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in Economically Distressed Times 
"The challenge to training directors today . .. is to salvage as 
many of the training programs as possible in light of declining 

or fixed budgets." 

In recent years, mr.ny municipali
ties have found themselves facing 
budget deficits and declining revenues. 
In response, some local governments 
have instituted hiring freezes;' others 
leave vacancies unfilled2 or layoff or 
threaten to layoff police officers,3 while 
some positions are simply eliminated 
through attrition. Law enforcement ad
ministrators are having to make do with 
"status quo" budgets, even though 
public safety and officer safety demand 
manpower increases. 

The results of these actions di
rectly impact the ability to provide train
ing to police officers. It is obvious that 
when manpower is below authorized 
strength, priorities will have to be set so 
that the primary mission of the police 
department can be accomplished. That 
mission, order maintenance, arguably 
requires police presence on the streets, 
causing other functions to "take a back 
seat." 

-

By 
SGT. GERALD W. KONKLER 

Police Department 
Tulsa, OK 

The shortage of manpower created 
by economic conditions may be exac
erbated by other factors, specifically 
summer vacations and mandatory fire
arms training. These can preclude the 
possibility of any academic classroom 
training.4 In the worst case, the end re
sult can mean the reassignment of 
training manpower to field duties, either 
permanently or temporarily. Whatever 
the case, the agency's training program 
is severely disrupted, which could have 
dire consequences. 

The status of training was recog
nized by Dr. M. Brent Halverson and 
John C. LeDoux, when they noted: 

"While the importance of well
developed inservice training 
programs might seem obvious, it 
must be admitted that training is 
often a low priority activity. Because 
there is insufficient time to meet the 
heavy demands of the public, many 

police departments do not have the 
time to conduct the training which 
should be provided."5 
The partial answer to this problem 

is to be more efficient-to make the 
hours spent in training more produc
tive.sl'he challenge to training directors 
today, much as it has been in the past, 
is to salvage as many of the training 
programs as possible in light of declin
ing or fixed budgets? To do this, law 
enforcement must learn to do more with 
less in the training process. 

One of the initial questions to be 
answered relates to the necessity of 
continuing training. Perhaps for too 
long, law enforcement was content to 
provide basic training to recruits and 
not be concerned with continuing edu
cation. Certainly, court decisionsto the 
rights of defendants and the enhanced 
possibilities of civil judgments made po
lice administrators realize that this was 
not a wise course to take. 
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The last 25 years have seen an in
crease in the quantity and quality of law 
enforcement instruction, and the police 
profession has been well-served by the 
change.s If indeed the purpose of police 
training is to develop "operational 
knowledge, physical and communica
tion skills, and habits which relate to the 
performance of the job/'9 then the 
changes that occur regularly in police 
work point toward the necessity. and in
deed the duty, of police administrators 
to provide opportunities for learning. 

Another reason for providing inser
vice training is to satisfy requirements 
of State law. California, for example, 
mandates that certain subjects shall be 
taught on a periodic basis.10 

But there is a compelling reason 
for periodic training even in those juris
dictions without a statutory mandate. 
And that is the potential for civil liability 
against the municipality and/or the of
ficer.11 An administrator has a duty to 
the employing jurisdiction to take all 
reasonable precautions to prevent 
these suits. But doesn't the administra
tor also owe a duty to the officer to pro
vide him or her with the information to 
do the job better and easier, as well as 
decreasing the potential for liability? 

Endeavoring to attain professional 
status for law enforcement is another 
justification for continuing inservice 
training. An agency has the duty to pro
vide the citizens with the best possible 
law enforcement. To do this, it is im
perative to have the most qualified of
ficers and to provide for their continued 
professional development. 12 Although it 
is argued that professionalism will not 
be attained until States mandate train
ing standards,13 law enforcement can ill 
afford to wait until the State decides to 

us wm 

legislate this area. Professionalism is in 
the hands of law enforcement, not leg
islators. Goals should be set by the 
agency, not by the State. The training 
process should not be allowed to falter 
just because the legislature has not 
seen fit to require specified courses of 
inservice training. After all, who is more 
familiar with training needs-the 
elected officials or those who are active 
in law enforcement? 

Somewhat related to profession
alization are the standards established 
by the Commission on Accreditation for 
Law Enforcement Agencies, Inc. 14 

Without engaging in the debate over 
the values of accreditation, if an agency 
is even considering entering the proc
ess in the future, it is important to be 
familiar with the standards as they re
late to retraining and advanced training. 
Assuming for purposes of discussion 
that accreditation is valuable in defend
ing civil actions, an argument could be 
made that the standards should be met. 

