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This Command College Independent Study Project
is a FUTURES study of a particular emerging issue
in law enforcement. Its purpose is NOT to predict
the future, but rather to project a number of
possisble scenarios for strategic planning consider-
ation.

Defining the future differs from analyzing the past
because the future has not yet happened. In this
project, useful alternatives have been formulated
systematically so that the planner can respond to a
range of possible future environments.

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

The views and conclusions expressed in the Com-
mand College project are those of the author and
are not necessarily those of the Commission on
Peace Officer Standards and Training (POST).
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INTRODUCTION: A Look To The Future
A short overview of problem area and why the topic was chosen to study.
SECTION I: Futures Forecasting Methodology
Issue identification from research is developed. Future forecasting techniques are
applied to the Issue, including trend and event evaluation, cross impact analysis

and future scenarios.
SECTION Ii: Developing A Strategic Plan
A strategic management plan, based on a Normative "desired and aitainable"
future scenario is developed.
SECTION Il Transition Management
"Bridging from past to the future," or how do we get from here to there? A specific

plan is developed for putting the strategic plan into action.
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INTRODUCTION: A LOOK TO THE FUTURE

- BREAKDOWN OF ORGANIZATIONS
m~ CRISIS CF GOVERNANCE

] TURNING POINT IN HISTORY

= NEEDS OF EMPLOYEES

a SELECTION OF COURSE OF STUDY




A LOOK TO THE FUTURE

INTRODUCTION

Society, living in a time of rapid and endless change, is experiencing an "anxiety attack"
about what the future holds. As we look around we see traditional organizations
crumbling and passing before our eyes. To establish a foundation for this investigation

it is helpful to understand what is habpening in organizations and why.

A literature review reveals that the old management philosophy and ways of the past are
not wquing, and a drastic change lies in the future. The common thread of the probiem
lies in the world wide chronic crisis in governance - that is, the pe&asive incapacity of
organizations to cope with the expectations of their constituents. Authors, Warren Bennis
and 3Burt Nanus, further .relate that they together with many of their contempararies see
society approaching a major turning point in history where some new height of vision is
sought, where some fundamental redefinitions are required and where each individuais

sense of values will have to be reviewed. !

Noted author, Alvin Toffler, commenting on traditional organizations states, "The number
1 assumption of hierarchy, is that those at the top can pre-specify what those below

need." In this turbulent fast changing world, the above assumption is neither possible or



acceptable in organizations of the future. 2 The trend is clearly shifting to a more

humanistic organizational concept where people are seen from three perspectives.

o People as organizations - Above all, organizations are people and people
are organizations. While organizations may differ in size and structure, they
have one thing in cornmon: people.

o People as resources - People create the organization, guide and direct its
course and vitaliie and revitalize it. Smart organizations are beginning to
understand that people are it's most important asset. .

c People as people - A strong argument is emerging that because people
spend a large part of their lives at work, they have the right to expect
something beyond wages anc benefits. Employees of the future will

demand the opportunity to grow and develop and to learn new skills.

As a student of employee motivation and development, a conclusion was formed that this
would be an important topic to research for the future. If employees are to become
valued assets of organizations in the future; who then wiil have the responsibility for

employee development and helping them achieve their potential, being the very

best, he or she can be? This, then is the issue which was identified for investigation.

A scan of the Command College Futures File assembled by this investigator during the
past two years, revealed a number of articles pertinent to the issue of employee
development. An overview of some of these articles is presented to further develop a

foundation for this investigation.




Building Careers at Procter & Gamble * - Procter & Gamble has managed
to make career develdpment a formal ongoing process. It is using a
process called Personal Development Planning (EDP). PDP includes: (1)
Having first level manager meet with the subordinate to discuss career
needs. (2) Manager writes a summary of the meeting. (3) Devises an action
plan to meet stated needs. (4) Reviews the PDP with the next higher level
of management, and (5) Having the associate director meet privately with:
each person.once a year to discuss PDP. First level managers are
responsible for seeing that PDP’s are implemented.

Timken: Targeted on the 21st Century * - The Timken Company
(Canton, dhio), a world-renowned manufacturer of highly engineered
bearings, has had remarkable success in increasing its manufacturing
efficiency and profitability. Employees are using improvement teams to
develop ways to improve plant performance. The three main elements the
company is using are: (1) Awareness (2) Training and Development, and
(3) buy-in.

Life Planning: Both Sides Can Benefit ° - Victor Barocas of Strategic
Management Group states life planning includes the following elements: (1)
Financial planning (2) Health and welfare benefits (3) Career, family and
lifestyles issues, and (4) Career development and estate planning. Such a
program helps employers reduce confusion among employees, control
Human Resource costs and enhance its corporate image. The employees

are happy because they can enjoy today while securing tomorrow.



Employee Development: How To Put Together A Winning Program © -
- While traditional organizations employ work specialization, winning
companies have found that tremendous improvements car be made by
employing more flexible workers. Flexible workers are multi-skilled
individuals who can perform a variety of tasks. Some organizations have
expanded on the flexible worker concept by implementing self-managed
teams. All employees need three types of development: (1) Visionary (2)
General Skill Development, and (3) Specific Skill Development. Winning
companies also realize employee development is never completed.

The Workers of The Future 7 - Corporate training and. development
programs are proliferating as companies seek to help workers adapt to
rapidly changing technology and work processes. To prosper in the future,
companies must concentrate on 3 "R’s": (1) Recruiting (2) Retraining, and
(3) Retaining high quality people. Most compariies agree that the secret to
success in the future lies in designing management practices and benefit
packages geared to an increasingly diverse wbrkforce.

