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Abstract 

This study examines the future status of community-based policing 
in large California police departments by 2003. Background data 
suggests a dilemma between the demand for community based policing 
and necessary financial and organizational support. Through a 
brainstorming and Delphi panel process (made up of public and 
private sector management-level individuals) 1 a survey of the 
literature, and input from selected academic and high-level law 
enforcement officials, significant trends and events were 
forecasted and evaluated as to their potential impacts upon the 
issue. A.conceptual model with critical components for creating a 
community-based service oriented policing model over a five year 
period with future budget and workload realities was recommended. 
Charts, graphs and bibliographic information attached . 
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• INTRODUCTION 

Los Angeles in 1993 is a place of increasing social and political turmoil. In many of its 

neighborhoods, crime, violence, unemployment, and hopelessness have become a way of life. I 

Unfortunately, the problems that plague Los Angeles can be found in major urban areas around 

the world.2 In a post-industrial society, the rapid pace ofsociaI and economic change strongly 

suggests that the recent conflict and violence in our cities may only be the crest of the wave. 3 

Within this changing environment comes increasing demands from all directions to change the 

policing model in Los Angeles from the traditional, professional, or military design of the 

industrial age, to a community-based policing strategy.4 Prompted by the ill-fated Rodney King 

police beating episode in March of 1991, and supported by the massive civil disturbance in Los 

• Angeles in April and May of 1992, community leaders, politicians, and police officials have 

repeatedly called for a transition to a community-based policing model for the delivery of public 

safety services. Community-based policing, according to its supporters, will enhance public 

confidence in the police, create a better working relationship between the community and the 

police, and enhance community crime and problem-solving efforts. 5 

• 

In July, 1991, the Independent Commission on the Los Angeles Police Department issued its 

report following a major review of Los Angeles Police Department operations. One year later, in 

July, 1992, the Kolts Commission released its report after concluding a similar study of the Los 

Angeles County Sheriff's Department. The reports were critical of both departments' 

relationships with their respective communities. Mistrust, misunderstanding, and outright fear of 
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the police on the part of residents were cited as some of the causes for the chasm between the 

police and the public they serve. In addition, both the Christopher Commission Report6 and the 

Kolts Commission Report7 strongly urged the. adoption of the community-based policing model. 

A DEFINITION 

Community-based policing has been given a variety of definitions. By some, the concept has been 

called the next era of policing philosophy, the next stage beyond the political and reform eras of 

policing.s Reaching beyond the reform model's emphasis upon rapid response and temporary 

peace keeping and order maintenance strategies, the community-based model involves long term 

"problem-solving techniques, strategic utilization of resources and increasingly sophisticated 

investigative techniques.9 Most importantly, the model emphasizes community-police 

• 

partnerships, recognizing that the police, by thems~lves, cannot solve or resolve community crime • 

problems. 10 

Essentially, community-based policing is an expansion of the tradition~l role of police officers 

which creates an environment where officers and residents can work together to solve community 

problems. II It involves transforming a police department from the traditional impersonal, reactive, 

response-driven model, into a system where the police view residents as their customers and their 

partners in reducing crime and quality of life problems in their service areas. A sense of 

partnership, of "listening to the customer, II permeates the attitudes and the strategies of a 

community-based police department. The model is both a policing philosophy and an 

organizational strategy.12 
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• Of the three models of policing in the u.s. most often found in the literature (traditional or 

strategic, problem-oriented, and community-based policing) a distinctive element ofthe 

community-based model is "one of duration. ,,!3 Where traditional policing usually involves at 

most temporary order maintenance and problem-oriented somewhat greater degrees of 

community intrusion, community-based policing involves the police in permanent neighborhood 

management. Under the problem-oriented model police tackle longer-term community problems 

but eventually move on to other problems. In the community-based model, "The police come to a 

neighborhood, and are there to stay as generalist government agents responsible for the quality of 

life in the microcommunity. ,,14 

EVALUATING THE FUTURE OF COMMUNITY-BASED POLICING 

• To attempt to answer questions about the future of community-based policing, and to develop 

specific strategies to implement the model in large urban police departments, a one-year 

Independent Study Project was conducted as part of California's Peace Officer Standards and 

Training (POST) Command CoHege program. Entitled, "What Will be the Status of 

Community-Based Policing in Large California Police Departments by the Year 2003?", the study 

identified over 20 significant trends and events which could affect the successful implementation 

of a community-based policing model over a ten-year period. Questions concerning the impact of 

social and cultural forces, economic considerations, and how a conceptual model of 

community-based policing could be structured were also answered in the study . 
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Through a modified conventional Delphi process, five and ten~year downline forecasts were 

determined for the fcilowing trends and events: 

TRENDS 

* Level of Police Budgetary Support 

* Level of Community-Police Relationships 

* Level of Police Responsiveness to Community 

* Level of Demand for Police Accountability 

* Level of Public Fear of Crime 

* Level of Effect of GangslNarcotics Violence 

* Level of Officer Acceptance of Community-Based Policing 

EVENTS 

* ~ajor Civil Disturbance Occurs 

* Tough Law Enforcement Mayor Elected 

* Bond Measure to Hire More Officers Passes 

* State Budget Crisis Forces Department Cutbacks 

* PolicelINS Team Against-Imrnigrant Gangs 

* Civilian Review Board Established 

Based upon the results of the Delphi panel's forecasts, a scenario depicting the future state of . 

community-based policing in large CalifOI:nia police departments was developed. Data collected 

in the study were used to construct a normative or "should be" scenario specifically for the future 

of community-based policing within the Los Angeles Police Department (LAPD). However, 
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• bec8tuse many of the social, cultural, and economic issues identi.fied and forecasted in this study 

will be found in most urban areas in California and the United States, the research findings have 

implications for other urban law enforcement agencies, as well. 

• 

• 

)'HE LIKELY FUTUllE 

The Delphi panel concluded that the LAPD wjll be caught between two significant social forces in 

the future. On one side is the present day reality of strained budgets, an understaffed and . 

under-resourced police department, working with outdated information technology and 

information systems, and an infrastructure near collapse. The department, in tum, must deal with 

an ever-increasing workload and an unprecedented level of violence, particuiarly associated with 

gangs and narcotics activity. 

On the other side are strong demands for a more sensitive, customer-driven police department, 

prompted largely by the Rodney King incident and the civil disturbances in Los Angeles in the 

Spring of 1992. Repeat1edly, community-based policing is cited as the solution to these demands 

and the filture of policing in Los Angeles. But, will it work? Can the Los Angeles Police 

Department, given its history, its culture, the current and future fiscal realities, and the increasing 

workload, successfully transition into a community-based policing model? Can any large 

metropolitan police department, in light of the current and future social, political, and economic 

realities, transition beyond the reactive, incident-driven and essentially failed policing model found 

in most d1epartments today? 
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The future of policing in Los Angeles in general, and the future pf community-based policing 

specifically, then, appears to rest with the development of policing strategies which successfully 

cope with these two significant conflicts, But one must also approach any large-scale 

organizational change strategy with caution, The history of community-based policing strategies 

is littered with well-intentioned, but mostiy failed programs, Good ideas, good theories, good 

programs - all are likely to fail without proper consideration by managers as to the potential 

barriers which can negatively impact successful planning, development, and implementation of 

. strategic change,15 And the barriers to a tra~sition from the traditional to a community-based 

policing model, especially in large metropolitan police departments, are considerable, 

OBSTACLES 

There is certainly no doubt th~t innovation in American policing is occurring across the country,16 

But is community-based policing the next era of policing metho,dology, or, like team policing, a 

fad to be tried but which is doomed to failure when removed from the halls of academia to the 

harsh realities of our inner cities? There is certainly substantive evidence that the latter may be the 

case, In Houston, where the police department, under Chief Lee Brown gained considerable 

attention'in the early 1980s by implementing neighborhood-oriented policing, efforts to transition 

to a community-based policing mode:l have been largely unsuccessful. In a recent management 

audit of the Houston Police Department, a consultant wrote: 

The Houston Police Department has, in recent years, struggled to expand its traditional 

enforcement role to embrace Neighborhood-Oriented Policing (NOP), The core tenet of 
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• NOP - making officers more aware and responsive to neighborhood problems - is 

well-conceived .. The Department's implementation ofNOP has, however, faced a number 

of difficulties and has not produced any comprehensive improvement in performance. The 

results of the Department's NOP initiative appear quite limited in their tangible effects on 

citizens' security and quality of life. 17 

The literature definitely contains mixed results. Many people believe community-based policing 

to be the policing model of the future. IS But past experiences in Houston, Los Angeles, and 
. . 

Detroit indicate that the results may not live up to the promise. Budget shortages in the late 1970s 

doomed the LAPD's team policing efforts. I~ Budget problems and concerns about rising crime 

rates negatively impacted community-policing efforts in Detroit in the mid-1980s.20 And has been 

• noted, the leader in community-based policing efforts, Houston, although maintaining some 

community-based policing strategies, has been forced by rising workloads and strained budgets to 

return to more traditional policing methods. 

The literature also suggests some additional difficulties with community-based policing which 
t 

police managers would be wise to consider. Criminal Justice Professor David Bayley expresses 

concern that community-based policing may send a message to PQlice officers and the community 

that departments now want a "soft" approach to crime contro1.21 Other problems noted by Bayley 

are the improper influence of special interest groups, a dualistic appropriation of resources 

between affluent and poorer communities, reduction of supervision and, operational oversight by 
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managers, and the replacement of professional standards with uneven community standards.22 In • 

addition, he writes: 

Community policing provides a new and less demanding rationale for the police at the very 

moment when the traditional· justification is failing. Massive research on the efficacy of 

the police undertaken during the past 20 years has been singularly unsuccessful in 

demonstrating any connection between public safety and the numbers of police, budgetary 

expenditures, or dominant strategies such as random mobile patrolling, rapid emergency 

response, or specialized criminal investigation. The accumulatory evidence has reinforced 

the findings of criminologists that neither the police nor the larger criminal justice system 

has much leverage over criminal offending. 23 

Beyond our failure to recognize some of the weaknesses of both the traditional and 

community-based policing models, which are somewhat external issues. there are also internal 

management issues which create formidable obstacles to a transition to community-based 

policing. 

First is the assumption that through leadership and training, the incredibly strong traditional police 

culture can be changed. Except for perhaps the U.S. military, it is doubtful a stronger 

organizational culture can be found than within police departments. 24 It was that culture which 

negatively impacted Detroit's efforts to implement community-based policing strategies.2S And as 

already mentioned, Houston has struggled with its implementation of community or 

neighborhood-oriented policing. It is noteworthy that the overwhelming majority of Houston's 
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• police officers, who have probably received more training in the philosophy and practice of 

community-based policing than any other group of officers in the country, ,remain skeptical of the 

efficacy of the model. 26 , , 

Serious questions also exist about both the abilities of police personnel which may be thrust into 

the new demands of a community-based policing model, and about the ability of police 'managers 

at all levels to manage the change.27 Under a community-based policing model, police managers 

must change their style of supel'vision and management to a more open, flexible, democratic 

approach and away from the mechanistic, centralized, control-oriented model found in most 

departments, especially large police departments. 28 The negative effects of the rigid control-

oriented style of management upon organizational innovation are well-recognized.29 That 

• perceived need for strong managerial control by some police executives may be difficult to 

• 

overcome. 

A related concern is simply whether line officers will be able to meet the demands required of 

them under community-based policing. Criminologists Lisa Reichers and Roy Roberg note that 

the skills and abilities to handle the ever more complex policing task require an individual with "a 

high degree of intelligence, open-mindedness, and non-prejudicial attitudes. ,,30 Such skills and 

abilities, they conclude, are usually found in individuals with a college degree. But ironically, 

unlike the last time reformers tried to transition from the military to a more community-oriented 

model (late 1960s, early 1970s), today the importance of advanced education for police officers 
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has been noticeably absent from much of the community-based policing literature. The so called • 

"reformersi, in Los Angeles have certainly missed this critical component of the community-based 

policing model. 

THE NEW MISSION 

The study's data and a review of the literature indicate that radically changing the military model 

in large metropolitan police departments may not be possible. Discussions with police executives 

have revealed the problems created within the patrol work force when customer relations 

strategies are emphasized by top managers at the apparent expense of aggress;.ve responses to 

street crime. 31 Perhaps a more logical approach may be to simply ask, "What is the objective, the 

goal, the mission of a transition to a community-oriented policing model?" While the prevailing 

wisdom is that the entire organization must "share the vision" for community-based policing to 

really "take hold," thoughtful consideration, in light of considerable empirical data suggesting 

such a goal to be impossible, questions the validity of that assumption. 

As with most organizational designs, there is likely to be one best way. Thus, rather than try to fit 

every officer into the same organizational mold, a better strategy may be to first consider the 

organization's future goals as they relate to community-based policing, and create an operational 

model that will work in the internal and external environments likely to be encountered by large 

California police departments five and ten years downline. 
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• The purpose behind the demand for police dt~partments to embrace the community-based model 

are numerous. Put simply, it is to make the only governmental institution which has a virtual 

monopoly on the legitimate right to use force (sometimes lethal), more sensitive to the need~ and 

concerns of the public (to create a more "user-friendly" police department). Admittedly, past 

attempts to pu~ a softer spin on a department's operations willIe ignoring the role of the street 

officer in good customer relations has been a mistake. It has rarely worked in creating a more 

sensitive, customer-driven police department. But attempts to transform every officer into a 

community-based policing officer has not worked very well either. 

However, as the trend and event data developed in the study suggest, it is unlikely police 

departments will be allowed to simply continue in their current military, reactive style. Therefore, 

• a policing model needs to be developed which takes the talents and initiative of those officers wh,o 

can and want to expand their expertise and responsibilities beyond the narrow roles found in the 

military model, and blends those officers and their policing strategies into the mainstream of street 

police work. 

A HYBRID MODEL? 

In spite of the well-intentione.d efforts by reform-minded citizens, elected officials, and the police, 

substantive changes to the response-driven, military model appear to have been sporadic and 

minimal. Changes in top management, changes in fiscal pictures, intractable police culture, and 

the demands for public protection over public service strategies have been just some of the 

significant barriers to a large-scale change. in the American policing model. 
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Another barrier may also be the insistence by the so-called experts that in order to successfully • 

implement community-based policing, the concept of service and community orientation must 

permeate the thinking and attitudes of everyone in the organization. 32 It is implied, that failure to 

get everyone involved in, and supportive of, commupity-based policing is a formula for failure. 

But expecting such radical changes in thinking by line personnel may be unrealistic. Converting 

all or even most line personnel into enthusiastic community-oriented, problem solving police 

officers may be impossible. The nature of the work of patrol officers, along with the tendency for 

departments to attract action-oriented individuals, results in a strong sub- -Illture supportive of the 

traditional policing models. The chances of converting all or most line personnel i~to enthusiastic 

community-oriented problem-solving police officers is doubtful. 

Creating a special cadre of community.;.based policing officers, as was done in early 

community-based policing efforts, has been widely dismissed as a poor strategy, and one to be 

avoided.33 But perhaps it has been the insistence that everyone become community and 

service-oriented police officers that has been one of the more formidable obstacles of all. The 

stubborn belief that all line pen;onnel would want, or even could, embrace the broad and 

somewhat nebulous requirements of the community-based policing model may have handicapped 

previous efforts at achieving a more modest, but a more permanent change to the organization, its 

culture, and its structure. 

It is possible that this well-intentioned but perhaps impossible goal of radically changing the 

policing style of large urban police departments has been too much to realistically expect. Given 
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the obstacles and the realities of the urban policing environment, a somewhat scaled-down, hybrid 

model which blends the current reform model with a more community service/problem-solving 

approach may be more likely to be successful in the future. Similar models in the past have failed, 

perhaps not because offlawed methodology, but because police managers failed to remain 

committed to such efforts in the face of rising crime rates and reduced resources~ 

ASTRA TEGIC PLAN 

The outcome of the study was the creation of a policing model which synthesizes the traditional, 

problem-oriented, and community-based policing models, taking into account the realities of 

policing major urban areas. A strategic plan was developed which identified 17 alternative 

strategies aimed at creating a more customer driven, service, and results-oriented policing style 

within the LAPD. Refining those strategies and consideration of current and future trends 

resulted in a model which addresses the needs of responsiveness to the community, 

problem~solving, community-police partnerships, and rapid patrol response. Given the realities 

and the obstacles of urban policing today, this synthesized or hybrid model may be one method of 

integrating a community-based policing style into the traditional model. This hybrid model has the 

following key components: 

* 

* 

* 

* 

* 

Police Advisory Councils 

Senior Lead Officer 

InternallExternal Support Resources 

Community Policing Center 

Mobile Substation Unit 
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Senior Lead Officers • There is considerable anecdotal evidence that specialized units dealing with specific community 

problems and in concert with community residents can achieve results. 34 What is frequently 

missing, however, is the integration of these specialized units into the organization's structure in 

such a way as to make them part of the patrol operation itself Separate chains-of-command 

sometimes foster an elitist attitude and create tangible separation and, thus, a bifurcation between 

community problem-solving strategies and necessary reactive patrol operations. 

But it is suggested that a department's goal of becoming more responsive to community needs and 

problems can be achieved by creating a group of customer service, problem-solving police officers 

working in tandem with patrol divi.sion operations. In Los Angeles, modest success has been 

achieved over the years when individual patrol captains allowed their senior lead officers (officers • 

with 24-hour responsibility for a patrol beat) to work full time as a community public safety 

problem-solver.35 Unfortunately, as in some departments, when chiefs come and go, or captains 

rotate, priorities change. The first step in creating a community-based policing model in Los 

Angeles has to be the long-term conunitment to assigning community problem-·solving 

responsibilities to the senior lead officers, and to allow them to fill that role on a full-time basis. 

The increasing complexity of the social environment in which police officers must work almost 

mandates specialization. Getting to know the community, its residents, its resources, and its 

problems, takes time. And while one goal of community-based policing is to assign officers to a 

particular community for a protracted period of time, countless factors make such a strategy 
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• within the patrol environment difficult in Los Angeles. Therefore, the creation of a community 

problem-solving specialist is critical to the development of a hybrid model. 

The role of this senior lead officer specialist can be illustrated by an automotive analogy used by a 

local police chief. If you had a problem with your car's carburetor, you would take it to the local 

auto parts store. There, the parts specialist would listen to your problem and then consult parts 

manuals to find the resource(s) which would solve your problem.36 It would be nice if every line 

officer was sufficiently trained to know where to look to solve some of the complex and 

labor-intensive community problems which exist today. Unfortunately, they are not. 

But the senior lead officer needs support as well. For over 20 years, in Los Angeles, the senior 

• lead officer has been required to turn to the eight other officers assigned to his or her basic car 

beat to attempt to work on a particular crime problem. Directed patrol strategies by officers 

assigned to a basic car remain a valuable asset for responding to community crime problems. 

