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ABSTRACT 

The emergence of the imposition of fees to generate revenue for law enforcement 

budgets is gaining momentum in California. This issue is examined from a futures 

perspective and primarily negative implications are forecast. An analysis found that this 

fee-for-service model is increasingly being used as a tool to sustain budget allocation 

levels. Recommendations are made to closely evaluate and establish guidelines for servk~e 

fees with consideration given to long-range impacts. The primary focus offers alternative 

funding mechanisms for county public safety agencies in California. Planning methods are 

• offered for the'establishment of guidelines for service fees and alternative funding models. 

• 

Alternative funding models are presented sjnce no one mechanism is ideal for all situations. 

It is recommended that public safety agencies evaluate current fee structures and their 

implications. Alternative sources of allocations can be utilized to augment budgets and 

replace any lost revenue from the decrease in service fees . 
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Service Fees: The future of public safety funding? 

by Laurie Smith 

A fundamental 

change in law 

enforcement policy is 

plaguing police 

agencies. 'While the 

"Crime is this year's designated 
crisis _a a lush opportunity for 

the Elected Ones to be 
especially eloquent, gnashing 

teeth and pOllllding podiums in 
their fervor to rain brimstone 

on all vile miscreants"5 

data. The California 

Crime Index rate 

decreased 3.~ percent 

from 1992 to 1993, and 

main focus of law enforcement continues to 

be crime and violence, the criteria for 

determining law enforcement priorities are 

increasingly being dictated by economics. 

The Toll • 

Crime in America is forcing federal, 

state and local government officials to spend 

billions of dollars on police protection, 

prisons and the court systems. It is also 

compelling citizens and companies to 

purchase massive amounts of private 

protection. Also, cities and counties are 

dramatically increasing the. numbers of 

services for which fees are being assessed. 

The cost of crime in the United States is 

estimated to be $674 billion a year.1 

Crime is thought to be the main 

problem facmg the nation, ranking ahead of 

the economy, unemployment, the deficit and 

the government.· Seventy-seven percent of 

Americans worry about becoming violent

crime victims.2 

However, this fear of crime often 

does not appear to be consistent with crime 
1 

for the first time since 

1987 there was a 4.1 percen~ decrease in the 

violent crime rate.3 The National Uniform 

Crime Report showed a two percent decline 

in offenses in 1993.4 

Placing this information in a different 

perspective, however, may shed light on 

some of these fears. In California the most 

serious crime -- homicide -- increased 3.2 

percent in one year, and the level of random 

violence is also rising. When comparing 

1952 to 1993, the violent crime rate has 

increased 591.6 percent.6 

One authority reports, "The reasons 

for the increase in violent crime· are 

multifaceted, but the starting point is 

economic."7 The reward for honest work for 

the less-educated has fallen, while the payoff 

for crime has risen. A 1989 survey of youth 

crime in Boston shows that the average 

hourly pay from crime ranged from $9.75 to 

$19· per hour. "Essentially, what is 

happening is that wage and employment 

opportunities rave declined dramatically, and 

opportunities in the criminal sector ha.ve 

grown."B 
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There is a broad consensus among 

criminologists that a small percentage of 

repeat offenders are responsible for the vast 

majority of violent crime.9 

There is continuing debate in the 

media concerning whether these crime fears 

are real or imagined. However, there is no 

debate concerning the public's desire for 

increased levels of safety. 

Proposition 172 

With the passage of Proposition 172, 

"The people of California have reaffinned the 

principle that government's first and foremost 

duty is to provide for public safety and law 

enforcement,1I reports Attorney General 

Daniel E. Lungren. This proposition also 

served to demonstrate that the public is 

willing to pay the costs for increased public 

safety. 

Since the 
The Pu b Ii c ,¥ ants In 1993, California voters cnact<!d Proposition 172, pas sag e 0 f 

which established a permanent statewide half-cent sales 
More m tax for support of local public safety functions in cities Proposition 172, bills 

and counties. On, November 3, 1993, this proposition 
The Federal became Article XIII Section 35 of the California continue to be 

Constitution. 
Government is developing ~~~~~~~~~~;;~;~~~~ introduced In the 

th . I C . C 1 Assembly Bill 2788 S L' 1 
e VlO ent nme ontro During the 1994 legislative session, AB 2788 was tate egIS ature 

and Law Enforcement Act enacted into law which requires that a "Maintenance of mandating minimum 
Effort" (M.O.E.) threshold be met. Assembly Speaker 

of 1994 which is projected Willie Brown authored this bill which was "designed to funding levels for 
carry out the intent of Proposition 172." This law 

to spend about $30 billion specifies that funds for public safety services within its pub Ii c sa f e t y 
jurisdiction shall not be in an amount that is less than 

on public safety in the next the amount of funding for those services in the 1992-93 agencies. Many still 
six years. lO With this fiscal year. 'e believe that public 

Public Safety 
emphasis on public safety Government Code Section 30052{b)(1) defines public safety agencies have 
then have been a number safety selvices to include, but is not limited to sheriffs, not ben e fit e d 

police, fire protection, county district attorneys. and 
of laws enacted that have a county corrections. Public safety does not include adequately from this 

courts. Additionally, AB1519 included ocean lifeguards 
"get-tough attitude." One to the definition. •. __ • tax extension 

example is the recent revenue. Attorney 

"Three Strikes and You're Out" law enacted General Lungren states the following: 

in California. The fiscal impact on the 

County of Santa Clara has not yet been 

calculated; however, the County's Center for 

Urban Analysis indicates that trials could 

increase by over 150%. A major fiscal 

impact will be on the State's prison system, 

and the cost overall will be "several billion 

dollars" according to the State's Legislative 

Analyst's Office. 

2 

" Any county which instead uses 
these funds for purposes unrelated 
to public sarety is tempting a 
justified backlash of resentment 
rrom their constituents. Similarly, 
county and city budget writers 
would only thwart the will of the 
voters if Proposition 172 funds are 
provided to public sarety budgets 
while at the same time funds are 
taken away from those same budgets 
to fund other non-public sarety 
programs." 
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A subcommittee of the County 

Accounting Standards and Procedures 

Committee recently established guidelines 

concerning appropriate allocation of the 

Proposition 172 revenue under the provisions 

of a recently enacted law (A.B. 2788) 

specifying minimum funding levels. This 

committee was formed "due to general public 

perception in the law enforcement and 

legislative communities that these public 

safety funds were supplanting local revenue 

that would have otherwise accrued to the 

public safety functions."11 

The recession that began in California 

in 1990 appears to finally be in a slow 

recovery mode. A recent study found that 

California is ranked forty-first in the nation 

when comparing state government budgeting, 

program evaluation and performance.12 

government departments have" ... suffered at 

the expense of trying to address the crime 

wave and make the public safe."14 

Cost of Crime -
Public safety service decisions are 

often based on economic considerations 

rather than actual need. This can have the 

effect of leaving the business community to 

fend for itself. "Fed up" with the expense of 

responding to thefts from convenience stores, 

the Gainesville, Florida city government did a 

cost-benefit analysis of some services. It 

found that while convenience store losses 

totaled $100,,000 during that period, the city 

government spent more than $1 million in 

tim~ and personnel to investigate these 

crimes. 15 

From 1986 through 1991 there has Budgeting Safety -

been significant increases in expenditures for One revenue management technique 

all segments of the criminal justice system. (cost center budgeting) reviews services 

nationwide. However, corrections have provided and benefits received in order to 

accounted for an increasingly greater determine what services should be maintained 

percentage of the total, ~=:;===============i1 and how those 
Service 

and police protection has An activity that benefits an individual or group services should be 
accounted for a decre~ing (perhaps another department or function of the paid for. Cost center 

government) and is the responsibility of some 
percentage of the total.l3 designated department, office, or agency. budgeting is the 

~==============~======~ The increasing criminal 

justice costs coupled with the declining 

economic tenor have forced governmental 

agencies to select how diminishing resources 

are allocated. 

In the last ten years, police, fire and 

corrections' budgets have driven government 

expenditures to new heights while other 
3 

process of linking the 

benefits of governmental services with the 

costs of providing those services. The 

method used in this type of budgeting 

involves identifying service eligible for a 

service charge and determining the benefit 

received from the service. "The key element 

in tllis detennination is whether the recipient 

~-------,-------------~------------.-------



of the service receives a direct benefit 

independent of the general-community, or, 

when there is a community-wide bene~it, 

whether the benefit each user receives is 

proportional to measurable·1I consumption."l6 

These determinations are then used to analyze 

the options (e.g., to increase the service, 

decrease the service, eliminate the service, 

charge a fee for all or part of the cost of the 

service). 

A need for new revenue sources had 

caused the City of Riverside, population 

210,000, tu look at the services it provided 

twenty-five dollar alarm permit fee as a 

method of reducing the number of false 

alarms. In March 1992 a Riverside woman 

activated her silent alarm and "when 

Riverside officers determined that the woman 

had not paid the twenty-five dollar fee to 

register her alarm with the city, they decided 

-- in accordance with their policy directive -

not to respond."lS The woman was allegedly 

beaten and raped in her garage, and the police 

have since rescinded their policy calling it a 

"terribie mistake. " 

and decide how much should be charged for Fee Versus Tax -

thu~e services. The City Council was Law enforcement agencies have long 

interested in generating been using the principle 

revenue for public safety rr=F~'e=e=-F=o=r=-::::S=er=v=::-ic=e=-=S==e=r=v::=ic=e==In=d:::e=m=n==i==:fi=ca=t=::io=n==;J of fee-for-service when 
and other city services. The assessing of a service recipient the total cost of a assessing direct costs to 

service. These costs include those directly associated 
The city elected to hire a with the service and those indirectly associated with individuals who misuse 

the service. 
consultant to study and I!::::::====================='J 01' abuse police services. 

implement this cost Although the generation 

center budgeting system Revenue Generation of revenue was a factor, 
in order to generate An operational definition for the purpose of this study this fee system was 

infers that law enforceme.PJ agencies charge fees for 
revenue. This year-long the purpose of making moTley. The inference is also developed to decrease 
process that involved the fees will off-set budget reductions or budget mis-uses or abuses of 

allocations are contingent on the imposition of fees. 
every city department, This presumes a revenue budgeting model instead of police services. An 

the general fund budgeting model. 
including the police example is the 

department, was 

completed in 1990. As the city approached 

the budget for 1990-91, concerns were 

expressed that "the City Council again wants 

to increase some services, and while our 

previous actions have kept revenues on a 

more equal footing with expenditures ... "l7 

In spring of 1991, the Riverside City 

Council passed an ordinance establishing a 
4 

assessment of fees for 

false burglary alarms requiring police to 

respond to the location mUltiple times. For 

example, this would be considered an abuse 

or mis-use of service if it was a result of a 

faulty alarm system. 

Increasingly, law enforcement 

agencies are imposing fees using non

traditional justifications to generate 

• 
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operational revenue. The ongoing 

philosophical debate concerning this issue of 

tax-versus-fee systems becomes more 

apparent during times of economic difficulty. 

The rationale for the imposition of a cost 

recovery program in one California city 

found that "The common misconception that 

tax revenue is sufficient to pay for all city 

services must be overcome. "19 

Leading authors indicate: "Many 

criminal justice agencies are entering the fee 

collection business as a matter of survival and 

as a means to provide the courts with 

sentencing options. Given this development, 

it is incumbent upon criminal justice 

professionals to understand the magnitude of 

economic sanctions, the criteria used to 

assess them, the effects of financial penalties 

on disadvantaged clients, ... "20 

Economic conditions in California 

have had an effect on law enforcement 

budgets. California is ranked eighteenth in 

the nation for spending on police per $1,000 

of personal income21 while having the fowth 

highest rate of numbers of violent crimes to 

population.22 

The print media reports, "Throughout 

California justice is increasingly for sale. 

Complaining of budget woes, many of the 

statets prosecutors now rely on companies 

and other wel1~heeled private parties to help 

pay for investigations and prosecutions of 

crimes committed against them. "23 

Fees are evident in all asp'eets of 

public safety. There are concerns that this 

5 

trend will result in prosecutions only if the 

victim is willing to pay the associated costs: 

• Ventura County stopped prosecuting 
Fish and Game violations. A private 
sport fishing group put up money for an 
additional prosecutor. Prosecutions are 
now back to normal. 

Prosecution for workers' compensation 
insurance fraud has been a low priority 
until employers, insurance companies 
and others backed a law which 
establishes a pool of cash, controlled by 
a commission, to be doled out to 
prosecutors. 

In Los Angeles, a cable television finn 
paid for a private investigation of illegal 
cable television decoder boxes. They 
took the investigation to the police who 
used it to obtain a search warrant and 
initiate arrests. 

In a number of counties in California, 
companies are asked to pay for audits of 
their books to prove they are the victim 
of embezzlement or fraud. 

• In Contra Costa County the prosecutors 
will settle for a conviction on a lesser 
charge if the victim cannot. assist in the 
payment of witness fees and travel 
expenses. 

In Santa Clara County a case involving 
trade secrets, the company paid for an 
extensive private investigation and 
assisted in the payment of expert 
witness fees. 

Who Pays the Price? -

The recent trend in service fees has 

been the increasingly aggressive development 

of revenue generating programs as 

mechanisms for funding public safety 

agencies. Within law enforcement, the 

number of services for which fees are 

charged are increasing at a rapid rate. There 

has been a number of bills through the 



California Legislature which call for the 

authorization of service fees for public safety 

agencies. 

Law enforcement agencies seem to 

have lagged behind other public safety 

agencies in their assiduity in the assessment 

of fees, but a,re gaining ground and are 

finding more ways to increase revenue. 

California Department of Forestry 

recently assessed a fee for fire fighting costs 

of $700,000 to an individual for 

negligence.24 This person had planned to 

reduce the risk of a potential fire hazard 

around his home by clearing dry grass and 

leaves away with a lawn mower. The lawn 

mower rotor blades presumably caused the 

fire when contacting clogged dry grass. The 

determination of negligence was quoted as 

"although he was doing the right thing by 

clearing his property of a potential fire 

hazard, he was doing it in the heat of the day 

and on a day when winds could spread 

flames." In addition to the fire fighting costs, 

there was an estimated $1 million loss that 

included six other homes. When discussing 

the incident with a California Department of 

Forestry representative, he stated that their . 

agency was attempting to quickly "settle" the 

matter for $300,000. The $300,000 

represented the negligent person's maximum 

homeowner liability insurance benefit and 

they were attempting a quick settlement 

because they knew that other people who lost 

their homes may also file claims. 

There is a bill in the State Assembly 

(A.B. 867) which allows an individual to be 
6 

billed for all of the reasonable expenses when 

the need for search or rescue was caused by a 

violation of law or by intentional acts that are 

inherently dangerous and the person knew of 

those risks. 

South Pasadena recently passed an 

ordinance that allows the billing of parents or 

legal guardians the cost of detaining juveniles 

accused of non-violent crimes. The 

ordinance was a result of the city's attempt to 

recoup an estimated $318,000 lost to state 

budget cuts.25 

The Cotati Police Department "hopes 

to set a trend in the county" by assessing a 

booking fee recovery program. This plan 

would require people arrested and convicted 

of a crime to pay their own cost for being 

booked into jail. The money would be used 

to offset costs currently expended by the 

police department 

San Diego Police Department plans to 

bill people whose actions cause officers to be 

summoned. The rationale offered was, 

"California law allows bills to be issued for 

services provided by police and other city 

personnel, including lifeguards, firefighters 

and paramedics. "26 

People arrested for major crimes in 

Anaheim would be billed by the city for 

police time and labor spent investigating their 

cases even if charges against them are 

dropped or they are acquitted, under a 

proposed ordinance already tentatively 

approved.27 

A task force in Santa Clara County 

had targeted a habitual sexual "predator" and 

-------------------_._--'----------
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found that he was in violation of the felony Supreme Court released a decision (Forsyth 

statute for failing to register his address County v. Nationalist Movement) which 

(Penal Code Section 290). After he was held that an ordinance was unconstitutional 

arrested the District Attorney's Office which called for a service fee. This 

declined to prosecute. The suspect had assessment was ruled unconstitutional 

attempted to register as a convicted sex because it allowed the county administrator to 

offender in his county of residence, but he take into account the popularity of the speech 

was turned away because he did not have the and the likelihood it would attract counter-

twenty dollar registration fee. demonstrators in setting the amount of the 

An interesting example of a town fee. The court further ruled that nominal fees 

taking controversial steps in the name of are acceptable if the controversial nature of 

revenue collection involved the removal of a the event is not taken into account and the 

judge. This judge was not generating "solid group is not charged for the actual or 

revenues" in parking tickets fines, and he predicted consequences of its event. This 

waS replaced because "a judge with a better ruling dictates that the nominal fee that is 

appreciation of the bottom line might be able charged must be the same fer a children's 

to help with the rally as for a rally of 

to wnshi p'S fi nan c ial I'FG:::'=en=e=r=al:==:::F=u n=d:::==:(=or===::G==e=n=er=a=::1 =':P:'=u=r=p=os=e=:=) ====iI racial extremists. 
problems. " Members A revenue fund within a governmental agency which 

supports a variety. of services. Within the general 
Law enforcement 

agencies have historically 

been funded almost 

of the legal profession fund there are discretionary and non-discretionary 

were outraged because, 

in essence, the judge 

was more accountable 

for "revenue streams 

than courtroom 

expenditures. The non-discretionary expenditures are 
those that are mandated by either the State or Federal 
government and can only be spent for specified entirely through general 
programs. The remaining discretionary funds support . 
all other county services such as law enforcement. governmental sources, 
(The County of Santa Clara has discretion over only .. . . 
8.6% of the total general purpose revenues. denvmg theIr operatmg 

justice." In reply to this incident, the -state's 

chief justice stated, "That reason is 

intolerable. It puts cash on the scales of 

justice. It encourages whFlt amounts to 

judicial misconduct. "28 

Legal challenges have being raised 

concerning the First Amendment pJrotections 

and the imposition of a fee on free speech 

activity when public property is used for 

expressive purposes. On June 19,1992, the 
7 

revenues from with the 

governmental agency's "general fund." Only 

a portion of law enforcement costs have been 

offset by the generation of revenue. One 

recognized and accepted example of law 

enforcement revenue generation is the 

imposition of court fines resulting from 

criminal and traffic actions. 

The generation of revenue through the 

use of asset forfeiture programs is in wide 

use on both the federal and the state levels. 



The concept of forfeiture originated in 

Medieval England. It is based on premise 

that property, like people, can be "guilty" of 

wrongdoing. In the U.S. the first forfeiture 

law was enacted by the First Congress in 

1789 which pennitted the seizure of ships 

and cargoes involved in smuggling. 

These forfeiture laws began to playa 

major role in law enforcement in the U.S. in 

1984 when Congress targeted drug 

traffickers, The increasing levels of seizures 

have lead to a considerable amount of 

revenue along with a considerable amount of 

criticism. 

Testifying before Congress in 1992, 

fonner New York City Police Corrnnissioner 

Patrick Murphy admitted: "The large 

monetary value of forfeitures ... has created 

a great temptation for state and local police 

departments to target assets rather than 

criminal activity. "29 

Federal and state legislators have 

recently been faced with this often 

controversial issue. "Cash-strapped law 

enforcement agencies welcome fOlfeitures. 

Most of the proceeds are used to buy new 

police cars, radios, and weapons, and even 

pay a portion of officers' salaries. 

Washington, desperate for revenue~strongly 

supports forfeiture. "3D 

As the rate of hw enforcement service 

indemnification increases, the growth in 

private security companies also increases. 

There is no retrievable data concerning the 

rate of increase of service fees within law 

enforcement agencies to use for purposes of 

comparison. If there is a comparable growth 

rate between fees a.nd private security, it may 

be beneficial to study the issue further in 

order to determine if a nexus exists. 

Private security personnel outnumber 

police personnel by two to one. A· study 

done in Virginia'predicts that private security 

personnel will provide seventy-five percent 

of all security by the year 2000.31 There was 

a six percent increase in private security since 

1990 during a time the general work-force 

increased less than one percent. 32 

Private security is becoming more 

prevalent and more accepted in the 

community. In Sussex, New Jersey, 

officials signed a six-month test contract for 

private security service to replace the 

disbanded police force.33 

The Issue '" 
The· issue explored in this study 

involves the assessment of fees-for-service 

by recovering the associated costs in order to 

generate revenue into the public safety 

agency. Although many police agencies are 

attempting to identify additional sources of 

revenue through the use of fees, there is a 

lack of policies and consistency in the 

philosophical application of service fees. 

The issue of burgeoning fee assessments 

without a valid evaluation system or without 

exploring the long-range implications of the 

fee was addressed. 

The study involved the proposed 

model of generating operational revenue 

through the use of service fees by law 

• 
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enforcement agencies using the following 

issue question: 

What law enforcement service 
indemnification model will be used by 
Sheriffs Offices in California by the year 
2004? 

During an analysis of the events 

forecast, it was discovered that the long

range implications were all negative, with the 

C'~~eotion of one specific type of projection. 

This one exception involved the influx of 

revenue to law enforcement agencies. All 

Study Focus - events that did not increase levels of funding 

The issue was were projected by the 

evaluated for the futures Ir.N===o=m===in==a71=G=r=o=u=p==T==ec==h=n=::iq=u=e========n N.G.T. panel to have 

portion of this study using The Nominal Group Technique (N.G.T.) is the negative implications 
process used in this futures study. The N.G.T. is a 

a N.G. T. process for small-group technique for achieving acceptable to law enforcement. 
consensus on the answer to a single, usually two-part 0 

projecting and determining question by a process that alternates private work and f the fifty-seven 
the most relevant projected L!:0=lP:::(e:;n:::d:is:i::icu=s::::si::on::,===========:::::u events forecast, the 

trends and events for this only ten that were 

issue. Once this was completed, these trends 

and events were used in the random selection 

of scenarios providing a futuristic view of 

law enforcement relative to this issue. 

When sorting the hundred scenarios 

generated, the primarily negative nature of the 

trends and events became readily apparent. 

Only a few scenarios could be considered to 

have potentially positive ramifications. 

Reflecting on the discussions during 

the N.G.T., it became apparent that the 

anticipated assessments of service fees in 

increasing amounts and frequency were 

thought by most panel members to have a 

negative overall impact on law enforcement. 

It was also their opinion that most events that 

could occur would be negative, and most 

trends, in the direction of their projections, 

would also be negative. 

9 

positive involved increasing funds by means 

of sources other than fees. The following ten 

events were determined by the panel to be the 

most important to the issue: 

Sheriff Refuses to Assess Fees for 
Services 

• State Law Gives Private Security 
Personnel Peace Officer Status 

County Bankruptcy 

Supreme Court Rules that Public Sector 
Fees For Service are UQconstituti,onal 

• County Eliminates Law Enforcement 
Services with the Exception of Essential 
Emergency Services 

• Competing Law Enforcement Agencies 
for "Like-Services" Results in the 
Sheriffs Office Absorbing Calls for 
Services 

• Local Law Enforcement Tax Passes and 
Goes Directly to Law Enforcement 
Agency 

Voters Repeal Proposition 13 



• Split Roll Adopted for Proposition 13 -
Industrial Properties Excluded from 
Limits in Assessment Growth 

• Major Private Security Company 
Establishes in Santa Clara County and 
Solicits Cities for Law Enforcement 
Contracts 

The discussion of trends during the 

N.O.T. fo~nd that most of the thirty-nine 

trends developed could have negative 

implications other than those which, 

depending on the direction of the trend, 

would potentially increase law enforcement 

funding. The ten trends that were determined 

by the group to be most descriptive of the 

issue were also defined in terms of projected 

direction of the trend. Those ten trends, 

factored with their projected direction, are 

expected to create problems, increase 

challenges or increase costs during the entire 

ten year forecast. The one slight exception is 

the projected economic change trend data 

whose direction indicates a negative down

turn in five years and a positive up-swing in 

ten years. The following trends determined 

by the N.O.T. panel to be the most 

descriptive of the issue: 

• 

Legal Challenges 

Economic Change 

Level of Public Tolerance for Paying for 
Police Service 

Electorate Attitude Toward Taxes 

Demographic Change/Level of Diversity 

Level of Crime/Crime Rate 

Public Perception of Safety 

10 

Level of Police Service Desired by 
Community 

c Consolidation of Agencies 

Privatization 

After an analysis of the data and the 

N.O.T. discussions, it was decided that the 

development of a service indemnification 

model for law enforcement funding would be 

meaningless if this model had primarily 

negative consequences. It was moreover 

believed to be counter-productive to develop 

and recommer . this funding model which 

could serve to enhance the levei of usage 

which most implications were projected to 

have negative implications. 

In retrospect, it is of interest to note 

that one of the ten most important events 

(Local Law Enforcement Tax Passes and 

Goes Directly to Law Enforcement Agency) 

was projected to have a low median level of 

probability of occurrence. This was also 

consistent with one of the highest ranked 

trends (Electorate Attitude Toward Taxes) 

which had the greatest fluctuation in levels of 

all trends. The public's attitude toward taxes 

in general was projected to indicate that in 

ten years there would be a ninety percent 

more negative attitude to taxes in general. 

Because the N.O.T. !Janel was conducted 

prior to the initiation of Proposition 172, the 

group was proven to be entirely incorrect in 

their probability of occurrence projection of 

this event. During the N.O.T. there was little 

faith that any additional tax could be passed 

now or within the next ten years. 

• 

• 

• 
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The question then arose concerning 

what change of focus' would be most 

appropriate to the issue and how could the 

data developed assist in ~is study of service 

indemnification. 

In a second independent review of the 

data and the panel discussions during the 

N.G.T. process, it was determined that the 

process had also 

resulted in some Issue: 

adequate public safety funding with the 

following goals: 

Development of a statewide set of 
guidelines or mandates with 
recommendations for specific definable 
criteria for the imposition of service fees. 
This would provide the basis for consistent 
application of fee structures and would 
specify both the recommended nature of fees 
and the levels of costs imposed for the fees. 

potential solutions to the 

negative findings of the 

con'/inued assessment of 

fees. These potential 

solutions revolved 

around the only positive 

events and trends 

developed during the 

N.O.T. process and 

involved the generation 

What law enforcement alternative 
funding model will be used by county law 
enforcement agencies by the year 2004? 

Establishment 
of a funding 
mechanism which 
deviates from the 
current trend of 
increaSing 

Sub-Issues: 
How will county law enforcement 

agencies determine the most appropriate 
alternative funding model? 

becoming dependent 
on fees for public 
safety in order to 
ensure an adequate 
level of allocations. 

What legislative changes will be 
necessary to establish this alternative 
funding model? The futures 

What organizational changes will be 
necessary to establish parameters for the fee 
for service model? 

study of this issue 

allowed for the 

of revenue for law enforcement using 

methods other than service indemnification. 

Because the original issue was 

determined to be of little value to law 

enforcement because of the overwhelmingly 

negative implications, a new issue question 

was developed. These modified issue and 

sub-issues were developed to assist in 

providing a rational basis for guiding the 

direction of potential law enforcement 

funding models. The change of focus of this 

study will now address the following issue 

and sub-issue questions: 

This study focused on mitigating the 

negative implications of fees and will explore 

an alternative mechanism for ensuring 
11 

recognition of potential· 

problems and provided the focus for 

alternative methods of addressing the issue of 

overall public safety funding. The 

information presented provided for a finn 

foundation in the development of a strategic 

plan to address the implications of this issue. 

Preferred Strategy -

A modified version of the N.G.T. panel 

was used to develop alternative strategies for 

thIS issue of fees-for-service funding model. 

The panel agreed the current trend in service 

fees could have negative implications. 

Because of this, a method needed to be 

developed which halted this increase and 

provided a rational basis for the imposition of 



fees. Since county agencies are dependent on Options -

revenue generation~ another mechanism for Even though one strategy VI'as 

ensuring an adequate level of public safety recommended by the panel, there are many 

funding needed to be developed. different viable funding options which could 

This plan addresses the issue of affect county law enforcement agencies in the 

developing an alternative funding model by future. Each option has inherent advantages 

est a b Ii s hi n g a r.=====================i1 and disadvantages and no 
minimum percentage of Proposition 98 one system should be 

Article XVI, Section 8 California Constitution 
the overall county's establishes a minimum of forty percent of the state's considered the only 

general fund to go to the schools. (This is the 
general purpose funds rationale offered for the property tax shift of $2.6 answer. 
to be dedicated to billion dollars from local governments to the state 

public safety entities. 

As a corollary to this 

plan, since it will 

"the tax money was shifted to satisfy the state's 
funding obligations for schools, under voter-approved 
Proposition 98, without widening the state's deficit.) 

Option One -
This option, 

increase public safety allocations, the 

defining and restricting of the assessment of 

fees needs to be evaluated and implemented. 

This transition plan secondarily addresses a 

method to limit the imposition of service fees 

to mitigate any of the projected negative 

implications. 

The selection of this method for dealing 

with the issue is consistent with the findings 

of the futures study. Utilizing this strategy 

the goal set forth in the description of the 

id~al future can be accomplished. 

The original focus of the study 

involved the issue of generating revenue 

through the use of service fees in order to 

maintain adequate levels of funding for public 

safety agencies. Because the projected 

implications of service fees were believed to 

be primarily negative, the focus of the study 

changed to the development of a funding 

model to decrease the reliance on service 

fees. 
12 

recommended as the best 

strategy by the panel, imposes a minimum 

percentage of the county's general purpose 

revenue to be dedicated to public safety. The 

model used for this plan is the California 

school funding mechanism adopted by 

Proposition 98. This option includes the 

development of a statewide guideline for 

criteria to establish a consistent application of 

service fees. 

The school funding model that 

dedicates a percentage of statewide general 

purpose revenue was enacted in California in 

November of 1988. It contains the specific 

provision that "From all state revenues there 

shall first be set apart the moneys to be 

applied by the state for support of the public 

school system and public institutions of 

higher education. "34 

Proposition 98 has been widely 

censured for various reasons. "History may 

conclude that Proposition 98 . . . was the 

worst thing that happened to California public 

• 

• 

• 
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education in the 1980s,"35 Some of the 

criticisms of Proposition 98 are as follows: 

"Guarded optimism , , . state and 
Sacramento are educators , , . one day after 
Governor Wilson guaranteed full funding for 
state schools if lawmakers support his plan 
to slash welfare benefits." and " ... Wilson 
could be sparking a political fire storm by 
forcing the public and politicians to choose 
between welfare and schools . .,36 

"There have been a lot of mis
characterizations, said Maureen DiMarco, 
Wilson's education secretary. It is just 
awful, but this whole battle isn't over school 
funding. It is over taxes and deficit 
spending.,,37 

" ..• the state government's shift last year 
of $2.6 billion in property tax revenue from 
local government to schools." and "The tax 
money was shifted to satisfy the 'state's 
funding obligations for schools, under voter
approved Proposition 98, without widening 
the state's deficit,,38 

" .•. it has singled out the schools as the 
focus of annual budget battles and has driven 
a wedge between educators and advocates of 
other major socia-spending programs such as 
health and welfare. And in periods of 
economic distress, Proposition 98 has 
proven to be, at best, a thin blanket of 
protection for schools.,,39 

California bonds are among the most poorly 
rated in the nation and "the rating agencies 
specifically mentioned the constraints on 
governmental action imposed by Proposition 
13 and Proposition 98, '" the second 
because it locks at least forty percent of 
those revenues away for ... schools.,,40 

Proposition 98 does not seem to be a 

panacea for establishing funding models of 

the future and it has been recognized as 

having created difficulties within the state 

government. However, it has removed some 

of the subjective nature of the state budget 

and probably has demonstrated some positive 

13 

value. The one major fault identified from 

the perspective of school personnel is that 

this law has developed from a minimum 

spending level to the school spending "cap" 

since the minimum has now also become the 

maximum. None of those interviewed 

ventured a guess as to what they felt would 

have happened to school funding if the 

guaranteed minimum spending limits had not 

been in place. The overwhelming sense was 

that without this provision, California 

schools would be in much worse condition. 

The plan provides for the dedication 

of higher levels of allocations for public 

safety agencies with the intent to decrease the 

reliance of public safety agencies on the 

generation of revenue thrClugh service fees. 

The rationale for the minimum percentage 

concept was the fact that additional money is 

coming into the counties since the passage of 

Proposition 172 and a greater portion could 

conceivably be guaranteed to public safety. 

Other legislative moves aimed at 

obtaining higher levels of public safety 

funding are in progress. Legislation 

(Assembly Bill 2788) recently passed and 

signed by the governor allows the 

establishment of a base year (fiscal year 

1992-93) to establish a minimum funding 

level for public safety agencies. This 

legislation was enacted in order to' eliminate 

additional budget cuts and to augment 

appropriations to public safety agencies 

consistent with the specifications of 

Proposition 172. In addition to this bill, 



there are several others of a similar nature 

pending in the legislature. 

Although this legislation could 

conceivably be successfu1 in obtaining a 

higher level of public safety funding, this 

revenue. This option assumes the inclusion 

of a portion of the recommended strategy in 

the development of a statewide guideline for 

criteria to establish a consistent application of 

service fees. 

option could provide r.=G:;::=en=e=r=al====F=u=nd=(=o'r= =a:C=' t)=n=e=ra=)=P:::u=r=,p=o=se=)====;t 

one more alternate A revenue fund within a governmental agency which 

This would be 

advantageous to the 
supports a varkty of services. Within the general 

method of dealing with fund there are discretionary and non-discretionary overall coun ty 
the situation. expenditures. The non-discretionary expenditures are 

those that are mandated by either the State or Federal 
government and can only be spent for specified 
programs. The remaining discretionary funds support 
all other county services such as law enforcement 

government since would 

serve to generate The 

disadv an tage 

op tion to 

major 

of this 

the 

governmental agency involves the mandatory 

designation of the funds. Nearly ninety 

percent of all services run at the county level 

are state-mandated programs. The remaining 

ten percent of counties' budgets allow for 

discretionary programs such as public 

safety.41 The County of Santa Clara has 

discretion over only 8.6% of the total general 

purpose revenues. Many economists dislike 

earmarked taxes because they make public 

budget less responsive as funding needs 

change and they limit the discretionary 

spending powers of policy makers. 

This option will further restrict the 

governments discretio~ary authority by 

mandating another funding priority. With the 

increase of voter approved limits and 

mandates it becomes increasingly difficult for 

representative government to function.42 

Option Two· 
This option would involve the 

continuation of the current manner of funding 

using the fee-for-service model of generating 
14 

additional coun ty 

revenue when compared 

to option one. With the establishment of the 

fee guidelines, there can also be consistent 

application in the service fees. 

Although this could mitigate the 

projected negative implications of the fee 

based model since the levels of fees would 

be curtailed, it does not create any higher 

level of funding for public safety agencies. 

This option may serve to decrease the level of 

a.llocations by imposing cuts equal to the 

amount of revenue lost 

It would also not provide any 

additional revenue sources from public safety 

agencies into the county government. 

Currently, with the increase of public safety 

services for which fees are assessed the 

county government may recognize this as a 

negative implication. 

The public in this option continu,es to 

be assessed fee-for-services from public 

safety agencies. There is a wide range of 

county law enforcement agency perspectives 

concerning the assessment of service fees. 

Some agencies are aggressively increasing 

L_- -------------------~-. 
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the levels of fees. some are remaining status

quo and others are moving to decrease the 

levels of services for which fees are 

assessed. Depending on the level of fees 

from county to county, the greater the focus 

on the generation of revenue, the more 

important the establishment of guidelines 

would be to the public. 

Option Three • 
This option would involve the 

continuation of the current manner of 

funding. This assumes that there will 

continue to be increases in the numbers of 

services for which fees are charged and the 

cost for all services will increase. Unlike the 

other two options, this option would continue 

the revenue gener~tion model with no 

established parameters or guidelines. This 

option is the current direction of county law 

enforcement agencies absent any type of 

constraints. 

This model would be beneficial to the 

governmental agency since it would continue 

to increase the levels of revenue generated 

from fees. This could also impact the level of 

the law enforcement agency's level of 

allocations in a positive manner. 

This option is the specific model used 

in the development of this study. As earlier 

discussed, the projected implications of this 

model were all thought to be negative with 

the e:r.ception of those that identified 

altemative sources of revenue. 

The direction of the projected trends 

and events often demonstra.ted an undesirable 
15 

future state for law enforcement. The future 

state for public safety was projected to reach 

a point where services would only be 

provided on a payment basis. Other law 

enforcement agencies and private security 

service would compete for service areas and 

be judged on' their individual effectiveness. 

This system could result in a further 

separation between the "haves" and the 

"have-nots" in society. Those who have the 

economic means to pay for service will be 

provided the service and the others will not. 

It is envisioned that the "haves" will live in 

fortress-like environments . while the "have

nots" will live in a state of lawlessness and 

complete chaos. 

Conclusion . 

During the futures study many 

negative implications were- forecast 

concerning the direction of the trend of fee

for-service funding indemnification. This 

study resulted in the conclusion that 

recommended a fIrm policy for fees and an 

aItemative model for funding public safety 

agencies. The policy for the fees would 

include a statewide policy that the community 

could understand, the detennination of "why" 

fees would be assessed and the 

discontinuation of using fees as a primary 

mechanism for public safety allocations. 

This recommendation was briefly 

dis,;ussed in the study as a secondary focus 

necessary to mitigate any identified negative 

implications of this current trend that is 

expanding in scope. The changes associated 



with this portion of the study will provide 

consistency statewide with organizational 

changes in potentially all public safety 

agencies in the state. 

There if:) also a need for additional 

funding or more consistent funding for public 

safety agencies. This coupled with the 

public's desire for more safety, further 

reinforces this concept. 

Legislation has been enacted and 

additional legislation has been proposed to 

mandate a "maintenance of effort" to establish 

minimum levels for public safety funding. 

These attempts are one method for addressing 

iliis issue. 

The recent enactment of a tax to be 

dedicated to public safety, has resulted in a 

large amount of revenue into county 

governmental agencies. There is also a 

considerable amount of debate concerning the 

appropriate application of the fund and 

whether it was intended to supplement public 

safety or if it was intended to balance county 

budgets when the property tax revenue 

remained with the State. 

This study proposed the. 

establishment of a minimum percentage of the 

county general fund revenues to be 

guaranteed to public safety. This is similar to 

the school funding law that establishes a 

priority for education by mandating forty 

percent of the overall state revenue be 

dedicated to the schools. 

There is also a considerable amount 

of controversy concerning this and other 

citizen approved mandates that potentially 

_______ 1 ____________________________ _ 
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cripple the representative fonn of government 

in California. This issue of discretionary 

versus non-discretionary funding affects all 

levels of government in California. 

Public safety agencies are generally 

non-mandated programs with the county 

government. Because of this public safety is 

·eompeting with all other non-mandated 

pro!;"Tams for only about eight percent of the 

county's overall revenues that are 

discretionary revenues. The minimum 

percentage for public safety proposed in this 

plan would place public safety into the non

discretionary revenue category of the 

county's budget. Granted, this serves to 

reduce the eight percent even further and 

hamper the county's discretionary powers, 

but it places public safety into a category that 

will ensure levels of funding to the 

community. This would also place public 

safety into the position of competing for 

resources with a different group of county 

agencies. 

Although this may also further 

complicate the government's ability to 

provide effective leadership, it may force the 

review of State and Federal mandates. It may 

in particular force a review of those mandates 

that are not funded. 

There does not appear to be a simple 

solution to this issue and there are no right or 

wrong proposals. There may be many 

options to the issue of what alternative 

funding model will be used in county law 

enforcement agencies in the future. As the 

legislature continues to enact bills specifically 

, 
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aimed at public safety funding, perhaps there 

will be a better mechanism to ensure the level 

of safety desired by the community. 

As presented in the study, there are 

those that feel that government in California 

is in need of revision and there are efforts to 

revise the California Constitution. Public 

safety a~encies should continue to analyze 

what types of services they are providing and 

what methods they are using to pay for those 

services. Additionally, public safety should 

be considered in any governmental revision 

of government particularly as it relates to 

funding. Support and assistance from the 

community and other governmental agencies 

is critical to the success of public safety 

agencies in order to provide a higher quality 

of life in California in the future . 
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All political power is inherent in the people. 
Government is instituted for their protection, 
security, and benefit, and they have the right to 
alter or reform when the public good may require. 

Constitution of the 
State of California 

Article 2. Section 1. 
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To my family. 

thank you • 
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Introduction 

A fundamental change in law enforcement policy is plaguing police agencies. While the main 

focus of law enforcement continues to be crime and violence, the criteria for determining law 

enforcement prioritie~ are increasingly being dictated by economics. 

• Crime in America is forcing federal, state and local government officials to spend billions of 

• 

dollars on police protection, prisons and the court systems. It is also compelling citizens and 

companies to purchase massive amounts of private protection. Also, cities and counties are 

dramatically increasing the numbers of services for which fees are being assessed. The cost of crime 

in the United SUites is estimated to be $674 billion a year.! 

Crime is thought to be the main problem facing the nation, ranking ahead of the economy, 

unemployment, the deficit and the government. Seventy-seven percent of Americans worry about 

becoming violent-crime victims.2 

However, this fear of crime often does not appear to be consistent with crime data. The 

California Crime Index (C. C.!.) rate decreased 3.5 percent from 1992 to 1993, and for the first time 

since 1987 there is a 4.1 percent decrease in the violent crime rate.3 The National Uniform Crime 

Report showed a two percent decline in" offenses in 1993.4 

Placing this information in a different perspective, however, may shed light on some of these 

fears. In California the most serious crime -- homicide -- increased 3.2 percent (C.C.!.) in one year, 

and the level of random violence is also rising When comparing 1952 to 1993, the violent crime rate 

has increased 591.6 percentS 

One authority reports, "1be reasons for the increase in violent crime are multifaceted, but the 

starting point is economic. "6 The reward for honest work for the less-educated has fallen, while the 

payoff for crime has risen. A 1989 survey of youth crime in Boston shows that average hourly pay 

from crime ranged from $9.75 to $19 per hour. "Essentially. what is happening is that wage and 

1 



employment opportunities have declined dramatically, and opportunities in the crimindl sector have 

grown. "7 

There is a broad consensus among criminologists that a small percentage of repeat offenders 

are responsible for the vast majority of violent crime. 8 

There is continuing debate in the media concerning whether these crime fears are real or 

imagined. However, there is no debate concerning the public's desire for increased levels of safety. 

"Crime is this year's designated crisis --' a lush opportunity 
for the Elected Ones to be especially eloquent, gnashing teeth 
and pounding podiums in their fervor to rain brimstone on 
all vile miscreants." 9 

The Federal Government is developing the Violent Crime Control and Law Enforcement Act of 

1994 which is projected to spend about $30 billion on public safety in the next six years,lo 

With this emphasis on public safety there have been a number of laws enacted in California 

with a "get-tough attitude." One example is the recent "Three Strikes and You're Out" law enacted in 

California. The fiscal impact on the County of Santa Clara has not yet been calculated; however, the 

County's Center for Urban Analysis indicates that trial~ could increase by over 150%. The major 

• 

fiscal impact will be on the State, and the cost oveI1l11 will be "several billion dollars II according to the • 

State's Legislative Analyst's Office. '" 

Proposition 172 
On November 2. 1993, California voters enacted Proposition 172, which established a permanent 
statewide half-cent sales tax for support of local public safety functions in cities and counties. On, 
November 3. 1993. this proposition became Article XIII Section 35 of the California Constitution. 