Changing The Work Culture ® - As human resources development
professionals work to establish excellence - oriented work cultures, they
must realize that quality training and development is inextricable linked to
changing the work culture. Second, they must realize that colaborative
efforts work best. Thirdly, when people from within the organizational work
culture conduct the training, the success rate increases. Lastly, senior

managers behavior speaks louder than words. Managers who teach one




set of behaviors and dispiay another will only make a mockery of desired
change.

o Staff Development: That's Not My Job ° - In the turbulent business
environment of the future, empioyees are looking to their Chief Executive
Officers (CEQ) for leadership, motivation and team development.. CEQO’s
must acknowledge that every employee has career goals and dreams if they
are to elicit the best perforrance from everyone. It is important to set an
organizational tone that stresses stability and organizational sensitivity and
concern with the growth and development of each employee. Some steps
CEOQO’s need to take include: (1) Make career development a strong
management priority within the organization. (2) Understand the importance
of developing managers with people skills. (3) Stress the importance df

- managers meeting with subocrdinates regularly to review céreér goals and

objectives.

~To narrow the scope and limits of the investigation on the issue of employee
development in the future, it will be confined to medium size municipal police agency.
A case study is employed of a hypothetical organization, deveioped for research

purposes only.
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"In a time of drastic change, it is the learners who inherit the future. The learned find
thémselves equipped to live in a world that no longer exists.”

Eric Hoffer, VanGuard Management

SECTION I: FUTURES FORECASTING METHODOLOGY

INTRODUCTION
For readers not familiar with the process, one might ask; "Why would organizations want

to do futures research or study the future?"

Most organizations today, engage in some means of strategic planning. In the private
sector it is used to map the marketplace to assure a continued share of whatever product
is sold. In the public sector it is used to gauge the level of environmental impacts on

services being provided, now and in the future.

Futures research is an important part of strategic planning as it helps identify and prioritize
the environmental impacts on organizations. The futures forecasting process provides
a problem solving model which organizations can use in developing their own strategic

plan for the future.

Prior to entering the forecasting process, several assumptions were made which will
remain consistent throughout the project: Change is a constant; criminal activity will
likely expand; law enforcement will be expected to do more with less and the
Commission on Peace Officer Standards and Training will continue to have the

responsibility for coordinating police training statewide.



THE ISSUES

The overall goal of this project will be to address the following issue.

Who will have the responsibility for professional development of
subordinates in 2 medium sized {aw enforcement organization by the year
20027
To further define the main issue, several sub-issues were developed through literature
scanning, input from colleagues, and an external consultant.

o What will be the level of responsibility for career development of
- subordinates?

o What will be the likely use of external resources in development of
subordinates?

o What strategies will be used to help subordinates cope miore
eftectively with the rapidly changing work environment?

ISSUE RESEARCH
To clarify the significance of these issues, three procedures were utilized:
Literature Scanning: A number of articles and books were reviewed

with salient points being extracted for consideration. (Bibliography)

Individual input: The issue was viewed by two colleagues, two Command
College classmates and the project consultant with input being assimilated for sub-

issue consideration.

Data Assimilation - Futures Wheei: The data collected from the literature
scanning and individual input was compiled into a futures wheel (Appendix 1)

where sub-issues were identified. Six major impacts on the issue were identified:




Job expectations from the organization; job expectations from the employee;

career development; internal environment; external environment and the.

changing work environment. Three of the impacts, considered to have the-

strongest impact on the issue were selected by the author for further
consideration. Each of the three; career development, external environment
and changing work environment were restated as sub-issue questions to assist

in focusing the main issue.

NOMINAL GROUP TECHNIQUE

After clarification of the issue and sub-issues, seven expert panel members were
selected to participate in a nominal group technique (NGT) exercise to forecast
trends and events and their probable impact on the issue being studied. The
panel represented a cross section of law enforcement and non-law enforcement
professionals, all with expertise in leadership, subordinate development and

futuristic thinking (Appendix 2).

The panel identified 40 trends and 29 events during round one (Appendix 3).
Further discussion narrowed the process to 13 and 12. Final prioritization by the
group produced 6 trends and 5 events considered to be most relevant to the

issue. This completed the NGT process.

The second phase of this investigation consisted of the panel being asked to
forecast trend levels and event probabilities. The results were tabulated and

median values recorded.



TRENDS

The methodology for trend forecasting given to the panel was that of a ratio scale.

Today’s assumed value of each trend is 100. An estimate of the trend value at a

ditferent point in time could be equal to today’s value (100); less than today would

be less than 100 or greater than today would be more than 100. The forecasting

required trend estimates of 5 years ago and both nominal (will be) and normative

results of the final panel's trend forecast using median values.

TABLE 1:

TREND EVALUATION

. (should be) future estimates of 5 and 10 years from now. Table 1 depicts the

TREND STATEMENT

LEVEL OF THE TREND
(today = 100)

TREND 8 Yours Today 8 Yoars 10 Years
# Ago From Now From Now
1 | EVOLUTION IN POLICE THINKING 60 100 125 180

180 230
2 | RESTRUCTURING OF POLICE ORGANIZATIONS 30 100 125 199
150 300
3 1 MILITARY TO CONSENSUS MANAGEMENT MODEL 4o 100 119 15/
150 / 200
4 | GREATER USE OF CIVILIANS 50 100 125 20
150 250
5 | NEED FOR PQST HIGH SCHOOL EDUCATION IN 120 20
POLICE APPLICANTS 50 100 rs / i
6 | TECHNOLOGICAL ADVANCES 70 100 150 200
200 195
N=7 ALL FIGURES REFLECT PANEL
MEDTAN WILL BE
SHOULD BE

10




The six trends the panel believed could have the most impact on the issue are:

Trend 1 - Evolution in Police Thinking
Table 2

T-1 EVOLUTION IN POLICE THINKING

A
® e
T+

mnu

— LOW -+MEDIAN *HIGH

{tis likely that the parédigm shift would impact police organizations as dramatically
as those in the private sector. With such a shift would come a move from
management to leadership, direction to shared vision, delegation to empowerment
ar;d from resistance to change to planning for change. While. still being charged
with reacting to certain emergency situations, the major thrust of the law
enforcement effort will be focused on needs and desires of the client base served.
The median projection from the panel provided a relative slow movement in the
. first five years with a median value of 125. Between 1997 and 2002, the median
value rose to 180, showing a substantial increase. It was noted however, that both

11



five and ten year projections were below the Normative (Should be) value. This
difference may be interpreted as the last of the dinosaurs in police organizations

making their final stand in resisting change.

