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EXECUTIVE SUMMARY 

WHAT WILL BE THE MOST IMPORTANT 
PURPOSES AND PRACTICES 

OF LAW ENFORCE~ENT OFFICER ASSOCIATIONS 
BY THE YEAR 19987 

What will be the most important purposes and practices 
of law enforcement officer associations by the year 1998? 
Will they be more political? will they be more social? 
Will they focus more on policy issues? Are associations 
unions? Is the political influence power of associations 
waning or is it increasing? 

The focus of this study is on law enforcement officer 
associations and identifies, through the use of a 
questionnaire, personal interviews, and nominal group, 
futures scenarios, the most important present and future 
purposes ~nd practices of the associations. Included in 
this study are associations formed to labor negotiate or 
lobby politically on behalf of tne sworn police officer 
membership, active or retired. 

The findings of the study conclude that associations 
will become more active in the areas of officer 
representation related to all aspects of discipline. 
Associations will still have the bread and butter issues 
that they are addressing now - wages and benefits with 
greater efforts at addressing retirement. Associations 
have discovered the need to influence political bodies and 
should they not be successful at the bargaining table, 
efforts will be made to obtain the issue legislatively. 
The efforts at organizing will continue at the local level 
but will also move more towards the state and national 
level. The findings also conclude that activities will not 
be undertaken by the rank and file only but that there will 
be some movement by the middle management and executive 
management ranks. 

The author makes recommendations to the California 
Commission on Peace Officer Standards and Training for the 
creation of a Strategic Planning Group and a Technology 
Review Board. The analysis concludes with a strategic 
plan, an implementation plan, and a transition plan which 
present to the sponsoring agency a vehi~le for the creation 
of the two bodies. The two bodies are comprised of law 
enforcement agency and association leaders and have the 
mission of developing programs and strategies that will 
facilitate managing the profession's future. 
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CHAPTER I 

PROJECT BACKGROUND 

The year is 1998. A battle is looming in the State 

Senate on Senate Bill 432 that restricts police union 

activities. The battle over Senate Bill 432, which is 

considered the IIdeath bill" to the "Peace Officer Bill of 

Rights," is seen 3.S a way to force the Sta te Police 

Officers Association to adopt a "no strike" in its new 

contract. Senate Bill 432 is the result of Senator 

Whitmore's (I-San Diego) efforts to stop police strikes. 

StriKes by the Los Angeles, San Jose, Fresno, M3.der3., and 

San Diego Police Officer Associations in 1993 surprisingly 

were found to be permissible by the ultra conserv3.tive 

United States Supreme Court in its 1996 ruling Fresno 

Police Officer Association vs The Fresno Metropoiitan Law 

Enfo~cement Funding District. Since the ruling, strikes 

have occurred in other cities and counties, and many 

communities fear that police strikes will spread. 

The above scenario describes a possible future. What 

will be the most import3.nt purposes and pr3.ctices of law 

enforcement officer associations by the year 1998? Will 

they be more political? Will they be more social? Will 

they address more issues affecting agency policies? Most 

indicators present a position that labor union's power to 

influence is waning. Are law enforcement officer 

associations unions? Is the influence or political power 

of law enforcement associations waning or is it increasing? 
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A variety of reasons are suggested that attempt to 

explain possible causes why labor union power is 

decre~sing. Three of the more prevalent reasons are: 

automation, world competition, and attractive benefit 

packages being offered by employers to their employees. 

How do these factors impact law enforcement officer 

associations? Are these issues of significant concern to 

the future of law enforcement? 

Kiplinger suggests that the labor power of service 

sgencies who have not found ways to automate themselves may 

not be \vaning. The editors of Kiplinger Forecasts: The 

New Ame r ican Boom s ta te, "Profe ssional associa tions wi 11 

probably follow the example of the National Education 

Association and start acting more like unioQs. Lawyers, 

physicians and other professionals and managers might 

become more militant as job competition grows and their 

social status declines.,,1 Is this true for law 

enforcement agencies ~nd their officer associations? As 

provijers of public safety service, what will their 

political, social, and economic future look like by the 

year 1998? 

The focus of this study is on law enforcement officer 

associations and identifies, through the use of a 

questionnaire, personal interviews and nominal group, the 

most important present and future purposes and practices of 

• 

• 

• 
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the associations. For this study, "purposes and practices II 

was defined as what the associations were organized to do 

for their membership - their reasons for being. 

Included in this study are local law enforcement 

officer associations formed to negotiate and lobby 

politically on behalf of their sworn police officer 

membership, active or retired. The legal relationship 

between these associations and government entities they 

bargain with is located in Chapter 10 of Division 4, Title 

I, California Government Code, Section 3500 et seq., also 

known as the Meyers-Milias Brown Act. Usually local 

government ~odes will also cover the relationship between 

the local government entity and the employee representative 

group (association). These relationships are usually 

spelled out as part of a Memorandum of Understanding (MOU) 

between the government entity and the employee 

representdtive body. 

This study also includes state and national law 

enforcement associations that by virtue of their 

incorporation, constitution, by-laws, policies, and 

practices, act on behalf of law enforcement officers in 

lobbying efforts throughout local, state and federal 

governments. 

In the past, sworn officers in agencies such as the 

Madera County Sheriff's Department, Santa Barbara Police 

Department, Fresno County Sheriff's Department, 
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San Francisco Police Department, and others have 

participated in strikes, in part, because communication 

linKs between the association and agency negotiators broke 

down. The need to develop policy and strategic positions 

that can be adopted for the mutual benefit of the agency, 

employees, and the eventual benefit of the citizens in 

their respective communities is presented by the above 

mentioned examples. The need was also reinforced by the 

personal interviews as well as by the Nominal Group that 

was orought together to identify trends, possible events, 

critical mass, policy considerations and the development of 

a transition plan. 

The results of this study will be of use to law 

enforcement agency executives and association leaders in 

the development of policies and strategies that will lead 

them into mutually beneficial positions, as opposed to 

those envisioned in the earlier scenario. This futures 

study provides examples of policy positions and strategies 

that can be employed in decision making that can lead to 

the desired future state. 

Historical Perspective 

Historically, it has been said that management is the 

best labor organizer. This statement was true in the past 

and from all indications, it is true today. The impact of 

management policies affecting wages, benefits and worKing 

• 

• 

• 
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conditions by far o~tweigh any other factor that would lead 

employees to organize and place themselves in an adversary 

role with their employer. 

In his article, Police Unions: An Historical 

Perspective of Causes and Organizations, Joseph O. Smith 

indicates that organizations and strikes among police 

existed as early as the late 1880's. Smith states, n~s 

early as 1889, the Ithaca, New York, police force, 

consisting of five officers walked off their jobs because 

their pay had been reduced from $12 per week to $9 per 

week.,,2 By 1919, a number of police strikes had taken 

place, most notably in Boston, Massachusetts, and 

Cincinnati, Ohio. 

Prooably tne best known strike occurred in 1919. The 

Boston Social Club, made up of members from the Boston 

Police Department, was formed because the officers were 

outraged at the pay they were receiving, the dirty 

conditions of their station houses, the fact that they had 

to purchase their own uniforms, and that the hours they had 

to work were outrageously long by any standard - 78 to 90 

hour work weeks. The organizing by the officers was in 

violation of a Boston city policy. Management was so 

,outraged tha t officers had organized, tha t they fired the 

Cluo leadership for violating the city policy. This action 

so outraged the rank and file officers that out of 1,544 

sworn compliment of officers, 1,117 went on strike. 
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Recognizing the potential in organizing law 

enforcement, formal labor organizations began to move into 

this yet untapped labor force. The American Federation of 

Labor (AFL) began to charter police locals and by mid 1919, 

the AFL had chartered 37 locals with a combined membership 

of over 4,000 law enforcement officers. 

In 1935, Congress acted and passed the National Labor 

Relations Act (NRLA) which recognized the right of private 

sector employees to organize and engage in collective 

bargaining. This act did not recognize government 

employees at any level, in part, because of the strikes of 

earlier years. During the depression, most people were 

happy just to have a job and it was not until 1962, when 

President John F. Kennedy signed Executive Order 10988, 

that federal employees gained their right to organize. 3 

The strikes resulted in a great public concern for 

safety among the citizenry because of the emotional outcry 

caused by the lack of police protection. Massachusetts 

Governor Calvin Coolidge said of the 1919 Boston strike, 

"There is no right to strike against the public safety by 

anybody, anywhere, anytime," and on the same strike, 

President Woodrow Wilson said, "A strike by policemen of a 

great city, leaving the city at the mercy of a army of 

thugs, is a crime against civilization.,,4 Law 

enforcement officer associations are now prohibited from 

taking labor actions that would jeopardize the safety and 

• 

• 

• 
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security of their community on the belief that police 

protection and service is critical to their community's 

state of health and quality of life. 

Present State 

Today, the Fraternal Order of Police (FOP) is one of 

the largest law enforcement organizations in the nation. 

The Fraternal Order of Police had as its founding purpose a 

social-benefit function as early as 1915 when it formed its 

first lodge. This organization, with membership well over 

100,000 officers organized in lodges across the nation, has 

now moved from the social-benefit function into all facets 

of member legal representation and labor organizing 

including national strategies for developing future growth 

in areas not yet organized. 

States and individual cities vary in their recognition 

of labor organizations that represent public safety 

employees. Some states, such as Colorado and Texas, have 

not yet moved to formally recognize law enforcement 

associations at the bargaining table. These positions have 

not stopped local and state organizing by police officers. 

The organizing levels differ in magnitude from a purely 

social function, with limited membership in a legal defense 

and life insurance benefit program, as I discovered in 

Arvada, Colorado, to an active lobbying, legal, insurance 

and limited negotiation program in Arlington, Texas. 

I 
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California is more organized at both the state and 

local level. However, the level of sophistication varies 

with the size of the agency and, parallel to that, the size 

of the association. As an example, the Los Angeles Police 

Protective League, representing the Los Angeles Police 

Department, has what one would call a full scale program: 

legal representation, discipline representation, social 

events, insurance, retirement representation, legislative 

lobbying at the local, state and, through other combined 

efforts, at the federal level as well. On the other hand, 

tne Santa Barbara Police Officers Association offers, in 

comparison, a much more limited level of service since it 

can not afford the wider programs because of its size. 

Santa Barbara, as have many other smaller associations, has 

been able to provide some of the same services to its 

membership through the pooling of r~sources. This was 

accomplished through membership in state associations such 

as the Peace Officers Research Association of California 

(PORAC), California Organization of Police and Sheriffs 

(COPS), and the Fraternal Order of Police (FOP). 

• 

• 

• 
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CHAPTER II 

FORECASTING THE FUTURE 

The first objective is to factor and study the general 

issue, utilizing futures research methodologies. The 

outcome will be three future scenarios. The general issue 

is stated as follows: WHAT WILL BE THE MOST IMPORTANT 

PURPOSES AND PRACTICES OF LAW ENFORCEMENT OFFICER 

ASSOCIATIONS BY THE YEAR 1998? In reviewing the issue, six 

related issues have been identified from the past: 

A. What reasons arose that lead officers to organize 

law enforcement officer associations? 

B. What performance standards were needed in carrying 

out law enforcement duties as mandated by the 

public, the law, and/or the judicial system? 

C. What ~as the level of wages and benefits and did 

they need improvement? 

D. What Here the working conditions and environment and 

did they need improvement? 

E. Was there a need to educate the public on issues of 

concern to the law enforcement profession? 

F. Was there a need to educate local, state and federal 

legislative bodies on issues of concern to the law 

enforcement profession? 

Are these issues still of concern? The amended Fresno 

Police Officers Association By-Laws state, "OBJECT OF THE 

ASSOCIATION: The primary purposes for which this 

ASSOCIATION is formed are to represent its members in all 

-----,-------------------------------------------------------
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matter relating to employment relations ..• bind its 

members in (a) closer bond of fraternity .•• (and) 

provide sick benefits 115 Additionally, the 

association now provides legal services and psychological 

services to its members and their immediate family. The 

association has also created sports and political action 

committees to work on behalf of the membership. 

In addition to the above past issues, a scanning of the 

literature reveals that the following present related 

issues have arisen: 

A. What is the effect of automation on the working 

conditions and/or environment of the association 

membership? 

B. What is the effect of the civilianization of law 

enforcement functions on association membership? 

C. What new services have been legislatively or 

judicially imposed which have an effect on the 

association membership? 

D. What are the fiscal positions of the government 

entities and their effect Gin the wages, benefits, 

working conditions and/or environment of the 

association membership? 

E. What are the effects of service contracts to private 

enterprise for services historically performed by 

sworn officers? 
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A review of the literature presents a future that 

includes some of the same past and present issues. 

However, a number of emerging issues must also be 

considered because of their potential impact upon our 

possible future. Some of these emerging issues are: 

A. What will be the effect of social program 

decentralization by state and federal governments on 

the wages, benefits, working conditions and/or the 

environment of the association membership? 

B. What effect will the aging population inside and 

outside the association have on the purposes and 

practices of the association? 

C. What effect will the immigration shift have on the 

services demanded from the agencies and the 

association membership? 

D. Will the purposes and practices of the associations 

change as more women and ethnic minorities join law 

enforcement associations and possibly assume 

leadership positions? 

A review of the literature was conducted in order to 

obtain background and base data on past, present and future 

issues. Historical information as well as current articles 

of incorporation, constitutions and by-laws of a number of 

associations were also ~~rt of the review. 

Local and state associations as well as agency 

leadership from jurisdictions in California were personally 

• 

• 
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queried on the issue, trends and probable events, using a 

questionnaire, combined with a personal interview. This 

same process was followed in jurisdictions outside of 

California: Arvada, Colorado; Arlington, Texas; Chicago, 

Illinois; and, Washington, D.C. Some of these 

jurisdictions were selected based on their national 

reputations as strong organized labor and political cities 

while others were randomly selected. 

Questionnaires were developed (see appendices A and B) 

and sent out to association and agency leaders to seek data 

on the most important present and future association 

purposes and practices. Using the questionnaires and the 

responses, individual interviews with these leaders were 

conducted in order to obtain their perspective on the major 

issues, related issues, trends, probable events, policy 

development, implementation and the transition process to 

their desired future. 

With the assistance of the California Peace Officer 

Association, Police Officer Research Association of 

California and the Federal Bureau of Investigation's 

National Academy, the questionnaire received wide 

distribution within California specifically and throughout 

the United States in general. The questionnaire did not 

require personal identity unless an executive summary on 

the completed project was desired. As a result of this, 

some jurisdictions were identified and are listed in 

Appendixes C. 
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Site Visits 

Wnat was learned from the site visits? To some 

jurisdictions the idea of labor organizations organized by 

officers was of no surprise while to others, it was 

blasphemy_ Across the nation, the issues of changing 

fiscal resources was an important concern. The 

decentralizing of federal and state programs was frequently 

cited for the negative fiscal impact on local budgets. 

