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ABSTRACT

WHAT 1S5 THE FUTURE OF ACCREDITATION FOR CALIFORNIA LAW
ENFORCEMENT AGENCIES?

David J. Abrecht

Presents a historical overview of the development of
professional standards for law enforcement as offered by the

national Commission on Accreditation for Law Enforcement
Agencies, Inc.

The report alsoc incorporates a review of the literature,
personal interviews, and the utilization of the Nominal Group
Technigque (NGT) to brainstorm and identify societal trends
and significant social/technological events. These trends
and events are discussed in the context their impact on the
suitability of accreditation for California law enforcement.

A series of three future "scenarios'" have been developed
based upon the trends and events that were generated. The
scenarios depict California law enforcement as: 1) a leader
in the business of setting professional standards; 2) a state
that chooses +o ignore the trends toward national
professional standards; and 3) leaving the decision of

whether or not to pursue accreditation to the local level of
government .

The report includes a survey of the attitudes California
Chiefs of Police and Sheriffs have towards the concept and
process of accrediting law enforcement.

1987. 114 pages. Tables. Charts. Footnotes. Bibliography.
Sponsoring Agency: California Commission on Peace Officer
Standards and Training (POST) Command College.
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This Comrnand College independent Study Project is a FUTURES study on a particular
emerging issue in law enforcement. Its purpose is NOT to predict the future, but rather to
project a number of possible scenarios for strategic planning considaration.

Studying the future differs from studying the past because the future has not yet hap-
pened. In this project, useful alternatives have been formuiated systematically so that the
planner can respond to a range of possible future environments. ’

Managing the future means influencing the future - creating it, constraining it, adapting to
it. A futures study points the way.




TABLE OF CONTENTS
: CONTENTS . . .. PAGE

EXECUTIVE SUMMARY oot seeesseseeesssasensss s 1

INTRODUCTION. ..ot csissseseeseseesseseosesesesseeseressssssssser s 3

DEFINITIONS oot nseses s sereesseconssrnenss s 8
METHODOLOGY ....vvviieisiissssireetrescosese s eenssssaesessssassesssssesssos o 10
Literature Scan and Personal Survey Information........ 12
The Nominal Group PrOCESS......c.eoereresecrnernnasesesssnnn 21
CRAIT F 1ttt sess s ees 24
CRANE F 2.t sos st er s 25
CRAPT F 3o sesssieses s 26
CRETT 4.t se s 27
CNATT # Dot enens 28
CRAIT #Bicni ettt teresse s 29
Q CRBIT F 7 et 30
Cross IMpact ANAIYSIS.....iosesenscenenssinenns 31
FUTURES SCENARIOS ...t ivcssseeeasssoneseosseseen s 35
California - A "Step Ahead" or "Out of Step”....corn.. 35

Local Law Enforcement Benefits from Adherence to

Accepted National Standards.......cccovconoonscesrionrons 39
National Accreditation - A Local Decision.............. 43
The Desired FULURE. ... oeccesiese e res et s s essnes 46
Policy Considerations for the Desired FUture.............. 47
THE STRATEGIC PLAN....cocoviivcvveirirerioeonscseeesnecnssvesessees s 51
Environmental ANAIYSIS....c e Sl
"Stakeholder” Identification and Assumptions............ 55




Chart #8 - "Stakeholder” PosSitionS. .,
The Law Enforcement "MiSSion . ..o

P1aNNTING SYSTEMS...ciiirieniriiniensssesrsnssssesessseesseenns
Chart #9 - Levels of PIanning.....ccoiiniinessinconin
summary of the Strategic Plan........ivecnns

THE TRANSITION MANAGEMENT PLAN....ccconvnrnrcrrrrererr s

Identification of the Critical MasS....innrionen.
Commitment PIaNNING. ...
Chart #10 - Commitment Planning for the

CrILICAT MASS ..o esssssesscesssssssesnons
Transition Management SErUCLUre........cccoovvvvvvviiisccnsriviernns
Chart #11 - Proposed Organizational Chart for

the Transition Management Structure............coom..
SUPPOrting Technol0gies. ..o

CONCLUSION.....ccocorrecrcrrimsmnnnrrcrecsisssssisssssssstsssssssssssessssssesssssesssscsnenae

ENDNO | ES ..................................................................................................

A. Nominal Group Invitation and Participants..............
B. List of EMerging Trends. ...,
C. List of Emerging EVENES......ccrvcinnniiinssisnesin,
D. Accreditation Survey Questionnaire
and ResUlLS SUMMANY ...,
E. Chart #12 - Distribution of Survey Results
by Region and by AGeNnCY S1z€......iiiin,
F. BIDHOGRaDNY et esessinen
0. Personal Interviews Conducted...mrconiviiniorones




Accreditation. A process that is usually associated with academic
endeavors and educational institutions has brought an emotional and
controversial issue to California law enforcement. A private, non-profit
national commission, founded by the nation's largest law enforcement
membership organizations, is promoting accreditation as a way of
ensuring professional practices in the law erforcement ranks today.

The issue has polarized California's law enforcement executives and
brought strong asssertions that the national standards offered by the
commission do not serve the varying problems of policing at the local
community level. Further, some fear that accreditation standards encroach
upon the idea of "local control” of our police and sheriff's departments.
On the other side of the issue, over 500 individual law enforcemeit
agencies are currently participating in the accreditation process.
Forty-two (42) agencies have been accredited since 1984, and the
remainder are in the self-assessment and pre-self-assessment phases.
The accreditation process is flourishing in I11inots, Florida, Ohio, Texas,
and Massachusetts and the growth "westward® has been noticeable as a
number of Colorado and Arizona agencies have joined the process. To date,
California has four agencies participating; two accredited and two in the

self-assessment phase.

The focus of this project is to study the emerging issue of accreditation
for California law enforcement agencies by utilizing methodologies that
are considered "futures research”. In addition, a survey methodology is




used to obtain the opinions of police chiefs and sheriffs around the state,

The initial section of the paper presents a thorough history of the
deveiopment of the effort to accredit law enforcement and an analysis of
the the program's current status. A group of persons was utilized to
brainstorm current trends and significant future events that may have an
impact on the issue of accreditation. Trends and events selected by the
group were used to construct three possible future scenarios. A most
likely scenario or "desired future” was selected and a series of policies

that require some consideration are offered.

A strategic plan is offered for achieving the desired future. The plan
consists of an analysis of the law enforcement environment and
identification of the groups and persons that would have the greatest
stake in the desired future. A discussion of law enforcement's mission

and the development of alternative strategies is offered.

The final section discusses a transition management structure that serves
as a link from the the strategic plan to the realization of the desired
future. Specific organizational issues are suggested to assist the agency

as the transition takes place.

The project concludes with a discussion of whether state or national
accreditation is of the most value to California law enforcement and the

options that are apparent to the state's law enforcement executives.




INTRODUCTION

California law enforcement agencies have always prided themselves as
being the standard-setters for the rest of the nation in terms of
professional police practices. Cailifornia was one of a few states who had
a "police standards commission® in place when that recommendation was
offered by the 1965 President’'s Commission on Law Enforcement and
Administration of Justice. 1 Over the years, the California Commission on
Peace Officer Standards and Training (P.0.S.T.) has been a recognized
leader in the estabiishment of minimum state standards for the selection
and training of police officers.

In 1979, four national law enforcement membership organizations: the
International Association of Chiefs of Police (1ACP); the National Sheriffs'
Association (NSA); the National Organization of Black Law enforcement
Executives (NOBLE); and the Police Executive Research Forum (PERF)
formed the Commission on Accreditation for Law Enforcement Agencies,
Inc., (CALEA). 2 The Commission was formed to develop a set of law
enforcement standards and establish and administer a voluntary program
of accreditation at the national level. The .Commission developed and
field-tested standards in sites around the country for a three and
one-half year period before it accepted applications from law
enforcement agencies to participate in the accreditation process.

In May of 1982, the goals and objectives of the Commission on
Accreditation came to the attention of the California Police Chiefs




Association. A member of the Standards and Ethics Committee of the
Association studied the issue of accreditation, and specifically
investigated the  program to be offered by the Commission on
Accreditation for Law Enforcement Agencies, Inc. The study resulted in
the adoption of a resolution by the Executive Board of the Chiefs
Association. The resolution, dated September 15, 1982, "opposed the
programs put forth by the Commission on Accreditation for Law
Enforcement Agencies and did not recognize the ‘commission’ as a
standard setter for the state's police departments”. 3 At the time, the
basic objections to the accreditation concept were:

- The membership of the Commission did not include a police
chief or sheriff from California.

- Voluntary programs too often become mandated programs.

- The composition of commissions frequently change to the
detriment of the organizations they are empowered to direct
or regulate.

- The goals and objectives of the Commission are duplicative
of existing programs.

- The participation costs are excessive.

