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ABSTRACT 

WHAT IS THE FUTURE OF ACCREDITATION FOR CALIFORNIA LAW 
ENFORCEMENT AGENCIES? 

David J. Abrecht 

4-0051 

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 also incorporates a review of the literature, 
personal interviews, and the utilization of the Nominal Group 
Technique (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 to 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 Command 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 tt) 
project a number of possible scenarios for strategic planning consideration. 

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

Managing the future means influencing the future - creating it, constraining it, adapting to 
it. A futures study points the way . 
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EXECUT I VE SUt1t1ARY 

Accreditation. A process that Is usually associated with academic 

endeavors and educational institutions has brought an emotional and 

controverSial Issue to Cal1fornia law enforcement. A private, non-profit 

nat10nal commiss1on, founded by the nation's largest law enforcement 

membership organizations, Is promoting accreditation as a way of 

ensuring professional pract1ces In the law el"forcement 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 varytng problems of pol1cing at the local 

community level. Further, some fear that accreditation standards encroach 

upon the 1dea of "local control" of our pol1ce and sher1ff's departments. 

On the other side of the issue, over 500 individual law enforcement 

agencies are currently participating 1n the accred1tation 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 111 inols, 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 

development 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 pol1cies 

that require some consicleration 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 discuss10n 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. 
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lliIROOUCTION 

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. California was one of a few states who had 

a "pol1ce standards commission" 1n place when that recommendation was 

offered by the 1965 President's Commission on Law Em'orcement and 

Administration of Justice. lOver the years, the California Commission on 

Peace Officer Standards and Training (P.O.S.T.) has been a recognized 

leader in the establishment of minimum state standards for the selection 

and training of po lice officers. 

In 1979, four national law enforcement membership organizations: the 

International Assocfatlon of Chiefs of Pollce (lACP); 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 appllcations from law 

enforcement agencies to participate 1n 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 

3 
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Association. A member of the Standards and Ethics Committee of the • 

Association studied the issue of accreditation, and specif1cally 

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 

bas1c 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 pollee 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 • 

4 
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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 value i)f 

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, Callfornla has added only two agencies to the process, 

both of which are in the self-assessment phase. In the last five years, 

however, the vehement objections to both the concept and process of 

accrediting law enforcement in Cal1fomla has softened. In a survey 

conducted for this project, almost one-half (49%) of the pollce chiefs and 

sheriffs who responded (254) agreed or strongly 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 1n Cal1fornia". The type and authority of an administrative 

process to grant accreditation Is still an unsettled 1ssue. A large majority 

of the pollce executives who responded to the survey b~1ieve that a state 

level accreditation, administered by P.O.S.T., 1s the most logical program 

for California, However, the national program offered by the Commission 

on Accreditation 1s 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 Committee to review the issue of 

statewide accreditation as an alternative to the national program being 

5 
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offered by the Commisslon on Accreditation. The California Pol1ce Chiefs 

Association has appo1nted an ad hoc committee of nine chiefs of pollee to • 

also review the issue of accredltat10n and its feaslb111ty at the state 

level. 

The Question posed by this project, What is the Future of Accreditation for 

California Law Enforcement AgenCies?, must encompass two questions: 

1) -What is the future of an established national 
accredltation program in Cal1fornia? and: 

2) What Is the future prospect of instituting a yet to be 
determined state accred1tatlon process that is devised solely 
for California agencies? 

The importance of this issue is that California law enforcement and its 

leaders will eventua11y be put to a test. If, (and I stress the word "if") the • 

. national effort to accredit law enforcement continues to grow, California 

\Nill be pressured to prove Its professional status by either participating 

in the national process or developing a similar program by which agencies 

in our state can establish compl1ance with accepted law enforcement 

practices. 

In reviewing the results 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 Httle 

understanding of the concept and process of accreditation programs in 

general, and specifically, as it relates to law enforcement. The purpose of 
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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 cr1tlcal events that may have an impact on law 

enforcement. 

7 



DEFINITIONS 

Accreditation - The term Is defined by Fred F. Harcleroad In h1s book, 
Accreditation: HlstoryJ process J .rul.d. Problems) in 
three parts: 

, 
" ..... a concept.. ... unlque to the United states by which 
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 at' • 
postsecondary education formally evaluates its 
educational activities, in whole or in part, and seeks 
an lndepengent judgement that 1t substantially 
achieves its own objectives and is generally equa11n 
quality to comparable 1nstitutions or specialized 
un1ts. Essential elements of the process are: (1) a 
clear statement of educational objectives, (2) a 
d1rected self-study focused on these objectives, (3) 
an on-site evaluation by a selected group of peers, and 
(4) a deciSion 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 

Profess1onaHsm Professional status, methods, character, or 
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• 
Standard 

• 

• 

standards 

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

9 



METHODOLOGY 

Three "traditional" and one futures oriented fOims of research 

methodology were used to complle information for this study: 

Llteratuce 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-nlne 

percent of these articles are informational and lack significant analysis 

or study of the issue. This is understandable as the process of accred1ting 

• 

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 

1n the field of education. The l1terature that I reviewed was scrutinized 

from the standpoint of its applicabl1ity to an accreditation process 

designed exclusively for law enforcement. 

Nominal Grout) Technique 

The Nominal Group Technique 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 
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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.O.S,T') were also interviewed to obtain their perspective on the issue. 

Survey Quest1Qnnaire 

A five page questionnaire was developed utilizing the information that 

was obtained from the above efforts. The questionnaire was ma11ed 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 results are referred to throughout the study. 

1 1 



LITERATURE SCAN AND PERSONAL lJfi.ERVIEW INFQRMATIQH 

;. 

The Roots of Law Enforcement Accreditation 

The concept of accreditation as being "uniquely American" has its roots in 

an effort to establ1sh minimum standards for colleges in New York State 

1n 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 criteria established by a competent 

agency or association". 9 

Throughout history, the concept of accreditation, at least in the 

educational f1eld, has remained very close to the original phllosophlcal 

ideals that 1t began with 200 years ago. These principles are: 

• "Accreditation Is a form of self-regulat1on, the "self" being 
the Institution. 

• Accred1tation began as a voluntary enterprise and remains 
largely a voluntary enterprise. 

• Accreditation Is essentially non-governmental. 
• Accreditation at the same t1me has become a quasl-pubHc 

enterprise; it serves certain public ends and must be 
responsive to appropriate public concerns. 

• Accred1tation Is bas1cally an evaluative process; it has 
moved gradually from evaluating presumed conditions of 
good education to being increasingly concerned with the 

12 
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results of education and from emphasizing external review 
to being much more dependent on self-evaluation." 10 

The principles of accreditation that have been established and accepted 

for educational institutions have been expanded to professlonal 

disciplines. Hosptials and, more recently, correctional facll1tles have 

adopted programs of accreditation that allow institutions in these areas 

to measure themselves against national standards. The Commission on 

Accreditation for Correct10ns (CAC) was establ1shed 1n 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 partic1pant 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 tv}spital care and fire safety issues. 

Cal1fornia institutions are no longer accredited, based upon the new 

standards, however, the state Department of Corrections is working with 

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

13 



institutions this calendar year. The state plans to have three additional 

Institutions accredited 1n each subsequent year. 12 

The Director of the Department of Corrections beljeves that the 

accreditation of correctional faclltles will have significant benefits when 

the Cal1fornla penal system Is challenged In the courts to show that It 

complles with accepted methods of conducting Its business. 13. 

The standards drafted by the Commission on Accreditation for Corrections 

were heavily relied upon by the Un1ted States Department of Justice when 

it issued the first federal standard for prisons and Jails in 1981. 14 

Ib.e. Development ill. Professional Standards 

"Professional standards" for law enforcement have been a topic of 

discussion for years. Despite the work of several commissions (Ule 

President's Commiss10n 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 publ1cation of slgn1flcant 

national reports on 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 
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In 1979, the InternatIonal Association of ChIefs of PolIce (IACP) proposed 

that the United States Department of Justice, through Its Law 

Enforcement Assistance Administration program (LEAA), fund a study to 

develop a set of practical, professional standards that could be used to 

measure the performance of law enforcement agencies around the country. 

Initially, 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 on 1y after the I ACP agreed 

to Include the National SherIff's AssocIation (NSA), the Pol1ce 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 

pol1ce departments; the large, urban departments serving populations of 

100,000 or greater; the county sherIffs; and the small, but lncreasir.g 

number of law enforcement's mlnor1ty 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 partlclpat1ng agencies. 

A significant development was the establ1shment 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 e11glble agency had to be conSidered. 20 

Jim Cotter commented that the confl1ct, 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 sa1d that the group had a very specific rule that allowed tne • 

standards development process to continue: After each meeting, 

regardless of how Inflamed the discussion might get, time was set as1de 

to socialize so that all of the personal animosities could be resolved 

before the next work session. 22 

Law. Enforcement Accredjtation f.lllli1~ 

In May, 1982, the Commission on AccredHation approved all 48 chapters 

of the standards that had taken nearly four years to develop. The 

Commission also authorized the staff to begin a "field 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 
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nationwide that had purchased the entire Manual .Q.[ Standards or selected 

portions of the Manual. 23 

Forty-four (44) state, county, and local law enforcement agencies, 

California P.O.S.T., the Peace Officer Research Assoc1at1on of Calfforn1a 

(PORAC), and several other law enforcement organizations and cr1mlnal 

just1ce counclls purchased all or a port1on of the standards that were 

publ1shed 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 random to review the Manual .Qf. Standards .. Of the 

29 who responded, two (2) were. from California agenc1es (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 assoc1atfons also 

struggled to develop and approve the process of accrediting agencies. The 

policies , procedures, and published materials that were developed, 

amended and eventually approved were incorporated into a pilot test 

program that was carried out at five (5) sites over a four month period. 