Changing demographics and the impact this has had on social 

programs was also pointed to as a factor negatively 

impacting local budgets while increasing demands for 

service. California jurisdictions were somewhat different 

in their concern over fiscal resources because of their 

experience with the state voter initiatives that reduced 

local revenues in a number of cities and counties. The 

fear that local government had to carry state and federal 

programs on the backs of local budgets was expressed at 

each of the sites visited. 

One may wonder wha t all of this transla tes to when 

focusing on the topic issue. As a manager looking into the 

issue, I admit that I was surprised at the reasons given by 

a number of association leaders relating to the major 

impact that these fiscal problemR caused tne associations. 

What they identified as major future concerns resulting 

from the fiscal crisis included: lower staffing levels and 

the negative impact, possible safety issues in the field, 

• 

• 

• 
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and personnel burnout. It was readily admitted that some 

officers enjoy the overtime but it was understood that this 

is not always in the best interest of the officer, the 

department and the public. 

The issue of changing fiscal resources and its impact 

on local law enforcement agencies and associations is not 

new to California. However, in recen~ years, local 

government in California has been bombarded with social, 

economic and political changes that, according to agency 

and association leaders, have had a negative effect on the 

agencies, the associations and ultimately on the service 

being provided to the public. Clearly, a message received 

from most of the individuals interviewed in California was 

that the needs being created from rapidly decentralizing 

state and federal government programs, not to mention 

conditions ranging from recession to changing world 

demographics, are compounded by the impact of legislative 

initiatives that make the financing of government a 

volatile situation. This has become a great concern to 

associations as agency leaders and government officials 

translate the fiscal effects into policies that come in 

conflict with the concerns of the associations for the 

welfare, safety, and security of their membership. 

The next major concern that was expressed by both the 

agency and association leaders was the issue of 

representation of personnel in administrative as well as 
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criminal action resulting from the course and scope of 

employment. One agency executive and leader in a state 

association expressed a concern that should matters 

continue in their present course, management will be 

reduced to a figurehead form of management without any real 

authority to lead and administer the agency. He expressed 

a concern that associations were getting more and more 

aggressive in their efforts to influence agency policies. 

Such policies could influence fiscal and management control 

resulting in the chief executive of the agency having 

decreased organization input and control. 

Association leaders, on the other hand, expressed a 

real need for a change in fiscal and personnel poliCies 

that are often abused by management. One association 

leader expressed a very serious concern about tna demands 

being made by the agency head to conduct drug testing of 

all agency officers even without cause. His concern was 

that here in California, where the peace officers have 

their rignts protected legislatively, the issue was being 

forced and that it would be difficult to support in court. 

Clearly, most of the agency and association leaders 

expressed a feeling that today's officers are better 

educated and that the typical response to the command of 

"do as I say because I am the Chief" does not get the same 

response as it did in the past. Almost all agreed that the 

new officers are more inquisitive about reasons and more 

• 

• 

• 
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assertive in exercising their individual rights granted to 

them by civil service, statutes or constitutions. 

The fiscal impact of personnel representation was also 

a major concern to both agency and association leaders. 

Agency leaders expressed a concern that this issue was 

taking a large amount of their time and consuming a large 

amount of resources in people and money. Unexpectedly, 

association leaders expressed the same concern. Some of 

the larger associations have hired attorneys (Los Angeles 

Police Protective League as an example) on a full time 

basis while some of the medium size associations have 

placed attorneys on retainers (Fresno P~lice Officers 

Association). Small associations pool resources through 

state or national associations in order to provide legal 

services requiring attorneys (Santa Barbara, California 

through PORAC; Arlington, Texas through CLEAT; Arvada, 

Colorado tnrough FOP). Association leaders see this as one 

of their major present and future purposes and practices 

while agency leaders see tnis as one of their major present 

and future headaches. 

Another major concern was the aging population and its 

affect on retirement benefits, specifically pension and 

health. Some agencies that were not in state retirement 

systems expressed concern about the long range impact of 

retirees drawing more than w~at was being paid into the 

system. 
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With the move toward civilianization of services and a • decrease in agency growth, individuals expressed a concern 

that we may reach a point where we will have as many or 

more officers in retirement drawing pensions than we have 

active duty officers paying into the retirement systems. 

Association leaders reported the aging issue as a problem 

because of the increasing medical costs that are incurred 

by individuals when they need medical service the most. 

Some agency and association leaders expressed their concern 

as older officers stayed in the field longer and the impact 

this could have on the safety and health of the older 

officer, otner officers in the field, and the public in 

general. A number of leaders expressed the feeling that 

more work needed to be done to address this issue before it • reached crisis proportions either, administratively or in 

the courts. 

The final major issue was relative to politics and the 

need for association involvement. Association leaders 

expressed a need to address issues before political 

solutions were needed. However, they clearly understood 

that some solutions required clout and they were not shy in 

becoming politically involved. Lobbying efforts were being 

undertaken at the local, state and federal levels oy 

associaticns of all sizes - including police management 

associations. Examples of recent lobbying efforts include 

the following: 

• 



• 

• 

• 

18 

Twelve laws were signed by the Governor in 1987 
that were initiated by PORAC. Laws covering a vast 
r~nge of issues from penalties on drug dealing, to 
retirement benefits, to peace officer training 
issues.o 

I am happy to report tnat the Grand Lodge has 
formulated ~ plan to be the bargaining agent for 
federal employees. Several federal lodges across the 
country, including one fn California, have already 
accepted this proposal. 

Although Mandatory Medicare coverage for'all 
state and local government employees was proposed in 
both the House and Senate during the last session of 
Congress as a revenue raising measure, vigorous 
lobbying efforts by NAPO (National Association of 
Police Organizations) and other allied public employee 
and employer organizations succeededain persuading 
Congress to reject such an approach. 

However, you may feel personally about the 
individual candidates, review in your own ~ind if you 
wish them to be responsible for making those decisions 
relative to the job securi~y associateg with your 
position as a San Jose Police Officer. 

The issue of politics was probably more in conflict 

with agency leaders than with the leadership of 

associations, including management associations. The 

president of a major police management association 

expressed dismay that his colleagues did not want to become 

IIpoliticians." He explained that they were politicians 

every day of their professional lives in dealing with their 

councils, associations and other community organizations. 

Yet when it came to political involvement toward issues 

that affected their ability to manage their agencies, they 

did not want to become "political." 

Tne level of political sophistication by law 

enforcement officer associations across the country was 
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varied as well. Of tne sites visited, Arvada, Colorado, 

was the least involved in politics. Chicago, Illinois and 

Washington, D. C. were by far the most sophistic~ted. 

Chicago was selected as a site visit because of its 

national political and union reputation. Chicago police 

officers did not have a formal association that was 

recognized by the city until 1980. However, since 1980, 

the Chicago Fraternal Order of Police Lodge No. 7 has 

established a full service employee organization, is 

considering hiring full time attorneYs, has had the 

Illinois state legislature identify the FOP as the 

bargaining unit for the Chicago Police Department. Also, a 

retirement system was established Where they were 

individually separated out from the rest of the state by an 

amendment to tne Illinois constitution. 

Finally, as part of their current contract, they were 

also able to get a Dispute Resolution Board for items not 

agreed upon at the end of negotiations. The findings of 

the Board can only be rejected by a majority of the Chicago 

50 Member City Council. 10 These accomplishments are 

quite remarkable considering the time frames involved. 

The Questionnaire 

In an effort to obtain a perspective on present and 

future purposes and practices, a questionnaire was 

developed. The questionnaire contained a series of 

• 

• 
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items developed to solicit responses on present issues as 

well as issues that the respondent sees as most important 

five years and ten years into the future. rhe 

questionnaire was sent to all sites visited and completed 

either before or after the site visit. The California 

Peace Officers Association (CPOA) and the Peace Officers' 

Research Association of California (PORAC) assisted in a 

limited distribution to their respective membership within 

C~lifornia. Additionally, the Federal Bureau of 

Investigation's National Academy agreed to have their class 

in session (January, 1988) complete the questionnaire. 

A total of 386 questionnaires were distributed 

throughout the country (including California) and 244 were 

returned (62.56%). Three questionnaires that were returned 

were not completed because the individuals that received 

them were employed by the military or private industry and 

they felt the issues did not apply to them. A total of 235 

questionnaires were distributed outside of California and 

158 were returned (67.23%). In California, 151 

questionnaires were distributed and 86 were returned 

(56.95~). A number of questionnaires were returned with 

some questions not addressed. 

In responding to the issue of political involvement, 

there appears to be a general belief that associations 

should become politically involved. California respondents 

indicated a belief in more involvement at all three levels 
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compared to the rest of the nation. Outside of California, 

the vote was split as to whether or not they should become 

involved at the local level, incressing in the belief that 

they should be involved at the state level, and decreasing 

when addressing the federal level. This belief was also 

communicated in the personal interviews because individuals 

felt that they could not be very effective in influencing 

federal political positions and, therefore, the money was 

better spent at the local snd state levels. The 

sssociations outside of California felt that they could be 

more successful in the state political arena than they 

could at the local arena. Some attribute this to a basic 

perception that the right to organize has not yet oeen 

addressed by state statutes. 

TABLE 1 

QUESTION NO.1: DO YOU BELIEVE THAT THE ASSOCIATION SHOULD 
GET INVOLVED IN 

-LOCAl. POLITICS? 
YES 
NO 

scrA'rE POLITICS? 
YES 
NO 

FEDERAl. POLITICS? 
YES 
NO 

CALIFORNIA 
50 
34 

CALIFORNIA 
62 
19 

CALIFORNIA 
45 
35 

OTHER STATES 
76 
76 

OTHER STATES 
83 
62 

OTHER STATES 
65 
77 

TOTAL 
126 
110 

TOTAL 
145 

81 
TOTAL 

110 
112 

Questions No.2 through No.5 addressed association as 

well as personal involvement in politics, including 

economic contributions to political activities. The 

questions are generalized in the figures below (for 

• 

• 
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complete question language, see the questionnair2s in 

appendices A and B). 

TA.BLE 2 

QUESTION NO.2: ASSOCIATION HAVE A PAC? 

YES 
NO 
'ro'r AL RESPONSES 

CALIFORNIA 
49 (59.04%) 
34 (40.96%) 
83 

OTHER STATES TOTAL 
58 ( 37 . 91 %) 7-:1 0:::-':7;..:.:.:rC 4";"';:5"--. ~3 4~io7"":')-
95 (62.09%) 129 (54.66%) 

153 236 

QUESTION NO.3: DO YOU GIVE TO POLITICAL GROUPS OR 
CANDIDATES? 

YES 
NO 
TOfr AL KESPONSE:S 

CALIFORNIA 
48 (57.14%) 
36 (42.86%) 
84 

orHER s'r ATES 
45 l29.0316) 

110 (70.97,10) 
155 

TOTAL 
93 (j8.9h6) 

140 (61.09%) 
239 

QUESTION NO.4: DO YOU GIVE TO YOUR ASSOCIATION PAC? 

CALIFORNIA OTHER STATES TOTAL 
YES 32 (47.06%) 31 (23.31%) 63 (51.34%) 
NO 36 (52.94%) 102 (76.69%) 138 (68.66%) 
~T~0=T_AL __ R_E_S_P_O_N_S_E_S ____ 6~8 ________ , ___ ~13~3~ __________ 201 ______ __ 

QUEs'rION NO.5: SHOULD YOUR ASSOCIATION FORM A PAC IF IT 
DOES NOT HAVE ONE? 

CALIFORNIA OTHER STATES TOTAL 
YES 16 (34.78%) 65 (49.62%) 81 ~(4~5"--.~76~%~) 
NO 30 (65.22%) 66 (50.38%) 96 (54.24%) 
TOTAL RESPONSES 46 131 177 

----------,--~~---------~~---------

Within California, more associatioas have PA.Cs than 

their counterparts outside of California. Of the total 

number of respondents to this question (236), including 

California, 129 (54.66%) indicated that their association 

did not have a PAC compared to 107 (45.33) who stated that 

they did. when California responses were excluded from the 

results, those respondents outside of California who said 

their association did not have a PAC (95) may be considered 
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a significant change (62.09%) compared to those that did, 

58 (37.90%). California on the other hand, was a different 

picture. Is it because California is different? Is this a 

sign of things to come for the profession? California has 

been long considered a trend setter. Of the 83 California 

leaders that responded to this question, 49 said their 

association had a PAC (59.03%) compared to 34 who said 

their association did not (40.96%). 

The biggest shift occurs in Question No.5 which asks 

whether sssociations should form political action 

committees if they do not have one already in place. 

California moves into an opposite shift while the rest of 

the nation nearly splits even. Of the 46 California 

respondents, 16 (34.78~) said they believed that their 

association should form one compared to 30 (65.22%) who 

believed that they should not - almost twice the number. 

Of the 131 responders from outside of California, 65 

(49.62%) believe that their associations should form a PAC 

while 66 (50.38%) believed that they should not. One could 

project that this represents a shift in the locations 

outside of California because of the move into an even 

split compared to the much more significant differences in 

the previous responses. 

'rhe pnilosophy of "making your future happen" is 

applicable to the political arena as well. An assumption 

must be made that in order to implement political change, 

• 

• 
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one must have tha political support of the politicians as 

well as that of the public. In the event that politicians 

do not care to listen to associations directly, one can 

still hope to affect the desired change by circumventing 

the elected politicians through the voter initiative 

process and taking the issue directly to the voting public. 

Question No.6 focused on the present and future 

political support that associations either have or hope to 

have with the public and politicians. The first part 

(Table No.3) focused on the public. 

TABLE 3 

~UESTION NO.6: WHAT IS THE POLITICAL SUPPORT THAT THE 
ASSOCIATION HAS NOW, 1988, OR SHOULD HA~E 
BY 1993 AND BY 1998, IN YOUR COMMUNI~Y 
NI'TH THE PUBLIC? 

CALIFORNIA 1988 1993 
VERY FRIENDLY --r3 ~ 
FRIENDLY 30 36 
WARM 27 15 
COOL 10 8 
COLD 0 0 
HATE US 0 0 
TOTAL RESPON.~S~ES~ __ ~8~0~ __________ ~8~1~ _______ _ 

1998 
-30 

29 
10 

7 
4 
1 

81 ___ _ 

OTHER STATES 1988 1993 1998 
VERY FRIENDLY -15 -15 ~ 
FRIENDLY 45 63 55 
WARM 52 41 28 
COOL 25 17 1? 
COLD 6 4 9 
HATE US 2 1 2 
'TOTAL RESP,...;;O.:..;N..;;..SE;;:,:S~_~1...:..45~__ 141 138 

TOTAL 1988 1993 1998 
VERY FRIENDLY 28 - 37 --s7 
FRIE~DLY 75 99 84 
WARM 79 56 38 
COOL 35 25 24 
COLD 6 4 13 
HATE US 2 1 3 
TOTAL RESPONSE~S __ ~2~2~5~ __________ =2?~2~ ________ ~2~1~9 ______ ___ 
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The question posed was in te~ms of now, five years from 

now, and ten years from now. For each of the three time 

fr~mes, it also asked the respondent to address what, in 

their opinion, was the present state as well as a desi~ed 

state of support. The state of support ranged from lIhate 

us ll to "very friendly." 