Trend 2 - Restructuring of Police Organizations
Table 3

T-2 RESTRUCTURING OF POLICE
ORGANIZATIONS

42 T man T+8 T+¥W

~ LOW -+MEDIAN *HIGH

The panel concurred with organizational trends described by John Naisbitt and
Patricia Aburdene in their book Megatrends. Here, the authors forecast that
organizations would loose their hierarchical structure and as levels of management
dissolved would flatten out in the process. Organizational decision making would
be decentralized and more networking would occur. Also viewed as important was

the move toward self-autonomous work groups and a redefinition of organizational

12



leadership. The panel saw a slow start in the first five years with a median value
of 125. The trend continued to accelerate in the second five years, reaching a.
median value of 190 by 2002. The projected increases are well below the
Normative (Should be) values which may refiect police organizations opposition to

change.

Trend 3 - Move From Military to Consensus Modei of Management
Table 4

T-3 MILITARY TO CONSENSUS
MANAGEMENT MODEL

10

. 2
z
-t

TR T+9

- LOW -+MEDIAN * HIGH

Police departments being paramilitary organizations, have long been bastions of
autocratic managament. The panel saw this management style as not acceptable
in future organizations and being replaced with more humanistic, people oriented

approaches. Replacing the autocratic style would be the consensus model,

13




where employees have an ability to participate in all phases of the organization and
thus develop a high "buy in" and commitment level. The panel'p;rojected a slow
start during the first five years with a median value of 110. The trend did show
a stronger move forward during the second five years, rising to a median value of
150. Such a move in the second five years may be interpreted as “old line" retiring

and being replaced with the “new breed" of leader.

Trend 4 - Use of Civilians ,
Table 5
T-4 GREATER USE OF CIVILIANS

ko] T THAR T48 T+

—LOW +MEDIAN *HIGH

The panel agreed with the move by police departments toward becoming more
responsive to stakeholder needs, thus providing higher service levels. To achieve

. this goal in the most cost effective manner, civilian employees would be used in

14



many administrative functions currently handled by sworn officers. The panel

\' further recognized the irhportance of the development of these employees as well
as sworn staff. The panel median value for this trend was 125 at five years with
a jump to 200 by.the year 2002. Again, as with the other trends, resistance to

change was clearly visible, as Normative (Should be) values were well above levels

projected.

Trend 5 - Post-High School Education For Police Applicants
Table 6

T-5 NEED FOR POST HIGH SCHOOL
EDUCATION IN POLICE APPLICANTS

This trend was of high concern to panél members, particularly in light of the
shrinking applicant pool and deteriorating public education system. The panel
projected a median increase to 120 after five years which was well below the
Normative (Sthld be) value of 175. After ten years the panel median projection

. rose to 200, but fell even further behind the Normative (Should be) projection of

15




350. The panel discussed and concurred that in the emerging era, learning will be
a lifetime commitment. Traditional organizations will become ‘instead, learning.
organizations, where a high emphasis will be placed on continuai training for both

leaders and subordinates.

Trend 6 ~ Technological Advances
Table 7

T-6 TECHNOLOGICAL ADVANCES

dpy '
T AR T4 T+H

— LOW + MEDIAN * HIGH

Recognizing the vast potential for implementation of a new generation of
technology, the panel focused discussions on those aspects relevant to the issue.
Topics as artificial intelligence applications, high-tech satelite communication
components enabling Enany workers to telecommute and advancement in forensic

investigations were considered from an employee development perspective.

16



Important to this area is the preparation and development of employees to apply
technologjy to career enhancement, thus enabling them to work smarter not
harder. Key areas identified in future training of employees were advanced video
and computer resource centers. Such applications now in use in elementary form
by military simulations of pilot training and combat operations, will be expanded to
holographic situational exercises in all aspects of law enforcement work. Even with
a relatively active median increase of 150 in five years, the projection lagged well
behind the Normative (Should be) of 200. By 2002 however, the median increased
to 200, passing the ten year normative of 195. This projection may be interpreted

as a leveling off of technology advancement between 1998 and 2002.

EVENTS

The panel identified a total of 46 Events (Appendix 4). Through the NGT process events
| selected during identification and prioritization exercises were reduced to five. These
events were felt to have the most relevance on the issue question and could have the
greatest impact if occurring. Although two of the events appear to be low in probability,
the panel saw them as being significant due to tf.> impact each would have on law

enforcement. The panel was asked to forecast each event in terms of:

o Number of years until the probability of each event first exceeds zero
o The probability of occurrence of each event 5 years from now

o The probability of occurrence 10 years from now

o The negative and/or positive impact of the event on the issue

17




The probability scale is 0% (event will probably not occur) to 100% (event will
probably occur) by that time limit. A zero to ten scale was u.sed for both the

positive or negative impact rating. Table 8 represents the panel medians of all five

forecasted events.

Table 8
EVENT EVALUATION .
YEARS PROBABILITY IMPACT ON THE ISSUE AREA
UNTIL (F THE EVYENT OCCURRED
PRONBABIL-
EVENT STATEMENT Ty RSt | Five vears | Ten vears
EVENT From Now From Now Positive MNogative
EXCEEDS (0-10) (0-10)
# 2ERO (0-100) (0-100)
1 STATE OF CALIFORNIA BANKRUPT 2 10 10 o 10
2 VIOLENT CRIME HITS HIGHEST RATE EVER 1 70 80 0 8
3 POLICE - PRIVATE SECTOR PARTNERSHIP 4 59 80 8 2
4 MAJOR OQUTBREAK OF RACIAL DISORDER 2 50 65 2 8
5 UNEMPLOYMENT TOPS 15% - NATIONAL DEPRESSION 2 4s 25 0 8

N=7 ALL FIGURES REFLECT PANEL MEDIAN

Events play a major role in shaping the future. They can change the course of a trend

immediately (such as an earthquake) or play a more subtle role (such as a police brutality

incident on national T.V.).

18




The following is a brief analysis of the five events evaluated by the panel:

Event 1 - State of California Bankri.pt
: Table 9

E-1 STATE OF CALIFORNIA
BANKRUPT

19

= LOW “+MEDIAN * HIGH

Definition: =~ Sacramento defauits on its financial obligations throwing the
state into economic chaos. The state “trickle down" is feit

almost instantly in law enforcement services.