(May to October, 1983) The pi lot test was designed to: 

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

(2) examine assessor problems encountered during the on-site 
assessment state; and 

(3) develop on-site experience to enable the Commission to 

17 
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establ1sh a realistic fee schedule for the accreditation 
program" 26 

The City of Hayward, California, Police Department joined four other law 

enforcement agencies (Baltimore County, Maryland Pollce Department; 

Elgin, Illinois Pol1ce Department; Elkhart County, Indiana Sheriff's 

Department; and Mt. Dora, Flor1da Pol1ce Department) to complete as much 

of the self-assessment process as possible and provide the Commission 

with feed-back for needed alternations. The test sites assisted the 

Commission by focusing on the appl1cab111ty of some standards, reviewed 

the forms and documents used in the process, and provided valuab'Je 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 

site~ 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 

ma11ed out to appl1cant agencies 1n mid-October 1983. In May of 1984, the 

Commission granted accredited status to the first agency, Mt. Dora, 

Florida, one of the original pllot test sites. Before the end of the year, 

four (4) more agencies were accredited and a total of 191 agenc1es were 

in all phases of the process. 28 

• 

• 

The number of agencies participat1ng in the accreditation process has . a 
continued to grow each year. As of March 4, 1987, 572 agencies are in 

the accred1tatlon process. 42 agencies have been accred1ted; 316 are in 

the pre-self assessment phase; and 214 are in the self-assessment • 
18 
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phase. 29 

The growth of the accredltat10n process has been dIstrIbuted throughout 

the natIon, with the notable exception of CalIfornIa and New York. The top 

ten states, 1n terms of the number of agencIes partIcIpatIng In the process 

are: 30 

IllInoIs 49 
FlorIda 49 
OhIo 49 
Massachuse t ts 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 follow1ng chart Ind1cates: 

1984 40 
1985 79 
1986 120 
1987 (thru March 4) 17 

TOTAL 256 

The staff at the Comm1sslon on Accreditation claIm that only QM. agency 

has withdrawn from the process after being accepted as an applIcant 

agency. Within a few months, however, that partlcualr agency re-Joined 

the process. 
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Future Concerns .tor. Natjonal Accreditatjon 

Despite this Impressive growth In the accreditation process 1n a few 

short years, a signif1cant number of hurdles face the Commission and the 

staff. A recent commentary 1n the Crlro~ Control Digest articulated four 

major pOints that the Commission must acknowledge and confront: 

• Improved marketing techniques 
• Financial stabf11ty and independence 
.. Professlonallsm of the assessors, and 
• The future role of the four sponsoring 

associat ions 31 

The article's authors believe that the Commission on Accreditation for 

Law Enforcment Agencies, Inc. must move outSide of the law enforcmer.t 

community to "sell" its concept and process to ejected officials and city 

administrators. The Commission must also develop financial Independence 

with the knowledge that the fees being paid by the agencies wll1 not pay 

their bills. 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 

se If-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 
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qualified middle managers from becoming assessors. 

Finally, the delicate balance that between the Commlssion 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 1s v1tal to the continued success of 

the program. 32 

lliE. NOMINAL GROVe PROCESS 

Eight persons from d1sc1pl1nes of law enforcment, education, and hospital 

admln1stratlon were Invited to participate In a group meet1ng 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 malled a package of materials to famlliarlze himself 

(unfortunately the group was all male; two women were Inv1ted, 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 profess1ons and In soc1ety that would have an 1mpact on 

the Issue of accreditation. They were also asked to generate a lIst of 

poss1ble future events that could have an Impact on the 1ssue. 

The members offered the1r 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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d1scussion session was held to answer any quest10ns 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 felt 

were the most s1gnlficant. Five trends and five events were selected as 

the most significant. At the conclusion, each person graphed his opinion 

of the expected value of each of the five trends and the probabil1ty of 

occurrence of each of the f1ve events. 

The group met only once, therefore the compilation of the results and the 

creation of the Event Evalualtlon Form and the Cross-Impact Evaluation 

Form was complet~d by the author. This effort ensured that the results 

were tallied in a timely, accurate, and complete manner. 

The flve trends that the group believed would have the most significant 

impact on the future of accreditation are: 

1. The Increaslng litigious Inclinations in Society. 
2. The Increasing focus on Agency Top Executives and 

Holding Them Accountable. 
3. The R1slng Cost of Pol1ce Services as a Percentage 

of the Municlpa 1 Budget. 
4. The Growth and Increasing Influence of Consumer, 

SOCial, and Cultural Special Interest Groups. 
5. Increas1ng Med1a Attent10n 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 5 on the following pages show the results of the group's 

effort. 

The five most s1gnlflcant critical events that were ldentifed by the group 

are: 

1. The CaHforn1a Commlss10n on Peace Officer 
Standards and Tra1n1ng (P.O.S.T'> Is given the power 
to cert1fy/accred1t law enforcment agencies along 
with the authority to inspect agency operations. 

2. A wel1-publ1c1zed or weB-known trial that attacks 
a "lack of standards" by a law enforcement agency 

3. Publ1cat1on of a major study showing a positive 
correlaUon between accreditation and service level 

4. The insurance industry supports accred1tat10n; 
non-accredited agencies have a more d1ff1cult time 
obtaining insurance coverage. 

S. A mandate for a c1t1zen review group with specific 
membership and over-s1ght 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 lmpact 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 society. 

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 
dram at i ca 11 y. 
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CHART #2 - The trend toward focusing on agenc~ top executives and 
holding them accountable. 

Top executives are being held more accountable b~ the public and the 
media. A stirling example of this is the recent Tower Commission 
Report which strongl~ criticized President Reagan for his failure to 
have control over his cabinet. Even with major polic~ changes) the 
public will expect a top executive (police chief) to be "in charge" and 
accountable for an agenc~'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 ma!:l 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 lifestyles. This 
trend is also tempered by U)e fact that governmental agencies (the police) 
are better prepared to deal with the diversity of the state's population. 
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CHART #5 - 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. 
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CHART #6 - EVENT EVALUATION FORM 

PROBABILITY 
NET IMPACT NET IMPACT 

CRITiCAL EVENT STATEMENT QNTHE ON LAW 

BY 1997 
ISSUE AREA ENfORCEMENT 

BY 1992 (-10 to + 1 0) (-10 to + 1 0) 

P.O.S.T. is given the power to certify/accredit law 
enforcement agencies along with the authority to 50 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 

I 

The insurance industry supports accreditation; 
non-accredited agencies have a more difficult time 30 60 +7 + 1 
obtaining insurance coverage. 

A mandate for a pollce citizen-review group with 
specific membership and over-sight authority 15 25 +5 + 4_5 

, 
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CHART #7 - CROSS-IMPACT EVALUATION FORM 

I 

EVENT EVENTS 'IT'lRmJmIID~ 

EVENT PROBA-
BILITY 1 2 3 4 5 1 2 3 4 5 
(BY 1997) 

1. P.O.S.T is given the power to cert i fyl 
accredit law enforcement agencies 

80 80 15 1-20 +20 along with the authority to inspect -- -- -- -- --
agency operations. / 

2. A well-publicized or well-known trial 
that attacks a "lacl< of standards" by a 70 100 -- 90 50 ~40 +30 -- . +40 f+90 
law enforcment agency. 

3. Publication of a major study showing a 
positive correlation between accredi- 10 90 -- 80 -- -- -- +10 +10 +20 
tation and service level. 

4. The insurance industry supports accred-
itation; non-accredited agenCies have 

60 100 ~10 +10 +10 f-I-15 a more difficult time obtaining -- -- -- --

insurance coverage. 

5. A mandate for a police citizen-review 
group with specific membership and 25 100 -- -- 80 1+20 +25 -- +15 ~50 
over-Sight authority. 

TRENDS: 1. Increasing litigiouS-Inclinations in Society 
2. The Focus on Top Executives and Holdi ng Them Accountable 

P.30 

3. The Risi og Cost of Police Services as a Percentage of the Munici pal Budget 
4. The Gro\v'th and I nz.~i ng I ofl uence of Consumer ,Social ~and Cultural Special I nterest Groups 
5. increased Media A.on Being Given to law Enforcement • 
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ANALYSIS QE II::IE CROSS-IMPACT EVALUATIOH 

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 law 
enforcement agencies, the probabi 1 ity of 

-A well publicized trial attacking the lack of law enforcement 
standards wi 11 not change 

-The publication of a study correlating accreditation and 
service level wi 11 not change 

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

-A mandate for a police citizen-review b03rd will decrease 
from 25% to 15% . 

If a well-publicized or well-known trial that attacks a "lack of standards" 
by a law enforcement agency occurred, 1bf. probability of 

-P.O,S,T, becoming an accrediting body wi111ncrease from 
80% to 100% 

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

-I nsurance industry support for accredi tat ion will increase 
from 60% to 90% 

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

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

-P,O.S,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 
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-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 
probabi I ity of 

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

lI'. 

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

-The publication of a stUdy correlating accreditation and 
servi ce 1 eve I will not change 

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

If a mandate for a police citizen review group occurred) .. the probability of 

-P.O.S.T. becoming an accredit ing 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 
serv i ce I eve I w ill 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 treng towards: . 

-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 

j ncrease by 40% 
-Increased media attention to law enforcement would 

1 ncrease by 90% 

If a major study is published showing a positive correlation between 
accreditation and service level) the level of the trend 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 1 0% 
-Increased media attention to law enforcement would 

1 ncrease 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 pol ice 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 Qi.t.!le. 
trend toward: 

-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% . 
-I ncreased media attention to law enforcement would 

j ncrease by 50% 
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fUTURES SCENAB I OS 

The trends and events that were generated by the Nominal Group have been 

comb1ned 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 

slices in of any number of possible future states. The scenarios have a 

common thread that I believe is important: each one assumes that some 

type of accreditation process for law enforcement will continue to 

develop or expand (or both) 1n 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, I believe, is here to stay. The issue that these scenarios 

will focus upon is the degree of 1nvolvement by Cal1fornia agencies given 

the identified trends and critical events. The level of impact of these 

trends and events w111 partially determine the external social/legal 

environment that is becoming such an important part dai ly 

enforcement operations. 