With the passage of Proposition 172, "The people of California have reaffmned the principle 

that government's first and foremost duty is to provide for public safety and law enforcement," reports 

Attorney General Daniel E. Lungren. This proposition also served to demonstrate that the public is 

willing to pay the costs for public safety. 

FilMic Safety 
Government Code Section 300S2(b)(l) defines public safety services which includes but is not. limited 
to sheriffs, police, fire protection, county district attorneys, and county corrections. Public safety does 
not include courts. Additionally. A.B.1519 included ocean life~uards to the defmition. 

Bills continue to be introduced in the State Legislature guaranteeing funding levels for public 

safety agencies based on the revenue generated by PropOSition 172. Many still believe that public 

safety agencies have not benefited adequately from this tax extension revenue. 
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Attorney General Lungren stated the following: 

IIAny county which instead uses these funds for purposes unrelated to public safety is 
tempting a justified backlash of resentment from their constituents. Similarly, county 
and city budget writers would only thwart the will of the voters if Proposition 172 
funds are provided to public safety budgets while at the same time funds are taken away 
from those same budgets to fund other non:public safety programs. tI 

Assembly Bill 2788 
During the 1994 legislative session, AB 2788 was enacted into statute which requires that a 
"Maintenance of Effort" (M.O.E.) threshold be met in order to fully expend Proposition 172 Funds. 
Assembly Speaker Willie Brown authored this bilI which is designed to carry out the intent of 
Proposition 172. This law specifies that funds for public safety services within its jurisdiction shall 
not be in an amount that is less than the amount of funding for those services in the 1992-93 fiscal 
ivear. 

A subcommittee of the County Accounting Standards and Procedures Committee was recently 

formed to establish guidelines concerning appropriate allocation of the Proposition 172 revenue under . 
the provisions of a recently enacted law (A.B. 2788) specifying minimum funding levels. This 

committee was formed tldue to general public perception in the law enforcement and .legislative 

communities that these public safety funds were supplanting local revenues that would have otherwise 

accrued to the public safety functions.tlll 

The recession that began in California in 1990 appears to fmally be in slow recovery mode . 

According to Financial World, California is ranked forty-first in the riation when comparing state 

government budgeting, program evaluation and perfonnance.12 

From 1986 through 1991 there has been significant increases in expenditures for all segments 

of the criminal justice system nationwide. However, corrections have accounted for an increasingly 

greater percentage of the total, and police protection has accounted for a decreasing percentage of the 

total.13 The increasing criminal justice costs coupled with the declining economic tenor have forced 

governmental agencies to select how diminishing resources are allocated 

In the last ten years, police, fIre and corrections' budgets have driven government expenditures 

to new height while other government departments have " ... suffered at the expense of trying to 

address the crime wave and make the public safe.1I14 

Public safety service decisjons are often based on economic considerations rather than actual 

need. This can have the effect of leaving the business community to fend for itself. tlFed up" with the 

expense of responding to thefts from convenience stores, the Gainesville, Florida city government did 

a cost-benefit analysis from 1985 to 1987. It found that while convenience store losses totaled 

$100,000 during that period, the city government spent more than $1 million in time and personnel to 

investigate these crimes. IS 
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One revenue management technique (cost center budgeting) reviews services provided and 

benefits received in order to determine what services should be maintained and how those services 

should be paid for. Cost center budgeting is the process of linkbg the benefits of governmental 

services with the costs of providing those services. The method used in this type of budgeting 

involves identifying service eligible for a service charge and determining the benefit received from the 

service. "The key element in this determination is whether the recipient of the service receives a direct 

benefit independent of the general community, or, when there is a community-wide benefit, whether 

the benefit each user receives is proportional to measurable "consumption." 16 These determinations 

are then used to analyze the options (e.g., to increase the service, decrease the service, elirniv-ate the 

service, charge a fee for all or part of the cost of the service). 

A need for new revenue sources had caused the City of Riverside, population 210,000, to look 

at the services it provided and decide hew much should be charged for those services. The City 

Council was interested in generating revenue for public safety and other city services. The city elected 

to hire a consultant to study and implement this cost center budgeting system in order to generate 

revenue. This year-long process that involved every city department, including the police department, 

was completed in 1990. As the city approached the budget for 1990-91, concerns were expressed that 

"the City <;:ouncil again wants to increase some services, and while our previous actions have kept 

revenues on a more equal footing with expenditures ... "17 

• 

In spring of 1991, the Riverside City Council passed an ordinance establishing a twenty-five • 

dollar alarm permit fee as a method of reducing the number of false alarms. In March 1992 a Riverside 

woman activated her silent alarm and "when Riverside officers determined that the woman had not paid 

the twenty-five dollar fee to register her alarm with the city, they decided -- in accordance with their 

policy directive -- not to respond." IS The woman was allegedly beaten and raped in her garage, and 

the police have since rescinded their policy calling it a "terrible mistake." 

Fee-For-Service - Service IndpAnV.cation 
The assessing of a service recipier. for ,ne total cost of a service. These costs include those directly 
associated with the service and thr ~;'; Indirectly associated with the service. 

Law enforcement agencies have long been using the principle of fee-for-service when 

assessing ditect costs to individuals who misuse or abuse police services. Although the generation of 

revenue was a factor, this fee system was developed to decrease mis-uses or abuses of police services. 

An example is the assessment of fees for false burglary alarms requiring police to respond to the 

location multiple times. For example, this would be considered an abuse or mis-use of service if it 

was a result of a faulty alarm system. 

Revenue Generation 
An operational defmition for the purpose of this study generally infers that law enforcement agencies bring in • 
money for the purpose of making money. The inference is also that this off-sets budget reductions or budget 
allocations are contingent on the imposition of fees. This premise offers revenue budgeting instead of 
~enera1 fund budgeting. 
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Increasingly, law enforcement agencies are imposing fees using non-traditional justifications to 

generate operational revenue. The ongoing philosophical debate concerning this issue of tax-versus

fee systems becomes more apparent during times of economic difficulty. The rationale for a cost 

recovery program in one California city found that "The common misconception that tax revenue is 

sufficient to pay for all city services must be overcorne."19 

Leading authors indicate: "Many criminal justice agencies are entering the fee collection 

business as a matter of survival and as a means to provide the courts with sentencing options. Given 

this development, it is incumbent upon criminal justice professionals to understand the magnitude of 

economic sanctions, the criteria used to assess them, the effects of financial penalties on disadvantaged 

clients, ... "20 

Economic conditions in California have had an effect on law enforcement budgets. California 

is ranked eighteenth in the nation for spending on police per $1,000 of personal income21 while having 

the fourth highest percentage rate of violent crime to population.22 

In order to sustain acceptable levels of service, many law enforcement agencies have explored 

creative supplemental ~ding mechanisms and alternative lower cost services: 

• 

Personnel Cuts 

Service Cuts 

Alternative Funding Sources (e.g., donations, foundations, etc.) 

Increase in Costs for Services (e.g., fingerprinting fees, costs for reports) 

Local Tax Increases (e.g., utility tax, "payroll" tax) 

Local Assessments (benefit assessment) 

e Alternate Service Providers (e.g., civilians, volunteers, private security) 

• Service Fees 

The print media reports, "Throughout California justice is increasingly for sale. Complaining 

of budget woes, many of the state's prosecutors now rely on companies and other well-heeled private 

parties to help pay for investigations and prosecutions of crimes committed against them."23 

There are concerns that this trend will result in prosecutions if the victim is willing to pay the 

associated costs: 

Ventura County stopped prosecuting Fish and Game violations. A private sport fishing group put 
up money for an additional prosecutor. Prosecutions are now back to nonnal. 

• Prosecution for workers' compensation insurance fraud has been a low priority until employers, 
insurance companies and others backed a law which establishes a pool of cash, controlled by a 
commission, to be doled out to prosecutors. 

• In Los Angeles, a cable television fInn paid for a private investigation of illegal cable television 
decoder boxes. They took the investigation to the police who used it to obtain a search warrant and 
initiate arrests. 

In a number of counties in California, companies are asked to pay for audits of their books to 
prove they are the victim of embezzlement or fraud. 
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In Contra Costa County the prosecutors will settle for a conviction on a lesser charge if the victim 
cannot assist in the payment of witness fees and travel expenses. 

In Santa Clara County a case involving trade secrets, the company paid for an extensive private 
investigation arid assisted in the payment of expert witness fees. 

The recent trend in service fees has been the increasingly aggressive development of revenue 

generating programs as mechanisms for funding public safety agencies. Within law enforcement, the 

number of services for which fees are charged is increasing at a rapid rate. This is evident in the 

number of laws being created by the California Legislature which authorize the imposition of service 

fees by public safety agencies. Often the actual underlying premises of charging fees for services is to 

off-set budget reductions. If agencies can demonstrate the ability to generate revenue through the 

imposition of fees, they may be able to reduce any budget deficits or off-set directed budget 

reductions. 

Fortunately, law enforcement agencies seem to have lagged behind other public safety agencies 

in their assiduity in the assessment of fees. This trend in law enforcement has only recently become a 

focus of attention from the public. 

California Department of Forestry recently assessed a fee for fIre fighting costs of $700,000 to 

an individual for negligence.24 This perso~ had planned to reduce'the risk of a potential fire hazard 

• 

around his home by clearing dry grass and leaves away with a lawn mower. The lawn mower rotor • 

blades presumably caused the fire when contacting clogged dry grass. The determination of 

negligence was quoted as "although he was doing the right thing by clearing his property of a potential 

fITe hazard, he was doing it in the heat of the day and on a day when winds could spread flames." In 

addition to the fire fighting costs, there was an estima.ted $1 million loss that included six other homes. 

A California Department of Forestry representative stated that their agency was attempting to quickly 

"settle" the matter for $300,000. The $300,000 represented the negligent person's maximum 

homeowner liability insurance benefit and they were attempting a quick settlement because they knew 

that other people who lost their homes may also file claims. 

There is a bill in the State Assembly (A.B. 867) which allows an individual to be billed for all 

of the reasonable expenses when the need for search or rescue was caused by a violation of law or by 

intentional acts that are inherently dangerous and the person knew of those risks. 

South Pasadena recently passed an ordinance that al1qws the billing of parents or legal 

guardians the cost of detaining juveniles accused of non-viole['lt crimes. The ordinance was a result of 

the city's attempt to recoup an estimated $318,000 lost to state budget cuts.2S 

The Cotati Police Department "hopes to set a trend in the county" by assessing a booking fee 

recovery program. This plan would require people arrested and convicted of a crime to pay their own 

cost for being booked into jail. The money would be used to offset costs currently expended by the 

police department 
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San Diego Police Department plans to bill people whose actions cause officers to be 

summoned. The rationale offered was, "California law allows bills to be issued for services provided 

by police and other city personnel, including lifeguards, firefighters and paramedics. "26 

People arrested for major crimes in. Anaheim would be billed by the city for police time and 

labor spent investigating their cases even if charges against them are dropped or they are acquitted, 

under a proposed ordinance already tentatively approved.27 

A task force i..q Santa Clara County had targeted a habitual sexual "predator" and found that he 

was in violation of the felony statute of failing to register his address (penal Code Section 290). After 

he was arrested the District Attorney's Office declined to prosecute. The suspect had attempted to 

register as a convicted sex offender in his county of residence, but he was turned away because he did 

not have the twenty dollar registration fee. 

The generation of revenue through the use of asset forfeiture programs is in wide use on both 

the federal and the state levels. The concept of forfeiture originated in Medieval England. It is based 

on premise that property, like people, can be "guilty" of wrongdoing. In the U.S. the :first forfeiture 

law was enacted by the First Congress in 1789 which pennitted the seizure of ships and cargoes 

involved in smuggling. 

These forfeiture laws began to playa major role in law enforcement in the U.S. in 1984 when 

Congress targeted drug traffickers. The increasing levels of seizures have lead to a considerable 

amount of revenue along with a considerable amount of criticism. 
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Testifying before Congress in 1992, fonner New York City Police Commissioner Patrick 

Murphy admitted: "The large monetary value of forfeitures ... has created a great temptation for state 

and local police departments to target assets rather than criminal activity. "28 

Federal and state legislators have recently been faced with this often controversial issue. 

"Cash-strapped law enforcement agencies welcome forfeitures. Most of the proceeds are used to buy 
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new police cars, radios, and weapons, and even pay a portion of officers' salaries. Washington, 

desperate for revenue, strongly supports forfeiture."29 

Legal challenges are being raised conceming the First Amendment protections and the 

imposition of a fec: on free speech activity when public property is used for expressive purposes. On 

June 19, 1992, the Supreme Court released a decisi0n (Forsyth County v. Nationalist Movement) 

which held that an ordinance was unconstitutional which called for a service fee. This assessment was 

ruled unconstitutional because it allowed the county administrator to take into account the popularity of 

the speech and the likelihood it would attract counter-demonstrators in setting the amount of the fee. 

The court further ruled that nominal fees are acceptable if the controversial nature of the event is not 

taken into account and the group is not charged for the actual or predicted consequences of its event. 

This ruling dictates that the nominal fee charged must be the same for a Girl Scout rally as for a Ku 

Klux Klan rally. 

ISSUE DEVELOPMENT 

This call,s to the forefront a need for a study to focus on the emerging law enforcement trend of 

assessing service fees for the purpose of generating revenue as a funding mechanism for police 

agencies. This study will remain narrowly focused on the issue of assessment of service fees des~gned 

for the often unstated purpose of generating operational revenue. 

General Interviews 

During the development of the issue several individuals were contacted and asked their 

opinions concerning the issue of the assessment of fees by public safety providers. This issue was 

discussed with a police chief, a city manager, a county executive officer, a sheriff and a senior citizen. 

All individuals gave their assessments of imposing fees for services. All individuals were 

usually consistent in their personal opinions of which fees should be charged, but admittedly.had not 

previously considered what specific criteria should govern these assessments. 

From the interviews, the following areas of concern were identified: 

Fees are not the most desirable funding mechanism. 

Fees are diffiCl!lt to collect. 

" Fees should not be collected from victims. 

Fees should be imposed for gross negligent conduct. 

Fees can regulate behavior. 

Taxes should pay for public safety services. 
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Fees should be imposed for abuses of services . 

Too much law enforcement focus is on bringing in money. 

No criteria exists for Ihe types of fees desirable. 

Fees are necessary to support public safety agencies. 

Service Fee Policy 

Because the issue of assessing service fees is gaining momentum within all levels of agencies 

in California, an attempt to locate operational guidelines for these fees was initiated. No police agency 

contacted had any guidelines concerning a particular policy in determining what parameters were used 

in assessing fees. There were policies that guided individual charges (e.g., a fee for a police report 

could be waived for a victim) but no overall policy that addressed the philosophical rationale (e.g., fees 

are imposed to curtail service abuses) for generating revenue. While attempting to locate agency 

policies, the factors generally offered in the evaluation of detennining the impc3ition of fees was 

whether the law allowed such a fee and if the public would not strongly o~ject to such a fee. There 

was a sense that all fees would be charged if possible and additional fee options were continually being 

explored • 

Agency Interviews 

In order to more closely define the issues as related to the assessment of service fees, 

interviews were conducted with the following sheriffs: 

Michael Hennessey Sheriff San Francisco County 

NonnHicks Sheriff -Coroner Monterey County 

MarlcThde Sheriff-Coroner Sonoma County 

Harvey Nyland Sheriff-Coroner San Benito County 

Warren Rupf Sheriff-Coroner Contra Costa County 

Tom Sawyer Sheriff-Coroner Merced County 

. Charles Gillingham Sheriff Santa Clara County 

It was discovered that each sheriff has their own particular reasons for determining which 

services should have a service fee assessed. Most had very fe\v fees in relation to those generally 

assessed by city police departments. One sheriff is in the process of reducing the numbers of serviceg 

for which fees are charged. Others are considering the assessment of new fees (e.g., for the coroner's 
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function the imposition of a body storage fee) but are cognizant of potential implications of the fees. It 

was apparent that the political implications of service fees was one consideration weighed. 

The following issues concerning fee-for-service funding were also identified through these 

interviews: 

moral issues 

morale 

media 

training 

PUblic 
perception 

programs 

taXation 

Once these issues were identified with the assistance of the sheriffs, two major factors were 

identified in order to compare two distinct funding philosophies. These two manners of public safety 

func~ing were compared by offering issues which are unique to the type of funding. The issue of 

decre<'lsing general fund allocations are analogous to the increasing need for revenue generating sources 

demon.,trating an inversely proportionate rdationship. 
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When only comparing the two factors in funding, the following futures wheel was de~eloped: 

Minimum 
Service Levels 

''Eannarking'' IMI~-------I Full Tax Support 

FUNDING 

Competition 

Monetary Fees-For-Servic~ 
Consideration For WI----,. 
Service Requests r •• pmd 

Ethical 
Considerations 

Service Districts 

Assessments 

Service Standards 

Profitability 

Law enforcement agencies have historically been funded almost entirely through general 

governmental sources, deriving their operating revenues from within the governmental agency's 

"general fund" Only a portion of law enforcement costs have been offset by the generation of 

revenue. One recognized and accepted example of law enforcement revenue generation is the 

imposition of court fines resulting criminal and traffic actions. 

General Fund (or General Purpose) 
A revenue fund within a governmental agency which supports a variety of services. Within the general 
fund there are dii-;:retionary and non-discretionary expenditures. The non-discretionary expenditures are 
those that are mandated by either the State or Federal government and can only be spent for specified 
programs. The remaining discretionary funds support all other county services such as law 
enforcement. (The County of Santa Clara has discretion over only 8.6% of the total general purpose 
revenues. 
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As the rate of law enforcement service indemnification increases, the growth in private security 

companies also increases. There is no retrievable data concerning the rate of increase of service fees 

within law enforcement agencies to use for purposes of comparison. If there is a comparable growth 

rate between fees and private security, it may be beneficial to study the issue further in order to 

determine if a nexus exists. 

Private security personnel outnumber police personnel by two to one. A study done in Virginia 

predicts that private security personnel will provide seventy-five percent of all security by the year 

2000/0 There has been a six percent increase in private security personnel since 1990 during a time in 

which the general work-force increased less than one percent.31 

Private security is becoming more prevalent and more accepted in the community. In Sussex, 

New Jersey, officials signed a six-month test contract for private security service to replace the 

disbanded police force.32 

DEFINING THE ISSUE 

The issue to be explored involves the assessment of fees-for-service by recovering the 

associated costs in order to generate revenue by the public safety agency. The issue of burgeoning fee 

assessments conducted without a valid evaluation system or without exploring the long-range 

implications of the fee needs to be addressed. The question concerning the sourGe of public safety 

agency funding prompts the following questions: 

Issue: 

What law enforcement service indemnification model will be used by Sheriffs 
Offices in California by the year 2004? 

Sub-Issues: 

How will monetary considerations impact service in the public's decision to 
request a response from a law enforcement agency? 

What wiH be the relationship between this police agency, other police agencies 
and the pIivate security agencies as a result of competition generated by 
imposed fee structures for services? 

How will an indemnification model for police services have an impact on public 
opinion? 

• 

• 

• 
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Futures Study 

RESEARCH DESIGN 

After the development of this issue, a process was selected to study potential future 

implications. A futures study process was inititated which served to view the issue from a long-range 

perspective. This process utilized group techniques to project and evaluate these future implications. 

NOMINAL GROUP TECHNIQUE DESIGN 

Nominal Group Technique 
The Nominal Group Technique (N.G.T.) is the process used in this futures study. The N.G.T. is a 
small-group technique for achieving acceptable consensus on the answer to a single, usually two-part 

! auestion bv a process that alternates private work and q~;.::d=is:::.:cu;::;:s:::.:sio:::.:no::.' _________ ....1 

In order to provide a basis for the exploration of the issue, the Nominal Group Technique was 

selected in order to identify potential events which could occur and their probabilities of occurrence. 

Using this technique, an identification of potential trends and events was developed. In conjunction 

with the Nominal Group Technique, a Modified Delphi Process was utilized to detennine the events 

that could have the greatest impact on the issue and the l!ends that were most descriptive of the issue. 

The Modified Delphi Process facilitated this determination through the use of anonymous voting 

followed by structured feedback. • 

When compiling potential panel members for the Nominal Group Technique process, an 

emphasis was placed on gaining the broadest possible perspective of the issue .. Selection consideration 

was given to individuals who are internal to law enforcement, but also to those who are external to the 

law enforcement function. Among those individuals who represent the internal law enforcement 
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structure, consideration was given to their specific functions within the organization. Internal • 

representation includes elective, agency head, upper management, line level, federal, county, and city 

perspectives. External perspectives include those representing governmental, private, academic, 

business, budget. legal, planning, x:nanagement and historical. During the literature search and 

interviews, some key implications of the issue were developed. These implications reflected concerns 

of potential legal challenges, economics, taxation, education, budgets and political controversy. 

After a telephone contact, individuals who were interested in the process and provided a 

tentative scheduling approval, were provided with a series of articles that included some of the 

identified topics such as First Amendment challenges, failure to provide services for non-payment and 

consideration of individual economic ability to pay for services, Each individual was also provided 

with descriptive information concerning the issues and the dynamics of the Nominal Group Process. 

The following list of N.G.T. panel members consisted of an impressive group of individuals with a 

wide range of expertise from a variety of viewpoints: 

Hon. Ray Cunningham 

Timothy Neal 

Susan Phillips 

Tom Sawyer 

William Tafoya, Ph.D. 

Sharon Tafoya 

Peter Unsinger, Ph.D. 

Gary Walker 

Judge, Santa Clara County Municipal Court 
University of Detroit, B.A. Broadcasting 
University of San Francisco, B.A. Government 
University of San Francisco, J.D. 

Captain, Mountain View Police Department 
San Jose State University, B.S. Admin. of Justice 
California State University Pomona - M.S. 
Command College Graduate 

Program Analyst, County of Santa Clara, Budget 
Office, County Executive's Office 

Yale University, B.A. Political Science 
Stanford University, M.A. Engineering 

Sheriff - Coroner, Merced County Sheriffs Office 
Stanislaus State University Advisory Board 
Merced College Advisory Board 

Agent, Federal Bureau of Investigation 
San Jose State University, B.S. 
University of Southern California, M.S. 
University of Maryland, Ph.D. 

Law Enforcement Consultant 
University of Louisville, B.S. 
University of Louisville, M.S. 
University of Maryland, Ph.D. Candidate 

Professor, Administration of Justice 
San Jose State University, B.S. 
University of Idaho, Ph.D. 

C.E.O., Aborn Property Management 
Broker/Owner - Real Estate Company 
Pepperdine University, B.S. Business Administration 
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Once the N.G.T. panel was assembled, a discussion of the dynamics of the process and a brief 

explanation of the Nominal Group Technique and the Delphi Process were offered. Infonnation was 

presented concerning the concept of Command College and an explanation of the desired fmal product. 

It was explained that this would be an academic process in which there are no right or wrong answers. 

The panel members were asked to remain creative and offer all thoughts pertinent to the issue. It was 

explained that no one person has an adequate perspective to view all potential aspects in evaluating the 

issue. The Delphi technique is valuable in this environment because it acts to counterbalance personal 

feelings and personalities in tenns of the specifics of the issue and allows a vote on the undiluted idea 

instead of internal personal factors. After the overview, each panel member was specifically infonned 

what infonnation would be gleaned from this process. In thanking them for their participation, it was 

mentioned that this should be a very informative and enjoyable process. 

The specific issue and the related sub-issues, which had been provided to them prior to this 

meeting, were discussed. The issue and sub-issues are as follows: 

Issue: 

What law enforcement service indemnification, model will be used by Sheriff's 
Offices in California by the year 2oo4? 

Sub-Issues: 

How will monetary considerations impact service in the public's decision to 
request a response from a law enforcement agency? 

What will be the relationship between this police agency, other police agencies 
and private security agencies as a result of competition generated by imposed 
fee structures for services? 

How will an indemnification model for police services have an impact on public 
opinion? 

The issue statement was posted in a location that could provide a continual reference point in 

order to maintain a distinct focus on the issue. An open discussion of the issue, as sl"ecified in the 

introduction, was initiated and 'all participants demonstrated a clear understanding of the nature of the 

issue. All participants were asked to carefully consider any "events that could impact" or "trends that 

could influence" the movement of law enforcement service indemnification. The following description 

of service indemnification, which had been provided to them prior to this meeting, was reiterated: 

Service Indemnification - Fee-For-Service 
The assessing of a service recipient for the. total cost of a service. These costs include those directly 
associated with the service and those indriectly associated with the service . 

15 



For purposes of following the course of the futures study, the following diagram was 

developed: 

Research Design 

Forecasting Events 

Event Specification 

Event Data Analysis 

Probabaity Evaluation 

Positive 

Negative 

Group Impa<:t Comensua 

Ennt Cross Impact Analysis 

RI!ldom SCClUrio QcOCMCII 

Scenario Setting 

Scenario One 

Sc:c:oarioTwo 
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EVENT IDENTIFICATION 

In an attempt to garner the most effectual data, an "event" was identified as a discrete, one-time 

occurrence that can have an impact on the issue. The event development question, which had 

previously been provided to each member of the group, was discussed. The event development 

question used in the identification of events is as follows: 

What are the most important future events that may have an impact on the law 

enforcement service inderrnification funding model in California by the year 

20041 

Prior to the N.G.T. panel discussion, a panel member, who is a Command College graduate, 

was asked to prepare a short list of potential events to be used as examples. Once the examples were 

given to the group, there was a better understanding of the nature of event statements. The events that 

had been offered as examples were of such significance that they were also listed in the delineation of 

the candidate events developed. 

A silent generation of potential events was initiated and, once completed, those ideas were 

submitted. Each event was read, discussed, clarified, formatted and displayed in writing during this 

group process. Once this was completed, individuals were asked for any additional potential events 

that should be considered. Several additional events were suggested and recorded. It became clear 

during this process that the dynamic of the assembled group had a very positive impact on the 

generation ?f ideas. Each person demonstrated clear assertion for their individual ideas while 

exhibiting respect for their fellow participants. 

Mter a consolidation of like events and a separation of compound events, a list of fifty-seven 

events was generated. This list of candidate event') was further refined and edited to ensure adherence 

to all appropriate design considerations for the proper formatting of potential events. During this time, 

additional event clarification was also accomplished which lead to a greater understanding of the events 

and their implications. For a complete listing of the fifty-seven events developed during the N.G.T. 

process refer to Appendix A. 
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EVENT EVALUATION 

Explanations of the criteria that were utilized in the evaluation process for each event were 

thoroughly discussed. The descriptions to be utilized in this event evaluation process was specified as 

follows: 

• These events must be evaluated on the basis of "if they occurred," which would have the 
greatest impact on the issue and the greatest importance of the event to the issue. 

• These events may impact the issue in either a posi!ive or negative manner. 

• Probability of occurrence should not be considered during this stage of the process. 

The group was asked to evaluate the fIfty-seven events by determining if the particular event to 

be considered had a chance to be included in the "top ten" list of events according to those, which 

would, in their individual opinions, have the greatest potential impact on the issue as compared to the 

other identifIed events. 

• 

Greatest Potential Impact • 
Those events that, if they would have the highest magnitude of effect or impression on the issue if the 
event occurred. 

Because of the large number of events generated and the difficulty in reducing this number, an 

arbitrary number of eighteen events was selected to be utilized at this stage of evaluation. The group 

was asked to individually recommend eighteen of the fIfty-seven events that were judged to be the 

most important to the issue based on the criteria specilled above. 

When the results of this fIrst evaluation were tallied, it was found that ele'Ven events did 110t 

receive any recommendations as the most important. These were immediately eliminated from 

consideration in determining those with the greatest importance. It was also found that twenty-seven 

events only received one or two recommendations; therefore, they were also eliminated from this 

consideration. Of the remaining nineteen events, ten had received three recommendations. 

An additional round of individualized recommendations was applied to these ten events in order 

to detemrlne which of the ten were thought to have the greatest importance. Once this evaluation 

process was completed, four of the ten events were eliminated from consideration. This two-step 

evaluation process succeeded in judging all fifty-seven events and identifying the most important 

fifteen. This reduced the number of events to a more desirable level in order to have the ability to more 

accurately assess the relative importance of those remaining to be considered. 

The remaining fIfteen events were subjected to one final round of evaluation to determine the 

projected level of importance using the Delphi process. The panel members were asked to apply the 
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same criteria utilized in the initial evaluation round; however, instructions were given to rate each event 

on a scale with the ariJitrary value assigned as a number from one to ten. The orientation of this 

numerical rating system was specified to indicate a sliding scale in which the number ten would be the 

greatest impact and the number one would be the least impact of the event on the issue. 

Once the events were individually assessed and assigned a numerical value, each member of 

the group was asked to rate their individual confidence level of the validity of their forecast on a scale 

with the arbitrary value assigned as a number from one to ten. The orientation of this numerical rating 

system was specified to indicate a sliding scale in which the number ten would demonstrate the greatest 

level of confidence and then number one would demonstrate the lowest level of confidence in the 

validity of their individual assessments. This confidence value was utilized in order to detennine 

which numerical evaluation was assigned with the most certainty in validity based on the particular 

knowledge and certainty of the individual making the judgment. For the purpose of data integrity, this 

measure of confidence was conducted prior to the divulgence of ranking scores established by other 

panel members. 

It was noted, that when assessing the group's individual maximum confidence values, only 

one event (County Eliminates Law Enforcement Services with the Exception of Essential Emergency 

Services) reached the highest value of eight by one panel member. All other events contained at least 

one nine or ten value with respect to the individual's confidence in their numerical ranking of 

importance (Table 1). The group's individual minimum confidence values for all events judged 

reached a level only as low as a ranking of four (Table 2) by at least one panel member. This apparent 

high level of confidence factor is thought to demonstrate not only the caliber of the group, but also the 

clarity of the events that was attained through the lengthy discussions that were conducted. 

Once the voting confidence levels were completed, the individually assigned impact value 

numbers were tallied. In the judgment of each individual concerning the event's impact assessment, 

the mean values (the sum of all individual scores divided by the number of participants) of the 

numerical evaluation assigned were detennined. These averages ranged from a high of 8.6 (Sheriff 

Refuses to Assess Fees for Services) to a low of 3.1 (Dramatic Single Source Financial Shift - Major 

Electronic Company Leaves Silicon Valley) concerning each eVtint's potential impact on the issue. 

This group opinion and resulting mean numerical ranking was utilized in determining which events 

were judged to have the greatest potential impact on the issue. Those events that were math\~matically 

eliminated from being one of the ten events that could have the great~st impact were discussed by the 

group. By unanimous vote, it was determined that despite how individual group merr:bers voted, the 

ten remaining highest ranked events were those thought to have thr~ greatest potenLil'J.~ impact on the 

issue. 

In an attempt to further analyze the group's understanding of the process and the validity of the 

data generated, questions were asked of those individuals whose assigned numerical vah:!es, for the 

relative importance of event, greatly contrasted with the majority opinions. If it was found that 

individual panel members did have i'J clear understanding of the issue and the confidence level of their 
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opinion was also high, their numerical value was given full consideration. It was most often the case 

that there were no errors in the assignment of a numerical value; but there was a difference of opinion 

concerning the impact of the event on the issue. 

The group, as a whole, was asked to assess the extent of group consensus based on the 

individual event importance ratings by assigning a number from one to ten. The orientation of the 

numerical rating system was specified to indicate a sliding scale in which the number ten would 

demonstrate the greatest level of consensus and the number one would demonstrate the lowest level of 

consensus in the overall ranking of perceived importance. All the individuals in the group were able 

to reach unanimous decisions on the numerical value to be assigned to the level of consensus for each 

of the events (Table 3). Because the consensus value is applied to the singular numerical group 

assessment of impact, this value is contained only in the table of median/mean values in the evaluation 

of events. 

Ironically, the event that had the highest numerical value in level of importance after the fmal 

evaluation stage (Sheriff Refuses to Assess Fees for Services) was one of the events that received only 

three recommendations during the initial phase. Because of this low initial ranking, this event had 

been subjected to and survived the middle evaluation elimination stage. The event that received the 

sole unanimous recommendation in the initial phase (State Law Gives Private Security Peace Officer 

Status) was reduced to the second highest event based on the relative impact on the issue. This fact 

• 

served in demonstrating the importance of multiple rounds of consideration when viewing and judging • 

a large number of factors. It also served to demonstrate the impetus of an organized group evaluation 

process, particularly in view of the follow-up consensus votes. 

The ten events with the highest mean scores indicating the greatest potential impact on the issue 

were selected fer further consideration. These events, in descending order of greatest potential impact, 

are as follows: 

1. Sheriff Refuses to Assess Fees for Services 

2. State Law Gives Private Security Personnel Peace Officer Status 

3. County Bankruptcy 

4. Supreme Court Rules that Public Sector Fees for Service are Unconstitutional 

5. County Eliminates Law Enforcement Services with the Exception of Essential Emergency 
Services 

6. Competing Law Enforcement Agencies for "Like-Services" Results in the Sheriffs Office 
Absorbing Calls for Services 

7. Local Law Enforcement Tax Passes and Goes Directly to Law Enforcement Agency 

8. Voters Repeal Proposition 13 

9. Split Roll \dopted for Proposition 13 - Industrial Properties Excluded from Limits in Assessment 
Growth 

10. Major Private Security Company Establishes in Santa Clara County and Solici~ Cities for Law 
EnfoIcement Contracts 
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TREND IDENTIFICATION 

A "trend" was identified as a series of events by which change is measured over time. In other 

words, a trend is a series of events that are related, occur over time, and can be forecasted. A trend 

statement is not to include a predetennined measurement or an indication of the direction of the trend. 

The trend development question, which had been previously provided to members of the group, was 

discussed. Since the focus shifted to the generation of trends, a reminder of the issue was conducted. 

The trend development question used in the identification of trends is as follows: 

What future trends are most important in describing the issue of a law 
enforcement service indemnification funding model in California by the year 
2oo4? 

Individuals of the group were asked to provide examples of trends in order to ensure that the 

distinction between events and trends was clear. This served to demonstrate that each individual had a 
clearly defmed understanding of the nature of trend statements. 

A silent generation of potential trends was initiated and, once comp.leted, those ideas were 

submitted. Each trend was read, discussed, clarified, fonnatted and displayed in writing during this 

group process. Once this was completed, individuals were asked for any additional potential trends 

that should be considered. Again, several additional trends were suggested and recorded. 

Mter a consolidation of like trends and a separation of compound trenci§, a list of thirty-nine 

trends had been generated. This list of candidate trends was further refined and edited to ensure 

adherence to all appropriate design considerations for the stating of trends. During this time, additional 

trend clarification was also accomplished which lead to a greater understanding of the trends and their 

implications. For a complete listing of the thirty-nine trends developed during the N.O.T. process 

refer to Appendix B. 

TREND EVALUATION 

Explanations of the criteria that were utilized in the evaluation process were provided and 

thoroughly discussed. The criteria to be utilized in the trend evaluation process were specified as 

follows: 
• These trends must be evaluated on the basis of which are most descriptive for 

the issue .. 

• 'These trends are not evaluated on which are most likely or which are most 
important. 

The group was asked to evaluate the thirty-nine trends by detennining if the particular trend to 

be considered had a chance to be included in the "top ten" list of trends according to those which 

would, in their individual opinions, have the greatest potential influence on the issue. The group must 

also evaluate each trend on the basis of which are most descriptive for the issue. 
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Greatest PotentW liiiiuence 
Those trends th~t would .have the highest magnitude of effect on the issue independent of t'le directi.on 
~I!£!!..q. if \!1e trend continued as projected. 

An arbitrary number of fifteen was selected and the group was asked to individually 

recommend fIfteen of the thirty-nine trends that were judged to have the greatest potential influence on 

the issue based on the specified criteria. 

When the results of this first evaluation were tallied, it was found that nine trends did not 

receive any recommendations. These were immediately eliminated from consideration as being the least 

influential. It was also found that eighteen trends received only one or two recommendations, 

therefore, these were also eliminated from this consideration. 

The remaini11g twelve trends were subjected to the final round of evaluation of level of 

influence. The panel members were asked to apply the same criteria utilized in the initial evaluation 

round; however, instructions were given to rate each trend on a scale with the arbitrary value assigned 

as a number from one to ten. The orientation of this numerical rating sy§tem was specified to indicate 

a sliding sc.ale in which the number ten would be the gr~atest influence and the number one would be 

the least influence of the trend as applied to the issue. 

• 

Once the trends were individually assessed and assigned a numerical value, the influence value 

numbers were taWed. The mean values (sum of all the individual scores divided by the number of • 

participants) of the numerical evaluation assigned were determined. The averages ranged from a high 

of 8.4 (Legal Challenges) to a low of 4.6 (Significance of Formal Education for Operational 

Personnel). This group opinion and resulting mean numerical ranking was utilized in determining 

which trends were judged to have the greatest potential influence on the issue. Those trends that were 

mathematically eliminated were discussed by the group. By unanimous vote it was determined that 

despite how individual group members voted, the tim remaining highest ranked trends were those 

thought to have the greatest potential influence on the issue. 

As with the event voting, a comparison of the trends having the greatest consensus of potential 

influence in the first evaluation with the trends having the greatest mean numerical value in the final 

evaluation was of interest. The only two trends that received a unanimous cons'ensus of having the 

greatest influence in the first evaluation (Demographic Change/Level of Diversity and Level of 

Crime/Crime Rate) ranked only as number five and number six, respectively, in the final evaluation 

which. significantly reduced their level of projected influence. 

The ten trends with the highest mean scores indicating the greatest potential influence on the 

issue were selected for further consideration. These trends, in descending order of greatest potential 

intluence, are as follows: 

1. Legal Challenges • 

2. Economic Change 

3. Level of Public Tolerant.:e for Paying for Police Service 
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• 4. Electorate Attitude Toward Taxes 

5. Demographic ChangelLevel of Diversity 

6. Level of Crime/Crime Rate 

7. Public Perception of Safety 

8. Level of Police Service Desired by Community 

9. Consolidation of Agencies 

10. Privatization 

FORECASTING EVENTS 

The focus of the individuals in the group was returned to the ten events that were thought to 

have the greatest impact on the issue as developed during an earlier process. The issue was again 

reiterated as a reminder of the event-to-issue relativity. Each of the ten selected events was discussed 

in depth relative to their likelihood of occurrence and their value in tenns of positive and negative 

impacts. The potential positive and negative impacts of each event evolved into a discussion of the 

projected possible implications. In many cases, identified potential implications are thought to be a 

secondary outcome as a direct result of the event 

• An individual evaluation of each event was conducted pertaining to the probability of 

• 

occurrence during specified time periods. Each event was judged relative to the estimated number of 

years when the probability of occurrence first exceeds zero percent. Although this particular data item 

does not forecast the probability of occurrence, it does delineate the time period during which an event 

will not be a factor. Each event was again individually evaluated and a percentage of probability was 

forecast for the likelihood of the event occurring in five years and in ten years. 

An individual evaluation of each event was conducted relative to the positive and negative 

impact, if it occurred, on the issue. The panel members were then asked to rank the positive and 

negative impacts of the event if it occuned based on a scale with the arbitrary value assigned as a 

number from one to ten. The orientation of the numerical rating system was specified to indicate a. 

sliding scale in which the number ten would demonstrate the greatest level of either positive or negative 

impact and the number one would demonstrate the lowest level of either positive or negative impact It 

was also necessary to orient each of the events relative to their specific characteristics. Each event was 

assigned two numerical ratLrlgs that were judged independently of each other for both the positive 

impact and the negative impact. Because of this evaluation system, each event could theoretically have 

both high positi.ve and negative impact assessments as an example. This system was very effective 

since each event contained a wide variety of factors that could contribute to a wide array of impacts. 

Often the secondary factors that could substantially ix.upact the issue played an important role in this 

value assessment. 
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A close analysis of the data c611ected was later conducted in order to detennine the relative 

validity of the infonnation. When considering the validity of the data it is necessary that each 

succeeding year have an equal or higher probability of occurrence than the preceding year. 

Informational data was only eliminated from the study if the nature of the reporting was incorrectly 

presented in terms of reduced probabilities of occurrence. 

The raw data for each event was projected in graph form and reviewed by all members of the 

panel. A discussion of each event was conducted and the opportunity to change individual rankings 

was offered. Although there often seemed to be a large range of opinions, each chart was detennined 

to be representative of these opinions. Because the group had discussed each event numerous times, 

the question of clarity of event had not become an issue. 