However, the volume of radio calls, plus the tact that many problems require long-term 

approaches using resources external to the department have made ~he basic car generally 

ineffective in assisting senior lead officers solve community problems. 

Police Advisory Councils 

Rebuilding trust and community cooperation is important for the LAPD. The creation of Police 

Advisory Councils (P ACs) in each of LAP D's geographic service areas is critical to that goal. 

P ACs should consist of representatives of the numerous communities found within Los Angeles. 
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The benefits of the PACs are numerous. A closer working relationship between the police 

officers in an area and community members would develop over time. Police officers and their 

supervisors, most of whom live considerable dis~ances from the communities they service, will 

learn about the problems and community needs from those in the best position to regularly 

provide that information. Sensitivity to the different policing needs of various communities would 

be greater among officers and their supervisors. As future demands for accountability increase, 

these advisory councils will provide a critical community involvement vehicle to educate the 

public and the police and diffuse community tension and conflict. 

InternallExternal Support Resources 

In order to succeed as community ombudsmen or community service officers, senior lead officers 

• 

need resources from both the department and the community. Significant support for a senior • 

lead officer's problem-solving efforts can be achieved'by assigning two police offic'ers to each 

senior lead officer as problem-solving resources on a full-time basis. As mentioned, the literature 

has been critical of the bifurcation of community-based policing operations from patrol 

operations. Much of that criticism is justified. But the gap between the two operations can be 

partially bridged by the assignment of two officers from patrol to work with each senior lead 

officer. By rotating these officers in and out of patrol duties (perhaps in six-month assignments), 

over a period of a couple of years, a critical mass of patrol officers will have been trained in and 

worked in the community-based policing environment. Although some officers may never come 

to view residents as partners in their department's crime and problem-solving efforts, the many 

officers who rotate through an extended assignment working with the senior lead officers most 
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likely will. The strong Los Angeles Police Department military-style culture will only be affected 

through such a bottom-up approach. Training alone is insufficient. 

But senior lead officers and the officers assigned to them as problem solving experts need both 

information about community concerns and knowledge and expertise about the various resources 

which can be used to reduce or resolve community problems. The complexity of that process and 

the role of the .senior lead officers within it is illustrated by the followiQg impact network. 

SENIOR LEAD IMPACT NETWORK 

Input Sources 
Basic Car Officers 

Commanding Officer 

--Community Service Orgnizations 

eighborhoodlBusiness Watch Groups 

ommunity Surveys 

ommunity ServiceCenters/ 
Storefronts 

olice Advisory Councils 

Problem Solving Resources 
Street Maintenance/ 

Public Works---

Community Service Organi~ -
Metropolitan Divsio 

C.R.AS.H. 

/fwo Dedicated 
/ Patrol Officers 

arcotics Division/ 
Field Enforcement Unit 

.I!!:::;--F ootbeat Strategies 

The impact network depicts a comprehensive, though not exhaustive list of input sources which 

bring to a senior lead officer's attention the many quality-of-life issues they must deal with. Such 
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problems are usually beyond the capabilities in terms of time and expertise of the senior lead officers' 

basic car officers. Thus, the need for two assigned officers to work with senior lead officers. 

In turn, senior lead officers need to know about the resources they can call upon (0 resolve 

community problems. This takes training and considerable time in developing relationships between 

department personnel and other city entities. The better the senior lead officer (and his or her team 

of problem solving officers) understands what resources are available, the more likely problems can 

be resolved. 

Community Policing Center 

As the data in the study show, the demand for customer sensitivity and involvement will continue to 

grow over the next ten years. To break down the formidable. barriers between the police and their 

customers, the LAPD should open neighborhood police centers in each basic car area within each of 

its 18 geographic service areas. These centers should become the focal point of the senior lead 

officers' operations. Donated storefront space is readily available throughout the city, thus, cost to 

the department would be minimal. 

As a base of operations, the senior lead officers and their support officers will be more accessible to 

members of the community. For the centers to be effective, senior lead officers must develop a 

volunteer cadre to staff the facilities for longer business hours. With sufficient training, volunteers 

(or even light-duty personnel) can take reports and provide information and guidance to local 

residents. For the cost of a telephone and perhaps utilities, the department can put customer service 
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representatives out in the communities where they belong, not back in a fortress-like police facility 

many miles away. 

Mobile Substation Unit 

In a city of 470 square miles, and which has a severe shortage of patrol officers, a visible, tangible 

police presence, especially in crime-ridden inner-city neighborhoods is essential. Visible police 

responsiveness to customer complaints can be achieved by the deployment of a mobile substation in 

each of the Los Angeles Police Department's 18 patrol areas. For about $80,000 (approximately the 

cost of a police officer's salary and benefits for one year), these motorhome-sized mobile police 

stations can be deployed for extended periods in areas where police presence can provide not only a 

deterrent to criminal activity, but customer peace of mind as well. Working with a squad of gang 

officers or special problems officers in a neighborhood, mobile substations demonstrate a visible 

show of police presence where footbeats and bicycle patrols often fail. The rapid deployment of 

these units to specific customer complaints, or where statistics indicate persistent crime problems, are 

integral'to the achievement of the goal of responsiveness to the public. 

TO THE FUTURE 

A great deal has been written about a new era for policing in America, What structure or style will 

result remains unclear. And it is safe to say that the model will vary among agencies. It is also safe 

to say that significant variables, such as reduced resources, rising workloads and crime rates, 

traditional police culture, and the abilities and motivation of the patrol workforce, to name a few, will 

significantly affect an agency's ability to implement a community-based policing model. 
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Unfortunately, past experience with radical transformations oflarge urban police departments do not • give one a sense of optimism about the future of community-based policing. There is certainly a 

great deai of evidence to suggest that the model may be more rhetoric than a workable police 

services delivery system. Community-based policing ce11ainly has its share of critics. As political 

scientist and UCLA Professor James Q. Wilson recently stated: 

I believe that in ten years the LAPD will look much as it does now. Community-based 

policing is really just a way for politicians to appear to be doing something about crime while 

escaping their responsibility to give the department the three to four thousand police officers 

it needs to do its job. 37 

Do the realities of delivering public safety services in large urban environments mean that a 

service-oriented model cannot be achieved? Only if any strategic attempt at such change is not • 
carefully planned and considers the numerous and formidable obstacles .. And only if realistic and 

achievable goals are set. Without question, rising gang and narcotics related violence, increasing 

patrol workloads, and the fear of crime will continue to make the traditional policing model difficult 

to replace or significantly modify. 

However, the data developed in this study seem to point to three possible futures for 

community-based policing in large California police departments: Abandonment of community-based 

policing efforts to the traditional model (again); a proliferation of police executives who voice the 

rhetoric of community-based policing, but who actually understand litfie of,the concept or truly 

practice community-based policing within their departments; or, sublltantial philosophical, structural, 

and operational changes, within departments which result in the substantive practice of • 
20 
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community-based policing. If anecdotal evidence, the literature, and the data developed in the 

Command College study are indications, a synthesized or hybrid model may be the most likely future 

of the community-based policing model within large California police departments. 

CONCLUSION 

The 1990s will no doubt be turbulent times tor America1s. most visible representative of government, 

its uniformed police. Policing modelswill no doubt be affected by a myriad of social, political and 

economic forces. But many important questions remain unanswered. Can large police departments 

make the transition from the traditional model to a community-based model in light of the formidable 

obstacles to such a transition? Will community-based policing become simply another 

circumlocution of policing? Will service-oriented models finally live up to their promise? Or, 

because of the questionable efficacy of traditional policing and the unproven promises of 

community-based policing, along with serious cost-benefit questions, will a new model unimaginable 

today be developed by the early 21 st century? The privatization of policing marched inexorably 

onward. 

There are also other serious questions to consider. hl this increasingly complex, heterogeneous, 

multi-cultural urban environment, what type of patrol officer will be needed to ensure the successful 

operation of a community-based policing model? Will two types of cops emerge - one a group of 

urban crime-fighters, the other skilled in community relations and team building? What educational 

and training levels will be required? And what skills will police managers need to be successful 

within a community-based policing environment? 
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These are but a few of the significant questions facing police and political leaders as they attempt to 

transform larg~ metropolitan police departments into a new era of policing. They certainly warrant 

consideration as areas for further research. That policing in Los Angeles, and elsewhere, will change 

over the next ten years is certain. The effects of such change and its value to the customer, however, 

remain problematic questions. 
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INTRODUCTION 

Study project background, reasons for studying the 
research question, and the importance of the issue 
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• INTRODUCTION 

The next ten years are likely to be turbulent times for California's densely populated cities. 

Increasing population and concomitant demands for social services, along with decreases in tax 

revenues and available public funds, will have significant impact upon the quality of life in many 

cities during the 1990s. Although most people can remember back a few years or decades to a 

more orderly, predictable and, to some, a more pleasant California, that era is gone forever. 
. . 

California ofthe early 21 st century; at least in urban areas, will be vastly different. 

Emphasizing the significance of this new socia! environment are futurists Alvin and Heidi Tomer. 

Recently they wrote, "The fact is that almost all the major systems on which our society depends -

• from the transportation system and health system to the postal system and the educational system 

- are in simultaneous crises." I The literature is replete with warnings of future problems of urban 

overcrowding, a failing public infrastructure, and budgetary shortages for public services.2 While 

the number of problems facing government is likely to continue to rise during the 19905, sufticient 

increases in fiscal resources and the leadership required to meet those and many other challenges 

facing public officials and decision-makers will likely remain problematic. 

The police, particularly the patrol officer on the street, finds himself or herself in the middle of this 

vast arena of social change at a time when the "social glue" so important for the maintenance of 

order within communities is eroding.3 Americans have turned to the police for protection for over 

100 years. But over the next decade, the ability of police departments and their personnel to meet 

• 
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those past and future expectations, and to accomplish the police mission, frequently described as 

preventing and deterring crime, will be doubtful, if not altogether impossible . .j 

Within this turbulent environment come increasing demands to change the policing model from 

the traditional, professional, or military design to a community-based policing strategy.s Such 

efforts are not really new. The urban riots in the U.S. during the 1960s resulted in policing 

strategies in the 1970s which emphasized community relations and community police partnerships 

such as neighborhood watch. Throughout the 1970s and 1980s, increasing support for more 

personal, community-oriented policing approaches developed. But it took a videotaped incident 

of excessive police malpractice in Los Angeles on March 3, 1991, to focus national attention upon 

the effectiveness of the policing model in the country's second largest city, and other major 

metropolitan police departments as well. The ill-fated Rodney King police beating has resulted in 

community leaders, elected officials, and police officers themselves, eschewing the traditional 

model of policing and demanding it be replaced with community-based policing strategies. 

Community-based policing, it has been claimed, is the best policing method to enhance public 

confidence in the police, create a better working relationship between the community and the 

police, and to combat and eliminate specific community crime problems.6 

Community-based policing has been given a variety of definitions. By som'e, the concept has been 

called the next era of policing philosophy ~d the next stage beyond the political and reform eras 

of policing. 7 Expanding the traditional model's primary emphasis upon rapid response and crime 

• 
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supression strategies, the community-based model involves "problem-solving techniques, strategic • 
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• utilization of resources, and increasingly sophisticated investigative techniques."8 Most 
. 

importantly, the model emphasizes community-police partnerships, recognizing that the police, by 

themselves, cannot solve or resolve community problems.9 Foot patrols to encourage closer 

police-resident interaction, storefronts and substations, and local police-community advisory 

groups are some of the strategies community-based policing employs to put the public in a closer 

working relationship with their police. 

Unfortunately, significant reform ofmuniGipal policing in America, while both necessary and long 

overdue, is neither a small nor inexpensive task. Given that police departments constitute the 

major share of most city budgets, police managers, public officials, and politicians must carefully 

• consider the costs, benefits, and the potential for success before attempting to transition from the 

traditional model to a community-based strategy. The responsibility for preventing and deterring. 

crime, as well as solving community problems, are major social service responsibilities for local 

police. They may also be impossible mandates. 10 Without a clear understanding of what 

community-based policing can and cannot do, programmatic changes, no matter how well 

intentioned, are likely doomed to failure. 

IDENTIFICATION OF THE ISSUE AND SUB-ISSUES 

The purpose of this research project is to examine the emerging trends and events which may 

influence the m~vement by large California police departments toward a community-based model 

of policing. The issue and sub-issues were developed through discussions with police managers 

• from several police departments in Los Angeles County, a review of relevant literature, and 
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. discussions with POST staff and consultants. There was ,a consensus that both external and 

internal forces will result in more open, community-oriented policing styles in police departments 

of all sizes in California over the next ten years. However, there was also a noteworthy lack of 

consensus as to how successful police departments will be in transitioning from the traditional 

style of policing to a community-based policing model. 

The issue identified for study in this research project was: 

WHAT \VILL BE THE STATUS OF COMMUNITY-BASED POLICING IN LARGE 

CALIFORNIA POLICE DEPARTMENTS BY THE YEAR 2003? 

To further refine the study, and to more clearly delineate its scope, a brainstorming group and an 

impact network (described in detail in Section One of the study) were used to develop the 

following sub-issues: 

1. What social/cultural forces will detenrune the future of the community-based policing 
model? 

2. 'What economic forces will affect the transition to a community-based policing model? 

3. What conceptual model of police service may result? 

STUDY FORMAT 

This project is presented as a three part technical report which analyzes trend and event data 

relevant to the future management of any polic~ department operating in large metropolitan areas 
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within California. Those data were then used to develop a strategic plan and a transition 

management plan specifically designed to implement a community-based policing model within 

the Los Angeles Police Department (LAPD). 

In Section One, Defining the Future, trends and events concerning budgetary issues, impacts of 

social forces such as immigration, gangs, and narcotics, and management and political concerns 

were identified and analyzed as to their potential impact upon the issue and sub-issues. In Section 

Two, Strategic Management, a strategic plan for the implementation of a. community-based 

policing model was developed. In Section Three, Transition Management, policies and strategies 

were reviewed, and a plan for transition to a future state was outlined. Responsibilities for 

implementing a community-based policing model, and the components of that model are 

presented. 

SCOPE OF THE STUDY 

The development of policing in America as it transitioned from a period of political corruption 

into the current reform style of policing is a complex history which has been well-documented. II 

It is not the intent of this project to conduct an exhaustive review of relevant literature and 

present a comprehensive study of all of the variables that may affect the evolution of the 

community-based policing movement. Rather, the study examines some strategic issues which 

may affect large municipal police departments as they attempt to assess what the marketplace for 

policing services may look like five to ten years downline. By using the data collected and 

• analyzed in this study, and applying those data to the largest police department in California, the 
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LAPD, relevant issues' are identified and addressed. For the purpose of the study, large municipal 

police departments are defined as those with over 200 sworn officers. There are currently 43 

such departments in California. 12 

BACKGROUND 

Why is this iss~e important? Simply because, like so many social institutions, police departments 

in California are being buffeted by numerous social forces rang~ng from economic, to population 

and workl<.:>ad increases, to a demand for results anq accountability. Will community-based 

policing provide the strategies which will allow police departments to effectively deal with their 

changing environments, or is it simply the latest police fad that is more form than substance? . . 

In these turbulent times, these are important questions for police managers in departments of all 

sizes to ponder and attempt to answer. But those in the policing profession with a few hash 

marks on their sleeves must wonder if they have not been down the same path before. Shortly 

after the urban riots of the 1960s, Criminologist A.C. Germann wrote: 

The future is bleak, indeed, if the American police department continues to meet today's. 
problems with yesterday's attitudes and habits. The philosophy of social control must be 
reconsidered, with a resultant redefinition of criminal statutes and a more broad role for 
police so that they become less narrowly repressive and military and more obviously 
dedicated to protection and service. A well-educated, highly-motivated, friendly­
appearing public safety officer, public welfare officer, human affairs officer, public safety 
officer - whatever name used - should replace the repressively oriented and frightening 
policeman. 13 
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Such was the prevailing academic wisdom and theory of the time. Improved community relations, 

better educated police, and early efforts at community-based policing strategies (team policing 

was a leading one) resulted. And while policing innovations did flourish in some American 

cities,14 in spite of all of the planning, all the expense at re-engineering police departments, and all 

the rhetoric, have fundamental changes in American policing really. occurred? And why should 

police managers and the public believe that after over 20 years of effort at police reform, with 

little change in p0licing methods, fundamental changes to policing strategies can be achieved in 

the 1990s7 The answer is that there may simply be no other choice but to carefully evaluate and 

plan new policing strategies or risk total collaps~ of public support. The result could be 

widespread dismantling and consolidation of municipal police departments throughout California. 

But to increase the likelihood that a department can truly implement a community~based policing 

model, it will take much more than a desire by political leaders, police managers, and the public. 

It will take a careful assessment of what community-based policing is and is not, and an evaluation 

of the significant barriers to its implementation. It will also take carefully developed strategic and 

transition management plans. This project assesses the future of community-based policing in 

large metropolitan police departments in the context of present and future trends and events 

which may shape the development of the model. The outcome is a strategic and transition 

management plan which is achievable in light of current and future environmental realities. 
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SECTI~ON ONE: 

DEFINING 'THE FUTURE 

Identifying trends, events~1 and issues affecting the future 
of community-based policing in large California police 

departments. 



. L 

• 

• 

• 

ISSUE AND SUB-ISSUE IDENTIFICATION 

As discussed in the Introduction, police executives are being confronted by a new and rapidly 

changing environment. Twentieth century social instituti.ons are becoming increasingly obsolete. IS The 

homogeneity that once existed in many conununities has given way to a heterogeneity which affects 

peoples' thinking, their families, and how people organize as an economy and a culture. 16 America, 

and the entire globe, is transitioning into what Peter Drucker calls the "knowledge society. Ii 17 

At the same time, communities are suffering from rising unemployment, fiscal problems, and 

increasing demands for services. California experienced 38 percent of all job losses in the United 

States from June, 1990, through December, 1992:18 Population in the six-county Los Angeles region 

is expected to increase from the current 15 million to 21 million residents by the year 20 10. 19 And 

crime continues seemingly unabat.ed at a level unimaginable just a few short years ago. 

In a recent Post Command College study examining future policing strategies in medium and smaller 

California police departments, Robert Harrison wrote: 

The mission, goals, and str8ltegies of police agencies will undergo significant changes in the 
next ten years. One need look no further than the daily and weekly periodicals to gain a sense 
of fundamental change in government service and structure. The demands for reform and a 
reinvention of how public agencies fund and deliver their services continue to swell. The 
transition· into the government entity of the future llvill require quantum changes in the 
paradigm of what govenunent is supposed to do. 20 

Part of that reinvention of public agencies involves the increasing demand for police reform. An 

analysis of what and how changing social forces will affect that reform is ne~ded. To that end, the 

following futures issue question was formulated as the basis of seeking an answer to some of the 

endemic problems facing police leaders in California today. 
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WHAT WILL BE THE STATUS OF COMMUNITY-BASED POLICING IN 

LARGE CALIFORNIA POLICE nEPARTMENTS BY THE YEAR 2oo3? 