- The police executive may ultimately be forced to surrender
some of his authority and managerial rights.” 4

The Commission on Accreditation has awarded accredited status to 42
agencies around the country. Two of these agencies are in California: The
City of Hayward Police Department and the San Diego County Sheriff's




Department. At the present time (as of January 31, 1987), 572 municipal,
county, and state agencies of all sizes are participating is some phase of
the accreditation process. 5

in 1984, James V. Cotter, the Executive Director of the Commission on
Accreditation stated that ".... California will realize the vailue of
accreditation later on down the line. ‘we would expect that they too would
begin to participate in large numbers®. 6 Mr. Cotter's prediction has yet to
be realized; to date, California has added only two agencies to the process,
both of which are in the seif-assessment phase. In the last five years,
however, the vehement objections to both the concept and process of
accrediting law enforcement in California has softened. In a survey
conducted for this project, almost one-half (49%) of the police chiefs and
sheriffs who responded (254) agreed or sti*ongly agreed with the
statement that, "the concept of accreditation as a means of ensuring
compliance with professional law enforcment standards is an idea whose
time has come in California®. The type and authority of an administrative
process to grant accreditation is still an unsettled issue. A large majority
of the police executives who responded to the survey believe that a state
level accreditation, administered by P.0.S.T., is the most logical program
for California. However, the national program offered by the Commission
on Accreditation is still “the only game in town" if an agency wishes to
pursue an accreditation process.

within the last year, the Commission on Peace Officers Standards and
Training has directed it's Advisory Commitiee to review the issue of
statewide accreditation as an alternative to the national program being




offered by the Commission on Accreditation. The California Police Chiefs
Association has appointed an ad hoc committee of nine chiefs of police to
also review the issue of accreditation and its feasibiiity at the state
level.

The question posed by this project, What is the Future of Accreditation for
California Law Enforcement Agencies?, must encompass two guestions:

1) ‘What is the future of an established national
accreditation program in California? and:

2) What s the future prospect of instituting a yet to be
determined state accreditation process that is devised solely
for California agencies?

The importance of this issue is that California law enforcement and its
leaders will eventually be put to a test. If, (and | stress the word "if") the
- national effort to accredit law enforcement continues to grow, California
will be pressured 1o prove its professional status by either participating
in the national process or developing a similar program by which agencies
in our state can establish compifance with accepted law enforcement

practices.

In reviewing the resuits of the survey that was distributed in conjunction
with this project, there is little doubt that the word “accreditation”
provokes immediate and a few rather volatile responses from California
law enforcement executives. The survey also bears out that there is little
understanding of the concept and process of accreditation programs in
general, and specifically, as it relates to law enforcemfznt. The purpose of




this futures research project will be to assess the impact of
accreditation as an emerging future issue in the context of current trends
and anticipated critical events that may have an impact on law
enforcement.




DEFINITIONS

Accreditation - The term s defined by Fred F. Harcleroad in his book,

Accreditation: History, Process, and Problems, in
three parts:

institutions of postsecondary education or
professional associations form voluntary,
non-governmental organizations to encourage and
assist institutions in the evaluation and improvement
of their educational quality and to publicly
acknowledge those institutions, or units within
institutions, that meet or exceed commonly agreed to
minimum expectations of educational quality.

..... a process..... by which an institution of
postsecondary education formally evaluates its
educational activities, in whole or in part, and seeks
an independent judgement that it substantially
achieves its own objectives and is generally equal in
quality to comparable institutions or specialized
units. Essential elements of the process are: (1) a
clear statement of educational objectives, (2) a
directed self-study focused on these objectives, (3)
an on-site evaluation by a seiected group of peers, and
(4) adecisfon by an independent commission that the
institution or specialized unit is worthy of
accreditation.

..... a status of affiliation given an institution or

specialized unit within an institution which has gone
through the accreditation process and has been judged
to meet or exceed general expectations of educational

quality. 7

Professionalism Professional status, methods, character, or




Standard

standards

An acknowledged measure of comparison for
quantitative or quatlitative value; a criterion.




Three “traditional” and one futures oriented forms of research
methodology were used to compile information for this study:

Literature Scanning .

A significant amount of information about law enforcement accreditation
has been published in journals and periodicals that serve a readership
primarily composed of criminal justice professionals. Ninety-nine
percent of these articles are informational and lack significant analysis
or study of the issue. This is understandable as the process of accrediting
law enforcement is so new that researchers and academicians do not have
a base of information to analyze. The general topic of accreditation has
been the subject of numerous volumes from several disciplines, primarily
in the field of education. The literature that | reviewed was scrutinized
from the standpoint of its applicability to an accreditation process
designed exclusively for law enforcement.

Nominal Group Technique

The Nominal Group Technigue process involves a group meeting of persons
who are asked to use their collective professional experience, insight, and
imagination to "brainstorm” future trends and events that may have an

impact on the issue of law enforcement accreditation. A meeting of

10




executives and middle-managers from the hospital, educational, and law

enforcement professions was held to address the issue.
Personal Interviews

A significant number of personal interviews were held with persons who
had a professional involvement in the development of the national
accreditation process. Law enforcement managers who directed their
respective departments’ accreditation programs, persons who have
reported on the progress of accreditation, and a number of people from
the California Commission on Peace Officer Standards and Training
(P.0.S.T.) were also interviewed to obtain their perspective on the issue.

urvey Questionnaire

A five page questionnaire was developed utilizing the information that
was obtained from the above efforts. The questionnaire was mailed to
every municipal police chief and every county sheriff in the State of
California to allow them to express their views about the concept and
process of accreditation for law enforcement. The specific questions
asked and a tally of the responses are included in the Appendix. The
survey resuits are referred to throughout the study.

11




LITERATURE SCAN AND PERSONAL INTERVIEW INFORMATION
The Roots of Law Enforcement Agg;egitauon

The concept of accreditation as being "uniquely American” has its roots in
an effort to establish minimum standards for colleges in New York State
in 1787.8 At that time there was also a distinct fear of a newly formed
federal government encroaching into areas that were believed to be state
or private ventures. It was believed that accreditation would provide the
buffer between self-regulation and governmental authority. First and
foremost, however, accreditation was the “recognition accorded to an
institution that meets standards or criterfa established by a competent
agency or association”. 9

Throughout history, the concept of accreditation, at least in the
educational field, has remained very close to the original philosophical
ideals that 1t began with 200 years ago. These principles are:

@ "Accreditation is a form of self-regulation, the "self" being
the institution.

@ Accreditation began as a voluntary enterprise and remains
largely a voluntary enterprise.

e Accreditation is essentially non-governmental.

e Accreditation at the same time has become a quasi-public
enfernrise; it serves certain public ends and must be
responsive to appropriate public concerns.

® Accreditation is basically an evaluative process; it has
moved gradually from evaluating presumed conditions of
good education to being increasingly concerned with the

12




results of education and from emphasizing external review
to being much more dependent on self-evaluation." 10

The principles of accreditation thaf have been established and accepted
for educational institutions have been expanded to professional
disciplines. Hosptials and, more recently, correctional facilities have
adopted programs of accreditation that allow institutions in these areas
to measure themselves against national standards. The Commission on
Accreditation for Corrections (CAC) was established in 1974 and to date
has accredited more than 600 institutions in federal and state
correctional systems. The Commission on Accreditation for Corrections
is an arm of the American Correctional Association (ACA), a private,
non-profit organization that has been accepted as a nationwide proponent
of professional practices in the correctional field. According to Mr. Hardy
Rauch, Director of Accreditation Programs for the ACA, the state of
California has been an active participant in the accreditation process
since its inception. 11 According to Rauch, the only state that is not an
active participant in the accreditation process is Texas.

Ten of California's 13 correctional institutions were accredited under the
original standards formulated by the Commission on Accreditation for
Corrections. In the last five to six years, a "second edition" of the
standards has been developed. The newer standards have stricter
requirements in the areas of h:ispital care and fire safety issues.
California institutions are no longer accredited, based upon the new
standards, however, the state Department of Corrections is working with

the state Fire Marsh_aH and the Commission to re-accredit three

13




institutions this calendar year. The state plans to have three additional
institutions accredited in each subsequent vear. 12

The Director of the Department of Corrections believes that the
accreditation of correctional facilties will have significant benefits when
the California penal system is challenged in the courts to show that it
complies with accepted methods of conducting its business. 13

The standards drafted by the Commission on Accreditation for Corrections
were heavily relied upon by the United States Department of Justice when
it issued the first federal standard for prisons and jails in 1981. 14

The Development of Professional Standards

"Professional standards" for law enforcement have been a topic of
discussion for years. Despite the work of several commissions (the
President's Commission on Law Enforcement and Administration - 1967,
the National Advisory Commission on Criminal Justice Standards and
Goals - 1973, and the American Bar Association's Advisory Committee on
the Police Function - 1973, 1979) and the publication of significant
national reports en improving the law enforcment function, the standards
that were formulated were never more than very general, suggested ideal
practices. 15 Most of these suggested practices and recommendations
undoubtedly contributed to the general goal of professionalizing law
enforcement. However, these standards and recommendation lacked
specificity and could not be placed into a framework that allowed an
agency to measure its progress or determine its level of compliance with
a recommended practice. 16




In 1979, the International Assoctation of Chiefs of Police (IACP) proposed
that the United States Department of Justice, through fits Law
Enforcement Assistance Administration program (LEAA), fund a study to
develop a set of practical, professional standafds that could be used to
measure the performance of law enforcement agencies around the country.
inftially, LEAA objected to a project of such significance being
administered by only one voice from the law enforcement community. 17
The staff at LEAA agreed to fund the proposal only after the |ACP agreed
to include the National Sheriff's Association (NSA), the Police Executive
Research Forum (PERF), and the fledgling National Organization of Black
Law Enforcement Executives (NOBLE). These four law enforcement
membership organizations constituted the interests of the small, rural
police departments; the large, urban departments serving populations of
100,000 or greater; the county sheriffs; and the small, but increasirg
number of law enforcement's minority executives, 18 '

Each agency committed a program manager and staff to the development of
the standards as well as to the formulation of the overall process of
granting accredited status to participating agencies.