California and othe~ respondenGs believe that 

associations now enjoy good public support. The largest 

number of supporters a~e in the Il warm " to "very friendly" 

r3.nge. 

A small shift in public support is expected five years 

from now. It is expected to move into the "warm ll to livery 

friendlyll categories. This is expected to be the pattern 

nationally, including California. 

It is interesting to note a shift toward the IIcold ll and 

II ha te us" ca tegories by the tenth year. The numbers 

continue to grow in the "very friendly" category, both. in 

California as well as in the rest of the nation. However, 

cur~ently the California figures do not indicate any 

responses in the "cold" and IIhate us" categories. By 1998, 

these two areas show 4 and 1 respectively. In the other 

states, these categories also indicate an increase by 

1993. As a total, the numbers go f~om six and two 

presently in the IIcold" and "hate us" categories 

respectively, to thirteen and three by 1998. 

• 

• 

• 
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Table No.4 represents the second section of Question 

No. 6 which focuses on the perception of support by the 

politicians. 

TABLE 4 

QUESTION NO.6: WHAT IS THE POLITICAL SUPPORT THAT THE 
ASSOCIATION HAS NOW, 1988, OR SHOULD HAVE 
BY 1993 AND BY 1998, IN YOUR COMMUNITY 
WITH THE POLITICIANS? 

CALIFORNIA 1988 1993 1998 
VERY FRIENDLY 13 -W --n 
FRIENDLY 31 33 31 
itlARM 23 17 16 
COOL 10 10 7 
COLD 4 1 2 
HA'TE US 0 0 1 
TOTAL RESPONSES 81 81 81 

OTHER STA'rES 1988 1993 1998 
VERY FRIENDLY --9 --8 -n 
FRIENDLY 39 49 52 
itlARM 37 42 36 
COOL 40 30 25 
COLD 16 9 9 
HAirE US 2 2 4 
TOTAL RESPONSES 143 140 137 

TOTAL 1988 1993 1998 
VERY FRIENDLY ~ ~ ~ 
FRIENDLY 70 82 83 
WARM 60 59 52 
COOL 50 40 32 
COLD 20 10 1 1 
HATE US 2 2 5 
TOTAL RESPONSES 224 221 218 

The California responses appear to reflect the more 

sophisticated involvement by law enforcement offiCer 

associations. This can probably be attributed to a more 

r~cent realization that politics are a necessary evil in 
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the ability to manage agencies and in the ability to 

improve the quality of life and work environment of the 

membership. 

The perception of California is mostly in the Ilwarm" to 

"very friendly" categories - of the 81 responses, 67 

(82.72%) are in this range while only 14 (17.28%) are in 

the "cool" to "hate us" range. The responses from outside 

of California paint a different picture. Of the 143 

responses, 85 (59.44%) are in the "warm" to "very friendly" 

range while 53 (40.50%) are in the Ilcool" to "nate us" 

categories. 

By 1993, a slight national shift occurs towards the 

Ilwarm lf to flvery friendlylf categories. California shifted 

slightly from 82.72% to 36.42~ while the responses outside 

of California reflects a more significant change from 

59.44% to 70.72%. 

The total responses continue to show the shift toward 

the Ifwarm" to "very friendly" categories ftlithin ten years. 

California shifted slightly from 82.72% in tne present to 

86.42% by 1993 and again slightly upwards to 87.65% by 

1998. The responses outside of California also continued 

to indicate a more significant change. The shift for the 

same categories started at 59.44% in the present to a 

significant upward change of 70.72% by 1993. The shift in 

the same categories continued upward and moved to 77.98% by 

1998. 

• 

• 

• 
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Question No.7 focused on the perceived level of 

influence that sssociations have now and the level of 

influence that is expected in five snd ten years. The 

question focuses on influence at three government levels: 

local, state and federal. The question requests that the 

perceived level of influence be within a specific range 

that moves from "nonexistent" to "powerful." Our first 

focus, Tsble No.5, will be on local government. 

QUESTION NO.7: 

CALIFORNIA 
NONEXISTENT 
VERY WEAK 
'NEAt< 
OK 
S'rRONG 
VERY S'TRONG 
PJI'lERFUL 
TOTAL RESPONSES 

OTHER STATES 
NONEXISTENT 
VERY WEAK 
WEAK 
Ot< 
STRONG 
VERY STRONG 
POWERFUL 
TO'TAL RESPONSES 

TOTAL 
NONEXISTENT 
VERY WEAK 
'NEAK 
JK 
STRONG 
VERY STRONG 
POwERFUL 
TO'TAL RESPONSES 

TABLE 5 

WHAT IS THE ASSOCIATION'S LEVEL OF 
INFLUENCE IN LOCAL POLITICS NOW, 1988, AND 
WHAT WILL IT BE BY 1993 AND 1998? 

1988 1993 1998 - -8 8----=m 
11 6 6 
16 13 4 
13 11 13 
21 22 20 
6 13 10 
4 8 18 

79 81 81 

1988 
- 28 

21 
38 
33 
13 

7 
2 

147 

1988 
~ 

32 
54 
51 
34 
13 

6 
226 

1993 
15 

11 
15 
48 
41 

7 
2 

139 

1993 
23 
17 
28 
59 
63 
20 
10 

220 

1998 
1"7 

8 
14 
39 
30 
25 

4 
137 

1998 
---rzr 

14 
18 
52 
50 
35 
22 

218 
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California responses appear to present a much more 

receptive comfort zone relative to political influence at 

the local level. Of ~ne 79 responses, 44 (55.70%) 

indicated that their level of influence was in the "OK" to 

"powerful ll range while 35 (44.30%) felt their level of 

influence ranged from "weak" to "nonexistent." For the 

same degrees of influence, out of the 147 responses from 

outside of California, only 60 (40.82%) responded that 

their level of influence was in the "OK" to "powerful" 

range while 87 (59.18%) felt their level of influence 

ranged from "weak" to "nonexistent." 

By 1993, there appears to be a small shift in 

California and a significant shift outside of California. 

The shift is from "nonexistent" influence to a more 

• 

"powerful" influence. Of U,e 81 California responses, 54 • 

(66.67%) indicated that their level of influence was in the 

"OK" to "powerful" range while 27 (33.33;10 felt their level 

of influence ranged from "weaK" to "nonexistent". For the 

same degrees of influence, out of the 139 responses from 

outside of California, the numbers increased to 98 (70.50%) 

responding that their level of influence was in the "OK" to 

"powerful" range while 41 (29.50%) felt their level of 

influence ranged from "weak" to "nonexistent". 

By 1998, there appears to be a continued small shift in 

California and outside of California. The shift is still 

from "nonexistent" influence to a more "powerful" 

• 
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influence. Of the 81 California responses, 61 (75.31~) 

indicated that t!.~ir level of influence was in the "OK" to 

"powerful" range while 20 (24.69%) felt their level of 

influence ranged from "weak" to "nonexisting". On the 

other hand, for the same degrees of influence, out of the 

137 responses from outside of California~ the numbers 

increased to 98 (71.53%) responding that their level of 

influence was in the "OK" to "powerful" range while 39 

(28.47%) felt their level of influence ranged from "weaK" 

to "nonexistent", 

~hen the numbers are combined in total, for the nation 

today, out of 226 responses, only 104 (46.02%) perceive 

tneir influence from. "OK" to "powerful ll while 122 (53.98;{6) 

perceive theirs to range from "weak" to "nonexistent." By 

1998 it appears that tnere will be a significant snift. 

Out of 218 responses, 159 (72.94%) perceive that the 

influence will range from "OK" to "powerful." 'rhe number 

of those who pe rce i ve the influence to be "weak" to 

"nonexistent" by 1998 will drop to 27.06%, a difference in 

both categories of 26.92%. 

The next section of Question No.7 focuses on state 

influence. During the personal interviews, this area was 

listed as one of major concern. This area was perceived as 

needing more attention because of a feeling that a number 

of issues were not being addressed at the local level, such 

~s minimum staffing, binding arbitration and others. 
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Table No.6 presents the figures relative to the 

perceived influence in state politics. 

TABLE 6 

QUESTION NO.7: wHAT IS THE ASSOCIATION'S LEVEL OF 
INrLUENCE IN STATE POLITICS NOW, 1988, AND 
wHAT WILL IT BE BY 1993 AND BY 1998? 

CALIFORNIA 1988 1993 1998 
NONEXISTENT 13 -W -W 
VERY wEAK 14 9 8 
'I'lEAK 6 5 5 
OK 17 10 8 
S'fRONG 22 28 24 
VERY STRONG 7 11 10 
POWERrUL 0 8 15 
TO'TAL Rt!:SPONSES 79 81 80 

OTHER STATES 1988 1993 1998 
NONEXISTE:NT 39 ~ -21 
VERY WEAK 11 11 7 
wEAK 30 13 12 
OK 33 44 35 
STRONG 26 36 36 
VERY STRONG 7 11 18 
POWERrUL 1 3 7 
TO'rAL RESPONSES 147 138 136 

'TOTAL 1988 1993 1998 
NONEXISTENT -sz ~ --yr 
VERY wEAK 25 20 15 
'IiEAK 36 18 17 
OK 50 54 43 
STRONG 48 64 60 
VER Y S'TRONG 14 22 28 
POwERFUL 1 11 22 
TOTAL RESPONSES 226 219 216 

In reviewing the responses for this section, a majority 

of the responses indicate that their influence with sta te 

legislators does, in fact, fall in a good area of 

influence, at least in California. Of the 79 California 

responses, 46 (58.23%) indicated that their level of 

• 
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influence Vias in the "OK" to "powerful" range while 33 

(41.77%) felt their level of influence ranged from "yleak" 

to "nonexistent". For the same degrees of influence, out 

of the 147 responses from outside of California, 67 

(45.58%) responded that their level of influence was in the 

"OX" to "powerful" r'3.nge while 80 (54.42%) felt their level 

of influence ranged from "weak" to "nonexistent." 

By 1993, there appears to be a small shift in 

California and '3. significant shift outside of California. 

The shift is from "nonexistent" influence to a more 

"powerful" influence. Of the 81 California responses, 57 

(70.37%) indicated that their level of influence was in the 

"OK" to "powerful" range while 24 (29.63%) felt their level 

of influence ranged from "weak" to "nonexistent." For the 

same degrees of influence, out of the 138 responses from 

outside of California, the numbers increased to 94 (68.12%) 

responding that their level of influence was in the "OK" to 

"powerful" range, while 41 (31.88~6) felt their level of 

infl uence ranged from "'tleak" to II nonex i s ten t. II 

By 1998, in the nation as a whole, we appear to have 

continued growth, but at a slower rate, in the shift toward 

the IIOKII to IIpowerful" range. Of the 80 California 

responses, 57 (71.25%) indicated that their level of 

influence was in the "OKII to "powerful ll range while 23 

(28.75%) felt their level of influence ranged from "weak ll 

to IInonexistent." This compares to 58.23% who indicated 
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that for now their level of influence was in the !10K" to 

"powerful" range and 70.37% who indicated the level of 

influence at the five year mark in the same range (58.23% 

now, 70.37% by 1993, 71.25% by 1998). 

For the same degrees of influence, out of the 136 

responses from outside of California, the numbers increased 

to 96 (70.59%) responding that their level of influence was 

in the "OK" to "powerful" range while 40 (29.41%) felt 

their level of influence ranged from "weak" to 

nonexistent." Loo){ing at the total numbers, presently, the 

level of influence in the IIOKII to "powerful" range is at 

50%. By 1998 the total growth in the shift has increased 

to 70.83%. 

As mentioned earlier, a number of issueg that 

management normally identifies as local control issues are 

being taken to the state legislature, i.e., minimum 

staffing, binding arbitration, etc. The issues of present 

and future medical costs, as well as the funding of local 

government, have generated great concerns that some feel 

local government cannot effectively address. For this 

reason, one sees a greater emphasis on state lobbying 

efforts. 

Coalitions have been formed in California by CPOA and 

PORAC in an effort to lobby the state legislature on 

mutually beneficial legislation. In addition, regional 

organizations such as the Southern California Alliance of 

• 

• 

• 
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Law Enforcement (SCALE) and the California Coalition of Law 

Enforcement Association (CCLEA) have also been developed to 

exclusively lobby on behalf of member associations. 

The same concerns exist outside of California. In 

Texas, the Combined Law Enforcement Associations (CLEAT) 

has been created to lobby the Texas legislature on the same 

issues. In their particular case, they are still 

struggling with some basic issues such as recognition of 

organized law enforcement labor and officers' bill of 

rights. However, the strategy of impacting local issues 

through state legislative action is also being carried out 

by these other state associations. As stated by John 

Burpo, Labor Relations Consultant: 

Since CLEAT's inception in 1976, the statewide 
police organization has fought both in the Texas 
Legislature and at the local level to improve upon the 
job right of Texas peace officers. There are many 
deficiencies in the Dallas police personnel system that 
are in great need of change. Most of these changes 
must be accomplished at the state level through 
legislative enactments and then implemente~1into the 
Dallas Police Department Administratively. 

In other parts of the country, organizing at state and 

regional levels is also being accomplished by larger 

organizations, such as the Fraternal Order of Police. 

National law enforcement labor conferences are bringing 

together representatives from allover the country to share 

ideas and develop strategies that will be implemented 

across the country. The FOP conducted its national 

conference in Mobile, Alabama tnis past year. As indicated 
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by Carl Olson, Vice-President of the California FOP, "If it 

is interesting to hear different points of view at the 

st~te level, then imagine what it's like to have 42 states 

in attendance.,,12 The significance in this statement is 

the number of states that have organizations receiving 

input from law enforcement labor organizations from other 

states. We do not live in a vacuum. 

The level of communication that occurs for joint 

strategies toward a common goal by law enforcement 

associations is tremendous. One needs to De concerned 

about the number of law enforcement agencies that do not 

even have a policy towarj their officer associ~tion let 

alone the development of a management wide strategy toward 

organized law enforcement labor. Peter Drucker has said of 

managers and their policies towards labor: 

They have left the initiative to the union. They 
have usually not even known what to expect in the way 
of union demands. They have, by and large, not known 
what the un~on is, how it behaves and why it behaves as 
it does. When first told that certain union demands 
are aboy~ to be made, the typical management refuses to 
listen. 

The next portion of Question No.7 focuses on the level 

of influence associations have at the federal level. 

During the personal interviews, this area was also listed 

as one of major concern. The concerns of decentralizing 

federal programs and the impact that it nas on local 

government financing was another of the major issues. 

Those interviewed also felt that this area was one that 

• 

• 
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could have far reaching impact but one that would be 

extremely difficult to influence because of the wide 

constituency of federal politicians. 

One of the problems mentioned was identifying the 

"organization" that spoke for law enforcement. Issues 

affecting management and rank and file sometimes were not 

addressed because of the mixed messages that the various 

organizations moved forward to federal legislators. In an 

effort to impact federal legislation that affects local, 

state and federal law enforcement, coalitions have been 

formed to provide sufficient resources for lobbying 

efforts and for providing a unified voice that speaks for 

law enforcement. 