The standards require that the 
agency have written directives con
cerning annual retraining, including fire
arms qualification, and further require 
that a number of issues be addressed. 
There are also standards dealing with 
roll call and advanced training, as well 
as specialized training. If an agency is 
considering initiating or changing policy 
in these areas, these standards should 
be consulted for direction. In addition, 
if the governing body is remotely inter
ested in accreditation, these facts could 
be used to illustrate the necessity of 
funding for continued training. 

There has been a tremendous 
change in the social, political, and eco
nomic arenas in America. 15 Likewise, in 
the area of law enforcement, there have 

.. 
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"The last 25 years have seen an increase in the quantity and 
quality of law enforcement instruction, and the police 

profession has been weI/-served by the cilange." 

been vast changes over the past 1 0 
years. In 1977, if a suspected DUI 
(Driving Under the Influence) driver 
could walk a straight line, he might have 
been let go without a glance at the con
dition of his pupils. There were no pas
sive alcohol testing devices on the 
scene. The search and seizure issues 
involving motor vehicles were less clear 
than they are now. What about the ad
vances with record keeping by com
puter? Has there not been an explosion 
of computer use in this area? And, nu
merous other technological changes 
have occurred. This may very well ex
plain why some officers believe that 
technology is passing them by. 

It is the duty of the agency to ed
ucate employees in these areas to pre
vent the occurrence of Toffler's "future 
shock."16 Training is necessary to allow 
officers to assimilate these changes. As 
will be noted later, law enforcement 
must become more people oriented in 
order to serve its mission. This is vitally 
important in the area of technology, in 
order that officers may fulfill the task 
assigned to them in the most effective 
and efficient way possible. 

The foregoing reasons can be ad
vanced to support the general concept 
of continuing training. They might even 
be used to attempt to convince the gov
erning body that funding for training is 
essential. However, as noted earlier, it 
may be necessary to show more results 
for less dollars, which may very well en
tail temporarily discontinuing formal 
training. 

Law enforcement has shown the 
value of training, but the days of indis
criminate training are long gone. The 
person responsible for training in an 
agency must continually question 
whether the perceived problem can be 

solved by training. Training will not re
solve all shortcomings within an 
agency. 

Pinpointing the areas where train
ing can have a positive impact on the 
performance of an officer is most im
portant. In the past, training and devel
opment programs used a "shotgun 
approach." However, if programs are 
not cost-effective and job-related, they 
are not worthwhile. Police agencies 
cannot afford to dedicate resources to 
useless or repetitious training. 

Another reason for assessing 
training needs is to prepare personnel 
to accept change. The different levels 
within an organization will have varying 
views as to the type of training needed 
to resolve organizational problems. 
What can be extremely detrimental to 
the training program is to have some
one with no concept of current field pro
cedures be responsible for determining 
the training courses to be taken by per
sonnel. However, if all organizational 
levels are included in the process of 
identifying training needs, the training 
will be accepted more readily. 

One method of determining nec
essary training is set forth by James H. 
Auten.17 He suggests a cooperative ef
fort among the operational level, su
pervisors, management, and the 
training staff, based on an analysis and 
examination of the problems and con
ditions of the organization. This process 
also encompasses the performance, 
potential, and problems of each em
ployee. Members of the entire agency 
are asked, either orally or by question
naire, about the operations of the de
partment. The questions posed to the 
various levels - operational, supervi
sory, and staff - will necessarily be dif
ferent, but generally, they will center on 
opinions of weaknesses, ways to im-

prove the agency, performance, etc. 
Questions directed toward the opera
tional level should not include type of 
training needed, since responses will 
most likely reveal the type of training 
personnel would like to have, rather 
than what is essential. 

The second phase is a critical 
analysis of the day-to-day operations of 
the agency. The person conducting this 
analysis should examine the morale of 
the agency, job knowledge of the em
ployees, communication failures, su
pervisor performance, and application 
of job skills.18 

Finally, this method calls for a re
view of the organizational elements and 
their operation. For example, organi
zational plans should note any pro
jected changes in mission, structure, 
personnel, etc. Employee records 
should be examined to determine ex
cessive turnover or absenteeism and 
frequency of accidents or grievances. 
Inspection records should be reviewed, 
as should the supervisory selection pol
icy and records of activity generated by 
the agency.19 

One final note on the identification 
of training needs relates to the Block
age Questionnaire developed by Fran
cis and Woodcock,2° This instrument is 
a relatively simple device that may 
prove helpful in determining what sub
jects should be taught. A blockage is 
defin€ld as that which prevents people 
in organizational settings from putting 
their intelligence, energy, and effort to 
productive use.21 This instrument re
quires respondents to complete a form 
consisting of 110 statements by either 
agreeing or disagreeing with the state
ment. It is suggested that this instru
ment could identify those areas in 
which there might be resistance to 
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"Law enforcement has shown the value of training, but the 
days of indiscriminate training are long gone." 

change. Armed with this knowledge, 
the training program might be altered to 
minimize this resistance and make the 
learning process more effective. 

