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Abstract 

This study is composed of four sections: a review of the economic, social 
and political trends affecting California's urban sheriff's departments; a 
discussion of forecasting the continuation of trends and the probability of 
certain events occurring which will ameliorate or exacerbate the area 
under study; a plan to achieve a strategic goal; and a transitional 
management plan. Six trends will increase over ~he next ten years: the 
level of county property tax revenue available to be utilized as local 
purpose revenue; the level of municipal service provided to unincorporated 
areas; local government's ability to pass new taxes to support public 
safety; selective incorporation; recall movements focused at local 
politicians. Six high probability events were forecasted: the state passes 
a law which authorizes counties to recover full pre-arraignment detention 
costs from cities; the state requires local funding of all public assistance 
programs; the citizens in the unincorporated pocket areas sue for equal 
protection; the cities refuse to respond to emergency calls in the 
unincorporated pockets; the state takes for its general fund use an 
additional 25% of the property tax revenue available to local government; 
the board of supervisors vot,gs to separate sheriff's functions. The 
strategic plan incorporates policy recommendations into an action plan. . . _ .... ~~_. 
The transition plan explains-how to gei from . the·· presen·t to·· the·-desired-----
future. Texts includes charts, graphs, tables, endnotes. Bibliography. 
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This Command College Independent Study Project 
is a FUTURES study of a particular emerging issue 
in law enforcement. Its purpose is NOT to predict 
the future, but rather to project a number of 
possisble scenarios for strategic planning consider
ation. 

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

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

The views and conclusions expressed in the Com
mand College project are those of the author and 
are not necessarily those of the Commission on 
Peace Officer Standards and Training (POST) . 

Copyright 1993 
California Commission on Peace Officer 

Standards and Trainlns 
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The Futur-e of Or-ban Sher-iff's Dep ar-tments by the Year- 2002 

Intr-oduction 

This articl e will addres s rese arch wh ich ut ilizes futuris t 

techn iques to answer t he research questi on: "Wh at Dlill Be the Role 

of the Urb an Cali fornia's Sheriff's Depa rtments by the Year 20021" 

The eHploration af the three following sub-issues is necessary and 

will also be discusse d to enh once the study: 

1. What will be the method of prouiding law enforcement 
serui cas to uninc orporated islan ds by the year 20 ~21 

2. What affect will the county's ability to raise tOH reuenue haue 
on the capa city of urban Sheriff's to pro uide la w enforc ement 
serui ces to unincorpo rated a reas of the cou nties by the year 
20021 

3. How will the urban Sheriff's fulfil their constitutional 
manda tes by the year 2002'/ 

Res Ronsib ilitie s of Cal ifor-ni a Count ies 

California's counties are creations of the state; they were . . 

created to administer functions and programs which were mandated 

by s tate law. Additi onally counties are ch.arg e~ with the 

responsibility to prouide municipal seruices to its unincorporated 

areas. The sheriff is (I constitutional office. Which means that in 

addition to his constitutional responsibilities the sheriff has a number 

of additional responsibilities which are mandated by state law. 

Most of th e serui ces wh ich the county prouid es haue cou,nt ywide 

impac t. The majority of the criminal justice system is funded entirel y 

from local reuenues. One of the major responsibilities of county 

• 

• 

gouernment is to administer state-mandated welfare entitlements. • . 
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• Members of the board of superuisors are either elected by 

district or, as is the case with the sheriff, on a countywide basis. The 

board of s uperuiso rs is charged with a pprouingan annual budget 

which must include adequate funding to financ.e the programs 

manda ted by s tate. law. Altho ugh the county is respon sible fo r 

. prouiding seruices to its unincorporated areas, neither the 

const itution nor sta te law define the mini mum leu el 9f s ~ruice which 

'must be prouided. 

In those ye ars where reuenu es are not sufficient to prou ide 

adequate funding for all county progral'!ls the board must obuiously 

reduc e fundin g for so me programs. Unlike ci ties, the majorit y of 

county programs are mandated by state law; thus there is uery little 

., discretion available to boards of superuisors in determining wh~t!! 