The following first data table depicts the maxim~m individual assessment value and confidence 

value for each category as specified in terms of each event: 

. , 
YearsUnlU 
Probability 

Event Slatement 
First Exceeds 

Zero 

Sheriff Refuses to 

Assess Fees for 1 
Services 

Stale law Gives 
l'Iivatc Security 

Peace Officer Status 
2 

County 
Bankruptcy S 

Supreme Court 
RUlcsFccsfor 3 

ServIce Unlawful 

County Eliminates 
I Services Except 

Emtrgcncy 

Compeling L.E. -
S/OAl>sI1{~ 1 

CUIs 
io-!'-

L "'w En:c"orc"'l1C11t 
Tax !'asses - Goes 1 
to u:w Enforccmmt 

~---Voters Repeal 
Proposition 13 2 

,., 
pUt RolHer Prop 
13 - Industri.1 1 
notExc:mpt 

Major Security 
Co.-Solicits 1 
Busip.~~!rom 

Table 1 

Event Evaluation 

(Highest Individual Value Assessment) 

Probability 
Impact cn the Issue 
if the issue occurred 

5 years from 10 year from Positive Negative 
IlOw(O-IOO) now (O-IOJ) (0-10) «()"1O) 

7S 75 8 10 

60 7S B lO . 
10 2S 0 10 

SO 100 10 8 

60 60 8 10 

70 80 3 9 

~.,..".., " 

30 50 10 6 

10 2S 10 3 

60 81' 8 5 

80 90 8 7 

N = 8 (Number of Individuals Participating) 
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Forecaster 
Subjective Assessment 

Confidence in Consensus of 
Forecast (0-10) Forecast (0-10) 

III 

10 

10 

10 

8 

9 

10 

10 

10 

9 
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The following second data table depicts the minimum individual assessment value and 

confidence value for each category as specified in terms of each event: 

Years Until 
Probability 

Event Statement 
FlJ'St Exceeds 

Zero 

Sheriff Refuses to 
Assess Fees for 3 

Setvlces 

St:1te Law Glvca 
Private Security 

h>caee OIfic ... Status 
5 

County 
Bankruptcy 0 

Supreme Court 
Rules Fees for 5 

Setvice Unlawful 

County E!L"llinatca 
0 Services Except 

Emergency 

Competing L.B. -
S/O Absorbcs 5 

Calls 

Law F..nforccment 
Tax Passes - Goes 0 
to Law Enforcement 

Vol= Repeal 
Proposition 13 0 

~plit Roll far Prop 
1:3 - Industrlal 3 
notExcmpt 

M~jor Se=ity 
Co. - Solicits 5 
Busip.~ ... from 

Table 2 

Event Evaluation 

(Lowest Individual Value Assessment) 

Probability 
Impact on the brue 
if the issue occurred 

5 yean from 10 year from Positive Negative 
lIOw(O-lOO) now (0-100) (0-10) (O-W) 

15 30 2 ·3 

10 20 1 3 

0 0 0 9 

1 30 2 0 

0 0 0 6 

2S 2S 0 7 

0 0 10 0 

0 0 8 0 

30 50 6 3 

20 SO 3 2 

N = 8 (Number of Individuals Participating) 
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Forecaster 
Subjective Assessment 

Confidence in Consensus of 
Forecast (0-10) Forecast (0-10) 

5 

7 

5 

5 

6 

6 

4 

5 

4 

4 



The following third data table shows the information in proportionate terms, expressed by 

either the median or mean, of the individual assessment value for each category for all events. The 

overall group consensus of the impact of the event on the issue is also specified: 

Years Until 
Probability 

Event Statement 
FIlS! Exceeds 

Zero 

Sheriff Refuses 10 
Assess Fee:! for 2 

Services 

Stale La w Gives 
Private Security 

Peace Officer Status 
3 

County 
Bankruptcy 10 

Supreme Cowt 
Rules Fees for 5 

Sclvicc Unlawful 

County EIlmInaIc:s 
4 Services Except 

Emergency 

Competing L.B. -
" S/O Absorbcs 3 

Calls 

Law Eruorcanent 
Tax Passes • Goes 3 
10 Law Enforcement 

VotmRcpesl 
Proposition 13 3 

~pllt Roll for Prop 
13 -Industrial 2 
notExcmpt 

Major Security 
Co. - Spllcits 2 
BU5~~.!rom 

Table 3 

Event Evaluation 

(Median or Mean Individual Value Assessment) 

Probability Impact on the Issue 
(Mcdl&!l Value) iflhe ,J~\~rred 

5 years from 10 year frl)m Positive Negative 
IIOw(O-HJO) now (O-UJO) (0-10) (0-10) 

.. 20 40 S.S 7.3 

45 60 4.6 7.2 

0 2 0 9.8 

35 60 5 4.2 

20 30 3.3 7.8 

45 60 1.3 8 

20 30 8.8 2.8 

5 10 9 1.5 

50 60 7 3.6 

50 75 6.5 4.5 

N = 8 (Number of Individuals Participating) 
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Forecaster 
Subjective Assessment 

, 1M..", V.lu"l 

Confide:u:e in Consensus of 
Forecast (0-10) Forecast (0-10) 

8.5 4 

8.5 9 

7.5 6 

8.5 (j 

7.2 9 

7.5 8 

7.1 7 

7 4 

6.6 4 

6.3 5 
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• EVENT SPECIFICATION AND DATA ANALYSIS 

Each event was analyzed independently based on the data and infonnation gathered during the 

N.G.T. process. The extensive discussions by the panel members provided the necessary data for the 

later analysis of each event 

Event One: Sheriff Refuses to Assess Fees for Services 

Event Description;, This event assumes that the Sheriff makes the decision that his agency will no 

longer continue to assess fees for the basic law enforcement services provided by the Sheriffs Office. 

Probability Evaluation: The discussion of probability of occurrence revolved around whether a 

. discontinuance of services could be done given the current economic conditions and departmental fiscal 

constraints. The group consensu.s was overwhelmingly in favor of a more realistic approach to the 

imposition of fees; however, th~ prohability of occurrence was heavily tempered by the question of 

whether this would be possible from a purely fiscal standpoint 

The following illustration represents the highest, lowest and median rankings of probability of 

• occurrence in the op.inion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence tor five and ten years in the future: 

• 

Probability of Occurrence 

100 

% 50 EI Minimum 

ria Median 
o 

• Maximum 

Positiv~ Impact: This could be very positive when viewed by the public because the sheriffs 

jurisdictional communities would be provided basic police services at no cost. Because the position of 

Sheriff is an elected official throughout the state of California, there is a dire~t accountability to the 

constituents served. Other law enforcement agencies will also be affected in a positive manner since 
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they would no longer be charged for services perfonned by a sheriffs office. The positive perception 

of the police and the greater interaction with the community was felt to be the greatest positive impact. 

Negative Impact: The negative aspects of this event were felt to be readily apparent in the level of 

funding received from the county. Because revenues are taken into consideration during budget 

allocations, most likely there would be a great reduction in services that could be provided. It is felt 

that the services for which revenue had previously been generated would no longer be possible given 

fiscal constraints if the sheriff discontinued fees. The question which sparked considerable debate 

involved whether the public would rather pay for services or not have the services available. 

There is an underlying assumption~ when using the word "refuses" is that the Sheriff is 

countermanding the county's directive for the imposition of fees. This would create additional 

difficulties in any potential intra-agency tunnoil. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 

1 0 
'S 
6 
4 

Impact of Event Occurrence 
Mean Value - Event One 

7.3 
2 
0+------

~ Positive Impact 

o Negative Impact 

Group Impact Consensus: There was a low consensus when viewing both the probability and the 

positive and negative aspects of this event. This is not representative of the actual opinions, but 

instead was more reflective of the opposing positive and negative factors. On the basis of the opinions 

expressed by the group, a more accurate depiction of the positives and negatives would have been to 

elicit a two-part response. This first question statement would involve the discontinuance of fees if 

there was a certainty of receiving the same budget allocation without having to generate the offsetting 

revenue. The second question statement would involve the discontinuance of fees if there was a 

decrease in budget allocations COIl1II1ensurate with the amount of revenue lost. 

These factors also had an impact on the probability forecasts in a similar manner. It was felt 

that if there would be the same level of funding available, then the probability of occurrence would 

increase. In the reverse case, with less funding, it was though to lower the probability of occurrence. 

It was the assumption of most panel members, given general economic conditions, that there would be 

no budget augmentation to offset the lost revenues. 

Weighted Impact 
The product of the mean probability of occurrence and the mean positive (or negative) impact equals the 
weighted impact. This assists in evaluating a practical level of importance on the realistic impact of an 
event. 
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• Probability-Impa~ On the basis of the weighted impact, if this event occurred it could have 

approximately equal positive or negative ramifications. This event, even though it received the highest 

initial score for importance, does not, in consideration of its weighted impact, merit this high level of 

consideration. When compared to the other nine events, this event ranges in the mid-level of 

importance based on the weighted impact. The funding question remains a factor in detennining if the 

event would have a positive or negative impact. Because of this-, during any planning process, 

consideration should be given to ensure continued funding levels in order for the outcome to be of 

positive value. 

• 

• 

Rovolutlonsry (+100%) 

Strong (+75%) 

Light (+25%) 

Weighted Impact 

o 

a 
00 

x 

o 

Noimpact 1------------------1-

Ught (-2!S%) 

Modc:ato(-SO%) 

Seve.o (-7.5%) 

o 

o 
x 

o 

o 

Catastrophic-(lOO9&) "--______ ~1'"\i;_-----------' 

2!S% 50% 75% 100% 
ProbablUty that Event wUI happen 

X- Weiglu.odlmpact O-Probabillty 

Event Two: State Law Gives Private Security Peace Officer Status 

"0 
o 
!: 
:c 
'" 
3" ... .. 
!l 

z .. 
"'" !!! 
:c • 

Event Descril>tion: This event assumes that private security now has the same codified status as 

sworn law enforcement personnel which would allow them to perform all the same functions with the 

same powers and authority. Peace officer status is specifically delineated in the California Penal Code 

which provides regulatory control over a variety of aspects of these powers. Private security has long 

been limited in the functions that can be performed because of their non-sworn peace officer status. 

This codified peace officer status also affords certain legal protections and authority. 
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Probability Evaluation: The discussion of probability of occurrence revolved around the 

increasing rate at which the private security industry is growing and the increasing costs of public 

safety. Also factored into this equation is the fear of crime and the desire for more safety services. 

The probability of this occurrence was thought to originate from the necessity for increased, cost

effective safety services. 

The following illustra~on represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 

100 

% 50 

Probability of Occurrence 

gv 
00 
C\lo 

C\I 

El Minimum 

m.Median 

II'Maximum 

Positive Impact: The positive aspect of this event involves the availability of a vast array of 

service options. Each individual, neighborhood, city or county could make a decision of which 

service provider to select for which functions. In theory, the functions necessary to be performed can 

be split between service providers. This ability to "shop" for service providers would result in 

competition for services. It is thought that private companies can perform similar services to those of a 

public agency. However. private companies can often operate at a profit while operating at a lower 

cost The resulting competition can be thought to be a positive aspect of this event because competition 

can result in greater efficiency, innovation and performance. With the prospect of private security 

officers having peace officer powers, the consumer now has a choice of services. 

Negative Impact: The competition that was shown to have a potential positive impact can also 

have negative ramifications. This competition could also lead to service entities becoming closed 

"islands." This closed network could result in a decrease in inter-agency communication that is vital to 

law enforcement. The lack of communication can cause a decrease in vital information flow. Entities 

could become unwilling to share information and technology with entities thought to be their 

competition. Unlike private industry that can be judged by profit, law enforcement must rely on 

cooperation instead of competition in order to strive toward the one common goal. 
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Quality of service could be alfected if one assumes that lower paid employees result in lower 

quality of employees. This premise was a point of contention during the group procesr and there was 

a wide variety of opinions. It was agreed, however, that law enforcement agencies rely on employees 

to perform functions under a minimum of supervision in which decision making attributes are vital to 

the function. 

Many aspects of law enforcement do not have immediate tangible measures of success. 

Currently, public agencies perform crime prevention functions that can be assessed for their efficiency 

only after a period of time. Because these results are not immediately definable, if at all, it is thought 

that there would be a reduction in these non-essential services. 

Another potential negative involves the disparity of services that will be provided to individuals 

based on their personal or community economic means. The question arises as to whether services 

will be provided at an acceptable level to those without adequate economic resources. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 

1 0 
8 
6 
4 

Impact of Event Occurrence 
Mean Value - Event Two 

7.2 

2 
0+------

m Positive Impact 

o Negative Impact 

Qroup Impact Consensus: The group evaluation of this event was divided among those who were 

internal and external to law enforcement, probability due to their differing perspectives. It was 

noteworthy that the opinions of those involved in law enforcement often involved the premise that the 

function cannot be adequately performed by private security. It was felt that community members have 

a desire for the widest choice of public· safety services with whichever desirable criteria are deemed 

most valuable. 

Frobability-Impact: Because of the apparent disagreement between those internal and external to law 

enforcement, the panel composition could have had an impact on these assessments. The panel 

consisted of slightly more individuals internal to law enforcement than those external. This event, 

even though it received a high initial score for importance, does not merit a high level of consideration 

based on its weighted impact When compared to the other nine events, this event ranges in the mid

level of importance based on the weighted impact 
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Event Three: County Bankruptcy 

Event Descrilltion: This event assumes that the County of Santa Clara, the detennined location for 

the scenarios, would become fiscally insolvent causing the necessity to me ban.lcruptcy. 

Probability Evaluation: There was a great amount of agreement in this discussion of the 

probability of occurrence. All members of the group felt that there was only a remote possibility ~lat 

this would occur. The underlying assumption by the group in this event is such that in order for this to 

happen in the County, the entire economy in California and the United States would have also reached 

disastrous proportions. California is thought to be on a slow path to economic recovery while lagging 

behind the remainder of the nation. 

. The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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There was thought to be no positive impact. All panel members ranked the 

positive impact as zero. 

Negative Impact: The negative impacts are thought to generally be the entire economic picture if 

this event was to occur. It would, of course, have a tremendously negative impact on law enforcement 

services during a time when the fear of crime is at an all-time high level of concern. The group thought 

that all unnecessary law enforcement functions would be discontinued because of this event. This 

would make necessary a decrease in personnel, adding to an ass~ed high unemployment rate 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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This event had the highest level of consensus of all events. 

Probability-Impact: If this event occurred it could have catastrophic negative ramifications. This 

• event, even though it received the highest initial score for lmportance, does not merit this high level of 

consideration based on its weighted impact. When compared to the otp,er nine events, this event 

ranges in the low level of importance based on the weighted impact 
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Event Four: Supreme Court Rules that Public Sector Fees for Service are 
Unconstitutional 

Event Description: The assumption in this event is that the Supreme Court ruled that all fees for 

service were unconstitutional. If this event were to occur, f~es would immediately stop, causing a 

significant impact on the service level. Cost of services would be paid entirely through general fund 

sources without the revenue now generated. 

Probability EvaluatiQD: Currently, fees for service have come under scrutiny of the court 

system. These service fees have been thought to potentially violate First Amendment Constitutional 

rights of freedom of speech. The literature search revealed that currently there. are constitutional 

objections being raised about this issue. Some of the objections center on the First Amendment and 

the right to freedom of speech, claiming that only those with the ability to pay for services can speuk 

out on controversial issues. Recent U.S. Appellate Court decisions flnd that the controversial nature 

of the event cannot be taken into account, nor can the group be charged for the actual or predicted 

consequences of the event.33 
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The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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During the group discussion the impacts were thoroughly identified. After this 

discussion it was found that the positive impacts would be much the same as in Event One (Sheriff 

Refuses to Assess Fees for Services) since the event generates the same impact. Both the community 

and other governmental agencies would be relieved of the imposition of fees. 

Negative Impact: The negative impacts would also be much the same as those in Event One 

(Sheriff Refuses to Assess Fees for Services), with one notable exception. Event One would 

presumably create an intra-agency stru¥gle, whereas, once the Supreme Court announced their ruling, 

the necessity for all County agencies to develop a solution would be apparent. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensus: As with Event One, there was not a high level of group consensus. It 

should be noted, however, that there was a high level of consistency when comparing Event One with 
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this event. The positive impacts are thought to be similar and ranked a similar importance level. The 

negative impacts are thought to be similar, yet slightly less, in the level of importance that was 

reflective of the score. This provides a validati0l,1 to this evaluation process since there was no 

discussion of the other event during the group process. 

Probability-Impact: On the basis of the weighted impact, if this event occurred it could have 

approximately equal positive or negative ramifications. This event received!l mid-level initial score for 

importance, however, based on the weighted impact it is now ranked a.s one of the most important 

event as related to the issue. 
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Event Five: County Eliminates Law Enforcement Services with the Exception of 
Essential Emergency Services 

Event Description: This event assumes that the county is discontinuing non-essential law 

enforcement services because of fiscal constraints and priortization of county-wide service needs. 

• 

• 

There are assumed to be limited fiscal resources within the County anti tI-ie resources that do exist are • 

being apportioned to all governmental programs and services. 
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This event focuses on the role of law enforcement agencies during a 

time of down-sizing due to fiscal constraints. Law enforcement, other than emergency services, is a 

lower priority. There was some discussion concerning the interpretation of "emergency", and 

evaluations were based on individualized opinions of this term. It was felt that there would be a 

greater probability of occurrence if only the "fluff' programs were eliminated. There was a variety of 

opinions concerning the probability of occurrence, however, most panel members felt that there was a 

relatively low level of probability. 

The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future; 
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Positive Impact The positive aspects of this event focused on the reallocation of existing 

resources. It is the opinion of many that the primary function of law enforcement is to provide 

protection in an emergency situation. Law enforcement agencies are also involved in many other 

programs, including crime prevention, vice enforcement, intelligence, narcotic enforcement, training 

and other functions considered "non-essential." The consensus revealed that there were very few 

definable positive impacts. 

Negative Impact: The negative impact would be the discontinuation of existing programs thought 

to benon-essential. This would eliminate all types of programs that potentially could have a positive

impact on the future crime rates. Law enforcement agencies would be faced with reacting to crimes 

after-the-fact There would be an elimination of proactive type investigations and the prosecution of 

"non-victim" crimes that have been shown to be a precursor to other crimes. Law enforcement 

agencies would be handling only emergency calls for services and not have an opportunity to interact 

with the public. Community policing philosopvies would become the old "buzz word" fJf the 90s. 
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There is not a great amount of agreement on those services considered non-essential, in part, because • 

of the lack of research into the effectiveness of prevention progr'dms. 

l 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the pl)sitive and negative impacts of the event: 
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Group Impact Consensus: There was a general consensus, with exception of one non-consistent 

positive impact vote, that there would be more negative aspects than positive aspects of this event. 

Probability-Impact: On the basis of the weighted impact, if this event occurred it could have 

approximately equal positive or negative ramifications. Mter the weighted impact, this event remained 

in the mid-level range of importance in both the initial evaluations and the weighted impact evaluation. • 
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Event Six.: Competing Law Enforcement Agencies for "LikeaServices" Results in 
the Sheriff's Office Absorbing Calls for Services 

Event Description: This event assumes that, because of competition, the Sheriffs Office is forced 

to absorb more law enforcement functions. The event specifies that these functions are absorbed 

without adequate compensation because of fiscal difficulties within the cities. Currently, in California 

cities are increasingly contracting with county agencies to provide a more cost effective metl10d of 

policing. This increases in contract law enforcement services of all types may accelerate as fiscal 

resources decline. 

Probability Evaluation: There was relative consistency in the evaluation of the probability of 

occurrence, particularly since the event only infers that one agency absorbed is enough to fulfill the 

occurrence. The group did not 'believe that this event would happen on a wide scale and, therefore, the 

event would not have a great impact 

The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur-and the probability of occurrence for five and ten years in the future: 
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Because the event specifies that counties absorb the functions without full cost 

recovery, the positive impacts are felt to be limited. It is the opinion of some group members that one 

centralized law enforcement agency is more effective in terms of law enforcement goals and cost 

efficiency. Provided. the fiscal impacts were minor, there could be a positive impact in terms of 

regionaIization . 

Negative Impact: The negative impact appears from two perspectives involving the city and the 

county. The fIrst negative impact is that cities may lose some of their autonomy by having contractual 
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services. The event also has a detrimt.ntal effect on the county agency because additional duties must 

be absorbed without adequate fiscal resources. This would force the county agency to prioritize 

services, discontinue some "non-essential" functions and reorganize priorities. This negative impact 

could also affect the community because of a potential decrease in the services performed and a change 
of service agency. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensus: There was a very high consensus on the impact of this event. 

• 

ProbabilityGII!mact: After the weighted impact was evaluated, this event remained in the exact mid- • 

level position of importance relative to the other events as it had in the initial round of evaluation. 
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Event Seven: Local Law Enforcement Tax Passes which Goes Directly to Law 
Enforcement Agency 

Event Description: This event assumes that not only is a law enforcement tax passed but also that 

the net fiscal gain is realized by law enforcement agencies. 

Probability EyaluatiQn: The probability of occurrence of this event was thought to be very low. 

One individual felt that this could never happen within the specified ten year time period. During the 

group discussion, it was felt that the greatest obstacle to this occurrence would be the attitude of voters 

to tax increases. There was no concern expressed for the subvention of the "eannarked" public safety 

tax revenues. This was due, in part, to the belief that a tax would not pass, therefore, the allocation 

aspect is a moot issue. 

The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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Positive Impact: The positive impact on law enforcement was thought to be tremendous. 

Additional functions and services could be created and later evaluated for their level of success. This 

could also greatly reduce the necessity for continuing to 'increase the number of services for which a 

fee is charged. Because of this, increased positive community support could also result. Community 

policing philosophies could be intensified since they are thought to be labor-intensive plans. 

Generally, it was the belief of the group that there would be a positive outcome from an increase in law 

enforcement spending. However, it was also thought was that with this increase in allocations, a firm 

plan should be developed to ensure the most effective use of resources. 

Negative Impact: If the tax were passed, the negative impact appears to center on the feasibility of 

the resources being utilized exclusively for law enforcement functions. The question arose concerning 
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whether this the proper use of increased fiscal resources when many other county-wide services are • 

suffering. Since law enforcement has many different connotations, concerns were expressed that an 

increase in law enforcement resources would result in tougher enforcement only. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensus: There was a relatively high consensus with this event. It is the opinion 

of this group that if resources were used in an effective manner, it would have a positive impac~ on the 
community. 

Probability-Impact: On the basis of the weighted impact, if this event occurred it could have a 

definite positive impact. When compared to the other nine events, this event is thought to have a low 

level of importance. This importance evaluation of impact is primarily due to the low level of 
possibility of occurrence. 
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Event Eight: Voter Repeal Proposition 13 

Event Desctilltinn: This event assumes that the voters repeal Proposition 13 through the necessary 

process of popular vote. 

Proposition 13 
California voters passed Proposition 13 in June 1978. It rolled back property taxes to 1% of 
assessed levels in 1975, limited increases after a property is bought or constructed, and made 
Legislature responsible for dividing property taxes among local entities. A subsequent 
amendment required a two-thirds "supermajority" of voters to approve local taxes or bond 
issues for" iaI ses. If such as re airin roads or hirin lice. 

Probability Evaluation: The probability of this event occurring was ranked very low, since most 

panel members felt that this proposition will not be overturned. The main reason given for this was 

that this proposition assures people that they will not be "taxed" out of their homes. It was also 

discussed that a great majority of senior citizens live in residences covered by this exemption and they 

are also thought to represent a high percentage of the voting population. 

The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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Positiv"-'Irnpact: If this event occurred there would be greater county and city governmental 

revenues available for all agencies including public safety. This proposition is often blamed for all of 

California's economic woes. It was felt that with the elimination of this proposition some state 

revenue programs could be eliminated. The imposition of fees within the public safety sector is one 

small example of a method of compensating for this loss of revenue . 
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Negative Impact: There was no actual direct impact on the issue discussed by the group, • 

however, indirect impacts were discussed. These indirect impacts to the issue involved the potentially 
adverse overall economic impact of this event 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 
members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensus: There was a great amount of consistency in both the positive and 
negative impacts of this event. The group discussions were overwhelmingly in agreement in both the 
positive and negative aspects of this event 

Probability Impact: Although this event was thought to have a very positive impact, the weighted • 

impact rated this event the lowest level of all ten events in tenns of importance to the iss-ue. 
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Event Nine: Split Roll Adopted for Proposition 13 • Industrial Properties 
Excluded from Limits in Assessment Growth 

Event Description: This event assumes that only a portion of proposition 13 would be modified. 

Residential properties would continue to have the assessment growth protections and changes would 

. be made in the method of assessment of commercial properties. This modification of commercial 

property assessment would provide for fewer exemptions and increase the state's commercial property 

tax revenue. 

Probability Evaluation: When compared to the other nine events, this event was thought to have 

a high likelihood of occurrence. The group discussion included information that this subject is a 

current topic of consideration since there seems to be disparity between commercial assessment and 

residential assessments. One of the disparities discussed involyed the change of some of the corporate 

"owners" with no "sale" of the property. The probability of occurre.nce was based on this 

restructuring of commercial property exemptions, not the elimination of commercial property 

exemptions. 

The following illustration represents the highest, lowest and median rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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Positive Impact: The positive impact, simply, would be the increase in fiscal resources to 

governmental agencies . 
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Ne~ative Impact As with Event Eight, this has a limited amount of negative impacts. One 

negative impact involves the increased costs to businesses and the overall state economy. 

The following illustration depicts the mean values, on a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensu&: ,The discussion of this event produced a high consensus of opinions 

including the rationale for these opinions. 

Probability-Impact: After the evaluation of the weighted impact of this event. it increased 

significantly in level of importance. When compared to the other nine events, the importance of this 

event was ranked iil the lowest level, however, after the evaluation of the other factors it became 

ranked within the highest level of the importance group. 
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• Event Ten: Major Private Security Company Establishes in Santa Clara County and 
Solicits Cities for Law Enforcement Contracts 

Event Description: This event specifies that a major private security establishes in this area and 

actively solicits business from cities to perfonn a variety of law enforcement functions at a decreased 

cost 

Probability Evaluation: During the discussion of this event two major questions arose 

concerning other evaluation factors to be considered. The first consideration involved whether this 

event should be considered in conjunction with event two (State Law Gives Private Security Peace 

Officer Status) since both events considered together would greatly increase the probability of this 

event occurring. This was felt to be a "chicken and egg" situation since if ei,ther event occurred first 

the proba~ility of the other would increase. The group members were instructed to consider this event 

as separate and distinct from all other factors. The second question involved what factors should be 

used in detennining if the event occurred. It was felt that there would be a high likelihood of 

occurrence even if the was not a great deal of success by the security company. The group members 

• were instructed to consider only the likelihood of occurrence and not the level of success. This event 

ranked the highest of all ten events in terms of probability of occun'ence. 

• 

TIle following illustration represents the highest, lowest and m,edian rankings of probability of 

occurrence in the opinion of members of the group as related to the earliest time which the event can 

occur and the probability of occurrence for five and ten years in the future: 
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Positive Im12aC.ta: The positive impact would be that private companies would provide services for 

which law enforcement had no desire to offer. For example, private companies could respond to 

alarms, barking dogs, loud music, vacation residence checks and other minor services. These 

companies could then rely on law enforcement to intervene only if the situation warranted enforcement 

action. 

The positive impacts also involved the resulting competition between all service providers, 

which could lead to greater efficiency. 

Negative Impacts: The negative impacts could also include the increased competition between 

service agencies. As earlier discussed, competition could lead to a lack of communication. This lack 

of communication could result in impainnent of the common goal of public safety. 

The following illustration depicts the mean valu~s, all a scale from one to ten, in the opinion of 

members of the group of both the positive and negative impacts of the event: 
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Group Impact Consensus: There was a fair amount of consensus in both positive and negative 

impacts of this event. This consensus was possible only after establishment of the specific criteria to 

consider when evaluating the event. 

Probability-Impact: The weighted impact of this event compared to the original evaluation of 

importance of all ten events was the most dramatic possible. This event was originally felt by the 

group members to be the least important of all ten events; however, the weighted impact evaluation 

placed the event as the most important of all the events. 
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WEIGHTED IMPACT EVALUATION OF EVENTS 

Once the event data was tabulated and an appraisal of the events was conducted, a more 

accurate assessment of the importance of each event based on the weighted impact was determined. 

This was accomplished by viewing the weighted impact charts for each event and categorizing each 

event in terms of importance to the issue. This process allowed the factor of probability to be a 

component of judging importance of the event. The following ten eyents are listed in order of 

importance based on the weighted impact of each event: 

1. Major Private Security Company Establishes in Santa Clara County and Solicits 
Cities for Law Enforcement Contracts (10) 

2. Supreme Court Rules that Public Sector Fees for Service are Unconstitutional (4) 

3 . Split Roll Adopted for Proposition 13 - Industrial Properties Excluded from Limits 
in Assessment Growth (9) 

4. State Law Gives Private Security Personnel Peace Officer Status (2) 
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5. Sheriff Refuses to Assess Fees for Services (1) 

6. Competing Law Enforcement Agencies for "Like-Services" Results in the Sheriffs 
Office Absorbing Calls for Services (6) 

7. County Eliminates Law Enforcement Services with the Exception of Essential 
Emergency Services (5) 

8. Local Law Enforcement Tax Passes and Goes Directly to 
Law Enforcement Agency (7) 

9. County Bankruptcy (3) 

10. Voters Repeal Proposition 13 (8) 

Note: The number that appears after the event statement is the former position, in order of importance, the event held 
after the N.G.T. process. 

This aspect of event evaluation represents the final assessment of the importance of each event 

when compared to the events. 'A further evaluation of these events will be conducted only to determine 

the magnitude of each event when impacted by the other events. 

FORECASTING TRENDS 

The focus of the individuals in the group was returned to the ten trends that were thought to be 

the most descriptive for the issue as developed during the earlier process. The issue was again 

reiterated.as a reminder of the trend to issue relativity. Each of the ten selected trends was discussed 

individually to determine projected levels of each trend. 

Each trend was to be evaluatJed in terms of the estimated level of the' trend five years ago and 

also what level the trend would be in five years and ten years. Arbitrary values were established in 

order to show the level of increase or decrease projected. The arbitrary value of 100 was established 

for ease of determining the current level. Trend orientation was also established through discussion 

and consensus. Each trend was oriented by stating what an increase indicated (e.g., with the trend 

Economic Change it was decided that the higher the numerical value the more positive the economic 

indicators). 

The raw data for each trend was projected in graph form and reviewed by all members of the 

panel. A discussion of each trend was conducted and the opportunity to change individual rankings 

was offered. Although there often seemed to be a large range of opinions, each chart was determined 

to be representative of these opinions. Because the group had discussed each trend numerous times, 

the question of clarity of trends had not become an issue. 
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This data table depicts the maximum, median and minimum individual assessments concerning 

where the trend was thought to be five years ago and where the trend is projected to be five years in the 

future and ten years in the future. relative to the arbitrary value of 100 being assigned to the current 

level of the trend. 

Trend 

Statement 

Legal 
QWlcnges 

Economic 
Change 

Public Tolerance 
Paying Police Svs. 

E1edOi'ale Attitude 

Towacd Taxes 

Demographic Change 
Level of Diversity 

Level of Crime 
Crime Rate 

Public Perception 
(>fS~iel.Jl 

Level of Service Desired 
by Community 

Consolidation of 
Agencies 

Privatization 

Table 4 
Trend Evaluation 

(Highest Individual Value Assessment) 
(Median Individual Value Assessment) 
(Lowest Individual Value Assessment) 

Level of the Trend (tcxlay = 100) 

Five Years Today Five YeaN 
Ago (1994) From Now 

100 200 
35 100 200 
5 UO 

200 125 
103 100 95 
60 10 

200 no5 
100 100 78 
SO SO 

900 1000 
123 100 83 
80 40 
80 500 
73 100 300 
50 120 

110 800 
88 100 135 
60 105 ,- -200 200 

100 100 83 
60 10 

200 400 
115 100 110 
80 SO 
90 400 
63 100 183 
40 105 
95 250 
60 100 188 
50 125 .-

N = 8 (Number of Individuals Participating) 

TREND. SPECIFICATION AND DATA ANALYSIS 

Ten Years 
From Now 

400 
300 
100 
160 
110 
80 

110 
55 
20 

110 
68 
10 

1000 
500 
140 

300 
135 
100 

400 
70 
50 

500 
100 
20 

600 
250 
110 ..... 
400 
150 
150 

Each trend is analyzed independently based on the data and information gathered during the 

N.O.T. process. Often there existeCl a wide range of data projections when viewing each trend. The 

use of upper and lower mean deviation (quartiles) from the median value softens the possibility of a 
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single individual, or small group on the Delphi panel, from skewing the data. This process was used 

on !i!11 graphs in which there was a wide disparity of consensus on the issue. 

Past and Fut-iJre Tre'nd Level Estimates 
These graphs were constructed to show the elapsed time on the horizontal axis. The refenmce point 
"today" represents 1994, -S represents 1989, +S represents 1999 and +10 represents 2004. The verticle 
axis represents the level of change, with the arbitrary value of "100" assigned to "today" or 1994. The 
minimum and maximum designations represent the lowest and highest individual ranking for each data 

lQQ.jnt. Often these bold lines obliterate the specific individuals' opinion. ' 

Quartile 
If the data shows a large spread of individuals' opinion, the upper and lower quartile ranges are used. A 
. Quartile represents the midpoint between the median and the maximum or minimum range. 

Trend One: Legal Challenges 

Trend Descrip,tion: This trend presents the group's opinion of the level, in terms of numbers for 

both past and future. of legal challenges to the validity of imposing fees for services. This trend data is 

oriented to indicate that the higher the graph number level, the greatef the number of legal challenges 

are forecast. Since the projected data indicates an increase, it is felt that there will be more challenges 

to the payment of fees for services. 

I..eyel Evaluation: The group discussion of this trend focused on current concerns and legal 

questions related to the issue. It was expressed tha,t there have already been Constitutional issues 

raised with respect to First Amendment rights and freedom of speech. This issue was being raised in 

response to an organization having to pay for police protection when speaking out publicly on a 

controversial issue" There were also many concerns surrounding· the imposition of fees when the 

person requesting the service is not aware that fees are being assessed. The ability to regulate the 

imposition of fees was also thought to be of concern when only one service provider is available. As 

fees continue to grow within law enforcement agencies. the numbers of challenges are forecast to 

greatly increase: 

The group members felt during the evaluation that this trend would have a projected increa ;e, 

however, there is a varying range projected in the level of the increase, It was also the consensus t) tat 

there were many fewer challenges in the' past. 
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It is believed that the projected significant trend level increase in the number of legal challenges 

will be detrimental to the issue. 

Past and Future Trend Level Estimates 
Trend One - Legal Challenges 

400 
350 
300 
250 
200 

~~ 

,,
~-.. -150 

100----~=-~~--.------. 

50 
O~------+_----~~----~ 

-5 Today . +5 +10 

-----Maximum 

- ..... --Medinn 

- ..... --Minimum 

~ - - - - - - - Lower Quartile 

- - - - - Upper Quartile 

Trend Two: Economic Change 

Trend Description: This trend presents the group's opinion of the California economic level. both 

past and future, which is thought to affect the imposition of fees for services. This trend data is 

oriented to indicate that the higher the graph number level, the greater the positive economic outlook in 

California is forecast. Since the projected data indicates an increase, it is felt that there will be an 

improvement in California economic conditions. 

Level Evaluation: The group discussion of this trend focused on econornic factors that were 

thought to contribute to the increase in the numbers of fees imposed. Some of the contributing factors 

were thought to be Proposition 1;· and the State property tax shift, in an attempt to balance the State 

budget, away from county governments. The level of economic health was thought to be a large factor 

in public safety service fees. 

Th~ group members felt during the evaluation that this trend would have a projected increase, 

• however, there is a varying range projected in the level of the increase. 
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It is believed that the projected trend level increase in the California economy will have a 

positive effect on the issue. 

200 

150 

Past and Future Trend Level Estimates 
Trend Two - Economic Change 

100.-----~~~--~~------

50 

O+--------+------~r_------~ 

-5 Today +5 +10 

• Maximum 

• Median 

- ..... --Minimum 

Objective Historical Data and Median Projected Data 

The following illustration tracks the California unemployment rate34 from 1985 to the fIrst 

quarter in 1995 and then the projected from 1995 to 2004. The "X" indicates the date that the N.G.T. 

panel'provided forecast information concerning the projected level of economic change. In order to 

specify the unemployment rate in actual percentages and provide consistent graphic information for the 

trend forecast, the data developed by the panel has been adapted to indicate projected levels of change 

consistent with the unemployment percentages. Note that the unemployment data represents positive 

economic change at the lower percentage levels as opposed to the illustration above in which the 

higher number is a more positive economic indicator. 
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Year 

1985 - 1995 Objective Data for Unemployment Rate in Califomm 
1995 - 2004 Projected Data for Level of Economic Change (as projected, in 1994) 

X = 1994 level 
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Past and Future Trend Level Estimates 
Trend Five - Demographic ChangetLevel of Diversity 

• Maximum 

• Median 

• Minimum 

- - - - - - - - Lower Quartile 

- - - - - Upper Quartile 

Today +5 +10 

Objective Historical Data and Median Projected Data 

The following illustration represents the percentage of increase in t'NO separate ethnic groups in 

California from the 1980 and 1990 census infonnation35 and the projected rate increase from 1990 

llntil1994 and also from 1994 - 2005. The "todayli designator indicates the date that the N.O.T. panel 

provided forecast infonnation concerning the projected level of diversity and demographic change. In 

order to specify the change in actual percentages and provide consistent graphic infonnation for the 

trend forecast, the data developed by the panel has been adapted to indicate projected levels of change 

consistent with the objective ethnic percentages. 
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Trend Six: Level of Crim2/Crime Rate 

Trend Description: This ,trend presents the group's opinion of the level of the California crime rate 

both past and future. This trend data is oriented to indicate that the higher the graph number level, the 

higher the rate of crL.lle. The projected data mdicates an increase in five years then a stable level crime 

rate level for the next five years. 

Level Evaluation: The group discussion of this trend focused on current concerns for safety and 

the overwhelming fear of crime. Although the fear of crime is higher than the actual crime rates 

warrant, this fear will focus more attention on public safety. 

The group members generally felt that this focus on public safety will not have much of a 

positive impact on crime rates during the next five years, however, it was felt that it could demonstrate 

a positive impact in ten years. There were many factors considered in determining the projected level 

. of crime, some of which are the other listed trends. 

It is believed that the projected five year raise in the crime rate will be detrimental to the issue . 

Past and Future Trend Level Estimates 
Trend Six - Level of Crime/Crime Rate 

800 
700 
600 
500 
400 
300 
200 
100iB~--~--~~-~--~--~-~--~ 

o +-------~---------~--~--~ 
Today +5 +10 

-----Maximum 
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- - - - - - - - Lower Quartile 

- - - - - Upper Quartile 

Objective Historical Data and Median Projected Data: The following illustration tracks the 

California Crime Index36 iTom 1954 to the ..:)nd of calendar year 1993 (1994 is not available) and then 

the projected rate from 1994 to 2004. The "X" indicates the date that the N.O.T. panel provided 

forecast information concerning the projP;,;ted level of crime. In order to specify the crime rate in rates 

per 100,000 population and provide consistent graphic information for the trend forecast, the data 

developed by the panel has been adapted to indicated projected levels of change consistent with the 

C. C.l. index terms. 
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X = today's level 

• Trend Seven: Public Perception of Safety 

• 

Trend Description: This trend presents the group's opinion of the level of the public perception of 

safety both in the past and future. This trend data is oriented to indicate that the higher the graph 

number level, the greater the feeling of personal safety. Since the projected data i~dicates a slight 

decrease, it is felt that there will be greater fear of crime in the future. 

Level Evaluation: The group discussion of this trend focused on the level of personal fear of 

crime. It was felt that this fear is at an all time high f0~: a variety of reasons. There were many 

opinions of the justifiable nature of this fear. Somt'" felt that the fear should not exist since it is not 

consistent with crime data, and others felt that the random nature of crime and violence did justify the 

fear of victimization. 

It was felt by all panel members that since this fear does exist, it has a direct impact on public 

safety. There were many opinions of the negative or positive value of this trend. Individual members 

of the panel felt that this fear of crime negatively reflects upon the profession and others felt that there 

is no "blame" for crime fears. Other members felt that the opportunity is ripe for law enforcement 

personnel to gain support, both in perception and in fiscal terms, while this fear of crime is high. 

There was no consensus concerning the impact of the projected increase in the level of fear of 

crime. 
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Past and Future Trend Level Estimates 
Trend Seven - Public Perception of Safety 

• Maximum 

• Median 

• Minimum 

- - - - - - - - Lower Quartile 

- - - - - Upper Quartile 

Today +5 +10 

Trend Eight: Level of Police Services Desired by Community 

Trend Description: This trend presents the group's opinion of the level of police services that are 

desired by the community. The trend data is oriented to indicate that the higher the graph number 

• 

level, the greater the demand for service. One specific underlying assumption is that these desires for • 

increased services represents the belief that the services are entirely inadequate. 

Level Evaluation: The group's discussion of this trend indicated that, due to fiscal constraints, 

there will be decreases in the levels of services to the point that the community will feel a need for 

increases in services. 

The median data projected shows a negligible change in the level of services desired by the 

community. Although there was no consensus concerning the positive or negative implications of the 

direction of the trend, members felt that this negligible projected change would not be significant to the 

issue. 
Past and Future "frend Level Estimates 

Trend Eight - Level of Police Services Desired by Community 
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Trend Nine: Consolidation of Agencies 

Trend Description: This trend presents the group's opinion of the level of agency consolidation, in 

tenns of numbers, both past and present. This trend data is oriented to indicate that the higher the 

graph number level, the greater the number of agencies consolidating. Since the projected data 

indicates a signifi~ant increase, it is felt that there will be a higher number of consolidations. 

Level Evaluation: The group discussion of this trend focused on the potential impacts of 

consolidation. Consolidation was thought to be for the purpose of cost savings and for the purpose of 

efficiency within geographical areas. 

There was no consensus of whether this would have a positive or negative impact on law 

enforcement and the community. 
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Past and Future Trend Level Estimates 
Trend Nine - Consolidation of Agencies 
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Today +5 +10 

Trend Ten: Privatization 

Trend Description: This trend presents the group's opinion of the level of police functions that are 

perfonned by private agencies. This trend data is oriented to indicate that the higher the graph number 

level, the greater the number of police functions performed by private entities. Since the projected. data 

indicates a significant trend increase in fiv~ years and then a slight decrease in the next five years, that 

there will be more police services performed by private entities in the future. 

Level Evaluation: The group discussion of this trend focused on the level of private entities 

, perfonning police functions. One of the main topics of discussion was that this level of private 

services is directly related to overall economic conditions. This helps explain the drop from the five 

year level to the ten year level when compared to the trend involving the level of projected economic 

change. 
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Although the projected data numbers were somewhat consistent, there was no agreement on the 
positive or negative value of this event on the issue. 
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TREND ANALYSIS 

Past and Future Trend Level Estimates 
Trend Ten - Privatization 

Today +5 +10 

• Maximum 

• Median 

• Minimum 

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

Mter completion of an evaluation the individual trends based on the data provided by the panel 

• 

members, a further refinement of the consideration that should be given to each trend, related both to • 
the events and to the issue, was conducted. 

Since the trend direction was analyzed by the group, the implications of the trend became more 

clear. On the basis of the projected direction of the trend, the following implications, as related to the 
issue, were extrapolated: 

Trend 

Negative Impact: 

Legal Challenges 

Public Tolerance for 
Paying for Police Services 

Electorate Attitude Toward Taxes 

Level of Crime/Crime Rate 
Uncertain Impact: 

Public Perception of Safety 

Consolidation of Agencies 

Privatization 

Positive Impact: 

Economic Change 

Neutral Impact: 

Demographic Change/Diversity 

Police Service Desired 
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Projected Panel Direction of Trend 

Projected Significant Increase 

Projected Decrease 

Projected Decrease 

Projected Increase to Stabilization 

Projected Decrease 

Projected Significant Increase 

Projected Increase to Slight Decrease 

Projected Slight Decrease to Increase 

Projected Tremendous Increase 

Negligible Increase 
• 
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Mter the analysis of the trends it becomes apparent that more attention must be given the trends 

thought to have negative implications and those whose implications are known. Consideration must 

continue for the other trends, however, they should remain secondary to those identified as "negative" 

or "unknown." 

EVENT CROSS IMPACT ANALYSIS 

Cross Impact Analysis 
The estimation of how the occurrence of each event in the set might affect ("impact") the probability of 
occurrence of every other event in the set as well as the nominal forecast of each of the trends. (Method 
of Computation - For each event on the left, estimate the change (Ll = +%, -% or 0] assuming the 

. event above has "happened." Then multiply the probability times the change as shown, total the 
changes to ~et the final probabiiity. 