Scenar10 Number One -

CaHfornia: 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 1s a glar1ng omission. The law enforcement agenc1es of the 

country's most populous state, California, have stubbornly refused to 

accept a program of national accred1tation 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 1n 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 level • 

of intensity that was necessary to overcome some s1gnificant political 

and econom1c considerations. Legislators who were ca1led upon to 

introduce b111s 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 

appl1cable to California represented a significant expense for staff costs. 

Finally, the five major California law en10rcement 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 1n a 

timely manner. 

Officials at California's Commission on P.O.S.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 

establ1shed the P.O.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.O.S.T. as a standard-setting and regulatory agency and strongly believe 

that P.O.S.T. should be the agency to administer any accreditation effort in 

Callfornia. However, there has not been a strong mandate from the state's 

law enforcement executives to initiate such a process. Lacking the 

political support that the chiefs and sheriffs provide 1n this state, P.O.S.T. 

was unwill ing to v~nture into unknown territory with a proposal that did 

not have the enthusiasic backing of its constituency. 

The idea of P.O.S.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 felt 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 voca1. The 

overt opposition has faded, but California simply rested on 1ts laurels and 

watched the accreditation process succeed w1thout offer1ng any viable 

input. 

The passive attitude that California has taken has not had a major impact 

on the 1aw enforcement services that are provided, but the reputation that 

the state once had among the most progressive 1n the nation no longer 

exists. By its fallure to act, Cal1fornia has become a "victim" of several 

trends that were identlf1ed years ago. California rlas rece1ved more than 

its fair share of adverse pub1icity for questionable police practices. Many 

• 

jurisdictions have been forced to band together with other c1ties to form • 

insurance pools to purchase coverage at a more reasonable rate. Civl1 

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 could have mitigated the impact of 

these trends by investing in the effort to become accredited is 

speculation. However, the key concern is that California fal1ed to keep 

pace with the changes in society and recognize that many of the trends 

and events that have Impacted law enforcement 1n the last ten years could 

have been offset by some innovative practices. 
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Scenario Number Two -

loca1 law Enforcement Benents from Adherence to 
EstabHshed National Standards 

The year Is 1997. The Commission on Accreditation for Law Enforcement 

Agencies, Inc. has been In the business of accred1tiang law enforcement 

agencies for 13 years and has just conferred accredited status on the 

SOOth 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 Cal1fornla law enforcement professionals who 

comprise a relatively new organization known as "CAL -PAC", the 

California Pollce Accreditation Coal1tlon. CAL-PAC has been 

single-handedly responsible for promoting the benef1ts 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, Cal1fornia law enforcement has undergone 

a rather amazing transformation, from resistance to any type of national 

standards to a position that allows Callfornia to be the driving force in 

the establ1shment of new standards and the revision of existing 

st.andards. 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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malnstream of California law enforcement. In the last three years, 40 • 

Callforn1a agencies have become accredited and 150 agencies are in some 

phase of the process. 

CAL-PAC was formed primarlly by the vision of a few chief executives 

and and their young proteges who saw that law enforcement would be 

eventually "controlled" by externa1 forces if the profession d1d not make 

significant efforts to comply with some baSiC, minimum standards 1n all 

of its operational areas. Added to that v1sion were serveral disturbing 

events that brought a troubllng focus on the Callfornia law enforcement 

community. 

Three signif1cant trends produced an event that literally rocked law 

enforcement 1n 1994. Cal1fornia's population has been moving towards an • 

ethnically non-white majority since the early 1980's. Thriving minority 

communities had been established throughout California, communities 

that transcended traditiona1 municipal boundaries. Ethnic and cultural 

activist groups began to make significant complaints about the ineQulty 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 little 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 guide1 ines and the manner in which 

those policies were transmitted to the personnel within the department. 

In this particular situation, several law enforcement executives and their 

agencies were held directly responsible for a particular commun1tv's 

claim that its level of law enforcement protection and services did not 

equate with level provided In other c1tles and geopgraphical areas. 

An ensuing court decision held the cities l1able for more than just a 

monetary award; the chief executives were required to devise a plan, in a 

manner similar to the conditions of a consent decree, to rectify the 

problems. The agencies were legally bound to develop a metho(j 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 pol1ce and sheriffs departments around the state would sOlon be 

required to establ ish compliance with a set of basic professional 

practices in any number of situations. Further court mandated changes 

would be imposed jf agencies themselves did not began to offer some 

proof that their operating policies met the latest standards for the law 

enforcement profession. 

The earller 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 -

Accred1tatlon: A local Dec1s1on 

The year 1s 1997. The concept and process of accred1ting law 

enforcement agencies 1n sti11 in its infancy when compared to the 

accreditation programs that have been 1n effect for education, hospitals 

and correctional facilities. 

Only ten years ago, few law enforcement executives 1n Cal1forn1a really 

understood accreditation as a concept. They feared that a "federal" 

organization was about to descend upon their local jurisdiction anti 

dictate to them how to operate their local pol1ce or sheriff's department. 

California law enforcement membership organizations and the 

Commission on Peace Officer Standards and Training had stud1ed the 

possibility of establishing a statewide accreditation system as an 

alternative. The 1dea was eventually rejected due to cost, the amount of 

time that would be required to establlsh such a program, and the lack of a 

coheSive, concerted effort on the part of the most influential law 

enforcement membership organizations 1n 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 dupljcat1ng the 

national accreditation program at the state level. 

A few years back, the statewide organizations could not have reached 

such a f1nding. 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 real1zed that they were in fact 

11miting the options of the 1nd1vidua~ executives by supporting,a bianket 

policy. The executives and the groups finally understood that the national 

accreditation program 1s 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 enVirOnllient in 

which his (or her) agency operates and determine if accreditat10n w1ll 

offer benefIts to the department, the commu1ty, 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, po1fce departments and the executives who manage 

them have changed drastically. Thanks to programs like p.o.s.r: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 phllosophies 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 questl0.nlng 1s 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 d1sciplines 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, overall 

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 actual ity, 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 legltmate part of the law enforcement arena in 

every state in the country. 
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The Desired Future: Nat10nal Accreditation as a local Issue 

Cal1fornia's "resistance" to a program of national standards for the law 

enforcement profession w111 slowly dissipate as the fears associated 

with such a program are alleviated and a network of accredited agencies 

continues to grow. I emphasize the word "slowly". These changes will not 

take place overnight; Californ1a will not, as one scenario suggests, 

miraculous1y 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 partic1pate in the process. 

The strategic plan to bring about this desired future elaborates in detail 

that the decision to pursue accred1tation 1s 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 comp11ance with national standards 

within the context of the community environment. 
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Pol1cy Considerat1ons for the Desired Future 

The desired future necessitates pollcy considerations at three levels. 

There must be a commitment to certain general polic1es at the local level 

as well as a concern for the development of policies that place the agency 

in a position to have some 1mpact (the degree is really left up to the 

individual administrator) on events at the state and national level. Since 

the accreditation process sl1ces 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 act1vltles and policies that may be influenced by 

significant national events. 

Local Agenc~ policie.~ 

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 establfshed monthly training period, or at an off-site 
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location. This training program will ensure that personnel are • 
rece1ving and bringing back to the department information regarding 
the latest practices, procedures, and legal requirements affect1ng 
law enforcement. 

4) 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 speciflc concerns about 
crime or neighborhood problems that they are experiencing. 

5) Personnel in each operating dlv1s1on and unit within the department 
w1l1 establish a communication l1nk with their counterparts in 
adjoin1ng and overlapping Jurisdictions. This effort will aid overall 
operations on a dally basis and in the event of a major incident 
requiring multl-agency cooperation. 

6) The department will establ1sh 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 wlll also allow for a method to evaluate the 
department's performance in the stated areas. 

7) 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. 

8) The department (with approval from the local governmental body) is 
committed to the establ1shment 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 current ly absorbed in municipal budgets. 

Local Agency eOJjcies Ib.at t1.a:t ~ I nfJuenced .b.Y. State Actiyjtjes 

1) Support the importance of and continual revision of Cal1fornia 
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P.O.S.T. Standards 1n the areas of pollce offlcer selection, 
recruitment, and training. 

2) Adopt a position that P.O.S.T. serves a very vital function to police 
agencies 1n California and that there 1s a natural overlap between 
the goals of P.O.S.T. and a program of national accreditation. 

3) Use P.O.S.T. as a facilitator for uniform police policies where 
appropriate (le; pollcies that transcend merely local jurs1dictional 
considerations; such as pursuits, the use of force, citizen's 
comp1aint process, and mutual aid needs) 

4) Ut1l1ze P.O.S.T. as a consultant to assist local agency executives 
who desire to improve a facet of their organizational operations. 

5) Work for the establlshment of unHorm state-wide policies 1n areas 
that require multi-agency cooperation, (such as: the CaJ-1D 
fingerprint identification system, emergency communiCations 
networks, complex computerized files, and personal computer 
networks that allow agencies to share vital information. 

~ ~ PoJjcles I.b.a1 ~ 1k Influenced ~ ~iflcant NatjQn~1 
Eyents. 

1) Review the findings of companies who insure or underwrite 
municipal governments and consider the adoption of policies and 
procedures that have proven successful 1n mitigating a department's 
liability exposure. 

2) 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 utl1ize the information that can be obtained 
from an outside agency's experience. 

3) 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 
po 1 ice ope rat ions. 
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4) Review documents such as the Standards fill: .Law. Enforcement • 
.Ag~cje~ and make a reasonably objective assessment of the 
agency's abll lty to comply with the standards that are suggested 
regardless of whether the actual process of becoming accredited 1s 
pursued. 

5) Law enforcement executives must prepare for the 
eventual "marketlng" of the accredltlng program to national groups 
that have a great deal of influence at the local government level. 
(the Internationa1 City Managers Association; the United States 
Conference of Mayors) This exposure w111 eventually create an 
interest that will be placed on the shoulders of the local agency 
adrn i n I strator. 
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ItlE 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 issue of national 

accred1tatlon 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. 