In order to develop a comprehensive answer to the futures research question, within the limitations of 

the study, three sub-issues were developed through the use of the following impact network: 

IMPACT NETWORK 

/'----_./ 

~ Status of 
/ Community­

. Based Policing 
. by 2003 

State Budget 

Inter-Ethnic DemographicS! 
CO.~ict >. E~rsity 

Accounta~ Social/ 
Fear of Crime I Cultural 

Economic 
Forces 

Forces 

7~ented 
Aliens 

ajor Civil 
Disturbance 

Mission & Value 
tatements 

.0. Educational 
Levels 

ommunity-Police 
Centers 

ultural Diversity 
Awareness 

ervice Provider Cutbacks 
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• Based upon the impact network process, the following three sub-issues were included in the study: 

• 

* 

* 

* 

What social/cultural forces will determine the future of the community-based 
policing model? 

What economic forces will affect the transition to a community-based policing 
model? 

What conceptual model of police service may result? 

ENVIRONMENTAL SCANNING 

Identifying additional relevant trends and events which might affect the issue over the next ten years 

was accomplished by a further review of the literature conducted from the summer of 1991 through 

the end of 1992. A futures file was created consisting of articles from journals covering topics ranging 

from policing to politics as well as books, business publications, and various magazines and 

newspapers. 

LITERA TURE REVIEW 

That there are significant problems facing municipal police agencies in California is widely 

acknowledged by police managers, elected officials, and the general public. David Osborne and Ted 

Gaebler write: 

"Our courts and prisons are so overcrowded that convicted felons walk free. And many of 
our proudest cities and states are virtually bankrupt. Our cities succumb to mounting crime 
and poverty, our states are handcuffed by staggering deficits. ,,21 

But while economic and political factors will greatly influence policing in California's large 

• metropolitan areas in the future, it was the event of March 3, 1991, in Los Angeles which may have 
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provided the greatest impetus toward refonn of not only the LAPD, but many other police 

departments as well. 

Public outcry resulting from the videotaped police beating of motorist Rodney King swept not only 

Los Angeles, but California, the United States and even foreign countries. This graphic example of 

police malpractice, which even two years later continues to be televised into communities throughout' 

the world, will keep the demand for police refonn high on the social issues agenda for years to come. 

One outcome was critical reviews of both the LAPD in 1991, and the Los Angeles County Sheriffs 

Department in 1992. 

The Report of t~e Independent Commission of the Los Angeles Police Department begins by stating, 

"The Rodney King beating st~ds'as a landmark in the recent history of law enforcement, comparable . 

to the Scottsboro case in 1931 and the Serpico case in 1967. ,,22 This comprehensive review of the 

LAPD devoted an entire chapter to an analysis of the LAPD's military model of policing and suggested 

that community-based policing "has developed and gained increased acceptance in the 1980s and is 

seen by many as the preferred policing style of the future. ,,23 

A similar study of the Los Angeles County Sheriffs Department published one year following the 

Christopher Commission Report also addressed the subject of community~based policing. The "Kolts" 

report stated, "We view the immediate, Department-wide implementation of conununity policing as 

our single most important recommendation for the reduction of excessive force. 1124 

• 

• 

Change i.n policing styles and methodology will surely occur. However, the apparent unquestioned • 

acceptance of the community model and the demand for immediate transition to it should be 

11 



• thoughtfully considered as to the potential barriers and obstacles which may affect a department's 

attempt to implement community-based policing, especially large metropolitan police departments. 

Good ideas, good theories, good programs - all are likely to fail without proper consideration by 

managers as to potential barriers whicp can negatively impact planning, development, and 

implementation of strategic change.:!5 

There is no question innovation in American policing is occurring across the country.:!6 But are these 

innovations the logical evolution of policing strategy or, like team policing, are they fads to be tried 

but which are doomed to failure when removed from the classroom to the harsh realities of our inner 

cities? There is certainly substantive evidence that tWs may be the case. 

• Under Chief Lee Brown, Houston broke new ground in the early 1980s by implementing 

Neighborhood-Oriented Policing (NOP). Houston has been widely recognized as the model city for 

• 

community-based policing reform. Unfortunately, its police department was unable to live up to 

earlier reviews:!7. In a recent audit of the Houston Police Department, a management consultant 

wrote: 

The Houston Police Department has, in recent years, struggled to expand its traditional 
enforcement role to embrace Neighborhood-Oriented Policing (NOP). The core tenet ofNOP 
- making officers more aware and responsive to neighborhood problems - is well conceived. 
The Department's implementation ofNOP has, however, faced a number of difficulties and has 
not produced any comprehensive improvement in performance. The results of the 
Department's NOP initiative appear quite limited in their tangible effects on citizens' security 
and quality of life. 28 

Literature on community-based policing implemention strategies definitely contains mixed results. To 

many observer~, community-based police is the po~icing model of the future. But past experiences in 
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major cities such as Houston, Los Angeles, Tulsa, Dallas, and Detroit indicate that the results may not • 

live up to th(~ promise. 

Will community-based policing work, or should it even be attempted in major metropolitan police 

departments such as the LAPD, in the Los Angeles County Sheriffs Department, Oakland, San 

Francisco, or Torrance? Municipal funding is too precious to simply accede to the demands or the 

whims of the politicians, the media, or the public without more careful study and evaluation. Such a 

large scale organizational change requires careful study and evaluation, or risks repeating the mistakes 

of the past. 

BRAINSTORMING 

In the Spring of 1992, an eight member brainstonning panel comprised oflaw enforcement and civilian • 

public sector managers and one business executive met to study the issue and sub-issues, and to 

suggest trends and events they believed to be relevant for further study, and analysis. Members of the 

pannel were: 

* 

* 

* 

* 

* 

* 

* 

Peter DiCarlo, Budget Analyst, City Administrators Office, City of Los Angeles 

Linda Bunker, Infonnation Systems Manager and Commanding Officer, Emergency 
Command Control, Communications System Division, Los Angeles Police Department 

Ken Crouse, Officer-In-Charge, Civilian Employment Section, Los Angeles Police 
Depprtment 

Joe Bonino, Commanding Officer, Records and Identification Division, Los 
Angeles Police Department 

Estella Lopez, Executive Director, Miracle on Broadway, Business Association 

Captain Mike Post, Glendale Police Department 

Commander Art Lopez, Los Angeles Police Department 

Commander Dave Gascon, Los Angeles Police Department 

13 
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• Prior to th.e half-day meeting they were briefed on the purpose of the meeting and the study, and were 

also informed of the issue and sub-issues. During the brainstorming process, panel members were 
. 

asked to suggest trends and events they believed might impact the issue and sub-issues. Discussion for 

the purposes of clarification followed some of the suggested trends and events, but all trends and 

events offered by panel members are included in the following lists: 

Trends 

l. Police-community partnerships 14. Effect of population changes upon police 

workload 
2. Public deman~ for police accountability 

15. Level of police department cohesion or 

3. Community racial conflicts/division coalescence 

4 . Privatized criminal investigation 16. Patrol officer formal education level 

• 5. Service assessment dh,tricts for law enforcement 17. Public demand for tough law enforcement 

6. Hispanic community plopulation increases 18. Public fear of crime 

7. Undocumented alien impact on government 19. Gang/narcotics violence in communities 

resources 

Cost of "doing business" to fund police 
20. Patrol officer workload 

8. 

operations 
21. Ability of police to impact community crime 

Local funding support fOlr law enforcement 
problems 

9. 
22. Acceptance of C.B.P. by line personnel 

10. Contracting/outsourcing for some policing 

services 23. Ability police to affect community quality of 

11. Cities contracting for all policing services life 

24. Private security services involvement in C.B.P. 
12. Demand for community pl:Jlicing strategies 

25. Department's top management commitment to 

13. Level of resident control of police departments C.B.P . 

• 
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Events • 1. Unemployment reaches 12 percent in 13. Six county L. A. region population reaches 
California 15 million 

2. All new officers must have two years of 14. Bond measure to hire new oftic'.!rs passes 
college 

15. Women make up 43 percent of department's 
3. Bachelor's dt:!gree required for police work force 

promotion 
16. Military rank titles eliminated 

4. State no longer provides Proposition 13 "bail 
out" funds 17. Budget shortfall closes police ~eographic 

divisions 
5. City disbands police department - contracts 

with Sheriff 18. Baccalaureate degree required for new hirles 

6. Private policing agencies are accredited 19. Major corruption scandal occurs in 
substation 

7. Law enabling special assessment districts for 
police 20. State financial cutbacks drastically curtail 

City's ability to fund police department. 

• 8. "Hard" narcotics decriminalized 
21. Police department jurisdictional boundaries 

9. Internal racial incident polariz~d police reduced -City contract with .Sheriffs 
workforce department 

10. Major civil disturbance occurs 22. Cities allowed to pass local bonds with 51 % 
of vote. 

11. New mayor elected on tough law 
enforcement platform 23. Gang problem results in joint INS/police task 

forces. 
1.2. New chief of police returns to military 

policing model 24. Civilian Review Board created. 

FUTURES FORECAS11NG 

In January, 1993, a ten-member modified conventional Delphi (MCD) panel was created to further 

refine the list of trends and events, and to engage in a futures forecasting processess of the final list of 

seven trends and seven events selected for further study. • 
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Panel members included: 

* 

* 

* 

* 

* 

* 

* 

* 

* 

* 

John Eck, Assistant Executive Director, Police Executive Research Forum 

Superintendent Chris Braiden, Edmonton, Alberta, Canada, Police Department 

Chief Paul Walters, Santa Ana Police Department 

Sergeant Dominic Licavoli, Los Angeles Police Department 

Deputy Chief Mark Kroeker, Los Angeles Police Department 

Estella Lopez, Executive Director, Miracle on Broadway Business Association 

Cheryl Wilson, Building Manager and Director, Spring Street Business Association 

Dr. Kenneth Hickman, President, Law Enforcement Consulting Services 

Chief Joseph Deladurantey, Torrance Police Department 

Dr. Nels Klyver,. Training Administrator, Los Angeles Police Department: 

The MCD panel members were individuals with a range of public and private sector organizational 

experience and backgrounds affording them insight into the study issue and sub-issues. They were 

initially contacted telephonically and the purpose of the project and the MCD process was explained. 

Panel members were sent a follow-up letter containing a detailed explanation of the MCD process 

(adapted from a similar letter developed by Ken Petterson, Command College Class 12, Appendix 

One). Included in the letter was the list of trends and events developed through the brainstorming 

process. Members were also asked to include any additional trends or events they believed relevant by 

writing them on the fOImS as they participated in the Mcn process. Three trends and one event were 

added during the Mcn process and are part of the lists previously presented. 

• The MCD process consisted of three rounds (all conducted by fax). The first round asked panel 

members to rank the entire list of trends and events in order of their perceived importance or impact 
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upon the issue and sub~issues. The results of the first round were analyzed by this writer and seven 

trends and seven events were selected for further study based upon their high level of ranking by the 

MCD panel and their level of impact upon the issue and sub-issues as perceived by this writer. It was 

deemed important that the selected trends and events include a broad range of topics so that all three 

sub issues would be addressed. All of the selected trends and events were ranked in the top ten by the 

MCD panel members. 

The second round of the MeD process involved sending trends and event forecasting charts to MCD 

panel members asking them to submit five and ten year forecasts for the seven trends and events. 

Once these data were collected and median forecasts determined for each trend and event, a final 

round involved sending median forecast data back to the panel members and asking them to review 

their previous responses, and modifY their forecasts if they wished to do so. Slight changes to the 

trend forecasts were re-submitted by two panel members. One member made minor adjustments to his 

event forecasts, 

TREND IDENTIFICATION 

Trends selected for final study and analyses were: 

Tl. LEVEL OF POLICE BUDGET SUPPORT - The willingness of.a city to provide 
funding requested by a department to meet service and workload demands. 

T2, LEVEL OF COM.MUNITY-POLICE RELATIONSHIPS - The amount of trust, 
faith and confidence the community has in its police department to treat all 
people fairly and equitably. 

T3. LEVEL OF RESPONSIVENESS TO COMMUNITY NEEDS - The 
willingness of police officers, supervisors, and managers to be sensitive to and 
respond to what residents and communities want their policing priorities to be. 
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• 

T4. LEVEL OF DEMAND FOR POLICE ACCOUNTABILITY - The demand 
to which police officers, supervisors, and managers will be held accountable for 
both proper and professional conduct, but also for program results. 

T5. LEVEL OF PUBLIC FEAR OF CR.Th1E - The degree to which people are 
concerned to a significant degree about the level of overall crime in their 
community and their potential for criminal victimization. 

T6. LEVEL OF EFFECT OF GANGINARCOTICS VIOLENCE UPON 
NEIGHBORHOOD - The degree to which visible narcotics trafficking and gang 
violence impacts peoples' perception of neighborhood safety and quality of life. 

T7. LEVEL OF ACCEPTANCE OF COMMUNITY-BASED POLICING BY 
OFFICERS f\.ND SUPERVISORS - The willingness of line officers and their 
supervisors to accept and practice community-based policing strategies. 

While some trends did not make the final list, many panel members noted the increase of private 

security patrols in many communities which, until recently, has been observed primarily in wealthier 

neighborhoods. 29 Several panel members also observed a trend in the creation of special assessment 

districts to fund such patrols and other crime prevention strategies in both residential and business 

communities.30 

EVENT IDENTIFICATION 

Events selected for final study and analysis were: 

El. 

E2. 

E3. 

E4. 

E5" 

E6 . 

E7. 

A major civil disturbance occurs in the city. 

A new mayor is elected on a tough law enforcement platfonn. 

A local bond measure is approved to hire a significant number of new officers. 

State initiative is approved allowing cities to pass local bonds with 51 percent of vote. 

State financial cutbacks drastically curtail cities' ability to fund police department. 

Increase of immigrant gangs forces joint action between police and the Immigration and 
Naturalization Services (INS)/Border Patrol. 

Community demand for outside review process results in the creation of a civilian review 
board. 
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• FORECASTING TRENDS AND EVENTS 

Trend Forecasting 

Table One shows the median response from panel members for the seven trends. In order for panel 

members to have the same point of reference, a value of 100 was given to the current level 

(1993) of the trend. While the lower limit of a trend can go to zero (when a trend no longer exists), 

there are no uppet limits. The panel was asked to evaluate the status of the trend in 1988, and to 

forecast the trend in 1998 and 2003, both as an exploratory trend (what the trend will be), and as a 

normative trend (what it should be). The exploratory and normative figures for each trend are the 

median responses from the panel. The Trend Interpretation Section, (page 21 and following), shows 

the low, median, high, and median of the nOl:rnative responses for each trend in graph form. 

Table 1 
/' .......... 

• I TREND STATEMENT LEVEL OF THE TREND** " (TODAY = 100) 

Trend # 5 Years Today *Five Years . *Ten Years 
Ago (1993) From Now From Now 

Tl Level of Police Budgetary 115 100 ~ ~ Support 140 150 

T2 Level of Community-Police 90 100 ~ ~ Relationships 150 190 

T3 Level of Police Responsiveness to 80 100 X ~ Community Needs 150 180 

T4 Level of Demand for Police 75 100 X ~ Accountability . 150 150 

T5 Level of Public Fear of 75 100 ~ ~ Crime 80 80 

T6 Level of Effect of Gang/Narcotics 85 100 ~ ~ Violence Upon Neighborhood 70 50 

T7 Level of Acceptarice of Community- 50 100 0-V< Based Policing by Officers! Supervisors 140 150 

• **Panel Medians *Five Years *Ten Years 
From Now From Now 

N=lO will bel will bel 
should be should be 

. 
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Event Forecasting • The MCn panel was then asked to forecast the probability of the seven eve~ts occurring by 1998 and by 

the year 2003, and to express the probability of occurrence in a percentage of 0 to 100. Panel members 

were also asked to estimate the number of years which would elapse until the probability of occurrence 

first exceeded zero. Finally, members were asked to forecast the potential posi~ive or negative impact, on 

a scale of zero to ten, that an event would have on the issue if it should occur. Table Two shows the 

median panel forecasts for the seven events. Low, median, and high forecasts are presented in graph form 

in the Event Interpretation Section, (page 28 and following). 

Table Two 

/' 
EVENT STATEMENT *YEARS *PROBABILITY IMPACT ON THE 

UNTIL ISSUE IF THE EVENT 
PROBABILITY OCCURRED 

FIRST 
Event EXCEEDS Five Years Ten Years *POSITIVE *NEGATfVE 
No. ZERO From Now From Now (0-10) Scale (0-10) Scale 

(0-100%) (0-100%) 

El Major Civil Disturbance Occurs 0.5 75 85 +7 -8 
In City 

E2 New Mayor Elected On Tough 0.5 70 80 +5 -5 
Law Enforcement Platform 

E3 Bond Measures Approved To 3.0 45 60 +8 0 
Hire Significant Number Of 

New Officers 

E4 State Initiative Approved 4.0 50 55 +5 0 
Allowing Cities To Pass Local 

Bonds With 51 % Of Vote 

E5 State Financial Cutbacks Curtail 0.5 50 50 0 -8 
Cities' Ability To Fund Police 

Department 

E6 Increase Of Immigrant Gangs 2.0 50 70 +3 -5 
Forces Joint Action Between 
Police And INSlBorder Patrol 

E7 Community Demand For 2.0 60 80 +2 -4 
Outsid.e Review Process Results 

In Creation Of Review Board 
*Panel Medians, N= 10 . 
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TREND INTERPRETATION 

EXP.loratory Trends 

The panel focused on a broad array of trends with the potential to affect the probability oflarge 

metropolitan California police departments succei)sfully implementing a community-based policing 

model. As with many issues concerning the future of policing in California, financial resources 

(T -1) were forecasted to be constrained throughout the 1990s. While the panel did expect 

budgetary support to increase, those increases were estimated to be, at best, one-half of the 

needed budgetary support over the next ten years. 

The trends toward more police responsiveness to community needs and problems, (1-3), and 

toward the establishment of better community relatiol.lships and partnerships (T -2), were both 

expected ~o improve slightly over current levels. Unfortunately, the panel expected such 

improvements to full markedly short of where they should be by the year 2003. This gap is widest 

when considering the establishment of better community-police relationships. The panel believed 

that while such relationships may improve slightly over the next five years, by the end of the ten 

year evaluation period, such relationships may begin to again deteriorate. The possible increase in 

community-police relationships over a short period of time followed by a gradual decrease is 

similar to what happened in the late 1960s through the early 1970s when community relations 

programs accelerated and then faded as workloads increased and funding began to decrease . 
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The panel also believed pBlice accountability (T -4), would continue to increase from where it is now by 

almost one-third over ten years .. Member responses covered a wide range for this trend, with some 

panel members believing demand for accountability would actually decrease over the ten year period, 

and others contending it would increase as much as 80 percent. 