A cross impact analysis was conducted using the ten selected events under consideration with 

the graphic depiction of the trends and their projected direction. During this process each event is 

analyzed as it has an impact with each of the other nine events. When the fIrst event is impacted with 

the second event a new probability is developed, that probability is then used when judging the impact 

with the third event, etc. This process is interpolated to also take into consideration the probability of 

each other event that is applied to the fIrst event. As a result of this process, a true account is made of 

the events as they relate to each other. Often, an event that on the surface had a great amount of 

importance, became less important to the issue when it was impactoo with other potential events. 

During the N.O.T., volunteers had been solicited to assist in the process of this cross impact 

analysis. A meeting was scheduled and a discussion of the impact of one event on another was 

conducted. They were instructed to determine, in their opinions, whether there would be a positive 

impact or a negative impact when one event was factored with the other. A graphic of each trend was 

also provided in order to utilize that projected infonnation when making their decision of the impact of 

the events. 

Once this infonnation was compiled, it was entered into the computer program for the cross 

impact calculations and the reP,dlting fInal probabilities were used during the generation of the 

scenarios. 

It was noteworthy that no matter how negative the event, on its face, there were some positive 

impacts of the negative events. Of the ten events, three probabilities were decreased and seven 

probabilities were increased. This is a result of assessing the impact of each event when applied to the 

other events (cross impact) in order to detennine the impacted fInal probability of each event. 

The most dramatic change was in Event Five (County Eliminates. Law Enforcement SeIVices 

with the Exception of Essential Emergency Services) which went from the projected thirty percent 

probability to a ninety-fIve percent fmal probability. It was not originally felt that this event would be 
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critical to the issue, however, when applying other events,b it became apparent that this could be 

"forced" to occur out of necessity if some of the other events happened. 

The following chart represents the probability as detennined by the N.G.T. panel and the 

resulting final probability calculated after the introduction of the cross impact data: 

Cross 

Event! • SberifIRefuses 10 Assess F ... for Seniees 
Event 2 - Stale Law Gives Private Seaui!y Peace Officer SI.tlUS 
Eva113 - County Bl!ilbuplo:y 
Eva1l4 - Suprema Coun Rnl .. !hot PUblic Sector Fees for Service an: Unlowfll 
EventS - Co. Elimiwu .. L.E.Se:viccs willi Exception ofEs.lentiai Emerg. 3.s. 

SCENARIOS 

Scenario (or "future history") 

Chart 
1'1 .. 1 

Ev.nlS • Competlng LE. Agandes RGSUk In SlO A~lllIng calls lor $vs. 
Evonl 7 • local L.E. Tax Pa ...... ~Ich Goes Olrocl1Ylo Lmw enlorcamom Agency 
Evanl 8 • ValelS Repeal Proposition 13 

Evonl9· Spih Role lor Plop.13 • InduslrtM PropenJes ExckldGd from Exemptlan 
Evanll0 ·Major Pdva18 Soeudty Co. In S.C.CO •• Soldls CI.ffS lor LE. ConiraCI' 

An apparently non-fictional narrative, typically written as if by a historian looking back over the 
forecasted events and trends as if they had actually occurred. This is intended to clarify the causes and 
consequences of major developments and thereby facilitate the identification and evaluation of relevant 
policies or actions by the user. In this case, the scenarios are based on a randomly ordered selection of 
the events developed using the final probability as a factor in the development. Projected directional 
trends are also factored into the develo ment of the scenario of events. 

Random Scenarios Generation 
Using the cross-impact [mal data, a computerized random development of ordered events is generated in 
accordance with the estimated probability in order to delineate a distinct, plausible and internally 
consistent future. 
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Scenario Generation 

More thr<l1 100 different scenarios were generated during three separate computer iterations 

using the "Sigma" computer program .. These scenarios were generated using a random number 

generator ("Monte 'Carlo System"). Three separate random numbers were utilized to begin the 

computer program. The time frame was set in the program for the period 1995 to 20C5. The final 

probabilities, after the cross impact analysis, were llsed. in the computer generation of th~se scenarios. 

Initially, only two separate computer batches of scenarios were conducted. A third group of 

scenarios was initiated when it was realized that Event Three (County Bankruptcy) and Event Eight 

(Voters Repeal Proposition 13) had never "occurred" in any scenario. In the third run, Event Three 

happened only once, and in thi3 scenario only nine of the possible ten scenarios were depicted in the 

computer run. Also in the third run, Event Three happened only once, and in this scenario the order of 

events was not possible (Le .• after the repeal of Proposition 13, a split roll is developed for 

Proposition 13). After the final calculations in the Cross Impact Matrix the probability of Event Three 

or Event Eight happening was four percent and sixteen percent, respectively. A reexamination of these 

event probability evaluation forms from the N.O.T. found that the panelists felt that the probability of 

these events happening in ten years was negligible. It. was important that the scenarios not show 

invalid results, therefore these events were omitted from inclusion in the scenarios. In the interest of 

• validity, it was felt that creating events until one low probability event occurred would constitute 

• 

contrived. statistical data. 

When an analysis of the scenarios was conducted, they were broken down into three 

"families". These "families" were composed of scenarios having common impact implications, as 

follows: 

Extrapolative Future 

Pessimistic Future 

Scenarios in which the events that occurred appeared to be a continuation of the past 
and the anticipated extension mto the future. 

Scenarios in which mostly negative events occurred, leading to a more negative 
future impact. 

Optimistic Future Scenarios in which mostly positive t;vents occurred, leading to a more positive future 
impact. 

When categorizing these scenarios, it was found that there were many more with potential 

negative future impact;.: than positive future impacts -- a ratio of approximately one to fIfteen. Because 

of this~ the selection of the Cid6icd events to use in the positive scenario was much more difficult than 

the selection of the others. 

Scenario Setting 

Santa Clara County, also referred to as "Silicon Valley", is located at the southern end of the 

San Francisco Bay Area region and has 1,312 square miles of land. Santa Clara County has the 

largest population of the nine Bay Area counties and is the fourth largest county in the State of 
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California. With a 1994 population of 1,587,768, one quarter of all Bay Area residents live in Santa 

Clara County. 

Santa Clara County is one of three counties in the Bay Area among the nation's top 20, in 

terms of households earning more than $75,000 per year. The county's median family income is 

$63,911. The county's median home value is $325,544, which is more than $100,000 more than the 

statewide average. 'The City of San Jose ranks highest in the nation in rental costs with a median rent 

of $755 per month. 

During the decade of the 1980's, the State of California, along with Santa Clara County, 

experienced an unprecedented period of economic growth. Beginnmg in the late 1980's, an economic 

decline became apparent. The short-term prognosis for the valley's economy is flat with a long-term 

positive projection for the future. The 1990 census revealed that the City of San Jose has more 

residents employed in manufacturing than any other city in the nation. Most economists feel the 

region's long-term economic health is promising, primarily because of its high-tech research and 

development capacity and geographical proximity to emerging Pacific FUm economies. 

Located in the County of Santa Clara are sixteen cities and towns with eleven separate city 

police agencies. The City of San Jose, with a population of 801,296, is the largest city in the county 

and the tenth largest city in the nation. Approximately twenty-one percent of ilie county's population is 

of Hispanic decent, and approximateiy eighteen percent is of Asian decent. Data from the 1990 census 

shows an immigrant population (not including U.S. born children of immigrants) to be 370,695. 

Within the City of San Jose, technically speaking, each resident is a member of a minority group. The 

Hispanic and Asian populations have grown considerably, and continue to grow, while the White, 

non-Hispanic, population accounts for 49.6% of the City. 

Among California counties having a population greater than 500,000, Santa Clara County's 

crime rate is the lowest, and is less than half the statewide rate. San Jose remains the third safest city 

in the nation among those having a population of over 500,000. The only other big cities with lower 

violent crime rates are Austin, Texas (population 502,000) and greater Honolulu (population 

875,500), according to F.B.I, statistics. Nonetheless as is true in the rest of the nation, a recent poll 

found that county residents felt that crime is the most pressin g problem in the county. 37 

• 

• 

The Sheriffs Office in Santa Clara County boasts a staff of 671 sworn personnel. Unlike 

most counties in the nation, the jail system in Santa Clara County is separate from the Sheriffs Office. 

The split of the jail system from the Shedffs Office occurred approximately six years ago. Because of 

this, approximately 120 of the Sheriffs swom staff remain assigned to the County Department of 

Correction and will remain there until such time as vacancies occur in the Sheriffs Office. This 

situation has caused some interesting d.ynamics within the Sheriffs Office, one of which is the forty

three year average age of sworn personnel. W~en additional personnel are needed in the Sheriff's 

Office they are simply transferred from the Department of Correction. This remains the sole reason • 

that the Sheriff s Office has not hired any deputies in over eight years. 
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The Sheriffs Office is responsible for Court Security, Civil Law Enforcement functions and 

regular law enforcement functions within the unincorporated areas of the County. The Sheriff also 

provides law enforcement on a contract basis. Current contracts i.nclude four cities, the County Parks 

and the County's Transportation Agency. The Sheriff, an elected official who serves four year terms, 

is the chief law enforcement officer in the county. 

I~ue Projection 

The assumption in these scenarios is that the direction and acceleration of the incidence of fee

for-service continues at the present rate. The prevalence of law enforcement agencies generating 

revenue through the imposition of fees continues to accelerate. As time passes, the fees imposed 

increase at an exponential rate. Legislation each year continues to approve additional mechanisms for 

the imposition of fees as a statewide premise for the funding of public safety agencies. Most of the 

encounters between polic-e and their "customers", both voluntary and involuntary, result in the 

assessment of a fee. These fees are used to generate revenue into the particular police agency and are 

c~Jculated to cover the salary with benefits and overhead costs for the period of time necessary during 

the contact with the public. 

Billable Hours 
The employees' time plus overhead costs calcuiuted at an homly rate which is assessed as a fee to the 
service user conce t similar to the billing procedure uS,!:;:.::d:.:;b:.l...::a:.:::.tto:;::m:.:::.e::.L.:;.sl:..' _________ ....1 

Although police administrators continue to monitor their units' statistical accomplishments, a 

new emphasis has been placed on individual officer's billable hours. The officers have also become 

aware of the administrative concern and the recognition they receive for achieving a high percentage of 

costs billable to the public. Entire police agencies have recognized that their continued acceptable 

funding levels are dependent on the reimburseme7't for costs. Since these service fees have been in 

existence for the entire careers of many of the patrol officers, they remain mostly unquestioned and 

invisible. It is felt by those in the agency that the fee structures have a rational basis for assessment. 

In most police contacts with the public, there has been some type of negligence or poor judgment on 

the part of the public. 

The billable hour concept was not determined to be an effective tool in the assessment of officer 

prod.uctivity because the rate of payment varied. A new productivity stand.ard was initiated that 

focused on actual revenue generated. This "effective time management" standard combined the 

numbers of hours billed with the rate of payment. This tool of measuring productivity resulted in a 

more accurate assessment in achieving the goal of generating subsistence revenue. It was discovered 

that the rate of collection of fees mirrored those found in the rate of collection of fines. A study in 

New York38 found that forty-seven percent of all fmed offendeIs pay in full without any enforcement 

activity. An additional twenty percent eventually comply after receiving mailed notifications and arrest 

warrants, and only a third of fined offenders default. 
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Law enforcement officers, forever innovative, discovered methods for achieving higher 
levels of success in the assessment of their individual effective time management statistics. The 
selection of a "beat" became of paramount concern when it was discovered that a higher payment 
rate was directly proportionate to the level of income of those assessed. 

It was also discovered that there is a higher collection rate for felonies than for 
misdemeanors and felony fees account for a greater proportion of the revenue than do 

misdemeanor fees.36 The method of enforcement became impacted by an increasing focus on the 
generation of revenue. 

Selected Scenarios 
The choice of the three occurrences that were used in the scenarios served to demonstrate 

separate potential outcomes relative to the issue of funding. The first scenario is a continuation of 
the current direction extrapolated for the future; the second scenario is a negative outlook for the 
future; and the third scenario is an optim,stic outlook for the future. 

Scenario One - Extrapolative Future 

Events Which "Occur": 

August 1996 Event Six 

July 1999 Event Five 

APlil2001 Event Four 

July 2002 Event Ten 

October 2003 Event Two 

January 2004 Event Nine 

Events Which Do Not "Occur": 

Event One 
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Competing Law Enforcement Agencies for 
"Like-Services" Results in the Sheriffs 
Office ALsorbing Calls for Services 

County Eliminates Law Enforcement 
Services with the Exception of Essential 
Emergency Service 

Supreme Court Rules that Public Sector Fees 
for Services are Unconstitutional 

Major Private Security Company Establishes 
in Santa Qara County and Solicits Cities for 
Law Enforcement Contracts 

State Law Grants Private Security Personnel . 
Peace Officer Status 

Split Roll Adopted for Proposition 13 -
Industrial Properties Excluded from Limits in 
Assessment Growth 

Sheriff Refuses to Assess Fees for Services 

• 

• 
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Event Three County Bankruptcy 

Trend Two· 
Economic Change (projected in 
1994 by the panel to decrease in 
five years and show an increase 
from today's level in ten years) 
Trend Four· 
Electorate Attitude Toward Taxes 
(projected in 1994 by the panel 
to decrease in five years and 
again decrease in the next five 
years) 

DID NOT OCCUR 
Event Seven 
Local Law Enforcement tax 
Passes and Goes Directly to Law 
Enforcement Agency. 

Trend Six· 
Level of Crime/Crime Rate 
(projected in 1994 by the panel 
to substantaIly increase in five 
years and to remain stable in the 
next five years) 

Sub·Issue One • 
How will monetary 
considerations impact service in 
the public's decision to request a 
response from a law enforcement 
agency? 

Event Seven 

Event Eight 

Local Law Enforcement Tax Passes and 
Goes Directly to Law Enforcemet Agency 

Voters Repeal Proposition 13 

A small police agency within the County of Santa 
Clara continued to be very aggressive in the imposition of 
fees since the overall economy had been recovering very 
slowly. The city was faced with having to explore 
alternative revenue sources in all areas within the 
governmental entity. Many different revenue options were 
implemented with varing levels of success. One readily 
identifiable failure was the imposition of a utility tax. some 
of which was "earmarked" for public safety, whic:h resulted 
in the overturn of the tax and the recall of city council 
members who voted for the tax. 

The law enforcement fee-for-service model was 
successful, particularly when emergency services were 
requested. Law enforcement and city officials believed that 
there had been a reduction in all crimes, and in particular 
property crimes. In actuality, since there was a high level of 
community awareness of the high cost of requesting police 
services, many incidents went unreported. 

Because there was not a great level of success in the 
cities' already overloaded revenue structure, alternative cost 
saving measures were explored. 

August 1996 During the exploration of cost saving measures, the 

Event Six • August 1996 
Competing Law Enforcement 
Agencies for "Like-Services" 
Results in the Sheriff's Office 
Absorbing Calls for Services. 

Trend Nine· 
Consolidation of Agencies 
(projected in 1994 by the panel 
to drastically increase within 
the next five and ten years) 

issue of contract services substituting for the high cost of 
city employee payrolls proved fruitful. The city was able to 
contract their law epforcement functions to the Sheriff's 
Office and save approximately one-half of their prior 
budgeted costs. 

This drastic cost reduction (which under "normal" 
circumstances usually equates to a 1/3 cost savings) was due 
to several factors from within both the Sheriff's Office and 
the police department. First, the city had reduced the levels 
of police services "'Rch budget year, beginning in 1990, 
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Sub·Issue Two • 
What will be the relationship 
between this police agency t 
other police agencies and private 
security agencies be as a result of 
competition generated by 
imposed fee structures for 
services? 

because of the economic recession. This allowed the 
Sheriff's Office to substantially decrease the numbers of 
deputies necessary to provide the services. This was, in part, 
due to the number of deputies who were already assigned to 
the unincorporated areas surrounding the city. Secondly, the 
Sheriff's Office was also having fiscal difficulties. TIle 

addition of another service contract would further lower their 
projected overhead costs and each subsequent contract 
would provide geographical continuity and, ultimately, 
lower costs. Because of the desirable nature of contracts and 
the overall goal of being the only county law enforcement 
agency, the contract was intentionally underestimated in 
tenns of actual costs. 

The tenns of the contract were accepted by the city 
and the Sheriff's Office began providing law enforcement 
services to the city. Pursuant to the tenns of the contract it 
was necessary for the county to continue to assess service 
fees to be returned as city revenue. Many individuals in the 
community and from within the law enforcement network 
objected to the perceived imperialistic tactics displayed 
during the contract negotiations by the Sheriff's Office. 

As the economy continued a slow descent, the 
Sheriff's Office was faced with drastically curtailing the 
services provided county-wide. This necessity had a 
"snowball" effect since fewer services resulted in a lower 
level of revenue generation. 

Because of the overall budget constr~nts within the 
Sheriff's Office, a review of service levels was conducted in 
order to decrease costs by reducing staffing. An 
administrative decision was made to decrease staffing in all 
areas of the agency. Many non-essential functions were 
discontinued entirely. For example, all deputies assigned to 
the community relations division were reassigned to the 
patrol division which, in turn, required that the less senior 
deputies be "laid-off." 

The patrol division was also reduced in staffing 
levels and increased in the areas of assigned geographical 
responsibility. 

Although there was no official pronouncement of the 
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July 1!l99 

Event Five • July 1999 
County Eliminates Law 
Enforcement Services with the 
Exception of Essential 
Emergency Services. 

Trend Three • 
Level of Public Tolerance for 
Paying for Police Service 
(projected in 1994 by the panel 
to decrease within the next five 
and ten years) 

Sub·Issue Three • 
How will an indemnification 
model for police services have 
an impact on public opiniof'\? 

Trend One· 
Legal Challenges (projected in 
1994 by the panel to drastically 
increase within the next five and 
ten years) 

April 2001 

Event Four • April 2001 
Supreme Court Rules that Public 
Sector Fees For Service are 
Unconstitutional. 

reduction of services, it became apparent that there was not 
enough staffing to respond to all of the calls for service. 
With the prioritizing of calls for service, the level of staff'mg 
dictated that only essential emerg~ncy services would be 
handled. 

Despite the lack of public announcement of curtailed 
services, there was an" obvious public concern for the lack of 
service. It became necessary foJ:' the Sheriff to declare his 
intention to handle only emergency services. This cau~ed 
outrage by the public since they felt that they were not only 
paying taxes for public safety, but they were again paying 
fees for any services they requested. It was the opinion of 
the public that the system of police protection was outdated 
and ineffective, in part, due to the agressive generation of 
revenue. There was also a fear by the public that, even if 
they did not request police service, if they encountered the 
police they would be assessed a fee for the duration of the 
contact There was an increased public perception that many 
of the police activities were focused on money. Contact 
with law enforcement officers was avoided at any "cost". 

The momentum of public opinion and outrage began 
a movement of protests which served to increase the scope 
and number of legal challenges to the issue of service 
indemnification. 

Some of the service fee legal challenges which had 
been initiated in 1995 finally reached the U.S. Supreme 
Court after exhaustive appeals. The ruling from the 
Supreme Court abolished the service indemnification model 
based on the disparity of service levels for individuals within 
the community. Several factors aided in the court's 
decision, including Constitutional violations of the The Bill 
of Rights. The First Amendment to the Constitution was 
cited, which provided the right that "Congress shall make no 
law respecting an establishment of religion, or prohibiting 
the free exercise thereof; or abridging the freedom of speech, 
or of the press; or the right of the people peaceable to 
assemble and to ... " The Fourteenth Amendment to the 
Constitution was also cited which provided " ... nor shall 
the State deprive any person of life, liberty, or property, 
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Trend Five -
Demographic Change/Level of 
Diversity (projected in 1994 by 
the panel to drastically increase 
within the nex.t five and ten 
years) 

Trend Seven • 
Public Perception of Safety 
(projected in 1994 by the panel 
to decrease (public will feel less 
safe) within five years and ten 
years) 

without due process of law; nor deny to any person within 
its jurisdicton the equal protection of the laws." The "life, 
liberty, or property" provision was felt to be the three 
fundamental principles which underlie government and for 
which government exists. The interpretation of "the equal 
protection of the laws" was to ensure "equality" as between 
races, citizens and the rich and poor. 

The violation of these constitutional rights was 
particularly apparent in the lower income areas which had a 
disparate impact on ethnic groups. 

This Supreme Court ruling caused a further reduction 
in service levels due to the lack of revenue. Because of this, 
the public became increasingly concerned for their personal 
safety and many communities sought extra protection 
through the use of private security. It is unfortunate that this 
furthered the disparate treatment of ethnic groups and the 
lower income communities which the Supreme Court had 
sought to remedy because of the unequal treatment 

As in the early 1990s, the fear of crirne and violence 
again became of grave concern because of the decreasing 
level of police services. These fears fostered the necessity to 
seek alternative methods of protection. The rate of handgun 
purchases skyrocketed and most households contained at 
least one gun. 

Since the Supreme Court addressed only 
governmental agencies in the assessment of fees under the 
tenus of equal protection, private security agencies were not 
precluded from charging service fees. Although some 
members of the public objected on the basis of unequal 
protection, security was a private entity and had no 
obligation to provide services other than those contracted. 

The industry of private security began increasing at a 
substantial rate. Investments in publicly held companies . 
were realizing huge profits. The security industry 
experienced unprecedented increases and out-perfonned all 
other past growth industries. 

The San Francisco Bay Area was a prime location for 
the success of private security. The relative economic 

• 

• 

stability coupled with the high income and high cost of • 
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living, provided a positive atmosphere for small business 
entities. 

July 

Event Ten • July 2002 
Major Private Security Company 
Establishes in Santa Clara 
County and Solicits Cities for 
Law Enforcement Contracts. 

2002 A major private security company established itself in 

Trend Ten· 
Privatization (projected in 1994 
by the panel to show a marked 
increase in five years and then 
decrease in ten years) 

October 2003 

Event Two • October 2003 
State Law Grants Private 
Security Personnel Peace Officer 
Status. 

the county and became aggressively involved in the 
solicitation of business from cities. '?{hen the cities viewed 
the level of service in comparison to the cost, the private 
security company was found to be very cost effective. 

Private security hourly rates were less than half of 
those charged by law enforcement agencies. Even though it 
was sometimes necessary to use the services of a sworn 
peace officer, the cost savings were substantial. Since the 
quality of training provided to security personnel was of 
high quality, it was rare that the services of a sworn officer 
was necessary. It was found that even though security 
personnel were not able to violate traffic laws when 
responding to emergency situations, their response times 
were faster thl';.1 the sworn officers. This was not 
necessarily the situation early .in the utilization of private 
security, but as the numbers of private security increased, 
the number of sworn personnel decreased. This caused 
response times between peace officers and private security to 
be of comparable duration. The equipment carried by private 
security was the same type as for sworn officers but higher 
quality equipment was utilized by security personnel. The 
only time it became necessary to enlist the services of a 
sworn officer was when the powers of arrest granted to a 
citizen did not adequately cover the situation. 

Communities embraced the services provided by 
private security providers. These companies were not only 
cost effective but were also more responsive to community 
needs and safety concerns. 

The "big business" of th~ security companies and the 
community support of private security was apparent to 
lawmakers. The attempt by private security companies to 
obtain, through legislative efforts, the expansion of the legal 
status of private security personnel was successful. Private 
security personnel were granted full peace officer powers. 
This allowed the exclusive use of private security by both 
communities and cities. This law began the slow demise of 
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Trend Two· 
Economic Change (projected in 
1994 by the panel to increase in 
ten (2004) years) This is a 
repeat of this scenario of this 
trend since its relevance to the 
year 2004 is important. 

January 

Event Nine • January 
2004 
Split Roll Adopted for 
Proposition 13 - Industrial 
Properties Excluded from Limits 
in Assessment Growth. 

public safety agencies since they had proved to be so costly. 
As the economy became stronger, it was felt that the 

system developed out of necessity during the economic 
recession in the early 1990's was far superior to the former 
systems of public safety. The public began to perceive a 
renewed sense of safety. 

During the recessionary time in the early 1990's, 
many proposals were made to alter the terms of Proposition 
13, but all were unsuccessful. In 2004. twenty-six years 
after the passage of Proposition 13, a high percentage of 
individuals were no longer exempt from the specified 
assessment protections. Businesses, however, continued to 
reap the benefits of the assessment exemptions since 
business leaders were able to be changed without the 

2004 property being considered "sold"'. A successful ballot 
measure was initiated which split the roll for assessment 
exemptions from residential and commercial property. 

This caused more revenue to be added to the 
county's funds. Because of the· satisfacton of the public 
safety system, these increased revenues could be used to 
enhance county services other than law enforcement 

The "new" system of public safety being provided by 
private concerns became entrenched in government and was 
expected to continue for many years. 

April 2004 

ScenariQ Two - Pessimistic Future 

Events Which "Occur": 

November 1995 

December 1996 

April 1998 

February 2000 

October 2000 

Event Nine 

Event Six 

Event One 

Event Four 

Event Five 
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Split Roll Adopted for Proposition 13 -
Industrial Properties Excluded from Limits 
in Assessment Growth 

Competing Law Enforcement Agencies for 
"Like-Services" Results in the Sheriff's 
Office Absorbing Calls for Services 

Sheriff Refuses to Assess Fees for Services 

Supreme Court Rules that Public Sector Fees 
For Service are Unconsitiutional 

County Eliminates Law Enforcement 

• 
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January 2001 Event Ten 

November 2003 Event Two 

Sexvices with the Exception of Essential 
Emergency Services 

Major Private Security Compan)' Establishes 
in Santa Clara County and Solicits Cities for 
Law EIiforcement Contracts 

State Law Grants Private Security Personnel 
Peace Officer Status 

Events Which Do Not "Occur": 

Trend Two 
Economic Change (projected in 
1994 by the panel to decrease 
in five years and increase at a 
higher level than today's level 
in ten years) 

Event 'Three 

Event Seven 

Event Eight 

County Bankruptcy 

Local Law Enforcement Tax Passes 
and Goes Directly to Law 
Enforcement Agency 

Voters Repeal Proposition 13 . 

Mter 1990, when the recession in California began, 
there was a prognosis for a steady but gradual.economic 
improvement. The sluggish economy did improve as 
projected, but at a much slower rate. On JanuarY 17, 1994 

the Northridge Earthquake struck southern California. The 
impact on the economy was visible as it had been in San 
Francisco after the 1989 earthquake and in South Florida 

after Hurricane Andrew in 1992,39 

Attempts to modify the terms of Proposition 13 
continued to be discussed. Suggestions of industrial and/or 
commercial property assessement modifications inevitably 
became a factor in each propos;?)J. TIle option of returning all 
property to a valid market value assessment was an 
unrealistic proposal since the opposition was too great. The 
option of removing all commercial property from under the 

November 1995 
protection of Proposition 13 was a more realistic effort.40 

This caused a great deal of opposition from individuals who 
claimed the state was already hostile toward business. Event Nine - November 1995 

Split Roll Adopted for Proposition 13 
- Industrial Properties Excluded from 
Limits in Assessment Growth. 

With a considerable emphasis on property tax 
reform, a beginning step was taken to correct any inequities 
perceived by others. A split roll for Propositon 13 was 
approved which resulted in a small amount of additional 
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DID NOT OCCUR 
Event Seven 
Local Law Enforcement tax Passes 
and Goes Directly to Law 
Enforcement Agency. 
Trend Four -
Electorate Attitude Toward Taxes 
(projected in 1994 by the panel to 
decrease in five years and again . 
decrease in the next five years) 

Trend Seven -
Public Perception of Safety 
(projected in 1994 by the panel to 
decrease (public will feel less safe) 
within five years and ten years) 

December 1996 

Event Six - December 1996 
Competing Law Enforcement 
Agencies for "Like-Services" Results 
in the Sheriffs Office Absorbing Call 
for Services. 

Sub-Issue Two - What will be the 
relationship between this police 
agency, other police agencies and 
private security agencies be as a 
result of competition generated by 
imposed fee structures for services? 

L_ 

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

revenue. The modification of the tax assessment structure 
involved a '(.trade-off' between pro-business tax breaks and a 
more rational system for assessing commercial property. 

This approved modification generated additional 
property tax revenue, however, the offsetting tax breaks 
only produced a small amount of revenue increase. This 
modification was not the panacea for increasing county 
revenue as had been anticipated. 

A small city in the county had been fl.oundering 
economically during these recessionary times. All the city's 
attempts to substantially augment revenue through the use of 
additional fees had failed. A local law enforcement tax was 
proposed. This tax, among all other city tax proposals, 
failed to secure the required vote. There continued to be 
considerable resentment from city residents about the 
numbers and amounts of fees charged by all departments 
within city government. 

There was a particular increase in the numbers of 
fees being assessed by their public safety agencies, since this 
type of fee proved less objectionable than those charged by 
other city departments. There was also a higher payment 
rate on fees for public safety services. Since the fear of 
crime was of grave concern statewide, residents did not want 
to risk any potential sanctions for failing to pay public safety 
fees. 

As economic difficulties within the city became more 
apparent, drastic cost cutting measures were explored. In 
order to meet the fiscal budget target it was necessary to 
make the cuts at the mid-point of the fiscal year. 

As one cost cutting measure, the city decided to 
handle their law enforcement services by contracting with the 
Sheriff's Office, thus totally eliminating the city police 
department This contract resulted in a yearly net savings of 
one-third of their prior fiscal year allocation for police 
services. 

Within the Sheriff's Office, it was the long-range 
plan to absorb smaller police agencies as "contract cities." 
The contract plan developed by the city was actually 
accomplished with a considerable amount of urging by 
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Trend Six· 
Level of Crime/Crime Rate 
(projected in 1994 by the panel to 
subs tan tally increase in five years 
and to remain stable in the next five 
years) Although this trend direction 
is inconsistent with the scenario, 
the panel did not have benefit of 
considering this potential event 
impact. 

Trend Three • 
Level of Public Tolerance for Paying 
for Police Services (projected in 
1994 by the panel to decrease within 
the next five and ten years) 

Sheriff's Office personnel. This did cause resentment 
among other police agencies in the county. Each agency 
realized they were in direct competition with the Sheriff's; 
Office in order to remain a solvent entity within their 
particular cities. 

Public safety agencies throughout the state continued 
to focus on the generation of revenue. Agencies had not 
been consistent in their application of fees. There was a 
great amount of public confusion concerning the issue of fee 
assessment. To add to this confusion, police agencies had 
no clear rationale established when developing ordinances to 
allow fee collection. 

One city in California began charging fees for every 
police response. "Bills" were even sent to burglary victims 
for the time period the officer used in taking the report The 
rate charged by the Sheriff's Office included the officer's 
salary, benefit costs and administrative overhead costs. This 
hourly rate was calculated to be seventy dollars per hour per 
officer. Many victims discontinued contacting the police 
because of the high costs 01 the police service. TIus resulted 
in the false appearance that the crime rate had decreased. 
There was overall discontent and resentment among citizens 
toward public safety agencies in general. 

One of the main issues raised by the public involved 
the premise of paying taxes for city and county services. 
The public felt that they were paying twice for any type of 
emergency service. At a recent Board of Supervisors' 
meeting a prominent citizen stated "I have paid taxes all my 
life and if I ever call the police, I hope they will give me all 
the help I need. I pay my taxes like I pay an insurance 
premium, I hope I never need it but if I do it ha4 better be 
there for me." 

One particular incident occurred which graphically 
illustrated the issue of charging for services. Unfortunately, 
much of the criticism was leveled clli-ectly at police agencies. 

In March of 1998 an elderly woman, diagnosed to be 

in early stages of Alzheimers disease, wandered away from 
her home in the unincorporated hills of Los Gatos. Because 
of her medical problems she had been living with her 
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Sub-Issue One -
How will monetary considerations 
impact service in the public's 
decison to request a response from a 
law enforcement agency? 

grandaughter and her family for several years. 
In this family, both parents worked during the day 

and the woman was left alone. There had been some 
discussion within the family concerning how much longer 
she could be left alone and consideration was given to 
placing her in a convalescent hospital. One of the factors 
considered by the family was the high cost of convalescent 
care and their personal finances, having two children just 
beginning college. 

Once the woman was discovered missing by the 
family they discussed their options and responsibilities in 
requesting a search of the hills. After making some discreet 
inquiries, they found that the last search instituted by the 
Sheriff's Office in their area had cost the victim's family 
over $80,000. 

The family felt they were in a dilemma since they did 
not have the money to pay these costs. FThey did have assets 
slightly exceeding this amount, but most of it.was in the 
fonn of equity in their only home. 

The family made the conscious decision to not 
contact the police and report their grandmother missing. She 
had wandered off in the past and had always returned safely 
a few hours later. The family began searching the hills 
around their home, but were unable to locate any sign of her. 
Altht;ugh they were not trained in conducting searches, they 
felt they had done as much as the police could do under the 
circumstances. 

After a day of searching they knew that they had 
made the wrong decision and feared the worst since the 
tempertures had reached nighttime lows in the mid-thirty 
degree range. 

The following day they were contacted by a Sheriff's 
Office deputy who reported that they had found; the woman's 
remains. After the deputy learned of the woman's history 
and the decision to not request police intervention, he placed 
both the husband and the wife under arrest. 

The felony criminal statute (penal Code Section 368) 
covering elder abuse specifies the following: 

• 

• 

Any person who, under circumstances or conditions likely • 
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Trend Five. 
Demographic Change/Level of Diversity 
(projected in 1994 by the panel to 
drastically increase within the next five and 
ten years) 

April 1998 

Event One • April 1998 
Sheriff Refuses to Assess Fees for 
Services. 

Trend Eight • 
Level of Police Service Desired by 
Community (projected in 1994 by 
the panel to increase in five years 
and remain at 1994 levels in ten 
years) 

Sub·Issue Three • 
How will an indemnification model 
for police services have an impact on 
public opinion. 

to produce great bodily harm or death, willfully causes or 
permits the person or health of the elder or dependent adult 
to be injured, or willfully causes or permits the elder or 
dependent adult to be placed in a situation such that his or 
her person or health is endangered, is punishable by . .. " 

In addition to the criminal sanctions the family was 
also assessed with the fees incurred during this criminal 
investigation. In order to recover the costs, the agency 
placed a lien against the family's home. 

The public sympathized with the family and the 
majority opinion of the public was against the system of 
services fees. This incident sucessfully united the public in 
opposition to the fee-for-service funding models which had 
become prevalent in California. With the large percentage of 
population over the age of sixty-five and living on fixed 
retirement income, there was a great amount of support for 
this movement. 

The Sheriff, reacting to this scrutiny, decided to 
adopt a drastic policy change concerning the impostion of 
fees. The decision was made to discontinue all fees for 
service with the exception of those which were designed to 
curtail abuses or misuses of services (i.e. loud parties and 
malfunctioning alanns). 

Coincidentally, at the time of the lost woman 
incident, the Sheriff's re-election campaign was in full 
operation with the primary scheduled for June of 1998. 

The public's reaction to this discontinuation of 
service fees was very positive. The Sheriff's Office was the 
fIrst agency in the state to adopt this radical policy change. 
The public began having more faith in the Sheriff's Office 
and they reinstituted their former level of service requests. 
The level of calls for service began steadily increasing and 
the public served by the Sheriff's Office believed they had 
the services of a fine public safety agency. 

Agency administrators soon realized that the mere 
perception of safety did quell some fear of crime. The sense 
of increased personal safety greatly outweighed the increase 
in the calls for service. The public felt that their police 
agency had been restored to the correct levels of service . 
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Trend One· 
Legal Challenges (projected in 1994 
by the panel to drastically increase 
within the next five and ten years) 

The atmosphere of fear and confusion was virtually 
eliminated merely because the public realized they had 
protection, at no cost, if the need arose. 

The Sheriff's level of funding, however, without the 
generation of revenue was not adequate to meet minimum 
service levels. The agency was over-budget and there was 
no relief being offered by the County Executive's Office. 
Efforts were made to mask this lack of resources and prevent 
the public from becoming aware of the situation. 

In the primary election in, June 1998, the Sheriff 
was re-elected to another four-year tenn to begin January 4, 
1999. 

The Sheriff's Office continued to reduce the staffing 
levels which in turn made it necessary to decrease service 
levels. The agency continually remained over-budget, but 
the Sheriff stood finn in his decision to not re-institute his 
revenue generating schemes. This was much to the 
dissatisfaction of county administrators which served to only 
escalated the budget "feuds." County administrators were 
well aware that they were legally incapable of regulating the 

manner in which the Sheriff used his allocated funds.41 

Statewide, there were a variety of legal challenges to 
the fee-for-service funding model which began in the early 
1990's. After the missing woman incident the numbers of 
legal challenges increased significantly. 

In the year 2000, the Supreme Court ruled that fees 

February 

Event Four • February 2000 
Supreme Court Rules that Public 
Sector Fees for Service are 
Unconstitutional. 

for services were unconstitutional. This caused a great 
2000 amount of difficulty with police agencies who had relied on 

service fees for their solvency. 

Trend Nine -
Consolidation of Agencies (projected 
in 1994 by the panel to drastically 
increase within the next five and ten 
years. 

Representatives from law enforcement agencies 
began announcing the levels of service reductions. One city 
in the county began the process to dis-incorporate in order to 
dissoive all of cii:y government. Other cities merely laid off 
high percentages of the public safety personnel. 

The strategies which had been implemented by the 
cities created panic. The Sheriff's Office made attempts to. 
assist cities by providing emergency services to the 
communities. Former cities which had become 
unincorporated areas of the county now required Sheriff's 
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October 2000 

EVent Five • October 2000 
County Eliminates Law Enforcement 
Services with the Exception of 
Essential Emergency Services. 

November 2003 

Event Ten • November 2003 
Major Private Security Company 
Establishes in Santa Clara County 
and Solicits Cities for Law 
Enforcement Contracts. 

Trend Ten· 
Privatization (projected in 1994 by 
the panel to show a marked increase 
in five years and then decreased in ten 
years) 

Office service. (, 
This impact coupled with the fiscal situation of the 

Sheriff's Office created a situation in which the agency could 
no longer provide a minimal level of service. 

The Sheriff's Office, with its expanded service 
population, was unable to handle any matters other than 
specified types of emergency situations. 

The private security industry had been anticipating 
this court decision and resulting actions for quite awhile. 
Many security agencies had contingency plans in place to 
assist communities in their public safety needs. This 
planning by the private sector was resented by the police 
agencies who had not made any plans themselves. 
However, many months later, police agencies recognized 
that all the infOlmation needed to anticipate this outcome was 
available but no one proposed a planning effort. 

The communities and even the police agencies 
welcomed the establishment of a major security company in 
Sarita Clara County. This company would be able to solve 
many of the police problems created by this incident 

This major private security company was able to hire 
experienced peace officers that had recently been laid-off, 
The pay was considerably less that sworn officers and the 
costs were also reduced. Services, which had not been 
performed for years, were returned to the community. 

Neighborhoods began to unite and private security 
services were requested. Although there were costs 
associated, the security companies provided "menu item" 
services available at a cost The community merely selected 
the services they desired and contracted with the security 
company based on the "menu" price. This system was felt 
to be much more effective than the former police system of 
fees since the community could "see" their money at work 
and adapt the services accordingly based on specific needs. 

The level of competition continued to keep private 
rates low. It was discovered that one major drawback 
existed with this competitive practice. It was more effective 
-to contract security services with the predominant agency 
serving a particular geographical CiIea. This was because 
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there existed a lack of communication and infonnation 
sharing between service providers. Since there existed no 
delineated areas of primary responsibility', each private 
security company vied for the contract. Since 
communication and information sharing was a critical 
element to the effective enforcement of laws, contracting 
with the same service provider produced a higher level of 
valuable infonnation. However, when a particular company 
had the majority of a geographical area their costs were 
higher than the competing companies. Because centrally 
located service providers were thought to be able to operate 
at a lower cost, it was suspected that these agencies were 
taking unfair advantage of their monopoly. 

The private police. concept exceeded alll;~xpectations 
of success. Legislative efforts were initiated in order to 
expand the scope of authority of the private police. 

When the legislature passed laws giving private 
security personnel peace officer powers, the expansion of ' 
the services increased. 

2003 Although there were constitutional res'ponsibilities 

Event Two - October 2003 
State Law Grants Private Security 
Personnel Peace Officer Status. 

which continued to be required of the Sheriff's Office, most 
of the other law enforcement services were discontinued 
since they had been absorbed by the security agencies. 

March 2004 

Through legislative efforts, many of these 
constitutional areas of responsibility were being targeted to 

allow private industry to compete for the services. 

Scena.io Three - Optimistic Future 

This will be the selected scenario used as a guide in the deVelopment and 
implementation of the strategic plan and the managemen.t of the transition. 

Events Which "Occur": 

July 1997 Event Six 

September 2000 Event Two 

June 2001 Event Ten 
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Competing Law Enforcement Agencies for 
"Like-Services" Results in the Sheriff's 
Office Absorbing Calls for Services 

State Law Grants Private Security Personnel 
Peace Officer Status 

Major Private Security Company Establishes 

• 

• 

• 
_~_I 



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

• • 

• 

• 

July 2001 

December 200 1 

January 2003 

May 2003 

July 2004 

Event One 

Event Five 

Event Four 

Event Seven 

Event Nine 

in Santa Clara County and Solicits Cities for 
Law Enforcement Contracts 

Sheriff Refuses to Assess Fees for Services 

County Eliminates Law Enforcement 
Services with the Exception of Essential 
Emergency Services 

Supreme Court Rules that Public Sector Fees 
for Service are Unconstitutional 

Local Law Enforcement Tax Passes and 
Goes Directly to Law Enforcement Agency 

Split Roll Adopted for Proposition 13 -
Industrial Properties Excluded from Limits in 
Assessment Growth 

Events Which Do Not "Occur": 

Trend Two -
Economic Change (projected in 
1~94 by the panel to decrease in five 
years and show an increase from 
today's level in ten years. 

Sub-Issue One -
How will monetary considerations 
impact service in the public's 
decision to request a response from a 
law enforcement agency? 

Event Three 

Event Eight 

County Bankruptcy 

Voters Repeal Pro.position 13 

The recession which began in California in 1990 
continued its sluggish improvement. Many smaller cities in 
California struggled to remain fiscally solvent. These cities 
took many interim measures to deal with the finan\;ial 
difficulties. Additional revenue was raised through the 
imposition of service fees and cost reduction programs were 
explored. 

As fees were increased, the numbers of calls 
decreased. The public resented paying fees for services that 
had been provided at no cost. The public did not usually 
report suspicious activity because of their concern for 
receiving a notice of fee for the police intervention. 

Mter many cost reduction plans were reviewed, city 
officials decided to contract with the Sheriff's Office for 
police services. This contract enabled the city to save one-

July 1997 third of their police services costs. An equitable agreement 
with their existing police staff was reached. The police chief 
became a lieutenant in the Sheriff's Office and .other 
personnel were placed in appropriate comparable 
classifications. Each member of the city's former police 

Event Six - July 1997 
Competing Law Enforcement 
Agencies for "Like-Services" Results 
in the Sheriff's Office Absorbing 
Calls for Services. 
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Trend Nine -
Consolidation of Agencies 
(projected in 1994 by the panel to 
drastically increase within the next 
five and ten years) 

Trend Three -
Level of Public Tolerance for Paying 
for Police Service (projected in 1994 
by the panel to decrease within the 
next five and ten years) 

Trend Seven -
Public Perception of Safety 
(projected in 1994 by the panel to 
decrease (public will feel less safe) 
within five years and ten years) 

Trend Ten -
Privatization (projected in 1994 
by the panel to show a marked 
increase in five years and then 
decrease in ten years) 

September 2000 

Event Two - September 2000 
State Law Grants Private Security 
Personel Peace Officer Powers. 