The panel was widely split on the probability cf the State of California going broke
ranging from a likelihood of 80% to a low of 0%. The median probability was 10%.
There was a consensus that should such an event occur there would be no
positive impact, with the negative value being 10. While the probability of

occurring was iow at 10%, this event was considered significant to the

19



project issue. Should such an event occur, law enforcement would immediately
go into a crisis operational mode and topics such as development of subordinates .

would become a non-priority.

Event 2 - Violent Crime Hits 1000 per 100,000 Population
Table 10

E-2 VIOLENT CRIME HITS HIGHEST
RATE EVER

~ LOW -+MEDIAN * HIGH

Definition: = Violent crime in California reaches an all time high with the rate

reaching 1,000 occurrences per 100,000 population.

The panel was in agreement of this event having a strong likelihood of reality within
the next five years with a median value of 70%. Within current crime levels, an
interpretation can be made that starting with year one, violent crime will continue
a rapid upward spiral peaking at five years and leveling off sornewhat during the

20



second five years. The law enforcement response to dealing with this problem wiil
require such a comimitment of resources, that the issue of employee developmenit .
is placed on the back burner. There was no positive impact from this event; and

a negative rating of 8.

Event 3 - Formation of police-private sector partnership for delivery of service.

Table 11

E-3 POLICE - PRIVATE SECTOR
PARTNERSHIP

Definition: ~ The lean years of the early 1990’s caused an interesting
shakeout in law enforcement organizations. As budget cuts
caused downsizing in size and resources, law enforcement

looked for cost effective ways to maintain service tb the

21



community. Terms as privatization, contracting and user fee
servicing become the standard as private enterprise assumes -
many non-critical tasks (those other than emergency responses

. and enforcement of the iaw).

The panel considered this as a major impact on the issue of subordinate
development. It was seen however, as a long term impact with a rmedian
probability of 50% within five years. The Iikelihooq of occurrence continued,
increasing to 80% by the year 2002. A positive impact of 7 was seen, primarily
because of increased cost effectiveness of operations which in turn provide
resources for development of the remaining employees. On the negative side, a
value of 2 was given, primarily for the loss of contact with citizens previously

served directly by officers.

22



Event 4 - Major Outbreak of Racial Conflict

G Table 12

E-4 MAJOR OUTBREAK OF RACIAL
DISORDER

18 T T T
. . . . 4 " .
' . . . . . . 3
' . . ' . ' ' ' *
. . . . ' . . . .
. . . . . . . . .
, . . . ‘ « ' . .
. . . . . ‘

Definition:  Major riots and civil disturbances break out in cities throughout
America. The magnitude of this outbreak is so severe as to
cause a suspension of some civil liberties, deciaration of martiai

law and a shift in law enforcement resources to problem areas.

The panél recognized the fact that some futures experts have already forecast this
event as a strong likelihood of occurring in the next five to seven years. Should
such an event occur, law enforcement would be thrown into such a state of
extreme turbulence that the issue of subordinate development would be eliminated.

‘ The panel saw a 50% probability of this event occurring by 1997; increasing to

23



65% probability by the year 2002. On the pogitive side, the event impact was seen
at a median value of 2, due to law enforcement performing at it’s best during a:
crisis. On the negative side, a median value of 8 was projected, due to placing law
enforcement directly in the middle of a crisis that will likely set our country back
100 years.

Event 5 - A Major National Depression Begins
- Table 13

E-5 UNEMPLOYMENT TOPS 15% -
NATIONAL DEPRESSION

. . ' . . . N .
. . » . . . . .

Definition:  Described as a series of independent but related events which
cause economic chaos on a national level. First, the U.S.
employment rate passes 15%. Second, major industrial firms

close their doors. Third, major U.S. financial institutions go

24



under. Lastiy, the Federal Government is paraiyzed in dealing

with the problems.

While many people emphatically deny that such an event as described above
could ever happen again in this county, others are convinced it is not a question
of if it happens, but when. The panel also came in at both ends of the spectrum
on probability of occurrence. Ranging from a high of 90% to a low of 0%; the
median vaiue was 45%. The sécond ten years the median probability dropped to
25%, suggesting the government was taking some steps to get it’s house in order.
Such an event would cause heavy negativé downside for law enforcement with a

value of 8. On the positive side, the panel could find no favorable impact.

CROSS IMPACT ANALYSIS

The Panel

The value of forecasting trends and events related to the issue question is
enhanced when their interrelationships are assessed and analyzed. That is, if an
event were to occur, what impact might it have on the other events and trends
forecasted? To analyze this cross impact. of five events and six trends, two
colieagues were asked to help with the process. Two were police managers and
both Command College graduates who have had "hands on" experience with

utilization of the cross impact analysis.

The Methodology
The cross impact analysis is based upon analyzing the impact of one event

occurring against the other events and trends. it's a step by step process that will
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then, under analysis, indicate the "actor* events. The Events or Trends impacted
become “reactors." The results identify Trends and Events for use in deveioping
future scenarios. During this process, the impact is recorded as the percentage
change (plus or rﬁinus) over the original NGT panel forecast, and represerits the

maximum impact upon the Event or Trend. Cross impacts are shown on Table 14,

Cross Impact Evaluation.

Table 14
Cross Impact Evaluation
MATRIX Maximum Impact (% change 1)
(N = 3)
» El E2 E3 E4 ES T1 T2 T3 T4 TS T6
El X +25 +20 +40 0 +15 +35 20 +40 -10 -20
B2 0 X +25 0 0 +25 +20 -10 25 0 +20
E3 -15 -20 X -15  -10 +30 +35 +40  +35__  +20 +20
4 0 +35 +25 X 0 #15 +15 -10 e 0 +15
ES +40 +30 -10 +45 X ~10 +10 10 420 -5 -15
"IMPACTED" TOTALS
El E2 E3 E4 ES . T1 T T3 T4 TS T6
2 b 4 i L S 5. 5 k. 2

E] CALIFORNIA GOES BROKE
E2 VIOLENT CRIME HITS HIGH

ES 15% UNEMPLOYMENT/DEPRESSION T

E3 POLICE-PRIVATE PARTNERSHIP
E4 CUTBREAK - RACIAL DISORDER

T2 RESTRUCTURE POLICE ORGAN.
T3 MILITARY TO CONSENSUS MODEL T6 TECHNOLOGICAL ADVANCES
T4 GREATER USE OF CIVILIANS
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The Analysis
Based on the number of impacts or "hits" on reactor Trends and Events, the three .
‘most potent “actor events" were identified. These will be the primary targets for

future policy actions with the goal of helping them to occur.