The fear of crime (T -5) and the effects of gang and narcotics related violence upon communities (T -6) 

. received the widest range of responses. Responses for both trends ranged from slight decreases to over 

100 percent increases over the ten year forecasting period. However, the majority of panel members 

believed that both trends would either decrease, or at most increase at only modest levels. 

There was also disagreement as to the level of police officer and· supervisor acceptance of 

community-based policing (T -7). Some panel members beiieved ac.ceptance levels would decline over 

time, while others believed it would actually double. A majority believed, however, that such 

acceptance and support would increase considerably. 

In summary, the panel focused upon what they considered to be some primary factors affecting the 

future of community-based policing. The necessary· fiscal support for overall police operations does not 

appear likely to increase commensurate with rising workload demands. Community-based policing can 

be labor intensive, thus fiscal constraints will have negative impacts. This trend is especially important 

in view of the likely increase in reSOUI'ces devoted to community crime fighting. Gangs, narcotics, and 

fear of crime will continue to escalate, requiring aggressive police r.esponse. 
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• Forging stronger community relationships will present police managers with an interesting dichotomy: 

• 

• 

Devote precious personnel resources to labor-intensive but critical community problem-solving and 

customer responsiveness strategies, or aggressively and visibly fight increasing crime problems. Police 

managers no doubt will have to do both. 

The acceptance of community-based policing by line personnel is also vital to a successful transition to 

the model. While the panel noted a substantial increase in support five to ten years downline, the 

policing landscape is littered with examples of how difficult such a "buy-in" can be. 

Normative Trends 

There was strong consensus among the panel that police budgetary support (T -1) should increase 

substantially. While the median response was that a 50 percent increase was needed, responses ranged 

as high as a 100 percent increase in future police funding. Similarly, panel members responded that 

community-police relationships (T -2) and police responsiveness to customer needs (T -3) should 

increase dramatically. Such perceptions are in stark contrast to the panel's exploratory forecasts for 

these trends, which indicated only modest improvement in both areas. Clearly, organizational strategies 

are in order here. 

Response concerning the level of police accountability were noticeably consistent for both the 

exploratory and normative forecasts. Trends Two, Three, and Four all clearly point out the importance 

of the community relationship component of police operations in the future. The effect of crime upon 

communities and their police departments will continue into the next century. The panel, as a whole, 

believed that significant reductions in crime should. be achieved over that period of time. This 
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perception is important in light of the potentially conflicting demand for more positive interaction • strategies during a period of decreasing tax revenue to fund government services. 

The overall evaluation of the normative trends suggests the importance of recognizing the environment 

in which a community-based policing strategy must be developed. Personnel resources, as well as fiscal 

support, will be difficult to obtain. Demand for police protection and responses to growing crime 

problems may conflict with demands for community-police partnerships. Management of these 

potential conflicts will present interesting challenges for police leaders in the future. 

Tr~nd Charts 

Trend One - All but two of the panel members believed police budgetary support has declined over the • 

past five years. The level of 
LEVEL OF AGENCY BUDGETARY SUPPORT 

250 ............. - ... , . .. " .......... -.. budgetary support was forecasted 

200 ........... ...... to decline somewhat over the 

." Low 
150 • Median next five years, but should 

100 II High 

X Normative 
50 

slightly increase over ten years. 

The panel's normative forecast 

T-5 1993 T.,.5 T+I0 indicated a need for significantly 

greater police funding over that 

same time period. 

• 
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• Trend Two - The panel believed an improvement in community-police relationships could be expected 

to continue throughout the forecasted period. However, a notable scattering of responses was 

recorded. While there existed a 
LEVEL OF COMMUNITY-POLICE RELATIONSHIPS :: [: .... ~~ .. :.~.=-..-.:; 

150 i Low 

• Median 

consensus that improvement in 

community-police relationships 

would continue, some panel 

100 II High 
members believed such 

X Normative 
50 

improvement would remain about 

1993 T+5 T+10 as it is today, while several other 

members viewed this trend as 

possibly increasing by as much as 50 percent. There was also a strong consensus that community-police 

• relationships should be improved as much as 100 percent. 

• 

Trend Three - Police responsiveness to the needs of their customers was also believed to have 

LEVEL OF RESPONSIVENESS TO COMMUNITY 
250 ....................................................................................... . 

200 ...................... . 

150 

50 

T-5 1993 T+5 

?-X I. Low 

THO 

I 

:. Median 
i 
i. High 

I X Normative 

25 

improved over the past five years. 

Such improvement was forecasted 

as likely to continue to increase 

five and ten years downline, 

although not as significantly as l-!1e 

last five years. As with Trend 

. Two, there was some belief that 

this trend could increase by as 

much as 100 percent. 
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Trend Four - Police accountability has continued to increase considerably over the past five years, but 

is expected to rise only • LEVEL OF DEMAND FOR POLICE ACCOUNTABILITY 
250 ............................... ' ............................................................. .. moderately for the next five, 

200 ................................. ' ............................................................ . at which time it should level 

A Low 
150 .............................. , ...................... , .. , .. :.;1. ~------'K off. Little change in this trend 

• Median 

I High 100 ' .............................................. . was forecasted, although it 

X Nonnative 
50 

should be noted that police 

accountability is of 

T-5 1993 T+5 T+I0 
considerable public concern 

today. This modest increase 

is at odds with the rhetoric found in much of the literature which indicates considerable interest in this 

issue on the part of the public and political leaders. It is possible that the demand for police 

accountability is a useful issue for politicians and community activists, but not the public at large. • 
Trend Five - Public fear of crime has risen and is expected to continue to rise in a somewhat linear 

LEVEL OF COMMUNITY'S FEAR OF CRIME 
fashion. The nominal trend 

250 ....... H ..................... u ............................................................. . 

indicated a modest increase 

;~ Low 

1+ Median 

over the next five years; 

however, almost one-half of 

!I High the panel members believed , 
50 .............................................................. .. !X Normative 

the fear of crime would likely 

increase by 50 to 125 
T-5 1993 T+5 T+IO 
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• percent ten years downline. The normative forecasts suggest a moderate decrease in the level of 

the fear of crime from 1993 levels. Unfortunately, the Delphi process provides little insight into 

the more deeply held beliefs and opinions of panel members. This decrease could be attributed to 

endogenous social change such as aging of the population. There was a wide range of forecasts, 

however, at the end of both the five and ten year period. Responses at T+ 10 ranged from a low 

of 60 to a high of 220, suggesting a wide range of opinions about the future direction of public 

fear of crime. 

Trend Six - Similar to Trend Five, the panel believed gang a.'1d narcotics violence has and will 

continue its gradual 

EFFECTS OF GANGSINARCOTICS upward trend. 

• 250 ............................................................................................ -

Considerable 
................. / 
. ? ........ .. 

200 .............. . 

150 ............................ . A Low disagreement existed, 

• Median however, as to the size of 

• High 

X Nonnative 
such increases. 

Responses ranging from 

T-5 1993 T+5 T+lO slight decreases to 100 

percent increases were 

observed. The normative or "should be" forecasts at I+5 and T+ 1 0 were both significantly lower 

than the nominal or "will be" forecasts, suggesting strong consensus that the gang and narcotics 

problems are of considerable public concern and should likewise be of concern to police 

executives. 
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Trend Seven - The potential for police officers. and their supervisors to accept the community- • 

based. policing model appears substantial. The panel believed there was very little 

acceptance of the 

OFFICER ACCEPTANCE OF COMMUNITY BASED POLICING concept five years ago; 
250 .............................................................................................. . 

however, pallel 

! Low 
members noted modest 

• Median to significant increases 

I High 
in support over the 

X Nonnative 

next ten years. 

T-5. 1993. T+5 T+IO 

• 
EVENT!NTERPRETATION 

Continuing to note problems associated with fiscal constraints and increasing levels of serious 

crime, panel members focused upon future events with a strong likelihood to affect both. Because 

most panel members were from the Los Angeles area, they expressed concerns about the potential 

for another major civil disturbance (E-l). Panel members believed the likelihood of such an 

occurrence almost at any mom.;:nt was very high. The panel noted the strain such an event would 

have on both the demand for greater community-police partnerships, but also the demand for 

greater police protection. 

Interestingly, the panel considered the election of a strong law enforcement-oriented mayor (E-2) • in the near term also quite likely. Such an event did in fact occur in Los Angeles on June 6, 1993. 
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• The effect of that event remains to be seen, but historically getting tough with crime often lessens 

enthusiasm for building strong community-police partnerships and general community-based 

policing strategies. 

• 

• 

Funding continues to be the Achilles heel in responding to community needs, whether those needs 

are for more protection or more interaction strategies. The panel identified three trends which 

could affect a city's ability to effectively operate. Passing bond measures (E-3) to hire new 

personnel or changing the percentage of "yes" votes needed to pass local general obligation bonds 

(E-4) do not appear likely in the near future. Only after several years pass and conditions in urban 

areas continue to deteriorate did the panel perceive voter willingness to increase their taxes to 

fund additional police resources (E-S) 

Adding to local fiscal woes will be the significant reduction of state funds available to operate 

municipal police departments five and ten years downline. 31 Although their city council declined 

to do so, financial considerations recently caused the City of Long Beach to consider disbanding 

its police department and contract with the Los Angeles County Sheriff's Department. The City 

of San Clemente, California, did disband its police department in the Spring of 1993 and now 

contracts for services with the Orange County Sheriff's Department. Taking the strategy to its 

extreme, the City of Sussex, New Jersey, disbanded its small municipal police department a year 

ago and now contracts for services with a private security finn. 32 
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The consolidation of ~epartme~ts and the privatization of patroi services are trends worth noting • 
- . 

and in need of further study. The panel also believed that the past political climate which 

discourages cooperation between local police and the Immigration and Naturalization Service 

(INS) may change (E-6). Concern over undocumented aliens and their involvement in criminal 

gang activity is increasing, although little data exists establishing such a relationship. These fears, 

the panel believed, will significantly increase the probability that community pressure against 

policelINS cooperation will decrease. The panel also believed, though, that such an event would 

have more of a negative than positive effect upon community-based policing efforts. 

Finally, the panel believed that a substantial probability of increasing demands for greater outside 

review of police operations (E-7) will exist in the future. Next to a major civil disturbance and a 

new mayor, creation of a civilian review board was believed to have the highest degree of • 
probability of any event the panel considered, with an 80 percent probability of occurring by the 

year 2003. However, the panel also believed such an event would further strain relations between 

the community and the police, suggesting the need to identify alternative methods of community 

involvement in police operations. 

Event Charts 

In the event charts, the vertical scale represents the probability of the event occurring in a 

percentage from zero to 100. The horizontal scale is a time line in years, from the present to ten 

years downline. 
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• Event One - The current tensions in many urban areas throughout California support the panel's conclusion 

• 

• 
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Ii w.v 
1+ Median 
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Impact 
Pos: 
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that a major civil disturbance at any 

time has a high degree of probability. 

The panel torecasted a 75 percent 

chance by the year 1998 and an 85 

percent probability by 2003. 

Interestingly, panel members 

perceived such an event as having 

both a high positive and negative 

impact upon the study issue. Extreme events causing strained community-police relations also demand 

improv:ement in such relations at the same time. Community-based policing strategies address those needs . 

Event Two - Over time, attention to crime problems may gain more political support than attention to 

LAW ENFORCEMENT ORIENTED MAYOR ELECTED community relationship 

Percent 
100 
90 .......... " ............ " ..... .. 

80 ............ . 

70 .... ·,,· . 

60 
SO ........... . 

40 

30 

20 

10 

1993 

i 
+ 
I 

Low concerns. Thus, the panel 

Median forecasted a high probability 

High that iotough on crime" 

politicians may again 

become popular, with an 80 

percent probability by 2003. 

However, depending upon 

attitudes toward community-

based policing, such an event may be equally negative or positive in impact upon the issue. 
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Event Three - The failure of several cities, including Los Angeles on two recent occasions, to obtain the • 

necessary two-thirds voter approval to pass local general obligation bonds to fund additional police officers 

BOND MEASURE FOR NEW OFFICERS is consistent with the panel's belief in a 
percent 
100 . 

90 !. Low 
low probability that such an event 

80 1+ Median 
70 would occur over the ten year period. 
60 i- High 
50 

I ....J 

40 
Impact 

The panel was unanimous in the belief 

30 

~ 20 

10 Neg: 
0 

that such an event would have 

significant impact upon the future 
1993 Years 

status of community-based policing in any 

urban police agency. Two panel members believed it would be at least five years before the probability of 

Event Three exceeded zero, and one panel member believed it would be at least ten years before the 

probability. exceeded zero. 

Event Four - There was considerable dissensus among panel members over whether or not voters would 

amend state law to allow local property tax: increases with only 51 percent of the vote. While the high and 

STATE INITIATIVE FOR LOCAL BOND APPROVAL 

percen 
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median forecasts did give such an event 

at least a 50 percent probability of 

occurring within five years, the median 

rises to only 55 percent at the ten year 

point. Two panel members believed the 

event would likely never occur. 
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Event Five - The panel considered significant reductions in state funding to cities to be 50-50 

probabilities both at the end of the five and ten year periods. The panel did believe, however, that 

STATE FINANCIAL CUTBACKS 
Percent 
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rngs: 
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8 

the probability of this event occurring 

would exceed zero within six months, 

or by the summer of 1993. This event 

would have the opposite impact of 

Event Three, in that significant 

funding levels reduces the available 

personnel for all but essential public 

safety assignments . 

Event Six - The probability that municipal police and the INS will work more closely than at 

present increases gradually over the next ten years. The panel responses ranged from zero to 

seven years before the probability of occurrence exceeded zero, but the probability of the event 

POLICEfI.N.S. COOPERATION 
occurring increases to 80 percent at the 

A Low Perc ten year point. The panel felt that in 
100 ..................................................................... .. 

80 

60 

40 

20 

1993 
2 3 4 5 6 7 8 9 10 

Years 2003 

• I 
Median heavily populated urban communities, 
High 

such cooperation would have greater 

~
ct 

os: 

~g: 
negative impacts and o~tweigh the 

crime reduction benefits this event 

might achieve . 
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Event Seven - While there was a wide range of panel responses, the vast maj0rity of members • perceived a strong probability of~he creation of civilian review boards in the fairly near future. Only 

CIVILIAN REVIEW BOARD ESTABLISHED 
two panel members saw the probability not 

exceeding zero until the five year point, 
Percent 

100 I • !. Low 

.~ 
I 

80 • Median 

60 I High 

but the majority believed that within two 

years or less, the probability of the event 

40 1m act would exceed zero. Within five years, 

20 as: 
2 

Neg: four panel members believed a 90 to 100 

0 1 2 3 4 5 6 7 8 9 10 4 
1993 Years 2003 percent probability of occurrence existed, 

and eight of the ten panel members believed 

that the probability was either 90 percent or greater at the ten year point. The panei also believed that 

this event would have a slightly more negative than positive impact upon the issue. • 
CROSS-IMPACT ANALYSIS 

A four-member focus group consisting of individuals who were also members of the MCD panel (Chief 

Deladurantey, Dr. Klyver, Dr. Hickmam, and Sergeant Licavoli), assisted in a cross~impact analysis of 

the trends and events evaluated in the forecasting process. The purpos~ of the cross:-impact analysis 

was to assess how each of the seven events would impact all other events and trends. The analysis 

forecasted the impact of each event on the other events arid the trends by use of a cross-impact matrix 

(Table 3). The impact is shown as the percentage of change (plus or minus) the event would have in 

relation to the probability of other events occurring, and on the amount of increase or decrease of the 

trends. Median panel forecasts are shown in the table. • 
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Table Three: 

£ross-Impact Analysis Matrix 

Maximum Impact (% Change...±) 
Event-to-Event 

** El E2 E3 E4 E5 E6 E7 

El X +85 +95 +60 X +20 X 

E2 -30 X +40 X X +70 -30 

E3 -20 X X +20 -10 X X 

E4 X +20 100 X -50 X X 

E5 -30 +20 +60 +90 X X X 

E6 X +30 X X X X +40 

E7 X X X X X -30 X 

Maximum Impact (% change)1 Years to Max. 
Event-to-Trend 

TI T2 T3 T4 T5 T6 T7 
+50/3 -30/2 +40/4 X +90/2 X I -20/3 

+40/2 -~ 013 +30/4 -20/4 -20/5 +50/5 -20/2 

+90/4 +40/5 +40/5 X +3014 -15/4 X 

+70/5 X +40/4 X X X X 

-SOil X -50/2 +20/2 +60/4 +30/3 X 

X -30/4 +20/3 +30/3 +2015 +40/3 X 

X -20/3 +30/4 +70/4 X X X 

IMPACT 
TOTALS 

EI....!L 

E2.Jj 

E3~ 

E4.i 

E5..2..,. 

E6..L 

E7.,!. 

Il\1P ACTED TOTALS 
EI E2 E3 E4 E5 E6 E7 Tl T2 T3 T4 T5 T6 T7 

~ ..4.. -4... -l -.-2 ..l ...l 

'Legend 
EI- Major Civil Disturbance 

E2- Law Enforcement Oriented Mayor Elected 
E3· Bond Measure for New Officers 
E4- State Initiative for Local Bond Approval 
ES- State Financial Cutbacks 
E6- PolicelINS Cooperation 
E7 - Civilian Review Board Established 

T 1- Level of Agency Budgetary Support 
T2- Level of Community-Police Relationships 
T3- Level of Police Responsiveness to CommUnity 

T4- Level of Demand for Police Accountability 
TS- Level of CommUnity's Fear of Crime 
T6- Effects of GangsiNarcotics 
T7 - Officer Acceptance of COll¥flunity-Based Policing 

An analysis of the matrix indicates that major civil unrest has the potential to have significant impact 

upon the election of a strong law enforcement-minded mayor, as well as the passage of a bond measure 

for more officers, increasing the probability ofa change in Proposition 13, and improving the 

probability of more policeJINS cooperation. While this event would likely strengthen support for 

police funding by raising community fear levels, community-police relationships would suffer. 

Interestingly, in Los Angeles a law enforcement oriented mayor was elected in June, but a bond 

• measure for additional officers failed in April. 

35 



Positive economic events would increase the probability of increased responsiveness to the community .• 

through additional resources for staffing required to implement community-based policing strategies. 

Additional personnel resources would also have a positive effect upon overall fear of crime in the 

community and reduce the negative influences of gang and narcotics on neighborhoods. 

Increased cooperation between the police and INS was perceived as having a negative effect upon 

community-police relationships depending on the particular city. In larger urban communities, 

however, such a policy decision will likely increase community tension and negatively affect relations 

between a large segment of the community and its police. Civilian review boards will result in 

increased police responsiveness and accountability, but at the same time could have a considerable 

negative impact upon overall community-police relationships. 