A significant development was the establishment of the 21 member
commission that would oversee the accreditation process. Each potential
member of the commission had to be unanimously approved by the
president and executive director of each of the four participating
organizations. The over-riding goal was to keep the commission on course
as an independent, non-political body that would "insist on a rigid, yet

15




attainable set of standards and an objective method of assessing
performance”. 19

The development of "realistic, practical, and achievable” national
standards was a monumental task for the staffs of the four agencies
involved in the process. In addition, a variety of factors had to be
considered. Regional differences, significant disparities in the sizes of
agencies around the country, the varying "missions®, and the legal
authority of each type of eligible agency had to be considered. 20

Jim Cotter commented that the conflict, complications, and fighting that
occurred during the standards development phase nearly brought the
process to a screeching halt many times. However, the group persevered
and he believes that the accreditation program may be that much stronger
for it. 21 Tom Finn, the project manager for the National Sheriff's
Association said that the group had a very specific rule that allowed the
standards development process to confinue:  After each meeting,
regardless of how inflamed the discussion might get, time was set aside
to socialize so that all of the personal animosities could be resolved

before the next work session. 22

Law Enforcement Accreditation Field Test

fn May, 1982, the Commission on Accreditation approved all 48 chapters
of the standards that had taken nearly four years to develop. The
Commission also authorized the staff to begin a “fleld test" of the
approved "draft" standards. Agencies that were asked to field test and
evaluate the draft standards were selected from the group of agencies

16




nationwide that had purchased the entire Manual of Standards or selected
portions of the Manual. 23

Forty-four (44) state, county, and local law enforcement agencies,
California P.0.S.T., the Peace Officer Research Association of California
(PORAC), and several other law enforcement organizations and criminal
justice councils purchased all or a portion of the standards that were
published by the Commission in 1982, From that number, nineteen (19) of
the agencies and organizations were sent questionnaires to evaluate and
comment upon the standards that they had requested and reviewed. 24

According to the NOBLE Report, 56 agency chief executives around the
county were selected at randorn to review the Manual of Standards. Of the
29 who responded, two (2) were.from California agencies (Arcadia and
Santa Ana). 25 '

During the year that the standards were subject to field testing and
review, the Commission and the staff of the four associations aiso
struggled to develop and approve the process of accrediting agencies. The
policies , procedures, and published materials that were developed,
amended and eventuaily approved were incorporated into a pilot test
program that was carried out at five (5) sites over a four month perfod.
{May to October, 1983) The pilot test was designed to:

"(1) examine the standards and accreditation process by
determining agency problems encountered during the
self-assessment state:

(2) examine assessor problems encountered during the on-site
assessment state; and
(3) develop on-site experience Lo enable the Commission to

17




establish a realistic fee schedule for the accreditation
program-® 26

The City of Hayward, California, Police Department joined four other Jaw
enforcement agencies (Baltimore County, Maryland Police Department;
Elgin, [Hinois Police Department; Elkhart County, Indiana Sheriff's
Department; and Mt. Dora, Florida Police Department) to compiete as much
of the seif-assessment process as possible and provide the Commission
with feed-back for needed alternations . The test sites assisted the
Commission by focusing on the applicability of some standards, reviewed
the forms and documents used in the process, and provided valuable input
in the areas of recruiting, selecting, and training assessors. 27 The
amount of time required for the on-site assessment at the various test
sites also helped the Commission to set reasonable fees for the
accreditation process.

The Commission had set a target date to become operational by October 1,
1983. They missed the target by fifteen days; application packages were
mailed out to applicant agencies in mid-October 1983. InMay of 1984, the
Commission granted accredited status to the first agency, Mt. Dorg,
Florida, one of the original pilot test sites. Before the end of the year,
four (4) more agencies were accredited and a total of 191 agencies were
in all phases of the process. 28

The number of agencies participating in the accreditation process has
continued to grow each year. As of March 4, 1987, 572 agencies are in
the accreditation process. 42 agencies have been accredited; 316 are in
the pre-self assessment phase; and 214 are in the self-assessment

18




phase, 29

The growth of the accreditation process has been distributed throughout
the nation, with the notable exception of California and New York. The top
ten states, in terms of the number of agencies participating in the process

are: 30
ITinots 49
Florida 49
Ohto 49
Massachusetts 42
Texas 40
Georgia 28
Virginia 26
New Jersey 20
Colorado 19

South Carolina 12

The number of participating agencies has also increased dramatically each
year as the following chart indicates:

1984 40
1985 79
1986 120

1987 (thru March 4) 17

TOTAL 256

The staff at the Commission on Accreditation claim that only gne agency
has withdrawn from the process after being accepted as an applicant
agency. Within a few months, however, that particuair agency re-joined
the process.




EFuture Concerns for National Accreditation

Despite this impressive growth in the accreditation process in a few
short years, a significant number of hurdles face the Commission and the

staff. A recent commentary in the Crime Control Digest articulated four
major points that the Commission must acknowiedge and confront:

® Improved marketing techniques

e Financial stability and independence

® Professionalism of the assessors, and

@ The future role of the four sponsoring
associations 3i

The article's authors believe that the Commission on Accreditation for
Law Enforcment Agencies, Inc. must move outside of the law enforcment
community to "sell” its concept and process to elected officials and city
administrators., The Commission must aiso develop financial independence
with the knowledge that the fees being paid by the agencies will not pay
their bilis. In addition, the Commission must be able to permanently sever
its ties to any federal funding. The start-up money that was offered in
the form of grants from the LEAA was necessary, however to maintain its
independence and credibilty, the Commission must be financially
self-sufficient,

The Commission's pool of persons who conduct the on-site assessments
should be expanded to include command personnel in addition to chiefs of
police. Also, the requirement of a master's degree limits some very

N
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qualified middle managers from becoming assessors.

Finally, the delicate balance that between the Commission and its
founding agencies must be strengthened. The Commission must continue
to act as an independent body, yet the collective experience represented
by the IACP, NOBLE, PERF and the NSA is vital to the continued success of
the program. 32

THE NOMINAL GROUP PROCESS

Eight persons from disciplines of law enforcment, education, and hospital
administration were invited to participate in a group meeting to
“brainstorm" current trends and significant future events that may have an
impact on the emerging issue: the future of accreditation for California
law enforcment. Two weeks prior to the group meeting, each selected
participant was mailed a package of materials to familiarize himself
(unfortunately the group was all male; two women were invited, but had
conflicting commitments) with the issue to be discussed. The group was
asked to be prepared to offer general and specific trends occurring in
their respective professions and in society that would have an impact on
the fssue of accreditation. They were also asked to generate a list of
possible future events that could have an impact on the issue.

The members offered their suggestions without discussion from the rest

of the participants. A total of 51 emerging trends and 33 possible events
were suggested. At the conclusion of each brainstorming session, a
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discussion session was held to answer any questions and clarify any of
the ideas that were offered. The group was instructed how to “"vote"
individually and privately for the trends and events that each one feit
were the most significant. Five trends and five events were selected as
the most significant. At the conclusion, each person graphed his opinion
of the expected vaiue of each of the five trends and the probability of
occurrence of each of the five events.

The group met only once, therefore the compilation of the results and the
creation of the Event Evaluaition Form and the Cross-impact Evaluation
Form was completed by the author. This effort ensured that the resuits
were tallied in a timely, accurate, and complete manner.

The five trends that the group believed would have the most significant
impact on the future of accreditation are:

L]

. The Increasing Litigious Inclinations in Society.

2. The Increasing Focus on Agency Top Executives and
Holding Them Accountable.

3. The Rising Cost of Police Services as a Percentage
of the Municipal Budget.

4. The Growth and Increasing Influence of Consumer,
Social, and Cultural Special interest Groups.

S. Increasing Media Attention Being Given to Law

Enforcement.

The group was asked to graph the level of impact of each of the five
trends, estimating what the impact "will be" in 10 years, and what the
impact “"should be" in 10 years if reasonable policies were adopted. A
median level of the projected impact was determined for each trend.
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Charts 1 through S on the following pages show the results of the group's
effort.