Enyironmental AnaJys1s 

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 wi 11 narrow as specific "stakeholders" and 

strategies for implementation are discussed., 
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The trends that were identified by the Nominai Group that was assembled • 

for this project very accurately summarize the environment that police 

and sheriff's departments must contend with today. Increasing litigation, 

increasing media attent 10n, more direct accountabil i ty be1ng placed on the 

chief executive, shrinking municipal budgets, and the emergence of 

consumer, social" and cultural spec1al interest groups present a picture 

that offers seemingly insurmountable challenges. 

In the area of civil litigation alone, municipalities have been forced to 

find alternative ways to provide necessary liability insurance coverage. 

Many cities are countering the increased premiums for liabl1ity insurance 

by becoming "self-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 problem 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 accpedltation process as a 

means of reducing potential 1 iabll ity. Accredited agencies may be 

entitled 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 t 986. In March 

of this year, the town received a $ t 666. refund of its insurance premium 

for the year. If simllar 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 law enforcement executives realize that 11ability can be minimized 

by the adoption of sound operating policies, proper training, and good 

management practices. 35 Few will quarrel with this statement, but how 

does an agency provide verification that this broad phllosphlcal 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 .thfk 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 legal 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 1n our history when municipal 

budgets are coming under close scrutiny. The acqu1sition of funds to 

increase a department's staff, provide additional capital resources, or 

expand existing programs 1s 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, tenac1ty, and 

some verification that an acceptable cost-benefit ratio is achieved. These 

• 

are difficult things to provide, and seem contrary, when the police • 

"product" 1s 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. Pollce executives have minimal control over 

the events that occur outside of their agencies, yet do have the ability 

(and respons1bility) to anticipate the impact of such events and plan ways 

to mitigate unfavorable or harmful outcomes. Such anticipation requires 

a willingness to shift 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 abllity 
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• to confront and manage problems posed by the external environment? 

·Stakeholders IdentU1cation arut Assumptions 

The development of a strategic plan to evaluate the appropriateness of 

accreditation for a local agency w111 not be met with open arms. As I have 

pOinted out, it 1s only recently that law enforcement in Cal1fornla has 

"softened" its view of the concept and been at least willing to study the 

Issue. 

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 financial. 

The list below represents the 14 persons or groups who are thought to 

have the most significant attitudes or impact upon the issue. 

• 

1. The Chief of Police 
2. Pol ice Officers 
3. Police Officer Associations (Unions) 
4. The Cfty Manager 
5. The City Attorney (or individual who handles city 

legal matters) 
6. The City's Insurance Carrier (if applicable) 

or Risk Manager 
7. The Local Media 
8. The City Council or other elected leaders 
9. The Commission on Peace Officer Standards and 

Training (P.O.S.T.) 
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10. State-wide Law Enforcement Membership • 
Organ 1 zat Ions 

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

12. Civil Rights Groups (1.e.,American C1vil Uberties 
Union) 

13. Ethnic Minority Representatives 
14. The local Chamber of Commerce 

Each of these "stakeholders" can be counted upon to have one or more 

opinions about the impact that a new direction, strategy, or program will 

have on the organization. Identifying these "stakeholder" opinions and 

assumptions Is a critical aspect of the strategiC planning process. 

Below is a Jist of the selected "stakeholders" and the assumptions that 

have been attributed to them. 

1. The Chief of Pol1ce 

- The commitment of staff time to review 
department policies is justified 

- Department personnel need sound, current guidelines 
for their dally 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 clvll liability resulting from 

the job 
- Inability (or unwillingness) to articulate what the 

term "professionalism" encompasses and how 
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"professional" practices are documented. 

3. Pol ice Officer Associations (Unions) 

- Concern that policies will be "technical" and 
jeopardize the individual officer if a pollcy is 
interpreted to conservatively. 

- A desire to have input into the development of new 
policies 

- A concern whether becoming accredited provide more 
tangibl~ job benefits 

4. The Ci ty Manager 

- The 1mpact on civil liab1l1ty 
- Recognition among his/her peers 
- A better understanding of police department 

operations 

5. The City Attorney (or lndiv'idual 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 

6. 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 neg1 igence on the part of the agency 

7. 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 publlc }nterest vs. the • 
pol fce 
Assuming the media develops an understanding of 
accredltationl they could be essentlal1n helping the 
agency anticipate futurp emerging issues and needs. 

8. The City Councilor other elected leaders 

- Pride as a result 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 
Training (P.O.S.T.) 

- Increased recognition as accredited California 
agencies begin to promote P.O.S.T. standards in the 
specific areas of selection and training at the 
national level. 

- Reaffirmat10n of P.O.S.T.'s long held posit1on that 
operating policies are best determined by the local 
agency. 

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

10. California Law Enforcement Membership 
Organ 1 zat ions 

- Fear of a loss of esteem and authority 
- "National standards" will ultimately erode "local 

control" of pollce operations 
- By complying with minimum national standardsl 

California's reputation as a leader in the law 
enforcement arena will be lessened. 

11. Community Organizations Representing Various 

58 

• 

• 



• 

• 

• 

Professional Groups (Doctors, LaUlyers, 
Educational system personnel) 

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

- Greater willingness to discuss mutual problems 
- A possible aid in the recruitment of persons into the 

law enforcement profession. 

12. 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 
invest1gation of citizens complaints resulting 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 

13. 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 
guidellnes 

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

1 4. The Loca 1 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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TI1e 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 

~'t6 * 14. IWE Of 08TAI MIIG SUPPORT 
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*2. 
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.* to. 

The ax1s of the chart provides a neutral position. The direction of each 

line away from the. vertical 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, Cal ifornia Law Enforcement Membership Organizations (# 10) 
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have, at this point in time, taken a solid position that w111 be difficult to 

change. The Ctty's Insurance Carrier or Risk Manager wlll 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. 

I.b.e. "Mlss1Qo" gI local Law. Enforcement 

The mission of local law enforcement 1s to 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 all 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 

problems, the establishment of early intervention programs that may 

deter juvenile crime, and a commitment to the development of a 

professional and well-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 department is managed on the basis of the latest standards 

and practices appl1cable to the profession of law enforcement. 

11 Recommended CQurse!U. Act10n 

Earlv in the this paper, I discussed the fact that California law 

enforcement will eventually be put to a test. California w1ll 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, I made the assumption that a program of accreditation for 

law enforcement 1s 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 1s offered as a possible alternative strategy for agencies 

confronted with the decision of whether or not to patlclpate in the 

accredi tat i on 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. Whl1e the Commission 

has certainly encouraged agencies to review the standards 1t has 

published and has attempted to market the program with the idea of 

bullding 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 

municlpa 1 ity), 

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 llW ~ 

Enforcement 6gencies . and conduct an in-depth analysis of the 

department'sabl1ity 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 establlshed set of standards. Good • 

management practices would suggest that this type of review be done 

annually, however, many departments up-date their written pol1cies only 

1n response to some type of crisIs. The accreditation standards provide a 

sense of structure for the on-going development 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 

be1ng a leader rather than being 1n 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 1s looking for ways to improve the image 

of the police department as an integral part of the community fabric. 
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Summary .Q.( 1hf. Recommended Strategy 

The future of accred1tat10n in California rests with the del1berate 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 

effect1ve and cred1ble spokesperson for accred1tation. Such a person may 

their own methodical study of the issue. In pursuing this alternative, 

there are several strateg1es to ensure that all of the information 

available 1s being reviewed. These strategies involve an assessment of 

"In-house" pol1cy review procedures; the development of methods to 

measure community satisfaction with the police; and establishing a link 

w1th other facets of the city (county) government and the criminal justice 

system. 

"In-House" Poljcy. Beview 

Taking the time to conduct a staff review} 1nspection, or audit of an 

organization is probably the most overlooked aspect of management in the 

public sector today. Therefore} pOlice services are usually evaluated only 

when some type of complaint about the service is received and 

investigated. Rarely do we inltiate a self-improvement process to study 

the written policies and various operational aspects of the organization. 

This may be one of the main reasons that accreditation 1s 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.O.S.T. standards in the areas • 

of background investigations for new officers and training requirements 

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 1s the only type of mandatfJry r.ompl1ance audit that 

P.O.S.T. personnel conduct 1n local agencies.) 

If the emerging trend of focusing on top executives and holding them 

accountable 1s valld and continues to rise, then one has to ask the 

following quest1ons. 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 1s to have a system in place that documents 

compliance with such practices. 

Police and sheriff's departments have lfttle choice but to allocate a 

portion of the available staff time to the task of ensuring that the 

department's written directive system 1s 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 wi 11 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 artlculated policies (or worse, no policies) were acceptable 

are long gone. 

There is 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 ski 11s necessary to 

develop written pol1cy. Policies must be established on a sounder footing 

than local custom or past practice. Operational policies can certainly 

have a local ph1losophy 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 l1ke this? At this pOint, no one, until the pol1cy 1s scrut1nlzed 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 fQr. .LQYi Enforcement Agencjes and 69% of that 

group indicated that .a.lioc .a majority Q( the standards applied to their 

agency. In addition, nearly three-fourths (74%) of the respondents e1ther 

~trongly Disagreed or Djsagreed with the statement that the adoption of 

minimum national standards by local law enforcement agencies will 

uitirnateiy iead to a "nationai poi ice force". 

Methods lQ tleasure Community S~tlsfactjon .wJ1b.1.tw. Po I ice 

The determination of whether or not to participate in a process of 

accreditation should consider the perceptions of the community towards 

Its pollce department. A number of the "stakeholders" that were 

identified earlier are individuals or groups who have important opin10ns • 

about the way pol1ce 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 surveyor similar 

instrument tl1at 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 1n a vacumn. Community 

groups are making their feel1ngs known regarding a variety of topics and 

the police are no longer an area that 1~.D.Q1 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 . .au facets of government. 

Most cit1zens have little knowledge of what actually constitutes 

professional pol1ce 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 jurlsdlctions in 

their daily travels. 