The figures are consensus forecasts. The identified actor events and number of

"hits" on "reactors” are:

Event 1 - State of California Bankrupt (9 Impacts)
The forecasted event of the State of California going bankrupt would have
an impact of increasing the probability of three events and three trends. it
would reduce the impact of three trends. While given only a 10% chance
of prabability by the panel, it would if occurring, have substantial impact on
the issue, sub-issue package. The panel felt the two most significant
impacts of this event would be in the area of racial unrest and increased use

of civilians in law enfoercement, both reaching maximum within 2 years.

Event 3 - Formation of Police-Private Partnership (10 impacts)

The establishment of a police-private sector partnership was clearly the
most important bridge across both trends and events. This event touched
on all ten trends and events, impacting the fcur other évents negatively and
all six trends positively. While reflecting a negative impact on the other
events, the end result would be positive as the other actors were all
negative. Most noticeable was the +40% impact cn T-3, the move from a
military to consensus model. Following close behind at 35% were T-2,
restructuring of police organizations and T-4, greater use of civilians.
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Event 5 - A Major National Depression (10 Impacts)

The panel concurred that should this event occur it couid not help but |
impact all other trends and events. This event impacted three of the other
events in a positive manner. With these three events being "bad actor"
types, this event showed positive because it helped contribute to their
negativity. On the negative side, one event and four trends were impacted.
The most notable contributions of this event were toward E-1, bankruptcy

of California and E-4, racial conflict.

SCENARIOS

Three scenarios or possible futures will be presented based upon the analysis of

trends and events discussed in this section. These scenarios are used in futures

research to describe an envisioned future of what could be.

Three modes of scenario forecasting will be used:

o

Exploratory - (Nominal or most likely to occur)

This is a surprise free scenario and looks at the most likely future based
upon what we know today. The "will be" trends and events data are used
to develop this scenario. Only events which are likely to occur will be used
in this scenario.

Hypotheticai - ("What if* or best case/worse case)

This is an alternative future developed through manipulating data to produce
a "what if* scenario.

Normative - (Desired and attainable "should be")
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This model takes a proactive stand and develops a future which is "good"

and has a likelihood of happening. It may be achieved through lessons -

learned from the past and present, and implementation of palicies to shape
the future. It incorporates the "should be" trend levels forecasted by the

NGT panel. This is a desired and attainable future state.

Exploratory Scenario ("Play it Again Sam")
HEADLINES

“State Budget Deficit Impacts Local Police" - San Francisco Examiner, September, 1994
LA Desk Cops Returmn To The Streets” - LA. Times, June, 1994

"L.A. County Contracts Private Corporation To Run Jail System” - LA. Times, May, 1994

Since 1991, the State of California has had trouble balancing it's massive budget. A trend
has developed with the State appropriating funds previously targeted for county and local
government. This has caused an acute problem for county and local government, with

many smaller police agencies going under.

The Los Angeles Police Department annual report identified so many vacant field positions
that new Police Chief, Mary Smith ordered 500 gworn desk personnel back into uniform,

resuming patrol duty. The desk positions were filled with civilian paraprofessional staff.

History was made in Los Angeles County when the Board of Supervisors and Los
Angeles County Sheriff, Brad Thomas issued a joint announcement on the hiring of a
private contractor to run all jail and correctional facilities in the county. The Contractor,
AMX Corporation of Dallas, Texas is currently managing State Prison complexes in Texas,
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Arizona and Oregon and county facilities in fifteen locations throughout the U.S. The
savings to Los Angeles County on this move will be 40% of current costs. Sheriff Brad
Thomas indicates that deputies now serving in the jail, will be reassigned to fill the more

than 1,200 positions vacant in the Patrol Division.

Hypotheticai Scenario {("What !f - Worst Case")

HEADLINES

‘U.S. Feels First Depression Since 1930’s - Unemployment Hits Fifteen Percent" - U.S.A. Today, March, 1996

*Racial Hostilities Spur Riots In New York, Detroit, Houston and Los Angeles - President Declares National
Emergency” - New York Times, August, 1996

‘Crimes of Violence At All Time High In California - People Are Afraid To Leave Home After Dark” - LA
Times, September, 1396

The federal deficit continued to climb into the mid-nineties with negative spending patterns

by a Congress oblivious to the economic chaos being created. Social welfare programs

are expanded with hidden tax increases being passed on to business and individuals.
Business is hit hard, particularly that which is stiil in a part of industrial and manufacturing.
increased taxes and foreign competition spell the final "death knoll" for these former giants
of American industrial history. As these businesses pass on, their semi-skilled workers
are thrown into a bottomiess pit of unemplioyment. Unable to find positions in the new
high-tech information environment, despair and hopelessness not seen since the 1930’s
becomes commonplace. Unemployment rates continue to climb above 15% with no end
in sight. Congress feebly grapples with the increasing chaos, but true to form, still does
not understand cause and effect theory, failing to recognize the effect of forty years of

mismanagement on their part. With the federal government in a near state of bankruptcy,
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programs are slashed dramatically especially those of social and human services. With
a drying up of welfare allotments, many turn to crime and violence as part of their daily-
life. People are barricaded in their homes afraid to venture out after dark. After police
engage in armed battles with minority militants in the inner cities, they are accused of
racial prejudice and the various factions unite in massive protest and acts of civil
disobedience which leads to more violence. The President of the United States declares
a state of national emergency, invokes martial law and suspends many civil liberties
including & dusk to dawn curfew. National Guard units throughout the United States are
placed in service to support law enforcement agencies. Through regional mutual aid
pacts many poilice officers are shifted from rural and suburban areas trs hat spots where

a state of war climate exists.