The five most significant critical events that were identifed by the group

are:

1. The California Commission on Peace Officer
Standards and Training (P.0.5.T.) is given the power
to certify/accredit law enforcment agencies along
with the authority to inspect agency operations.

2. A well-publicized or well-known trial that attacks
a "lack of standards® by 2 law enforcement agency

3. Publication of a major study showing a positive
correlation between accreditation and service level

4. The insurance indusiry supports accreditation;
non-accredited agencies have a more difficuit time
obtaining insurance coverage.

S. A mandate for a citizen review group with specific
membership and over-sight authority.

The group members assigned numerical figures to each event indicating
the probability of the event taking place by the years 1992 and 1997
Chart 6 shows the median probabilities that the event will occur and the
median numbers for the net impact on the issue of accreditation as well

as the net impact on law enforcement in general.

Chart 7 and the pages that follow it discuss the cross-impact or
inter-relatedness of the identified trends and the potential events.
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CHART #1 - The trend toward increasing litigious inclinations
in societu.

Civil law suits against the police will continue to increase in the
next 10 years, a trend that will create financial anxiety and/or
disaster for municipal governments. If reasonable policies are
implemented within this same time period, the trend should decrease
dramatically.

S YEARS TODAY "WILL BE™ IN "SHOULD BE~
AGO (1987) 10 YEARS IN 10 YEARS
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CHART #2 - The trend toward focusing on agency top executives and
holding them accountable.

Top executives are being held more accountable by the public and the
media. A stirling example of this is the recent Tower Commission
Report which strongly criticized President Reagan for his failure to
have control over his cabinet. Even with major policy changes, the
public will expect a top executive (police chief) to be "in charge" and
accountable for an agency's activities.
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CHART #3 - The trend toward the rising cost of police services as a
percentage of the municipal budget.

The cost of police services will continue to rise in the next 10

years. The rate of increase may not be altogether inappropriate if

a companion trend of tying costs to results also continues. In addition,
citizen satisfaction with the delivery of police services may warrant
the increased funding.
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CHART #4 - The trend toward the growth and increasing influence of
consumer, social, and cultural special interest groups.

This trend registered the highest level of impact of the five trends
depicted. This is not surprising in California, a state known for its
multi-ethnicity, and an array of social and consumer 1ifestyles. This
trend is also tempered by the fact that governmental agencies (the police)
are better prepared to deal with the diversity of the state’'s population.
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CHART #3 - The trend toward increased media attention being given to )
law enforcement.

This trend had the second highest initial impact and the most diverse
range. The media will continue to scrutinize the operations of police
departments. However, with proper policies and disclosure to the extent
that the law allows, the harsh focus of the media can be softened as
evidenced by the direction of the trend in the "should be” category.

S YEARS TODAY "WILL BE" IN "SHOULD BE”
AGO 10 YEARS IN 10 YEARS
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CHART #6 - EVENT EVALUATION FORM

PROBABILITY
NET IMPACT NET IMPACT
CRITICAL EVENT STATEMENT |333€T§5a ENF%%&?;{ENT
| BY 1992] BY 1997} (-10t0+10) (-10t0 +10)
P.O.S.T. is given the power to certify/accredit law
enforcement agencies along with the authority to S0 80 +8 +10
inspect agency operations.
A well-publicized or well-known trial that attacks
a "lack of standards” by a law enforcement agency 50 70 +5 + 4
Publication of a major study showing a positive
correlation between accreditation and service level. 50 70 +7 + 6
The insurance industry supports accreditation;
non-accredited agencies have a more difficult time 30 60 +7 + 7
obtaining insurance coverage.
A mandate for a police citizen-review group with
specific membership and over-sight authority i5 25 +5 + 45
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CHART #7 - CROSS-IMPACT EVALUATION FORM
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ANALYSIS OF THE CROSS-IMPACT EVALUATION
) . Placing the events and trends in a grid frame-work allows the reader to
draw some conclusions about their inter-relatedness, specifically the

impact that one event may have if it were to occur.

Event to Event Cross Impact

If P.O.S.T. is given the power to certify, accredit, and inspect 1aw
enforcement agencies, the probability of

-A well publicized trial attacking the lack of law enforcement
standards will not change

-The publication of a study correlating accreditation and
service level will not change

-Insurance industry support of accreditation will increase
from 60% to 80%

-A mandate for a police citizen-review board will decrease
from 25% to 15%.

Q If 2 well-publicized or well-known trial that attacks a “lack of standards"

by a law enforcement agency occurred, the probability of

-P.0.S.T. becoming an accrediting body will increase from
80% to 100%

-The publication of a study correlating accreditation and
service level will not change

-Insurance industry support for accreditation will increase
from 60% to 90%

-A mandate for a police citizen-review board will increase
from 25% to 50%

If a major study is published showing a positive correlation between
accreditation and service level, the probability of

-P.0.5.T. becoming an accrediting body will increase from
80% to 90%

-A well publicized trial attacking the lack of law enforcement
standards will not change




~Insurance industry support for accreditation will increase .
from 60% to 80%
-A mandate for a police citizen-review board will not change

If the insurance industry supports accreditation and non-accredited
agencies have a difficult time obtaining insurance coverage, the

probability of

-P.0.5.T. becoming an accrediting body will increase from
80% to 100%

-A well publicized trial attacking the lack of law enforcement
standards will not change

-The publication of a study correlating accreditation and
service level will not change

~A mandate for a police citizen-review board will not change

If @ mandate for a police citizen review group occurred,  the probability of

-P.0.S.T. becoming an accrediting body will increase from

80% to 100% .

-A well publicized trial attacking the lack of law enforcement
standards will not change

~The publication of a study correlating accreditation and
service level will not change

~Insurance industry support for accreditation will increase
from 60% to 75%

Event to Trend Cross Impact

If P.O.S.T. is given the power to certify, accredit, and inspect law
enforcement agencies, the level of the the trend fowards: .

-Increasing litigous inclinations in society would decrease
by 20%

-Focusing on agency top executives and holding them
accountable would increase by 20%

-Rising costs of police service would not be affected.

-The growth and influence of special interest groups would not

be affected. .
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-Increased media attention to law enforcement would not be
affected

If a well-publicized or well-known trial that attacks a "lack of standards"
by a law enforcement agency occurred, the level of the trend towards:

-Increasing litigous inclinations in society would increase by
40%

-Focusing on agency top executives and holding them
accountable would increase by 30%

~Rising costs of police service would not be affected.

~The growth and influence of special interest groups would
increase by 40%

~Increased media attention to law enforcement would
increase by 90%

If a major study is published showing a positive correlation between
accreditation and service level, the level of the frend towards:

-Increasing litigous inclinations in society would not be
affected

-Focusing on agency top executives and holding them
accountable would not be affected

-Rising costs of police service would increase by 10%

-The growth and influence of special interest groups would
increase by 10%

-Increased media attention to law enforcement would
increase by 20%

if the insurance industry supports accreditation and non-accredited
agencies have a difficult time obtaining insurance coverage, level of the
trend towards:

~Increasing litigious inclinations in society would increase
by 10%

-Focusing on agency top executives and holding them
accountable would increase by 10%

-Rising costs of police service would increase by 10%
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-The growth and influence of special interest groups would not .
be affected

-increased media attention to law enforcement would
increase by 15%

If a mandate for a police citizen review group occurred, the level of the
trend foward:

-Increasing litigious inclinations in society would increase
by 20%

-Focusing on agency top executives and holding them
accountable would increase by 25%

-Rising costs of police service would not be affected

~The growth and influence of special interest groups would
increase by 15%

-Increased media attention to law enforcement would
increase by 50%




EUTURES SCENARIOS

The trends and events that were generated by the Nominal Group have been
combined with the information that was obtained from personal
interviews and the survey of the California chiefs of police and sheriffs
to provide a structure for a series of future scenarios. These scenarios
are not “worst case” or "best case” predictions, but merely different
stices in of any number of possible future states. The scenarios have a
common thread that | believe is important: each one assumes that some
type of accreditation process for law enforcement will continue to
develop or expand (or both) in the next ten years and beyond. With or
without the participation of California's law enforcement agencies,
accreditation has made a significant mark on the law enforcement
community and, | believe, is here to stay. The issue that these scenarios
will focus upon is the degree of involvement by California agencies given
the identified trends and critical events. The level of impact of these
trends and events will partially determine the external social/legal
environment that is becoming such an important part daily
enforcement operations.

Scenario Number One -
California: A "Step Ahead” or "Out of Step”

The year is 1997. The Comission on Accreditation for Law Enforcement
Agencies, Inc. has been in the business of accrediting law enforcement
agencies for 13 years. Over 450 agencies have been accredited by the

commission. In several states, (Florida, Georgia, Massachusetts, and
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Texas) the state P.O.S.T. commissions have been instrumental in assisting
agencies within their respective states prepare for and achieve nationally
accredited status. Despite these obvious successes of the accreditation
process, there is a glaring omission. The law enforcement agencies of the
country’'s most populous state, California, have stubbornly refused to
accept a program of national accreditation as being in the best interests
of the state or of benefit to local law enforcement. In the last ten years,
only ten California agencies have completed the self-assessment process
and are accredited by the Commission. The chief executives of those
agencies are considered by their peers as a "fringe” element in California
that do not represent the majority view of police executives in the state.