Establishing.a L.1.ok witb Other Facets Qf.1M.~ (County) Governmem and 
1M Criminal Justice~.m.. 

strategies in this area are closely aligned with the previous section. In 

the past} police departments have been able to capitalize on the 

uniqueness 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 

pollee 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 

gUldel1nes or pol1cies that help him to deflne 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 crim1nal justice 

system. The act10ns of the pol1ce most often init1ate and have the 

greatest impact on the multi-step process that ultimately determines a 

person's guilt or innocence. For these reasons, the pol1cies 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 1n a 

environment that has expanded considerably 1n last few years. It 1s 

evident in today's society that the actions (or inaction) of a cl.ief 

executive In a single agency can have a significant impact on other 

departments 1n the city government, the criminal justice system, and the 

law enforcement profession . 

£lanning Systems 

The initial decision to thoroughly investigate the accreditation process 

requires a level of strategiC planning that may challenge most agencies. In 

conjunction with pursu1ng the three general strategies that were 

identified in the last section, the department must be able to evaluate its 

ability to establish and monitor a difficult project with the planning 

systems that it has in place. 

Most departments are very good at operations and tactical planning for the 

short term or single event occurrence. Police are attuned to crisis and 

respond well at the operational level when the situation or event 
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becomes unpredictable. Deciding whether or not to participate 1n a • 

program of accreditation requires a much different planning approach, 

one that trades immed1ate act10n for a careful, long-range assessment of 

the department and its anticipated environment. The department must 

develop its capability to create and monitor an ongoing plan that focuses 

on issues rather than events. The department must also be able to grasp 

the level of predictability and turbulence in the environment in which it 

exists and incorporate those factors into its planning system. 

The following "Level of Planning" Chart can be used to assist agencies in 

defining what type of planning systems are used in a given set of 

circumstances. If an agency finds itself in an environment that that has a 

high degree of predictaility and little turbulence then the planning system 

can be oriented towards operations and tactics. Conversely, an agency • 

that finds itself in a very turbulent environment with little predictability 

is constantly adjusting its planning systems to account for the signals 

and surprises that are experienced. An agency that can evaluate itself as 

being in the mid-range on each scale can adopt a periodic planning system 

that allows for the adoption of a long-range plan with monitoring pOints 

and some moderate assurance that the plan can be completed. 

CHART #9 - LEVELS OF PLANNING 

• 
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5 = Highest leveJ of PredictabiHty/Turbulence 

Summary !l11he. Strategit £lm 

The plan to determine if becoming accredited is beneficial to the agency 

must start with a careful assessment of the internal capabi1itle~ of the 

department and the external factors that will influence the department's 

future. A chief executive must be prepared to: 

1) Identify the stake-holders who are affected by the issue 
2) Understand the postion taken by each stake-holder 
3 Objectively analyze the environment in which his 

department must operate now and in the future 
4) Understand the "mission" of law enforcement today 
5) Adopt a series of strategies than can assist him in 

achieving his selected alternative 
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6) Review the planning capabilities of his department in l1ght 
of the predictability and turbulence of the work1ng 
environment. 
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IJ:jf TRANSITiON MANAGEMENT PLAN 

The transition management plan 1s the link between the information that 

has been generated in trle strategic plan and the desired future. The 

environmental analysis completed in the strategic plan established the 

fact that law enforcement's environment 1s changing and that departments 

must look for ways to prepare themselves to meet future issues and 

problems. The "stake-holders" have become the "critical mass", 

individuals and groups whose level of commitment to the department's' 

effort is critical to the success of the plan. The components of the 

"critical mass" must be viewed in the context of what tactics must be 

used to gain their support rather than just simply assessing each one's 

postion on the issue . 

The plan of action and the strategies that have been ~elected are 

translated into a tranSition management structure that allows the 

department to carry out the t<;lsks necessary to evaluate participation in 

the accreditation process. 

l~entjf1catjon .Q( 1M Critical MaSli 

This section identifies the "critical mass"; the organizations, groups, and 

individu8ls who have an interest in or are affected by the decision to 

consider accreditation for the department. The success O'F the effort will 

ultimately hinge on the degree of commitment or resistance that each 

member of the critical mass exerts on the decision . 
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The "critical mass" in this project is: 

1. The Chief of Police 
2. Police Officer Associations (Unions) 
3. The City Manager 
4. The City Attorney or individual who handles the city's 

legal matters 
5. The City's Insurance Carrier 
6. The Local Media 
7. The City Council or ot~ler elected leaders 
8. The Commission on P.O.S.T. 
g. Statewide Law Enforcement Membership Organizations 

10. Community Organizations Representing Various 
Professional Groups 

11. elvi 1 Rights Groups (ACLU) 
12. Ethnic Minority Representatives 
13. The Local Chamber of Commerce 

• 

Each one of these individuals or groups can be counted upon to have one or • 

more opinions about the direction of the police department with respect to 

seeking accred~ted status. The significance of these opinions may be crucial 

to the final outcome of the project. 

Commitment Planning 

The Commitment Planning Chart on the next page depJcts the relative 

position of each of the critical mass actors with respect to whether they 

will block change, let change happen, help change happen, or make change 

happen. 
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CHART # 1 0 - COMMITMENT PLANNING CHART FOR THE CRITICAL MASS 

TYPE Of COMMITMENT 

---------------- --- ------ ------- -----------------
BLOCK LET CHANGE HElP CHANGE HAKE CHANGE 

ACTORS IN CRITICAL MASS CHANGE HAPPEN HAPPEN HAPPEN 

1 • Chief of Police X 
2. Police Officer Associatiens 
3. The City Manaler X 
4. The City Attorney X 
5. The City's Insurance Carrier X 
6. The local Media lI! 
7. The City Council X 
8. The Commission on P.O.S.T. X 
9. Statewide law Enforcement 

Membership Groups X 
10. Professional C01:lImunUy Groups X 
11. Civil Righb Groups X 
12. Ethnic Minority RepresentaU'Ies X 
13. The Chamber of Commerce X 

The Ch1ef of Police must be the catalyst within the critlcal mass t.o lead 

the project in the d1rection that he be11eves will have the greatest benef1t 

for the department and the community. He must also be the driving 

Influence with his staff to ensure that the issue is researched in a 

complete and thorough manner. 

Police Officer Association <Unions) representatives have taken strong 

positions about any effort to review the policies and procedures that their 

members must comply wIth. Initially, the members of the association will 

Question the necessity of such a project. With effort by staff to Inform 

the association members about the accreditation concept and the 
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opportunity to have some input in to the study process, the association's • 

weak "let change happen" position may be moved towards a more 

supportive "help change happen" position. 

The city manager, the city attorney, the insurance carrier, the city 

council, and all of the community groups listed will be supportive of such 

an endeavor and "help change happen". These individuals and groups will 

view the effort to define the department's professionalism as a step that 

will bring recognition to the city and decrease its potential civil liabll1ty 

in a number of areas. The community groups, in particular, w1l1 see the 

program as a opportunity to develop stronger ties with the pollce 

department as a means of addressing common problems. 

The local media will publicize the effort and may edltoriallze in support 

of the adherence to professional standards, but will not help the change 

happen. Their position may change if some type of significant event 

occurs that involves the department. The chief of police has an 

opportunity here to influence the local media and gain additional 

recognition for his department's efforts. 

The Commission on P.O.S.T. will help any department who requests 

assistance in up-grading their pol1cies and procedures. P.O.S.T. wi 11 

encourage California departments to continue to define professionalism by 

utll1z1ng many of Ule P.O.S.T. training and hiring standards as proof of 

compliance with the national standards. P.O.S.T. will not take a position 

on accreditation itself, but will let c~,ange happen by encouraging each 
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executive to make an independent decision based on a variety of local 

factors and influences. 

Statewide law enforcement membership groups may try to block 

consideration of accreditation by passing resolutions and applying some 

peer pressure not to participate. Its also conceivable that these groups 

will let the issue stand or fall on its own merits and take a wait and see 

attitude rather than a position to "block change" 

Transit ion Management Structure 

The decision to study the issue of accreditation and invest the time and 

energy into a complete review of the department's operations is a process 

that requires a "phased" program. Staff capabil ities, financial 

considerations, the degree of acceptance or resistance by the critical 

mass, and the overall benefits for the department are areas that must be 

considered. The management of such a significant effort creates a 

challenge for any organization. Priorities will have to be set to allow the 

agency to conduct such a study with the human resources and time 

available. 

The most effective management structure to implement the study is the 

assignment of one person (a mid-level manager) as the project director. 

The director must have the freedom and authority to call together a group 

of individuals from the various bureaus and units throughout the 

department. This group will constitute a "diagonal slice" of the 
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department's personnel. Each functional area will be represented and the • 

group will include employees from all levels of the organization; 

managers, supervisors, and line level. These groups will have the 

responsibility for coord1nating the myriad of details that wlll impact each 

unit and level of operations in the department. The groups will also make 

implementation and policy recommendations to the Project Director who, 

in turn, must answer to the Chief of Police. 

One of the key responsibli1ties of the Project Director will be to keep an 

in-depth project such as this "on-track". It will be his task to take the 

police chief's vision of determining what constitutes professionalism in a 

pollce department and apply that v1sion to everyday problems and future 

concerns. The Project D1rector must be able to articulate the strategic 

goals, tact;:al goals, and action plans that will make the project a . • 

success. 

The project director must have the skills to work with the groups and 

individuals who are external to the organization and yet important parts 

of the critical mass. This aspect is another valid reason for the 

apPOintment of a project director. Continuity must be maintained with the 

influential persons and groups outside of the department and open 

communication must always be encouraged. 

The project director and "diagonal slice" structure will also provide a 

natural outlet for the anxiety that is created when an organization 

contemplates significant change. The representation of all of the 
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significant employee groups helps to reduce miscommunication about the 

intent of the changes to take place. 