In this highly turbulent environment, survival takes priority over participation and law
enforcement reverts to a highly structured military model. Loss of life is high on both
sides as militants have been successful in planning and acquiring state of the art

firepower.

Subordinate development is non-existent except for that gained in combat. The men and
women of law enforcement perform magnificently coming together as an efficient team
regardless of the color of their skin or uniform. Acts of leadership, bravery and
compassion become a daily occurrence as the many years of professional training and

development pay off.

It takes at least two years for government to get re-organized,-a new foundation built and

the framework started for America of the 21st Century. Later - looking back on those
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dark years, we more clearly understand the words of the early American patriot, Thomas

Paine who said "These are the times that try men’s souls.”
Normative Scenario (Desired and Attainabie)

HEADLINES

*California Retums To Pre-Recession Prosperity” - California Business Journal, May, 1995

*Consensus Management Replacing Military Approach In Many California Police Agencies® - L A. Times,
July, 1995

*New Selection and Training Methods Implemented To Prepare Police Personnel For The 21st Century” -
Personne{ Joumnal, February, 1996 .

‘New Police Chief Hired In San Marco - Vows To Prepare Department For The 21st Century” - San Marco
Sentinel, November, 1996

The years 1992 - 1995 were difficult ones for the country and California as we continued

a shift from old ways of thinking to new. The evolutionary transition in America from an .
“era of industrialization to that of information and high-tecﬁ was not without causalities.

Law enforcement had through fiscal necessity started a downsizing process while making

every attempt to avoid reduction of services.

The year 1995 finds California again prospering economically with a turnabout to a
"business friendly" environment. Major corporations are returning to California and have
instituted massive privately financed education and training programs to retrain displaced
workers from the industrial era. Both private and public sectors have recognized the
value of capitalization of the human element. Employees are treated with a new respect

and become stakeholders in their organizations. Helping to shape the vision, it becomes
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their future and employees demonstrate an ail time high in commitment, loyalty and

productivity.

In law enfarcement, the old military autocratic model has crumbled and been swept
away. While still retaining more of a hierarchy than found in the private sector,
restructuring of organizations occurs with mid-management levels being eliminated.
Innovation, creativity and entrepraneurial thinking become commionplace. Services and

tasks have been studied and prioritized with many functions being privatized. Civilians

are trained and used in increasing numbers for non-critical tasks.

Career development of employees becomes a priority at aill levels of the
organization with the reccgnition that satisfied workers do the best job. Law
enforcemerit organizations will have personnel on board that specialize in human resource
development and who work one on one with subordinates to design personal career

plans and then assist in carrying them out.

The most advanced generation of technology becomes readily obtainable by law
enforcement. Advanced resource centers involving holegraphic simulation environments
for all aspects of police training are established enhancing the professional development
of law enforcement personnel. Advanced computer and communication technology leads
to self-autonomous work groups and telecommuting in many areas of law enforcement.
This has a major impact on job satisfaction of employees, which in turn is reflected in their

quality work product.

On the local front, San Marco Poiice Department, & storehouse of talented persaonnel, has
been in a holding pattern for a number of years because of an old line autocratic Chief
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of Police who sees change as a threat. In November 1996, the City Council replaced the
Chief, bringing in a new man. The new Chief, Wayne Wilson, describes his leadership.
style as "transformational" and vows to bring the department on-line in preparation for
moving into the 21st Century. A new sense of enthusiasm and purpose, never before

seen in San Marco, has broken out among the perscnnel of the police department.

*The City of San Marco and the San Marco Police Department do not exist. They
were developed entirely as a hypothetical model for this study and refiect a mid-

sized community and police department.

POLICY CONSIDERATIONS
The three scenarios presented offer differing views of the possible futures of the
development of subordinates in police organizations. Policy decisions made now and

over the next few years will help dictate and influence the course of the desired future.

With input from the various panels as well as the desirable outcome outlined in the

Normative Scenario, the following policy interventions were developed.

o Policy 1 - Following the guidelines of the California Commission on Peace

Officers Standards and Training (POST) mandate that police administrators,

' managers and supervisors attend current state-of-the-art training in

leadership and emplovee development. This policy will assure leaders
know the fundamentais of dealing with empioyees in the new era.

o Policy 2 - Develop and maintain an organizational culture that believes in

the value and practice of consensus leadership style. This policy assures
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that you don't just talk about participation by subordinates, but your
organization actually practices it.

Policy 3 - Seek out and encourage employee participation and development
in their own career development pian. This policy helps build trust by
directly invoiving them in planning their own future while showing the
emplcyee you care about him/her.

Policy 4 - From top to bottom of the organization develop an attitude that
employees are also stakeholders and the most important resource present.
This policy, if practiced by key management, will be mirrored by first
line supervisors, and thus enhanced trust and commitment in
employees.

Policy 5 - Develop and maintain a compensation system that rewards
employees based on changing priorities and personal neéds, This
policy assures the employees diverse lifestyle needs are considered.
Policy 6 - Develop a strategy for providing employees with every
oppartunity to attend training so as to prepare them for the future. This
policy will heip to develop advanced professional skills in employees,
while preparing them for the future.

Policy 7 - Empower employees to take charge of their own life, build self-
esteemn and be the best he/she can be. This policy will reaffirm the
organization’s commitment to the employees enhancing trust and

respect.
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Policy 8 - Develop an internal review process to assure the policy
interventions were fully understood, accepted and achieving desired .
outcome. Make necessary adjustments as necessary. This policy will

assure that desired goals and objectives are being achieved.
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"Strategic planning is an attitude; it is a dedication to acting on the
basics of contemplating the future.” .