Another concern was the numbers tha~ are represented by 

the various associations. In general, the membership 

numbers that can be translated to votes are not sufficient 

to move federal legislators unless it is an emotional issue 

of national concern. In my interview with Mr. Jerry 

Vaughn, Executive Director, International Association of 

Chiefs of Police, he stated that the AFL-CIO can deliver 

over one million votes and hundreds of thousands of dollars 

on a given union issue that is critical to them. In 

comparison, law enforcement can only deliver between 

100,000 and 200,000 votes and very little money. 
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The next section focuses on the influence at the 

federal level. 

TABLE 7 

QUESTION NO.7: WHAT IS THE ASSOCIATION'S LEVEL OF 
INFLUENCE IN fEDERAL POLITICS NOW, 1988, 
AND WHAT WILL IT BE BY 1993 AND BY 1998? 

CALIFORNIA 1988 1993 1998 
NONEXISTEN'r 32 -19 ~ 
VERY WEAK 11 12 9 
WEAK 14 7 7 
OK 16 16 9 
S'rRONG 3 14 17 
VERY STRONG 0 4 6 
POWERFUL 0 3 5 
TOTAL rtES.::..P..:..0:.;..NS..:..E~S.:..-_--.:7-.,;6___ 75 74 

OTHER STATES 1988 1993 1998 
NONEXISTENT --04 ~2 ~ 
VERY WEAl< 15 11 8 
wEAK 32 2'1 21 
OK 24 29 27 
s'rR01'JG 6 27 24 
VERY S'TRONG 3 ;1 9 
POWERFUL 0 . 1 2 
'~rO~T~A~L~~~E~S~P~O~NS~E~"S~ __ ~1~4~4 __________ ~1~34 ________ ~1~3~3 ______ __ 

TOTAL 1988 1993 1998 
NONEXISTENT ---ge) ~ ~ 
VERY WEAK 26 23 17 
'tlEAK 46 28 28 
OK 40 45 36 
STRONG 9 41 41 
VERY S'rRONG 3 7 15 
POWE:RFUL 0 4 7 
~T~OT~A~L~R~E~S~P~O~N~S~ES~ __ ~2~?~O~ ________ ~2~O~9 , ________ ~2~O~7 ______ __ 

Table 7 reflects a perception of low influence on 

federal legislators. Of the 76 responses from California, 

57 (75%) perceived their level of influence to be in the 

"weak" to "nonexistent" r9.nge. Out of the 144 responses 

from outside of California, 111 (77.08 %) perceived their 

• 

• 

• 



• 

• 

• 

38 

influence in the same range. Across the nation, less than 

a quarter of the individuals that responded felt that their 

level of influence at the federal level was in the "OK" to 

"powerful" range and, as indicated in Table 7, most of 

these responses were in the "OK" category. If you remove 

the "OK" category, only 5.45% of the total responses showed 

a "strong" to "powerful" position. 

By 1993, the level of influence at the federal level 

starts to move into the "OK" 'co "powerful" range. 'rhis 

desire may be a payoff on the investment being made today 

through the creation of the coalitions. The concentrated 

efforts of associations to impact the federal issues that 

significantly impact local and state government negatively 

may payoff by then. Of the California responses that 

address 1993, 50.67% perceive their influence level to be 

in the "OK" to "powerful ll range compared to the present 

level of 25%. Of the responses from other states that 

address 1993, 44.78% perceive themselves to be in the same 

"OK" to "powerful" range compared to the present level of 

22.92%. Here again, a large number of the responses are in 

the "OK" category but we do start to see movement into the 

"strong" to "powerful" categories. 

By 1998, the level of influence at the federal level 

starts downward from the "OK" to "powerful" range. Of the 

California responses that address 1998, 50% perceive their 

influence level to be in the "OK" to "powerful ll range 



39 

compared to the 1993 level of 50.67%. Of the responses 

from other states that address 1998, 46.62% perceive 

themselves to be in the same "OK" to "powerful" range 

compared to tne 1993 'level of 44.78%. Not much of a shift 

downward but still ~ snift. 

Mr. Vaughn spoke to the issues that may increase our 

awareness to influence federal legislators. Today's 

agencies must manage their future. Out society is highly 

mobile. We can not think of ourselves only but must think 

in ter~s of ~ glooal economy and global criminality. 

Chiefs need to work together and information and 

communic~tion networks must be established which enhance 

national and international sharing of information. 14 

According to Mr. Vaughn, number of issues are emerging 

at the federal level tnat will nave a significant impact at 

the local level: pension revision; taxation changes; a 

reduction in appropriations for local assistance; plastic 

gun legislation; prison reform and prison funding; and, the 

public safety officer death benefits. The federal level 

lobbying efforts must work and speak together and they must 

be combined between management and rank and file. Law 

enforcement must make a quantum leap and become more 

proactive in its political involvement if it is going to be 

successful in managing its future. 15 

• 
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Question No.8 asks the respondents to identify their 

rank. The intent of the question was to obtain a rank 

profile of respondents. As one can see from Table No.8, 

responses were received from all ranks in law enforcement. 

TABLE 8 

QUESTION NO.8: WHAT IS YOUR RANK? 

CALIFORNIA 
CHIEF/SHERIFF/DIRECTOR- 11 

8EP CHIEF/UNDERSHERIFF 2 
APT/CMDR!INSPECTOR 16 

LIEUTENANT 19 
SERGEANT 7 
OFF/DEP/DET/CORPORAL 18 
OTHER/CIVILIAN IN L.E. 3 
TOTAL RESPONSES 76 

OTHER STATES 
30 
12 
37 
42 
26 
10 

1 
158 

A number of middle managers are leaders of 

TOTAL 
41 
14 
53 
61 
33 
28 

4 
234 

associations. For example, George Aliano, President of the 

Los Angeles Police Protective League is a Lieutenant witn 

the Los Angeles Police Department. A number of Chiefs and 

association leaders indicated that a number of middle 

managers are becoming more active in associations. These 

same individuals felt that it is possible that, in the 

foreseeable future, they will organize into their own 

representative association. One possible future proposes 

that as a result of the regionalization that has been 

undertaken by the California Peace Officers Association, 

middle managers will become the moving force of CPOA and 

eventually take it over. Such a future proposes that 

PORAC, FOP and COPS would represent rank and file, CPO A 
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would represent middle managers and California Chiefs of 

Police and California Sheriffs would represent the chief 

executives. 

Question No.9 (Table 9) aSKS the respondents to 

identify the Kind of agency they work for. 

'fABLE 9 

QUESTION NO.9: WHAT KIND OF AGENCY DO YOU WORK FOR? 

CALIFORNIA OTHER STATES 'fOTAL 
CITY 50 101 1::>1 
COUN'ry 22 30 52 
s'rA'rE 10 19 29 
fEDERAL 0 4 4 
SPECIAL DISTRICT 1 3 4 
TOTAL RESPONSES 83 157 240 

Question No. 10 (T:3.ble No. 10) is an attempt to 

identify the level of computer use in an agency. A 

hypothesis proposed by Kiplinger Editors is that the level 

of automation that occurs in a private industry 

organization may be a determining factor on the level of 

labor power within that organization. 16 

TABLE 10 

QUESTION NO. 10: DOES YOUR AGENCY USE COMPUTERS IN 

DISPATCH? 
YES 
NO 

TOTAL RESPONSES 
RECORDS? 

CALIFORNIA 

69 (84.15:%) 
13 (15.85%) 
82 

YES 77 (92.77%) 
NO 6 ( 7.23fo) 

TOTAL RESPONSES 83 
CARS? 

YES 28 (35.44%) 
NO 51 (64.56%) 

TOTAL RESPONSES 79 
OFFICES? 

YES 79 (94.05%) 
NO 5 ( 5.95~) 

'r_O_'r_A_L_R_E_SP_O_N_S_E_S ___ 84 

OTHER STATES TOTAL ------------
112 (72.2616) 

43 (27.74%) 
155 

136 (87.18;6) 
20 (12.82%) 

156 

35 (24.31%) 
109 (43.08%) 
144 

128 (83.12%) 
26 (16.88%) 

154 

181 (76.37%) 
56 (23.63%) 

237 

213 (89.12%) 
26 (10.88%) 

239 

63 (28.25%) 
160 (71.75%) 
223 

207 (86.97%) 
31 (13.03%) 

238 

• 

• 
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The figures indicate that public agency leaders, as 

well as their employee's labor organizations, may operate 

in a different mode. As one can see from the numbers in 

Table 25, California agencies use computers in all facets 

of tneir operation. California leads the nation in 

automation usage not only in headquarters operations, but 

also in the vehicles used by the officers. The City of 

Fresno, as an example has been using mobile digital 

terminals in the cars for over 13 years. From the 

responses, it appears that California leads the nation in 

its labor and, in perception, also in political influence. 

It is noc suggested that the power that Kiplinger 

8ditors report that influence private industry is the same 

as the one mentioned in this law enforcement analysis. 

Although it is questionable as to its ultimate impact, the 

forces of labor in private industry have the ability to 

bankrupt a business. In the public sector, and 

specifically in law enforcement, there are legal parameters 

and raillifications on the power that is exercised by labor 

organizations. 

Public employees, by virtue of their demands, can 

create such financial conditions that the public at large 

refuses to tolerate them. The demands usually gets 

translated into tax increases or service cuts. When those 

conditions are created, the bottom line has been reached in 
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the public sector and is reflected by voter initiatives 

that place controls on tax increases as experienced in 

California by the passing of Proposition 13. The public 

outcry is usually that agencies are top heavy or may be 

mismanaged organizations. Personnel cuts that are made are 

directed at the middle management level and below. Middle 

management has been the focus of attention when issues like 

this develop. The only alternative is to cut lower ranks 

which provide the direct service. These types of cuts are 

usually unacceptable to the public or the politicians that 

have the authority to make the cuts. lhis may explain why 

middle managers are themselves becoming more involved in 

labor organizing, for the sake of survival. 

In Question No. 11, a number of association activities 

were presented to the reader and asked what their 

association (if they had one) was doing for them as 

individuals. Space was provided for them to include any 

other activities not outlined in the samples. lhe reader 

was asked to rate the activities by order of importance to 

the reader (1 = least important, 5 = most important. 

Table No. 11 provides the actual ranking of the 

individual samples with Figures 1 through 3 graphically 

presenting a pictorial description of the various issues by 

time cycles (1988, 1993, and 1988) and by locations 

(California, other states, total). Wages, benefits, 

political action, legal and discipline representation were 

the top five selected. 

----------:------------------------------------------------
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TABLE 11 

SAMPLES or ASSOCIATION ACTIVITIES 

ACTIVITY 

WAGE/BE:NEFIT NEGOTIATION 
CALIFORNIA 
OTHER ST A'TES 
TO'TAL 

3.86 
3.76 
3.79 

REPRE:SENT THEM ON DISCIPLINE ISSUE:S 
CALIFORNIA 3.1 
OTHER STATES 2.85 
'TOTAL 2.94 

PROVIDES LEGAL REPRE:SENTATION 
CALIFORNIA 
OTHER SrATE:S 
TOTAL 

PROVIDES rlEALTH INSURANCE BENEFITS 

3.27 
3.23 
3.24 

3.8 
3.64 
3.7 

2.9 
2.77 
2.82 

3. '15 
3.01 
3.06 

3.7 
3.62 
3.65 

2.84 
2.73 
2.77 

3.15 
2.99 
3.05 

CALIFORNIA 2.58 2.58 2.56 
OTHE:R STATES 2.47 2.49 2.56 
TOTAL __ 2~.5~1~ ____ 2~.~5~2~. ___ 2~.~5~6 

PROVIDE:S SOCIAL ACTIVITIES 
CALIFORNIA 
OTHER STA'TES 
TO'TAL 

2.06 
1 .68 
1.82 

TAKES POLITICAL ACTIONS ON THEIR BEHALF 
CALIFORNIA 2.92 
OTHE:R STATES 2.22 
TOTAL 2.48 

SUPPORTS ATHLETIC ACTIVITIES or MEMBE:RS 
CALIrORNIA 1 .91 
OTHE:R STATES 1.66 
TO'TAL 1 .75 

PROVIDE:S COMMUNITY E:DUCATION PROGRAMS 
CALIFORNIA 1.81 
OTHER STATES 1.92 
TO'TAL 1.88 

PROVIDE:S HE:ALTH BE:NE:FITS FOR THEIR FAMILY 
CALIFORNIA 2.51 
OTHER STATE:S 2.34 
'TO'T AL 2. 48 

2.03 
1 .61 
1 .76 

2.82 
2.33 
2.51 

1. 72 
1. 51 
1.59 

1 .97 
1 .92 
1.94 

2.35 
2.37 
2.36 

2.01 
1.64 
1.78 

2.76 
2.42 
2.55 

1.65 
1.63 
1.64 

2.03 
1.93 
1.97 

2.35 
2.44 
2.41 
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FIGURE 1 • ASSOCtA'OON ACTMTIES - 19U 

• 
Activities 

A. WAGE/BENEFIT NEGOTIATION F. TAKES POLITICAL ACTION 
B. REPRESENT ON DISCIPLINE G. ATHLETIC ACTIVITIES 
C. LEGAL REPRESENTATION H. COMMUNITY EDUCATION 
D. HEALTH INSURANCE BENEFITS I. FAMILY HEALTH BENEFITS 
E. PROVIDES SOCIAL ACTIVITIES 

In California, as in the rest of the nation, wages and 

benefits will continue to be in the real important area for 

the next ten years. Seventy-one entries were made in. the 

space that was provided for the respondents to include any 

activities not shown as examples A number of the entries 

were repeat activities which resulted in a list of 26 

ca tegory i terns. • 
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• FIGURE 2 

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

• 
Activities 

A. WAGE/BENEFIT NEGOTIATION F. TAKES POLITICAL ACTION 
B. REPRESENT ON DISCIPLINE G. ATHLETIC ACTIVITIES 
C. LEGAL REPRESENTATION H. COMMUNITY EDUCATION 
D. HEALfH INSURANCE BENEFIfS I. FAMILY HEALTH BENEFITS 
E. PROVIDES SOCIAL ACTIVITIES 

• 
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FIGURE 3 
ASSOCWlON AC1'M1'1ES - 199a -------

A c D E F G H 

Activities 

A. WAGE/BENEFIT NEGOTIATION F. TAKES POLITICAL ACTION 
B. REPRESENT ON DISCIPLINE G. ATHLETIC ACTIVITIES 
C. LEGAL REPRESENTATION H. COMMUNITY EDUCATION 
D. HEALTH INSURANCE BENE~ITS I. FAMILY HEALTH BENEFITS 
E. PROVIDES SOCIAL ACTIVITIES 

Figure 4 provides the listing of the added items ~ith 

the number of repeat times in parentheses. The three most 

frequently listed items were political activities (from 

lobbying at all levels to creation of political action 

• 

• 

• 
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committees), retirement issues (including 20 and 25 years 

4It plans) and career development and training for the 

officers. 