In summary, possible events, like current trends, have the potential-to push community-based policing 

either forward or backward, depending upon how politicians and police managers respond and manage 

the process. Whether financial issues will result in large California police departments pwviding only 

emergency response and investigative services, and unable to afford community-based policing 

strategies, is presently unknown. The goal for innovative leaders will be to implement 

community-based policing strategies in spite of California's government funding crisis. 

SCENARIO DEVELOPMENT 

The final part of this section on Defining the Future is devoted to the development of scenarios or 

possible futures for policy development. Scenarios are "wor:d pictures" of what the future could be, 

based upon data and information developed through the futures forecasting stage of the project. The 
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• scenarios provide a blueprint of the future for the purposes of developing policies and a strategic plan. 

The three types of scenarios created for this project are defined as follows: 

* 

* 

* 

Exploratory Scenario: This is a "surprise-free," or "will be" scenario. It assumes 
the forecasted trends and events would play out as forecasted. 

Normative Scenario: This is the "desired and attainable" future. This scenario 
focuses upon the "should be" data and combines it with community-based 
policing literature which suggests the positive aspects of the strategy. This 
scenario is based upon the "should be" forecasted trends and events. 

Hypothetical Scenario: This is a "what if' scenario. It assumes that all of the 
events with at least a 30 percent probability of happening did occur. This scenario 
describes a chaotic future which may occur if police managers do not take steps to 
manage their futures in some manne;:. 

The following three scenarios are different in their focus based on the visualization of alternative 

• futures, All scenarios are written as retrospectives, relative to the occurrence of possible trends and 

events from 1993 through 2003. The data were used to create scenarios specifically describing Los 

• 

Angeles and the greater Los Angeles area. They could apply to any major metropolitan area of 

California. 

Exploratory 

Newly Elected Mayor Vows All Out War on Crime (U.S. News and World Report, July 6,1993) 

Business Continues to Abandon Urban Areas - Cite Fear of Crime (Newsweek, April 15, 1996) 

Budget Shortfalls Reduce Community-Based Policing to Hollow Rhetoric (Los Angeles Times, 
November 10, 1998) 

Warring Street Gangs Fight Over Narcotics Trade-Communities Demand Action (Los Angeles 
Times, August 1, 2002) 

37 



Serious gang crime, along with epidemic levels afnarcotics trafficking in many densely-populated Los 

Angeles neighborhoods made many neighborhoods, unlivable for law-abiding residents. The city's • 

tax base continued to decline as business after business moved to safer regions of the county and 

state. The 25 percent business exodus predicted by the Southern California Association of 

Government in the early 1990s increased to about 40 percent by the end of 1997. 

As has occurred in other major U.S. cities in the recent past, Los Angeles had to make some difficult 

choices. As the population approachedfive million and growing by early 1995, significant cutbacks 

forced drastic reductions infundingfor its police department. Community-based policing, so widely 

touted as a methodfor improving community-police relations and reducing tension, never 

materialized in the wake of rising levels of violent crime. Urban gang warfare continued unabated, 

and as attacks by gang members upon police also rose, relations between the police and the 

community deteriorated. The Attorney General's prediction in 1993 that street gang membership in 

California would riSe to 250,000 by the year 2000 fell short, but only slightly. 

Community-based policing reforms fell victim to increasing concerns about gangs, drugs, and 

incidents of civil unrest. While the police did make some modest c/1anges in an attempt to be more 

sensitive to residents' policing concerns from 1993 through mid-decade, by the latter 1990s 

community-based policing lost out to the same budget shortages, the same realities of urban street 

crime, and similar changes in m~nagement priorities which doomed L.A. 's team policing efforts in the 

1970s. 

Concerns about the debilitating effect of civil unrest and crime in Los Angeles resulted in the Spring, 

1993 election of a new mayor who vowed to pour all available resources into crime control. While 

. this event reduced the fear of crime for a couple of years, the changing urban environment made it 

impossible for the police to keep up with riSing workloads. Unemployment remained at or near 25 

percentfor inner-city residents throughout most afthe decade and, by early 1996, users of 

government services began to outnumber taxpayers. Population growth in the six-county Los Angeles 

region continued unabated as well, with the region becoming home to a projected 18 million people 

by the year 2000. 
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While the Los Angeles Police Department continued to fight an all-out war 011 crime. it was a losing 

war. The lowering median age in Los Angeles, to around 16 years of age, created a significant surge 

in the number of people in their highest crime prone years. The result was an increasing arrest rate, 

but a decreasing incarceration rate as California's jails and prisons, in spite of the billions of dollars 

spent on new facilities in the 1980s and 1990s, were still over 200 percent beyond capacity. By the 

early 21st century, Los Angeles ranked last in terms of quality of life of any major city in the United 

States. 

Normative 

Despite Budget Woes, Los Angeles City Council and Mayor Committed to Police Department 
funding (Los Angeles Daily News, May 1, 1994). 

L.A. Police Chief Says Community-Based Policing Not Antith,'!tncal to Combating Crime (Police 
Chief, September 20, 1995). 

New Police Stations and Customer-Oriented Policing Strategies Give Residents a Voice, Ease 
Tensions (Newsweek, December 6, 1997) 

Focus on Drug Rehabilitation and Education Seen as Cause of Reduction of Gang and Narcotics 
Violence (Los Angeles Times, July 15,2003) . 

Despite dwindling budget revenues, the Los Angeles City Council, in concert with the newly-elected 

mayor, made major commitments to fund essential city departments, especially its police department. 

After watching staffing levels decline from a high of 8,300 officers in 1990 to a low of 7,200 in 1993, 

and noting an escalating demand from residents to respond to rising incidents of crime, city political 

leaders realized that only by maintaining a strong police presence in the city could the fear of crime 

and the negative impact of such fears upon residents, the business community, and tourism be halted 

To that end, Los Angeles offiCials embarked on the implementation oj several community-based 

policing strategies designed to get more officers into the street and to put those officers in closer 

contact with the community. 

In 1994, Los Angeles embarked on afive-year plan to build eight new community-police stations, four 

in San Fernando Valleyandfour in the densely populated central city area. Because budget 

constraints would not permit bUilding from the "ground up, " these new facilities were refurbished 
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existing buildings slich as vacant banks and warehouses. The result was that by the end of 1997 

densely populated areas such as the Pico-Union and Koreatown districts, and the sprawling West 

Valley area hadfacilities built which created more homogenous communitiesfor community police to 

concentrate their efforts. Other problem-oriented strategies such as assigning community service 

officers (formally called senior !ead officers) to community police centers to foclis resources on 

neighborhood quality of life problems and the deployment of mobile substation IInits to focus on 

specific crime problems for a protracted period of time were initiated 

An additional step was the establishment of community Police Advisory Councils in all of the then 

existing 18 stations by mid-1995. Consisting of community members and the local station 

management team, these councils provided a vehicle to disseminate information about policing 

methods, problems, and policy. It also afforded residents a vehicle for input into how policing 

priorities were determined The councils were instrumental in reducing tensions follOWing a number 

of aggravated police incidents throughout the 1990s. 

• 

In order to head-off growing unhappiness about community-based policing among Los Angeles Police • 

Department line officers, supervisors and middle managers, the Chief of Police initiated a 

comprehensive training program to teach line personnel about the concept and goals of 

community-based policing. The chief recognized that on a daily basis, front-line personnel were 

faced with the grim realities of street police work and the needfor afirm response to crime. The 

seemingly over-emphasis on community-responsiveness and sensitivity at the expense of fighting 

crime had turned off many line officers and threatened to doom Los Angeles' policing reforms. As 

Houston officials had learned several years prior, concerns over crime can quickly push 

community-based policing reforms to the baek burner. The Chief simek an appropriate balance 

between attention to the realities of street crime and the need for developing community-police 

partnerships. 

The latter half of the 1990s marked a period of cooperation between top police managers and elected 

officials who worked together to develop andfund programs to stop the deteriorating quality of life 

in Los Angeles. Only by realizing that gangs, drugs, and the overall crime rate would only exacerbate 
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the exodus of businesses and tax paying middle class residents from Los Angeles. and seriously 

• making tough budget decisions, did real reform take place. 

• 

• 

It was also an era where police planners and decision-makers decided not to allow 'a repeat of the 

process observed in other large cities where rising crime and reduced budgets doomed policing 

reforms. While/ear of crime remained high on the list of social problems, improved 

community-police relations prevented any further outbreaks of civil unrest, andfederal dnlg 

rehabilitation programs began showing results as gang crime and associated narcotics violence 

began to show a downward trend by ihe end of the 1990s. 

Hvpothetical 

New Mayor and Police Chief Vow Return to ToughL2tW Enforcement (L.A. Times, July 25, 
1997) . 

City Budget Cutbacks Force Closure of Half of L.A. 's Police Stations (Newsweek, May 17, 1998) 

Crime in L.A. Reaches Epidemic Proportions: Is the Sheriff or the National Guard Our Only 
Hope? (L.A. Times, June 12,2000) 

Has LAPD Priced Itself Out of Existence? (The Economist, August 15, 2001) 

The rate and nature of violent crime in Los Angeles has had a profound effect upon the City's police 

department. Early efforts at community-based policing reforms/ell by the wayside by the mid-1990s 

as gangs and narcotics and the associated violence preoccupied the thinking 0/ residents, police, and 

government officials alike. 

Budget shortfalls forced the elimination 0/ community-police storefronts and the abandonment of 

most community-police interac~ion strategies. By 1996, the Los Angeles Police Department had 

closed its crime lab, its police academy, and its driver training/acUity and subcontractedfor these 

and other services. 
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By 1998, the department wasjorced to close nine of its 18 police stations. While personnelfrom 

closed divisions were shifted to the remaining/acilities, sufficient space for reassigned personnel was 

not a major problem as personnel reductIOns, accomplished through retirements rather than lay-offs, 

had reduced the department to 5,100, about a 40 percent decrease from 1990 to 199& 

By the year 2000, state volers hadfinally relented and voted to allow the passage of local obligation 

bonds for more police to pass with 51 percent of the vote. It was too late for t~e Los Angeles Police 

Department, however, as private armed security patrols, funded by individual groups of homeowners 

and by special assessment districts had taken over a major share of community patrol services. Polls 

showed that a majority of residents wanted elected officials to hire lesser expensive Sheriffs 

personnel. A growing sentiment for permanent assignment of National Guard troops in L.A.'s highest 

crime-ridden communities could also be heard by the latter part of the decade. 

This breakdown in confidence occurred despite a vow of a return to strong law enforcement in 1997 

by the new mayor and her newly appointed chief of police. Although the chief put as many officers on 

the street as possible, staffing reductions, changing demographics, rising workload'l, and 

community-police tension, along with the crime rate, continued their upward trends. 

POLICY CONSIDERATIONS 

Based upon data from the nonnative ("should bel!) forecasts, there are several issues which police 

managers should consider when develuping policies as they relate to the implementation of a 

community-based policing model. 

Driving policing strateg)es in large metropolitan'police departments will be iSlilues such as fear of crime, 

civil disturbanc~s, and increasing levels of gang and narcotics violence. A new mayor who takes a 

pro-law enforcement position could have a major affect upon several of the trends and events evaluated 

in this study. 
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A new mayor may have a positive outcome on the ever-present funding issue confronting most police 

departments in California. Support for police related bond measures, more aggressive approaches to 

gang and narcotics crime, and the development of more effective cooperative strategies between local 

police and the INS may also occur. Strategies for putting more officers back in patrol will be 

mandatory. The use of current and emerging infom1ation technology to make both line officers and 

detectives more productive reeds to be seriously considered by police managers. Processing 

information by hand rather than electronically is a waste of expensive human resources. 

Conversely, a new mayor may also affect the current demand for more customer driven policing 

strategies and community partnerships. These trends could be negatively affected should a new mayor 

be overly concerned with fear of crime and busjness exodus, and be unable to locate adequate funding 

to deploy sufficient numbers of patrol officers to deal with rising police workloads. Tax revenue 

shortages at the state level may also present tormidable obstacles. Community~based policing focuses 

upon problem and service oriented strategies, is labor-intensive, and results are not easily quantifiable . 

. Severe budget shortages may force cities to reduce many important but critical services and focus 

primarily upon front line police work. California's future economic climate may accelerate the trend 

toward assessment districts to fund private and public peace keeping services. The integration of 

private sector security companies into line patrol operations are policy issues police managers would be 

wise to begin to consider. 

Police executives must develop operational policies within the content of a severely constrained 

California economy which is likely to remain so into the 21 st century. Downsizing, outsourcing, sub-

• contracting, and regionalization should all be strategies police managers consider as they develop their 
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future policing models. Community-based policing strategies, along with proactive crime fighting 

strategies, will need to be melded together. Customers of police services will continue to want visible 

emergency response, control of street crime and civil unrest, but will also demand community-police 

cooperation and interaction strategies. The importance of strategic thinking and planning by police 

executives cannot be understated. Careful strategic planning in the early 1990s may determine whether 

a police department will still be in business by the year 2003. 
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SECTION TWO: 

A STRATEGIC P"LAN 

Creating and planning the future of community-based 

policing in the Los Angeles Police .Department. 



• 

• 

PURPOSE 

The purpose of a strategic plan is to develop a detailed guideline for achieving the goals of 

organizational policy.33 While the foHowing plan describes specific objectives for the LAPD, the 

obstacles to a successful transition toward community-based policing identified in the Defining the 

Future section of this study are likely to be found in most large California police departments, Thus, 

strategies for overcoming these obstacles may be relevant in many large departments, The plan was 

developed through the consultation and guidance of the focus group described in Section One of this 

study, 

This strategic plan will focus upon achieving the normative or "desirable and attainable" scenario also 

described in Section One. It is believed that despite the formidable barriers, a strategic plan can be 

developed which will allow the LAPD, and any large urban police department, to successfully 

implement some of the primary community-based policing goals of getting closer to the customer, 

becoming more aware of community needs and priorities, and developing better relationships between 

people and their police department. 

THE SETTING 

The LAPD will undergo a radical transformation over the next several years, Prompted by external 

events (the Rodney King incident, the critical Christopher Commission Report, internal and external 

dissatisfaction with police leadership, and recent incidents of civil unrest), along with internal events 

(most notably a new police chief), the LAPD policing model will no doubt change. 

• The calls for changing the LAPD from its traditional aggressive, enforcement-oriented model to a 

community-oriented approach have been voiced by community and political leaders throughout the 
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city. A new police chiefwas hired on the promise to transform the LAPD into a community- oriented • 

agency using the community-based policing model. However, the apparent unqualified acceptance of 

community-based policing appears to have occurred without thoughtful consideration being given to 

the potential barriers and obstacles which may affect such a large scale organizational change. 

The barriers to a transition away from the traditional enforcement-oriented model in Los Angeles are 

formidable. Los Angeles is the second largest U.S. city in terms of population. But with almost four 

million residents and a shrinking police workforce, its 2.2 per 1,000 officers-to-residents ratio is the 

smallest of any major city in the country.34 With 470 square miles to police, the LAPD must cover a 

tremendous amount of territory with a relatively small number of personnel. 

Los Angeles is also one of the most ethnically and culturally diverse cities in the world.35
. Immigration • 

from Mexi~o and Central America continues at a rapid pace. Its school children speak scores of 

different languages. By the year 2010, it is anticipated that Southern California "will have become a 

Latino subcontinent - demographically, culturally and economically distinct from the rest of America. ,,36 

Los Angeles' peace keeping services will have to be redesigned with these myriad of internal and 

external realities in mind. 

THE MISSION STATEMENT 

In order to communicate the intent of the strategic plan and the direction tpp management should 

desire for the organization, the following mission statement was developed with input from the focus 

group: 

The Los Angeles Police Department exists to provide visible and responsive police­

oriented public safety and peace keeping services. Using a commuDlty-based, 
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problem-oriented, approach in the delivery of such services, Department members will 

work in partnership with members of our various residential and business communities 

to identify problems, garner and focus resources, aud resolve problems wherever 

possible. Keeping the peace and enhancing the quality of life in our communities will be 

the cornerstone in the Department's overall goal of enhancing public safety. Above all, 

Los Angeles police officers will treat all members of the public, whether law abiding or 

not, as customers. And our customers must always perceive value in the service they 

receive. 

SITUA TION ANALYSIS 

An understanding and careful analysis of the existing and future environment, both internal and 

external, is critical to the succe£s of a strategic plat!. In addition to input from the focus group, several 

members of the brainstonning panel (Estella Lopez, Krouse, Bunker, Gascon) met with this writer and 

provided input as to relevant social, ec'onomic, and organizational issues and realities which could 

affect any future large scale organizational change. Members of the modified conventional Delphi 

panel (Eck, Braiden) also pro'i;ded input (telephonically). 

Social Environment 

Opportunities 

The political and social climate in Los Angeles today provides strong impetus for change in the policing 

model. In the aftermath or the Rodney King incident, there is a consensus among the political 

leadership, special interest groups, community activists, and among a significant percentage of the 

general public that a service-oriented community-based policing model is needed. While the 

relationship between the community and the police is expected to improve over the next ten years, this 

• trend is based upon the belief that the LAPD will adopt community-based policing in some form. 
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Threats 

Crime, narcotics, and gang violence, along' with recent civil disturbances and community unrest, will • 

result in putting the police in a position of having d~mands placed upon them for more protection on one 

side, and the need to be more sensitive to communities and community residents on the other. The fear 

factor has been exacerbated both before and immediately following the second trial of the tour officers 

involved in the Rodney King incident. A second riot-related trial will be conducted later this summer. 

Community unrest, bleak economic forecasts, job exodus from California, and the projection of massive 

population increases in California over the next 50 years/7 all suggest an external environment conducive 

to a continual escalation of crime and violence in densely populated urban areas. 

Economic Environment 

Opportunities 

To what extent Los Angeles' political leaders realize how fiscal cutbacks have eroded public safety is 

unknown, but there does appear to be support for some funding increases il). an attempt to transition t~ a 

community-based policing model. In December, 1992, the Los Angeles City Council authorized the 

expenditure of$225,000 to be combined with an approximately $400,000 National Institute of Justice 

grant to be spent on community-based policing training and the development of a strategic plan for the 

Los Angeles Police Department. The grant will be managed by Dr. Jack Greene, a Temple University 

Criminal Justice professor and an expert on co~unity-based policing. As both public and private 

sector organizations become more results and customer focused in the future, the interest in 

community-based policing should remain high. Support remains strong for improving the LAPD and its 

policing strategies, but only through strong political support in the form of funding increases will the 

economic picture brighten for the LAPD. 
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Threats 

Foremost among all of the threats to community-based policing are economic. Over the years, 

govemmentalleaders in Los Angeles have failed to provide the LAPD with the necessary human and 

support resources which the department needed to keep pace with an ever-increasing.workload. As a 

result, the second largest city in the Urtited States, in terms of population and geographic size, has a 

smaller officer-to-resident ratio than any other major urban city.38 In light of California's long term 

economic outlook due to the recession, funds to increase the size of the department and to provide 

adequate technical equipment and other logistical support will simply not be there for years to come. 