Many chiefs were hopeful that California would establish a statewide
accreditation effort but the interest in that effort never reached the ievel
of intensity that was necessary to overcome some significant political
and economic considerations. Legislators who were called upon to
introduce bills altering the P.O.S.T. charter had difficulty explaining why
it was necessary for the state to duplicate an already established
national process. The cost of re-creating a set of standards that would be
applicable to California represented a significant expense for staff costs.
Finally, the five major California law entorcement groups that expressed
an interest in a statewide accreditation process could not establish a
common vision and lacked the cohesion to develop such a process in a

timely manner.

Officials at California's Commission on P.0.5.T. conducted a study of the
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feasibility of a state accreditation program but discovered that such an
effort would require substantial changes in the existing law that
established the P.0.S.T. concept and would require funding to establish and
staff a new bureau within the organization to administer the
‘accreditation process.

California’s chiefs and sheriffs have expressed the utmost confidence in
P.0.S.T. as a standard-setting and regulatory agency and strongly believe
that P.0.S.T. should be the agency to administer any accreditation effort in
California. However, there has not been a strong mandate from the state's
jaw enforcement executives to initiate such a process. Lacking the
political support that the chiefs and sheriffs provide in this state, P.0.S.T.
was unwilling to venture into unknown territory with a proposal that did

not have the enthusiasic backing of its constituency.

The idea of P.OS.T., a governmental entity, providing a program of
accreditation did not fare well with representatives of agencies and
institutions in the educational and correctional fields that had received
their accredited status from independent, non-governmental commissions.
They felt that accreditation, in the true sense of the word, cannot be
granted by a government agency that operates solely within the same
state as the organizations to be accredited. Many people feit that
accreditation would mean very little in the profession; it would lack
objectivity and the assurance that local or state political influence had
been eliminated.
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California law enforcement has continued to take a wait and see attitude
about national accreditation. In the early 1980's, California opposition to
a program that embodied national standards was strong and vocal. The
overt opposition has faded, but California simply rested on its laurels and
watched the accreditation process succeed without dffering any viable
input.

The passive attitude that California has taken has not had a major impact
on the law enforcement services that are provided, but the reputation that
the state once had among the most progressive in the nation no longer
exists. By its failure to act, California has become a “victim" of several
trends that were identified years ago. California has received more than
its fair share of adverse publicity for questionable police practices. Many
jurisdictions have been forced to band together with other cities to form
insurance pools to purchase coverage at a more reasonable rate. Civil
judgements have forced several small cities to declare bankruptcy and
contract their police operations to a larger city department or the county
sheriff's office.

Whether local governmental agencies couid have mitigated the impact of
these trends by investing in the effort to become accredited is
speculation. However, the key concern is that California failed to keep
pace with the changes in society and recognize that many of the trends
and events that have impacted law enforcement in the last ten years could
have been offset by some innovative practices.
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Scenario Number Two —

focal Law Enforcement Benefits from Adherence to
Established National Standards

The year s 1997. The Commission on Accreditation for Law Enforcement
Agencies, Inc. has been in the business of accreditiang law enforcement
agencies for 13 years and has just conferred accredited status on the
S00th agency to comply with the national standards that have been
continuously developed since 1984,

At a recent meeting in Los Angeles, the Commission presented a special
award to a group of California law enforcement professionals who
comprise a relatively new organization known as "CAL-PAC", the
California Police Accreditation Coalition. CAL-PAC has been
single-handedly responsible for promoting the benefits of nationzl
accreditation and providing a network for California law enforcement that
has resulted in the state taking over the lead as the state with the largest
number of nationally accredited departments.

in a relatively brief ten years, California law enforcement has undergone
a rather amazing transformation, from resistance to any type of national
standards to a position that allows California to be the driving fbrce in
the establishment of new standards and the revision of existing
standards. In 1987, California had only two agencies accredited and a
total of four in all phases of the accreditation process. Those agencies
(and their chief executives) were considered "out of step” with the
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mainstream of California law enforcement. In the last three years, 40
Catifornia agencies have become accredited and 150 agencies are in some
phase of the process.

CAL-PAC was formed primarily by the vision of a few chief executives
and and their young proteges who saw that law enforcement would be
eventually "controlled” by external forces if the profession did not make
significant efforts to comply with some basic, minimum standards in all
of its operational areas. Added to that vision were serveral disturbing
events that brought a troubling focus on the California law enforcement
community.

Three significant trends produced an event that literally rocked law
enforcement in 1994. California's population has been moving towards an
ethnically non-white majority since the early 1980's. Thriving minority
communities had been established throughout Californfa, communities
that transcended traditional municipal boundaries. Ethnic and cultural
activist groups began to make significant complaints about the inequity of
law enforcement services in ethnic neighborhoods that crossed-over
jurisdictional lines. The groups attempted to resolve the problem with
the respective chief executives, but the ensuing bureaucratic process left
the groups with littie choice but to pursue redress through the courts.
This course of action was met with little surprise since civil lawsuits
continue to be a fact of life for police departments and municipal
governments. The cause for concern, however, was the increasing

tendency to hold the chief executive of an agency accountable for his
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policies, procedures, and operational guidelines and the manner in which
those policies were transmitted to the personnel within the department,
In this particular situation, several iaw enforcement executives and their
agencies were held directly responsible for a particular community's
claim that its level of law enforcement protection and services did not
equate with level provided in other citles and geopgraphical areas.

An ensuing court decision held the cities liable for more than just a
monetary award; the chief executives were required to devise a plan, ina
manner similar to the conditions of a consent decree, to rectify the
problems.. The agencies were legally bound to develop a method of
ensuring that the residents of an area were guaranteed equitable service
levels, regardless of the municipal boundaries involved.

In the aftermath of this decision, the executives who formed CAL-PAC
knew that police and sheriffs departments around the state would soon be
required to establish compliance with a set of basic professional
practices in any number of situations. Further court mandated changes
would be imposed if agencies themselves did not began to offer some
lproof that their operating policies met the latest standards for the law

enforcement profession.

The earlier fear that national accreditation would erode local control and
the adoption of community standards was significantly reduced when it
was shown that the national standards could be used as a framework for

action at the local level. The standards also provided a common bond and
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language to assist multi-jurisdictional efforts to address problems that
did not end at a particular city limit.
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Scenario Number Three -~

Accreditation: A Local Decision

The year is 1997 The concept and process of accrediting law
enforcement agencies in still in its infancy when compared to the
accreditation programs that have been in effect for education, hospitals
and correctional facilities,

Only ten years ago, few law enforcement executives in California really
understood accreditation as a concept. They feared that a "federal”
organization was about to descend upon their local jurisdiction ana
dictate to them how to operate their local police or sheriff's department.

California law enforcement membership organizations and the
Commission on Peace Officer Standards and Training had studied the
possibility of establishing a statewide accreditation system as an
alternative. The idea was eventually rejected due to cost, the amount of
time that would be required to establish such a program, and the lack of a
cohesive, concerted effort on the part of the most influential law
enforcement membership organizations in the state. The findings by the
various groups that studied the issue of statewide accreditation were
clear and concise: there was little need for or benefit in duplicating the
nationai accreditation program at the state level.

A few years back, the statewide organizations could not have reached
such a finding. There was considerable pressure to adopt a position on the
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issue of accreditation and to encourage their respective memberships to
foliow suit. Executive directors of the membership groups and the chiefs
and sheriffs throughout the state finally realized that they were in fact
limiting the options of the individual executives by supporting a bianket
policy. The executives and the groups finally understood that the national
accreditation program is entirely voluntary. The decision whether or not
to participate should be made at the local level after a thorough review of
all factors involved. Each administrator must evaluate the enviromnent in
which his (or her) agency operates and determine if accreditation will
offer benefits to the department, the commuity, and the overall image of
law enforcement as a profession.

Ten years ago, most of the state's chief and sheriffs looked at their
environment and generally took the position that accreditation was
unnecessary. Today, police departments and the executives who manage
them have changed drastically. Thanks to programs like P.OST.'s
Command College, most chiefs and sheriffs have broken out of the mold of
their predecessors and now view their environment in a much larger
context. Today, chiefs see that events that occur across the country could
have a significant impact on their own operations. Chiefs and sheriffs
also promote and practice law enforcement as an integral part of, not
apart from, the community that is being served.

These changes have allowed executives to feel more comfortable about

reaching out and adopting programs or philosophies that in the past would

run counter to the “"accepted” law enforcement position. Chiefs and
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sheriffs still ask questions and critically evaluate the need for a new
project, but that questioning s completed in a different environment. Key
persons within the governmental structure, the business community, and
citizens at large are asked to provide their input. For example, the issue
of accreditation is not viewed as just a department project but one that
is inter-related with a number of community goals and desires. The
inclusion of people of varied disciplines and orientations into the decision
of whether or not to participate in the accreditation process provides an
array of possible solutions to the definitive questions of funding, overail
benefit, and need. This is quite a difference from the past, when chiefs
made decisions based upon whim, simple personal preference or just
plain emotion.