Figure 4 

ISSUES OEVELOP8D AS PART OF QUESTION NO. 11 

1. AFFIR. ACTION/PROMOTIONS 14.LIABILITY LIMIT/INSURANCE 
2. AGENCY MERGER PLANNING 15. NATIONAL TRAINING STNDS 
3. ASSN/DEPT COALITION 16. NETWORKING (6) 
4. CAREER DEVEL/TRAINING (8) 17. NEWSLETTER 
5. COST OF LIVING INCREASES 18. PARTICIPATE IN POLICY 
6. EDUCATION 19. PHYSICAL FITNESS PROG 
7. EMPLOYEE BENEFITS 20. POLITICAL ACTIVITY (16) 
8. EQUIPMENT, SUPPLIES, ETC. 21. COMMUNITY RELATIONS (5) 
9. FEMALE ISSUES 22. REPRESENT R~TIREES (2) 
10. HEALTH BENEFITS (4) 23. RETIREMENT ISSUES (10) 
11. INSURANCE 24. STRATEGIC PLANNING 
12. JAIL PAY 25. STRESS MANAGEMENT 
13. LATERAL ENTRY STANDARDS 26. WORKMAN'S COMPo 

Question No. 12 provides three rows of blank lines. 

• The respondent is ~sked to list the five most important 

issues associations face now (1988), five years from now 

(1993) and ten years from now (1998). In listing out all 

of the entries, there were a total of 54 individual 

categories that were listed during the tnree time periods 

(Figure 4). Figure 5 graphically represents the top ten 

purposes and practices listed in the three categories. 

Twelve individual items are listed in the graphs. This is 

the result of some items being listed in the top ten in one 

or two time periods and not on the others . 

• 
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FIGURE 5 
T'OP PURPOSES .. PRAC11CES BY 11&5: CYCLES 

110 

100 
".. 

II 

;0 

I 80 

70 ., 
~ ISO 
::::I! 
i= 

~ 
SO 

ffi 40 
ID 
::::I! 
::l :so % 

20 

l- I 
V 

Vl-~ ~ 

~" I~ 
IP, f\.. 
~I\ 

Ii~ 
iI~ 

V:-... po' iI~ 
V VI,\~ V 

V~ v~ rlf'-L% v' 
vr-.. v~!7. ilr--. [11\ 
l/F\ ILl\. "-
II~ v!' vI' II" 
v~ l' YI' vI' V" VI' 

1'\ VI' VI' V v 
vl\~ ~ vl\~ vl\ \It'-

~ It-~ vr-.. 
vr-.. ~ M 

V 1-01 v!' 11'1\ VI' V~ If\~ " ~ Vi'~ ,.1\ 
r... ,,,. 

" :/~ r7 - " ~ 
10 

Vl\~ v"'~ 111\ 111\ vt'- Vi' ~ 1If\ III' vr'-~ VI' ~ V~~ II'I\~ 
lIf'\,~ vt\r;. I.I~ 1II'r;. 11'1\ I/i' Vf' Vi" Vl'~ Vi" k't'-I% vN% 

Cl I I I I I , I I I I I 

A II! C D E p- C; H J I< 

fZ2J 199 [:s:sJ 1983 f2'lZi 1QgS 

A. BENEFI'rS G. POLITICAL ACTIVITY 
B. BUDGETS H. MEMBERSHIP ISSUES 
C. COLLECTIVE BARGAINING I. RETIREMENT ISSUES 
D. COMMUNITY RELATIONS J. STAFFING 
E. DISCIP./LEGAL REPRESENTATION K. WAGES 
F. LEADERSHIP L. wORKING CONDITIONS 

In this area, as well as in Question No. 11 , there is a 

belief that wages and benefits will continue to be 

important issues for associations in the next ten years. 

Political activity and employee representation in 

discipline and legal matters have also continually shown up 

as major issues. 

I 
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California leads the country in political activity and 

in employee representation. California associations have 

positioned themselves to insure their concerns get 

addressed at all levels of government. From all 

indications, they will continue to do so. Legislative 

lobbying appears to be a continued future target so that 

the issues that they can not win in the local arena they 

may be able to statutorily implement. The issues of 

staffing and budgets ~ppear to be causation factors related 

to a number of concerns identified by the associations. 

staffing leads to safety issues which are seen as a major 

concern for everyone, especially the officers. 

Associations want to participate in the policy making 

process ~hich, to management, may not sound too inviting. 

However, this may be a sign of things to come. In an 

article written about workers taking over a floundering 

steel company, H. Ross Perot, said that "Weirton Steel is 

an example of how our nation can succeed - if we: eliminate 

the adversary relationship between management and labor .. 

f 'tdt ,,17 • orm a unl e earn.... 

Trends and Probable Events 

A group of professionals ~ere brought together to 

identify and analyze trends and probable events that impact 

the issue. The group was provided with information on the 

POST Command College as well as background information on 
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the issue. They were also provided a list of trends and a 

list of events that had been identified through tne 

personal interviews, scanning and the questionnaire. The 

group was provided information on the "Nominal Group 

Technique" (NGT), to read prior to the meeting. Once the 

group came together, a general discussion on the issue 

occurred. Using NGT, additional trends and events were 

identified and all were listed for review (see Appendices D 

and E). 

rne future defining ~nalysis provided tnree alternative 

scenarios founded on the assumption that the purposes and 

practices of law enforcement officer associations will 

change and that they will have an impact, good or bad, on 

the la~ enforcement profession. The analysis provided 

trend projections for five and ten years into the future on 

five trends that the group finally settled on as being 

critical, for this moment, to the profession as well as to 

the associations themselves. 

Five Trends 

1. The difference between the local cost of living vs 
wages and benefits. 

2. The number of positions being civilianized. 

3. The number of police orutality or personnel complaints 
being filed against police officers. 

4. The number of local governments implementing program 
and service reductions. 

5. The number of associations demanding partiCipation in 
law enforcement policy decisions. 

• 

• 

• 
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Five Probable Events 

1. A major racially motivated disturbance erupts in a 
medium to large city in California. 

2. Binding arbitration legislation is passed by the 
California legislature. 

3. The state looses a Supreme Court battle on mandating 
state programs without providing full program support 
costs. 

4. The California Peace Officers Association forms a 
political action committee. 

5. The state legislature passes major finance legislation 
in support of local government. 

Findings 

In 1986 and 1987, a large number of local governments 

were faced with serious financial proolems because of 

decreasing revenues. A number of law enforcement officer 

associations experienced 3 tougher battle at the bargaining 

table that included "give back" demands by the local 

government bargaining units. Absent "give backs," a number 

of local governments imposed program cuts and/or reductions 

of a number of services, including law enforcement. 

Law enforcement associations are determined not to 

retreat from hard earned ground that has been achieved over 

a long period of years. Associations see the issue as ever 

increasing demands for service caused by expansion of 

geographical boundaries, population growth and shifts, 

changing demographics, and the implementation of new 

programs without ~ny increase in revenues for sueeort of 

the new demands. They see voter tax initiatives that have 
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been passed hindering the just compensation for work done. 

They see the new service demands being implemented on the 

backs of employees and resulting in burnout and safety 

problems. 

Agency and association leaders recognize that funding 

sources are volatile and that they have been charged with 

spending wisely and producing high quality efficient and 

effective levels of service. Both groups recognize that 

the public's confidence in this mission has eroded for a 

number of reasons. They disagree on how the mission is to 

be carried out in the future and at what point the public 

should be confronted with the issue of additional economic 

support. 

The concern of changing revenue sources at the local 

level toward law enforcement is not new. Local officials 

have had to deal with changing political climate, changing 

economic and social conditions and adapt to changing 

technology requiring new ways of doing business. This 

concern now takes on a personal note because of the voter 

initiatives that focus directly upon government spending 

related to programs, including personnel, wages, and 

benefits. This concern was one of the original reasons why 

officers organized and one which association leaders 

consider the major concern of today and tne future. 

As mentioned previously, in an effort to analyze this 

emerging issue a group of professionals was asked to look 

• 

• 
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at the trends and probable events and see how they will 

impact the future purposes and practices of law enforcement 

officer associations and the law enforcement profession 

five and ten years down the road. The purpose of this 

analysis is to look at this issue and focus on its impact 

by analyzing five trends and five probable events that the 

group felt were critical to the issue and as it applied to 

the profession. 
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Figure 6 

THE DIFFERENCE BETWEEN THE LOCAL COST OF 
LIVING VERSUS WAGES AND BENEFITS . 

C HIGH 
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The group was asked to forecast the impact of the trend 

to the year 1998, individually and then as a group. 

Figures No.6 through 10 graphically present the forecasted 

trends as a group and the range from the low and high value 

given individually. 

A number of jurisdictions currently have or have had 

formulas in local statutes to determine wages and benefits 

of employees. Some of these formulas are tied to pay 

scales in other cities, such as the one currently in use by 

the City of Fresno and the one that was used by the City of 

Santa Barbara. 

Santa Barbara police officers experienced problems with 

the formula because it used inland cities as well as others 

that did not have a similar cost of living as that 

experienced in Santa Barbara. Even today, after the local 

statute containing the formula was repealed, some officers 

cannot afford to live in the City of Santa Barbara. Some 

officers who wish to purchase homes have to travel 

considerable distances. It is not unusual to find officers 

commuting from San Luis Obispo County to Santa Barbara. 

The local statute was repealed after the Santa Barbara 

Police Officers Association took the issue to the voters. 

Today, their pay is computed in a local tricounty formula 

w~ich is more in line with the local cost of living. 

On the other hand, the City of Fresno is currently 

experiencing a push from community organizations to repeal 

• 

• 

• 
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its local statute that contains the formula. The movers of 

• this change say that the formula uses eight cities in what 

they see as high cost of living areas. They see a 

disparity with the local cost of living and feel that the 

employees are being paid too much and thus cause a drain on 

badly needed fiscal resources of the city to operate other 

programs including the hiring of additional police officers 

at a much more reasonable pay scale. The Fresno Police 

Officers Association suggests that the City of Fresno must 

Figure 7 

TREND NO.2: THE NUMBER OF POSITIONS BEING CIVILIANIZED. 
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compete with hiring efforts of cities statewide and that in 

order to remain competitive, the pay must be comparable to 

what is being paid in other parts of the state. Otherwise, 

the FPOA proposes, the quality of the officer and in-turn 

the quality of the service will decrease dS more qualified 

officers are hired by higher paid agencies. 

In the staffing of positions, it was felt that great 

strides have been made towards civilianizing nonenforcement 

positions but that this trend may slow down. 

Figure 8 

TREND NO.3: THE NUMBER OF POLICE BRUTALITY OR PERSONNEL 
COMPLAINTS FILED AGAINST ?OLICE O~FICERS. 
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A number of individuals interviewed felt that there would 

come a time when saturation would take pl~ce and that it 

would cause ~ problem for everyone. They foresee a time 

W'hen there would be fewer places to pet light duty 

personnel, insufficient personnel in the field for back-up 

in high risk calls, insufficient field personnel in the 

event of major disturbances, and a decrease in ~coming 

downl! from high risk calls because of having to respond 

from one high risk call to another. At this time, officers 

can go from a high risk call to a low risk one and relieve 

stress. 

Due to the lack of ~dequate manpower in the field, 

there was a perception that the number of police brutality 

and personnel complaints would increa3e. Associations see 

this resulting in a decrease in the public's confidence in 

police. They also see this as leading to a decrease in 

officer safety. The impact of this trend is felt by the 

agencies who have to spend more on internal investigations, 

administrative, civil service and court hearings from 

already tight budgets. 

The Los Angeles Police Protecti7e League, as in many 

other large associations, has had to hire its own attorneys 

in order to decrease their legal costs in supporting 

officers because contract legal services were becoming 

intolerable. The Fraternal Order of Police Lodge No.7 

which represents the Chicago Police Department, estimated 

--------------,----------------
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their legal costs will exceed $200,000 this year alone. 

According to President of FOP Lodge No.7, Mr. John Dineen, 

the lodge will have to seriously look at hiring its own 

attorneys because they do not see a slowing down of legal 

costs. 18 A number of smaller association and agencies 

have resorted to pooling resources in order to have the 

coverages enjoyed by the" larger associations. They 

experience an even higher degree of problems because of the 

inability to spend the resources in time consuming 

personnel investigations. 

The reasons for concern in Trend No.4 are basically 

the same concerns expressed toward the previous three 

trends. There was a lot of frustration expressed, 

especially by counties, on the levels of services being 

imposed on them by federal and state mandates without any 

revenues to support them. Many local governments see no 

way out of financial positions that are legislatively 

imposed but to cut or reduce programs in general fund 

areas. They are prohibited from making those same 

reductions in the state and federal mandated programs. 

These same concerns are being expressed by 

jurisdictions outside of California. It was expressed 

mainly because of the federal push to decentralize its 

• 

• 

• 



• 

• 

• 

60 

Figure 9 

TREND #4. THE NUMBER OF LOCAL GOVERNMENTS IMPLEMENTING 
PROGRAM AND SERVICE REDUCTIONS . 

programs and no end to this trend is seen in the near 

future. Frank Shafroth states: 

President R~gan presented his final budget 
request to the Congress last week seeking a record $1.1 
trillion in new federal spending authority. Despite 
the record spending request, the president proposed 
deep cuts and eliminations in every priority municipal 
program, as well as new federal tax increasi~ and 
mandates on the nation's cities and towns. ~ 
Associations consider the implementation of policies 

not discussed, between labor and management, as a major 

cause of grievances • 
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Figure 10 

THE NUMBER OF ASSOCIATIONS DEMANDING 
PARTICIPATION IN LAW ENFORCEMENT POLICY 
DECISIONS. 

100~----------------~----------------__ ----------------__ 
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As previously reported, one of the statements heard 

nationwide was that management was the biggest organizer of 

labor. The implementation and execution of policy was one 

of the major issues (Trend No.5). Association leaders 

expressed dismay at commanders that did not pay any 

attention to contracts or past practices when implementing 

new policies. They expressed a need for communication 

between commanders and association leaders in an effort to 

minimize these problems. Association leaders pointed to 

• 
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commanders who did not feel intimidated or felt like they 

were associating with the enemy when they called upon the 

association for input. In those cases where commanders 

made that contact and sought input, sound policies were 

implemented and executed without grievances because input 

had been provided that kept it from becoming a grievance. 

Events 

As previously mentioned, the group identified 15 major 

events and, out of these, 5 were selected for this analysis 

as being the most critical to the issue. The group was 

informed on "predictable" values when analyzing the 

probable events and although individually some events were 

indicated as predictable, none were so predicted by the 

entire group. The events were then examined from the 

standpoint of their probability and their impact on issue 

of what the future purposes and practices of associations 

will be as well as on the profession itself. 

In Event No.1, one individual predicted its occurrence 

by 1993, another individual predicted its occurrence by 

1994 and two by 1995. In Event No.2, one individual 

predicted its occurrence by 1990 and other one by 1995. In 

Event No.3, one individual predicted its occurrence by 

1993, one in 1994 and one other by 1995. In Event No.4, 

one individual predicted its occurrence by 1990, one in 

1991, one in 1992 and two by 1995. In Event No.5, one 
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individual predicted its occurrence by 1993 and one other 

by 1995. 