A very basic department organizational chart be low depicts how the 

project director fits into the overall department structure and show his 

(her) sphere of influence. In a project of this magnitude, the project 

director must be someone of at least a lieutenant's rank and who has the 

respect of the chief as well as the bureau commanders (superior officers). 

His (her) power and influence within the organization will be significant 

and the communication flow will be critical if organizational and 

implementation problems are to be avoided. 

CHART # 11 - PROPOSED ORGAN I ZA T I ONAl CHART FOR THE TRANS I T I ON 
MANAGEMENT STRUCTURE . 

..... : : : : : . " . HI EF OF POll CE 

TECHN I CAL'" .. 

BUREAU 

UNE 
AND 

STAff 
SUPPORT 
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The proposed organizational chart assumes that the chief executive has • 

vested a considerable amount of authority in the project director to direct 

the activltes of the "diagonal slice" of the department's personnel. The 

director answers not only to the chief of police but he is also responsible 

to each of the bureau commanders as the study involves the people and 

resources in each of those units of the department. 

The project director will be expected to provide and or employ a number of 

supportive technologies {resources) to aid the group's effort. 

Technical ~~ 

1. The project director must have an interest in studylng the latest 
inform:::ttion relating to law enforcement procedures and 
practices. He must have a solid understanding of the external 
environment that the department must contend with at the local, 
state, and national level. 

2. He must develop a working understanding of the accreditat10n 
program and be abJe to explain the goals of that program and how 
those goals impact the local agency. 

3. The decision to consider accreditation places tl1e agency in a 
network with other agencies around the country. The project 
director must be able to develop a working relationship with 
managers in locales that may be very different from his own. 

4. The director must be able to interpret the requirements of a 
general standard and be able to write pol1cies and procedures that 
meet the standard as well as address a local need. 
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5. The project director must have enthusiasm for the study and be 
comfortable with promoting change. He may have to contend with 
factions in the department and members of the critical mass who 
wfllimpede his efforts. 

6. The project director should utilize the computer technology that 
1s available to aid his project. Word processing and data base 
management systems can be benefical in organizing the clerical 
work that the group will produce. 

5.tatf. Orientation .aoQ. Training 

1. The project director must be able to communicate with the 
management staff about the progress of the project. Petty 
jealousies and even some organizational sabotage can be 
expected. Open communication and a willingness to listen to 
suggestions are crucial to the overall effort. A briefing or 
monthly report should be given at regular intervals. 

2. Organizational change Is feared by many people; the phaSing-in of 
new procedures and policies can ease that anxiety. Employee 
orientation sessions should be held at regular intervals to ensure 
that misinformation is corrected and employee acceptance of the 
project is enhanced. 

3. A yearly training session for all personnel is vital to ensure that 
the new policies and procedures are accepted and understood. This 
training can also be used as a feed-back session that may provide 
timely information for the review process. 

Fiscal t1Qnagem~nt 

1. The cost of staff time should be closely monitored. Many persons, 
including some of the members of the critical mass will be 
supportive of the process, but will also expect some type of 

83 

----------------------.-~-------



cost-benefit analysis. 

2. An analysis of anticipated savings in the area of insurance 
premiums or claims against the city should be completed. Any 
insurance rebates that can be anticipated should also be 
projected. 

3. A budget category should be created to cover the cost of routinely 
up-dating the department's written polices and procedures and 
ensure that a manual is distributed to each employee. 

flexibility 

1. Every project requires some built-in flexibility for those issues 
that arise unexpectedly. This refers back to the project 
director's authority to make important decisions when problems 
occur. A certain amount of faith must be placed in that person's 

• 

ability to antic1pate and evaluate problems and have the • 
appropriate contingency plans in place. 

• 
84 



• 

• 

• 

CONCLUSION 

The future of accreditation for California law enforcement agencies rests 

with the acceptance or rejection of the national accreditation program 

offered by the Commission on Accreditation for Law Enforcement 

Agencies, Inc, This is a rather bold conclusionary statement in the face of 

survey results indicating that most of the police chief~) and sheriffs in 

the state (69%) believe that a program of state accreditation has the 

greatest benefit for law enforcement. The chiefs of police and sheriffs 

also expressed a well-founded confidence in the California Commission on 

Peace Officer Standards and Training, They overwhelmingly selected 

P,Q,S,T. (80%) as the agency to administer a process of accreditation if the 

state were to adopt one, 

Several problems exist with these findings that the survey could not 

accurate ly measure or predict: 

1. The t1istoty of accreditaton in the United States is that it is 
essent i a I Iy a non-governmental, vOluntary program of 
self-assessment and recognition, A program of 
accreditat ion for law enforcement, whether administered at 
the state or national level, should be designed to exclude 
on-gOing governmental intervention, 

2, P,Q,ST's reputation for establishing minimum standards in 
the very specific areas of hiring practices, recruit training, 
and in-service training was "expanded" inappropriately, by 
the respondents, to law enforcement operational areas that 
P,Q,S.T, does not regulate, P,Q,S,T, was given a tremendous 
amount of credit for having minimum "standards" in areas 
that it has del iberate ly avoided, 
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3. The overwhelming support for P.O.S.T. as an accrediting 
agency correlates with the responses to two other survey 
questions; 68% of the respondents believe that the 
Commission on Accreditation is "unnecessary" and on ly 21 % 
be I ieve that the two agencies (P.O.S.T. and the Commission 
on Accred i tat 1 on) can co-ex i st. 

These findings certainly conflict with the information that has been 

obtained from the staff at P.O.S.T. and presents a significant area for 

further study regarding the future of accreditation in California. 

The expectation that P.O.S.T. will develop a stateWide accreditation 

program is improbable and based solely on the reputation that P.O.S.T has 

developed with the law enforcement community in California. With 

political support, considerable funding} and staff, P.O.S.T. is certainly 

• 

capable of enhancing the development of an accreditation program in • 

California. The question that must be asked is whether a duplication of a 

process that is already in operation is the wisest use of available 

resources in California. Nearly 60 percent of the survey respondents 

felt that the development of a statewide accreditation program was not 

economically or political feasible in light of the work that went into the 

development of the national standards. Also) the testimony of two 

California law enforcement executives at a recent meeting of the P.O.S.T. 

Advisory Committee studying the issue of statewide accreditation was 

that such duplication was not worth the expense. 

The P.O.S.T. Commission may want to consider the position that its 

counterpart in Georgia is taking. The Georgia Counci 1 on P.O.S.T. has 
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become a facilitator and clearinghouse for the accreditation process in 

that state and has developed the resources to assist the local agencies in 

preparing to come into compl iance with the national standards. Other 

states have followed this lead. Texas, Massachusetts, and Florida have 

developed similar statewide networks to assist local agencies somply 

with nat i ona 1 standards. 

If the California P.O.S.T. Commission elects, as I believe they wilt not to 

create a California accreditation program, what are law enforcement's 

options? I refer back to a statement that was made in the introduction. 

California's local agencies will be pressed into making a decision whether 

or not to participate. Every indication is tt'lat the national program will 

continue to attract agencies, particularly agencies in the western United 

states. Since the first agency was accredited in 1984, increased 

participation by agencies in the states of Colorado, Texas, Arizona, 

Oregon, and Washington has given credence to a program that was believed 

to be "eastern based". The involvement of these states and major 

metropolitan areas in the western United States will force the issue in 

California. 

Subtle pressure will be applied that municipal and county administrators 

must be prepared to cope with. Nationwide trends in insurance coverage 

variances, the resolution of claims against governmental agencies, and 

the cost savings or rebates that accredited agencies may receive will be a 

further considerat ion for Cal ifornia. Although economic issues will be a 

major factor, municipal chief executives and city managers in California 
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will desire the recognition that accredited departments will receive and 

professional "bragging rights" will take precedence at the upper echelons 

of local government. 

Ultimately, law enforcement executives in California will begin to realize 

that accreditation is a tool that they can use to satisfy a variety of 

organizational and community needs. If a chief or sheriff chooses to 

conduct a thorough review of the program, it will be evident that the 

process can be used as a structure to carry out the mandate of the local 

community in a manner that conforms to the latest accepted practices for 

law enforcement as a national profession. 
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CITY OF GARDEN GROVE I CALIFORNIA 

GARDEN GROVE 

POLICE DEPARTMENT 

11301 ACACIA PARKWAY, P.O. BOX 3070, GARDEN GROVE, CALlFOR~I,\ 92b42 

letter Sent 1Q. il1l ilQl NomlnaJ Group Part1clpants . 

California Peace Officers Standards and Training (POST) 
Research Project 

The Future of Accreditation for California Law Enforcement 
Agencies 

Meeting: Wednesday February 4, 1987 
8:00 A.M. to Noon 

Garden Grove Commun1ty Meet1ng Center 
11390 Stanford Avenue 
Garden Grove, California 

Dear __________________ __ 

Thank you for your willingness to consider participating in a group 
exercise that will assist me in completing my final project for the POST 
Command College program. The group will be asked to utilize their 
collective profeSSional experience, knowledge, and imagination to 
brainstorm trends and events that may have an impact upon the 
nationwide effort to accredit law enforcement agencies. In addition, the 
group will be asked to make forecasts about the possibility of each 
identified trend and event taking place. 

Enclosed is a packet of written materials that are designed to give you an 
overview of the topic and stimulate your thoughts about the future of 
accreditation for California law enforcement. 
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Thank you again for your willingness to commit your valuable time to this 
project. I will be happy to make a copy of the final paper available to 
each participant. Please feel free to call me at (714) 638-6697 if you 
have any questions about the meeting. 

Sincerely, 

\ '--'--ZL 
I ;. : .,:< ~.r· ,1' .. --_. ____ __ 

, ,,,/' . "~ '. '. ,'" ..~, ( .~ 
/ 

/-' - tt - '." .f ~ :·· .... l ../ I --, ~.' ! ~ , 
i 

David J, Abrecht, Lieutenant 
/ 

Planning and Research 
Staff Services Bureau 

Enc 1 osures: 

Letter of Introduction from California Commission on Peace Officer 
Standards and Training 

Execut ive Summary of the Project 
Background Information and Materials about Accreditation 
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Commission on Peace Officer Standards and Training 
Command College 

Class, 4 

Independent Study - Final Project 

WHAT I S THE FUTURE OF ACCRECD I T AT I ON FOR CAL I FORN I A 
LAW ENFORCEMENT AGENCIES? 

