 "CANDIDATE EVENTS"
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NOMIMAL GEQOUP MEMBERS

-

Police Captain, Patrol Divisicn Commander, Lesiie C. Hall

Civilian Public Services Officer, assigned to Patrol
Division, Jezannie Sanficllipo

Civilian Public Services QOfficer, assigned to Community
Rezltions, Sandra Hall

Police Lieutenant, Assigned to Patrol! . Division,
Richard Albee

City Finance Officer,-HaI Brewer

Police Cfficer, Peace Officer Associatioen Board Member,
Christopher Manning

Assistant City Manager, Larry Paulsen

ATTACHMENT #6 "NOMINAL GROUP MEMBERS"
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