TABLE 12 

EVENT EVALUATION 

PROBABILITY IMPACT 
EVENT STATEMENT 1993 1998 ISSUE L.E. 

MAJOR RACIAL DISTURBANCE 50% 

STATE BINDING ARBITRATION 43% 

STATE LOOSES ON MANDATING 
PROGRAMS WITH NO FUNDING 49% 

CPOA rORMS A PAC 67% 

STATE PASSES FINANCE 
IN SUPPORT OF LOCAL GOV. 41% 

73% 

50% 

69% 

47% 

-1 -3 

+5 +4 

+4 +6 

+4 +2 

+6 +7 

100% = PREDICTABLE -10 = MOST NEGATIVE +10 = MOST POSITIVE 

Cross Impact Analysis 

The Cross Impact Analysis points out several 

interesting factors. The purposes snd practices of law 

enforcement officer associations can be created by a number 

of areas not within the control of local government. State 

and federal governments have the ability to impact local 

social, political and economic conditions that can 

significantly change the purposes and practices of 

associations. Should the state fund its social programs, 

local government can then provide its own general fund 

programs and thus provide generally complete level of 

services. These programs may impact the social and 

• 

• 

• 
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~ economic conditions of local jurisdictions and possibly 

avert major racial disturbances such as those that were 

• 

• 

experienced in the 1960's. 

TABLE 13 

CROSS IMPACT EVALUATIr~ FORM 

E1 E2 E3 E4 E5 T1 T2 T3 T4 T5 

E1 x o +6 +1 +7 +3 -5 +4 -4 +2 

E2 o x -3 +5 +4 +4 -1 o +1 +6 

E3 -5 -6 x o -7 +1 +1 -1 -1 -2 

E4 o +5 +3 x +5 +2 +1 +1 +1 +2 

E5 -7 -5 -9 x +5 o -1 -7 +2 

-10 = MOST NEGATIVE +10 = MOST POSITIVE 

E1 MAJOR RACIAL DISTURBANCE T1 COST OF LIVING VS WAGES 
AND BENEFITS 

E2 STATE BINDING ARBITRATION T2 NUMBER OF POSITIONS BEING 
CIVILIANIZED 

E3 STATE LOOSES ON MANDATING T3 NUMBER OF BRUTALITY AND 
PROGRAMS WITHOUT FUNDING PERSONNEL COMPLAINTS 

E4 CPOA FORMS A PAC T4 NUMBER OF LOCAL GOVS. 
IMPLEMENTING CUTS 

E5 STATE PASSES FINANCE T5 NUMBER OF ASSOCIATIONS 
fOR LOCAL GOVERNMENTS DEMANDING POLICY 

PARTICIPA'rION 

The major racial disturbance was the only event that 

the group felt would have a negative impact on the issue 

and on the profession. By far the most positive impact on 
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the issue ~nd the profession would be the passage of 

legislation that would provide financial support to local 

government. Even possibility of binding arbitration being 

passed was considered to generate a good impact on the law 

enforcement profession - one not generally thought of by 

chief executives. As previously mentioned, a Chief 

executive and president of one of California leading 

management associations proposed that should this event 

occur, coupled with other issues being pushed by rank and 

file, the chief would become a figure head only. 

Futures Scenarios 

Using the data the trends and events forecasting, as 

well as the cross impact analysis, three futures scenarios 

were prepared projecting ten years into the future, the 

year 1998. 

The first scenario, "Today's Crisis - Tomorrow's 

Blues,1I takes into 3ccount the current conditions and 

trends to produce a future that is free from any unexpected 

major impacting occurrence or any effort by anyone to 

intervene. The second scenario, IICrisis, Cuts and 

Caramba,1I proposes a future where damaging trends and 

detrimental events occur. The final scenario? "A.round the 

Corner in 10 Years," offers a future where agency and 

association leaders have a meeting of the minds and work at 

making a desirable future. 

• 

• 

• 
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Scenario No. 1 

Todey's Crisis - Tomorrow's Blues 

The year is 1998. The economic position of local 

government continues to deteriorate since the fiscal crisis 

of 1988. The way that local governments have managed their 

fiscal policies has not changed. Social service programs 

in the past 10 years have been cut drastically and there is 

no light at the end of tne tunnel when it comes to relief 

for funding of mandated state and federal programs. 

Law enforcement which is a general fund program, has 

been constantly touted as a "last to be cut" program is now 

facing serious personnel shortages. Cuts in services have 

long since followed efforts at civilianizing positions in 

cost saving measures. In an effort to cut costs, local 

governments have continually bargained to take back 

benefits. The employee associations have finally been 

forced to surrender some of these benefits in an effort to 

save positions. 

The increase in legislative voter initiatives has not 

decreased since the death of tax reformist Paul Gann a 

couple of years ago. Mr. Gann's efforts at cutting 

government spending levels continued to be successful well 

beyond his death when the banner was picked up by the 

increased number of citizen's groups getting involved in 

government control efforts. 
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The impact of financial cuts has finally hit home to 

law enforcement managers. The labor organizing that has 

taken place at the rank and file level has now started with 

middle managers. Cuts in programs have taken their toll on 

the ranks of the middle manager. In an effort to slow down 

these cuts, lieutenants and captains have organized and 

have taken over the California Peace Officers Association. 

CPOA has now joined forces with PORAC, FOP and COPS as an 

organized labor force which has created some serious 

conflict with the California Chiefs and Sheriffs 

Associations over issues that impact labor. 

The thrust of the newly formed alliance is to secure 

change through the state legislature. The impact of civil 

• 

liability cases has increased and th~ new alliance sees • 

themselves as been sold out by local government. The issue 

of safety has been raised when speaking about the 

inadequate levels of staffing in the field. The alliance 

proposes to standardize wages across the state and to pass 

a state binding arbitration bill. 

Scenario No. 2 

Crisis, Cuts and Caramba! 

The year is 1998. In addition to the problems at the 

local level, the California economy was delivered another 

blow when the Mexican economy failed causing a greater 

number of illegal immigrants to flow into the state. The 

large number of agricultural jobs that existed for migrant 

• 
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undocumented aliens have been eliminated by advanced 

technological developments. The number of farms and 

ranches operating have also been reduced because of 

agricultural toxic pollution. This crisis is on top of 

another crisis created by the loss of many industrial 

jobs. The investments by Pacific Rim countries have 

shifted from California to Oregon and Washington. 

California's cities and counties continue to have major 

problems caused by the power struggles between the large 

number of Asian and Hispanic segments of the community and 

the minority BlacK and Caucasian segments which have 

traditionally controlled local government. These major 

differences have escalated to major confrontations in the 

streets. The City of Fresno experienced a major riot when 

police were unable to stop conflicts between the large 

Southeast Asian and Black segments of the city. The 

department was experiencing manpower shortages and there 

were insufficient police officers working to stop a large 

neighborhood disturbance involving a group of Blacks and a 

group of Southeast Asians which resulted in a number of 

participants being injured. 

The County of Sacramento has indicated that it can not 

offer the required federal and state services in light of 

the scate and federal governments' policy not to add 

financial support to their mandated programs. The County 

Counsel was directed to file suit to stop these mandated 
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progrsms in light of the fact that a large number of 

regular county services have hsd to be cut or eliminated, 

including the reduction of sheriff's deputies snd 

correctional officers. The Deputy Sheriff's Association 

has seen these cuts ss a safety issue. Because of the 

cuts, and no pay raises in the last three years, the 

Association has gone on strike and has vowed to stay out as 

long as unsafe staffing levels in the field continue to be 

the norm. 

Scenario No.3 

Around the Corner in 10 Yesrs 

The year is 1998. fhe effective use of new technclogy, 

civilianization of selected positions, and the contracting 

of certain services to private industry have allowed local 

governments to effectively manage the high cost of police 

and fire departments while the quality of service has 

continued to increase. Employee representative groups have 

been brought into this change over by allowing them to 

represent nonsworn positions. This maneuver has also 

allowed the associations to retain their membership and 

thus an acceptsble balance of power in local government has 

been maintained. 

Under guidance from POST, sgency and association 

leaders have been brought together to develop joint 

strategies at managing the future. Out of each Command 

College class, POST has taken an issue that has been 

• 

• 
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researched and has developed conferences designed to focus 

on implementing desired strategies. Association 

recommendations thst law enforcement managers receive 

better training in personnel and labor matters has been 

implemented by POST in Supervisory, Middle Management, 

Executive Development, and Command College Programs. POST, 

CPOA, PORAC, FOP and COPS have been sponsoring joint 

conferences on labor issues since 1988. These conferences 

have been instrumental in opening key channels of 

communication between agency managers and association 

representatives. 

Policy Considerations 

The three futures scenarios provide a number of 

alternatives which can be impacted through present policy 

considerations. Questions need to be asked now and policy 

decisions need to be made so that the selected future 

scenario becomes as real as it can be. Questions such as: 

What is the role of law enforcement officer 

associations in the fiscal policy development and 

execution of an agency? Should it have one? When 

policies are designed o what recognition takes place in 

communication between agency association leaders? Are 

they in a spirit of cooperation? Are they 

adversaries? Do agencies or associations even nave 

policies on these communications? 
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What is the state and federal government's role in 

local government financing? What is the role of law 

enforcement officer associations in affecting state and 

federal government positions that impact membership? 

Do present local government policies allow the 

service providing departments to meet their present 

on-going demands and those that will be created by the 

future planned and natural growth? 

Should local government, through its ability to 

dictate policy, eliminate, reduce or provide 

alternative service methods, service delivery programs, 

and service delivery systems? Is this desirable? 

What are the technological trends that influence 

service delivery methods? The way we do business? 

That we can employ and that we can afford? 

What services will be changed because of changing 

demographics? Need to be created? Increased? Can we 

impact changing demographics? How? Do we want to? 

What are the economic resources of local 

government? Can they be changed? By whom? Can we 

create new ones? How long would it take to create 

them? 

These scenarios provide windows into the future. Some 

trends continue and new ones will develop. Some events 

will take place, while others will not. New ones that we 

did not even expect, will surprise us! Whether we allow 

other people to make our future by creating events and 

• 

• 
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impacting trends or whether we do it because we have 

selected what our future should be, must be one of our most 

significant policy considerations. One way or another, the 

future will be made, the questions are how and by whom? 
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THE STRATEGIC PLAN 

The strategic plan is the process that provides the 

guidelines for an organizations to look at the variables 

affecting the organizational future. This strategic plan 

provides a method for linking an analysis defined present 

to a desired defined future. This process allows the 

organization to focus on issues and stakeholders to 

facilitate the goal of successful implementation. This 

plan focuses on one state, the State of California. This 

is done so in an effort to make the most significant impact 

as possible on California law enforcement. However, by 

applying the principles involved in this plan, it can be 

successfully executed by any other state in the nation. 

Situational Ana:ysis - The Environment 

The public has continuously stated that crime is a 

major concern and law enforcement is a program that they 

support. The fiscal resources available for law 

enforcement is in a constant state of flux which is 

inconsistent with the public's concern. Cities and 

counties must juggle between growing demands for service 

and revenue sources that are not growing but instead are 

diminishing. These concerns are not only experienced by 

the managers of the agencies but also by the employee 

associ~tions who often must face the ultimate impact of 

policy execution, good or bad. 
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The trends and events that influence local government 

financing, and ultimately the employee associations, are 

diverse. The state of flux being created from rapidly 

decentralizing state and federal government programs are 

compounded by the impact of legislative initiatives and 

mandates that make local government finance management a 

volatile situation. 

Witn very few exceptions, no city or county in and out 

of California is divorced from these influencing factors. 

California, like otner states, is a final migration 

dest~nation for a large number of Asian and Latin American 

economic and political refugees. California is the 

destination for thousands of legal immigrants from allover 

the world. The growth of many communities has placed some 

strains on their law enforcement agency's ability to 

respond to service demands. Restraints on revenue 

generation for programs has made the priority of available 

resources "hot" political iS3ues at the state and local 

level. 

Law enforcement associations have gained considerable 

ground in labor organizing in California. Because of 

today's fiscal hard times, associations have had a 

difficult time in obtaining new wage and benefit gains for 

their membership. In some cases, in an effort to save 

positions, associations have given back certain benefits. 

• 

• 
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The development and execution of policies that have an 

impact on operations, as well as personnel management, have 

resulted in a number of cases going to court. Court 

decisions have been decided in favor of labor as well as in 

favor of management. In those cases were associations have 

not succeeded in court or through local statutes, they have 

formed coalitions that have been successful in having those 

benefits established by state statutes, for example, peace 

officers rights. Some benefits have not just been labor 

oriented, some have been in the area of training, safety 

equipment as well as others and, as such, can be considered 

for the good of the profession. 

Si tua tion 

Officers working in law enforcement are no different 

than the rest of our society. Officers face recessions, 

rising nealth costs, rising costs in education, 

transportation, and all of the other things that the rest 

of the pUblic faces. Officers work odd hours and face the 

many dangers of the job with an expectation that they will 

benefit from a stable job, good pay and benefits. Officers 

also get old and expect that they will be able to survive 

their careers and enjoy a comfortable retirement after 

spending 20 to 30 years on the job. 

Officers are no different than other citizens and they 

react in tne same way that other citizens react when their 



76 

jobs, stability, future, health and their overall quality 

of life is threatened. Other citizens join labor unions to 

insure that these same desires are maintained in proper 

perspective to the rest of their environment. Labor unions 

understand that charge and it is a given fact that they 

will react to varying degrees when the health and welfare 

of their membership is threatened. Officer associations 

are no different. It is to this charge that associations 

will analyze the environment and take to tasK the ~gency 

and its respective government body on behalf of its 

membership. 

Managament often creates the issues that associations 

will take us to task on. However, we often forget that 

associa tions ha ve the abi 1 i ty to piCK and choose Which 

issues they will confront management on and thus the odds 

of success are in their favor. Depending on the 

environment and the influencing factors, the purposes and 

practices of the associatio~s will change to meet the needs 

and demands of its membership. The question is, do we 

conduct business as adversaries or can we do it in a 

cooperative effort toward the mutual good? 

Stakeholders and Their Assumptions on the Issue 

The considerations of the issue were shared with the 

persons interviewed as well as witn members of the NGT. 

This was done in an effort to identify the stakeholders to 

• 

• 
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the policy considerations. A list was generated (see 

appendix G). For this analysis, the stakeholders were 

grouped into specific categories. 

For purposes of definition, a stakeholder is any person 

or group of people wno might be affected by or might try to 

influence the issue or our approach to the issue. Snail 

darter is a non-obvibus stakeholder who might cause serious 

problems on the implementation of any phase of a program 

impacting the issue. 

The term snail darter comes from an experience in which 

the construction of huge Tennessee Valley Authority dam was 

flawless on paper but never-the-less got delayed and 

stopped in order to save the habitat of tiny perch fish 

that fee~s on snails discovered in the Tennessee River and 

unknown elsewhere. The example of the the snail darter is 

provided as a note of caution not to overlook the small 

things that can delay or even stop an otherwise sound and 

thorough plan. 