Whatever the results of the as
sessment, economic conditions and 
manpower shortages may very well 
mandate that traditional classroom 
training be curtailed or even eliminated 
for the duration of the fiscal crisis. But, 
even in these events, the training pro
gram should not be completely aban
doned, especially in the area of 
firearms training. It is also imperative 
that employees of the agency be kept 
apprised of recent court decisions and 
changes in case law. In the 1985-86 

term, the U.S. Supreme Court issued 
50 criminal opinions and 12 relating to 
civil rights suits.22 Add to this the num
ber of other relevant Federal, State, and 
local decisions and enacted legislation 
of which police officers should be aware 
and it becomes apparent that a proac
tive posture must be taken with regard 
to inservice legal training. 

How, then, can these topics be 
covered in a time of "crisis" training? 
Answer: "Every crisis brings opportu
nity."23 Agencies must impress on their 
members, particularly the first-line su
pervisor, the importance that must be 
placed on training. 

One method of training in these dif
ficult times is not new but rather sorely 
underemployed, i.e., roll call or squad 
room training. In practice, it appears 
that only a portion of roll call is used for 
constructive, job-related purposes. As
suming a 15-minute meeting, the typi
cal officer may spend over 60 hours per 
year in roll call. Experience reveals that 
not all of this time is spent exchanging 
information necessary to shift change. 
Only 10 minutes dedicated per week for 
training will amount to over 8 hours for 
the year - the equivalent of 1 day's 
training during roll call. The training of-. 
ticer or unit provides the relevant infor
mation to supervisors who, in turn, 
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disseminate it to line personnel. A sec
ond session should be conducted for 
those who were absent due to days off 
or vacation. it is vital that this method 
of instruction be documented by the su
pervisor. 

Training bulletins are another 
method of disseminating information. In 
times of limited manpower, the respon
sible trainer should prepare and distrib
ute these on a regular basis. Ideally, for 
purposes of documentation, each offi
cer should receive a copy and sign an 
acknowledgement. An alternative is to 
distribute one copy per shift or squad, 
with documentation prepared by the su
pervisor and returned to the training 
unit or officer after dissemination. 0(19 
of the advantages of this type of training 
is the ability to reach the entire depart
ment in a short period of time. A dis
advantage, particularly if the first-line 
supervisor doesn't recognize the value 
and necessity of training, is the possi
bility that the information will not be 
passed along or that it will be negated 
by the poor attitude of the supervisor. 

Many agencies have acquired or 
have access to video cameras for tap
ing statements and confessions' of 
criminal suspects. But, this technology 
can also be an effective training tool, 
particularly for those topics taught 
through demonstration. The legal ad
viser or city attorney can be taped dis
cussing new laws and case decisions 
or legal updates. In addition, this 
method can provide an excellent vehi
cle for the head of the agency to make 
a brief address to the rank and file on 
important issues. 

Many tra:ning units have resources 
in their possession that are not rr ·Ide 
available to the people who neeci Il the 
most - the street officer. Articles of in
terest and other materials can be cir-
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culated and posted on bulletin boards. 
However, this method of training should 
be adopted only if someone in the train
ing function has the responsibility of 
maintaining the bulletin boards in a 
manner that promotes readership. In 
other words, the materials should be 
kept up-to-date and posted in such a 
manner as to make for easy reading. 

The police administrator and staff 
members should survey their offices for 
current, professional law enforcement 
journals or books relating to criminal 
procedure. Rather than gathering dust 
in an executive's office, such literature 
should be kept in a place that is acces
sible to all members of the organization. 
The modern-day officer, in most cases, 
wants to know how he or she could bet
ter perform the job and would take ad
vantage of the opportunity to look over 
these magazines or books - either on 
or off duty. The obvious answer is to 
establish a small library and encourage 
officers to use it. The appealing aspect 
is that it does not cost the agency any
thing. Furthermore, it emphasizes the 
value the agency places on keeping 
personnel informed of current practices 
in the profession. 