National accreditation is still in its relative infancy and the Commission
is still making many adjustments to the process. However, the concept is
now being given a fair shake in California. The early fear of national
standards has given way to the thought that the accreditation effort is
only as strong as the agencies that contribute to and support the program.
The credibilty of the Commission and its staff is based, in actuality, on
the sum total of all of the agencies that participate in the process. The
Commission on Accreditation for Law Enforcement Agencies, Inc. has
established itself as a legitmate part of the law enforcement arena in
every state in the country.
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The Desired Future: National Accreditation as a Local Issue

California's "resistance” to a program of national standards for the law
enforcement profession will slowly dissipate as the fears associated
with such a program are alleviated and a network of accredited agencies
continues to grow. | emphasize the word "slowly”. These changes will not
take place overnight; California will not, as one scenario suggests,
miraculously become the national leader within the time period that this
paper focuses upon. The desired future is that chief executives of the
state's local law enforcement agencies will study the issue of
accreditation, develop a full understanding of the program's benefits and
drawbacks, and make a sound and informed independent decision about
whether or not to participate in the process.

The strategic plan to bring about this desired future elaborates in detail
that the decision to pursue accreditation is simply not a single decision.
The decision is, in fact, a series of decisions that allow an agency and its
staff to "phase-in" a process of compliance with national siandards
within the context of the community environment.
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Policy Considerations for the Desired Future

The desired future necessitates policy considerations at three levels.
There must be a commitment to certain general policies at the local level
as well as a concern for the development of policies that place'the agency
in a position to have some impact (the degree is really left up to the
individual administrator) on events at the state and national level. Since
the accreditation process slices across all three planes, the agency that
considers accreditation must be able‘ to formulate policies that stretch
beyond the local setting. Therefore, the policies that are suggested below
are divided into three areas: Local agency policies; policies that may be
influenced by state activities and policies that may be influenced by
significant national events.

Local Agency Policies

1) The department adopts a manual of policies, procedures, or
operational guidelines that set forth the practices of the department
in a variety of situations. The manual is distributed to each member
of the department and its contents are reviewed annually to ensure
that the policies comply with the most currently acceptable
practices for the law enforcement profession.

2) The department allocates funds in its yearly budget to conduct an
annual staff review of all of its operating manuals. This ensures
that the information that all personnel are relying upon to make
important decisions is valid and current.

3) The department is committed to an on-going program of in-service

training. Training can be conducted at the daily briefing sessions,
during an established monthly training period, or at an off-site
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4)

S)

6)

7)

8)

location. This training program will ensure that personnel are
receiving and bringing back fo the department information regarding
the latest practices, procedures, and legal requirements affecting
law enforcement,

The department is committed to some type of a feed-back system to
allow community members the opportunity to evaluate the job that
the department is doing and to express specific concerns about
crime or neighborhood problems that they are experiencing.

Personnel in each operating division and unit within the department
will establish a communication link with their counterparts in
adjoining and overiapping jurisdictions. This effort will aid overail
operations on 2 daily basis and in the event of a major incident
reguiring multi-agency cooperation.

The department will establish and publish goals and objectives for
each calendar year. The goals will offer the members of the
department, elected officials, and the community at large with
specific information about the department's law enforcement and
service priorities. They will also allow for a method to evaluate the
department's performance in the stated areas.

The department is committed to researching new ideas and new
methods with respect to the delivery of police services to the
community. This effort must be carried out with an understanding
of and consideration for fiscal constraints, department philosophy,
legal sanctions, and the needs and desires of the community.

The department (with approval from the local governmental body) is
committed to the establishment of joint-venture programs between
the public and private sector. This may include grant programs;
private, non-profit entities designed to aid the mission of law
enforcment; and contracts for private services that may reduce
certain costs that are currently absorbed in municipal budgets.

Local Agency Policies That May Be Influenced by State Activities

n

Support the importance of and continual revision of California



2)

3)

4)

S)

P.O.S.T. Standards in the areas of police officer selection,
recruitment, and training.

Adopt a position that P.0.S.T. serves a very vital function to police
agencies in California and that there is a natural overiap between
the goals of P.0.S.T. and a program of national accreditation.

Use P.0.S.T. as a facilitator for uniform police policies where
appropriate (ie; policies that transcend merely local jursidictional
considerations; such as pursuits, the use of force, citizen's
complaint process, and mutual aid needs)

Utilize P.O.S.T. as a consultant to assist local agency executives
who desire to improve a facet of their organizational operations.

work for the establishment of uniform state-wide policies in areas
that require multi-agency cooperation, (such as: the Cal-ID
fingerprint identification system, emergency communications
networks, complex computerized files, and personal computer
networks that allow agencies to share vital information.

Local Agency Policies That May Be Influenced by Significant National

1)

2)

3)

Events,

Review the findings of companies who insure or underwrite
municipal governments and consider the adoption of policies and
procedures that have proven successful in mitigating a department’s
liability exposure.

Review significant incidents or events that occur in the law
enforcement arena around the country and speculate on the agency's
ability to respond to such an event. Develop some action plans or
training guidelines that utilize the information that can be obtained
from an outside agency's experience.

Utilize every opportunity to provide information to every court,
committee, board, commission or other body that has the legal
authority to make significant decisions about the issues involving
police operations.
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4)

S)

Review documents such as the Standards for Law Enforcement
Agencies and make a reascpably objective assessment of the
agency's ability to comply with the standards that are suggested
regardiess of whether the actual process of becoming accredited is
pursued.

Law  enforcement  executives must prepare for  the
eventual "marketing” of the accrediting program to national groups
that have a great deal of influence at the local government level.
(the International City Managers Association; the United States
Conference of Mayors) This exposure will eventually create an
interest that will be placed on the shoulders of the local agency
administrator.
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THE STRATEGIC PLAN

The strategic plan is simply a framework that can be used by an agency
chief executive to look at the many variables that the fssue of national
accreditation presents to the agency. This section will be devoted to a
number of components that make up the larger effort to develop a
strategic plan for the local decision to become an accredited law
enforcement agency. These components are:

1) An analysis of the current and anticipated social, legal, and
political environment that local police and sheriff's
departments must grapple with daily.

2) A discussion of the "stakeholders” and the demands that they
place on the organization

3) The "mission” of local law enforcement in the 1980's and 90's

4) Recommended course of action to pursue implementation of the
chosen strategy.

5) A discussion of the Planning Systems necessary to carry out
the selected course of action.

Environmental Analysis

For the purposes of this project, the environmental analysis will focus on
the "big picture”, the broad social environment that transcends local and
state boundaries. The focus will narrow as specific "stakeholders” and
strategies for implementation are discussed.
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The trends that were identified by the Nominal Group that was assembled
for this project very accurately summarize the environment that police
and sheriff's departments must contend with teday. Increasing litigation,
increasing media atiention, more direct accountability being placed on the
chief exécutive, shrinking municipal budgets, and the emergence of
consumer, social, and cultural special interest groups present a picture
that offers seemingly insurmountable chalienges.

In the area of civil litigation alone, municipaiities have been forced to
find alternative ways to provide necessary liability insurance coverage.

Many cities are countering the increased premiums for liability insurance
by becoming “seif-insured”, joining insurance "pools”, or even "going bare”,
dropping all coverage, 33 These alternatives merely provide the
municipality with some financial protection in the face of litigation. They
do little to offset the overall probiem of how to protect the city from a

severe financial crisis if the trend towards more litigation is accurate.

Leading insurance companies are looking at the accreditation process as a
means of reducing potential liability. Accredited agencies may be
entitied to preferred insurance terms and coverage. Some companies are
even offering a rebate to accredited agencies that may offset entirely the
cost of participating in the accreditation process. The Town of Herndon,
Virginia was awarded its accredited status in November 1986. In March
of this year, the town received a $1666. refund of its insurance premium
for the year. If similar refunds are received during the next five years,

Herndon's accreditation fees will be more than reimbursed. 34
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The concept of insurance pools for municipal governments may be one the
strongest arguments in favor of accreditation. Insurance pools involve a
number of cities (or counties) banding together to obtain insurance at a
lower cost by establishing a common fund. The risk that the pool
undertakes on behalf of its member agencies could be reduced if the
agencies were able to verify that each of the respective police
departments conformed to set of minimum standards.

Most taw enforcement executives realize that liability can be minimized
by the adoption of sound operating policies, proper training, and good
management practices. 35 Few will guarre] with this statement, but how
does an agency provide verification that this broad philosphical statement
is transmitted into measurable practices?