To anticipate the possible action or position that a 

stakeholder MAY take on a given alternative, certain 

a.ssumptions had to be made about the stakeholder. 

LIST OF STAKEHOLDERS AND THEIR ASSUMPTIONS 

1. Police Officer Associatiogs (Including Local 
Asso£.ia tions, PORAC, CPOA, FOP, COPS, and othe rs) : 

Support members and their families 
Organize and negotiate 
Seek an increase in equal and fair opportunities 
Seek an increase in wage & benefit packages 
Promote job enhancement and security 
Promote secure retirement 
Concern for officer safety 
Be selective on furthering legal causes 
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Avoid la'vsui ts 
Engage in political efforts on behalf of membership 
File grievances on behalf of membership 
Support department mission 

2. Chiefs and Sheriffs: 
Accomplish department mission 
Support negotiations 
Create equal and fair career opportunities 
Promote job security 
Some Chiefs & Sheriffs oppose "union" efforts 
Some Chiefs & Sheriffs fear change in power shifts 
Support officers and their families 
Avoid lawsuits 
Budget concerns 
Provide open communications 

3. POST: 
--SUpport career development 

Support communication channels 
Promote information exchange 
Identify guidelines on future issues 
Identify strategies to managing future issues 
Provide economic incentives for information exchange 

4. Other De.e.artment Management Staff: 
Support officers and their families 
Some will organize themselves 
Seek an increase in equal and fair opportunities 
Promote job enhancement and security 
Accomplish department mission 
Create equal and fair career opportunities 
Provide and support communications 
Promote information exchange 

5. Local, State, and Federal Legislators: 
Budget concerns 
Concerns on balance of power 
Concerns about voter reprisals 
Concerns about revenue sources 
Avoid lawsuits 
Management by committee 
Usually political decisions 

6. Public: 
Concerned about taxes 
Concerned about service when it affects oneself 
Usually uninformed 
Wants police service as a priority 
Not overly supportive of social service programs 
Some very apathetic 
Some supportive 
Desires cuts in the "fat" management areas 

• 
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7. Police Officers: 

8. 

Organize a~d some negotiate 
Seek equal and fair opportunities from departments 
SeeK better wage & benefits through associations 
Seek job enhancement and security from department 
Some seek secure retirement 
Concern for officer safety 
Avoid lawsuits 
Conflict between personal and department goals 
Some engage in political efforts 
File grievances 
Some apathetic 
Some support department mission 

Private Industry (Snaildarter): 
New business opportunities 
Opposed to new tax increases 
Seen as revenue sources 
Some strong lobbying groups 
Questionable continuity of service 
Profit vs service motivated 
Competition 
Some receptive 
Some apprehensive 
Some uninformed 

Str~tegic Considerations 

Based on the information derived from this section, the 

following policy considerations are offered: 

1. POST to develop a joint Strategic Planning Group to do 

on going review of present and future program 

development and program funding related to present and 

future personnel and labor issues. 

a. The StrategiC Planning Group would have the 

responsibility for analyzing the needs of the 

profession and also be able to make program and 

policy recommendations to POST and the associations 

so that programs, strategies, and actions plans can 

be prioritized, formulated, and implemented • 
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b. The strategic Planning Group should include POST 

staff and key leaders in management and rank and 

file associations having responsioility for 

programs and access to resources that lend 

themselves to be used for strategic planning and 

decision making. 

c. Progress should be reported at POST Commission 

meetings through a program manager appointed from 

POST Executive Development program staff. 

d. The Strategic Planning Group should cohost, with 

representative constituencies, educational and 

working conferences on issues impacting the 

purposes and practices of associations. The 

conferences should be held twice a year. 

2. Develop a Tecnnology Review Group to do on going review 

of new technological developments affecting the issue 

and make recommendations to the Strategic Planning 

Group. 

a. The TeChnology Review Jroup should have access to 

information on new technological developments and 

on police taSKS, including those that may be 

generated by new programs. 

b. The Technology Review Group should be made up of 

individuals knowledgeable in new technology as well 

as individuals familiar with operational and 

support functions, including POST staff that would 

have access to current Command College research. 

• 

• 

• 
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Summary of Stakeholder Assumptions 

It is assumed that the law enforcement agency staff (at 

sll levels), local association members ~nd their leaders, 

state and federal elected officials, the public as well as 

the rest of the staKeholders, except the criminals, want 

law enforcement to operate as effectively and efficiently 

as possible. The political climate of the various 

jurisdictions, the leaders of the associations, and POST's 

investment toward improving the profession's ability toward 

managing the future, lend themselves to the implementation 

of the alternatives addressed. However, to insure tnst the 

stakeholders can manage the change, action plans must be 

developed in such a manner that stakeholders will not feel 

a loss as a result of the implementation of the plan. The 

stakeholder's resistance to change may not necessarily be 

to the change but to those things which they may feel 

comfortable with under the old system of operating ~nd the 

feeling that they may loose that comfort. 

Course of Action 

The course of action that is recommended is to 

implement Strategic Considerations 1 and 2 within the 

year. The groups should receive training on team building, 

strategic planning and strategic decision making within the 

first six months. Within the first year, a process needs 
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to be established to insure that the group receives the 

necessary information on programs that are currently in the 

pipeline for review. 

By the end of the first year, the two groups should 

have for~ulated an action plan for programs that have been 

in the pipeline and any new ones that are being considered 

by the various management and rank and file associations, 

as well as POST, for the following fiscal year. This will 

allow the two groups to be involved in the budget 

development process for tnis year to provide insignts on 

prioritizing of programs and budget decision making by POST 

as well as by the associations tnemselves. 

These two groups will ~ake major policy and program 

review in tne state and provide direct recommendations to 

the POST Commission and the associations themselves. To 

address the different types of programs and strategies that 

may be the focus of both of the groups, it may necessitate 

that the groups formulate subgroups to address these 

various issues. As an example, one subgroup may address 

emerging issues that are or have been researched by Command 

College participants. Another may deal with programs or 

practices that are in place now, as an example, the impact 

of having an association board member assigned as an 

internal affairs investigator. 

• 

• 

• 
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Administration and Logistics 

To implement the recommended strategies, a commitment 

from POST and the various association leadership is 

necessary. POST can identify those individuals in key 

positions that may be willing to assume the program 

responsibility and tnat can be counted on to take the 

profession into the future. 

The association leadership will have to assist in 

critical review of issues and programs that c~n lend 

themselves to structural as well as operational 

ad~ptation. lhe POST Commission, elected officials, agency 

leaders and managers, rank and file officers and other 

association le~ders should not only be kept informed, but 

they should be made part of the plan so tnat when 

recommendations are made, final decisions to be implemented 

will De facilitated ~nd problems with stakeholders 

eliminated) minimized or neutralized. 

These policy consider~tions present a vehicle toward 

the desired future. The considerations are both desirable 

and attainable. A lot of work has already been 

accomplished by POST and various associations toward this 

goal. 



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

• 

CHAPTER IV 

TRANSITION MANAGEMENT 

• 

• 



• 

• 

• 

.... 
CHAPTER IV 

TRANSITION MANAGEMENT 

Without transition management, to get us from the 

present to tae desired future, the trip will oe lo~ded with 

uncertainty, stress, frustration and conflict. What 

vehicle does California law enforcement need to provide a 

smooth tr~nsition in our trip toward effectively and 

efficiently managing the future purposes and practices of 

law enforcement officer associations? The purpose of this 

transition management plan is to provide, as much as 

possible, an orderly period between today and the desired 

future sta te. 

The Critical Mass Analysis 

The critical mass are those individual(s) that if they 

support the desired chang~(s), assist or ensure that the 

change(s) will take place because of the power that they 

hav~ over tne resources or the processess. The following 

identifies the critical mass to this project which focuses 

on the changes needed to implement the strategies at the 

state level. State level implementation is desired in an 

effort to maximize tne impact on the profession as a whole. 

POST Commission 

In order to implement the recommended strategies, it is 

critical to have a commitment from the POST Commission. 

The Commission's commitment will have a major influence on 
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the commitment of its executive staff. The Commission's 

current level of commitment is lukewarm. The Commission's 

future commitment could be very strong if it can be shown 

that this change can facilitate organizational management 

and development which will make it easier for the 

profession to manage the present as well as its future. 

Rank and File Association Leadership 

The leadership of law enforcement officer associations 

represent labor groups for sworn ranK and file personnel. 

Some association leadership is very visible and influential 

not only ~ithin their ~ssociation, but also with local 

political forces who quite frequently seek endorsement and 

funding support from their PACs. Association leaders nave 

the ability to significantly influence their executive 

boards, and with them, the majority of the rank and file. 

The leadership's present commitment is high. Their future 

commitment will continue to be high if they can be 

persuaded that labor's influence will hinge on the degree 

to which they participate in minimizing the negative impact 

the future change may have upon the membership. 

Law Enforcement Agency Executives and Managers 

It is critioal to have the commitment from the law 

enforcement agencies and their management staffs. rheir 

current level of commitment is nonexistent and to some 

• 

• 

• 
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extent, resistant. Their future commitment could be strong 

if it can be shown that this change can facilitate 

organizational management and development Which will maKe 

it easier for them to manage the present as the future of 

tneir agencies. Some agency executives and managers are 

very visible and influential, not only within their 

community, but also with other political forces at the 

state and national level. 

City and Coun~y Managers 

It is critical to have the commitment from the 

government entitieS atld their chief administrative officers 

and staffs. rheir current level of commitment is to some 

extent, resistant. Their fu~ure commitment could De strong 

if it can be shown that this change can facilitate 

organizational management and development wnich will make 

it easier for them to manage the present as the future 

fiscal and labor conditions of agencies. Some chief 

administrative officers are very visible and influential, 

not only within their community, but also with other 

political forces at the state and national level. The city 

and county managers have the ability to influence direct 

personnel and labor relations, public/private business 

relations and OVerall general development of local law 

enforcement mission and goal statement accountability. 
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Critical Mass Commitment Chart 

Below is a graphic representation of the critical mass 

and their level of commitment to the strategic 

recommendations outlined in this proposal. Also presented, 

is the commitment that will be needed if the plan is to 

succeed. 

Figure 11 

CRITICAL MASS COMMITMENT 

CRlrICAL MASS 

POST COlVlMISSION 

ASSOCIATION LEADERSHIP 

AGENCY L~ADERS/MANAJERS 

CITY & CO. CAOIS 

SCOCK LET 
CHA1'IJGE CHANGE 

HAPPEN 

HELP 
CHANGE 
HAPPEN 

MAKE 
CHA1~GE 
HAPPEN 

x--------------->x 

x------->x 

x--------------->x 

x------>x 
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CHAPTER V 

IMPLEMENTATION PLAN 

It is essential for organizations to be able to 

determine their destiny snd to influence those factors thst 

can result in desired futures. Strategic management in lsw 

enforcement agencies must occur, and be on going, if we are 

to become effective and efficient in managing our most 

important resource and investment, our people. This 

implementation plan will provide the vehicle for insuring 

th~t the Gesired future becomes a reslity. 

Implementation Structures 

To implement this change, there will need to be thre2 

management structures in place: 

• 

1. The Executive Director of POST appoints 3. member of the • 

Director's staff with access to Command College work 

being researched to become the project manager. 

Progress on issues being managed, work being 

accomplished, emerging trends, etc., is to be reported 

at regular POST Commission meetings. 

2. The Strategic Planning Group consisting of 

representative constituencies, administratively and 

economically supported by POST. rhe group would have 

the responsibility for analyzing the needs of the 

profession and also be able to make program and policy 

recommendations to POST and the associations. These 

recommendations would be made so that programs, 

• 
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strategies, and action plans can be formulated, 

prioritized, and implemented. 

The Technology Review Group also consists of 

representative constituencies, and also 

administratively and economically supported by POST. 

The group should have access to information on new 

technological developments and on police tasKs, 

including those that may be generated by new programs. 

The group should also be be familiar with operational 

and support functions and have access to all present 

and past Command College research. 

It is the desire of POST and all of the stakeholders to 

create high performance agencies. The level of strategic 

management that occurs within agencies is the key to 

developing a nigh performance profession free from labor 

and personnel problems. 

Tecnnologies 

Supporting technologies are those tools or processes 

that can be used to facilitate the tr~nsition. 

Team Building 

It is critical tnat the team have a clear understanding 

of the Department's mission and goals as presented by the 

Chief of Police. The purpose of this development is to 

begin the process of coordinating activities and events 
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th~t will hopefully develop the trust between the 

participants that will bnable them to work effectively and 

efficiently ~s ~ team. 

Education and Tr~ining 

Management has continually been criticized by its lack 

of knowledge on personnel and labor issues. Contr~cts get 

negotiated by agencies and a large number of the agency's 

managers 3re not well versed on tne contents. Legislative 

positions are being moved forward and agency lead:rs and 

managers are also not well versed on the various lobbying 

directions nor the legislative positions. This lack of 

knowledge sometimes causes external problems when these 

individuals are asked for the law enforcement position and 

they are unable to accur~tely present it. 

Joint conferences between labor and management, 

co-sponsored by POST, would go a long way in breaking down 

the barriers masked in suspicion and probably in some cases 

oy contempt. POST can mandate that the Supervisor, Middle 

Management, Executive Development and Command College 

programs contain a true representation of allotted time 

needed to educate present and future leaders on the issues. 

• 

• 

• 
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CHAP'rER VI 

CONCLUSIONS 

The purposes and practices of associations are created 

by circumstances that can be influenced. They are often 

created by individuals who speak out and are listened to by 

a membership hungry for leadership in areas were they may 

perceive a wrong. The leadership of associations have 

expressed a desire to work hand in hand with management in 

forging new paths towards solutions to problems that impact 

management and the rank and file. 

It appears that something happens to individuals when 

they get into management ranks. Other people, and quite 

often themselves, believe that they possess a lot of 

knowledge about a lot of things, including the issue at 

hand. I equate it to the way we promote our sergeants and 

lieutenants. One day we take them to tne city or county 

clerk, ask them to raise their hand. When they say "I do," 

magically, they possess, through the power of the clerk, 

all of the knowledge of the new position. Or at least a 

lot of people think they do. 

The fact of the matter is that managers can learn from 

each other. POST, as well the agencies and individuals 

involved in the Command College, have made considerable 

investments to insure that the profession's future becomes 

a reality. Too often descriptors such as "Associations,lI 

"rank and file," "management," "unions," get thrown around 

and they quite frequently end up as barriers to solutions. 

• 

• 

• 
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In speaking"about his association and its relationship with 

~ the San Jose Police Department, President of the San Jose 

Police Officers Association and POST Commissioner, Carm 

• 

• 

Grande, said, "One of the associa tion 's goa 1 s, as I see it, 

is to develop future leaders for the agency".20 

Association purposes and practices need not come in 

conflict with the mission and goals of the agencies. 