Trend Eight a 

Level of Police Service Desired by 
Community (projected in 1994 by thill 
panel to increase in five years and 
remain at 1994 levels in ten years) 

Trend Six -
Level of Crime/Crime Rate (projected 
in 1994 by the panel to substantally 
increase in five years and to remain 
stable in the following five years) 

agency actually received a pay increase through this 
absorption of personnel. 

This contract was viewed in a positive manner by 
both governmental agencies and by all personnel involved. 
The city's residents, who were initially skeptical of this 
proposal, became proponen ,; of this contract service. 

The increasing number of service fees continued as 
projected. Although the public was dissatisfied with the 
entire system of paying fees for services that had been 
provided at no cost in the past, they recognized the 
importance of public safety. The fear of crime continued to 
be a major political issue since it was the single most critical 
public issue. Because there seemed to be no option to 
s~rvice fees, they grudgingly paid the costs. 

The fastest growth industry in the nation has been 
.private security since the early 1990s. As a result of this 
industry growth and the levels of security personnel, the 
industry advocates became a powerful force with the State 
Legislature. 

A continual flow of legislative bills involving 
expanded private security powers had been proposed. The 
security lobbyists, having considerable power, succeeded in 
getting legislation passed which granted peace officer 
powers to private security personnel. 

The public now had a service provider option, 
private security was now in direct competition with both 
private and public security providers. This competition 
provided many benefits for the service consumer. The rates 
became competitive and the qUality of service improved. 

Consumers generally elected to have higher levels of 
service instead of reducing their overall costs. This was 
attributable, in part, due to the higher crime rates and the 
concern for safety. 

Law enforcement agencies found they could not 
compete in this market since their costs were too high. 
Police service areas were lost to private security concerns. 

Law enforcement agencies did retain some service 
areas since there was not one dominant service provider in 
any geographical area. Since geographic concentrations did 

84 

• 

• 

• 



• 

• 

• 

Trend Ten -
Privatization (projected in 1994 by 
the panel to show a marked 
increase in five years and then 
decrease in ten years) 

June 2001 

Event Ten - June 2001 
Major Private Security Company 
Establishes in Santa Clara County 
and Solicits Cities for Law 
Enforcement Contracts. 

Sub-Issue Two -
What will be the relationship 
between this police agency, other 
police agencies and private security 
agencies as a result of competition 
generated by imposed fee structures 
for services? 

July 2001 
Event One - July 2001 
Sheriff Refuses to Assess Fees for 
Services. 

keep costs down, no security company was able to offer 
extremely low costs. 

A private security company began to emerge as the 
largest in California. This company enjoyed an excellent 
reputation for low cost, qUality service. 

This company opened an office in Santa Clara 
County and began an aggressive marketing campaign. 
Initially they were providing their services below their actual 
costs. This plan proved to be effective and they were 
awarded many contracts for services. As they continued to 
increase their service area their costs came down 
considerably. Without raising any of their contract rates, 
they began operating at a profit with a high level of quality 
services. 

The Sheriff, being the visionary that he was, realized 
that law enforcement was headed the direction that .all 
services would be provided by private or public competing 
entities. He felt that the long-range impact of this current 
direction could lead to the lack of one common public safety 
goal. This common goal which he had strived so hard for 
required a collective and coordinated effort of all entities () 
involved in law enforcement. During this time there was 
fierce competition among all types of agencies. There was a 
considerable mistrust of other entities since the common goal 
had shifted from public safety to the development of profit 
based business. Not only was there no cooperation, but all 
communications between agencies ceased to exist. 
Evaluations of service providers often hinged on the 
numbers of arrests and other levels of crime data. Agencies 
were unwilling to share fugitive information, M.O.s, 
suspects and crime patterns or any other type of information. 

After a thorough analysis of the impacts of recent 
trends and events, the Sheriff decided to discontinue all fees 
for services within his jurisdictional areas. This policy 
immediately halted any pending service contracts. 

The Sheriff said at a press conference announcing· 
this decision, "Your tax dolla,rs support our public service 
agency and we plan to provide you the best quality of service 
available at any price." 
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Sub-Issue Three • 
How will an indemnifiction model 
for police services have an impact 
on public opinion? 

October 2002 

Event Five - October 2002 
County Eliminates Law 
Enforcement Services with the 
Exception of Essential Emergency 
Services. 
Trend One -
Legal Challenges (projected in 1994 
by the panel to drastically increase 
within the next five and ten years) 

January 2003 
Event Four - January 2003 
Supreme Court Rules that Public 
Sector Fees for Service are 
Unconstitutional. 

Competing public and private agencies became 
outraged, particularly since some of their contracts were 
cancelled. There were threats of litigation, however, those 
who had contracted for services with private entities were 
facing an elimination of their security costs. Public opinion 
was overwhelmingly positive toward the Sheriff's Office. 
Communities not served by the Sheriff's Office questioned 
their public providers concerning the rationale of fees 
continuing to be increased instead of eliminated. 

The Sheriff's visionary projection failed to take into 
account the fiscal ramifications of instituting a no fee policy. 
During the planning phase there was a considerable amount 
of research conducted on the impacts of the fee for service 
funding model. However, there was a lack of consideration 
given to the solution to the issue. 

In retrospect, the Sheriff realized that the solution 
was not necessarily the immediate discontinuation of all fees. 
Fiscal implications should have been explored prior to taking 
this drastic action. 

His budget allocations continued to be impacted by 
the lack of revenue he was generating. Soon his agency was 
unable to provide as many services as they had in the past. 
The public sentiment became rapidly hostile. 

Because he could no longer provide adequate levels 
of s~rvices. the Sheriff announced that he was eliminating all 
services with the exception of essential emergency services. 

There had been a myriad of legal challenges pending 
since the early 1990s. After one challenge reaching the U.S. 
Supreme Court, it was a unanimous decision that public 
sector fees for services are unconstitutional. 

The Sheriff felt vindicated in his decision to 
discontinue fees, offering the explaination that he felt the 
premise of fees was wrong all along. 

This Supreme Court's decision impacted other 
agencies much in the same manner as it had the Sheriff's 
Office. There was a wholesale reduction in services 
provided and security agencies were gaining more 
momentum. 

In the recent past, most· new taxes and tax increase 
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Trend Four -
Electorate Attitude Toward Taxes 
(projected in 1994 by the panel to 
decrease in five years and again 
decrease in the next five years) 

May 2003 

Event Seven - May 2003 
Local Law Enforcement tax Passes 
and Goes Directly to Law 
Enforcement Agency. 

July 2004 
Event Nine - July 2004 
Split Roll Adopted for Proposition 
13 - Industrial Properties Excluded 
from Limits in Assessment Growth . 

ISSUE 
What law enforcement service 

indemnifiction model will be used by 
Sheriff's Offices in California hy the 
year 2004? 

August 2004 

proposals had resulted in defeat. The public did not want 
more taxes added to what they felt was already a high tax 
burden. 

Public safety continued to be of concern to all sectors 
of society. A tax proposal to fund law enforcement was 
initiated. The overwhelming majority of the public voted in 
favor of this ~ and the measure passed. 

This tax was a local law enforcement tax which went 
directly to the law enforcement agency of jurisdiction. The 
subvention protections contained in the measures ensured 
additional levels of funding. 

After the tax was passed, a measure was proposed 
for re-evaluating the industrial and commercial property tax 

assessment formula. This measure also passed and provided 
a Proposition 13 exclusion for commercial property from 
assessment protections. 

With the imposition of both the law enforcement tax 
and the Proposition 13 exclusion, governmental agencies 
became more fiscally solvent 

Both entities realized that it was necessary to view all 
policy changes from a long-range impac;t perspective. 

Law ·enforcement agencies realized that there were 
many different facets to the profession. Providing an 
atmosphere which is conducive to enhancing realtions with 
other agencies and the public is critical to success. 

In particular, public safety agencies realized that they 
must rationally explore all ramifications to any service 
indemnification model developed. The value of charging 
fees does have a purpose in public safety agencies, but it 
was determined that fees for the sake of fees in order to 
generate revenue did create problems for all involved. 

A decision was made by many law enforcement 
professionals to explore the issue in order to insititute a long
range plan that can serve as a statewide service 
indemnification model. In addition to this model, it was 
decided that alternative funding models for public safety 
shoulq also be explored through the process of strategic 
planning. 
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STUDY FOCUS 

During the course of the study a considerable amount of information was· gathered and 

analyzed through the use of the literature search and the N.G.T. panel process. This infonnation 

assisted in analyzing the long range implications of the issue of police service indemnification. The 

issue was explored through the entire N.G.T. process and was also utilized. in the generation of the 

scenarios. 

The original premise of the study involved the proposed model for service indemnification by , 
law enforcement agencies as stated in the following issue statement: 

What law enforcement service indemnification model will be used by Sheriffs 

Offices in California by the years 2oo4? 

The realization of the primarily negative nature of the trends and events first became evident 

while dividing the one: hundred scenarios that had been generated. through the use of a random process 

i1ito positive and negative outcomes. As related earlier, the number of scenarios with a potential 

positive future was approxiniately six percent The negative nature of service indemnification model in 

law enforcement became apparent 

The reasons for the negative implications was of great concern; therefore, a further analysis of 

the data was conducted. It was determined that the development of a service indemnification model for 

law enforcement would be meaningless if this model had primarily negative consequences. 

Reflecting on the discussions during the N.G.T., it also became apparent that the anticipated 

impositionn of service fe~s in increasing amounts and frequency were thought by most panel members 

to have a negative overall impact on law enforcement. It was also their opinion that most events that 

could occur would be negative, and most trends, in the direction of their projections, would also be 

negative. 

During an analysis of the events forecast, it was discovered that the long-range implications 

were all negative, with the exception of one specific type of projection. This one exception involved 

the influx of revenue to law enforcement agencies. All events that did not increase levels of funding 

were projected to have negative implications to law enforcement. Of the fifty-seven events forecast, 

the only ten that were positive involved increasing funds by means of sources other than· fees. For 

further infonnation concerning the relative impact value of the event refer to Appendix C. 

The following ten positive events and the projected original rank order of importance are as 

follows: 
Local Law Enforcement Tax Passes and Goes Directly to Law Enforcement Agency. (7) 

Voters Repeal Proposition 13. (8) 

Split Roll Adopted for Proposition 13 - Industrial Properties Excluded from Limits in Assessment 
Growth. (9) 
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Sheriffs Office Begins Profit Operation. (21) 

Two Percent Sales Tax "Eannarked" for Law Enforcement Passes. (23) 

Committee Establishes to Explore the Generation of Alternative Resources. (33) 

Court Forces Federal Government to Pay for Federally Mandated Programs. (34) 

Bond Measure Passes to Double Prison Capacity in Five Years. (39) 

Endowments for Special Projects - Living Trust Foundation Created to Fund Crime 
Prevention. (47) 

Court Forces State Government to Pay for State Mandated Programs. (48) 

Interestingly enough, three of the ten positive events out of fIfty-seven total events were ranked 

in the most important ten events. This was felt to be signifIcant since the panel presumably believed 

that increasing funds into the law enforcement agency, from sources other than fees, was of critical 

importance to the issue. 

Of the ten overall most important events, the three that brought in additional funds were 

forecast to have the highest mean evaluation in'tenns of potential positive impact. However, when the 

positive impac~ was evaluated in conjunction with the median probability of occiIrrence to detennine 

the event weighted impact, only one event (Split Roll Adopted for Proposition 13 - Industrial 

Properties Excluded from Limits in Assessment Growth) was ranked in the top seven based on the 

relative importance to the issue. 

In retrospect, it is of interest to note that one of the ten most important positive events (Local 

Law Enforcement Tax Passes and Goes Directly to Law Enforcement Agency) was projected to have a 

low median level of probability of occurrence. This was also consistent with one of the highest 

ranked trends (Electorate Attitude Toward Taxes) which had the greatest fluctuation in levels of all 

trends. The public's attitude toward taxes in general was projected to indicate that in ten years there 

would be a ninety percent more negative attitude to taxes in general. Because the N.G.T. panel was 

conducted po.or to the initiatio~ of Proposition 172, the group was proven to be entirely wrong in their 

probability of occurrence projection of this event. During the N.G.T. there was little faith that any 

additional tax could be passed now or within the next ten years. 

In defense of the panel members' opinions at ~e time of the N.G.T., there are some possible 

mitigating circumstances when comparing the passage of this tax and the panel's projected data. First, 

the· forecast event in which the tax goes directly to law enforcement is not identical to the, actual tax 

which passed. The passage of Proposition 172 did not raise public safety allocations proportionately 

with the amount of revenue generated into the counties. Most public safety agencies only received 

slight increases in allocations, if any at all. Secondly, the trend describes taxes in general instead of 

those specifIc to law enforcement or public safety. Therefore, it is believed that the "selling" of 

Proposition 172 to the voters could have been as a result of the "public safety" rationale. This 
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supposition would also support the projected trends of the public's perception of safety and the level of 

police service desired. by the community. 

Since the beginning of this process there have been drastic changes in many areas which have a 

direct impact and were not apparent during the N.G.T. or other planning efforts with this issue. In 

addition to the passage of Proposition 172, there has been follow-up legislation passed to assure that 

public safety agencies are funded at certain designated levels. Because legislative changes have been 

proposed, the unforeseen change of majority party both on the State and Federal level will have 

significant impacts on public safety funding. The Orange County fiscal crisis and subsequent 

ban1cruptcy could also have not been predicted; however, the possibility of a county bankruptcy was 

identified as one of the ten most important events during this study project. 

Again reflecting on the discussion of trends during the N.O.T., most of the thirty-nine trends 

developed could have negative implications other than those which, depending on the direction of the 

trend, would potentially increase law enforcement funding. Since there was no data developed 

projecting the direction of most of the trends, it is not possible to adequately analyze the trends. 

The ten trends that were determined by the group to be most the descriptive of the issue were 

also defined in tenns of projected direction of the trend. Those ten trends, factored with their projected 

direction, are expected to create problems, incr~ase challenges or increase costs during the entire ten 

year forecast The one slight exception is the projected economic change trend data whose direction 

indicates a negative down-tum in five years and a positive up-swing in ten years. The "Trend 

Analysis" illustration in the futures study portion of the text further identifies the known projected 

trend implications. 

After the review and analysis of the data, it was believed to be counter-productive to develop a 

law enforcement service indemnification model consistent with the projected level of the issue if most 

implications were projected to have negative implications. 

The question then arose concerning what change of focus would be most appropriate to the 

issue and how could the data developed assist in this study of service indemnification. 

In a second independent review of the data and the panel discussions during the N.G.T. 

process, it was determined that the process had also resulted in some potential solutions to the negative 

fmdings of the continued assessment of fees. T}lese potential solutions revolved around the only 

positive events and trends developed during the N.G.T. process and involved the generation of 

revenue for law enforcement using methods' other than service indemnification. However, in the 

interest of objectivity. during the strategic planning process no mention was made of any potential 

solutions to the issue. Those involved in the strategic planning process were presented with both issue 

statements and a general explanation was offered. 

Because the original issue was detemrined to be of little value to law enforcement because of 

the overwh'elmingly negative implications, a new issue question was developed. These modified issue 

and sub-issues were developed to assist in providing a rational basis for guiding the direction of 

potential law enforcement funding models. 
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The change of focus of this study will now address the following issue and sub-issue 

questions: 

Issue: 

What law enforcement alternative funding model will be used by county law 
enforcement agencies by the year 2oo4? 

Sub-Issues: 

• How will county law enforcement agencies detennine the most appropriate 
alternative funding model? 

o What legislative changes will be necessary to establish this alternative funding 
model? 

• \Vhat organizational changes will be necessary to establish parameters for the fee 
for service model? 

In reviewing the data, it is believed that because of the numerous negative implications of 

service fees an alternative funding model should be explored. This study will foc~s on the negative 

implications of fees and will explore alternative mechanisms for ensuring adequate public safety 

funding. 

POLICY CONSIDERATIONS 

Considemtion should be given to both of the issue questions in the development of policies for 

the agency. These policies should be adopted to ensure a productive transition into alternative funding 

mechanisms and to avoid any potential negative implications of current policies 

The following policy issues are essential in the evaluation of desirable funding changes: 

• Development of a statewide set of guidelines with recommendations for specific 
definable criteria for the imposition of service fees. These guidelines would provide 
the basis for consistent application of fee structures and would specify both the 
recommended nature of fees and the levels of costs imposed for the fees. 

• A jurisdictional assessment of the long-range impact of the fees currently charged 
and a plan to address any potential negative consequences. The imposition of a 
plan to address the manner in which these negative consequences would be 
corrected within the agency. A further development of a plan which could bring the 
agency into compliance with the recommended fee structure guidelines. 

• 

• 

• Development of a cost-cutting plan or an increased allocation plan to offset any lost • 
revenue during the transition period between the discontinuation of fees and the 
development of an alternative funcllng model in the event that this is necessary. 
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.. Development of cooperative partnerships with governmental entities responsible for 
budget allocations in order to ensure a smooth transition with minimal service 
disruption. 

.. Establishment of alternative funding mechanisms for public safety in order to 
ensure an adequate level of allocations. 

• Encouragement of additional research in the area of public safety. There is an 
appearance of an overall lack of research concerning the value of staffing plans, 
community policing projects, crime prevention efforts, juvenile drug and alcohol 
prevention programs and a myriad of other projects which have been in existence 
for considerable periods of time. 

• With research information, development of a plan to detennine which services are 
most effective and most critical to the goal of public safety. Weigh each service 
based on all data to determine what services are essential and beneficial. 

• Continuation and enhancement of existing relationships with other law enforcement 
agencies in order to provide the most effective cost efficient level of police service 
in a cooperative effort to all members of respective communities. 

• Creation of alliances with the community in order' to improve and enhance 
relationships. Keep the community informed of all aspects of arty alternative 
funding models and build a strong foundation.of trust 

• Development of partnerships with the business community concerning the 
development of positive interactions. Have a plan for making them aware of the 
services which are available and how to access the organization in a manner 
consistent with their organizational objectives. 

• Formulation of agreements with private security companies to work in a cooperative 
and effective manner. Develop definable terms of responsibilities in order to avoid 
competition for private services. 

• Development of an interim plan for service during times of economic decline. 
Ensure that it is recognized that these interim plans are of a temporary nature until 
the economic level reaches a specified level 'of improvement. 

.. Adoption of an acceptable plan for re-instituting services when fiscal allocations 
allow these enhancements. This plan should include the research data to justify the 
necessity of service enhancements. Include additional,programs desired with a 
mechanism for an evaluation for effectiveness. 

The futures study of this issue allowed for the recognition of potential problems and provided 

the focus for alternative methods of addressing the issue of overall public safety funding. The 

information presented provided for a firm foundation in the development of a strategic plan to address 

the implications of this issue. After the implications are addressed, it is believed that alternative 

sources of revenue will be necessary to remain at a constant service level. Instead of inventing another 

"quick-fix". for getting allocations to off-set the revenue lost, a more calculated method of correcting 

the problem should be explored. An expedient approach for each individual agency should be 

disregarded in favor of the development of a broad state-wide solution to county law enforcement 

funding concerns. 
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SCENARIO SUPPLEMENT 

The following account is presented from the perspective of an individual in the year 2005, 

reflecting back on the field of law enforcement in Santa Clara County for the past ten years. This 

reflection is based on the assumption that the scenario presented as the "optimistic future" had occurred 

and the goals presented are realistically attainable. This description presents the desirable result of the 

implementation of the strategic management plan and the transition management plan. 

Personal Account -
The last ten years have been unsettled, yet productive, in the field of law enforcement. 

The technological advancements have progressed at an astounding rate, providing many 
innovative and productive tools for use in the profession. However, the human element and 

fiscal constraints continued to provide a number of challenges to the management personnel of 
most law enforcement agencies. 

. As tumultuous as the past has been, there now exists a state of cohesive relations with 

other service providers and the public in Santa Clara County. In retrospect, the past ten years 
haveheenfruitful,primarily because of the planning efforts that had served to shape thefuture. 
However, during the times of upheaval the cynics and doomsayers were diffiCUlt to refute and 
the prognosis for the future of public safety did not seem promising. There was a time when 

most people thought that public safety agencies would cease to exist and services would be 

better provided by private agencies. 
The Sheriffs Office in Santa Clara County recognized the unstable direction of law 

enforcement as early as April of 2000. At that time, discussions of the future of law 

enforcement were initiated and collective decisions were reached. The negative implications of 
the fee based model of law enforcement funding was discussed and it was acknowledged that 

an alternative model offunding should be explored. It was decided that all law enforcement 
agencies in the county would begin a planning process in order to reverse the momentum of the 

trend of providing law enforcement services using a fee based model for the purpose of 

revenue generation. The consensus was that law enforcement agencies should strive to be 
funded through the general fund and provide safety service to the public at no cost. Althoug h 

this was thought to be an ambitious endeavor, planning began. 

As a result of this planning, strategies were developed and implemented. Early steps 
taken in maintaining or decreasing the numbers of services for which fees were assessed 
potentially prevented some of the projected negative events from occurring. There were many 
other factors developed during this process that were also responsible for maintaining a 

positive relationship with the public and other police agencies. Not all the negative projections 

were prevented, however, the planning process served to mitigate the magnitude of those 
potentially negative events. 
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As a result of the a coherent planning and implementation process, the following conditions 

existed in the Santa Clara County Sheriffs Office, and generally throughout law enforcement in • 

California, in the year 2005: 

• There was an increase in the number of cities that had contracted with the Sheriffs Office 
for services. The alliances formed proved to be beneficial to all parties involved. Multi
agency task forces that targeted particular problems were frequently utilized. 

• Police agencies and private security reached agreements which specified areas of 
responsibility. This agreement, which had been reached in August 2000, provided the 
cooperative relationship that currently exists. 

s The private security industry continued to expand, but law enforcement services that 
required peace officer powers continued to be provided by police agencies. Services, 
beyond those provided by police agencies, were provided exclusively by private security 
on a contract basis. 

• Because police agencies in the county discontinued to charge for service calls, a more 
favorable alliance existed between the public and the police. The public began to feel more 
secure in their surroundings since they were aware that adequate numbers of police officers 
were available, at no cost, when necessary. 

• Even though the economy did not improve as quickly as expected, the passage of a tax for 
public safety did furnish an elevated. level of safety services. With this increase in services, 
the crime rates experienced a substantial decrease particularly in the area of violent crime. 

.. The efforts toward community policing, which were so prominent in the early 1990s, • 
reached full fruition. This partnership with the public served to enhance the prevention 
efforts. The additional amount of research in the area of police prevention programs 
provided valuable insight into the true nature of criminality. This research provided the 
basis for an intelligent application of personnel resources. 

.. By the year 2005, a transformation had taken place in this county. There existed a sense of 
safety and well-being in the community. The favorable economic conditions and the semi
conductor expansion ensured a high quality of life in Santa Clara County. 

The following information provides some demographic data in the year 2005 for San Jose and 

Santa Clara County and specifies the percentage of change (negative or positive) since 1994: 

Index 2005 Lev~l Cb!!D~e Sin~~ 1294 
• U.S. Crime Rate 4,165/100,000 - 16.7 % 

• California Crime Index 2,475/100,000 - 26.5 % 

• San Jose Population 1,049,697 +31 % 
.. Santa Clara County Population 2,206,997 +39% 

• County Median Incom~ $84,362./yr. +32% 

• U.S. Unemployment Rate 4.83 % -41 % 
.. Median Home Value $459,017. +41 % 

• Median Rental Cost $1,012./mo. +34% 

• Sheriffs Office Sworn Staff 1131 +68% 

96 

• 



• 

• 

MISSION STATEMENT 

General Agency Mission 

The current mission statement in the Santa Clara County Sheriffs Office has effectively served 

to delineate the organizational goals, values and overall vision for the agency. Although very general, 

the following mission statement provides the basis for direction by establishing the overall 

organizational philosophies: 

THE MISSION OF THE SANTA CLARA COUNTY SHERIFF'S OFFICE IS 

TO PRESERVE THE PEACE, UPHOLD THE CONSTITUTIONALITY OF THE 

SHERIFF'S OFFICE, PREVENT CRIME, AND PROVIDE JUDICIOUS 

SERVICE TO THE COMMUNITY WITH INTEGRITY IN A POSITIVE AND 

PROFESSIONAL MANNER. 

WE ARE DEDICATED TO PROVIDING SOUND SERVICE THROUGH 

ETHICAL AND HUMANITARIAN PRACTICES. OUR COMMITMENT IS TO 

STRIVE FOR EXCELLENCE IN DEVELOPING THE ORGANIZATION TO 

MEET PRESENT AND FUTURE NEEDS OF SANTA CLARA COUNTY. 

Issue Specific Agency Mission 

In addition to the continuation of the overall mission of the Santa Clara County Sheriffs 

Office, the defined issue of developing an alternative funding model is the primary objective in this 

strategy in order to provide professional public safety services to all segments of society served. The 

effective shift of the funding mechanism from a fee-for-service model to the development of an 

alternative funding model is the focal point of this planning project. Once implemented, an evaluation 

of certain scgmertts of the proposed systerr:..rul be conducted. 

The effective nature of public safety directly relates to the ability of agencies to maintain 

positive relationships and develop partnerships with both the community and allied agencies. Services 

must be provided in an effective and cost efficient manner with the mechanism for funding applied 

equitably and consistently to all segments of society. After defming funding parameters for public 

safety, the communication of these mechanisms will provide a solid understanding of the principles. 

The following principles, coupled with the general mission of the agency, establish additional 

goals specific to the issue: 

• • Maintaining and enhancing the positive alliance with the public. 

• Meeting the diverse needs of the community, 

• Directing efforts to address emerging problems. 
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• Enhancing the quality of life in the community. 

• Providing a service on an equitable and impartial basis for all members of society. 

• Protecting and preserving the rights of all segments of society. 

• Providing high quality service at no additional cost to those served. 

ENVIRONMENT AL ANALYSIS 

The fIrst step in analyzing a strategy is to evaluate the organization's present situation. This 

analysis is designed to aid the strategist in finding the best match between environmental trends and 

internal capabilities as they relate to the issue. An effective strategy is one that takes advantage of the 

organization's opportunities by employing its strengths and wards off its threats by avoiding, 

correcting, or compensating for its weaknesses. This analysis will focus on the factors with could 

influence the agency's ability to respond to the issue and sub-issues of the study. 

linvironmental Opportunities 

• 

Environmental Opportunities (external to the organization) • 
An opportunity is any favorable situation in the organization's environment, often a trend or change of 
some kind or an overlooked need, that supports the demand for a product or service and permits the firm 
to enhance its position. 

Social aspects relative to the funding issue provide some beneficial components in the 

de Jelopment of the strategic plan that addresses funding. 

Crime is considered the number one problem facing the country today; therefore there is a 

considerable emphasis in developing solutions to the problem.42 The percentage of California adults 

who say they are very fearful of crime has doubled since 1992.43 The public's attitude toward public 

safety remains of concern and the desire to ~nhance levels of safety continues to be apriority. This 

focus provides an excellent set of circumstances to develop and implement desirable public safety 

funding mechanisms. Because of the public's desire for more safety, an alliance. with the public could 

be established to meet these goals. 

The desire to increase levels of safety has resulted in a myriad of laws demonstrating the 

public's "get tough" attitude. Legislators and voters have passed measures intended to satisfy the 

public's fervor for additional public safety. These measures, such as the "3-Strikes" law and 

Proposition 172, have also demonstrated the public's willingness to pay for increased safety. 

The recent decreases in both the United States44 and Califomia45 crime and violence rates have 

not diminished the public's desire for increased levels of services. This positive trend in crime 

statistics has been touted as the beginning of a safer environment 
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Despite a dramatic setback in the perception of the police as a result of the Los Angeles Police 

Department officers' beating incident, the police still benefit from an overall favorable association with 

the public they serve. 

Policy decisions can have a direct impact on the current climate that exists between the public 

and the police. Efforts to maintain and enhance this positive atmosphere should be addressed in the 

planning process. The attainment of the established goals relative to the issue, require the continued 

favorable association between the police and the community. 

The momentum of the partnership between public safety agencies and the community that 

exists should be employed as a benefit in order to achieve favorable results to this issue. 

Technological advances continue to expand the resource options available to officers in the field 

of law enforcement 

These creative tools that often enable officers to be more effective in the perfonnance of their 

duties continue to be developed with increasing frequency. In addition to private sector, the military's 

technological development entities are providing law enforcement with extremely innovative products. 

Some of these pr~ducts, still in the developmental and testing phase, provide the ability of officers to 

work with a higher degree of effectiveness while limiting risks to the officer and the community. 

Infonnation sharing technological systems are being used to link law enforcement agencies 

with greater frequency. Although the technology required to link agencies has been in existence for a 

considerable period of time; the actual application within law enforcement is increasing. Perhaps this 

is because of the greater sophistication of technology and the decrease in system costs. In the recent 

past this sharing of information has been ineffective and inconsistent. The ability to share information 

by using a computer or similar system can act to decrease the labor intensive nature of law 

enforcement. 

In addition to computer linkage, a greater number of officers are relying on computer 

technology in all aspects of their daily duty assignments. With the predominance of personal 

computers, more knowledge is being gained as to the effectiveness of computerized h'1formation. 

Another factor could also be that the systems have become more "user friendly" both in their system 

development and daily use. 

Technology is relevant to the issue of funding because it enhances cost effective services. 

Perhaps the greatest importance to the issue is the use of technology in information sharing and inter

agency communications. These information systems are currently being viewed and developed as 

opportunities for law enforcement. However, if some of the projected trends and events transpire 

(e.g., privatization) these information systems could be eliminated because of agency competition for 

'service contracts. A reasonable assumption in response to this competitive marketplace would be the 

• use of "closed," confidential and agency specific infonnation systems. 
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Overall, the positive technological components currently in use, in addition to the many others 

gaining momentum, assist agencies in providing a more efficient, safe, and cost effective police 

agency. 

Economic factors figure prominently in the development of this subject since the issue revolves 

around funding models and their implications. 

The recession that began in California in 1990 is thought to be caused by a "confluence of 

forces that had been building for more than a decade."46 This recession, coupled with fiscal policy 

reforms directed by the initiative process that decreased money (e.g., Proposition 13, etc.) have 

created substantial fiscal difficulties for local governments! 

Because of these past fiscal problems and the need to continue a defmed level of service, law 

enforcement agencies are currently using a myriad of pro grams designed to increase fiscal allocations. 

One of the prime examples of dealing with the diminished fiscal allocations has been through the 

contrivance of enhancing the generation of revenue. 

In addition to generating additional revenue, many law enforcement agencies have also been 

forced to reduce the numbers of personnel and services that had formerly been available because of 

diminishing fiscal resources. 

It is estimated that crime costs the American public $674 billion each year47 and "recent 

• 

research by economists shows that higher levels of anti-crime spending, if well directed, can make a • 

big dent in crime. "48 

This high cost of crime and the fear of victimization has increased the public's desire for 

additional public safety services. Proposition 172, which was approved by fifty-seven percent of the 

voters in November 1993, permanently extended a statewide one-half percentage sales tax that had 

been scheduled to expire i.il 1993. This sales tax extension that was designated exclusively for local 

public safety programs demonstrated the public's willingness to pay for increased services. 

Given these past fiscal difficulties and adaptations, the fiscal horizon is becoming brighter and 

public safety continues to be a concern for the public. The California economy now appears to be in a 

slow but steady recovery mode. This provides an excellent opportunity to evaluate the manner in 

which services can be provided in the future. 

This public sentiment and the projected improvement in the economy present a remarkable set 

of circumstances that can be very beneficial to the development and success of effective law 

enforcement in the future. 

Political impetus toward public safety has been a component in many e.lection campaigns and 

legislative efforts. Because of the public's regard for safety, the endorsement of candidates and issues 

has often led to a successful level of voter approval. The central emphasis of many CalPpaigns has also 

been directly related to public safety funding. 
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With the passage of Proposition 172 and the follow-up legislation, Assembly Bill 2788, the 

public and legislators have reaffIrmed their concern for public safety funding. "Currently, there is a 

widespread and escalating debate concerning the underlying purpose of Proposition 172. This debate 

centers on the issue of whether Proposition 172 funds were intended to supplement previous levels of 

local support for local public safety services. "49 Despite these questions, Proposition 172 did provide 

a considerable amount of revenue to the counties that generally enabled public safety agencies to at 

least retain certain levels of services. If the measure had not passed, decreases in public safety budgets 

were projected to be astounding. 

Assembly Speaker Willie Brown, author of A.B. 2788 that is now la:w, stated "It is designed 

to carry out the intent of Proposition 172, which extended a statewide half-cent sales tax increase 

beyond 1993 to raise an additional $1.5 billion for local public safety programs." The converse 

opinion of Proposition 172 claims that it was placed on the ballot by the Legislature and the Governor 

to partially replace the $2.6 billion property taxes shifted from local agencies to local school districts as 

part of the 1993-94 state budget agreement. 

In a press release issued by Daniel E. Lungren the Attorney General stated, "The voters of 

California have approved Proposition 172 with the expectation that these funds will be dedicated to 

public safety as that term is comlllonly understood .... Any county which instead used these funds for 

purposes unrelated to public safety is tempting a justified backlash of resentment from their 

constituents. " 

The State of California ranked eighteenth in the nation with state spending on police (1991) at 

the level of $1.34 per $1,000 of personal income. The per capita yearly cost for police was $27.39 for 

a total statewide amount of $832,254,000.50 

These factors demonstrate the public's goal to enhance public safety and the allocation of the 

necessary revenue to accomplish this goal. 

Given the current emphasis on public safety, many of the social concerns previously addressed 

have obvious political implications. Public safety and crime was a central issue in the recent election 

that involved positions on all levels of government including the governor of the state and frfty-seven 

(of the fifty-eight) sheriffs in the state. 

The political maneuverings and focus on public safety spending continue to remain in the 

forefront of topical issues, this potentially offers a number of fIscal opportunities for local public safety 

entities . 
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Environm~ntal Threats 

'Environmental Threats (t:~ternal to the organization) 
A threat is any unfavorable situation in the organization's environment that is potentially damaging to 
the organization and its strategy. It may be a barrier, constraint, or anything that might inflict 
roblems. darna es. or in' to the oraanization. 

Social aspects relative to the issue of funding also provide some potentially negative 

components. Some of the derogatory trends and events developed represent social concerns relative to 

the imposition of service fees. Some of these social concerns involve ethics, equal treatment, morality, 

legal status,resource disbursement and the overall stated inequities of service fees. 

The original premise of this study focused on the trend of imposing service fees for the 

purpose of increasing revenue instead of raising taxes. This topic has generally created controversy in 

legal circles and often resentment from the public. 

An interesting example of a town taking controversial steps in the name of revenue collection 

involved the removp..Ll of a judge. This judge was not generating "solid revenues" in parking tickets 

fines, and he was replaced because "a judge with a better appreciation of the bottom line might be able 

to help with the township's financial problems." Members of the legal profession were outraged 

because, in essence, the judge was more accountable for "revenue streams than courtroom justice. " In 

reply to this incident, the state's chief justice stated, "That reason is intolerable. It puts cash on the 

scales of justice. It encourages what amounts to judicial misconduct. "51 

Another example involves a police agency's failure to respond to an alarm because the resident 

had IlOt paid the twenty-five dollar fee to register her alarm with the city. The police later responded 

when a neighbor reported that she heard the woman screaming. When it was discovered that the 

victim had been raped and required treatment at an area hospital, the police immediately changed their 

policy.52 

Fairness of fees has also been shown as a concern. A recent study concluded, "Universal 

enforcement of economic sanctions inherently discriminates against the poor. "53 It was also shown 

that only forty-seven percent of fees are paid when they are billed. There is also a converse viewpoint 

in this principle, which claims that those who have greater economic means are treated more unfairly 

since they absorb a greater share of the costs since there is higher rate of payment with these 

individuals. The European system of fine assessment (as related to the numbers of days sentenced to 

jail being converted to a fme) is a flexible schedule based on severity of offense, criminal history and 

the defendant's financial status.54 

Legal considerations can also be viewed as potential complications in the determination offee 

structures because of constitutional protections. The U.S. Supreme Court ruled that a fee was a 

violation of free speech and therefore, unconstitutional since the amount of the fee was based on the 

popularity of the speech and the likelihood of attracting counter-demonstrations. The court, however, 

does allow only a nominal fee if the costs are based on a content-neutral structure and the actual or 

predicted consequences of the event are not considered. 55 
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One example of a dilemma involves a park dis¢ct charging for helicopter costs of $1,800 per 

"ride" for anyone injured who requires helicopter transportation because of the location of occurrence 

or the severity of injuries. This fee was designed to recover the cost of a rescue. It is assessed in each 

case without regard to the determination of negligence, fault of the accident, or whether the victim 

wanted the helicopter service. A quotation is offered by a district official that claims, "Rescues now 

are often covered by medical insurance, so the district will be billing insurance carriers." This seems 

to be an attempt to minimize or offer an explanation for the fee. Additional infonnation offered as 

apparent defense states, "No person will be denied transport because of inability to pay, district 

officials said. And the district does not plan to send bills to a collection agency."56 

e Research in the area of criminal justice has been detrimental to the law enforcement profession 

since there is no accurate gauge to judge police performance or the effectiveness of specialized 

programs. A professor of criminal justice a.t Temple University feels that within the last twelve years, 

" ... the amount of money devoted to police research that has not had a political agenda has been 

extremely limited, and there's been virtually no support to local law enforcement for anything but the 

war on drugs. "57 This weakness has also been apparent in other studies, it has been stated that, " ... 

it is incumbent upon criminal justice professionals to understand the magnitude of economic sanctions, 

the criteria used to assess them, the effects of financial penalties on disadvantaged client'). "58. 

Technological issues are one of the factors that will either have a positive or negative impact 

based on the direction of public safety services in the future. Although technol'.:>gy continues to be a 

benefit to public safety agencies. the change of a system of private service providers could lead to a 

decreasing level of governmental support. 

The possibility exists that governmental agencies such as the military would not provide the 

same levels of technological tools to private security entities as they do to public agencies. Since the 

private entities are profit driven, it is anticipated that governmental agencies would expect to recoup a 

large portion of, their developmental costs. 

Information sharing could also suffer in a private safety provider system. The competition that 

could exist may impair the desire for agencies to cooperate fully in the interest of one common goal 

independent of private profits and aspirations. 

Competition instead of cooperation between service providers is felt to have negative 

implications for all agencies involved. 

Economic conditions globally are in a state of a fundamental transformation that will have a . . 
profound impact on the well-being of people around the world. 59 World and national economic 

conditions do affect overall conditions; however, the state economy is causing th~ greatest level of 

concern to the issue of funding sources. 

• Because of the overall state of the state, economic concerns are one of the most important 

portions of this study. The economic recession is only a small portion of the fiscal problem facing 
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California Many of the problems involve the State's restrictions and lack of flexibility in fiscal 

matters. The state is becoming increasingly locked into a fiscal system of government by "super

majority" vote instead of elected representation. 

"Californians, pursuing visions of perfection, have attempted to replace representative 

government with government by auto pilot." Voters themselves have inflicted this problem on 

California through a number of "reforms" passed within the last twenty years. Most of these 

"reforms" were through 'the use of the initiative process that can serve to cripple state and local 

governments. With the increase of voter approved limits and mandates it becomes increasingly 

difficult for representative government to function.60 This trend, in addition to limiting the state's 

flexibility, can also have negative impacts on local governmental agencies (e.g., shift of power from 

local to state government). 

Since Proposition 13 in 1978, initiatives covering a wide range of subject areas have been 

enacted that have significant fiscal implications for California's state and local governments. Although 

judgments are not being made concerning the merit of these measures, the following is a listing of 

some of the initiatives that have limited the State's fiscal flexibility:61 

MeasurelElectiQn 

Proposition 13 
June 1978 

Proposition 4 
November 1979 

Proposition 6 
1982 

Proposition 7 
June 1982 

Proposition 37 
November 1984 

Proposition 62 
November 1986 

Proposition 98 
November 1988 

Proposition 99 
November 1988 

MajQr ProviSions 

- Limits general properLY tax rate to 1 percent and limits increases in 
assessed value after a property is bought or constructed. 
- Makes Legislature responsible for dividing property tax among local 
entities. . 
- Requires two-thirds vote for Legislature to increase; taxes.· 
- Requires two-thirds voter approval of new local special taxes. 

- Generally limits spending of "proceeds of taxes" by the state and local 
entities to prior-year amount, adjusted for population growth and inflation 
(now per capita personal income growth). 
-Requires state to reimburse local entities for mandated costs. 

- Prohibits state gift and inheritance taxes, except for "pickuJ)" tax June 
qualifying for federal tax credit. 

- Requires indexing of state personal income tax brackets for inflation. 

- Establishes state lottery and dedicates revenue to education. 
- Places prohibition of casino gambling in State Constitution. 

- Requires approval of new local general taxes by two-thirds of the 
governing body and a majority ofltr.,al voters. Note: The courts have 
largely invalidated this measure . 

• Establishes minimum state funding guarantee for K-12 schools and 
community colleges. 
-Requires distribution to schools and community colleges of half of any 
state tax revenues in excess of the appropriations limit. 

- Imposes surtax on cigarettes and tobacco products. 
- Limits use of surtax revenue, primarily to augment health-related 
programs. 
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Proposition 162 
1992 

Proposition 163 
November 1992 

- Limits the Legislature's authority of PERS and other public November 
retirement systems, including their administrative coats and actuarial 
assumptions. 

- Repealed "snack tax" and prohibits any future sales tax on food items, 
including candy, snacks, and bottled water. 

Voter approval is required to amend or repeal an initiative once it has been adopted by voters, unless the measure 
provides otherwise. Thus, initiatives can limit the Legislature's ability to modify the fiscal environment, 
especially in the face of new fIscal developments, and also restrict localities' flexibility. 62 

The following are some of the other economic concerns facing the State of California that could 

have an impact on local entities: 

• Wall Street rating fums downgraded California's bonds -- they are now among the most 
poorly rated state bonds in the country. 

• California's per-pupil spending is now about $1,000 below the national average and far 
below that of other major industrial states. (California was in the top ten states in per-pupil 
spending in the late 1960s and is now in the bottom ten.) 

e Many misfortunes which were beyond anyone's control, from droughts to earthquakes to 
fIres to riots and to floods. 

• Last among the states in per capita highway spending . 

• Higher local fees for new developments and businesses. 