In addition, it will take a significant effort simply to hire enough new officers to keep pace with 

increased attrition due to retirements during the 1990s. But, by most accounts not only is communitya 

based policing more labor-intensive, it can lengthen police response times. Unfortunately, future 

forecasts concerning the levels of violent crime in Los Angeles may result in more demands for 

protection and less for public-police interaction strategies. Such has been the case in other major urban 

cities where community-based policing has been largely abandoned. 

Political Environment 

Opportunities 

With the hiring of an outside chief of police, the Mayor, the Los Angeles City Council, and the Police 

Commission have signaled their desire to take the LAPD in a new and different direction. The political 

community has strongly supported community-oriented policing strategies. Such support no doubt had a 

significant influence in the selection of a new Police Chief. Chief Willie WilliarIls has repeatedly voiced 

his support of the community-based policing concept. With strong support at the top of the 
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organization, and with a significant number of "old guard" managers retired, or soon to be, an 

environment for change will remain strong for the foreseeable future. 

Threats 

Political leaders will come under increasing pressure from their constituents to emphasize a "tough on 

crime" approach. The LAPD, through its traditional policing model, currently attempts to deliver visible, 

aggressive police services. Community-based policing emphasizes concentration of resources on 

long-term problem-solving and greater interaction between residents and their police. 

While a laudable goal, the large number of crime ridden problem areas in Los Angeles, the already 

understaffed patrol force, and the rising number of calls for service may force the Mayor and the City 

Council to choose between traditional policing's emphasis upon rapid response and aggressive crime 

fighting, and community-based policing's emphasis on community partnerships and long term problem 

solving. 

Organizational Environment 

Opportunities 

Organizational readiness is a key to successful large-scale organizational change. In some respect, the 

LAPD fares well. The LAPD and many of its officers, especially middle and upper-level managers, are 

familiar with community-based policing. In the early 1970s, former Chief Ed Davis implemented the 

team policing concept. Although many of the team policing strategies were abandoned in the late 1970s 

due to budget constraints (which are even greater in 1993), many of the components of team policing 

such as neighborhood watch, the Basic Car Plan, and the senior lead officer position responsible for 

specific communiti,es are still part of the LAPD organizational structure. Because these community 
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involvement strategies already exist within the department, and because they fit well into the 

community-based policing model, a transition to community-based policing may not be perceived as 

radical by some line personneL 

Threats 

In addition to increasing workloads and decreasing personnel levels, there is §tiII a question as to the 

degree of acceptance of community-based policing LAPD managers can expect from line personneL 

Community-based policing will require patrol officers in particular to view their roles and responsibilities 

much differently than in the traditional military model. It will require officers to interact with a much 

broader segment oft~e community than under traditional policing. That interaction will require patrol 

officers to be aware of, and sensitive to community problems they may have neither the resources nor the 

academic or training backgrounds to resolve.' Additionally, the reality of street violence may facilitate 

"tough on crime" attitudes, resulting in even more cynicism on the part of police officers. Cracking the 

formidable patrol subculture may be the greatest obstacle to any department's transition to 

community-based policing. 

ORGANIZATIONAL CAPABILITY 

To determine the LAPD's readiness for change, this writer conducted an evaluation of the Department's 

transition capability which is described in the Organizational Capability Analysis, (Table Four). The 

focus group assisted in an analysis of critical stakeholder assumptions in light of the new mission 

statement (Table Five), along with a strategic assumption map assessing the level of importance and 

certainty or uncertainty of assumptions held by stakeholders (Table Six) . 
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Table Four 

ORGANIZATIONAL CAPABILITY ANALYSIS • Strategic Needs Cagability 

CATEGORY RATING 

Superior Above Average Improve Crisis 
Average 

Manpower X 

Technology X 

Equipment X 

Facilities X 

Budget X 

Workload X 

Supplies X 

Management skills X 

Officer Skills X 

Supervisor Skills X 
-

Training X -
Po, Of cr. Attitudes X • Spvsr: Attitudes X 

Management Attitudes X 

Council Support X 

Mayoral Support X 

Public Support X 

Police Commission X 

Pay Scale X 

Benefits X 

Turnover X 

Morale X 

LEGEND 
Superior: Better than most other departments. Beyond present needs. 
Above Average: Better than many other departments. Suitable. No problems. 
Average: Acceptable. Similar to other departments. 
Improve: Not as good as it should be. Must be improved. 
Crisis: Real cause for concern. Action must be taken now. • 
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• Sitrengths 

Transition to a community-based policing model will likely be driven primarily by external social forces. 

Strong consensus exists that politic~~~upport, if rhetoric is any gauge, will remain quite high. Although the 

average resident may not understand the concept of cornmunity-based policing, the demand for increased 

community-based policing interaction strategies is likely to remain topical in the media, thus giving the 

issue currency for at least two to three more years. The new Mayor and Police Commission's level of 

support for community-based policing is uncertain at this time. However, it can be assumed to be at least 

above average based upon general community support. 

Weakness.es 

Internally, considerable obstacles exist. Years of budget stagnation have left the Los Angeles Police 

• Department with a critical shortage of work space. Where to house new officers should hiring levels 

increase presents a dilemma. Personnel and equipment shortages, obsolete technology, and a shrinking 

budget have created a climate where maintaining the status quo prevails. Wages, benefits and turnover are 

ready to fall into the Improvement category. Since the Rodney King incident, morale at all levels remains 

low. The use of electronic information systems to increase officer productivity has been minimal. 

STAKEHOLDER ANALYSIS 

The transition to a community-based policing model will take time and careful planning. Critical to that 

planning ·are key stakeholders who win impact or are impacted by the issues. Each has assumptions, 

perceptions, and values which may affect the LAPD's implementation of a community-based policing 

model. Table Five lists 12 stakeholders and their possible assumptions about the study issue and 

• sub-issues. Table Six describes the importance of each' stakeholder's assumptions about the issue and the 

. degree of certainty/uncertainty about their assumptions. 
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Table Five: 

STAKEHOLDERS ASSUMPTIONS •• STAKEHOLDER ASSUMPTIONS RE: THE ISSUE 

1. Chief of Police A. Change is needed 
B. Community wants C.B.P. 

2. Los Angeles Police Department A. Crime fighting higher priority than C.B.P. 
Line Officers (SO) B, Another management fad 

... First-line Supervisors A. C.B.P. will drain critical patrol resources ". 
(Sergeants & Lieutenants) B. Cannot handle emergency call load now 

4. LAPD Middle Managers A. Focus on crime and call load must be maintained 
(Captains) B. Greater community-police interaction and police 

responsiveness important 

5. LAPD Staff' & Chief Officers A. Environment right for change 
(CmdrlDep. Chief! Ass't Chief) B. Community wants C.B.P. 

6. Police Commission A. Community wants C.B.P. 
B. Chief able to implement C.B.P. 

7. Mayor of Los Angeles A. Service-oriented police department needed • B. Good community-police relations important 

8. Los Angeles City Council A. Wants a "user friendly" police department 
B. Involvement of the community in their police 

department desired 

9. Community Groups (Critical) A. Brutality and racism rampant in the Los Angeles 
Police Department. C.B.P. will help 

B. Want greater external control of police 
department 

10. Community Groups (pro-Police) A. Desire greater community-police interaction. 
B. Get tougher on crime. 

11. Business Leaders A. Get tougher on crime 
B. C.B.P. may pl:lIl officers out of the field 

12. Crime Control Advocates A. C.B.P. soft on crime 
B. Tough on crime only solution 

13. Police Protective League A. C.B.P. a management fad • B. Too much community involvement. 
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Table Six 

12A 

LEGEND 

STRA TEGIC ASSUMPTION MAP 

Certain 

13B 7A 

Uncertain 
(y) 

9B 6A5A lA 
7B 2A 

2B 8A 

4A 4B 

"X" axis- Importance of the stakeholder's assumption to the Department's management of the issue 
"Y" axis-- CertaintyfUncertainty of the stakeholder's assumption 

lA- Change Needed (Chief) IB- Community Wants C.B.P. (Chief) 
2A- Priority on crime-fighting (line officers) 2B- Management Fad (line officers) 
3A- Drain on Resources (supervisors) 3B- Overworked Now (supervisors) 
4A- Crime/Community Relations Balance (managers) 4B- Community Relations Important (manager) 
5A- Environment for Change (Staft7ChiefOfcrs) 5B- Community wants C.B.P. (StafflChiefOfcrs) 
6A- Community wants community-based. policing (P.C.) 6B- Chiefwill implement (Police Commission) 
7 A- Service Orientation Needed (Mayor) 7B~ Community Relations Important (Mayor) 
8A- User-Friendly Police Department (City Council) 8B- Want Community Involvement (City Council) 
9A- BrutalitylRacism a Problem (community groups) 9B- External Control (community groups) 
IOA- Greater Community Involvement (community groups) 10B- Tough on Crime (community groups) 
IlA- Tough Crime Laws (business leaders) lIB-Officer Shortages (business leaders) 
12A- Soft on Crime (crime control adv~tes) 12B- Get tough (crime control advocates) 
13A- C.B.P. a Management Fad (Protective League) 13B- Too Much Community Involvement (PL) 
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SNAILDARTERS 

IISnaildarters ll are those groups, organizations, entities, or individuals which may affect the project 

or plan, usually in a negative fashion. Snaildarters are generally not stakeholders and are often 

not perceived during the initial stakeholder analysis. Snaildarters which could pose potentially 

negative barriers to the strategic plan are the California legislature (budget restrictions, program 

mandates), taxpayer associations (thwarting any attempt to obtain additional revenue sources), 

and employee associations in addition to the Police Protective League such as La Ley (Hispanic 

Officer Association) and OJB (African-American Officers Association) which may object to 

education requirements for promotion and mandatory job rotation policies. Immigrants rights 

groups are also among the list of potential snaildarters. 

DEVELOPING ALTERNATIVE STRATEGIES 

Individual input from focus group members was useq to develop the following list of alternatives 

strategies which would assist the LAPD in accomplishing the goals of community- based poiicing 

and problem solving as described in the mission statement: 

1. Establish Police-Community Advisory Councils within geographic service areas. 

2. Enhance the role of senior lead officers to emphasize their community service 
officer responsibilities. 

3. Establish a community policing center in each basic car area. 

4. Measure and reward professional and courteous service by line officers. 

5. Create the position of community relations officer (lieutenant) in each geographic 
service area. 

6. Increase the number of basic car areas in patrol divisions and the number of senior 
lead officers. 
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7. Realign patrol division boundaries to more closely conform to identifiable 
communities. 

8. Establish more (thus smaller) patrol divisions, thereby reducing the span of control 
and responsibility for managers and supervisors. 

9. Establish community-police centers in all basic car areas. 

10. Mandatory use ofbieycIe and foot patrols in each geographic area. 

11. Give area captains more authority and discretion over their budgets and hold 
accountable for CBP results. 

12. Conduct methodologically sound customer satisfaction surveys. 

13. Deploy aO m~bile substation unit in each geographic: patrol division. 

14. Establish a staff level position devoted t9 oversight of community-based policing 
strategies within the LAPD. 

15. Increase civilianization of administrative positions and create civilian community 
service officers to conduct preliminary on-scene crime and traffic investigations. 

16. Provide comprehensive, ongoing training on all facets of community-based 
policing strategies. 

17. Provide t1nancial incentives for increased education and educational requirements 
for promotion. 

It is envisioned that the future policing model of the LAPD, com-listent with the goals as described 

in the mission statement, would focus upon three key areas: Expand the role of police officers 

from the current traditional response-driven modei to a community-based, problem-solving 

orientatton; be customer-oriented through the development of police-community partnerships; 

and, use a variety of internal and external resources to deal with community crime and quality of 

life issues. To that end, three strategies (one short, one medium, and one longer term) which 
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should have significant impact in accomplishing many of the goals of community· .. based policing 

are described in greater detail. 

Strategy One: Implement Police Advisory Councils in each of the Los Angeles Police 

Department's geographic ~ervice areas. 

Advantages 

The Police Advisory Council (PAC) concept is not new. But what is new is the degree of 

involvement such councils would have under the community-based policing concept. P ACs 

should be established in each of the .LAPD's 18 geographic 'service areas. And rather than being 

an advisory group of selected community members, these councils would be more intimately 

>- • 

• 

involved in their respective division's daily decision-making and service delivery. PAC members .• 

would be visible in the station, possibly work brief assignments at the front desk, participate in 

Jjde-alongs, and regularly attend supervisors' meetings and roll calls. PAC members could also 

assist in divisional personnel selections. 

The benefits of the P ACs are numerous. A closer working relationship between the police 

officers in a division and the community members they serve would develop over time. Police 

officers and their-supervisors, most of whom live considerable distances from their division of 

assignment, would learn about the problems and community needs from those in the best position 

to regularly provide that information. Sensitivity to the different policing needs of various 

communities would be greater among officers and their supervisors. As future demands for 

• 
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accountability increase, these advisory councils would provide a critical community involvement 

vehicle and would also serve to diffuse community tension and conflict. 

Disadvantages 

This strategy does face some obstacles. The key to its success are the levels of acceptance of 

various stakeholders within each service area. Captains have to be willing to establish a PAC 

consisting of community representatives with a variety of backgrounds, expertise, and opinions. 

A PAC's effectiveness will be reduced significantly if it is made up of police supporters with fairly 

homogenous backgrounds and viewpoints. 

While this strategy poses significant opponunities for the LAPD to demonstrate a willingness to 

enter into community partnerships, there can be hazards in the process. Improper requests for 

the use of resources or the targeting of unpopular groups or individuals is a potential problem 

facing divisional captains as they coordinate a PAC's activities. Too much authority can 

potentially lead to problems, but too little and the PACs become of marginal value in achieving 

organizational goals. It is important, however, that the LAPD convince the public of its desire to 

have community input. . 

The hardest sell, however, will be the line patrol officers and their supervisors. Crime is likely to 

continue to rise through the end of the decade. This trend may result in incidents which further 

aggravate community tensions. Continued community-police conflict and demands for tough 

approaches to crime problems may make it difficult to convince line personnel that their primary 
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mission is no longer to only "crush crime," but t~ establish a close working relationship with the 

communities they serve and to work together on community problems. 

Strategy Two: Redesign and enhance the role of the senior lead officer 

Advantages 

Focusing upon neighborhood crime and safety issues can be a labor intensive endeavor. It not 

only takes time, it takes expertise and knowledge of community and governmental resources 

which can be identified and focused upon local problems. While the senior lead officer (SLO) 

position has existed in the LAllD for over 20 years, the role has become vague and misdirected. 

By assigning SLOs full-time as a community "ombudsman," providing the requisite training, and 

providing the time and resources needed to focus attention upon community problems, 

responsibility and authority to become expert problem solvers will be given to people closest to 

the customer and who have a real chance to succeed in such an assignment. 

Disadvantages 

Creating community based policing specialists does risk making community-based policing a 

program and not a policing philosophy. However, the LAPD is an overworked public 

bureaucracy where it is often difficult to hold people truly accountable. Specialization can 

overcome this problem to a large extent. Assigning SLOs full time in such a capacity may also 

result in their loss of contact with the·radio car officers assigned to the basic car area and creating 

a belief that problem solving abilities and customer oriented services and attitudes are only 

necessary for SLOs. But by assigning SLOs to work their basic cars handling the regular call 
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• load, perhaps twice per month, and by temporarily assigning other watch officers to work on 

temporary problem solving tasks at the direction of the SLOs, the gap between the SLO operation 

and patrol can be closed. 

Strategy Three: Strong external support exists for. the creation of a more service-oriented, 

"user-friendly" Los Angeles Police Department. The department should open community 

policing centers (storefronts) in each basic car ares. These centers will put SLOs and 

officers out in communities and much more accessible to their customers. 

Advantages 

Higher police visibility coupled with greater community-police interaction strategies are important 

components of community-based policing. To reduce the faceless bureaucratic barriers which 

currently exist between the LAPD and its customers, it is important to spread "customer service 

representatives" throughout the city. This strategy can be accomplished at minimal cost by 

deploying SLOs and other volunteer personnel on a part-time basis in a storefront facility 

~ cormnunity policing center is a preferred term) within their basic car areas. 

Working at various times and days, SLOs can begin establishing closer working relationships with 

the surrounding community and establish a location where residents can meet with their local 

"ombudsmenll to work on both short and long-term community crime and quality o~life problems. 

Developing a cadre of volunteers from the surrounding community to staff the centers will 

enhance community-police relationships. Operating to their fullest potential, community· policing 

centers can also reduce 9-1-1 calls which so often are not emergencies, but simply community 

• disorder problems. 
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Disadvantages 

Community expectations as to the' effectiveness of a community policing center in reducing crime 

can become a problem. Residents may expect the center to be a large, well-staffed police 

substation. Unfortunately, the LAPD will have neither the budget nor the personnel resources for 

at least five years downline to accomplish more with this strategy than minimal part-time staffing 

in donated space. Centers should not be opened until a sufficient cadre of volunteers can be 

recruited and trained to keep a center open on a semi-regular basis. 

SELECTED STRATEGY 

All of the previously listed 17 alternative strategies can play an important role in developing a 

community-based policing model within the LAPD. Except for the strategy of reducing the size 

of patrol divisions by constructing several new police facilities, the strategies have approximately 

one to five year time lines for implementation. Considering the turbulent environment which will 

likely exist in California through the end of the decade (budgetary, demographic, and social), it 

may be impossible for large urban police departments to plan for more than five years downline. 

Data collected and analyzed in Section One of this study do not indicate major changes in trends 

or significant events between the five and ten year downline period which require a strategic plan 

projecting beyond the next five years. IfLAPD top management decides to adopt a strategic plan 

which makes substantive changes in the department's policing model, it should take fully five years 

to implement most of the strategies necessary to accomplish that goal, to evaluate strategic plan 

accomplishments, and to be able to discern positive results. The five year mark should be the 
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p~int where the LAPD conducts a comprehensive evaluation of the strategic plan (beyond annual 

reviews) to determine what new trends and potential events loom over the next five to ten year 

period and then adjust the strategic plan accordingly. 

As described in the mission statement, it is the goal of the LAPD t'o enhance community safety 

through the delivery of visible and customer-oriented peace keeping services. In order to provide 

such services to the people of Los Angeles, no single strategy will suffice. Therefore, the selected 

strategy recommended for implementation is a combination of the three strategies previously 

described. 

The creation ofP ACs in each geographic patrol area is an excellent beginning to accomplish the 

goal of opening up the department to community involvement and review. Involved community 

members who regularly interact with their police will begin to break down the barriers between 

the police and the public. As levels of crime and violence rise over the next five to ten years, . 

P ACs can play an integral role in developing essential community mobilization strategies to 

respond to neighborhood problems. 