Communication that starts today can create the 

intellect necessary for our agencies and associations to 

prosper without loosing the confidence of the communities 

we serve. As we make strides towar~ the goal of moving our 

profession into a desired future, let us not forget that 

some of today's agency leaders were some of yesterday's 

association organizers. Also, some of tOday's association 

representativ.es will receive the banner of our profession 

as the leaders of tomorrow. Our organization policies, 

like the association's purposes and practices, affect us 

all • 
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" 

A. DISPATCH [YES] [?;O ~ ,... 
CARS? [YES] (1'~0 ] v. I ••••• II • 

..., RECORDS? [YES] (l:C] D . OFFICES? [YES] (NO] ....... • • II •• 
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I?~ YOUR O:?I~'JIC~~, ~lI~AT IS TIl}}: ASSOCIA'I'Im: JOmG FOR YOUR PEOPLE HOn lll-lD ~mAT 
S:iOUL0 IT :.::: JOlliG FOR 'I']Zl: 
~·!..A.I:Y CAL'{30J.IES AS 'IGU I·JANT 
YOU) 

I:J TH:2 F\";'l'~nZ? (~:p..?.:( AS iL.<\NY Oll. :,1JUTS IN, 
- PLEASE RANK THI::!·i BY ORDER OF IHPORTANCE 

' . . "" . 
!J. 

'",. 

D. 
.:.. 

G. 
H. 
1. 
..J • 

J,.\ • 

O. 

~. 
~ ..... 

[2) =::OT SO [ 4 ] = ?;~!.L [5J =t10ST 
I: 'PO~TA11T 

1:1 10 Y?S 
................ II ................. n ......... .. ] .......... ., . [ ] 

L::G .. \L ~_2P'S.3S:~;T.ATIOl': ...................... 11 .. .. 

p~ovnBS E;::i\LT"·! 
P?.Q'7D2S SOCIAL ACTIVIT2:2S ••••••••••••••••• 
T!;':;'Z2S POLITICAL POSl:TlOi.\;S o:r TIl2IR EE:~"\LF •• 
SuPPORTS A'I'HLETIC ACTIVITI3S OF ~:E;:3ERS •••• 

[ 
[ 
[ 
[ 
[ 
[ 

PROVE)ES CO; ITlU~TITY EDUCATIOn P~WGP.A;:'iS .......... [ 
PROVID3S EI:ALT:I EElIEFITS FOR TIIEIR FI:C:1ILY •• 

---------------------------------------------------..... [ 

E: FIV2 YEA~S 

] ......... [ ]. ....... [ ] 
] .......... [ J ........ [ ] 
] ............ [ ] ........ [ ] 
] ....... <II .. [ ] ........ [ ] 
] ...... , .... [ J. ....... [ ] 
] ........... [ ] ........ [ ] 
] ...... [ ] ........ [] 
J •••••• [ ] ••• I'I •••• [] 

J ...... [ ] ........ [ ] 
........ J. ....... [ ] 
.. .. • • • • • i.. ] •••••••• [ ] 

] ..... . ] ..... ~ .. [ ] 
J •• I ••• ] ........ [ ] 
M •••••• -] •••••••• [] 

1 
J .......... .. ] ........ [ ] 

] ........ [ ] 
J .•.... [ ] .•...... [] 

1: 1 ':'t:l: YEARS 

******************************************************************************** 
IF YOU ;·JA1;T TO ?..EC8IVE A SUl-ll·lARY OF THE RESULTS OF THIS SURVEY. PLEASE PROVIDE 
THE FOLLO~nNG INFOPJ:ATIOU. THIS INFOR:AT:,!, ~IILL BE KEPT CONFIDEHTIAL AND 
tHLL OiJLY BE USED TO RETURN GET THE RESULTS BACK TO YOU. 

AG:S~JCY : 

ADDR2SS: 

C:::TY: STAT::: ZIP CODE: 

******~~***********************************************************************1 

Sincerely, 

• LIEUTEl:ANT ART VE:1EGAS, JR., SOUTH:i2ST A-r,EA CO~':l'iA:::1DER. FRESNO POLICE 
JEPAI!.T:':'::lT, 2323 :cp.:'.IPOSA :::':.LL, FRES?;O, C.\ 93721 (209) 488-1256 OR 483-1244 
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KNOWN AFFILIATIONS THAT RESPONDED TO QUESTIONNAIRE 

CALIFORNIA JURISDICTIONS 

Sunnyvale 
Kern County 
Fresno County 
City of Santa Barbara 
Santa Barbara County 
So. Calif. Rapid Transit 
Ventura County 
S9.n Mateo County 
San Bernardino County 
State Dept. of Justice 
California Highway Patrol 
Berkley 
Fullerton 
Mendocino County 
Cypress 
City of San Diego 
City of San Bernardino 
Napa 
Los Angeles D.A.'s Office 

Capitola 
City of Fresno 
San Jose 
Los Angeles County 
Fontana 
City of Los Angeles 
Riverside County 
San Luis Obispo 
Tustin 
San Francisco 
Huntington Beach 
Simi Valley 
Monterrery Park 
San Diego County 
Pleasant Hill 
Visalia 
Walnut Creek 
City of Ventura 
Contra Costa County 

CALIFORNIA STATE ASSOCIATIONS 

Peace Officers Research Assn. of California (PORAC) 
California Peace Officers Association (CPOA) 
California Police Chiefs (CalChiefs) 
Latino Peace Officers Association (LPOA) 
Black Peace Officers association (BPOA) 
Women Peace Officers Association (WPOA) 

JURISDICTIONS OF OTHER STATES 

Washington D.C. Metro. PD 
Alabama Dept. of Pub. Safety 
Hallandale, Florida 
Marion County Indiana 
Madison, South Dakota 
Pennsylvania State Police 
Yonkers, New York 
Bath, New York 
Alabama Bureau of Inv. 
Belmont, Massachusetts 
Gainesville, Georgia 
Clackama County~ Oregon 
Arkansas State Police 
Ohio State Highway Patrol 
Nassau County, New York 
Suffolk Co., New York 
:1Untsville, Massachusetts 
Uwchlaw Township, Pennsylvania 

Metuchen, New Jersey 
Jefferson Co., Kentucky 
Illinois State Police 
Indiana State Police 
Cleveland, Ohio 
0p9.-Locka, Florida 
Abiline, Texas 
Alcoa, Tennessee 
Chemung Co., New York 
Lincoln Co., Nevada 
Pima County, Arizona 
Chicago, Illinois 
Arvada, Colorado 
Suffolk, Virgini9. 
Springfield, Oregon 
Lewiston, Idaho 
Aurora, Colorado 
Arlington, Texas 

• 

• 

• 
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KNOWN AFFILIATIONS THAT RESPONDED TO QUESTIONNAIRE 
(CONTINUED) 

STATE ASSOCIATIONS OF OTHER STATES 

Combined Law Enforcement Assns. of Texas (CLEAT) 

NATIONAL ASSOCIATIONS 

Police Executive Research Forum (PERF) 
National Org. of Black Law Enf. Executives (NOBLE) 
Hispanic American Command Peace Officers Assn. (HACPOA) 

JURISDICTIONS OUTSIDE THE UNITED STATES OF AMERICA 

Victoria Police, Australia 
Hotel de Police, La Rochelle, France 
Ghent, Belgium 

INTERNATIONAL ASSOCIATIONS 

International Association of Chiefs of Police (IACP) 

------------------------------------
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TRENDS 

1. The difference between the local cost of living vs 
wages and benefits. 

2. The number of positions being civilianized. 

3. The number of police brutality or personnel complaints 
being filed against police officers. 

4. The number of local governments implementing program 
and service reductions. 

5. The number of associations demanding participation in 
law enforcement policy decisions. 

6. Changing demographics. 

7. Aging population inside and outside the organization. 

8. Decentralization of federal and state programs. 

9. The number of grievances filed and legally or 
administratively supported by police officer 
associations. 

10. The number of cities mandating or eliminating residency 
requirements. 

11. The number of cities leaving or entering state 
retirement systems. 

12. Increases in medical costs. 

13. Costs of legal services. 

14. The level of services turned over to private industry. 

15. The level of staffing allocated to light duty 
assignments. 

16. The number of retirees in the retirement system versus 
the number of active duty members paying into the 
retirement system. 

17. The number of legislative initiatives (Gann-type) at 
the federal, state and local levels. 
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18. Technological trends. 

19. The number ot officers who are becoming single parents. 

20. The number of civil liability lawsuits filed against 
cities and counties because of their law enforcement 
services. 

21. The number of local governments implementing fee 
structured services. 

22. The number of local governments implementing tax 
overrides for law enforcement services. 

23. Crime rates. 

24. The number of local governments implementing two-tier 
retirement systems. 

25. Population shifts. 

26. Shifts in federal and state revenue sharing. 

27. Jail and prison population versus convictions versus 
arrest rates. 

28. The number of hate violence incidents in a community. 

29. The number of local government bargaini~g units 
demanding "give backs" from associations. 

• 

• 

• 
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PROBABLE EVEN'IS 

1. A major racially motivated disturbance erupts in a 
medium to large city in California. 

2. Binding arbitr~tion legislation is passed by the 
California legislature. 

3. The state looses a Supreme Court battle on mandating 
state programs without providing full program support 
costs. 

4. The California Peace Officers Association forms a 
political action committee. 

5. The state legislature passes major finance legislation 
in support of local government. 

6. A major politically motivated disturbance erupts in a 
medium to large city in California. 

7. Federal government passes major health insurance 
legislation. 

8. A California county declares bankruptcy .. 

9. State legislation that provides guidelines, standards 
and qualifications for private security is passed. 

10. The state legislature passes major gun control and 
permit legislation. 

11. A law enforcement middle manager is elected as 
President of the California Peace Officers Association. 

12. The California legislature passes legislation that 
mandates POST to develop and support only standardized 
training programs at strategically located facilities 
(regional) in California. 

13. Voice recognition and data transmittal system is 
developed and perfected and made affordable to small 
and medium size agencies. 

14. Liahility exposure for police officers will be limited 
by law. 

15. A police strike is conducted by a major association. 

• 

• 

• 
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NOMINAL GROUP PARTICIPANTS 

DEPUTY CHIEF EDWARD WINCHESTER 
Agency Management Advisor, City Labor Negotiating Team 

Member, Fresno Police Officer Association 
Fresno Police Department 

SPECIALIST JOSEPH CALLAHAN 
President 

Fresno Police Officers Association 

MR. JAMES KATEN 
Deputy City Manager 

Management Services Division 
Past Lead Negotiator, City Labor Negotiating Team 

City of Fresno 

OFFICER JEANINE R. WATTS 
Member, women's Police Officer Association 
Member, Fresno Police Officer Association 

MR. RICHARD BUDZ 
Business Manager - Non Sworn 

Fresno Police Department 

MR. HENRY PEREA 
Senior Personnel Analyst 

Lead Negotiator, Labor Negotiating Team 
County of Fresno 

MS. MARGARET LAMBRIGHT 
Research Assistant 

Fresno.County and City Chamber of Commerce 

SERGEANT DON MITCHELL 
Internal Affairs, Fresno Police Department 

Board of Directors Member 
Fresno Police Officers Association 

SERGEANT PATRICK JACKSON 
Internal Affairs, Fresno Police Department 
Member, Fresno Police Officers Association 

MR. RUBEN RODRIGUEZ 
Senior Management Analyst 

Planning and Research Section 
Fresno Police Department 

• 

• 

• 
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COMPLETE LIST OF IDENTIFIED STAKEHOLDERS • 1. Local Officer/Deputy Associations 
2. Law Enforcement Management Associstions 
3. Law Enforcement Rank and File 
4. Law Enforcement Management 
5. Law Enforcement Executive Officers 
6. City Councils 
7. Boards of Supervisors 
8. General Public 
9. State Legislators 

10. Federal Legislators 
11. Other Criminal Justice System Agencies 
12. Business Community 
13. Other Community Organizations 
14. Taxpayer Associations 
15. Fsmilies of Police Officers 
16. Universities and Colleges 
17. Tourist Industry 
18. Chambers of Commerce 
19. Criminals 
20. Commission on Peace Officer Standards and Tr~ining 
21. School Districts 
22. Private Security Firms 
23. Non-Sworn Staff 
24. Non-Sworn Associations 
25. Ethnic/Minority Officers Associations 
26. California Peace Officers Association • 27. Peace Officers Research Association of California 
28. California Chiefs of Police Association 
29. California Sheriffs Association 
30. Personnel Managers 
31. City Attorneys 
32. County Counsels 
33. City and County Labor Negotiators 
34. Other City & County Department Heads 
35. International Association of Chiefs of Police 
36. Police Executive Research Forum 
37. California League of Citie3 
38. California Board of Supervisors Association 

• 
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LIsr OF P~RSONS INTERVIEWED 

RICHARD ABNEY, President, Santa Barbara POA, California 

PATRICK C. AHLSTROM, Chief of Police, Arvada PO, Colorado 

GEORGE V. ALIANO, President, Los Angeles PPL, California 

BILL BRID~NBURG, Past President, Arvada POA, Colorado 

JOHN M. DINEEN, President, Chicago FOP Lodge #7, Illinois 

CARM J. GRANDE, President, San Jose POA and Commissioner, 
California Commission on Peace Officer Standards and 
Training 

GARY HANKINS, President, FOP Labor Committee, Washington, 
D.C. 

JIM rlORTON, President, Arvada POA, Colorado 

MICHAEL JOHNSTON, Deputy Chief, Arlington PO, Texas 

M. L. KELLY, Board Member, Santa Barbara POA, California 

ANNIE KING, ~xecutive Director, Peace Officers' Research 
Association of California 

BILL KIRCHHOFF, City Manager, Arlington, Texas 

DAVID M. KUNKLE, Chief of Police, Arlington PO, Texas 

ART LIVERMORE, Board Member, Arlington POA and Regional 
Rep., Combined Law Enforcement Associations of Texas 

LARRY MALMBERG, President, Peace Officers Research 
Association of California, Sacramento, California 
and President, San Bernardino Sheriff's Employee 
Association 

LARRY MC CONNELL, Commander, Arvada PO, Colorado 

CRAIG MEACHAM, Chief of Police, West Covina PO, and 
President, California Police Chiefs Association 

RODNEY K. PIERINI, Executive Director, California Peace 
Officers Association and Executive Director, California 
Police Chiefs Association, Sacramento, California 

MAT RODRIGU~Z, Assistant Superintendent of Police, Chicago 
PO, Illinois 

• 

• 

• 
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ELSIE L. SCOTT, Executive Director, National Organization 
of Black Law Enforcement Executives, Washington, D.C • 

MICHAEL J. SHEEHAN, President, Arlington POA, Texas 

DARRELL STEPHENS, Executive Director, Police Executive 
Research Forum, Wsshington, D.C. 

JERALD R. VAUGHN, Executive Director, International 
Association of Chiefs of Police, Gaithersburg, Maryland 

DANIEL R. WALDHEIR, Director (Commander), Management and 
Lsbor Affairs, Chicago PO, Illinois 

G. E. ZUNIGA, Past Board Member, Santa Barbara POA, 
California 
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