- George Steiner - *°

SECTION II: DEVELOPING A STRATEGIC PLAN

INTRODUCTION:
Command College instructor, Tom Esensten describes the process of strategic planning
as, "A structured approach, sometimes rational, other times not, of bringing

anticipations of an unknown future to bear on today’s decisions." "

In its most basic form, a strategic plan looks at aiternative courses of action that are
open in the future. It is also a process that begins with the setting of organizational
aims, defihes strategies and policies tc make sure that strategies are implemented to
achieve the goals sought. In this project, the strategic plan will provide a situation
assessment, evaluate law enforcement strengths and weaknesses, identify
stakeholders, recognize policy considerations and structure the implementation
precess. The outcome bridges the gap between the present and the desired future.
In the process of developing a strategic plan for this project several key assumptions
were made.

o Career Development is not a new process to law enforcement.

o Several other law enforcement agencies in California including; Arroyo

Grande, Walnut Creek and Redondo Beach, have Career Development

Plans of varying sorts.
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0 Several other Command College Projects have been written on aspects of
Career Development.

Considering these assumptions, the prime thrust of this investigation is toward the issue

of who will have the responsibility for professional development of subordinates in the

future. The last assumption is the most critical in that it holds a move from the autocratic

model of organizational management to one of consensus leadership. It is in this latter

environment where a shared role of professicnal development is most like to flourish.

The futures research portion of this investigation on subordinate development identified

several critical trends and events likely to impact the issue:

TRENDS EVENTS
Evolution in police thinking. Police-Private sector partnership.
Restructuring police organizations. Violent crime at an all time high.
Move from military to consensus Major outbreak of racial disorder.
model of management. '
Post-high school education requlrement of
police applicants.

With the above trends and events analyzed and evaluated, three future scenarios were
developed; one with nothing changing, another with worst case implications and the third
being the most desired and attainable (Normative). For further study, the most desired

and attainable (Normative) scenario will be used:

THE SETTING

The time is January, 1997 and the place is the hypothetical community of San

Marco.
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The City of San Marco is a master planned community located in the foothills of Southern
California. The home of University of California at San Marco, the city also has a sizable
high-tech industrial section and a growi'ng bio-medical complex, providing a balanced
economic base. The 1996 census of 110,000 people is approximately one half of the
eventual build out population of the city. Thé'San Marco Police Department employs 125
sworn and 51 civilian personnel. The department is staffed with an abundance of talented
and educated personnel and the turn over rate is low. For the past five years, the
department was directed by an old line, autocratic Chief of Police who believed "career
development" consisted of working the street and paying your dues. In November 1996,
the City Council forced retirement of the Chief and hired a new man, Wayne Wilson. The
new Chief is a graduate of the POST Command College and a candidate for a Ph.D.
degree in Human Behavior. On taking office, Chief Wilson vowed to bring the department
on-line in preparation for the 21st Century. The enthusiasm of the employees has jumped

three hundred percent in only two months.

THE MISSION STATEMENT - SAN MARCO POLICE DEPARTMENT
In December 1996, a committee of six personnel from throughout the department
(sworn and non-sworn) was convened to develop a Mission Statement. The
following is synopsis of key elements of the work of that committee.
Macro-Mission Statement (Overall)
“The San Marco Police Department exists for the purpose of protecting life
and properly, and maintaining social order within carefully prescribed
ethical and constitutional limits. Through a cooperative effort, we will
provide citizens with proactive police services, with continued sensitivity to

community needs and concerns. We dedicate ourselves to a safer
environment for our citizens and for future generations.” 2
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Micro-Mission Statement (Development of subordinates)
“The San Marco Police Department seeks to develop in personnel a sense
of professionalism and responsibility for perscnal development, while
providing opportunities for individuals to realize their full creative potential.”
SITUATIONAL ANALYSIS:
An evaluation of the current situation must be an integral part of any strategic plan. For
this study, two situational assessment processes were used. The first is the WOTS-UP

‘Analysis, an acronym for Weakness, Opportunities, Threats, Strengths - Underlying

Planning and second, the Strategic Assumption Surfacing Technique or SAST.

WOTS-UP Analysis

The first phase of this analysis was a scan for external and internal environmental factors
that could impact San Marco P.D.’s ability to achieve the desired state. This evaluation
consists of two segments, an assessment of "opportunities - threats" in the external
environment and a "strengths - weaknesses" review of internal conditions of the
organization. An opportunity is any favorable condition or trend outside the departmental
environment and a threat is any unfavorable external situation or trend. Internal
strengths are resources that could be used to achieve the desired objective and
weaknesses are conditions that would limit the ability to attain the goal. To obtain the
information, a group of three San Marco Police Managers were assembled and

consensus reached on each aspect of the analysis.
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Table 15

WOTS - UP_ANALYSIS

EXTERNAL

OPPORTUNITIES THREATS
1. High level - Community Support 1. Turbulent economy effects budget
2 Available outside resources 2. Increased demands - expanded services
3. POST emphasis - Management deveiopment 3. Decrease qualified police applicants
4. Professionaiism expectations rise 4. Demand for women/minorities in
5. leadership becoming an issue supervisory/management positions
€. Very proactive community 5. Unpredictable City Council who vary in
7. Absence of major crime support of police programs
8. City emphasis on quality management 6. Strong no-growth elementin community

INTERNAL

STRENGTHS WEAKNESSES
1. New C.O.P. brings vitality to department 1. ’Short term financial constraint (2 year)
2 High education leve! of staff 2. Heavy reliance on POST programs
3. Revolving training budget 3. Nocommitment-career development plan
4. Management turnover within 10 years 4. Limited rotation of people within
5. Long term financial stability of City department
6. Commitment to professional students 5. Minor morale problem - lack of activity
7. Young and diverse supervisor group 6. Latent resistance to change - Managers
8. Quality equipment and facilities

—

N = 3 - Consensus reached by three Irvine Police Managers

|
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OPPORTUNITIES (External) - San Marco is .an area with abundant
resources to assist in achieving the normative scerario. The community
has for many years maintained a proactive philosophy and shown strong
support for it's police department. There is an absence of major crime
problems, allowing time for handling special issues. The management of
the City has been in place for a number of years, is stable and places a
high emphasis on quality leadership. There are numerous outside
resburces available including several major university branches and the
potential to tap into any of a number of major corporations for a partnership
on leadership and subordinate deveiopment. In addition, with the increase
in professional expectations for law enforcement and a search for
leadership, the California Commission on Peace Officers Standards and
Training has taken the lead with programs like the Executive Development

Institute, Command College and Supervisory and Leadership Institute.