The question of being able to verify an agency's compliance with
acceptable practices leads to the increasing focus upon agency top
executives and the push to hold administrators more accountable for not
only their actions, but those of subordinates within the organization. A
significant example that depicts this trend is the unprecedented tax
proposal in Los Angeles to provide more police officers in a poor section
of the city. Leaders in South Central Los Angeles have brought to light
that police deployment practices do not account for the severity as well
as the frequency of crime in certain parts of the city. The residents feel
that the tax will force the department into providing more police
services. Even opponents of the tax proposal threaten tegal action if the
police department fails to take action to rectify the problem.
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The tax proposal is also a very real indication of the emerging political
clout of persons who represent the interests of consumer, cultural, and

social special interest groups in our diverse society.

All of these issues come about at a time in our history when municipal
budgets are coming under close scrutiny. The acquisition of funds to
increase a department's staff, provide additional capital resources, or
expand existing programs is a constant challenge for any executive. Police
chiefs can no longer “wrap themselves in the flag” and proclaim the need
for more resources simply on the basis of law and order issues. The
effort to obtain additional funding requires documentation, tenacity, and
some verification that an acceptable cost-benefit ratio is achieved. These
are difficuit things to provide, and seem contrary, when the police

"product” is the delivery of critical and timely service to the community.

The environment painted here is somewhat bleak and places most law
enforcement agencies in the role of victim, constantly subjected to the
whims of the external world. Police executives have minimal control over
the events that occur outside of their agencies, yet do have the ability
(and responsibility) to anticipate the impact of such events and plan ways
to mitigate unfavorable or harmful outcomes. Such anticipation requires
a willingness to shiff one's responses from a reactive to a pro-active
mode. This encompasses the first decision step in the process of
evaluating the appropriateness of accreditation for a local agency. Are

the leaders of the agency willing to take a close look at their own ability
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to confront and manage problems posed by the external environment?
“Stakeholder” identification and Assumptions

The development of a strategic plan to evaluate the appropriateness of
accreditation for a local agency will not be met with open arms. As | have
pointed out, it is only recently that law enforcement in California has
"softened” its view of the concept and been at least willing to study the
fssue,

This section of the project will identify those organizations, groups, and
individuals who have an interest in, are opposed to, or are affected by a
decision to consider accreditation. These people (groups, organizations)
are called "stakeholders” a term that usually applies to anyone who has a
share or interest in an enterprise, especially if the interest is f manpial.
The list below represents the 14 persons or groups who are thought to
have the most significant attitudes or impact upon the issue.

The Chief of Police

Police Officers

Police Officer Associations (Unions)

The City Manager

The City Attorney (or individual who handles city
legal matters)

The City's Insurance Carrier (if applicable)

or Risk Manager

The Local Media

The City Council or other elected leaders

The Commission on Peace Officer Standards and

Training (P.0.S.T.)
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10. State-wide Law Enforcement Membership
Organizations

11. Community Organizations Representing
Various Professional Groups (Doctors, Lawyers,
Educational system personnel)

12. Civil Rights Groups (i.e.,American Civil Liberties
Union)

13. Ethnic Minority Representatives

14. The local Chamber of Commerce

Each of these "stakeholders" can be counted upon to have one or more
opinfons about the impact that a new direction, strategy, or program will
have on the organization. Identifying these "stakeholider” opinions and

assumptions is a critical aspect of the strategic planning process.

Below is a list of the selected "stakeholders” and the assumptions that
have been attributed to them.

1. The Chief of Police

- The commitment of staff {ime to review
department policies is justified

- Department personnel need sound, current guidelines
for their daily activities

- Precedent has been established for the reduction of
costs associated with insurance premiums and
improved coverage plans

2. Police Officers

- Support for a set of written procedures

- Concern about personal civil liability resuiting from
the job

- Inability (or unwillingness) to articulate what the
term "professionalism” encompasses and how
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‘professional” practices are documented.

. Police Officer Associations (Unions)

Concern that policies will be “technical” and
jeopardize the individual officer if a policy is
interpreted to conservatively.

A desire to have input into the development of new
policies

A concern whether becoming accredited provide more

{angible job benefits

. The City Manager

The impact on civil liability

Recognition among his/her peers

A better understanding of police department
operations

. The City Attorney (or individual who handles city

legal matters)

Greater ability to defend city against claims and suits
Reduced chances of being uninsurable

Knowledge that police practices are reviewed
annually

. The City's Insurance Carrier (if applicable)

or Risk Manager

Reduced chances of being uninsurable

Better insurance coverage in conjunction with lower
premiums or lower deductible amounts

Defense against negligence on the part of the agency

. The Local Media

Use the agency as an example of "professionalism”
Praise accreditation as a positive step, but continue
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to be a watch-dog in matters of public interest vs. the

police

Assuming the media develops an understanding of
accreditation, they could be essential in helping the
agency anticipate future emerging issues and needs.

The City Council or other elected leaders

Pride as a resuit of the achievement

Ultimately a cost savings item

improved reputation for the local government and for
the city as a place to live and do business.

9. The Commission on Peace Officer Standards and

10.

Training (P.0.5.T.)

Increased recognition as accredited California

agencies begin to promote P.0.S.T. standards in the
specific areas of selection and training at the
national level.

Reaffirmation of P.0.5.T.'s long held position that
operating policies are best determined by the local
agency.

Removes P.0.5.T. from the need to consider a program
of state-wide agency accreditation

Catifornia Law Enforcement Membership
Organizations

Fear of a loss of esteem and authority

“National standards" will uitimately erode "local
control” of police operations

By complying with minimum national standards,
California's reputation as a leader in the law
enforcement arena will be 1éssened.

. Community Organizations Representing Various
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13.

14,

Professional Groups (Doctors, Lawyers,
Educational system personnel)

Greater respect for the police as a member of the
professional community

Greater willingness to discuss mutual probiems

A possible aid in the recruitment of persons into the
law enforcement profession.

Civil Rights Groups (ACLU)

A sense that the department is more responsive to
community issues

Knowledge that a system is in place for the prompt
investigation of citizens complaints resuiting in
fewer complaints being "aired" in the newspaper

A knowledge that the department operates above
board and in compliance with the latest standards for
law enforcement

Ethnic Minority Representatives

A sense that the department is more responsive to
community issues

Knowledge that the department's employment and
personnel practices conform to the most recent
guidelines

Training priorities will include programs that address
cultural differences in the community

The Local Chamber of Commerce

Promotion of the city as being policed by an
accredited law enforcement agency

Improved reputation for the local government and for
the city as a place to live and do business.

Greater opportunity for community leaders to be
involved in setting the priorities of the police
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The following graph shows the "stakeholder” positions in relation to the
ease or difficulty that will be encountered in obtaining their support for
the implementation of a decision to seek accreditation.

CHART #8 - STAKEHOLDER POSITIONS
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The axis of the chart provides a neutral position. The direction of each
line away from the = yertical axis increases the degree of ease or
difficulty in obtaining the stakeholders support for considering
accreditation. The position in relation to the horizontal axis indicates
the level of the stakeholders' firmness in his (or its) position. For

example, California Law Enforcement Membership Organizations (*10)
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have, at this point in time, taken a solid position that will be difficult to
change. The City's Insurance Carrier or Risk Manager will be supportive of
the idea and his position will remain the same as the stakeholder
positions are analyzed to determine where support and resistance will
appear.

The “Mission” of Local Law Enforcement

The mission of local law enforcement is Lo provide equitable protection
and service to the citizens of a community or geographical area. These
services should be provided in a pro-active manner, with ail segments of
the community actively encouraged to assist the department in defining
what its goals and objectives are to be for a given period of time,

Of late, law enforcement is being expected to have an impact on the
"quality of life" in a community. This philosophy does not mean an
abandonment of crime suppression as a department goal, but it does move
the department away from a simple legalistic approach to law
enforcement to one of service model approach. The service model
suggests that law enforcement has a hand in issues such as crime
prevention, zoning decisions that relate to crime and neighborhood
probiems, the establishment of early intervention programs that may
deter juvenile crime, and a commitment to the development of a
professional and weli-trained police force that has adopted sound
management practices and organizational policies.
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Few would disagree with this view of law enforcement's mission as we
face the 1990's. However, simple mission statements are no longer
acceptable without some type of structure that adds credence to the
claim that the depértment is managed on the basis of the latest standards

and practices applicable to the profession of law enforcement.

A Recommended Course of Action

Eariv in the this paper, | discussed the fact that California law
enforcement will eventually be put to a test. California will be pressured
to . prove its professional status by either participating in the national
accreditation process or developing a similar state-wide process. Later
in the paper, | made the assumption that a program of accreditation for
law enforcement is here to stay and that it will continue to develop and

expand in the next ten years.

The most desired future is for California’'s local agencies to conduct
in-depth, independent assessments of the benefits and drawbacks of
national accreditation and make a sound decision whether or not to
participate in the process.

The strategic plan that has been developed so far is designed to give the
reader an understanding of the environment in which California law
enforcement exists, the "stakeholders” (individuals and groups) who have
a prominent position in the decision of whether or not to seek

accreditation, and an understanding of law enforcement's mission as we
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approach the 1990's,

The following is offered as a possible alternative strategy for agencies
confronted with the decision of whether or not to paticipate in the

accreditation process.