Giving SLOs th~ full time responsibility for coordinating community resources toward the 

resolution of specific problems assigns this critical aspect of community-based problem solving 

upon individuals who know the community and who can establish strong relationships with 

customers and resource providers. One of the important tasks of the SLOs will to be to 

coordinate the activities of his or her basic car officers, and to train their basic car officers in the 
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techniques of community problem solving. Under the strategy, the SLOs become responsible for 

guiding community efforts to resolve specific neighborhood crime problems, including focusing 

resources upon gang and narcotics problems. As the community's "point person" in the fight 

against neighborhood crime problems, SLOs will play an integral role in reducing fear of crime 

and the actual problems which cause such fear. 

In a city of 470 square miles and only 18 police stations, the neighborhood cop, even the familiar 

SLO, can be a long way from his or her customers. Theretore, it will also be important to put the 

SLOs and the assigned basic cat officers closer to the communities they serve. Community 

policing centers should be established in donated space (preferably visible storefront locations) in 

each of the department's basic car areas (although this strategic plan recommends ipjtially 

establishing only one center in each service area as a pilot program). Such facilities can provide a 

location where community mem~"ers can schedule appointments with their SLO or basic car 

officers, seek advice about specific problems, or even conduct neighborhood watch meetings. 

Staffing can be done through the use of volunteers or reserve officers, although grant funds from 

either state or federal sources may be available to provide minimal pai'd staff. 

IMPLEl\1ENTATION PLAN 

A five phase implementation plan has been developed through which the combined selected 

strategy(ies) can be implemented over a two year period. Annual review should be conducted for 

an additional three years at which time comprehensive review of the entire strategic plan should 

be conducted. 
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Research Phase (7/93 - 12/93) 

A team of researchers should be assigned to review relevant literature, assess current 

community-based policing methods around the country, interview critical stakeholders, develop 

precepts for the PACs, SLO operations, and the community policing center strategies. This team 

could be led by a staff level officer (police commander) if the Chief of Police opts to create a 

position in the department to manage overall community-based policing efforts. Researchers 

should also look at the other alternative strategies described in this strategic plan. Although the 

Transition Management Section of this project will involve only the selected strategy, it may be 

poss.ibJe to 'include other alternative strategies in the research team's recommendations. 

Review Recommendation (1194 u 4/94) 

The Chief of Police and his chief and staff level officers should review the research team's 

recommendations, including any in addition to the selected strategy. Modification or further 

review can be requested at this point. Area commanding officers (both the Captain HIs and Is) 

should also be consulted during this phase and their comments or input solicited. Area captains 

are critical stakeholders in the transition management process. 

Action Phase 1(4/94 - 9/94) 

Several processes should occur during this phase. Area captains will develop P ACs with 

membership based upon the precept as approved by the Chief of Police. LAPD's Human 

Resources Bureau staffwill conduct comprehensive training of SLOs in areas of cultural diversity, 
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• problem solving techniques, and general community-based policing strategies and theories. SLOs 

will be assigned to their community service officer role on a full time basis during th\s period. 

Action Phase II (9/94 - 7195) 

During this phase tti.e effectiveness of the SLOs as community service officers will be continually 

evaluated. The importance of such regular evaluation makes the decision about assigning a staff 

officer the responsibility of ongoing strategic plan management and oversight, an important 

decision the Chief of Police must consider during the review of recommendations phase. 

Evaluations can be conducted externally by the use of COmn'lunity surveys. The PACs may also 

provide useful feedback. Internally, interviews and anonymous written surveys can be used to 
. 

obtain ip.formation on SLD, PAC, and general management performance as it relates to the • implementation and management' of the strategic plan. 

It is also recommended that a single community policing center be established in each of the 18 

geographic patrol areas during this phase. Opening a single center in each area will allow for the 

necessary focus of resources and management attention which may not be available if every SLO 

attempts to establish facilities simultaneously. Lessons learned from a pilot approach will avoid 

wasting time, eifort, and money when expansion of the center concept is initiated citywide. 

It is during this phase that line supervisors and officers must be given comprehensive training in 

the practice, and theory of both problem-oriented and community-based policing. In addition to 

regular roll call training, such training should be conducted by Human Resources Bureau staff at • 
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training days and at inservice training sessions. The use of outside consultants to provide some of 

this training should be considered. 

Review And Evaluation (7/95 - 7/98) 

This phase will be ongoing through the five year period considered necessary to fully implement 

and evaluate the strategic plan. At the beginning of this phase the Chief of Police will direct that a 

comprehensive review of the selected strategy be conducted (by the community~based policing 

manager if such a position exists, ifnot by assigning another research team). A comprehensive 

anonymous questionnaire should be used to suryey members of the department at all levels to 

assess how fully the strategy has been implemented and permeates the department's culture. An 

evaluation of the PAC and community policing center operations will also be conducted. 

STAKEHOLDER POSITIONS 

Eight critical stakeholders or stakeholder groups were also identified by the focus group. An 

understanding of their positions on the various components of the strategic plan and the roles they 

play in its successful implementation are critical to the overall accomplishment of the department's 

mission. Although not listed, should the department create a position of community-based 

policing manager, that individual would also be a critical stakeholder. 

Chief of Police: The Chief of Police must be the driving furce in the LAPD's transition to a 

community-based policing model. His level of commitment to community-based policing is 

strong. But although the Chiefhas many responsibilities and concerns, he must remain focused, 
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and keep his top managers focused, on the strategies selected tc move the Department into • 
community-based policing. 

LAPD Assistant Chiefs/Deputy Chiefs/Commanders: The Chiefs top executives must also be 

highly supportive of the strategic plan. This is especially true for those top managers directing 

line command operations. Attitudes may be mixed as these individuals are quite experienced in 

the traditional policing model. However, if the Chief of Police remains focused on the plan and 

ensures that adequate review and evaluation is regularly conducted, these managers will help 

make the change happen. 

Area Captains: Because so much of the selected strategy is based upon an understanding of, and 

attitude toward, community-based policing theory and practice, area and patrol division captains • 
may be the most critical of all stakeholders. They are responsible for developing P ACs, providing 

oversight of SLO operations, and ensuring customer service attitudes in their personnel to the 

greatest extent possible. One potential threat to the ability of these individuals to focus attention 

on the strategy is the significant workload line captains must handle. The myriad of tasks which 

may divert their attention from ongoing oversight of the plan's operation needs to be recognized. 

This is one reason the creation of a community-based policing manager position should be . 
carefully considered. 

Line Supervisors (Lieutenants and Sergeants): Whether problem solving and 

community-based policing strategies truly permeate the thinking, attitudes, and daily operations of • 
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LAP~ line .personnel (officers and detectives) rests largely with the degree to which line 

supervisors understand and support the concept. Training conducted during the implementation 

plan period is critical to this important goal. However, the concept of customer service and 

community-based policing must be a topic of regular training tor line supervisors and become 

ingrained in the organization's culture. In the busy patrol and detective environments which 

strongly adhere to the aggressive, military style of policing, such a change in thinking will be a 

fonnidable hurdle. 

Line Officers (Patrol & Detectives): LAPD c.ulture currently places great value on the good 

arrest, the number of arrests, and clearance rates. Getting patrol officers and detectives to look 

beneath the surface of problems and think about longer tenn solutions will not be easy. The risk 

in putting so much of the problem solving responsibility upon SLOs will be that officers and 

detectives may consider these important tasks· only the job of SLOs. Given the opportunity to 

work on problems and given training in problem solving techniques can overcome this problem to 

a large degree. Admittedly, not all line officers will embrace the concepts and think of themselves 

beyond their roles under the traditional policing model. But through training, through structural 

changes which will be described in the Transition Management section, and with COflstant 

attention by middle and upper management, a critical mass of line personnel should be willing to 

expand their policing role. 

Senior Lead Officers: Along with captains, SLOs, are certainly critical stakeholders in the 

• change process. But this is n.ot a new rank within the LAPD. Many of the duties required of 
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SLOs under the plan are already PaIt of SLO responsibilities. It is recommended, however, that 

consideration be given to making this a limited tour assigmnent (perhaps three years). 

Mayor: Problems in sustaining community-based policing strategies have occurred in other major 

cities (Houston and Detroit are two notable examples) when budgets constrict, crime increases, and 

politicians vow to get tough on crime. Such an environment exists in Los Angeies today. The new 

mayor intends to put more officers on the street and make Los Angeles safer. Although laudable 

goals, these efforts cannot be allowed to distract from the Chiefs goal of adopting a 
community-based policing model. While talking tough on crime, the mayor must also talk 

community involvement on the part of residents and must voice equally strong support for 

community mobilization and problem solving efforts. 

City Council: City Council members can playa key role in assisting the 18 geographic patrol areas' 

management teams in locating donated space for community policing centers, obtaining donated 

equipment, and recruiting volunteers to staff the facilities. Council members could also assist by 

assigning a member of their staffs to work the centers on a part-time basis. Essentially, if City 

Council members want such service facilities in their districts, and they should, they have 

considerable power to assist the department in turning this component of the strategic plan into a 

reality. 

RESOURCES 

The LAPD currently has most of the resource capability to implement the components of the 

strategic plan. Funds for supplies and equipment.for the community policing centers should be 
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available through the current budget. However, comprehensive training by outside consultants on 

an ongoing basis is critical to the success of the strategic plan. The key word is II ongoing. " 

Reinforcement of community-based policing strategies and concepts must be continually taught to 

all line personnel throughout the five year strategic plan period. It is in this phase that the Mayor 

and City Council are in a critical position to aid in the implementation of the strategic plan. 

CONCLUSION 

There are numerous components of the strategic plan necessary to transition the LAPD from its 

current traditional or professional policing model into a model of problem solving, service­

orientation, and community-based policing. While significant threats exist in the internal and 

external environment, and the department is faced with an increasing workload and decreasing 

resources, various alternative strategies have been idf,!'ltified which .are "do-able, II even in today's 

bleak economic times. 

Seventeen alternative strategies have been identified to date. There are no doubt more. These 

strategies take into account some of the trends previously mentioned and identified through the 

brainstorming and futures forecasting processes. While the strategic plan covers a 2-5 year 

implementation and review period, by the year 2003 other alternative strategies such as the 

construction of new police stations and educational degree requirements for promotion could also 

be implemented . 
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Deployment of additional personnel to provide better customer service acknowledges the trend 

toward a greater workload. But increased civilianization, especially through the deployment of 

front-line civilian community service officers as has been done in a number of other police 

departments (Santa Ana is an example), also takes into account the need to provide services at 

lower costs. Greater sensitivity to Los Angeles' changing demographics is addressed through 

strategies such as rewarding officers for increased education, continual training and retraining~ 

deployment of a ~ommunity relations Iieut~nant in each patrol area, and rewarding officer service 

efforts as well as enforcement activities. 

The value of this overall strategic plan is 'that it identifies numerous approaches to the 

accomplishment of the new, expanded LAPD mission of not only combating crime, but also 

creating community-police partnerships to resolve neighborhood quality of life problems. 

Fortunately, many are within the resource and ideological capabilities of the organization. The 

combination of strategies selected for more extensive review, the creation of P ACs, enhanc~ment 

of the role of SLOs,. and the establishment of community policing centers, is certainly a strategy 

which the department can implement through a careful planning effort. Obstacles exist, but they 

are not insurmountable. The only question left is the level of commitment on the part of the Chief 

of Police and the various internal and external stakeholders. 
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TRANSITION MANAGEMENT 

"Getting from here to there"- the desired future state. 
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RECOMMENDED STRATEGY 

While demands for police reform are not new, Los Angeles' Rodney King incident on March 3, 

1991, and the April 1992 riots have kept the topic of police reform high on the local social issues 

agenda. Problems such as officer insensitivity, racism, and brutality have moved to the forefront 

of public concerns. Erosion of public trust and confidence has heightened demands for change 

and reform. 

The police reform movement has resulted in noted academicians and police leaders such as former 

New York Police Department Commissioner L~e Brown, suggesting that police departments must 

develop strategies to forge community partnerships.39 Pundits, politicians, and people throughout 

Los Angeles believe the LAPD's only recourse to rebuilding its reputation and regaining public 

confidence is to change to a community-based policing style.40 The key question is will, or 

perhaps more pressing, can a community-based policing model replace the traditional policing 

model in Los Angeles, or any large California city, by the year 2003? The answer to that question 

will only be "yes" if thoughtfully conceived strategies are deveioped. 

To that end, Section Two of this study described a strategic plan for implementing community­

based policing in the LAPD. Seventeen strategies or objectives that LAPD managers should 

consider in order "to implement a community-based policing model were listed, most of which 

can be accomplished within a five year period. However, a critical first step is to build a bond 

or spirit of cooperation between the LAPD and community residents as soon as possible. The 

recommended strategy, and one with minimal budget impact, is the creation of Police 
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Advisory Councils (PACs) in the LAPD's 18 geographic patrol areas, the expansion and 

enhancement of the role of the senior lead officer (SLO), and the establishment of community 

policing centers throughout the city. 

Much of the literature on community-based policing, in addition to the Christopher and Kolts 

reports, suggests that a system which allows residents in the local patrol area to be viewed as 

partners with the police and become involved in their police department's daily operational 

activities are critical components of community-based policing strategies.41 The experts believe 

that by allowing community access and input, police officer accountability and responsiveness will 

increase. 42 

THE COMMITMENT PLAN 

The focus group identified six key "actors" who must commit to making the change happen. 

Essentially, these "critical mass" stakeholders must supp<?rt the recommended strategy ifit is to 

succeed. These stakeholders are: 

* 

* 

* 

* 

* 

* 

The Chief of Police 

The Director of the Office of Operations (assistant chief) 

Area Commanding Officers (captain Ills and Is) 

Line supervisors (lieutenants/sergeants) 

Senior Lead Officers 

Mayor/City Council 
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• The levels of current commitment of the critical mass stakeholders to the plan and the 

commitment necessary to make the change occur are shown the following table: 

Table Seven 

COMMITMENT CHART 

Actor Block the Let Change Help Change Make Change 
Change Happen Happen Happen 

LAPD Chief of 
X--.O Police 

LAPD Director of 
0 Operations X 

Area & Patrol 
Commanding X .. 0 

Officers 

Line X 0 
Supervisors 

• Senior Lead X 0 
Officers 

Mayor/ City X ·-.0 
Council 

X - Present Commitment 0- Minimum Commitment Needed 

Individual Strategies 

Transition management is a process designed to move critical mass individuals from their current 

level of commitment (if necessary), into a position to either help or make the change occur. 

Based upon the work of the focus group and informal discussions with key stakeholders, the 

• following is a description of the minimum level of commitment required to ensure successful 
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implementation of the strategy and the approach to be used to move critical mass stakeholders to 

the required level of commitment. 

Chief of Police: Chief Willie Williams is a strong proponent of the PAC concept. He was hired in 

part based upon his support of community~based policing strategies. It is important for the Chief 

to vocally support the transition management process and provide visible leadership to ensure 

PACs become part ofLAPDts operational structure and culture, and that the other less visible 

components of the strategy are also implemented. 

Director of the Office of Operations: Because the Assistant Chief assigned as the Director of 

the Office of Operations is responsible for the management of the departmenes overall patrol and 

detective operations, he is in a key role to regularly monitor and evaluate the progress of the 

transition management process. During the review and evaluation phase of the Implementation 

Pian, experts on community-based policing should attend a joint meeting with the Chief and the 

Director of the Office of Operations to discuss current literature and research as it pertains to the 

strategy. Through the Chiefs leadership, the Director of the Office of Operations can be quickly 

moved into a "make happen" position. 

Area Commanding Officers: Captains in charge of line operations must fully support the PAC 

strategy, as well as the enhancement of the SLO role and the establishment of the community 

policing centers in their areas. The Captain III Area Commanding Officer will playa pivotal role 

• 

• 

in managing the implementation of the strategy. Commanding officers who do not fully support • 
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the implementation plan essentially take a "block change" position. Based upon informal 

discussions with some of these commanding officers, their level of commitment is mixed. A major 

educative approach must be undertaken to develop the commitment of these key individuals. 

Because patrol captain Is have direct line command over patrol resources, their commitment must 

be almost as strong as the area captain. These captains can block the change if they are not 

equally supportive of community~ba5~d policing and problem solving strategies along with 

aggressive crime suppression efforts. 

Line Supervisors (lieutenants and sergeants): How far community-based policing concepts are 

inculcated into the attitudes and thinking of the vast majority of line personnel will rest to a great 

extent upon the commitment levels of these fir&t line managers. The pressure of workload and the 

traditional LAPD reward system emphasizing the volume of arrests requires an in-depth training 

program involving regular retraining components in order to move a critical mass of this group 

into the "help change happen" category. 

Senior Lead Officers: It can be argued that these critical stakeholders may be in the strongest 

position to block the transition management process. Developing community partnerships and 

networks, and focusing resources upon community problems are not new responsibilities for 

SLOs. However, the enhance.j SLO role makes them central figures in responding to the 

community (including input from the PACs), responding to ongoing problems, coordinating basic 

car officer efforts, and developing community police centers and the requisite cadre of volunteers . 
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Area captains will be required to work closely and interact regularly with this critical group of 

people to ensure their level of commitment remains high. 

Mayor/City Council: These political stakeholders need to be moved into a "help happen" 

position. Some funding will be necessary and should not come out of the department's existing 

budget. Funding for quality training programs conducted by external consultants is essential to the 

transition management process. The Chief should regularly meet with the Mayor and members of 

the City Council in order to update them as to the progress of the implementation plan and seek 

funding for ongoing training programs throughout the five year strategic plan period. Funds for 

equipping and f~r part-time staffing of the community policing centers should also be sought from 

this group of stakeholders 

TRANSITION MANAGEMENT STRUCTURE 

Managing and coordinating the implementation of the recommended strategy will be a sizable 

task. How it is accomplished depends in large part upon whether the Chief of Police approves the 

alternative strategy which suggested a high level management position be created (as was done in 

San Diego) to manage the change process. Management of the process also depends to some 

extent on whether a community relations lieutenant position is established in each division (which 

the focus group members believed to be unlikely). 

In the absence of a community-based policing manager staff position, it is recommended that the 

Chief assign a command officer (captain) or staff officer (commander) on an ad-hoc basis to 
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oversee the transition project from the time the components of the strategic plan are approved 

until the Action Phase I evaluation period concludes (9-94). At that time a determination can be 

made as to the value and necessity of maintaining the ad-hoc transition management coordinator. 

The transition management coordinator would be responsible for monitoring"each area's PAC 

development, working with Human Resource Bureau staff in developing training programs, and 

meeting regularly with critical stakeholders as the transition progresses. Ongoing progress 

appraisals, mail and interview surveys, and regular reports to the Chief of Police would be some 

of the responsibilities of the transition management coordinator. Staff support for the transition 

management coordinator should be minimal. A management assistant and limited clerical support 

would be sufficient. The key role in the transition management structure is to provide a process 

for continual review of the "change process and regular feedback to critical stakeholders. 