• California's public employees are, except for Alaska's, the highest-paid in the nation. 

e California's progress toward privatization of public services is among the slowest 

• State services become increasingly dependent on non-tax revenues. 

• Unemployment rate is the highest among industrial states. 

• Alleged State government corruption. 

• Term limits which force representative change and shift power from the representatives to 
the governor. 

• State budget defIcit -

• Nearly ninety percent of all services run at the county level are state-mandated programs. 

• Loss of California jobs through two of the state's largest industries, defense and aerospace. 

• Since 1990 there has been a net gain of more than 900,000 jobs in the nation, but 
California has suffered a net loss of more than 600,000. 

A Constitutional Revision Commission has been formed by the governor and is charged with 

the task of evaluating and recommending fundamental changes in the constitution in order to improve 

government's functions. 63 
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Political disagreements exist among many levels of government concerning the issues of 

funding for public safety agencies. 

The intent and proper disbursement of Proposition 172 revenue continues to be debated. 

Although the revenues from the tax extension funds have been received by the counties and are being 

used, the legislators continue to wrestle over its specified purpose for allocation. (The structure of the 

increased sales tax revenue depending on the particular county, provides 93.9% to 95% of the total 

revenue be retained by the counties with the remaining percentage being divided among cities in each 

county.) 

Legislation continues to be proposed, and frequently passed, which extends authority and 

peace officer powers to private security officers. According to recent studies, private security is one of 

the fastest growing fields in the country. These studies also raised some "troubling questions, 

primarily about the birth of a two-class police system." It is projected that police in the future will only 

provide a minimal level of public safety and all other services will be "a free-market commodity like 

health care and education. "64 

Police agencies still have many powers, protections and resources that are 110t available to 

private entities _such as powers of arrest, lethal force, liability protection and mutual aide capabilities. 

As yet these distinctions remain with public entities; however, legislative revisions could change these 

factors. 

• 

Legislative bills continue to be introduced and passed which allow for the imposition of new • 

fees or tlle cost increase of existing fees in the area of public safety. Often these are initiated with the 

sole intent to generate revenue. 

When identifying environmental oPPOltunities anp. threats. often the resulting impact can be 

based on the long-term planning efforts in conjunction with the short-term policy decisions. The 

desire of this analysis is to bring forth the potential factors that could have an impact on the issue and 

utilize the information to alter or minimize the potentially damaging results and to capitalize on the 

advantageous results through the use of intelligent planning and implementation. The future study of 

this project forecast many trends and events that assisted in the determination and development of the 

analysis. 

ORGANIZATIONAL ANALYSIS 

The second stop in analyzing a strategy is to evaluate the organizational resources. This 

analysis is designed to aid the strategist in identifying the organization's distinctive competencies by 

understanding the strengths and weaknesses. This analysis will focus on factors that are internal to the 

organization only as the apply to the issue and sub-issues of the study. 
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For the purpose of this analysis, the organization will be the Santa Clara County Sheriffs 

Office. However, during the transition management portion of the study there will be other 

organizations that will play critical functions in the implementation of the plan. 

Qr~anizatiQnal Strength~ 

to achieve its ob'ectives, 

Social aspects of the fee-for-service model and alternative funding mechanisms are important 

within the Sheriffs Office and the County of Santa Clara. 

In Santa Clara County there is a positive relationship with all of the local agency heads. The 

police chiefs' association in this county has achieved several countywide policies and protocols that 

have resulted in positive change and consistency. This strength can have a major impact in the 

development and testing of fiscal plans. 

The Sheriffs Office in Santa Clara County is highly regarded by the community it serves. 

Currently the Sheriffs Office has four contract cities and a contract with the county transit district and 

the county parks. There is also a high regard by the man~gement of these entities for the quality of 

service they receive. In addition to the high quality of service, the cost is estimated by the cities to be 

lower than they could provide for themselves. 

Two years ago the Sheriffs Office instituted a program to assess fees in order to generate 

revenue to augment a declining budget. The decision was reached to seek alternative methods to 

achieve the 1.5 million dollars in mandatory allocation reduction. This balance was achieved by a 

proposal to generate revenue in the specified amount instead of reducing the budget. This proposal to 

generate revenue was accomplished by developing additional sources of service fees and increasing the 

costs of those fees already being imposed. This proposal averted the necessity to lay-off twenty-one 

deputies that could have had an enormous impact on the level services that could have been provided. 

Cities and unincorporated areas within Santa Clara County enjoy an excellent statistical record 

in all aspects within the criminal justice system. The overall quality of the public safety agencies in the 

county is believed to be a factor in the county's low crime rate. Although internal criminal justice 

organizations are important, it is recognized there are many factors that contribute to this crime record 

and the overall quality of life in the valley. 

When considering the most appropriate allocation of additional state and federal resources 

aimed at targeting crime, the focus is often to the areas with high crime rates instead of those with low 

rates. A strength of law enforcement agencies within Santa Clara County is the apparent effective 

nature of the overall systems. In addition to concentrating on high crime areas, it may also be 

beneficial for state and federal agencies to allocate resources to low crime areas in order to study the 

factors present which contribute to this positive environment. 
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With a different mayor and police chief in Houston, Texas, community policing techniques 

were discontinued and a different philosophy was adopted. In three years the department expanded 

from 3,900 sworn officers to 4,800 sworn officers under this new leadership. During the same time 

period, the city's overall crime rate plummeted over thirty percent. The mayor "credits the sharp 

decline not to 'new-fangled ideas' such a community-based policing but to hundreds of newly hired 

police officers whose sole purpose is to go out in unifonn every day and make arrests."65 

However, when comparing police department personnel in the City of San Jose to other large 

cities in the nation it is found that the low crime rate is not directly related to staffmg levels. According 

to the 1993 Uniform Crime Reports, the national average ratio of police personnel (civilian and sworn) 

to 1000 population is 3.6 in sixty-four cities with populations over 250,000 who reported.66 The 

same report shows San Jose Police Department's ratio as 1.97 staff to 1,000 population. 

If the assumption is valid that police agencies have an impact on the crime rate, then resources 

should also be allocated to low crime areas to determine "why" police agencies are effective. The 

answer to the question of crime and violence may not be limited to putting "100,000 more officers on 

the street" as the federal crime bill proposes. 

Technology is a tenn which is felt tc ~e synonymous with Santa Clara County which is also 

commonly referred to as "Silicon Valley." Because of this geographical factor coupled with the 

• 

evolving partnership between industry and public safety services, law enforcement has benefited from • 

this relationship. There exists a myriad of additional opportunities which could be developed in order 

to benefit both the private and public sector. 

Technological adval.lce~ents within the Sheriffs Office have increased dramatically within the 

last four years. While these internal systems were being developed, lofty long-range plans were being 

conceptualized. One of the main components in the establishment of these goals was to provide 

linking systems to all other police agencies in the county. In the past, systems such as the Sheriffs 

Office crime analysis network were generally focused on the particular agency. There were no 

linkages from one agency to another in which infonnation could be shared. Because of the long-range 

plan several advances in county-wide computer linking are being developed. This development is with 

the full support of other police agencies, the district attorney's office, the department of COlT~ction and 

the probation office. 

Currently there are also discussions with neighboring counties proposing computer linkages 

through the use of existing compatible systems. There is also an influx oOnformation being placed in 
these systems that have been generated from state and federal agencies. 

In addition to these systems, two task forces have recently become operational in the county 

that are staffed by personnel from other local, state, and federal agencies. Data is being collected with 

the assistance of state resources, from all participating agencies to be used in these joint efforts. The 

purposes of these ne~ joint ventures are auto theft and sexual "predator" pro-active enforcement. 
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The planning process of creating a county-wide standardized police report form is nearing 

completion. Although on the surl'ace this process seems simple, it is very complex and costly because 

of the individual agency needs and the technological modifications that will be required. This, 

however, is one small step in the enhancement of an inter-agency infonnation communication network. 

Economic conditions in Santa Clara County have generally shown consistency with other 

industrial cOPI.;ties in the state. Since 1990 in this county there has been a loss of 58,000 defense 

related jobs, a thirty-five percent drop in annual federal defense spending in the local economy, a 

doubling of the failure rate of new businesses, and a fifty percent decline of new business start-ups. 

Santa Clara County does compar.e favorably when analyzing tax revenues with other 

comparable sized counties in the state as depicted in the following charts67: 

Summary Of County Property Taxes Allocated And Voter Approved Taxes Levied. 
Applicable To Fiscal Year 1993-94 

County Population Total Assessed Total Property Ratio of 
(L.A. County Is The PrOperty Tax Allocated Population to 
Only County With 1990 Federal Census Valuation And Levied Property Tax 
Greater Population) (oer capita rate) 

San Diego ') 498,016 143791 261.909 II $ 300,968,049. 1: $ 120 

Orange 2,410,556 175,974,510,566 $ 185,401,539. 1: $ 77 

Santa Clara I 1,497,511 II 112,529,949,732 I[ $ 206,196,539. I 1 : $138 

San Bernardino 1,418.380 72,849,568.366 $ 103,800,716. 1: $ 73 

It is interesting to note the differences between the total revenue in property taxes, the assessed 

property valuation and the population when cO!1lparing couhties. While Santa Clara County is thirty

eight percent smaller than Orange County, Santa Clara County brings in eleven percent more money in 

property taxes. Also, Santa Clara County is five percent larger than San Bernardino County, yet Santa 

Clara County brings in almost double the dollar amount for property taxes. 

This high dqllar amount for Santa Clara CouI?-ty is because of specific county taxes levied on 

property, most of which has been voter approved. Only six of the fIfty-eight have any revenue 

through these alternative county property taxes. Only two. Los Angeles and Santa Clara Counties, of 

these six counties levy an amount over six-hundred thousand dollars. Los Angeles County levies an 

additional $8,753,087 and Santa Clara County levies $32,219,650. The comparison of the Santa 

Clara County ratio with the median ratio of the counties evaluated demonstrates a forty-four percent 

• higher property tax rate in this county. 
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Summary Of All County Taxes (Including Property Taxes & Sales And Use Taxes) 
For The Fiscal Year Ending June 30, 1993 

County Population Financing Sources Ratio of Population 
(L.A. County Is The Only to Tax. Revenue 

County 1990 Federal Census Total Taxes (per capita counly tax) 
With Greater Population) 

San Diego 2,498.016 $ 371,895,686. 1 : $ 149 
Orange 2,410,556 [ ~ 350,691,113. I , 145 1 : ~ 

Santa Clara 1,497,577 L $ 290,934,534. I 1 : ~ 194-
San Bernardino 1,418,380 $ 204,636,326. 1 : ~ 144 

When comparing the above counties in total taxes, there appears to be a more consistent ratio 

between taxes and popUlation. The exception noted for the high Santa Clara County rate is generally 

because of the additional property taxes levied as explained in the property tax chart. 

Nearly ninety percent of all services run at the county level are state-mandated programs. The 

remaining ten percent of counties' budgets allow for discretionary programs such as public safety.68 

With San.ta Clara County's additional sources of property taxes and other sales tax enhancements 

(e.g., transportation), the county is expected to be fiscally sound. 

The following chart depicts the counties' financing sources (exclusive of enterprise fmancing 

sources) as computed on a statewide basis: 