To date, no police agency has been mandated to study, let alone
participate in, the process of accreditation offered by the Commission on
Accreditation for Law Enforcement Agencies, Inc. While the Commission
has certainly encouraged agencies to review the standards it has
published and has attempted to market the program with the idea of
building a network of accredited agencies, the process has remained
entirely voluntary. Agency chief executives have participated in the
process for a variety of reasons, but the bottom line is that their
participation has been based soley on a decision made at the agency level
(with concurrence by the elected body or chief executive officer of the
municipality). '

The recommended course of action represents a "safe” approach to a
controversial topic and allows the chief executive and his staff to make a
series of decisions about the degree of their involvement in the
accreditation process. The Commission on Accreditation encourages
prospective agencies to purchase a copy of the Standards for Law
Enforcement Agencies . and conduct an in-depth analysis of the
department’s ability to comply with the standards. This approach allows

the department to review all of its policies, procedures, and other
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written directives against an established set of standards. Good
management practices would suggest that this type of review be done
annually, however, many departments up-date their written policies only
in response to some type of crisis. The accreditation standards provide a
sense of structure for the on-going develop‘ment and review of individual

department policies.

while the department’'s personnel are reviewing the accreditation
standards, the chief executive has the time to discuss the process with a
number of persons outside of the agency whose opinion may be of
significant importance to ths issue. The chart that depicted the
“stakeholder” positions can be of value at this point. Most of the
individuals or groups outside of the department took a view that
accreditation would be beneficial to the department and the community.
The chief executive would be able to capitalize on the fact that his
audience already leans favorably towards the program and that he can step
in as the initiator. From a political standpoint, the chief is observed as
being a leader rather than being in the position of having the city manager
or city council "suggest” that the department become accredited.

This strategy puts the chief executive in a pro-active position. While he
may not agree totally with the ideas presented by accreditation, he is able
to study the issue and make some decisions incrementally and in a fashion
that depicts him as someone who {s looking for ways to improve the image
of the police department as an integral part of the community fabric.
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Summary of the Recommended Strategy

The future of accreditation in California rests with the deliberate plan of
study that was offered above. This process would certainly be enhanced
by the arrival of an articulate and forceful chief or sheriff who became an
effective and credible spokesperson for accreditation. Such a person may

their own methodical study of the issue. In pursuing this alternative,
there are several strategies to ensure that all of the information
available Is being reviewed. These strategies involve an assessment of
"in-house" policy review procedures; the development of methods to
measure community satisfaction with the police; and establishing a link
with other facets of the city (county) government and the criminal justice
system.

“In-House” Policy .Review

Taking the time to conduct a staff review, inspection, or audit of an
organization is probably the most overiooked aspect of management in the
public sector teday. Therefore, police services are usually evaiuated only
when some type of complaint about the service is received and
investigated. Rarely do we initiate a seif-improvement process to study
the written policies and various operational aspects of the organization.
This may be one of the main reasons that accreditation is having such
difficulty being accepted. We are not accustomed to an on-going process
of review and compliance with a set of established standards. ( Note:
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There is one important exception to this; P.0.5.T. standards in the areas
of background investigations for new officers and training reguirements
for all sworn officers are well articulated. Compliance with these
standards is determined by regular audits of agency personnel files by the
P.O.S.T. staff. 36 This is the only type of mandatary compliance audit that
P.0.5.T. personnel conduct in local agencies.)

If the emerging trend of focusing on top executives and holding them
accountable is valid and continues o rise, then one has to ask the
following questions. How does a chief executive ensure that the policies
and procedures that he is being held accountable for are legal, proper, and
based upon the latest accepted practices for law enforcement? Further,
how does the chief or sheriff guarantee to the elected officials of the city
(county), the community, the media, and most important, to the judicial
system that the department follows established acceptable practices?
The only possible way is to have a system in place that documents

compliance with such practices.

Police and sheriff's departments have little choice but to allocate a
portion of the available staff time to the task of ensuring that the
department's written directive system {s reviewed periodically and
revised as necessary, The need for the development of new policies and
procedures must be anticipated as acurately as possible before a crisis
situation or an external organization dictates policy to the police.

Departments that have allowed their system of written directives to
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remain unchanged for a period of time will discover that a significant
amount of staff time will be required to review and up-date, approve, and
distribute the new policies. Regardless of whether this task is completed
in conjunction with the accreditation effort, it must be done. The days
when poorly articulated policies (or worse, no policies) were acceptable
are long gone.

There i{s a companion issue in the strategy to develop a sound policy
review system. Depending upon the size of the agency, the chief or one of
his staff members must have the expertise and skills necessary to
develop written policy. Policies must be established on a sounder footing
than local custom or past practice. Operational policies can certainly
have a local philosophy but they must also be supported by the latest
state or federal law, recent court decisions, and accepted professional
practices. The last area is difficult to define and wide-open to
interpretation. A “"professional practice® in one jurisdiction may be
completely unacceptable in an adjacent city. Who is the final arbiter in
cases like this? At this point, no one, until the policy is scrutinized by
the courts in the wake of civil litigation. One of the arguments in favor
of accreditation as a method of ensuring minimum uniform standards is
that if law enforcement collectively is not able to determine its own
standards for professional practices then an outside agency, like the

courts, may set those standards for us.

The prospect of having a set of uniform national standards for law

enforcement does not seem to create a problem. Over one-half (54%) of
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the respondents to the survey that was completed for this paper had
reviewed the Standards for Law Enforcement Agencies and 69% of that
group indicated that all or a majority of the standards applied to their
agency. In addition, nearly three-fourths (74%) of the respondents either

Strongly Disagreed or Disagreed with the statement that the adoption of
minimum national standards by local law enforcement agencies will

uitimately iead to a "national poiice force”.

Methods to Measure Community Satisfaction with the Police

The determination of whether or not to participate in a process of
accreditation should consider the perceptions of the community towards
its police department. A number of the "stakeholders” that were
identified earlier are individuals or groups who have important opinions
about the way police services are delivered to the community. Chief
executives cannot operate their departments without some knowledge of
what the community expects. These local expectations have to be meshed
into the national and state legal requirements that are placed on the
department.

Few departments have any type of a citizen satisfaction survey or similar

instrument that allows the organization to receive and collate
information regarding the public's perception of the department’s
services. In the past, it is doubtful that agencies even considered such
things since law enforcement has had a virtual monopoly on the type of

essential service that it provides.
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Agencies can no longer continue to operate in a vacumn. Community
groups are making their feelings known regarding a variety of topics and
the police are no longer an area that is not subject to community review
and sanctions. Community groups are effectively using the media,
legislative processes, and well-publicized neighborhood meetings to get
the attention of municipal managers in_ all facets of government.

Most citizens have little knowledge of .what actually constitutes
professional police practices, however, most people would expect that
officers and departments do in fact adhere to standards that are in
existence for all police departments. It would be surprising for most
people to learn that common standards do not exist from one jurisdiction
to another. It is important for police executives to begin to deal with this
issue. Our society is so mobile and people have an expectation of equal
treatment as they pass through any number of municipal jurisdictions in
their daily travels.

blishing a Link with Other Facets of the City (County) Government and
the Criminal Justice System

Strategies in this area are closely aligned with the previous section. In
the past, police departments have been able to capitalize on the
unigueness of their duties and maintain an aloofness from the remaining
services provided by a city. Today, however, police executives are being
required to be much more involved with the team of managers that have
responsibility for the administration of a city. The management of a

police department and the provision of police services is closely
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inter-twined  with  the city's financial matters, re-development
programs, zoning policies, and its personnel practices.

The chief executive should be expected to have (or develop) some
guidelines or policies that help him to define his role and the role of the

department with respect to the other facets of the city's operations.

The managers and other city personnel who have been identified as
“stake-holders"” in the decision of whether or not pursue accreditation are
generally seen as supportive of such a process. They have been either
required or expected to conform with some type of professional standards
throughout their own careers and view the opportunity for law
enforcement to participate in such a process as a progressive change.

The police have always been the most visible part of the criminal justice
system. The actions of the police most often initiate and have the
greatest impact on the multi-step process that ultimately determines a
person's guilt or innocence. For these reasons, the policies and procedures
that the police employ are more carefully scrutinized by the remaining
agencies within the system. This places a burden on a department to
ensure that the policies and procedures that are adopted can withstand
the tests applied by the district attorney, defense attorneys, and the
courts.

in addition to having sound and current procedures and practices, the

police must be able to have open communication with the other agencies
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within the system to resolve any problem areas as they appear. The
various aspects of the criminal justice system can be quite adversarial
in nature at times. However, the system must also have a common,
underlying network that can accept differences and work to resolve
mutual problems,

whether or not an administrator chooses to participate in the
accreditation process, he is expected to operate effectively in a
environment that has expanded considerably in last few years. It is
evident in today's society that the actions (or inaction) of a chief
executive in a single agency can have a significant impact on othe