One theme in the training function 
that cannot be stressed too heavily is 
that of documentation. Frequently, in 
determining training needs or in de
fending lawsuits, it becomes necessary 
to ascertain the training afforded a par
ticular officer. Unfortunately, all too 
often, agency training records have not 
been kept. This lack of documentation 
should not be allowed to continue. 
Whether used to provide rebuttal to civil 
suits or to justify additional training. 
documentation allows management to 
keep abreast of officer development.24 

It is tempting, in times of limited 
budgets, to limit training to field officers 
and to forego the training of supervi-
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sors, a temptation which should be re
sisted. As a practical matter, it would 
seem difficult for a supervisor to per
form the function properly if he or she 
has not been instructed as were the 
field officers. How can a supervisor de
termine if subordinates are functioning 
in a proper manner If the different levels 
have not received the same training? 

The last few topics discussed can 
be performed in conjunction with, or in 
lieu of, traditional classroom inservice 
training. But the training function in an 
organization cannot afford to focus only 
on the short term. The training function 
must begin searching for ways to en
hance police officer training for tomor
row. 

There has been considerable em
phasis in the private sector placed on 
the importance of employees, which 
has resulted in substantial gains for the 
companies. There is no reason to be
lieve that law enforcement would not like
wise benefit. Administrators of police 
agencies have had a paternalistic atti
tude toward police officers for too long. 
There is ample evidence that people 
will respond well to having trust placed 
in them and being treated as adults.26 

This is manifested in the training func
tion by expecting them to learn the lat
est information about the occupation, 
and thereby, demanding that they keep 
current. The corresponding duty of 
management is to provide these learn
ing opportunities and promote an at
mosphere of professionalism. 

Another concept that has received 
much attention is the concept of the 
"customer."27 This idea suggests that in 
the private sector, all business success 
rates on the sale, which momentarily 
weds the company and the customer. 
Peters and Waterman suggest that the 
excellent companies are close to their 
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the administrator and agency can ill afford to surrender to 
the economic issues and completely forego training." 

customers and illustrate a "seemingly 
unjustifiable overcommitment to some 
form of quality, reliability, or service."26 
Can this concept be related to police 
work? And more specifically, can this 
concept be related to police training? 

Perhaps it can. The "customer" in 
law enforcement would hopefully be in
terpreted to be the citizenry. Ultimately, 
the citizen is also the customer of police 
training, since the goal is to provide bet
ter police service. However, in order to 
ensure that the service is improved, of
ficer conduct must conform to the pre
s..;rlbed norm. The point is that there 
must be an strong belief within the 
agency for providing the customer/offi
cer with the highest quality training, 
which must be subscribed to by every
one. In designing a training system for 
implementation after a financial crisis, 
administrators must use the concepts 
of the "excellent companies" and rec
ognize the trainee as the "customer."29 

The implementation of such a 
training system may require that tradi
tional methods be reevaluated. Inno
vation is another mark of the excellent 
companies. 30 If the officer is the cus
tomer, then why is he trained only on 
the terms and turf of the trainer? If an 
officer is working the graveyard shift, is 
it not appropriate that he be trained on 
that shift rather than be forced to adjust 
to days? And in distressed economic 
times, why should the training function 
only occur on weekdays? Certainly, if 
the choice is to pay overtime to 1 in
structor or to 25 officers, the decision is 
easy - open the academy or unit on 
weekends so that more training can oc
cur in less time. What's wrong with 
training officers at the precinct level 
during slack times? If the volume of 
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calls increase, then the class can be 
dismissed until the next slack period. 

Law enforcement could take a les
son in innovation from the Richmond, 
IN, Police Department. They ran an 80-
member police department for 1 week 
with the only supervisors being the 
chief and two majors. Where were the 
others? They were at inservice training 
learning about tactical operations!31 

In summary, police agencies face 
a challenge in economic downturns. 
That challenge is to do more with less. 
This will require determining whether 
perceived problems can be solved by 
training or other methods. This will also 
require an assessment of training 
needs to prevent the waste of re
sources. At the same time, it is possible 
to inspire the agency with a new dedi
cation to the importance of training. The 
use of techniques other than traditional 
classroom training can assist in provid
ing information to the employee and 
can actually improve the function. The 
point is that the administrator and 
agency can ill afford to surrender to the 
economic issues and completely for")[lo 
1raining. This should be looked upon as 
an opportunity to illustrate to the gov
erning body the dedication of law en
forcement to the training process. It 
should result in a new emphasis within 
the agency to create a training system 
that is responsive not only to the officer 
but to the citizens of the jurisdiction as 

well. [p~O 
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