TRANSITION MANAGEMENT TECHNOLOGIES 

Careful planning during the initial research phase and during program implementation is critical. 

Developing comprehensive general PAC guidelines, increasing the commitment level of critical 

mass stakeholders, and successfully integrating P ACs into the organization'S structure are all 

formidable tasks. Monitoring longer tenn efforts of expanding the role of SLOs, establishing 

community policing centers, and other strategies approved for implementation are also important. 

To increase the likelihood that these important strategic plan components are accomplished, the 

following three transition management technologies are suggested: 
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Communication of the vision: In order to gain the necessary level of 

commitment for not only the recommended strategy, but for the numerous other 

community-based policing strategies that the LAPD should implement by the year 

2003, the Chief of Police must continually communicate his vision. Such 

communication can be accomplished through training, but aiso through a planned 

strategy of getting the support of key stakeholders, especially area captains. 

Regular update meeting~ and annual retreats will assist in this effort. By initially 

providing training, guidance, and inspiration, the Chief will establish a tone or 

attitude about the importance of community-based policing and the desired 

strategies for accomplishing a transition to that model among his command staff. 

Although his top managers will develop the general plan, empowering captains to 

manage the implementation process and tailor strategies to fit their own 

community's particular needs should increase their commitment level. Externally, 

the Chief can direct the use of surveys and the media to communicate his vision to 

the community. The focus group suggested the creation of a community "town 

hall" process in various parts of the city where the Chief and the Police 

Commission can meet with members of the community to discuss issues on a 

quarterly basis. Such a forum would be another method for the Chief to 

communicate his vision over the next several years. 

Training: Training will be a critical element of the Transition Management Plan. 

Training \\iU consist of several components. The Chief must communicate his 
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overall vision through initial meetings with the Director of the Office of Operations 

and the transition management coordinator, should one be assigned. In addition, 

training and workshops must be conducted for SLOs, line personnel and 

supervisors. The Chief and the area commanding officers must "sell" the various 

plan elements at training days conducted early in Action Phase 1. Outside 

management consultants should also be brought in on a regular basis. The Chief 

should continue communicating the transition management plan-through monthly 

roll call video tapes and his quarterly command officer briefing sessions. 

Responsibility Charting: To graphically depict critical actors, actions, and levels 

of responsibility, the following responsibility chart was developed based upon input 

from the focus gro~p. Key actors initially would be the area commanding officers 

and the transition management coordinator (or ad-hoc coordinator). The focus 

group believed, however, that once the plan is implemented CLnd should the ad-hoc 

coordinator p03ition be disbanded, the Director of the Office of Operations would 

be in the best position to assign his staff to monitor the transition process. 

Feedback must also be regularly channeled back to divisional personnel. Two 

methods to accomplish this goal would be to have PAC members and SLOs attend 

monthly supervisors' meetings, and to conduct regular community mail surveys 

soIi<::iting community feedback about police service quality issues . 
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Table Eight 

Actors Chief of 
Police 

Director of 
Office of 

Operations 

Transition .:\rea 
Management Commanding 

Senior Lead 
Officers 

Coordinator Officers Decisions or Actions 

Establish Research Team 
~~=~== 

Review/Approve 
Recommendations 

Select Transition 
Management Coordinator 

Coordinate Training 

Establish PAC's 

Establish Centers 

Define SLO Role 

Periodic Reports to Chief 

Conduct Surveys 
(Intema1/Extemal) 

Monitor Transition 
(Action Phase I) 

Monitor Transition 
(Action Phase II) 

*Legend 

R. S 

A S 

R 

A A R 

A A A 

A A I 

A A R 

R R 

R 

R R 

R R 

R=RESPONSIBILITY for action (but not necessarily authority) 
A= APPRO V AL (must approve, has power to veto the action) 

R 

R 

A 

R 

R 

R 

R 

S= SUPPORT (has to provide resources, but does not have to agree to the action) 
1= INFORM (must be infonned before the action, but cannot veto) 
Gray Box= Irrelevant to that particular action. 

TRANsmON MANAGEMENT SUMMARY 

Carefully establishing key responsibilities for carrying out the recommended strategy, the 

I 

R 

S 

communication of goals, objectives, and vision, both initially and in the future, and extensive 

training of critical mass stakeholders are three technologies which should be used to increase the 

effectiveness of the Transition Management Plan. Again, the recommended strategy was one 
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• wpjch combined three alternative strategies identified by the focus group as key elements 

necessary to successfully implement community-based policing in large California police 

departments over the next ten years. It was considered a strategy that has little direct budget 

impact, could be implemented over a three to five year period, and is likely to significantly heal 

the severely strained relationship that currently exists between the LAPD and the public it must 

protect and serve. 

RECOMMENDATIONS 

This study focused primarily on a ten year downline forecast of the future of community-based 

policing in large California police departments (although the suggested strategic plan involves 

primarily a 3-5 year implementation process). Its purpose has not been to conduct an exhaustive 

• analysis of the myriad of issues facing the American institution of policing. Rather, the study has 

been conducted on the premise that considerable support exists to reform the current traditional 

model of policing found in the LAPD and many other police departments, and that many people 

• 

believe community-based policing to be the primary strategy for that reform. If such widespread 

support for community-based policing does exist, it follows that a careful analysis of how such a 

policing strategy may be affected by possible future trends and events is critical for effective 

implementation of the model. It is also important to identify key components of that model. 

The first question this study considered was the effect of various social and cultural forces upon 

the future of community-based policing. At least in California's major urban centers, changing 
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demographics, increased population, street violence, and narcotics related crime, to name just a 

few trends, will affect the ability of police departments to keep up with rising workloads. 

Admittedly, most trends are not linear. However, Los Angeles' future remains somewhat bleak. 

Urban violence will continue to frighten away many employers, as well as the more affluent 

members of all ethnic groups. As the city experiences increasing levels of homicide, gang 

vi.olence, and narcotics related crime, the LAPD will, by !lecessity, continue to be involved in 

reactive efforts to combat crime. 

Unfortunately, not only do such efforts risk the occurrence of potentially aggravated and 

explosive incidents of police malpractice, the demand to respond to greater crime problems may 

pull away precious personn~l resources from community-based policing efforts. Whether 

community-based policing strategies can be implemented along with the demands for tougher and 

more aggressive responses to expected increases in criminal activity remains an unanswered, but 

critical question. 

Forecasts of Cali fomi a's economic future partially answer the question. The continued erosion of 

the state's beleaguered economy is expected for at least five more years. High-tech job logs, 

declining aerospace and defense industries, reduced funding for California's higher education 

systems, all will contribute to a decline in tax revenue for municipalities. 
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California's cities, while innovative in their strategies for generating revenue, have about 

exhausted their sources of additional funds. California's large police departments, and fur that 

matter, all California police departments, must face up to the fact that funding increases to 

provide services much beyond basic patrol and detective operations will be unlikely throughout 

the decade of the 1990s. Therefore, community-based policing strategies, from training to 

operational programs, will all be affected by a lack of available resources. 

However, these realities do not doom the future of community-based policing in large police 

departments or mean police managers must abandon their community-based policing efforts. 

Instead, police managers must look to the purpose and the intent of community-based policing (to 

create more sensitive, responsive, user-friendly departments), and develop strate~ies to 

accomplish those goals within the social and fiscal realities in California citie3 which are likely to 

remain into the early 21 st century. 

As described in the Strategic Plan section, there are numerous alternative strategies which should 

be evaluated as to their feasibility and their value within individual police departments. Those 

listed in this study were developed within the context of the LAPD. Responsiveness to 

community concerns and issues, problem-solving, community-police cooperation, and rapid patrol 

response can all become part of a large urban police department's community-based policing 

strategy. The key to success is to create a model of policing which includes components to 

accomplish these sometimes conflicting goals . 
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The third question or sub·issue asked at the beginning of this project was, IIWhat conceptual 

model of police service may result?" Using ideas generated through the course of this project, 

itlong with some of the alternative strategies developed during the strategic planning process, a 

five point conceptual model for creating a customer driven, community·based police department 

has bleen developed. The model incorporates the strategic .plan strategy, but adds additional 

concepts which, when blended together, addresses the need to become community·based and 

customer driven, while also responding to Los Angeles' serious crime problems. Key components 

of the model are: 

* Police Advisory Councils (PAC) 

* Senior Lead Officer (SLO) 

* Internal and External Support Resources 

* Community Police Center 

* Mobile Substation Unit 

The PAC concept has been described in detail in the strategic plan section of this study. It is a 

strategy considered essential in regaining public trust and confidence and developing a stronger 

relationship between the area stations and their communities. 

Within this conceptual model of community·based policing, the SLO becomes the community 

ombudsman who is trained and given the responsibility for developing relationships with the 

community, and for bringing various available resources to bear upon community problems. 
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Whether it is simply a targeted response by the assigned beat or basic car officers, a narcotics task 

force, or mobilizing a group of volunteers for a surveillance operation, th'e SLO has the task of 

coordinating the long term focus of internal and external resources upon crime an'd other 

neighborhood quality of life problems. 

The identification and strategic use of specific internal and external support resources are also 

components of the model which are critical to accomplishing community problem solving. The 

use of basic car officers, assigning additional teams of officers to work with the SLO on longer 

range problems, or bringing in the mounted unit or a squad of motors, are a few examples of the 

intemal resources a SLO can use to focus on specific problems. 

External resources are those individuals or groups in the community, the public sector, or the 

nonprofit sector which may offer services that the SLO may be able to use to reduc'e or eliminate 

a problem. Street maintenance, drug and alcohol rehabilitation centers, homeless shelters, and 

even neighborhood watch groups and volunteers are just some of the groups or entities available 

for use in designing problem-solving strategies. It is critical that SLOs develop expertise in 

identifying these resource gTOUpS and establishing cooperative working relationships with these 

various service providers. 

The creation of a community police center, established in existing public facilities or in donated 

space and staffed by volunteers from the surrounding neighborhood, is a component of the model 

which can be implemented at ~nimal expense. These centers serve as a response to the demand 
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for more police accessibility and accountability. The centers put officers out in the neighborhoods 

where working relationships and partnerships with various community and service entities can be 

established. Working in the centers alongside community volunteers, SLOs and beat officers can 

spend much more time with their customers than when working out of their sta.tions, often many 

miles away. 

Finally, an alternative strategy not part of the strategic plan's recommended strategy, but 

considered essential to the delivery of customer driven police services, is the Mobile Substation 

Unit. This unit provides the capability for establishing a visible police response to community 

problems. A key element of community-based policing is the demonstration of concern for 

neighborhoods and their problems. Deployment of a visibly marked trailer or motorhome, 

especially in those areas with concentrated drug and gang problems, is not only a useful deterrent, 

it demonstrates police commitment to customer problems. The Los Angeles County Sheriffs 

Department deploys a mobile substation (a trailer) in high crime areas and has experienced notable 

success with this strategy. 

The conceptual model suggested as a result of this study is really a hybrid model which blends 

strategies to respond to the expected increase in demand for protective services and community 

safety With customer sensitivity and responsiveness strategies necessary in a community-based 

policing model. It merges many of the community-basedlproblem-oriented theories and strategies 

found in the literature, and assigns primary responsibility for coordinating community 

responsiveness and interaction strategies upon a specific individual (SLO). The model also 
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• involves many of an area's patrol officers along with bringing a variety of internal and external 

resources into the community to solve specific problems. 

CONCLUSION 

The 1990s will no doubt be turbulent times'for America's most visible representative of 

government, its uniformed police. The uncertainty of policing's future raises many important 

questions at a time when demands to reform the police model are strong. Will community-based 

policing become the new policing model in major California police departments? Will 

service-oriented models finally live up to their promise? Or because of the questionable efficacy 

of current policing and the unproven promise of community-based policing, will a new policing 

• 
model unimaginable today become the 21 st century model? These are questions which police 

managers sh~uld carefully consider before embarking on a major organizational change to a 

community-based policing model. 

The status or future of community-based policing in Los Angeles and other large California police 

departments by the year 2003 will most likely be one of three futures: Doomed to failure when 

fear of crime and reduced budgets prevent departments from providing anything but traditional 

response-driven police services; hollow rhetoric by police executives suggesting that 

community-based policing is alive and well in their organization; or, the creation of a hybrid 

policing model which combines effective strategies found in the traditional, the problem-oriented, 
. . 

and community-based policing models. Positive changes toward the third future are possible, but 

• only with careful, thoughtful planning and management. The traditional policing model will not 
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be replaced because police chiefs say so. It will be replaced only when police executives 

construct a better model, one that produces tangible results and better service to a department's 

customers. 
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APPENDIX ONE 

LOS ANGELES POLICE DEPARTMENT 

WILLIE L. WILLIAMS 
Chief of Police 

PO Box 30158 
Los Angeles. Cailf 90030 
Telephone 

TOM BRADLEY 

Mayor 

(213) 485-4060 
Ref 114.5 

.January 25, J.993 

Dear P~nel Member: 

Th~nk you again for agreeing to participate in the futures 
forecasting section of my Command College paper addressing what 
will be "THE STATUS OE' COMMUNITY-BASED POLICING IN LARGE 
METROPOLITAN CALIFORNIA POLICE DEPARTMENTS BY THE YEAR 2003?" with 
sub-issues of: 

1. 

2. 

3. 

What social/cultur,al forces will determine the future of the 
community-based policing model? 

What economic forces will affect the transition to a 
community-based policing model? 

wna1: conceptual model of police service may result? 

Note: This study is limited to agencies with a total staffing 
of more than .250 sworn officers. 

I have compiled a list of trends and events that may influence or 
jmpact the issue or sUb-issues: This list is a result of 
intel~views with experts like yourself, along with a review of 
releVant literature. I selected a group of trends and events that 
will directly impact a police department's capability to implement 
community-based policing, and which can be addressed when 
formulating a str~tegic plan. If you need additional information 
concerning the trends or events, please call me at (213) 485-4060. 

The Modified Conventional Delphi process has been chosen for my 
fu tur.ea forecasting methodology. The enc losed documents are the 
first of two Delphi rounds. Each should only take a few minutes to 
forecast. Please complete the forms and FAX them to me at (213) 
485-8572. I would appreciate them within a few days, if possible. 
as I have a fairly short deadline. I will tabulate the data and 
send you the results, which will constitute the second round of the 
Delphi. You will be asked to examine the data and determine if you 
wish to modify your original response. 

In the initial round, please evaluate the lists of trends and 
events using your knowledge, background, and opinions. Keep in 
mind that the analysis should be in relation to my project issue 
and sub-issues: 

Paae 91 



COMMAND COLLEGE 
Page 2 

TREND EVALUATION; 

APPENDIX ONE 

(Instruct~ons for process) 
. 

In futures research, a trend is a series of events. 
It is on-going, and the way the statement is presented is 
non-directional (i.e., does not imply increases, decreases, or a 
set opinion). The attached trend evaluation form contains eleven 
trends. The trend evaluation form calls for you to make estimates 
on each trend, using the base of 100 for today. The estimates 
asked for are five years ago. f~ve year~ from now. and ten years 
from now. Additionally, on the ~ and ten years from now 
forecasts, two horizontal lines divide the box. The upper part of 
the box is for your forecast on what the trend will be. The bottom 
half is for your forecast on what you think it should ber or& 
stated another~ay. what you would like it to be. An example of . 
trend forecasting is: 

FIVE 
YEARS FIVE YEARS TEN YEARS 

TREND A® TODAY FROM NOW FROM NOW 

I I 

I 100 

I 

130 190 
1 Cost of Housing 80 

120 150 

In the case of this trend, the forecast was that, five years ago, 
costs were at level 80 compared to the 100 of tod~y's cost. It 
could also be expressed as 80 percent of today's cost. Five years 
from now, the forecaster believes that the cost of 'housing ~ill be ' 
130 percent of today's cost, or an increase of 30 percent over 
today's cost, and that it should be 120 percent, or an increase of 
20 percent over today's cost. The forecaster feels that ten years 
from now, the cost will be 90 percent higher than now, but that it 
should be 50 p~rcent higher. 

~: Tha trend can go up and down. In the above example, it 
90uld go ~rom 130 to 100, between the five and ten-year 
forecast •. 

EVENT EVALUATION: 

The second evaluation asked of you is an evaluation of events. 
Unlike trends, which are a series of on-going events, events are 
things. that can or have happened. They are incidents which can be 
said to have occurred at a certain place or time. 

For example, the number of murders occurring in Los Angeles per 
year is a trend. The April, 1992, civil disturbance in Los Angeles 
is an event. 
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COMMAND COLLEGE 
Page 3 

EVENT EVALUATION: (Continued) 

Th~ attached Event Evaluation form contains a list of nine events 
related to my study issue. For each event, you are asked to 
forecast three things: 

* 

* 

* 

lears·until the probability first exceeds zero 

This itS your opinion as to when, in years from now, the 
probability the event could occur first exceeds zero. 
Fractions of years are acceptable. 

~obability - Five years from now and ten years from now 

This is your forecast as to the probability the event will 
occur within five years from now and ten years from now. The 
probability is based on a percentage. Thus, 50 percent means 
it is as likely to occur as not occur, and 90 means it has a 
very good possibility of occurring, etc. 

CAUTlQR: The probability can only increase from five to ten 
years, it cannot decrease. It is cumulative. If it is 50 
within five years, it cannot be 20 within ten years. 

Impact 00 the issue area if the event occurred 

This is your opinion as to the impact on the issue studied, if 
the event occurred. Positive and negative impacts mayor may 
not be linked. Please consider them separately and rank them 
on a zero to ten scale, with ten being the greatest impact 
possible. 

An example of event forecasting is: 

~k:AHS J:lROBABlLl1'Y IMPACT ON ISSUE 
UNTl1. AHEA. IF EVENT 

J:llWHAB- OCCURRED 
1L1'r~ 

r;V.I!:NT STATEMENT {o'lRST .{o'IVE TEN POSl- NEGA-
EXCEEDS YEARS YEAHS TrVE rlVE 

2J:;J;W FROM fo'ROM (0-10 (0-10 
NOW NOW SCA1.E) SCA1.E) 

Event (0 '1'0 (0 'fa 
No . IOO~) 100~} 

! Recycled paper house marketed 2.5 25 50 0 - 5 
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APPENDIX ONE 

EVENT EVALUATION: (Continued) 

In this case, the forecaster felt that the probability a recycled 
paper house would be marketed would not exceed zero, i.e., it would 
not happen at all, until 2.5 years from now. There ts a 25 percent 
probability it would occur within five years, and a 50 percent 
probability it would happen within ten years. If the event does 
occur, it would have a moderate negative impact on the issue. 

Trend and event evaluation forms area attached. A list of 
definitions has also been provided. Also, if you have a particular 
trend or event you believe should be added to the list, please 
write it in at the bottom of the form. Again, if you have any 
questions concerning the process, please give me a call, at (213) 
485-4060. 

Thank you for your time and your help, 

Attachments 
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