THREATS (External) - San Marco has a strong liberal no-growth element
in the community which could impede future residential and commercial
development, thus reducing anticipated financiai resources. With the
economy just starting to recover in 1995 - San Marco has experienced
some of the worst budget constraints in its hisiory. The current city council
has been unpredictable in their support or non-support of police programs.
The department has for a number of years been receiving an increase in
demands for service, but no additional staffing. In filling officer positions we

are finding a decreasing pool of qualified entry level employees. Increasing
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pressure is being felt from a number of outside sources for women to be

advanced into supervisory and management positions.

STRENGTHS (Internal) - The depariment has a dedicated group of
managers, all with at least a Masters Degree. A new Chief of Police has
recently' joined the department instilling a sense of leadership, vitality and
enthusiasm not experienced in years. With a new police facility, state of the
art technology and an excellent' compensation package, San Marco is
evolving as the place to be in southern California. The department has a
commitment to developmeﬁt of high professional standards for it's members
and a "revolving account" funded by POST reimbursements, provides a solid
financial base to support these endeavors. While experiencing short term
budget constraints, the City of San Marco has long term financial stability
with a diversified investmerit portfolio and solid mix of tax revenue. During
the next six to ten years a majority of department management will retire

providing upward mobility for the young and diverse supervisory group.

WEAKNESSES (Internal) - The department is currently experiencing the
effects of the prolonged recession and citywide budget reductions. The
department has a heavy reliance on POST programs and couid be
negatively impacted by reductions at the state level. The department while
being highly supportive of training, has not made a career development plan
for individuals a priority. In addition, there continues to be a limited rotation
of personnel to specialty assignment areas further compounding the career
development dilemma. With a low crime rate, there have been minor
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problems with low morale due to the lack of activity. Some managers and
supervisors could have a tendency toward resistance to chénge, particularly -
in their loss of power in the movement from a military to consensus

management model.

Internal Capability Analysis
in order to further assess the strengths and weaknesses of the department a two part
survey instrument was completed by three managers, four supervisors and three senior

officers (FTO’s). The results are shown in Appendix 5.

The first part of the survey dealt with the strategic needs of the organization. The
organization has the resources to meet the strategic need. Improvement is needed
however, in numbers of personnel and the design of the organization from a career
development perspective. Organizational talent levels are better than average but there
is a definite need for developing management skills and flexibility through training.
Community support and that of the new Chief of Police will aid in selling the strategic

issue to City Management and the City Council.

The second part of the survey dealt with a receptiveness to change within the
organization. The survey shows that personnel tend to accept change as long as it is not
radical (Appendix 6). Development of a shared vision, consensus leadership and
inclusion of subordinates as organizational stakeholders will heighten acceptance levels.
A strong supportive position by the Chief of Police will also tend to lessen any resistance

by managers and supervisors.
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Strategic Assumption Surfacing Technique (SAST):

A very important part of any strategic plan is the identification of tho.se persons and
groups or constituencies impacted by the issue questioris. These individuals or groups
can be broken down into three sub-groups. These are: (1) those that are impacted by
the policy or decision; (2) those that care about what you do and; (3) those that
impact or control what you do. Collectively, these are known as "stakeholders". The
goal of the SAST is to identify these stakeholders and attempt to clarify or make
- assumptions as to their position on the issue. The stakeholder identification, and analysis
of positions, was accomplished by a group of three managers, all familiar with the agency,

the issue, and local political climate.

Stakeholder Analysis:

The stakeholders are listed in order of their importance as determined by their
potential impact. Assumptions are also made as to their projected position on the
issue and the certainty of that assumption. An assumption is defined as a "basic,
deep rooted, often unstated values and beliefs that individuals or groups have
about tne world." ¥  These assumptions on position, the certainty of each
assumption, and the importance of each are graphically displayed on the Strategic
Assumption Map in Appendix 7. In the stakeholder analysis there is however, one
unstable: force of which we must be wary. "Snaildarters: are unanticipated

stakeholders who can radically impact your strategy.

Stakeholders:
o  San Marco Chief of Police - Supportive - Critical to success of the

strategy. Will want to be actively involved in the process. Will help sell the
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process both internally and externally. Strong belief in consensus

management and career development.

San Marco - Managers (Snaildarter) - Non-supportive to mixed. Important
to success of the strategy. Will want to be actively involved in the process.
Will be concerned about the impact on them personally and loss of power.

May “talk the talk" but create latent resistance.

San Marco Sworn Employees - Highly Supportive - Critical to success of
the strategy. Will welcorne change. Will be enthusiastic supporters of the
process. Wil want to be actively involved. Morale will increase

substantially.

San Marco Supervisory Staff - Supportive - Important to success of
strategy. May show some initial concerns but will welcome opportunities
change will bring. Is a key influential group on the department rank and file.

Will want to be involved in the process.

San Marco City Manager - Supportive - Important to the success of the
strategy. Holds strong manager role in the city. Is proactive in his thinking.
Will support recommendations of his Chief of Police. Will monitor process

closely.

San Marco Nen-Sworn Personnel - Mixed Support - Somewhat important

to the success of the strategy. Are valuable members of the police
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department team. Will want to make sure they are not left out of the

strategy. Desire to be involved in the process.

San Marco'City Council (Snaildarter) - Mixed Support - Somewhat
important to the success of the strategy. Is currently unpredictable on
support of police department issues. Wil usually follow recommendations

of the City Manager. Will play pivotal position on needed resources.

San Marco Human Resources Staff - Neutral tc Mixed Support - Minor
role of importance in the strategy. Is envious of status of police department.
May inject administrative hurdles to be met in the process. Will monitor the

process.

San Marco Citizens - Supportive - Somewhat impartant to success of the
strategy. Being a moderately sophisticated city, the citizens expect nothing
less that the highest levels of professionalism and service. Will support

progressive 