Rcvenuc From State 
Agencies 38.210 

General County Financing Sources 

Ucenses, Pcnnits, 
Fmes, Forfcibll'tS, & 
Special Assessments 

4.5'10 
Revenue From Federal 

and Other 
Intergovernmental 

!~~~~AgenCiCS 20.7 '10 

Charges for Current 

;~~iIlrP Services & Mise. 
~~~ t: Revenue 12.3% 

PropcrtyTaxes 21.8% 
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The following chart that depicts Santa Clara Countyts total fmancing sources (excluding the 

county transit agency) is offered for comparison with the statewide statistics: 

Santa Clara County All Funds Revenues FY 
1995 Resources $1,906,987,398 

Licenses & 
Fines 1.3% 

State Aid 

26.2% 

Federal Aid 

15.2% Charges 

18.1% 

Other 

Revenues 

10.2% 

Other Taxes 

Transfers Use of Money 

7.7% 2.7% 
Property 8.0% 

Taxes 10.6% 

The following chart depicts the county cost-of-government financing use~ (exclusive of 

enterprise fmancing sources) as computed on a statewide basis: 

Education & 

Recreation 3.0% 

Cost-of-Government Financing Uses 

Public 

Assistance 

41.3% 

Health & 
Sanitation 

153% , 
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The following chart that depicts Santa Clara County's all funds expenditures (with the 

exception of the county transit agency) which is offered for comparison with the statewide statistics: 

Santa Clara County All Funds Expenditures FY 1995 
Total Expenditures $1,905,987,398 

Employee Services 3.0% SDAF & Fire 1.8% 
Special Programs 3.0% 

Legislative & Executive 2.2% 
Finance 3.1% 

General Services 4.2% :: 

Law & Justice 
17.1% 

Transportation 
6.0%, 

Social Services 
23.6% 

Health & 

Hospital 32.5% 

• 

In addition to the high rate of property taxes in Santa Clara County, the county also has the • 

singular highest rate of sales tax (8.25%) of any county in the state. A portion of this sales tax revenue 

(.75%) provides eighty-one percent of the funding for the county's transit budget. This budget of 200 

million dollars for transit is not considered a part of the county system because the agency became a 

separate entity. 

This infonnation demonstrates that the county has substantial revenue, and the allocation of the 

revenue i:s not necessarily in favor of public safety agencies. 

Given the county's annual budget of almost two billion dollars (plus another 200 million for 

the county transit) and the high rate of taxes in Santa Clara County, the economic situation presents 

favorable conditions to address the issue of funding, particul~ly if it is done within the parameters of 

existing county resources. 

Political concerns are important to the issue since the Sheriff is an elected official in all 

counties. Being responsive to the public and their fiscal concerns is of importance to the sheriff. 

The nature of the position of sheriff is inherently political since it is an elective position. There 

are differing opinions concerning the value of an elected position versus an appointed position, the 

following is one professor's opinion: 

"I had no experience with sheriffs departments aly~ frankly I had harbored the 
impression that the sheriffs system was kind of rm antiquated way of doing 
police business. and the really progressive way to get policing done was with a 
department with an appointed professional chief. I've come to realize over the 
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last five years that the sheriffs system has a lot of virtues to it, and many of 
them are quite in line with things that have been said about community policing. 
Sheriffs are inherently interested in the community that they serve .... Those. 
things spring directly from the fact that the sheriff is. an elected figure. 1169 

Throughout the state and the nation there continues to be public objections to the issue of being 

billed for police services that have historically been provided at no cost. With the existing rate of 

increase of these fees more public objections are projected. In the necessity to evaluate levels of 

service fees, the sheriff could take a lead role in the county. 

However, if fees are decreased there will be a necessity to seek alternative funding methods to 

replace the lost revenue. Depending on the mechanism selected (e.g., sales tax, utility tax) to obtain 

this funding, the sheriff may be in a precarious position politically. 

Org:anizational Weaknesse~ 

Organizational Weaknesses (internal to the organization) 
A weakness is a limitation. fault. or defect in the or anization that will kee 

Social concerns from within the county and the agency are also apparent. One of the major 

concerns is the widely racially and economically diverse communities served by the Sheriffs Office. 

The future implications of service fees as they relate to potentially disparate treatment of community 

members are of great concern. 

With the current rate of revenue generation through the use of service fees, the concern for 

unequal treatment is of importance to the agency in general. The other projected long-range negative 

impacts are also being considered; however, the need for determining an alternative funding model is 

thought to be a potential solution. 

The difficulties of imposition and collection of this method were soon realized. The 

Sheriff also received some negative attention in the fonn of questions from certain segments of the 

community. Because of these concerns, members cf Sheriffs Office management have elected to take 

a close look at the nature of future fees and the impact en tlle agency. 

Many' of the ethical issues identified in the environmental analysis are also factors to be 

considered within the agency. 

Technological advances that serve to provide a more effective and efficient method of providing 

any service, are also costly. The technological plan in the Sheriffs Office will not only be labor 

intensive for implementation, but it will also require the dedication of sizable fiscal resources. . . 
These technological improvements are considered to be essential tools in the future productivity 

of the agency and the overall plan within the county government. 
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Economic issues within the Sheriffs Office and within the County are of concern because of 

the general state of the California economy. 

When fee structures were originally established there had been no long-tenn planning relevant 

to the issue. Instead, there was the attempt to fill the void created in the allocation deficit in order to 

remain at the current staffing level within the Sheriffs Office. During the budgeting process a 

conservative estimate of $1.5 million dollars in new revenue was projected. In reality, it appears that" 

these revenues will fall far short of the projections by generating only about $200,000 annually. The 

solution of imposing fees appeared to have a sound basis at the time the plan was proposed and 

implemented. Since the agency is now generating revenue in the fonn of service fees, it will be much 

more difficult to plan a reduction in those fees. For the Sheriffs Office alternative sources of revenue 

will be critical to the success of the plan. 

Political ramifications that could be negative to the issue of service fees were specified in the 

futures study of this report. Because the Sheriff is an elected official, the imposition of .these fees and 

their subsequent impacts could have a negative political impact in any future election. 

The recent public vote for the one-half percentage sales tax extension specifically designed for 

public safety functions could further complicate the issue. The p~emise of operating on a fee based 

structure to meet public safety budget deficits within the county has already raised questions by 

members of the community. From a very simplistic view, the sentiment expressed involved a question 

of what had been done with the sales tax money that had been received, and why were additional costs 

were imposed. When viewing the entire county operation, the need for the sales tax extension was 

apparent since an amount approximately equal to the sales has had been retained by the state instead of 

provided to the county. However, there remains some dissatisfaction from the community concerning 

this issue. 

The political and social implications of the fee-for-service model of funding which were 

developed in the futures study were the major considerations in the decision to seek an alternative 

funding model to be used by county law enforcement agencies in California by the year 2004. 

STAKEHOLDER ANALYSIS 

Stakeholder 
Individuals or groups who impact, are impacted by, and/or have concern about the proposed strategy 
and/or implementation of the plan. 
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The Modified Delphi ~ocess, as previously discussed, was used in the identification of any 

potential stakeholders. During this panel discussion, the following list of forty-five potential 

stakeholders (including the identification of "snail darters") was identified for the entire range of the ten 

alternative strategies developed: 

'Abusers'/'Mis-users' 
A.C:L.U. 
Alann Companies 
Appellate Courts 
Attorney General 
Attorneys 
Bail Bondsmen 
City Councils 
City Managers 
Collection Agencies 
Correctionsl1 ails 
County Depts./Programs 
County Executive 
County Supervisors 
Court System 
Deputies/Officers 

District Attorney 
Federal Government 
Governor 
Homeowner Associations 
Insurance Companies 
Judges 
Legislators 
Media 
Other Govt. Agencies 
Neighborhood Groups 
Police Agencies 
Police Unions 
Police/Sheriff Mgmt. Assoc. 
Political Associations 
Public Defender 
Public/Community 

Reporting Parties 
School Personnel 
Sheriff 
Social Programs 
Special Interest Groups 
Suspects 
State Sheriffs' Association 
Taxpayers Associations 
Victims 
Voters 

"Snail Darters" 
Private Security Companies 
Probation Officers 
State Government 

The list of stakeholders was narrowed to eleven, including the most significant "snail darter," 

on the basis of those which were most important to the issue and/or those who had a-strong vested 

interest in the issue. The followin-g is an analysis of these ten stakeholders including some of the 

projected assumptions each stakeholder might have relative to the issue: 

1. County Executive 

The Office of the County Executive heads the administrative branch of county government. The 

County Executive is appointed by the Board of Supervisors and is responsible for proper 

administration of all affairs of the County. The issue of developing funding models either on a local or 

statewide level could create a major change for the county and potentially other county services. In the 

event that the sheriff decided to decrease the amount or number of service fees, there would be a net 

decrease in the amount of revenue generated. The county executive would be critical in approving the 

same level of allocations for the Sheriffs Office with the knowledge that revenues would be 

decreased. (Allocations are independent of revenue accounts, revenue accounts are expected to meet 

"target" projections or "adjustments" could be applied to the allocations.) Support and assistance from 

this position is very critical to the Sheriffs Office developing any type of strategic plan. This is 

primarily because the Office of the County Executive makes the major budget decisions, with offerings 

• and final approval from the Board of Supervisors. The success of most plans would depend greatly 

on the level of cooperation between the agency and.the executive particularly, in the area of funding. 
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It is interesting to note an attorney general's opinion concerning the question, "Does a county 

board of supervisors have the legal authority to govern the action of an elected district attorney 

concerning the manner in which the district attorney's budget allotment is to be spent, including the 

manner in which personnel will be assigned?"71 The conclusion of the attorney general was that, "A 

county board of supervisors is not authorized to govern the actions of a sheriff or district attorney 

concerning the manner in which their respective budget allotments are expended or the manner in 

which personnel are assigned." Even though this opinion is important, the decision does not specify 

the amount of funding to be provided. Realistically, it is important to maintain a cooperative 

relationship with the county executive because of the overall funding control. 

Since the imposition of Proposition 172, there have been legislative attempts through 

"maintenance of efforts" plans to establish minimum levels of funding for Sheriffs Offices. This 

could potentially, mandate the funding levels removing some of the subjective nature of budget 

allocations to public safety agencies. 

Assumption a: 

Assumption b: 

Assumption c: 

The County Executive will be interested in the fiscal health of all county 
departments and will resist a larger proportion of the funds being allocated in a 
mandatory fashion to public safety agencies. . 

Being appointed by the Board of Supervisors, the County Executive will only 
increase allocations to public safety agencies if directed to by the board. 

The County Executive will arbitrarily reduce budgets in order to balance the 
overall county budget 

2. Members of the County Board of Supervisors 

The Board of Supervisors in Santa Clara County consists of five individuals who serve four year 

elective terms. The board is the governing body of the County. They are responsible for enactment of 

ordinances and resolutions, adoption of the annual budget, approval of new programs, review of 

existing programs and adoption of land use and zoning plans. 

Because the supervisors are elected officials, many of their decisions take into consideration their 

constituent's views. The board has the ultimate control of all county decisions including those 

presented by the County Executive. Because constituent support is valuable to the board, many of the 

fee generation proposals are viewed on the basis of community expectations. 

A favorable relationship between the Board of Supervisors and any county agency is an important 

element including agencies with an elective department head. 

Assumption a: 

Assumption b: 

If the imposition of fees for law enforcement services becomes an issue of 
direct public concern, then the board will be more responsive to supporting 
a plan to address any of these concerns. 

If public safety is of concern to the community, then each member of the 
board will vote to dedicate resources to police agencies. 
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Assumption c: 

3. Sheriff 

Since only 8.6% of the total county budget is discretionary; the board will 
not want additional minimum funding levels established since it limits their 
allocation authority. 

The sheriff in each county is elected in a county-wide non-partisan election to a term of four years. 

The sheriff is the chief law enforcement official in each county and has constitutional authority over a 

variety of functions. The sheriff must be responsive to the needs of the community and is a visible 

entity in law enforcement 

It is incumbent on the Sheriff to provide quality service in a cost effective manner. This is true for 

the 966 square miles of unincorporated area (total county is 1312 square miles) where he is responsible 

for general law enforcement and for the services provided on a county-wide basis (e:g., evictions, 

court security, extradition's, etc.) 

The projected negative impacts of service fees could have a detrimental affect on the Sheriff and 

the Sheriff's Office. 

Assumption a: 

Assumption b: 

Assumption c: 

The sheriff is concerned. about diminishing allocations and the ability to 
provide minimum levels of service, therefore, the sheriff will actively seek 
additional funding mechanisms. 

With public pressure, the sheriff will decrease or eliminate service fees. 

The sheriff will implement mechanisms to guarantee ample minimum levels 
of funding for the Sheriff's Office. 

4. County Departments/County Programs 

If minimum funding levels are established or if fees are generated for public safety, these 

agencies could be greatly impacted in either a negative or positive manner. Because of this, each 

department has a vested interest in the structure of the strategic plan. In difficult economic times many 

of the non-essential social programs and assistance programs are allocated fewer resources or 

discontinued entirely. Often these social program supporters create a vociferous group of protesters. 

The method in which County revenue is distributed is of concern and interest to other County 

departments. 

Assumption a: 

Assumption b: 

Most county departments are in competition for the discretionary county 
funds and overall county revenues have diminished in the last few years; 
therefore, they will oppose minimum funding levels for public safety. 

If some county departments faced drastic fiscal reductions, then there will 
be public objections by interested parties at Board of Supervisor meetings. 
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Assumption c: It will be necessary to eliminate vital county programs if public safety 
services were given a sizable increase in their allocations. 

5. Taxpayer Associations 

Proposition 13 in 1978 was the first major event in a continuing cycle of citizen initiated 

governmental tax reforms in California. These reforms created tax cuts, spending limits, 2/3 votes for 

tax increases, and other fiscal measures that limit governmental control of resources. All state and 

local taxes on Californians dropped during the 1980s -- from $148 per $1,000 of person income to 

$110 per $1,000.72 The head of a taxpayers' association stated "that when fees are added to state and 

local taxes, California is spending as much no.w per capita as it did before Proposition 13, though state 

and local taxes are still far lower (twenty-fourth in the nation) as a percentage of per capita income.73 

Proposition 172 that established a permanent statewide half-cent· sales tax for support of local 

public safety functions has not resulted in substantial increases in public safety spending. For years, 

state and local governments have "sold'! taxpayers on new revenue sources by stating that the funds 

will be spent on popular, high-priority programs and activities. "Probes by suspicious tax-payer

watchdog groups or program advocates frequently reveal that there was no net gain in the amount of 

money spent on the program after the new tax went into effect. "74 

Assumption a: 

Assumption b: 

Assumption c: 

6. Legislators 

Taxpayer groups will be successful in legislating a minimum percentage of 
overall general fund revenue to public safety. 

Taxpayer associations will become politically active as a result of the 
minimal amount of additional funding actually provided to public safety 
agencies after the passage of Proposition 172. 

Taxpayer associations will make a significant impact on levels of funding 
for public safety agencies if there were shown to be inequities. 

The state constitution separates the powers of state government into three main branches: 

legislative, executive, and judicial. The principal lawmaking powers of the state are vested in the 

legislature. The legislature has broad power over local governments. Counties, cities, regional 

agencies, and special districts may be created only in accordance with state law. The legislature 

controls public finances by levying taxes and appropriating funds. As part of the system of checks and 

balances, the legislature has statutory influence over funding, organization, and procedures used by 

administrative agencies of the executive branch. 
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Depending on the strategic plan selected, the enactment of legislation could be a necessary step in 

the implementation of the plan. 

Assumption a: 

Assumption b: 

Assumption c: 

Since public safety is currently one public's greatest concerns; legislators 
will be responsive to desires of their constituents to provide additional 
funding for public safety services. 

State legislators will not vote to impose further restrictions on discretionary 
spending. 

Legislators will provide more authority to private security if sworn officers 
become too expensive and the community demands alternative sources of 
public safety services. 

7. Deputy Sheriffs' Association (Labor Union) 

Because community support is so critical to the positive perception of police and the 

implementation of any plans, the sworn personnel must be a viable representative of agency 

philosophies. 

If fees are collected at an increasing rate. alternative service providers may be sought. Private 

security, a lower cost provider, will begin to secure contracts for specified functions thus decreasing 

the need for as many sworn officers. As additional fees are collected, the public perception of police 

could shift from an officer who is concerned for safety, to an officer who is concerned only about 

getting money. 

Assumption a: 

Assumption b: 

Assumption c: 

8. Voters 

Any proposed decrease in member's salaries will be opposed by the 
D.S.A., even if service areas or contracts will be discontinued without the 
reduction in pay. 

The D.S.A. will actively support any measure that would increase levels . 
of funding for their agency. 

Members of the D.S.A. will be resistive of fees for services since they are 
the individuals in direct contact with the public from which these fees will 
be imposed. 

Citizens in a representative democracy rely pIimarily on their elected representative to make the 

laws. The peOpIf! of California reserve the power to initiate and annul laws using two fonns of direct 

legislation,the initiative and the referendum process. The initiative process bypasses the legislature 

completely by placing a qualified measure on the ballot for decision by the voters. The referendum 

process uses petition refonn to enable voters to demand that a measure enacted by the legislature and 

signed by the governor be referred to the electorate before going into effect. 
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Since these "direct legislation" procedures are also guaranteed by the constitution for use at the 

local government level, the ramifications of voter support are critical to the imposition of funding 

models for public safety. 

Voters did approve Proposition 172 that called for the continuation of a statewide sales tax for 

public safety. Debate concerning the intent of the proposition continues since only a small proportion 

enhances public safety budgets. Many economists dislike earmarked taxes because they make public 

budgets less responsive as fUnding needs change and they limit the discretionary spending powers of 

policy makers. A poll found that while opinion still runs against any general tax increase, seven out of 

ten Californians would support higher taxes for specific programs.75 

Assumption a: 

Assumption b: 

Assumption c: 

Voters will support a measure to guarantee minimum funding levels to 
public safety agencies due to concerns about crime and violence. 

If voters were aware of the small percentage of public safety budget 
augmentations in comparison to the amount of revenue generated by 
Proposition 172; they will provide assistance with any attempt to raise the 
funding levels. 

Voters will assist with the Sheriffs Office attempt to increase budget 
allocations on the local level if information is conveyed that demonstrates 
inequities in voter approved funding measures. 

9. California State Sheriffs' Association (C.S.S.A.) 

The C.S.S.A. is a California Corporation whose purpose is as follows76: 

Assumption a: 

Assumption b: 

Assumption-c: 

The Office of Sheriff is orze of antiquity and is the oldest law enforcement office known 
within the common law system and has always been accorded great dignity and trust. 
The Sheriffs o/California are elected and are constitutional officers in the Constitution 
of the State of California. 

In order to improve and provide effective service and protection to all citizens of 
California, the Sheriffs have joined together by forming this Association. This joining 
together of the Sheriffs will allow t,~£ Sheriffs to assist each other in fulfilling their 
duties and obligations to the people of this state as chief law enforcement officers of 
their respective counties. 

The C.S.S.A. will initiate additional legislation necessary to ensure 
reasonable funding levels for all county sheriffs offices. 

If some of the negative aspects of the fee-for-service issue are brought to the 
attention of sheriffs an effort to standardize fee model will be considered. 

Legislators who often seek political endorsements from the C.S.S.A., will 
assist in the achievement of an alternative funding model for sheriffs 
offices. 
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10. California State Association of Counties (C.S.A.C.) 

C.S.A.C. is an association representing county governmental agencies. Although they do 

provide resources to sheriff's offices throughout the state, their principle alleg~ance is to the executive 

branch of county government 

C.S.A.C. was a major proponent of Proposition 172 and provided valuable assistance in 

ensuring its passage with the voters. Once this proposition passed, C.S.A.C. has opposed all follow

up legislation that requires minimum service levels for public safety agencies. Some of these 

"maintenance of effort" (M.O.E.) bills will mandate the increase in levels of public safety funding. 

Assumption a: 

Assumption b: 

Assumption c: 

C.S.A.C. will continue to oppose any M.O.E.legislation. 

C.S.A.C. will support any additional legislation that will ensure 
additional revenue to counties. 

If fee-for-service guidelines are established which reach the state level and 
are restrictive to counties, then C.S.A.C. will oppose the mandatory 
adoption of these guidelines. 

11. Private Security Companies ("Snail Darter") 

As police resources and personnel levels diminish, certain non-essential functions will no longer 

be provided without cost to the community. Security companie r ",ill be available in increasing 

numbers in order to provide services on a contract basis. 

In a recent Forbes article, the author reported that "Unimpressed by the security provided by 

strapped undermanned and frequently demoralized municipal police forces, frustrated citizens are 

increasingly turning to the private sector for their protection."77 

The manner in which law enforcement agencies are funded will greatly impact the levels of 

services provided by security personnel. 

Assumption a: 

Assumption b: 

Assumption c: 

Security agencies will oppose measures that will provide higher levels of 
funding for public service agencies. 

Private security will become a major political force in the state as their 
profits increase. This will enable them to be granted more powers and 
authorities through laws enacted on a statewide basis. 

If competition begins between public and private security providers, then 
private securities will be awarded more contracts based on their lower costs. 

This strategic assumption chart graphically depicts the areas in which additional information 

will need to be developed. Because assumption information that appears in the lower quadrants of the 

chart shows a high level of uncertainty (the numerical indicator of one indicates that there is as much 

chance of being right as being wrong in the assumption), additional information will need to be 
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developed. However, if additional information is needed and the assumption is not considered an • 

important matter (i.e., those in the lower left quadrant), then it may not be of enough value to make a 

difference to the issue. In addition to this analysis of the assumptions, it is imperative that 

consideration be given to the positive or negative qualities of each of the assumptions in planning 

considerations. 

On the basis of the relative importance of the assumption and the certainty that the assumption 

is correct, the following strategic assumption surfacing technique was used to plot the data: 

Certainty and Importance of Stakeholder Assumptions 
to the Issue of Funding Models 

Certain 
(5 = 100%) 

5 

lOa 2c 
7a 

lOb 
9a 6c 

3a 6b 
4a 1c 

5c 3c 
9b Least Important 1 5 Most Important 

4b 8a 

Sia k.ebolde[ 
1. County Executive 

2. Board of Supervisors 

3. Sheriff 

4.· County Departmentsl 
. County Programs 

7b 2b 2a 

10e 5b 
<> 6a 3b 

7c 

He 9c 4c 
la Ib llb 

11a 
8c Sa 

1 
8b 

Uncertain 
(1 = 50%) 

X Axis - Level of Importance of the Assumption to the Issue 
y Axis - Certainty of Validity of Assumption 

Assumption 
a. Will resist larger prpportion of funds being allocated to public safety. 
b. Will only increase public safety allocations if directed by board. 
c. Will reduce budgets to balance overall county budget. 

a. If public is concerned, will consider fee structures. 
b. If public desires, will dedicate additional resources to public safety. 
c. Will resist the establishment of minimum funding levels. 

a. If resources diminish, will seek additional sources. 
. b. With public pressure, will decrease or eliminate fees. 
c. Will get guaranteed ample minimum levels of funding. 

a. Will oppose minimum funding levels for public safety. 
b. If face budget reductions, will have public objections raised. 
c. With budget decreases, programs may be discontinued. 

5. Taxpayer Associations a. Will legislate a minimum percentage of general fund to public safety. 
b. Will become involved in the attempt to obtain more funding to public safety. 
c. If inequities are shown, will make an impact on public safety funding. 
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6. Legislators a. Will be responsive to constituents desire to increase public safety funding. 
b. Will not impose further restriction on discretionary spending. 
c. If community demands will provide more powers to private security. 

7. Deputy Sheriffs" Assoc. a. Will oppose any reduction in salaries, even to remain competitive. 

8. Voters 

9. California State 
Sheriffs' Association 

10. California State 
Asso. of Counties 

11. Private Security 
Companies 
"Snail Darter" 

b. Will support any increase in agency funding levels. 
c. If public concerns, will resist the imposition of service fees. 

a. Will support guaranteed minimum funding levels for public safety. 
b. If aware of Proposition 172 funding levels, will support higher levels. 
c. If inequities in voter approved funding augmentations, will assist. 

a. Will initiate additional legislation for funding if necessary. 
b. If negative aspects of fees are known, will support standardization. 
c. Will obtain legislative support for the development of alternative funding. 

a. Will oppose any maintenance of effort legislation. 
b. Will support legislation that would raise revenues to counties. 
c. Will oppose any plan to reduce levels of fees assessed by public safety agencies. 

a. Will oppose measures for higher levels of public safety services. 
b. Will be granted more powers and authorities by legislature. 
c. If competition with public agencies, will get more contract due to reduced C!)sts. 

ALTERNATIVE·STRATEGY DEVELOPMENT 

During this panel process the members were instructed to explore and develop the feasibility and 

desirability of policy alternative to achieve the desired future state in the strategic plan. A list of ten 

candidate strategies and the generalized list of stakeholders were generated by the panel. Each of the 

proposed strategies and stakeholders was thoroughly discussed with respect to their issue relevance, 

advantages, disadvantages and any other identified concerns. The following strategies were proposed 

by the members of the panel: 

.. Eliminate all Fees for Services - Full General Fund Tax Based Police Services 

.. Charge for All Services 

.. Charge only the Public - No Fees to Other Police Agencies 

.. Allocate a Lifetime Base Level of Service - After Base Level is Exhausted a Fee is Charged 

.. Charge only for 'Abuses' or 'Misuses' of Services 

.. Establish a "'Menu" of Fees for Pre-Contracted Services 

.. Legislate a Minimum General Purpose Revenue Percentage for Public Safety 

.. Geographical Area Provided Service in Proportion to the Amount of Tax Generated Revenue 

.. Charge Fees only to Convicted Suspects - No Fees to Victims 

.. Mandatory Personal Safety Insurance for Payment of Service Related Fees 

After ensuring that there was a clear understanding of the nature of each of the proposed 

strategies, an orientation discussion of the particular agency to \yhich these strategies were related was 

conducted. A detailed explanation of the analysis criteria was conducted and each panelist 
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independently assessed and rated each proposed strategy. A one to four (1 = least and 4 = most) rating 

scale was utilized to assess the desirability and feasibility of the proposed strategy based on the 

following established criteria: 

.. Short Term Desirability 

.. Feasibility - Ease of Implementation 

.. Cost Appeal Level 

• Long Term Desirability 

.. Stakeholder Support Level 

.. Enhanced Leva of Public Safety 

After the numerical cumulative score computation for each of the proposed strategies was 

conducted, three specific strategies were selected for further consideration by the Delphi Process panel. 

The first two proposed strategies were selected as being the most feasible and desirable based on their 

specific cumulative ranking score. The third proposed strategy was selected because of the variance of 

opinion in scoring values and the obvious unique nature of the strategy. 

After deciding which strategies to further explore, the panel members assisted in specifying the 

adv~tages, disadvantages and stakeholder's p;;rceptions of each strategy. 

Strategy One - Legislate a Minimum General Purpose Revenue Percentage for Public Safety 

(During initial voting, this strategy received the highest number of votes by orily one 
point. After additional discussions of only the three strategies, it still received the 
highest number o/votes, but this time by 21 points. This strategy was selected as the 
preferred strategy to be used in the implementation plan. The second round vote of this 
strategy showed an increase of sUPP9rt of 12 points [l 0% J.J 

Strategy Description 

Legislate and establish a minimum percentage of counties' general purpose funds to be allocated 

for county public safety agencies. This legislation would also specifically delineate those public safety 

agencies included and the specific functions each perform. The methods of establishing which funds 

are designated as general purpose would also be delineated in the legislation. 

By est.ablishing a yet unspecified minimum percentage of general purpose funds for public safety, 

a greater level of funding could be achieved which would be more consistent with the voter's 

presumed intent of the Proposition 172 vote. 

The legislation could have a provision for adjustment, by the community in each county, of the 

percentage based on the increasing or decreasing desirable level of service. The public would be able 

to have control over their specific levels of service and potentially also have input into which services 
are performed by the public safety providers. 
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Assumpti~ 

This strategic plan assumes the reduction or discontinuation of the broadening of fee-for- service 

methods of public safety funding. This strategic plan that additional allocations will provide the 

resources necessary to replace the potential revenue decreases. 

The assumption in this strategy is also that since Proposition 172 is in effect, that there are 

existing revenues for public safety that could be applied to meet this minimum percentage of general 

source revenue funding. 

AdvantaIWs 

Since crime and safety are of great concern to the public, an increased level of funding provided 

can potentially create a positive impact. This would create a secure source of funding and remove the 

discretionary control from the county governing board. 

With the potential of increased funding, more emphasis could be placed on research in order to 

determine which services would have a positive impact on the reduction of crime. 

Increased funding would also have a positive impact on many internal aspects of the particular 

agency by providing additional resources to the agency beyond the increase in overall staffing . 

Disadvantages 

With public safety assured of minimum levels of fur/ding, county agencies who also derive their 

funding from the discretionary funding pool could be negatively impacted by this plan. There exists 

the potential of resentment from other county services if there was a reduction in their funding levels as 

a result of this legislation. 

The issue of subvention of "earmarked" funds has been debated since the passage of Proposition 

172 which created additional revenue for public safety agencies. The issue of the subvention of 

funding is a matter that will probably require the development of stringent legislative provisions in any 

proposed bill. 

Another difficulty can arise when an agency does receive an increase in budgetary funding, 

followed by the assignment of more functions and responsibilities without any funding above that 

specified by the law. 

Stakeholder Perceptions 

The most important stakeholders in this strategy are the State Legislators, since this proposal 

would require enactment by the legislature. This legislation could be controversial since it would limit 

• government's spending discretion. However, support from the legislators is a distinct possibi.lity 

because of the public's desire- for police services. This rationale would also apply to county 
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administrators since this legislation would most likely be opposed by the county and any agencies who 

represent the counties' interests. 

Another significant group of important stakeholders is the taxpayers and voters who may support 

or potentially vote on this legislation. There would be potential opposition from organizations whose 

alliance is with agencies who would be adversely impacted by this strategy. 

The private security sector's profits and growth potential could be negatively impacted by the' 

passage of this legislation. This is especially true if the underlying assumption of reducing service fees 

is accomplished concurrently. This group could prove to be the "snail darter" to the imposition of this 

strategy. 

Other Potential Stakeholders 

Attorney General 

District Attorney 

Political Associations 

. Social Programs 

City Councils Corrections/J ails 

Homeowner Associations Neighborhood G"'?ups 

Public Defender PubI.i.c/Community 

Special Interest Groups Prob,ation Officers 

Deputies/Officers 

Police Agencies 

Sheriff 

State Government 

Strategy Two - Charge Service Fees Only For "Abuses" or "Mis-uses" of Services 

(During initial voting, this strategy received the second highest number of votes [and 
tied with another strategy). After additional discussion of the three selected strategies it 
dropped21 points behind theftrst alld only was three points ahead of the very un1;lSual 
and controversial strategy. The second round vote showed a loss of support of 8 
points [7%}.} 

StratefDl Description 

Throughout police agencies in California, this model of generating revenue has been in existence 

for a considerable period of time. The most common example for which the fee is assessed is for 

repeated calls for service false alarms and parties. It was proposed by the panel that additional 

"abuses" or "misuses" could be placed in this category in order to increase the amount of revenue to 

the agency. Additional incidents that could be considered in these categories are repeated service for 

constant calls, self-imposed feuds, false or unfounded emergency calls, demands for services that are 

not generally provided, and controversial public events requiring preventative police intervention. The 

underlying premise for these fee assessments is described as services that should not require police 

intervention to be solved, coupled with the fact that they are repeated requests. Another premise 

appears to be that assessing fees for events that were created with the knowledge that there existed a 

high probability that active police intervention be necessary. 
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• Another manner of increasing the levels of service fees is to consider "negligence" as another 

aspect in which fees for services would be required. Within the realm of public safety, the fire service 

has been actively engaged in assessing fees for "negligent" conduct when the conduct resulted in fire 

suppression services, even if the property damaged belonged only to the victim. In the area of law 

enforcement, this is not widely utilized as a fee generating mechanism with the exception of search and 

rescue costs. 

Assumptions 

This strategy assumes that fees will be charged in compliance with an organized plan and only 

under the specific provisions contained in the plan. It further assumes that other service fees currently 

being assessed which do not fall within the parameters of the designated plan will be discontinued. 

The rationale for increasing the criteria under which fees can be assessed is to replace the lost revenue 

when discontinuing other service fees. 

The members of the panel believe that the negative aspects projected during the futures study 

portion of this research will be eliminated with the imposition of a ~pecific plan establishing criteria for 

the assessment of fees. 

Advanta~s 

• The value in the fee-for-service structure strategy is the generation of additional revenue to 

• 

augment diminishing public safety budgets. It is thought to be fair because it has an impact on the 

service users and does not impact those who do not use the services. 

The thought of targeting service "abusers," "mis-userstt or those acting in a "negligent" manner 

has a positive impact on the community because it demonstrates an intention to curtail or limit 

unnecessary services. It is effective in many instances, particularly if upon initial contact a warning of 

having to pay is conveyed to the user. 

It is of benefit to the officer because this could serve as a method of reducing the numbers of 

repeat calls due to a volunta.ry non-compliance with the police directives. If non-effective uses of 

officers' time in service are decreased, additional time will be able to be focused on other areas of the 

community. 

Disadvanta~s 

Many individuals who are assessed fees express dissatisfaction as a result of the imposition of the 

fee. The issue of being a person who has paid taxes and never used polices services, raises objections 

when they are billed for requesting police services. 

The subjective judgment of what constitutes "mis-use," "abuse" or "negligence" is also an 

objection to the system because it can be unfairly applied. 

The potentially unequal treatment of community members is also thought to be a disadvantage. In 

the deployment of personnel, an agency could deploy more officers in an area that has the greatest 
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likelihood of paying for services. Personnel would be deployed on the basis of economics and not on 

the basis of crime related needs. 

Because fees are generally assessed based on actual costs, a multitude of officers could assist on a 

call for service and raise the cost disproportionately with the nature of the service request. The focus 

on the generation of revenue could also have a negative effect on areas that are not affluent because of 

the under-deployment of police personnel. 

Conversely, it is projected that the affluent areas could pay a greater share of service fees because 

of the geographic rate of fee collection based on the relative value of the homes. Since collection is !fa 

lot of work -- for a little money," perhaps no fees will be assessed withl'l certain lower socia-economic 

areas because of a high non-payment rate. This may result in more free service to lower income areas 

at the direct expense of the higher income area. 

The public's perception of police is important to the effective nature in which the job is perfonned. 

If officers become known for their "money-grubbing" tactics instead of being professional service 

providers who serve the community in an equitable manner, there could be implications of a lack of 

trust in the police. 

Ethical decisions are also very important to this strategy when considering if citizens can afford to 

call the police. Members of the community should not have to decide the validity of their perceived 

danger prior to requesting assistance because of the potential of incurring costs. 

Stakeholder Percwtions 

One of the stakeholders who could be most impacted with increasing service fee models is the 

private security company. The argument most often offered by police officers is that they are highly 

trained professionals and private security personnel are less than equal. This possibly arguable 

explanation does not include the fact that private security personnel are available at a much lower cost. 

It is not necessarily correct to assume that if functions are absorbed by private companies, then it 

will mean fewer responsibilities for police who will maintain the same levels of stafrmg. There 

certainly is enough need for safety services to allow the expansIon of both the private and public 

security sectors. There is an increasing desire by corporations, homeowner associations, small 

businesses and other entities to ensure specified levels of safety by contracting with private entities. 

The realistic and probable impact of the increases in private security is the decrease in public safety 

areas of responsibility. Agencies may not be the service provider in the future for crime prevention 

programs, educational programs and routine follow up investigations. 

Police unions also playa key role in this proposed strategy. It is projected that police agencies 

may be in competition with private security companies for an increasing number of services. Unions 

must remain flexible in order to successfully compete with other service providers, including other 

police agencies. 
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It is the other governmental agencies that may be the "snail darter" in this proposed strategy. As 

the potential for the recovery of costs through the imposition of service fees increases, there may be 

more agencies vying for the opportunity to bet;ome the sole service provider. 

Q!b.~r Potential StakehQlders 

Abusers/Mis-Users 

Attorney General 

Public/Community 

A.C.L.V. 

Collection Agencies 

Reporting Parties 

Alarm .Companies 

Court System 

Special Interest Groups 

Appellate Courts 

Media 

Taxpayer Associations 

Strategy Three - Mandatory Personal Safety Insurance for Payment of Assessed Fees 

During initial voting, this strategy received a mid-range score. When it was initially 
. proposed it was very much 0/ a 'joke' to the entire panel. The discussions were lively, 

creative and interesting. It was selected as the most controversial because 0/ the 
diversity of opinion during theftrst round o/voting and because o/its inherent interest. 
After the secondary discussion and voting the proposal increased 12 points [11 % J and a 
greater consistency 0/ opinion. The original vote places it behind the second highest 
strategy by 23 points and the next vote decreased this separation to only 3 points . 

Strategy Description 

This suggested strategy involves the mandatory purchase of personal safety insurance for the 

payment of service fees in the event that public safety services are needed. The premise of this 

insurance is much the same as any insurance, in which your level of risk is researched to determine the 

premium cost. This premium cost can be adjusted based on the number, severity or negligence of any 

claims. The similarity of factors that apply to automobile insurance could be utilized. Judgments of 

risk could include factors such as gender, age, prior history, area of residence, smoke/drink and other 

applicable criteria. 

Under this strategy, if you have no insurance "card" you will not be provided any public safety 

services. There will be an abundance of information on each individual and the suggestion of a 

magnetic data card was posed. The card, which would be carried on a mandatory basis, would contain 

your entire lifetime public safety intervention history. This card would also serve as the billing 

mechanism for any required services and at the time of the billing, the event would be specified. 

Police reports would be input into each person's card and a technological link would be provided to the 

law enforcement agency's records division: The officer in the field would have the right, with 

reasonable cause, to view the subject's entire public safety history. This would also be beneficial to 

• access of a victim, reporting party, suspect or witness. In addition, no insurance will be available to 

illegal immigrants; therefore, they will receive no services. 
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There will be criminal sanctions applied to those who do not have this mandatory insurance and an 

uninsured fund will be established for those who need the protection. 

These insurance companies will pay the fees once the determination is made concerning who was 

qeemed "at fault." This will prevent an increase in an individual's personal insurance premium rate if 

they are not at fault 

Assumptions 

This strategy assumes that all police intervention requires the imposition of a fee. Because "fault" 

is determined, the person requesting the service is not necessarily the one who incurs the fee. 

It is also asswned that. much like automobile accidents, most people never are involved in a claim. 

However, this insurance is advantageous in the event that you will become involved in a catastrophic 

incident that requires the dedication of extremely high levels of police service hours. This plan will 

provide the reassurance to the policy holder that if the need for police services arises, there will be an 

unlimited level of service provided without any personal cost to the individual or their family. 

Advanta~s 

One of the advantages to this system is that all service providers will receive their money for cost 

recpvery for most services. In some instances the governmental agency would be self-insured for any 

potential costs incurred and to establish their own profitable insurance company in which they receive 

the premiums from those who hold their policies. 

Additionally, those individuals who never used police services could be assure,! of adequate levels 

of services if necessary. 

This would also provide a mechanism in which those who accessed public safety services more 

often would pay a higher rate for public safety services. The cost for services would be commensurate 

with the level of usage or the anticipated level of usage. 

DisadVantages 

This system would initially be a complicated bureaucrdtic process during the establishment of a 

new governmental agency to administer the program. There would be high initial costs associated with 

this system, particularly if the governmental agency elected to collect its own insurance premiums. 

There is projected to be major objections to this method of public safety which could appear to be 

reminiscent of the "big brother" type of society. There would likely be legal challenges to this plan. 

The criminally sanctioned IT',andatory compliance would create a lucrative black market for "clean" 

cards and identities. Each time a technological system is created, there are individuals who can "break" 

the security restrictions. 
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Stakeholder Perceptions 

TIiLe legislatm:e would be the most important stakeholder because of the necessity of the passage of 

laws that would create this strategic plan. The seemingly revolutionary nature of this plan would 

decrease the likelihood of passing the legislature. 

If the plan were implemented, there would likely be immediate legal challenges from lawyers 

~pposing this law. The nature of potential challenges range from a simple cost issue to the 

constitutionality of the plan. 

It is conceivable to have a positive impact on law enforcement because of the additional tools 

available as a result of this plan. There would be a considerable amount of information available that 

currently does not exist in anyone accessible fonnat. Infonnation contained on a subject's card would 

currently take weeks or years of investigative time because of the number of law enforcement agencies 

in the state or in the nation. 

Victims and witnesses to crimes would be negatively impacted by the plan·. The question arises as 

to whether prior police contact should be judged of the victim during an investigation. 

The American Civil Liberties Union (A.C.L.V.) could be identified as the obvious "snail darter" 

in this plan. Because of the. amount of information each citizen would be required to have available at 

all times, this may raise some issues with the A.C.L.V. 

In addition to this "snail darter" another more unanticipated group could become a force in this 

issue. Because taxes are imposed to ensure certain levels of public services, taxpayer groups could 

raise objections to this mandatory insurance to obtain a public service. 

Other Potential Stakeholders 

Appellate Courts 

District Attorney 

Judges 

Public Defender 

Special Interest Groups 

Probation Officers 

Attorney General 

Federal Government 

Legislators 

Public/Community 

Suspects 

State Government 

PREFERRED STRATEGY 

Attorneys 

Governor 

Police Agencies 

Reporting Parties 

Victims 

Court System 

Insurance Companies 

Political Associations 

Sheriff 

Priv. Security Companies 

Strategy One: Legislate a Minimum General Purpose Revenue Percentage for Public Safety 

Strategy One was the strategy selected by panel members to be developed for the remaining 

sections of this study. In conjunction with this preferred strategy, it was recommended that certain 

segments of Strategy Two (Charge Service Fees Only For "Abuses" or "Mis-uses" of Services) be 
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incorporated into the overall plan. During the group discussions there were widely divergent opinions 

on this issue. However, at the conclusion of the process, there was a consensus that the strategy that 

was ultimately selected was the most appropriate for the issue. 

The only segments of Strategy Two recommended to include in the implementation of the plan 

involved the establishment of p.olicies \0 specify the purpose and scope of service fees. 

The selection of this method for dealing with the issue is consistent with the findings of the 

futures study. Utilizing this strategy the goal set forth in the scenario depicting an ideal future can be 

accomplished. 

This strategy was selected because, if successful, it would provide for the highest level of public 

safety services for all segments of the community in a fair and equitable manner. It would also provide 

the greatest opportunity for public safety entities to attain their particular goals of striving for excellence 

within the community. 

COST -BENEFIT ANALYSIS 
In analyzing this selected strategy, there are thought to be costs and benefits associated with its 

implementation. The greatest benefit from this plan will be the increased funding for public safety 

agencies. Research suggests that increased productive spending for law enforcement does have a 

positive impact on crime. This benefit of the plan is also thought to contribute to the greatest cost by 

reducing fiscal resources to other county services. Given the positive impact this plan is projected to 

have on the State of California the following pecuniary effects related to the plan are suggested: 

Increase in Housing Prices 
Increase In Property Tax Revenue 
Increase In Sales Tax Revenue 

Ranked as Best State to Reside 
Improved Economic Conditions 

Cmst Effective Police Service 
Improved General Quality of Life 

The following charts depict some of the real costs and benefits of the selected strategy: 

Benefit Benefit Benefit Benefit 

Direct Tangible Direct Intangible Indirect Tangible Indirect Intangible 

More Police Service Lower Cost of Crime Safer Streets Public Attitude to Police 
More Officers Increased Enforcement Decreased Gangs Equal Services to All 

Increased Proirams Public Perception Lower Crime Rate No Ability to Pay Needed 
Maintain Service Areas Police Agency Rapport Less Violent Crime Safer Schools 

Increased Police Budgets . Increased Equity Greater Specialization Strengthened Family. 
Local Police Services Fair & Impartial Service Higher Quality of Life Better Feeling of Safety 
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r- Cost Cost Cost Cost 
Direct Tangible Direct Intangible Indirect Tangible Indirect Intangible 

Higher Police Costs Agency vs. Agency Service Calls Up Legislative Compromise 
Less County Programs County Agency Rapport Higher Jail Population COWlty Services Suffer 

Low Discretionary Funds Relationship with Board Less Private Security 
Lower Revenue Increased Arrests 

When comparing the costs and benefits in this fonnat, it is apparent that there are more benefits 

to this proposal. Also, the benefits appear to represent the projected negative trends expressed during 

the future study reversed to show the benefit of the development of this plan. When \' iewing the costs 

associated with the proposal it appears to be a continuation of the current direction of public safety. 

The costs express the projected outcome if no action is taken on the issue of public safety funding. 

The benefits seem to rely on the fact that public safety is a major concern of the public. Since the 

public is concerned about crime. the projected direction of public safety is in a positive direction. If at 

any time this perception changed, the costs related to this issue could easily outw~ighing the benefits. 

The benefits in this proposal appeal'to have an impact on the qUality of life with an increase in 

costs. However, t4is proposal does address the mechanism for ensure a higher level of allocations to 

public safety without increasing taxes. 

The costs of this proposal appear to deal with poor economics and a lower level of police 

service. This is accomplished with no decreases in taxes, since this prQposal does not create additional 

tax revenue. 

When viewing the costs and benefits, many of the costs appear to occur when disregarding 

certain elements of the proposal. For example, the direct intangibie cost shows an agency versus and 

agency which could indicate that there is competition for services, a contract dispute for services or the 

assessing other police agencies for services. This would likely occur if revenue costs were not 

addressed as a portion of this plan. 

IMPLEMENT ATION PLAN 

This plan will address the issue of developing an alternative funding model by establishing a 

minimum percentage of the overall county's general purpose funds to be dedicated to public safety 

entities. As a corollary to this plan since it will be developed to increase public safety allocations, the 

defining and restricting of the assessment of fees will be evaluated and implemented. 
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Prior to implementation of this plan, consideration should be given to increasing the awareness of 

public entities as to the potential negative implications of the current trend of generating revenue 

through service fees. 

The successful passing of legislation at tlle state level will be necessary in the implementation of 

this strategy. The success of this legislative effort can only be accomplished with the support of both 

the public and key governmental entities. 

The creation of multi-disciplinary task force will be necessary in the early phases of planning prior 

to implementa'Lion. 

A considerable amount of research will need to be conducted to meet all of the needs of any 

proposed legislation. 

Some of the major obstacles to this strategy are inherent in natlL."e of the plan. The designation of 

a specified percentage of funds for a particular purpose only further limits governments discretionary 

authority. The statewide legislative effort is also a major undertaking; however, public sentiment is 

currently favorable to public safety. 

• 

It is also difficult to establish a valid percentage of the gene~al funds to be applied to public safety 

since there are so many variables. Some of the variables include crime rate, services provided by 

specific agencies, areas of responsibility, personnel costs, administrative overhead costs and many 

other issues to consider. Many specific definitions will need to be developed in order to delineate the 

scope of the terms "public safety" and "general purpose funds." Any proposed legislation should • 

include a provision specifying the method of adjustment of the percentage. 

The responsibility for the coordination of the legislation is of critical importance. For the purpose 

of this study, this responsibility will be assigned to the California State Sheriffs' Association. This 

organization has achieved high levels of success with other state legislation. The development and 

success of Proposition 172 can be credited to the C.S.S.A. 

The secondary issue of developing a service fee policy can be implemented concurrently with this 

legislation. TItis policy development can be conducted by one specific sheriffs office. In addition to 

developing the policy, this designated agency will be tasked with local implementation of the policy in 

order to provide an evaluation and a final recommendation of a policy. This policy can then be 

recoIIL."11ended or mandated on a statewide basis. 

The proposal.of implementing state legislation is a major endeavor involving the dedication of 

many personal and fiscal resources. The premise of this legislation is to guarantee ongoing adequate 

levels of funding for public safety agencies. The issue of reversing the trend of public safety agencies 

in their generation of service fees is not a factor in this legislation. The reversing of this trend would 

not be necessary if the legislation was successful; however, the potential problems demonstrated by 

projections in this study could be averted... The successful passage of this type of legislation would 

only enable the change from a fee based funding model for public safety agencies. 

The implementation of this strategy encompasses two separate processes. The most critical 

process involves the legislative effort necessary to establish a minimum funding level for public safety. 
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Concurrent to this strategy is the secondary process involving the desire to develop service fee 

structures. The following steps are necessary in the implementation of the preferred strategy: 

Legislate a Minimum General Purpose Establish Guidelines 

Revenue Percentage For Fees 
" 

Develop Statistical Funding Infonnation Needs Assessment 

Raise Awareness of Public Safety Funding Conduct Research of Statewide Fees 

Begin Meeting with State Officials 
• 

C.S.S.A. Establish Committees 

Meet with Key Legislators Conduct Cost Benefit Analysis 

Develop Task Force (Assistance From Other Organizations) Develop Committee to Plan 

Implement Media Infonnational Coverage 

Begin Lobbying Legislatqrs Present Plan to Other Sheriffs Offices 

Introduce Bill into State Senate Implement Plan in One County 

Refer Bill to Btate Assembly 

Signed by Governor Evaluate Plan 

Develop Proposition for Vote of the Electorate Establish Statewide Guidelines 

Campaign for Passage of Proposition Obtain Media Coverage of Guidelines 

Enact Individual County Plans 

Vote of the Electorate Implement Guidelines for Each County 
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Transition 
Management Plan 

The strategic management plan was instrumental in identifying and analyzing potential methods 

of developing alternative funding models for public safety agencies. The strategy that was 

recommended for implementation involved the development of legislation that would guarantee a 

specified minimum percentage of a county's general purpose revenue to be applied to public safety 

agencies. The issue of decreasing the levels of fees for service will also be addressed since this 

legislation will be designed to increase the amount of allocations for public safety. 

The original focus of the study involved the issue of generating revenue through the use of 

service fees in order to maintain adequate levels of funding for public safety agencies. Because the 

projected implications of service fees were believed to be primarily negative, the focus of the study 

changed to the development of a funding model to decrease the reliance on service fees. Tlds transition 

plan will secondarily address a method to limit the imposition of service fees to mitigate any of the 

projected negative implications. 

FUNDING MODEL PREFERENCE 

The Modified Delphi group was able to identify a strategy that would conceivably result in the 

successful development of a model to address public safety ftmding in the future" However, further 

research was warranted to ensure that any proposal offere.d for the purpose of this study be of a 

realistic nature. 

Several alternative solutions were explored which would dedicate sources of funding to public 

safety. Some of the options that were considered involved parcel taxes, utility taxes, taxes on bullets, 

taxes on attorney services, property tax override, enterprise districts, and benefit assessment districts. 

All of these dedicated sources of revenue were ruled out for the purposes of this study for numerous 

reasons. One factor considered was that although California is not considered a state with high taxes, 

the County of Santa Clara does have appreciably higher rates than most counties. Another factor in 
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ruling out some of these options was the pennanently impo,::';d one-half cent sales tax extension for 

public safety that was recently enacted. 

Proposition 98 . 
Article XVI, Section 8 California Constitution establishes a minimum of forty percent of the state's 
general fund to go to the schools. (This is the rationale offered for the property tax shift of $2.6 
billion dollars from local governments to the state "the tax money was shifted to satisfy the state's 
funding obligations for schools, under yoter-approved Proposition 9S, without widening the state's 
deficit.) 

A funding model that dedicates a percentage of statewide general purpose revenue to a specific 

purpose was enacted by California in November of 1988. California Teachers' Association gponsored 

Proposition 98 that became State Constitutional law (Article XVI, Section 8) effective fiscal year 1990 

- 91 and provided for a school funding priority. This law establishes that funding amounts shall not be 

less than the greater amount of two calculations as specified in detailed fonnulas. It also contains the 

specific provision that "From all state revenues there shall first be set apart the moneys to be applied by 

the state for support of the public school system and public institutions of higher education. "78 

Proposition 98 has been widely censured for various reasons. "History may conclude that 

Proposition 98 ... was the worst thing that happened to California public education in the 1980s."79 

Some of the criticisms of Proposition 98 are as follows: 

"Guarded optimism . . . state and Sacramento are educators . . . one day after Governor Wilson 
guaranteed full funding for state schools if lawmakers support his plan to slash.welfare benefits." and " . 
. . Wilson could be sparking a political frrestorm by forcing the public ,md politicians to choose 
between welfare and schools."SO 

"There have been a lot of mis-characterizations, said Maureen DiMarco, Wilson's education secretary. 
It is just awful, but this whole battle isn't over school funding. It is over taxes and deficit 
spendi"J.,,81 

" . . • the state govenunent's shift last year of $2.6 billion in property tax revenue from local 
government to schools." and "The tax money was shifted to satisfy the state's funding obligations for 
schools, under voter-approved Proposition 98, without widening the state's deficit."S2 

" ... it has singled out the schools as the focus of annual budget battles and has driven a wedge 
between educators and advocates of other major socia-spending programs such as health and welfare. 
And in periods of economic distress, Proposition 98 has proven to be, at best, a thin blanket of 
protection for schools."83 

California bonds are among the most poorly rated in the nation and "the rating agencies specifically 
mentioned the constraints on governmental action imposed by Proposition 13 and Proposition 98, ... 
the second because it locks at least forty percent of those revenues away for •.. schools. ,,84 

In order to detennine the actual funding impact on the schools, the following individuals were 

interviewed concerning their opinions of Proposition 98: 

School Services of California, Inc. 

County Office of Education, Sacramento 
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California Teachers' Association 

Sacramento Education Center 

. State Office of Education 

California Assembly, Ways & Means Committee 

Brian McKenna 

Sue Burr 

Nancy LaCasse 

Robert Miyashiro 

Proposition 98 does not seem to be a panacea for establishing funding models of the future and 

it has been recognized as having created difficulties within the state government. However, it has 

removed some of the subjective nature of the state budget and probably has demonstrated some 

positive value. The one major fault identified from the perspective of school personnel is that this law 

has developed from a minimum spending level to the school spending "cap" since the minimum has 

now also become the maximum. None of those interviewed ventured a guess as to what they felt 

would have happened to school funding if the guaranteed minimum spending limits had not been in 

place. The overwhelming sense was that without this provision, California schools would be in much . 
worse condition. 

Although it does not seem to be the perfect solution to ilie issue, the minimum funding level for 

public safety does offer some positive values. TIle transition plan proposed will impose a minimum 

percentage of the county's general purpose revenue to be dedicated to public safety. This plan 

provides for the dedication of a higher level of allocations for public safety agencies with the intent to 

decrease the reliance of public safety agencies on the generation of revenue through service fees. The 

rationale for the minimum percentage concept was the fact that additional money is coming into the 

counties since the passage of Proposition 172 and a greater portion should be guaranteed to public 

safety. 

This minimum funding proposal will be imposed by enacting a constitutional amendment. The 

amendment will be designed to be adhered to by individual county governments in their allocations to 

public safety agencies. This Constitutional amendments is designed to be proposed by the Legislature 

require a two-thirds affmnative vote of the members of each house, and must be submitted to a direct 

vote of the people, and adopted and ratified by a majority vote of the qualified voters, before they 

become a part of the State Constitution.85 

TIle mechanics of this transition plan will involve the manner in which this law is enacted. 

This endeavor will consist of two major components: 

.. Phase One The process of having the law passed by both houses of the 
legislature and signed by the governor. 

.. Phase TWQ The process of having the proposition passed by the majority of 
voters. 
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DEVELOPMENT OF A COMMITMENT PLAN 

Critical Mass Identification 

Critical Mass 
In any complex change process, the minimum number of individuals or groups whose active 
commitment is necessary to provide the energy for the change to occur. 

Because the public safety funding priority plan is proposed to be applied on a statewide basis 

by enacting a revision to the California Constitution; the number of individuals necessary to ensure the 

success of the plan will be greater than nonnally applied. The concept of the critical mass and the 

identification of those individuals necessary to each component will be similar; however, different 

individuals may be more critical to one component or another. 

During the development of the strategic plan, many stakeholders were identified. Many of the 

stakeholders will now playa major role in the success of the overall transition plan. 

In the identification of those individuals or organizations most influential in either supporting 

the change or resisting the change, an assessment of the transition plan was necessary. In the 

identification of this critical mass group a study of the California State Sheriffs' Association model 

used in the passage of Proposition 172 was conducted . 

It is noteworthy to realize how some individuals who supported the passage of Proposition 172 

will now oppose this public safety funding priority plan. Conversely, some major hurdles in the 

passage of Proposition 172 will be less of an obstacle in this plan. 

The following organizations or individuals have been identified as the critical mass who are 

crucial to the success of the public safety timding priority plan: 

• Active Members California State Sheriffs' Association (C.S.S.A.) 

• Staff Member Legislative Advocate - C.S.S.A. 

• Sheriff Chairman, C.S.S.A. Political Action Committee 

• Governor State of California 

• Assembly Speaker California Assembly 

• Active Members California District Attorneys' Ass~iation 

• Active Members California Peace Officers' Association (C.P.O.A.) 

• Active Members California Police Chiefs' Association 

• President Pro Tempore California Senate 

• Minority Floor Leader. California Assembly 

• Selected Member California Assembly 

• Active Members California State Association of Counties (C.S.A.C.) 
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Critical Mass Commitment Assessment 

Because critical mass members are instrumental in the success Of failure of the strategy, an 

assessment of the individual level of commitment is necessary. A projection of the current level of 

commitment and the minimum level of commitment necessary to ensure the successful implementation 

of the plan is conducted. This will assist in determining the magnitude of the effort required in gaining 

support from individual members of the critical mass: The following chart projects the current 

commitment level and the anticipated level necessary in the success of the plan: 

Commitment Planning Chart 

Let Help 
Critical Mass Block Change Change 

Cban2e Happen 
California State Sheriffs' Association X 
Le~islative Advocate - C.S.S.A. 
Chair C.S.S.A. Political Action Comm. 
Governor - State Of California X 
Speaker - California Assembly X 
California District Attorneys' Association X 
California Peace Officers' Association X 0 
California Police Chiefs' Association X 0 
President Pro Tempore - California Senate X 0 
Minority Floor Leader - Ca. Assembly X 0 
Selected Member - California Assembly X 0 
California State Association of Counties X 0 

~ 
X - Level of Current Commitment - Projected 
o - Level of Minimum Necessary Commi'.ment 

Critical Mass Analysis 

California State Sheriffs' Association (C.S.S.A.) 

Current Anticipated Level of Commitment: Let Change Happen 

Happen 
0 

X 
0 
0 
0 

Make 
Change 
Happen 

XO . 
0 

Members and the staff of the C.S.S.A. originally formulated the concept for Proposition 172, 