Nom i na 1 Group Meet i ng 
Wednesday February 4, 1987 

Garden Garden Grove Community Meeting Center 

Robert Bandurraga 
Lou Cangiano 
Robert DeSteunder 
Lou Drexel 
Kurt Johnson 
Scott Jordan 
John Robertson 
Steven Staveley 

Participants 

City of Cypress Police Department 
Garden Grove Unified School District 

San Diego County Sheriff's Department 
Garden Grove Unified School District 

Medical Center of Garden Grove 
City of Garden Grove Police Department 
City of Garden Grove Police Department 

City of Buena Park Police Department 
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EMERGING TRENDS THAT MAY HAVE AN IMPACT UPON THE FUTURE OF 
ACCREDITATION IN LAW ENFORCEMENT .• 

1. Continued centralization of the educational system at the state level. 
2. The Increasing litigious incHnations 1n society. 
3. Establishment of state standards for law enforcement that would 

over I ay the nat i ona I standards. 
~. Fragmentation in the criminal justice system 
5. The League of California Cities will take an interest in accreditation. 
6. Funding being tied to results. 
7. The Increasing focus on agency top executives and holding 

them accountable. 
8. The continued growth and political strength of P.O.S.T. 
9. I ncreasing conservative bent of society towards punitive aspects of 

law enforcement. 
10. Common language nationwide to understand our quality. 
11. Cross-over training at the management level within a city government. 
12. Standards for accreditation will regionalize 
13. Increasing ethnic and cultural diversity 
14. Increasing liability costs and increase in self-insured entities. • 
15. Continued growth in public sector unions; decrease in private sector 

unions. 
16. Increased competition for state funds from various operating agencies 
17. Meet and confer type of control through accreditation standards. 
18. A two-tiered system of law enforcement. 
19. I ncreased interest in accreditat ion by the private sector. 
20. Accreditation results being widely shared with many publics. 
21. DramatiC and successful growth of accreditation in "bell-weather" 

states such as Florida. 
22. Increased diversity and social acceptance of aberrant social and 

personal behavior. 
23. The utilization of accredited status in competing for contracts. 
24. I n-house attorneys. 
25. Competition for revenues between members of California Police Chiefs 

Association and California Sheriffs Association. 
26. Growth of citizen review boards. 
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27. Increased liberalization of court decisions in employee/employer 
relations. 

28. Scrutiny by courts as a result of accreditation. 
29. More emphasis on performance appraisals 
30. Increased privatization of law enforcement services. 
31. Ris1ng cost of police services as a percentage of the 

municipal budget. 
32. Increasing complexity of the business and economic environment; 

white collar crime. 
33. Peer pressure to become accredited. 
34. The need for increased documentation in law enforcement. 
35. Continued increase in the use of high-tech equipment in law 

enforcement. 
36. Changing sense of a work ethic by employees. 
37. Growth of regional contract systems to provide public safety services. 
38. The growth and 1ncreas1ng influence of consumer, social, and 

cultural special interest groups. 
39. Concentration on providing basic police services. 
40. Political in-fighting over accreditation. 
41. Deterioration of the family unit/increasing demands upon the police. 
42. I ncreased emphasis on training. 
43. Increased emphasis on training by P.O.S.T. 
44. Growth of a communications glut. 
45. Trend toward autocratic management. 
46. Quality of applicants for law enforcement increasing after 

accred i tat i on is accepted. 
47. I ncreased tracking of resources. 
48. Resurgence in growth of political conservatism. 
49. Increasing power of nationally based political groups (i.e: mayors) 
50. Continued effort by accreditation to market their product to mayors 

and I oca I governmenta I bodi es. 
51. Increasing media attention being given to law enforcement. 
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CRITICAL EVENTS THAT MAY HAVE AN IMPACT ON THE FUTURE OF 
ACCRED I T AT I ON I N CAL I FORN I A LAW ENFORCEMENT 

1. President or Governor makes a statement in support of 
accreditation for law enforcement. 

2. P.O.S.T. is given the power to certify/accredit law 
enforcement agencies a100g with the authority to 
inspect agency operations. 

3. Implementation of a federal balanced budget amendment. 
4. A major police agency becomes accredited. 
5. A well-publicized or wen-known trial that attacks a 

-lack of standards· by a law enforcement agency. 
6. Endorsement of accreditat ion by Cal ifornia Po I ice Chiefs 

Association or California Sheriffs Association. 
7. Reduction of police budgets by 25%. 
8. P.O.S.T. requiring accreditation to continue training 

reimbursement money. 
9. A major corruption scendal in a major accredited agency. 
10. Federal or State monies tied to accredited status. 
11. Severe drop in the U.S. economy 
12. A large city files for bankruptcy. 
13. The Commission on Accreditation regional izes its accreditation 

requirements. 
14. A powerful citizens group demands a citizen review board. 
15. Legislation unrestrict ing pol ice fi les. 
16. Major tort reform on the national level in favor of special 

interest groups. 
17. Convictions in the Huntington Beach} CA. and Huntington Park} CA. 

"stun gun" cases. 
18. Publication of a major study showing a positive 

correlation between accreditation and service level. 
19. Major riot at a community festival that is mishandled by the 

police. 
20. The insurance industry supports accreditation; no 

insurance to non-accredited agencies. 
21. A significant county forms a county police department 
22. Mandate for a police citizen review group with specific 

membership and over-sight authority. 
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23. State Board of Education supports accreditation for law enforcement. 
24. A Chief of Po I ice is fired for not having definite performance 

standards at all 1 eve 1 s. 
25. Commission on Accreditation issues a policy to tailor standards to the 

community. 
26. An accredited agency loses a serious civil trial; accreditation had no 

impact on the outcome. 
27. A Chief of Police is fired for an unrelated issue after seeking and 

achieving accreditation. 
28. The Commi~sion on Accreditation and P.O.S.T. issue a statement on the 

development of a combined accreditation process for California. 
29. An accredited agency fa11s to become re-accredited at the five year 

mark. 
30. Police associations (unions) issue a statement in favor of 

accredi tat ion. 
31. Police associations (unions) issue a statement unfavorable toward 

accredi tat ion. 
32. State issues bonds for the up-grading of police training centers. 
33. The Commission on Accreditation fails to get necessary private 

funding; federal legislation is passed to place the accreditation 
process with the U.S. Department of Justice. 
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CITY OF GARDEN GROVE, CALIFORNIA 
11301 ACACIA PARKWAY, P,O, BOX 3070. GARDEi': GROVE, CALlFOR~IA 92642 (714) 638 0 687. 

GARDEN GROVE 

POLICE DEPARTMENT 

Dear Ch1ef ______ _ 

February 27) 1987 

The California Commission on Peace Officer Standards and Training (P.O.S.T.) 
Command College has allowed me the opportunity to study a future emerging issue 
that may have an impact upon California law enforcement. My research will focus on 
the question, "What is the Future of Accreditation for California Law Enforcement 
Agencies?" 

Enclosed is a questionnaire that is designed to elicit your views about accreditation. 
The results of this questionnaire will be included'in my final project paper) a 
document that P.O,S.T, wi 11 make avai lab le to any interested law enforcement 
executive. 

The questionnaire has been reviewed by Chief Karel Swanson of the Walnut Creek • 
Police Department. Chief Swanson is the chairman of the California Chiefs of Police 
Association's Ad..t:i.Q£ Committee QQ Accreditation. Your responses will also be useful 
to Chief Swanson as his committee also studies the impact of accreditation in 
California, 

Please take a few minutes out of your busy day to comp lete the questionnaire and 
return it to me by March ~ 1987. 

Thank you very much for your time and consideration. If you have any further 
comments} please feel free to call me at (714) 638-6697. 

Sincere ly, 
'\ ~/ .,f 

\..." /~----.-.-
I J.' • ~., ;' y ..... ' " 

..' ./ I / " ,".' ,/J ,.1, : ,&.It" ',,' .. "';' I • 

David J. Abrecht, Lieutenant 
Planning and Research 
Staff Services Bureau 

Enc 1 osures: 
Letter of Introduction from P.O.S,T, 
Questionnaire/Enve lope 
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P.O.S.T. Command College -- Class 4 
Independent Study Project 

WHAT IS THE FUTURE OF ACCREDITATION FOR CALIFORNIA 
LA W ENFORCMENT AGENCIES 7 

ACCREDIT ATION QUESTIONNAIRE RESULTS 

Attached are the overall results of a survey questionnaire that was sent to 
every Chief of Police and Sheriff in the State of California. 

The responses were tallied in three different ways: By the total number of 
responses, by geographical area, and by agency size. The attached survey 
shows the totals while the chart that is included, shows the most 
prominent response for each question, by agency size and by geographical 
area. 

SURVEY HIGHLIGHTS 

*The survey produced a 62% total response; 411 surveys were mailed out 
and 254 were returned in time to be coallated. (An additional ten surveys 
arrived to late to be included.) 

*66' of the respondents AGREED and STRONGLY AGREED with the 
statement that: "Accreditation, as a concept, is applicable to the law 
enforcement profession today". 

=The statement that, "The concept of accreditation as a means of ensuring 
compliance with professional1aw enforcement standards is an idea whose 
time has come in California" elicited a divided response: 

49~ of the respondents AGREED or STRONGLY AGREED 
37' of the respondents DISAGREED OR STRONGLY DISAGREED 
141 of the respondents had NO ~PINION 

·69~ of the respondents believe that the administration of a program of 
accreditation at the state level would have the greatest benefit for law 
enforcement, and 80~ believe that P.O.S.T. is the agency best suited to 
administer such a program . 

101 



• 

=541 of the respondents have reviewed the STANDARDS FOR LAW • 
ENFORCEMENT published by the Commission on Accreditation for Law 
Enforcement Agencies, Inc. and 691, indicated that all or a majority of 
the standards apply to their agency. 

• A majority of the respondents said they would participate in a voluntary 
accreditation process if the the State of California were to adopt one. 

YES 59% 
NO 31% 

"MAYBE"· 1 O~ 

*(Not a choice, but the number was significant) 

-The responses indicate a strong preference for a statewide accreditation 
program over a national one. However, I believe that there is a great deal 
of misunderstanding about the role that P.O.S.T. actually serves and 
whether or not its role duplicates what the Commission on Accreditation is 
offering to law enforcement. 

·There is little unanimity among California executives on the issue of 
accreditation as a concept applicable to law enforcement 
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P.O.S.T. Command College -- Class-1 
Independent Study Project 

What is the Future of Accreditation for California 
Law Enforcement Agencies? 

ACCREDITATION QUESTIONNAIRE 

Name of Agency (Optional) _______________ _ 
Total Number of Full-time Personnel (Sworn and Civilian), _____ _ 

RESPONSES BY GEOGRAPHIC LOCATION 
IN THE STATE 

Southern California 
Central California 
Northern California 

361 (92) 
24~ (60) 
40s (102) 

1. The concept of "Accreditation" means to recognize or vouch for an agency or 
institution as conforming to a body of standards related to a specific discipline. 
Accreditation programs currently exist for hospitals, educational institutions, and 
correctional facilities. PLEASE RESPOND TO THE FOLLOWING STATEMENTS 
BY CHECKING ONE OF THE FIVE CHOICES LISTED BELOW EACH 
STATEMENT. 

1 a. Accreditation, as a concept, is applicable to the law enforcement profession 
today. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 

7% (18) 
20% (49) 

8% (19) 
521 (132) 
13% (33) 

1 b. The concept of accreditation as a means of ensuring compliance with 
professional1aw enforcement standards is an idea whose time has come in 
California. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 
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2. A number of "statements" have been offered to describe the "relationship" 
between the California Commission on Peace Officers' Standards and Training 
(P.O.S.T.) and the Commission on Accreditation for Law Enforcement Agencies, Inc. 
(CALEA) in terms of establishing professional standards. PLEASE RESPOND TO 
THE FOLLOWING STATEMENTS BY CHEC[ING ONE OF THE FIVE CHOICES 
LISTED BELOW EACH STATEMENT. 

2a. CALEA is unnecessary; it duplicates what P.O.S.T. already mandates in 
California. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 

4% (11) 
18% (46) 
10% (25) 
421 (105) 
26% (64) 

2b. The two agencies are entirely separate: P.O.S.T. certifies individual 
officers and training programs; and CALEA accredits agencies for all facets of 
its operation. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 

12% (30) 
39~ (99) 
14% (35) 
30% (77) 

5% (13) 

2c. The two agencies complement one another and can mutually co-exist. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 
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2d. The adoption of "minimum national standards" by local law enforcement 
agencies will ultimately lead to a "national police force". 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 

19% (51) 
55% (143) 
17% (44) 
8 % (21) 
1 % (2) 

2e. Currently, participation in the accreditation process offered by CALBA is a 
voluntary decision on the part of the law enforcement agency. In the future, 
"subtle" outside pressure from city managers, municipal insurance carriers, and 
neighboring law enforcement agencies who are accredited could make the 
accreditation process more "mandatory" than voluntary. 

STRONGLY DISAGREE 
DISAGREE 
NO OPINION 
AGREE 
STRONGLY AGREE 

1 % (4) 
11 % (27) 
11% (27) 
59' (148) 
18% (46) 

3. Have you (or a member of your staff) reviewed the STANDARDS FOR LAW 
ENFORCEMENT AGENCIES published by the COMMISSION ON ACCREDITATION FOR 
LAW ENFORCEMENT AGENCIES, INC., (CALEA)? 

YES - 54% (l36) NO - 46% (116) 
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4. If you responded YES to Question #3, what is your professional opinion 
regarding how the standards apply to your agency? 

1) They all apply to my agency 
2) l'he majority apply to my agency 
3) Many do not apply to my agency 
4) Most do not apply to my agency 

8% (10) 
61 i (73) 
28 % (36) 

3% (4) 

S. If you responded YES to question #3, and believe that many or most of the 
standards do not apply to your agency, please check the major topic areas that 
don't apply. 

1) Law Enforcement Role, Responsiblities, and Relationships 5% (8) 
2) Organization, Management and Administration 8% (14) 
3) The Personnel Structure (Classification, Collective Bargaining, 

Grievance Procedures, Disciplinary Process) 6% (26) 
4) The Personnel Process (Recruitment, Selection, Training, 

Promotion, Performance Evaluation) 13% (22) 
5) Law Enforcement Operations (Patrol. Investigation, 

Crime Prevention. Juvenile Operations, Unusual Occurrences) 5% (9) 
6) Operations Support (InteHigence, Internal Affairs, 

Inspectional Services, Commuity Relations) 13% (22) 
7) Traffic Operations 7% (12) 
8) Prisoner and Court-related Activities 20~ (33) 
9) A uxiliary and Technical Service s 13% (21) 

6. Have you considered applying to Commission on Accreditation for Law 
Enforcement Agencies, Inc. to participate in the accreditation process? 

'YES - 18% (44) NO - 82% (207) 
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7. If you answered YES to Question #6, what was your most significant reason for 
considering application? (or actually applying) PLEASE CHECK ONE. 

(Note: Many respondents selected more than one choice) 

l) Opportunity for an overall agency self-improvement 

effort 
2) Reduction of civi11iability exposure 
3) A plan for the revision of all written policies and procedures 
4) Recognition as a "professional" law enforcement agency 
S) Opportunity to gain increased community support for the 

department 
6) Other 

371 (24) 

12% (8) 
9% (6) 

22% (14) 

9% (6) 
11 % (7) 

8. If you answered NO to Question #6, what was your most significant reason for 
not considering application? (or actually applying) PLEASE CHECK ONE. 

(Note: Many respondents selected more than one choice) 

1) Unaware of or unfamiliar with the Commission on AC('''reditativn 
2) The financial cost of the process 
3) The amount of staff time required to complete the process 
4) No tangible benefits for my agency to become accredited 
5) California is already ill "step ahead" of other states and 

accreditation is unnecessary_ 

6) Other 

11 % (32) 
11% (32) 
12% (37) 
20% (59) 

36s (106) 

10% (29) 

9. The minimum national standards now being published by CALEA are the result 
of three and one-half (3 1/2) years of effort by members of four major law 
enforcement membership organizations [IACP, National Sheriff's Association, the 
Police Executive Research Forum (PERF), and the National Organization of Black Law 
Enforcement Executives (NOBLE)), The cost of the project exceeded $5 million. 
Given these circumstances, do you feel that an individual state accreditation effort 
would be economically and politically feasible? 

YES - 41 % (98) NO - 59~ (143) 
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10. The process of becoming "accredited" involves a formal, self-directed 
evaluation of the agency's activities and the seeking of an independent judgement 
that the agency meets specific standards. At which level can the process of 
accreditation be administered to have the greatest benefit for law enforcement as a 
profession? 

1) The community or county level 
2) The state level 

16% (39) 
69~ (168) 

3) A Regional (Multi-state) level 2% (4) 
4) The National Level 11 % (27) 
5) Other 2% (4) 

11. If the State of California were to adopt a process of accreditation at the state 
level, which agency would you select to administer the process? 

1) Commission on POST 

2) An Independent commission established by law 
enforcement membership organizations within the state 
for the specific purpose of accrediting California law 

80t. (195) 

enforcement agencies 12% (31) 

3) A private organization, consisting of paid professional staff 
outside of law enforcement, and truly independent of any 
law enforcement organizations 3% (9) 

4) Other 5% (12) 

12. If the State of California were to adopt a process of "voluntary" accreditation at 
the state level would you choose to participate? 

YES - 591 (142) 
NO - 31 % (73) 
"MAYBE" - 10% (25) 
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CHART # 12 ACCREDITATION SURVEY RESPONSES 

Most Prevalent Response Distributed by 
Geographical Location and by Agency Size 

QUESTION NUMBER 

RESPONSES 1 alb 2a 2b 2c 2d 2e 3 4 5 6 7 8 9 10 11 12 
---------------- --- - --- -- -- -- - -- -- -- --- --- -- --- --- -- --

BY REGION 

Northern California A A A A 0 D A Y 2 8 N 1 5 N 2 Y 
Central California A A SA D D D A N 2 8 N 4 5 Y 2 Y 
Southern California A 0 A D 0 0 A Y 2 8 N 5 5 N 2 Y 

QUESTION NUMBER 

RESPONSES 1 alb 2a 2b 2c 2d 2e 3 4 5 6 7 8 9 10 11 12 
----------------------------- --- --- --- --- --- --- --- --- --- --- --- --- --- --- --- ---

BY AGENCY SIZE 

1 to 9 A A NO NO NO 0 A N 2 li N iHI 5 N 2 Y 
10 to 24 A 0 A D 0 0 A N 3 8 N 1 5 N 2 Y 
25 to 49 A A A 0 0 D A N 2 8 N 4 5 N 2 1 Y 
50 to 199 A A A A D D A Y 2 8 N 5 N 1 2 Y 
200 to 499 A A A D 0 D A Y 2 + N ++ N 2 Y 
500 to 999 A A D A A D A Y 2 :11 N ## N 4 Y 

1000 Lo 2999 A D SA D D D A Y 2 0 N •• 4 N 2 Y 
3000 and up Only two agencies of this size responded; they cancelled each other out. 

----------------------------- --- --- --- --- --- --- --- --- --- --- --- --- --- --- --- ---

KEY: 

SO '" Strongly Disagree 
D = Disagree 
NO = No Opinion 
A = Agree 
SA = Strongly Agree 
Y = Yes 
N '" No 
A number corresponds to the 
number of the item 
most often selected 
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