which imposed the extension of the one-half cent sales tax for public safety. This organization should 

be the mechanism for initiating the plan and instituting the change. Even though this sales tax revenue 

is being received by counties, many counties have not provided increased allocations to the sheriff's 

offices.86 It is believed that the staff and members of this organization are interested in continuing to 

pursue alternative avenues in increasing allocations to public safety agencies if the measures are 

thought to be beneficial to their membership. Since this organization represents the fIfty-eight sheriffs, 

this organization will serve as the mechanism for the sheriffs to bring about this change. 
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Minimum Projected Level of Commitment: Help Change Happen 

Because the membership of this organization should provide the basis for the proposed change, 

they must provide a great amount of assistance. The level of commitment from this organization's 

membership will be a major factor in the success of the proposed change. This association is an 

influential organization with active affiliations with the California Legislature. The level of 

commitment from this organization should be to help the change happen. 

Commitment Plan 

Members and staff of this organization should plan the action steps for other members of the 

critical mass in order to define the type of commitment necessary in the success of the proposed 

change. 

The membership, consisting of each sheriff throughout California, should help the change 

happen because the success of the endeavor will have a direct positive impact on member's agencies. 

The decision to individually and personally commit adequate time al1(~ resources to this project 

must be agreed upon by each of the active members. 

Within this organization, a committee of selected members, determined by the general 

membership, should be established in order to establish the overall plan and provide coordination. 

An agreed upon action plan with specific duties for each of the sheriffs should be developed by 

the committee. Each of the sheriffs must be personally active in his respective county under the broad 

guidelines established by the committee. The membership must provide the political impetus necessary 

to create the change. This influential membership group is of political value and members are often 

sought to endorse other political candidates. 

California State Sheriffs' Association - Legislative Advocate Position 

Current Anticipated Level of Commitment: Make Change Happen 

The C.S.S.A. has a full time person assigned as their legislative advocate. This position will 

ensure the highest level of commitment to the plan by making the change happen. If this legislative 

effort is agreed upon by the sheriffs of the state, this position should be assigned the responsibility of 

making the change happen. 

Minimum Projected Level of Commitment: Make Change Happen 

This person's level of commitment must remain at the highest level in order to provide an 

intelligent assessment on a daily basis of any necessary elements in the implementation and possible 

alteration of the preliminary plan. Additionally, since this person serves on behalf of the sheriffs in the 

state, the level of commitment will depend on the responsibility that is assigned 

141 



Commitment Plan 

The direction of the fifty-eight sheriffs throughout the state should guarantee the level of 

commitment from the legislative advocate. Other than the sheriffs assigning the coordinating 

responsibility to the legislative advocate, each sheriff should progress with the plan based on this 

person's advice because of the recognized expertise in the field of legislation. This person should also 

evaluate all aspects of this strategy in order to determine the particulars which would be most critical to 

success. This position should also serve to identify any potential difficulties and ensure that 

modifications are made to mitigate any problems. This position should serve as the major planning 

authority in the implementation of the plan. 

Sheriff - Chairman C.S.S.A. Political Action Committee 

Current Anticipated Level of Commitment: Help Change Happen 

During the initial conceptual discussions of public safety. funding, one sheriff should be 

appointed by the Executive Board of.the C.S.S.A. to be in charge of planning and all overall 

responsibility. Because this strategy involves the enactment of a state law which will be beneficial to 

all sheriffs, a large time commitment will be necessary. This person should be currently committed to 

helping make the change happen. 

Minimum Projected Level of Commitment: Make Change Happen 

In order for this effort to be effective, the sheriff selected for this function must be dedicated to 

this overall plan. At the time of selection the sheriff who volunteers for this role must already possess 

the skills and knowledge necessary to be effective in the political arena. Since sheriffs are also elected 

officials, many have a vast range of experience and knowledge to effectively lead this political process 

and make the change happen. 

Commitment Plan 

Because many of the sheriffs have been proponents of continued legislative efforts to ensure 

adequate public safety funding, the sheriff selected should support this plan with a high level of 

commitment. In order to gain support from the sheriff selected for this commitment, it must be 

recognized that the basic plan is sound and all efforts will result in a high likelihood of success. 

The efforts of the sheriff in this role must be supported by agreement of the entire active 

membership of the C.S.S.A. in order to successfully impact the proposed change. Extensive 

assistance from all members will also be necessary since legislative and voter participation are 

• 

• 

important elements of this plan. • 

Under the direction of this sheriff, four additional sheriffs are recommended to assist him in the 

planning process and become working portion of the Political Action Committee. This endeavor will 
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• probably require that each of these sheriffs spend a considerable amount of time in Sacramento 

beginning from the inception of the concept, until it passes both houses of the legislature, and until it is 

signed by the governor .. Once it passes the legislature then the focus will shift to individual counties in 

order to plan the process necessary to pass the bill with a majority of votes of the electorate. 

The sheriff selected to chair the political action committee should posses a high level of concern 

for public safety funding should make possible his continued high level of commitment to this 

transition plan. 

Governor ~ State of California 

Current Anticipated Level of Commitment: Let Change Happen 

The current governor has received numerous political endorsements from law enforcement 

organizations. Public sentiment concerning crime and the need for additional police officers will be 

valuable to the success of this plan. Since the state currently has a republican governor and an 

uncertain legislature, the likelihood of imposing an additional statewide tax is remote. This is 

particularly true in light of the recent passage of Proposition 172 which was imposed specifically for 

public safety. 

Since the Governor had ultimately supported the tax extension at a time when any type of tax 

• increase would not garner positive public opinion, there should not be a large number public 

objections raised in opposition to this plan. There is expected to be a considerable amount of 

objections by other governmental entities since it mandates funding levels for public safety. 

• 

The Governor is believed to be in the category of letting the change happen. 

Minimum Level of Commitment: Help Change Happen 

It would be very advantageous to have the governor in the category of helping the change 

happen in this issue. The governor's assistance would be very important since other political 

organizations are expected to provide a sizable opposition to this effort. 

Commitment Plan 

Because the focus of this legislation will be aimed at regulating counties in their appropriations 

to local public safety agencies, there is expected to be overwhelming opposition. The trend of 

"budgeting by ballot" has been prevalent in California for approximately 15 - 20 years and is not . 

thought to be advantageous to the representative form of government. Voters continue to enact 

measures which control or mandate state spending. Since levels of discretionary spending ~e 

decreasing and this proposal would further restrict the counties' authority, objections from the counties 

to this proposal are expected. 

The gpvernor's support in this plan could provide valuable assistance. 
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Speaker - California Assembly 

Current Level of Anticipated Commitment: Let Change Happen 

During the proposed sales tax extension, Willie Brown was the Speaker of the State Assembly. 

Being an influential member of the legislature, he worked with other member f: the Assembly on the 

State Budget and the proposed tax extension. With extensive lobbying ort.-uestrated by the State 

Sheriffs' Association and with Speaker Brown's support, the success appeared possible. Senate 

Constitutional Amendment (SeA 1 - authored by Senator Alfred Alquist) pennanently extending the 

sales tax for public safety passed both houses of the legislature, which then required a vote of the 

electorate in the fonn of Proposition 172. A subsequent Assembly Bill (A.B. 2788) introduced by 

Assembly Member Willie Brown which called for a "maintenance of effort" funding level has become 

law. 

At the time of this project, Willie Brown was Speaker of the Assembly. Because of Speaker 

Brown's familiarity with the tax extension law, he would have been categorized as a person who 

would let this proposed change happen. However, the California Assembly has taken on an entire 

different complexion as a re.sult of the recent elections and many factors are not yet known, including 

who will become the Speaker of the Assembly. 

Minimum Projected Level of Commitment: Help Change Happen 

The Speaker of the Assembly will be one of the key individuals in assisting in with the 

implementation of the change. It is essential that the Speaker's minimum level of commitment would . 

be in helping make the change happen. 

Commitment Plan 

This position is considered of great importance since the power of the Assembly speaker is 

thought to be broader than that of the Pro Tempore of the Senate 

Independent statistical infonnation would be compiled which would demonstrate the actual 

fiscal impact of the tax extension revenue on each public safety agency budget. Currently a survey has 

been completed by the California State Association of Counties, which shows that within the fifty

eight counties funding has increased in forty-six sheriffs offices, forty-five district attorney's offices 

and thirty-eight probation offices as a result of Proposition 172.87 (When analyzing the data obtained 

from Santa Clara County the reported figures are not consistent with published budgets and no 

considerations was given to additional service levels as specified in the M.O.E. law [A.B. 2788].) 

Legislators would be provided with this infonnation as an attempt to gain their support. 

As with the tax extension measure, a public awareness process must be initiated in order to 

garner support from the assembly members. This effort would continue to be necessary not only 

during the legislative process but also during the electorate vote phase. 
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• In order to be successful in this effort, there are many tax reform associations which could 

provide valuable assistance. 

As with any plan, the successful implementation will depend on the adaptability of those 

selected in key leadership roles. This plan in particular will require an assessment of the impact of the 

legislative changes in order to adapt the process necessary in its successful implementation. 

California District Attorneys' Association 

Current Anticipated Level of Commitment: Let Change Happen 

During the tax extension measure, the California District Attorneys' Association worked with 

other law enforcement associations in assisting the C.S.S.A. with the public awareness component. 

Because district attorneys' offices are considered under the specified definition of "public safety" with 

respect to Proposition 172, their concerns should match the concerns of other agencies. Since most 

public safety agencies did not suffer budget cuts which had been anticipated if the tax extension had 

failed; therefore, often their satisfaction level remains static because of the major exertion which would 

need to be instituted to make this change happen. It is felt that the current level of commitment falls· 

within the let change happen category. 

• Minimum Projected Level of Commitment: Help Change Happen 

• 

Because this organization is made up of agencies who receive public safety funding on a 

county level, they will ctir(;ctly benefit from the success of the endeavor. A considerable amount of 

time and money will be necessary to make this change happen. 

Because of this, a publk awareness component will require involvement by many different 

public safety agencies. It would be advantageous if the organization of district attorneys committed the 

assistance of its membership to work in conjunction with the C.S.S.A. to provide an intelligent and 

coordinated effort in both phases of the endeavor. In addition to this general assistance, their help 

would also be desirable in the fund raising portion of this plan. 

Commitment Plan 

The C.S.S.A. should strive to bring this organization into the plan at an early stage. The same 

general efforts which are used by the C.S.S.A: should also be conducted by this organization since 

they represent district attorneys. A statistical analysis should be conducted of the actual fiscal impact 

on district attorneys' offices as a result of the public safety tax extension. Because the district 

attorneys' offices are funded by the individual counties, they should have an intrinsic concern for the 

passage f)f this endeavor. If the membership of the organization supports the philosophy of 

establishing minimum funding levels and funding priorities, then their organization should join in the 

implementation of the proposed legislative changes. 
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California Peace Officers' Association (C.P.O.A.) 

Current Anticipated Level of Commitment: Block Change 

The C.P.O.A. is an organization representing management personnel from all types of law 

enforcement agencies. A large representation within their organization are members of city police 

agencies. Initially this organization could potentially assert their position of blocking the change as a 

method seeking a broadening of the proposal to include provisions for other levels of law enforcement 

personnel. 

Although the C.P.O.A. or other police organizations would probably not actually block the 

change, they may wish to be included into the plan in order to set priority funding for their agencies. 

If the organization attempted to become part of ~is proposed legislation it could have the same impact 

as blocking the change. The number of addendums which are often attached to bills can become an 

issue which ma1.ces passage even more difficult. In essence any addendum which widened the scope 

of the measure, could serve to block the proposed change. 

Minimum Projected Level of Commitment: Let Change Happen 
o 

This minimum level of cooperation is essential for the proposal to be effective. In order to 

have an effective plan, there should not be an a(tempt to block the legislation or an effort to have the 

cities become a part of the legislation. It would be ideal and improve the chance for success if the 

allied associations would support the legislation as it is planned. 

Commitment Plan 

Early recegnition of any potential problem could possibly prevent any future difficulties. Early 

meeting with agencies and associations to discuss the proposal and identify any problems would be 

recommended. The strength of an early bond between the associations could assist in gaining support 

for the plan. 

The minimum level of commitment necessary is for the organization to let the change happen. 

Any assistance beyond this minimum level would be beneficial to the success of the plan. 

California Police Chiefs' Association 
This association is very similar to the C.S.S.A. with association membership composed of 

police personnel from city police agencies. 

This commitment planning would be similar to that of the C.P.O.A. because of the similarities 

in the organization's m~mbership .. 
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President Pro Tempore • California Senate 
Minority Floor Leader - California Assembly 
Selected Member - California Assembly 

Current Anticipated Level of Commitment: Block Change 

These particular positions were selected as members of the critical mass when the names of the 

particular person holding these positions were known. The selection of these individuals were not 

only based on the position they held but also on the personal traits of the individual. These personal 

traits involved the assessment of their political prominence, the level of support which could be 

anticipated, and their individual records relative to the issue and publip safety in general. With the 

current major changes in the Legislature, the individuals who will be serving in these positions remains 

unknown. There is also anticipated to be major shift in power which is only speculative at this rime. 

Once more information concerning the structure of Legislative members becomes apparent, a 

detennination of the particular individuals necessary in this plan can be completed. 

Those individuals who had originally been selected provided valuable assistance with 

Proposition 172 and also had a key role in the overall State budget for fiscal year 1993-94. Their 

efforts had provided valuable assistance to the successful implementation of Proposition 172. The 

initial level of commitment from these members of the Legislature will probably be to block the 

change. 

Minimum Projected Level of Commitment: Let Change Happen 

Because of the influential nature of any individuals selected to assist in this plan, each person's 

position must at a minimum be that of allowing the change to happen. Attempts to gain assistance 

from particular legislators in the form of helping the change happen would greatly increase the chances 

of success. 

Commitment Plan 

Within the plan, an attempt to contact all of the legislators will be initiated AT'.. assessment each 

legislator's individual level of support will be documented. In addition to having the knowledge of 

individual legislator's position on the bill, this is also important in order to detennine those which can 

also provide a level of assistance on the matter. Legislators that are not in favor of tlle legislation may 

be necessary in other areas of the overall plan. Considerations such as identifying u1e internal critical 

mass in the legislature then dealing with this internal mass in the same manner as in this overall process 

may also be beneficial. Because of the relative unknown nature of the structures of power within the 

legislature because of political changes and new members (senate: 7 new members of forty total and 

legislature: 28 new members of 80 total) this additional critical mass assessIl!ent process may prove 

beneficial. 
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The 'ability to raise the public's awareness of actual public s~ety funding is another method of 

gaining legislative support. This will also create a positive impact on the actual proposition vote 

necessary in the approval of this constitutional amendment addition. 

This is the time when fund raising activities are necessary in order to provide an adequate 

amount of public awareness coverage of this issue. 

County Supervisors' Association of CaUfornia 

Current Anticipated Level of Commitment: Block Chang0 

Because this proposal would place restrictions on discretionary funding, it is anticipated that all 

attempts to block this change will occur. This organization waS very supportive of Proposition 172. 

which provided an increase of $1.3 billion dollars in sales tax revenues to the counties. Conversely, 

the association opposed all the bills designed to provide controls of the allocations. These bills were 

designed to mandate levels of public safety spending through maintenance of effort plans. It is 

anticipated that any attempt that would impose funding discretion controls will be met with resistance 

from this association. 

Minimum Projected Level of Commitment: Let Change Happen 

Ideally, the association would not be resolute in their opposition.. of the measure. The let 

change happen level of commitment is optimum. It is believed that this association will continue to 

block any legislation that further restricts the counties' discretionary powers. 

Commitment Plan 

'The nature of the proposed change will virtually ensure opposition. One mechanism to combat 

this opposition is by a concerted effort designed to call attention to the issue of public safety funding 

levels since the imposition of the one-half cent sales tax. The communities' concern for public safety 

is at an all time high. At a time when the electorate is closely controlling taxation, the vote was in favor 

of Proposition 172. "Since 1978 more than two out of three local tax referendums have drawn more 

than a 50% majority, but only about one out o,f six has received the necessary two-thirds "super

majority" to become law."88 Through a public awareness campaign, public safety funding concerns 

can be aired. 

On a minimal scale public concern for Proposition 172 revenue has already been demonstrated. 

With actual county public safety funding.information available, the level of commitment from this 

association may be able to be brought to the level of lIlet change happen". 
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RECOMMENDED GOVERNANCE MANAGEMENT STRUCTURE 

The selected governance plan revolves around the formation of a group consisting of 

representatives of constituencies involved in the change. Because this transition plan involves an effort 

to be conducted on a statewide scale, the necessity of having a broad range of input from many 

organizations is present. In addition to the involvement of other organizations, it is also necessary to 

appoint a project manager in order to coordinate the change. This plan also spans many labor/political 

organizations and individuals who do not work together in an employer/employee sense. The structure 

of this governance plan will be established for the purposes of this endeavor only. If the structure is 

found to be effective, this model can be duplicated in the future with similar efforts. The following 

illustration depicts the infonnation flow and organizational breakdown: 

c.s.s.A. 
Stall' 

callrornla PoII.e 
ChI.C,' Asaocl.Uon 

California State Sheriffs' Association 
Organizational Governance Plan 

Other °rsollizatl_ 

c.s.s.A. 
Extcutl .. Board 

CallCOC'Dla Pu ... 
om ... rs' AJJocIaUon 

c.s.s.A. 
Membenhlp 

C.UCornla DI.trIct 
Atlorney.' AssocIation 

Because the organizatior!al governance structure will be developed for the expressed purpose of 

this project, specific levels of responsibilities need to be discussed and determined in the early planning 

stages. Traditional hierarchical structures, other than informal, are not recognized solely by a specific 

rank structure in this group. A process for all individuals who are initially involved in the 

development of the plan to e~,tablish by consensus, a specific breakdown of levels of responsibilities. 

Potentially this will provide a mechanism for those informal leaders to be placed in leadership roles . 
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The following Responsibility Chart will clearly establish each individual's role and area of 

responsibility: 
Responsibility Chart 

Participating Parties 
(Listed Below) 

Tasks 1 2 3 4 
I ~lyze ~DllC .:>ruety !'unwng_ n:omems & 

Widely Distribute & Publish Results S I R I 
I J:'I'esent a l'OSSlDJe LeglliJauve ':'OJUUon & 

Develop a General Overall Plun I R S A 
LJ~veJop l'l!ase.une l'~n· 
Establish Legislative Funding Mechanism I S S A 

Meet WIUl Ulurorrua uovernor • 
All 58 State Sheriffs R S S I 

.ueveJop LegtSJauve Uoa1S to De 
Presented to the Governor R S S I 

I t'l'esent LeglSJauve uoaJS_ to 
Governor & Assembly Speaker I S I I 

! t'l'ess \.:_onrerence uUl:llJl1I1g l'IOOJem WIUl 
other Public Safety Organizations S R S I 

I All t'l'ess l,;O_nrerence !,arIlClpants .L.Oooy 
Elected Officials for Day R S I I 

I l:' .A.\.:. Mem_Oer5 L:ontact au LeglSlators 
Promoting Legislative Goals I S S I 

. ~evelop LeglSJauve !i1l.l. :sponsor trom a 
Influential Senate Member I S S I 

lJ_cvelop l'llase Two y'Jan • 
Pass Proposition with Electorate S S S A 

Develop and Implement Fundraising. 
Plan to Use in Each County R S S S 

C.S.SA. to Hire a Political Consulting 
Fum to Begin Campaign A S S S 
C~S.SA. to.Hire a !'Ublic1<.eiatlons 
Firm to Assist in Campaign A S S S 

boact indiVIdual County CampaIgns to 
Assist in the Passage of PnlJlO.sition R S S S 

Particinatinl! Part ~ 
R 
A 
S 
I 

. .. ResponSIbility 1. C.S.S.A. Memoers 5. 
Approval 2. 
Support 3. 

Leg. Advocate - C.S.SA. 6. 
C.S.S.A. Admin. Staff 7. 

Inform 4. C.S.S.A. Executive Foard 8. 
Irrelevant to this item 

5 6 7 8 

I I I I 

I S S I 

S R S I 

S I S .. 
S I S S 

I R S . 

S I S S 

S I S S 

I R S . 

I S R 1 

I R S I 

S S S S . 
S R S I 

S R S I 

S S S S 
ies 
C.S.SA. PresIdent 9. 
C.S.S.A. P.A.C. 10. 
Chair· Shrf. PAC. 11. 
Calif. D.A. Assoc. 12. 

9 10 11 12 

I I I I 

I I · · 

I I I I 

· · - I 

I I · · 
· · · · 
S S I I 

· · · · 
· - · · 
· · I I 

I I · · 

S S S S 

· - - -
- - - -
S S S S 

Calif. Peace Officers' Assoc • 
Calif. Police Chiefs' Assoc. 
California Governor 
California Assembly Speaker 

This generalized recommended concept, to be further developed by the C.S.S.A. Legislative 

Advocate, should be'presented at a regularly scheduled C.S.S.A. meeting. As mentioned earlier, this 

organization's membership is made up of the fifty-eight elected county sheriffs with an additional 

50,000 associate members. The association is not only a politically active organization but they also 

have available ample fiscal resources. 

The general membership of the C.S.S.A. should initially delineate the need for the 

development of a plan to address the funding issues. During this time there should also be a 

discussion concerning the amount of time, money and p~rsonnel to be committed to this plan. A 

general meeting should be scheduled in order to discuss the strategies and reach conclusions on this 

issue. The organizational structure should also be established and the authority to effectively 

implement the plan can be conferred on the Executive Board and the newly established P.A.C by 

members of the entire organization. Once these decisions are reached, overall planning and 

implementation of this plan can begin. 
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Within the C.S.S.A. there exists an established Executive Board in which the members rotate 

the responsibilities. The sheriffs who serve on the Executive Board make up the decision making 

body. 

• Chief Executive Association - C.S.S.A. Executive Board 

This Executive Board will serve as the final decision making authority. without actually being 

actively involved in this transition planning. Each Executive Board member will also have the added 

responsibility of performing the same functions as required by all of the member sheriffs. The 

Executive Board's chief role will be to establish communication of the plan and its progress to the 

other sheriffs throughout the State. This is particularly important since the second phase will involve 

the active commitment of each of the sheriffs in their respective counties, in order to provide for a 

successful vote of the electorate. This board is accountable to the membership as with other 

organizations or associations . 

• , Project Manager - C.S.S.A. Legislative Advocate 

It is recommended that the Legislative Advocate be appointed by the Executive Board to serve 

as the Project Manager during the tenus of this plan. As project manager this person will be 

accountable ,to the Executive Board, however, a considerable amount of autonomy will also be 

granted. The recognized expertise of the person serving in this capacity should assure all of the 

members that this is the correct person to be appointed as project manager. As project manager, the 

only necessary approval from the Executive Board will be for final concurrence. The main role of this 

position will be to coordinate the entire endeavor in both phases of the transition plan. 

This person will also be heavily involved in the planning efforts and will entirely manage the 

communication efforts with other areas of the plan. This communication will be conducted through the 

use of the administrative staff of the association, including that of the executive director. This will be 

the one person who remains aware of all aspects of the plan and monitors its progress. This person 

will also be responsible for assessing the progress and altering the direction, if necessary. The project 

manager, in conjunction with his staff, must create an organized communications plan because th~ 

communication of information is one of the most important components of this plan. 

Because of this individual's recognized expertise in the legislative field, there is a strong 

reliance on this from the sheriffs throughout the state. This conceptual plans developed in the past 

have been creative and effective; therefore, the selection of person to this role can prove to be beneficial 

to the organization. 

• Representatives of Constituencies and Coordination - C.S.S.A. Political Action Committee 

The development of a Political Action Committee (p.A.C.) within the C.S.S.A. to handle this 

endeavor only is also recommended Membership on this P.A.C. will consist of approximately five of 

the elected sheriffs and will involve a considerable time commitment during this year. This overall 
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time commitment will be coupled with the necessity of spending additional time in Sacramento during 

the fIrst phase of this plan. This relocation commitment will only be necessary up until the time the 

governor signs the legislation. The relocation time commitment will be completed, in one way or 

another, in early July when the legislature is in recess. The only other potential time in Sacramento 

will be in late August, which is the only timr. the legislature reconvenes prior to the November election. 

This P.A ~~. will also need to be compromised of sheriffs who will be capable of providing a 

positive political influence and the ability to assist in the planning effort. Because all sheriffs are 

elected officials, generally they all possess these characteristics. It is recommended that this P.A.C. be 

chaired by a sheriff who has established expertise in this field. 

• Final Authority - C.S.S.A. Membership 

The recommended structure will need to be thoroughly understood by each of the factions. 

The general association will grant exclusive planning and implementation to the P.A.C. with the caveat 

that final approval will be monitored by the Executive Board. However, the Executive Board has 

some constraints outlined within the association bylaws. One example of this involves the 

authorization needed to encumber certain levels of funds. A proper two-way communication plan can 

alleviate some of these difficulties. In viewing fllis as a potential problem, it must be remembered tqat 

this overall plan would be agreed upon and developed by the general membership prior to the 

implementation of the plan. The development of the P.A.C. and tile administrative control by the 

Executive Board should be developed in order to :iget the work done " and should be supported by the 

entire membership. A portion of the Transition Management Plan will outline specific steps to 

implementation and identify the role assigned to each individual or organization. 

TECHNIQUES TO SUPPORT THE IMPLEMENTATION OF THE ENDEAVOR 

One of the major tools necessary in the support of this plan will be the existence of an effective 

communications plan. This communication plan must include the following separate organized 

communication efforts aimed at a myriad of audiences: 

• After gathering data of the negative impact on public safety funding, this information must 

be initially distributed to all of the sheriffs. The sheriffs must convey this information to 

members of their individual organizations so the 'rank and file' will have a clear 

understanding of the impact of funding concerns on their individual department and 

potentially their jobn. Then this information must be conveyed to members of the 

legislature and the governor. A planned media effort must be used to communicate this 

information to the general public in order to raise their level of consciousness. This 
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information dispersal could be conveyed through newsletters, roll-call training, media 

support and many other mechanisms. This effort will be the frrst effort at raising the level 

of awareness of all concerned. This will, generally, be the fIrst time this issue has been 

addressed in such a comprehensive, state-wide manner. 

• Through the use of communication, other organizations and associations must initially be 

brought into the plan in order to gain their support and stave off any potential negative 

impacts. This should be done by personal contact, by individuals committed to the 

communication of the issue, in conjunction with printed material. Special emphasis should 

be placed on following up this effort and providing to this organization an individual to 

contact with any questions, concerns or volunteer of assistance. 

• As the plan progresses, a two-way communication must be developed with the other 

sheriffs. They must become part of the plan by providing their input and receiving 

information on a continual basis. Their early involvement in the plan will ensure their 

further assistance in the individual, phase two, county efforts. This should be done with 

increased numbers of meetings for planning and information dispersal. Daily information 

can be provided by way of the computer linkage already established between each of the 

fIfty-eight sheriffs. 

• The media must be used in each portion of the this plan in order to k€ep the public aware of 

the problems and concerns for public safety. This is also critical because the public has 

traditionally denied the imposition of higher taxes, yet in the case of Proposition 172 they 

passed a tax. This is felt to be partially due to the general concern for public safety. An 

entire plan should be dedicated to the gaining of media exposure. This is in part the reason 

for hiring a publir. relations fIrm and a campaign finn. This planning and implementation 

will be done entirely by these organizations hired by the C.S.S.A. Their efforts will be 

approved and monitored entirely by the P.A.C. A wide variety of informational sources 

will be utilized in this effort. As noted in the transition plan, considerable fundraising 

activities will be instituted throughout the state. 

• Communication with legislators is critical in phase one since the entire plan is based on 

convincing legislators one-by-one to vote in favor of the bill. Continued communication 

with members of the legislature during phase two, could alst) provide assistance in gaining 

their support in working with the electorate. Prior to the election when the legislature is not 

in session, their support with local constituents could be valuable. When obtaining their 

support during the time of the legislation, they can be included in the remainder of the plan 

in order to retain their involvement. It will be easier to continue the communication with 
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each legislature after the fIrst phase than to initiate again the contact during the next phase . 

This communication can be conducted through the use of E-mail, newsletters, and personal 

contact. 

• In the development of phase two of the county plan, the communication with other yet 

unidentified organizations could result in a more comprehensive planning and campaign 

effort. A plan should be developed in which selected individuals will make contacts and 

attempt to gain commitment and support from a wide range of organizations. This support 

can be in the form of fundraising, endorsements, volunteers and other mechanisms 

essential in promoting the plan. Once contact is made with an organization, even if a 

commitment pledge is not expressed, individuals should continue to provide them with 

updates on the endeavor. This can be in the form of a written document, such as a 

newsletter, or through personal contact. 

Because communication with groups and individuals is essential in both phases of this plan, 

there must be highly organized mechanisms established to generate the information to be released. The 

concern for public safety and the initial release of county statistics will only be reported by the media 

one time. Efforts must be undertaken to establish valid and informative new information. During 

phase two, much of the public awareness campaign will be paid political advertising. The more media 

interest that can be generated, the more exposure can be gained for no cost. 

One thought for continuing media interest is through the use of personal surveys which report 

public opinion with respect to a number of issues. One of the major current concerns of the general 

public is in the area of violence :tnd victimization. This can be used to focus on the generation of 

additional statistical information. 

In addition to surveys, a comprehensive evaluation of existing data through research can be 

compiled. The release of this information can be very interesting and informative to the general public. 

A1~ough crime rates are thought to be generally lower, the general public has never had such a great 

emphasis on the concern for personal safety. One possible explanation for this phenomena is the 

higher level of violence and certain violent crimes. 

An establishment of a group of individuals who volunteer their time speaking at public 

functions could be organized. This, potentially, could be done by the rank-and-file within law 

enforcement organizations. This one aspect could be'possible if the agency head worked with and 

provided information to these individuals from the inception of this plan. This could allow each 

individual of a police agency to actively participate in the success of this endeavor. 

Another tool can be the use of polling the opinions of a target group. During the first phase, an 

• 

• 

informal pon can be conducted of the legislators. This can assist in the effort to influence the opinions • 

of those which have yet to support the proposed bill. Polling can be very important in the phase two 

proposition vote. An early poll should be conducted in conjunction with a survey in order to assess 
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those who win vote a particular way and why. This can be analyzed by the political consultant in order 

to detennine future campaign str&L'egies. 

In summation, the development of valid infomtation presented in a systematic manner and 

widely communicated to the designated target audience will be necessary in the success of this overall 

state-wide endeavor. Although many facets of the plan are important, it is believed that the most 

critical portion needed to be successful is the communication of infonnation. 

TRANSITION l\tIANAGEMENT PLAN 

The overall goal of this plan involves the development of a law which establishes minimum 

funding levels for public safety agencies through general fund sources. The plan will involve two 

phases which must be accomplished on a statewide basis. The fIrst phase involves the legislative 

passage of such a law. The second phase involves placing the passed bill on the ballot as required for 

all proposed constitutional amendments. 

This overall plan was developed in response to the following specifIc two particular concern: 

• Projected public safety budgets post Proposition 172 . 

• Projected implications of becoming a revenue based public service. 

It is interesting to note that the entire concept and development of Proposition 172 were 

sponsored by ~e California State Sheriffs' Association (C.S.S.A.). The sales tax extension proposal 

was supported. with vigor. by the County Supervisors' Association of California. The dilemma now 

exists, for most of the county sheriffs offIces, of how to gamer greater departmental appropriations 

now that the money is being brought into the counties. The funds that were allocated based on the 

public's desire for public safety services have come into each county, it is now a matter of initiating 

mandatory appropriation restrictions. 

Legislation (Assembly Bill 2788) recently passed and signed by the governor allows the 

establishment of a base year (fIscal year 1992-93) to establish a minimum funding level for public 

safety agencies. This legislation was enacted in order to eliminate additional budget cuts and to 

augment appropriations to public safety agencies consistent with the specifIcations of Proposition 172. 

In addition to this bill, there are several others of a similar nature pending in the legislature. 

Although this legislation could conceivably be successful in obtaining a higher level of public 

safety funding, this strategic plan could provide one more alternate method of dealing with the 

. situation. Instead of establishing a base year, this strategic plan would establish a percentage "off the 

• top", which would automatically alter the actual dollar amounts involved based on current variables. 
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Some of these variables that could alter the general fWld total are as follows: 

• Population change impacting taxes collected. 

• Economy change impacting tax revenues. 

• Increased revenue sources to the.county budget 

• Removing mandates from some county services which could shift the revenue from the 

non-discretionary classification to the discretionary classification of funds. 

The process to be utilized in the successfully implementation of an alternative funding model 

for public safety agencies is a multi-step task in this two phase plan. Each task involves intervention 

by many of those assisting in the implementation. The following chart depicts the recommended tasks 

necessary in both phases of the enactment of a public safety law which is slated to become an 

amendment to the S tate Constitution: 
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• The futures portion of this study found that the current direction of the trend could lead to 

negative implications. This current direction that was or:ginally studies was the model of fee-for

service. In order to mitigate the projected negative implications, a plan would be developed which 

would take a rational long-range look at the issue of fees for services. 

This process will be linked to the overall plan of alternative funding models; however. it will be 

a separate process. As the time line shows. both processes will be performed independently and 

concurrently. The following chart depicts tlle recommended tasks necessary in the development and 

implementation of a policy concerning an appropriate application of service fees: 

., 
l1 
D 

• I 
f222 

• 

This plan will call for the development of a plan within the Sheriffs Office ill Santa Clara 

County. During the development. discussions with other counties will enable this plan to be 

considered on a statewide basis. The plan with be implemented within Santa Clara County '1Ind an 

~valuation of the plan VIlli be conducted. 

Once the plan is tested and evaluated the effort will focus on the development of statewide 

guidelines for fees. It is the purpose of this plan to develop these guidelines into a mandatory 

statewide policy for all police agencies in the State of California. This is to ensure consistency and 

fairness to the community. The community will also have a clear understanding of what law 

• enforcement service indemnification policies are and how they are applied in an impartial manner. 
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Summary 

STUDY RESULTS 

The original issued explored the assessment of fees-for-service by recovering the associated 

costs in order to generate revenue for public safety agencies. Infonnation gathered during the N.O.T. 

process and the literature search resulted in primarily negative forecasts for the future. 

The realization of the primarily negative nature of the trends and events fIrst became evident 

• 

while dividing the one hundred randomly generated scenarios into future states that had either positive • 

or negative implications. When examining the scenarios, the major factor in determining the positive 

or negative value of the forecast was identified. The positive forecasts were apparent when a policy 

limiting service fees and alternative funding mechanisms was developed. The negative forecasts 

involved the continuation of the present direction of service fees that served to drastically alter the 

complexion of law enforcement 

The futures study directed further exploration of the issue of burgeoning fee assessments that 

are imposed without a valid evaluation system or without exploring long-range implications. Since it 

was detennined that the development of a service indemnification model for law enforcement would be 

meaningless if the model had primarily negative consequences, the focus of the study became the 

development of alternative funding models. 

FINDINGS 

While the main focus of law enforcement continues to be crime and violence, the criteria for 

detennining priorities are increasingly being dictated by economics. In the past, fees have been 

assessed with the intent of preventing abuses of services or curbing certain behavior that requires 

police intervention. Current economic conditions and diminishing public safety allocations have 
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expanded the extent of the use of service fees. Th~ practice of generating operational revenues is 

expanding both in cost and frequency often as a "quick-fIx" to off-set lost revenue. 

Because of the lack of a consistent philosophy or application of service fees with long-range 

outlooks, negative implications are projected. Policy decisions concerning service fees can have a 

direct impact on the current climate that exists between the public and the police. There is a need for 

additional funding or more consistent funding for public safety agencies. This coupled with the 

public's desire for more safety, further reinforces this concept. 

CHANGE OF FOCUS 

Because the original issue was determined to be of little value to law enforcement because of 

the overwhelmingly negative implications, a new issue question was developed. Consideration was 

given to the most appropriate direction of the study and how the data developed could assist in the 

examination of another issue. 

Because the positive scenarios developed during the futures study demonstrated potential 

alternatives to service fees, those mechanisms were explored. The study was adapted to explore the 

following issue: 

.. What law enforcement alternative funding model-will be used by co Jnty law enforcement 

agencies by the year 2oo4? 

Consideration was given to both of the issue questions in thr- development of the policies for 

the ideal future agency. It was recommended that the policies be adopted to ensure a productive 

transition into alternative funding mechanisms and to mitigate any potential negative implications of 

current policies. The following policy issues were essential in the evaluation of desirable funding 

changes: 

e Development of a statewide set of guidelines for the imposition of service fees. 

Imposition of a plan to address negative consequences of current service fees. 

• Establishment of alternative funding mechanisms for public safety. 

• Development of a plan "to address any loss of allocations prior to the implemerttation of an alternative 
funding mechanism. 

• Encouragement of ildditional research in the area of public safety in order to more effectively manage 
resources. 

• Enhancement of existing relationship with other public safety providers. 

Creation of alliances with the community with a strong foundation of trust. . 
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• Development of plans to provide adequate levels of service during times of economic decline. 

& t doption of plans for enhanced effective services during time of positive economic growth. 

CURRENT FOCUS 

A primary consideration in the long-range planning for the establishment of alternative funding 

mechanisms in the future was the development of the county agency's description of the ideal future in 

the year 2005. 

The focus presented two major factors in achievement of this ideal state: 

The existence of a policy decision concerning the structure of service fees. 

• The ability to identify alternative funding sources. 

The slowly recovering California economy coupled with the anticipated rate of increase of the 

fee-for-service trend presents a projected sense of urgency in the evaluation and implementation of an 

alternative process. It is not expected that the imposition of additional fees or the increase in costs of 

existing fees will create any immediate negative scrutiny of law enforcement agencies. However, it is 

• 

expected that once fees are charged, the task of eliminating or reducing any particular fee will be much • 

more difficult. 

The high cost of crime and the fear of victimization has increased the public's desire for 

additional public safety services. This desire to increase levels of safety has resulted in a myriad of 

laws demonstrating the public's "get tough" attitude toward crime. Legislators and voters have passed 

measures intended to satisfy the public's fervor for additional public safety. These measures, such as 

the "3-Strikes" law and Proposition 172, have also demonstrated the public's willingness to pay for 

increased safety. 

The recent enactment of a tax to be dedicated to public safety, h~ resulted in a large amount of 

revenue into county governmental agencies. There is also a considerable mnount of debate concerning 

the appropriate application of the funds and whether it was intended to supplement public safety or if it 

was intended to balance county budgets as a result of the prpperty tax revenue being retained by the 

state government. 

Given these past fiscal difficulties and adaptations, the fiscal horizon is becoming brighter and 

public safety continues to be a concern for the public. The California economy now appears to be ill a 

slow but steady recovery mode. This provides an excellent opportunity to evaluatt. the manner in 

which services can be provided in the future. 

This public sentiment and the projected improvement in the economy present a remarkable set 

of circumstances that can be very beneficial to the development and success of effective law 

enforcement in the future. 
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• The following principles, coupled with the general mission of the agency, established 

additional goals specific to the issue: 

Maintaining and enhancing the positive alliance with the public. 

Meeting the diverse needs of the community. 

Directing efforts to address emerging problems. 

Enhancing the quality of life in the community. 

Providing a service on an equitable and impartial basis for all members of society. 

Protecting and preserving the rights of all segments of society. 

Providing high quality service at no additionru. cOst to those served 

The development of the operational plans for the purpose of this study addressed law 

enforcement services on the county level only. This focus is necessary since the revenue systems, 

expenditures and areas of responsibility within county and city governments are drastically different 

(e.g., the state property tax shift primarily impacted couaty 1fevenue sources and the Proposition 172 

revenue was almost entirely generated for the counties). A similar mechanism for city police agencies 

can be developed that has specific implications for city government. 

• PREFERRED STRATEGY 

• 

A group process was utilized to identify a strategy that would result in the successful 

development of a model to address public safety funding in the future. The overall plan was developed 

in response to the following specific concerns: 

Projected public safety budgets post Proposition 172. 

• Projected implications of becoming a I:evenue based public service. 

Several alternative solutions were explored which would dedicate sources of flIDding to public 

safety. Some of the options that were considered involved parcel taxes, utility taxes, taxes on bullets, 

taxes on attorney services, property tax override, enterprise districts, and benefit assessment districts. 

All of these dedicated sources of revenue were ruled out for the purposed of this study for 

numerous reasons. One factor considered was that although California is not considered a state with 

high taxes, the County of Santa Clara doe;; have appreciably higher tax rates than other counties. 

Another factor in ruling out some of these options was the permanently imposed one·half cent sales tax 

extension for public safety (Proposition 172) that was recently enacted. 

This plan addresses the issue of developing an alt~rnative funding model by establishing a 

minimum percentage of the overall county's general purpose funds to be dedicated to public safety 

entities. As a corollary to this plan, since it will increase public safety allocations, the defining and 

restricting of the assessment of fees needs to be evaluated and implemented. This transition plan 
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secondarily addresses a method to limit the imposition of seIVice fees to mitigate any of the projected 

negative implications. 

The selection of this method for dealing with the issue is consistent with the findings of the 

futures study. Utilizing this strategy the goal set forth in the description of the ideal future can be 

accomplished. 

Although it does not seem to be the perfect solution to the issue, the minimum funding level for 

public safety does offer some positive values. The plan provided for the dedication of a higher level of 

allocations for public safety agencies with the intent to decrease the reliance of public safety agencies 

on the generation of revenue through service fees. The rational for the minimum percentage concept 

was the fact that additional money is corning into the counties since the passage of Proposition 172 and 

a greater portion should be guaranteed to county public safety agencies. 

OPTIONS 

Even though one strategy was recommended by the panel, there are many different viable 

funding options which could affect county law enforcement agencies in the future. Each option has 

'inherent advantages and disadvantages and no one system should be considered the only answer. 

Option One 

This option, recommended as the preferred strategy by the panel, imposes a percentage of the 

county's general purpose revenue to be dedicated to public safety as delineated above. 

Proposition 98 does not seem to be a panacea for establishing funding models of the future and 

it has been recognized as having created difficulties within the state government. However, it has 

removed some of the slJ.bjective nature of the state budget and probably has demonstrated some 

positive value. The one major fault identified from the perspective of school personnel is that this law 

has developed from a minimum spending level to the school spending "cap" since the minimum has 

now also become the mrudrnum. None of those interviewed ventured a guess as to what they felt 

would have happened to school funding if the guaranteed minimum spending limits had not been in 

place. The overwhelming sense was that without this provision, California schools would be in much 

worse condition. 

• 

Other legislative moves aimed at obtaining higher levels of public safety funding are in 

progress. Legislation (Assembly Bill 2788) recently passed and signed by the governor allows the 

establishment of a base year (fiscal year 1992-93) to establish a minimum funding level for public 

safety agencies. This legislation was enacted in order to eliminate additional budget cuts and to 

augment appropriations to public safety agencies consistent with the specifications of Proposition 172. • 

In addition to this bill, there are several others of a similar nature pending in the legislature. 
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Although this legislation could conceivably be successful in obtaining a higher level of public 

safety funding, this option could provide one more alternate method of dealing with the situation. 

The major disadvantage of this option to the governmental agency involves the mandatory 

designation of the funds. Nearly ninety percent of all services run at the county ievel are state

mandated programs. The remain~ng ten percent of counties' budgets allow for discretionary programs 

such as public safety. The Count~ r of Santa Clara has discretion over only 8.6% of the total general 

purpose revenues. Many econcmists dislike earmarked taxes because they make public budget less 

responsive as funding needs change and they limit the discretionary spending powers of policy 

makers. 

This option will further restrict the governments discretionary authority by mandating another 

funding priority. With the increase of voter approved limits and mandates it becomes increasingly 

difficult for representative government to function. 

Option Two 

This option would involve the continuation of the current manner of funding using the fee-for

service model of generating revenue. This option assumes the inclusion of a portion of the 

recommended strategy in the development of a statewide guideline for criteria to establish a consistent 

application of service fees . 

This would be advantageous to the overall county government since would serve to generate 

additional county revenue when compared to opqon one. With the establishment of the fee guidelines, 

there can also be consistent application ill the service fees. 

Although this could mitigate the projected negative implications of the fee based model since 

the levels of fees would be curtailed, it does not create any higher level of funding for public safety 

agencies. This option may serve to decrease the level of allocations by imposing cuts equal to the 

amouFt of revenue lost 

It would also not provide any additional revenue sources from public safety agencies into the 

county government Currently. with the increase of public safety services for which fees are assessed 

the county government may recognize this as a negative implication. 

The public in this option continues to be assessed fee-for-services from public safety agencies~ 

There is a wide range of county law enforcement agency perspectives concerning the assessment of 

service fees. Some agencies are aggressively increasing the levels of fees, some are remaining status

quo and others are moving to decrease the levels of services for which fees are assessed. Depending 

on the level of fees from county to county, the greater the focus on the generation of revenue, the more 

important the establishment of guidelines would be to the public . 

Option Three 

This option would involve the continuation of the current manner of funding. This assumes 

that there will continue to be increases in the numbers of services for which fees are charged and the 
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cost for all services will increase. Unlike the other two options, this option wvuld continue the 

revenue generation model with no established parameters or guidelines. This option is the current 

direction of county law enforcement agencies absent any type of constraints. 

This model would be beneficial to the governmental agency since it would continue to increase 

the levels of revenue generated from fees. This could also impact the level of the law enforcement 

agency's level of allocations in a positive manner. 

This option is the specific model used in the development of this study. As earlier discussed, 

the projected implications of this model were all thought to be negative with the exception of those that 

identified alternative sources of revenue. 

The direction of the projected trends and events often demonstrated an undesirable future state 

for Jaw enforcement The future state for public safety was projected to reach a point where services 

would only be provided on a payment basis. Other law enforcement agencies and private security 

service would compete for service areas and be judged on their individual effectiveness. This system 

could result in a further separation between the "haves" and the "have-nots" in society. Those who 

have the economic means to pay for service will be provided the s~rvice and the others will not It is 

envisioned that the "haves" will live in fortress-like environments while the "have-nots" will live in a 

state of lawlessness and complete chaos. 

RECOMMENDATIONS 

It is recommended that additional funding or more consistent funding for public safety agencies 

be developed as in the proposed minimum guaranteed funding level. As a follow-up to the enactment 

of Proposition 172, legislation has been enacted and additional legislation has been proposed to 

mandate a "maintenance of effort" to establish minimum levels for public safety funding. 

This study resulted in the conclusion that recommended a firm policy for fees-for-services that 

would include a statewide policy that the community could understand, the detennination of "why" 

fees would be assessed and the discontinuation of using fees as a primary mechanism for public safety 

allocations. 

This recommendation was briefly discussed in the study as a secondary focus necessary to 

mitigate any identified negative implications of this current trend that is expanding in ~cope. The 

changes associated with this portion of the study will provide consistency statewide with 

organizational changes in potentially all public safety agencies in the state. 
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• IMPEDIMENTS 

Public gafety agencies are generally non-mandated programs within county government. 

Because of this public safety is competing with all other rion-man&ted programs for only about eight 

percent of the county's overall revenues that are discretionary revenues. The minimum percentage for 

public safety proposed in this plan would place public safety into the non-discfl.~tionary revenue 

category of the county's budget. Granted, this serves to reduce the eight percent even further and 

hamper the county's discretionary powers, but it places public safety into a category that will ensure 

levels of funding to the community. This would also place public safety into the position of competing 

for resources with a different group of county agencies. 

This issue of discretionary versus non-discretionary funding affects all levels of government in 

California. There is controversy concerning this type of proposed mandate and other citizen approved 

mandates that potentially cripple the representative form of government in California 

Although this may also further complicate the government's ability to pI'Ovide effective 

leadership, it may force the review of State and Federal mandates. It may in particular force a review 

of those mandates that are not funded. 

• ISSUES FOR FUTURE CONSIDERATION 

• What proposed chtluges in state level governmental functions would be 
most advantageous to local law enforcement and public safety funding 
levels? 

• What course of action do law enforcement agencies adept during times of 
poor economic conditions when allocations are decreased? 

• What factors are considered in personnel and resource assignments during 
time of economic improvement when allocations are increased? 

• What parameters should be established in the imposition of service fees? 

CONCLUSION 

The public's expectation of protection spans a wide spectrum. What an officer is and what 

they are expected to do leads, in part, to their effectiveness. No matter what their backgrounds, they 

must confront situations we are unsure of or afraid to confront ourselves. F~st and foremost, an 

officer is expected to be able to protect us during our most vulnerable moments. When a uniformed 

• officer in a ; .1arked patrol car arrives at the scene, the perception is that safety and security has instantly 

occurred. When an officer is called for assistance it is never questioned that the person who responds 
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is thoroughly capable, with all of the strengths nec~ssary to handle any situa~on. The level of service 

providf!d by the police generally remains unquestioned. 

The public expects they will be provided with an unlimited supply of public safety manpower 

resources to adequately address any problem. 

It is understood how to summon the police and how to get a prompt response. It is not 

understood that a response from the police will result in the assessment of a service fee. The 

momentum of the partnership between law enforcement agencies and the community should be 

guarded as a benefit in order to achieve a high level of public safety. 

Support and assistance from the community and other governmental agencies is critical to the 

success of public safety agencies in order to provide a higher level of law enforcement services for 

Californians in the future. 
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Candidate Events 
(in order of initial importance rankings) 

• Sheriff Refuses to Assess Fees for Services 

State Law Gives Pri.vate Security Personnel Peace Officer Status 

County Ban..lcruptcy 

• Supreme Court Rules that Public Sector Fi::es For Service are Unconstitutional 

• County Eliminates Law Enforcement Services with the Exception of Essential 
Emergency Services 

• Competing Law Enforcement Agencies for "Like-Services" Results in the Sheriffs Office 
Absorbing Calls for Services 

.. Local Law Enforcement Tax Passes and Goes Directly to Law Enforcement Agency 

Voters Repeal Proposition 13 

• 

o 

• 

• 

• 

• 

Split Roll Adopted for Proposition 13 - Industrial Properties Excluded from Limits in 
Assessment Growth 

Major Private Security Company EstabHshes in Santa Clara County and Solicits Cities ~or 
Law Enforcement Contracts 

State Mandates for Law Enforcement Services are Abolished by State Legislature 

State Supreme Court Decision -"'Fees for Service Violates First Amendment Rights 

Santa Clara County Policing Agencies Regionalized (13 into 1 agency) 

Major Local Earthquake 

War - International in Scope 

Word "Depression" is used by the White Honse during Long Term Economic Recession 

Dramatic Singie Source Financial Shift - Major Electronics Company Leaves Silicon Valley 

• Local Judicial Decree - Jails Are Full, Can't Incarcerate Additional Prisoners in Local Jails 

Sheriffs Office Refuses to Respond to Other County Law Enforcement Emergency Assistance 
Situations (Code 305 - Officer Needs Assistance - Emergency) due to Economic Concerns 

Massive Civil Disturbance - National in Scope (Riots) 

• • Sheriffs Office Begins Profit Operation (Memorabilia Sales) 

California Water "War" 

Two Percent Sales Tax. "Earmarked" for Law Enforcement Passes 

Non-Taxpayers (Illegal Immigrants) Draw Heavily on Public Safety Services - Voters Revolt ~ 
No Police Services will be Provided 
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Candidate Events (continued) 

• Franchising for Contracting of Police Services (McPolice) 

"Three Strikes" Initiatives are Ruled Unlawful 

State Sponsored (POST.) Training Eliminated - Law Enforcement Agencies use Private 
Industry Vendors 

Initiative Passes which Mandates that Police Services be Funded Through the General Fund -
Fees are Eliminated 

Prominent Citizen Raises Morality of Fee Structured Police Services 

• State Bankruptcy 

• City Bankruptcy 

• 

Local Law Enforcement Agencies Refuse to Assist Other Agencies 

Committee Established to E:'piore the Generation of Alternative Resources 

Court Forces Federal Government to Pay for Federally Mandated Programs 

Collapse of Infrastructure - San Jose Airport Inoperable - County of Santa Clara and City of 
San Jose Decide not to Fund Necessary Repairs 

Stock Market "Crash" - Economic Panic 

• Media Expose on Fees for Service - Law Enforcement Agency Refuses to Respond to 
Emergency Because of Non-Payment History 

• Workers' Compensation Fiscal Collapse 

Bond Measure Passes to Double Prison Cap~city in Five Years 

Election Demonstrates Wholesale Use of Propositions for Special Interest Groups 

State Constitution Amended to Limit County's Responsibility of Mental Health Offenders 

Federal "Three Strikes" Legislation Enacted 

• Unionization of Agency - Deputy Sheriffs' Association Absorbed by Teamsters 

Free Federal Training Funds Eliminated 

• Law Enforcement Agencies Charged with the Responsibility of Enforcing Environmental 
Laws (policing the Environment) 

• Media Expose on Disparity in Services Levels for Ethnic Population 

• Endowments for Special Projects - Living Trust Foundation Created to Fund Crime 
Prevention 

• Court Forces State Government to Pay for State Mandated Programs 

Supreme Court Ruling that Public Safety Assessment Districts are Unconstitutional 
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Candidate Events (continued) 

Court Repeals Workers' Compensation 4850 Benefits to Safety Employees 

Federal Crime Bill Passed which Realigns Services and Delirleates Responsibilities 

Political Shifting of Previously Approved State Agency Budget for Law Enforcement 
Operations 

Large Scale Personnel Changes Over Short Period (2-6 months) of Time - 1/2 of Sheriffs 
Office PerEonneI Retires 

County of Santa Clara ShoJs Radical Decline in Credit Rating - County Deemed Poor Credit 
Risk 

" State Assumes Control of Judicial Functions 

Wholesale Paring of Bureaucracy in Fiscal Year 94-95 

• Judicial Prerogative in Assessing Cost/Fee Reimbursement is Eliminated for Part I Crimes 
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Candidate Trends 
(in order of most descriptive) 

Legal Challenges Public's Ability to Pay for Police Services 

Economic Change Change in Local Non-Fee Revenues 

Level of Public Tolerance for Paying for Infraslructure Change 
Police Service 

Traditional Revenue Sources 
Electorate Attitude Toward Taxes 

• Number of Inmates in State Prison 
Demographic Change/Level of Diversity System/Cost of Incarceration 

Level of Crime/Crime Rate • Rate of Incarceration Versus Numbers of 
Incarceration 

Public Perception of Safety 
Objective Criteria for Law Enforcement 

Level of Police Service Desired by 
Community • Politicization of C.E.O. Position 

Consolidation of Agencies • Specialization 

Privatization • Number of Police Responses to Alann 
Calls 

Shared (Inter--Agency) Services 
Significance of Fonnal Education Reliance on Federal Resources 

Number of Communities Who Contract Number of Contract Cities 
with Private Police Services 

• Population Rate 
Public Opinion of Law Enforcement 

Public Attitude Toward Incarceration 
Trnnsfer of Traditional Law Enforcement 
Duties Conviction Rates 

Number of Law Enforcement Calls for Strength of Unions 
Services 

• Media Attention 
New Revenue Sources 

Significance of Training 
Glass Ceiling 

Number of Alann Systems in Operation in 
Regional Law Enforcement Cooperative County 
Efforts 

Level of Violent Crime 
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Event Impacts 

Negatiye Fiscal Impa~\ 
(agency fiscal resources decline) 

3. County Bankruptcy 
14. Major Local Earthquake 
20. Massive Civil Disturbance National Riots 
27. POST Training Eliminated 
30. State Ban1cruptcy 
42. Federal '3 Strikes' Legislation Enacted 
44. Free Federal Training Funds Eliminated 
45. L.E. Agencies have Responsibility of 

Enforcing Environmental Laws 
49. Supreme Court Ruling that Public Safety 

Assessment Districts are Unlawful 
52. Political Shifting of Previously Approved 

State Budget for L.E. Operations 
53. Large Scale Personnel Changes Over Short 

Period of Time 
54. County shows Radical Decline in Credit 

Rating - County Deemed Poor Credit Risk 
57. JUdicial Prerogative in Assessing Cost/Fees 

is Eliminate for Part I Crimcs 

Negative General Impact 
!negative for agency) 

26. '3 Strikes' Initiatives are Ruled 
Unconstitutional 

29. Prominent Citizen Raises Morality of Fee 
Structured Police Services 

37. Media Espose on Fees - Law Enforcement 
Agency Refuses to Respond to Emergency 
Because of Non-Payment History 

46. Media Espose on Disparity in Service Levels 
50. Court Repeals Workers' Compensation 4850 

Benefits to Safety Employees 

Negative Indirect Impact 

15. War - International in Scope 
16. Word 'Depression' used by White House 

during long-term economic depression 
17. Dramatic Single Source Financial Shift -

Major Elel;tronics Company leaves Silicon 
Valley 

22. California Water 'War' 
31. City Bankruptcy 
35. Collapse of Infrastructure - San Jose Airport 

Inoperable - Decide not to Fund Necessary 
Repairs 

36. Stock Market 'Crash' - Economic Panic 
38. Workers' Compensation Fiscal Collapse 
43. Unionization of Agency - Deputy Sheriffs' 

Association Absorbed by Teamsters 

Negative Impa~t 
(agency cuts - safety related - non-equal services) 

2. State Law Grants Private Security Personnel 
Peace Officer Status 

5 . County Eliminates Law Enforcement 
Services except Essential Emergency Svs. 

6 . Competing Law Enforcement Agencies for 
"Like-Services" Results in S/O Absorbing 
Calls for Services 

10. Major Privatc Security Company Establishes 
in Santa Clara Co. and Solicits Cities for 
L.E. Contracts 

11. State Mandates for L.E. Svs. are Abolished 
by ""\lte Legislature 

18. I.e., .. 1 Judicial Decree - Jails are Full, Can't 
Incarcerate Auymore Prisoners in Local Jails 

19. Sheriffs Office Refuses to Respond to Other 
County L.E, Emergency Assistance 
Situations due to Economic Concems 

24. Non-Taxpayers (TIlegal Immigrants) Draw 
Heavily on Public Safety Services - Voters 
Revolt - No Police Sv. will be Provided 

32. Local L.E. Agencies Refuses to Assist Other 
Agencies 

41. State Constitution Amended to Limit 
County's Responsibility of Mental Health 
Offenders 

Negative Fiscal Impact 
(positive impact if more money goes to agency) 

1. Sheriff Refuses to Assess Fees for Services 
4. Supreme Court Rules that Public Sector Fees 

for Service are Unconstitutional 
12, State Supreme Court Decision - Fees for 

Service Violates 1st Amendment Rights 
13. Santa Clara County Policing Agencies 

Regionalized 
25. Franchising for Contracting of Police 

Services (McPolice) 
28. Initiative Passes which Mandates that Police 

Services be Funded Through the General Fund 
- Fees are Eliminated 

Neutral Irnpag 
(possibly neutral or unknown to agency) 

40. Election Demonstrates Wholesale Use of 
Proposition for Special Interest Groups 

51. Federal Crime Bill Passes Which Realigns 
Services and Delineates Responsibilities 

55. State Assumes Control of Judicial Functions 
56. Wholesale Paring of Bureaucracy in Fiscal 

Year 94-95 
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