• programs shou Id be diminished. The majority of the board's 

constituents liue within incorporated cities. Wheneuer reductions are 

neces sary the board naturally will wa nt to ma ke them in area s which 

will impact the least number of constituents. During times of program 

reductions, boards frequently reduce seruices to the county's 

uni ncorp orate d are as. 

Those citizens who liue in the unincorporated areas of urban 

counties constitute a uery small part of the total constituency of 

either the sheriff and county board of superuisors. Consequently they 

do no t haue the political power to recall ei ther thei r police p rouider 0 r 

members of their "council" who are responsible for prouiding 

muni cipal seruices to their area. 
I 

With one eHreption, California's sheriffs are responsible for 

• maintaining the county jails, prouiding bailiffs (in some counties also 
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marshals), trans,porting prisoners, seruing ciuil process and prouiding 

law enforcement to the unincorporated areas of the county. In a 

number of urban counties there are "pockets" and "islands" of 

unincorporated areas located within the boundaries of incorporated 

cities. These areas, because they are not contiguous to each other, 

are difficult and eHpensiue for the sheriff to prouide senJice to. Th.! 

sheriff, like the board, is uery restrict,ed in the areas in which seruice 

may be reduced. The sheriff must maintain county jail!. and seruice 

the courts. Unlike seruice to the unincorporated areas, the state and 

federal courts haue established minimum seruice leueJls for courts (i.e. 

prisoners must be arraigned and make their court apP,ointments) and 

for IilJing ar:-d security conditions for prisoners confinf!d to the jails. 

One major area of budg et discre tion is the serui ce levlel prouided to 

• 

the unincorporated areas. The sheriff may reduce lalll' enforcement • 

serui ce leue. without fear of consequen ces. Li ke the board of 

superuisors, the people who I iue in the unincorporatelti areas compos e 

only a small perc entage of the sheriff's tot al cons tituenci es. 

I t is apparent that th e consequences of a major reduction in 

auai lable county general-purpos e reu enue may be the reduction of 

muni cipal type seruices to the county's unin corpora ted areas. 

Sea nning the E nuirD. lRent 

When researching the question, "What Will Be the Role of the 

Urba n Cali fornia' s Sheriff's Departm ents by the Year 20021, II 

unde rstandin 9 the enuironment in which these organiz ations eHist in 

the present is impo rtant wh en aUe mpting to imagi ne in w hat form 
• 

they will eHist in the future. The enuironment is shaped by trends and 

3 
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• euent s. Tre nds are defined as cons isting "of seuera. simil ar euent s 

which take place ouer a relatiuely short period of time." "They 

(trends) are the indicators of pos~ible change." Euents are defined as 

"single occurrences, seueral of which create a trend" (POST 1990) 

Utilizing a technique which classifies the euents into fiue broad 

cate gories (s ocial, te chnolog ical, eco nomic, en uironme ntal and 

political) ouer the past eighteen months the author has identified nine 

tends which are hauing a direct affect on county gouernment and by 

eHtension urban sheriff's offices. 

dai I 0 uercrowdi ng 

Drug arrest rates declined after decriminalization of marijuana 

1916; in 1983 this trend reuersed. There has been 8 steady increase in 

the drug arrest rate since 1983 whith nDt pe8kc~ at this t:me. 

• The s tate has heeded th e demands of the public and has "got ten 

• 

tough on crim e. " Thi s has be en manife sted by the aband onment 0 f 

the philosophy of tre~tment in fauor of punisHment for criminal 

offen ders. In 1991 t he United States earned the distan ction of hewing 

the highest incarceration rate in the world~ The United States 

incarcerates 416 out of euery 100,000 residents. South Rfrica has 

become second with 333 per 100,000 and the old Souiet Union is now 

third with an inc arceration rate of 134 per 100,000. The St ate of 

California has an incarceration rate of 242 per 1 C,OOOO (Simpson 

1991). 

EHAansion of City Police Degartmeats 

I n response to the pubic's "get toug h demand" city police 

department are eHp anding. Between 1983 and 1989 CaUforn ia city 
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pOlie e forces grew from 39,570 in 1983 to 44,161 in 1989, an increase 

of 2,748 sworn and 1,843 non-sworn personnel. This growth 

represents an ouerall increase of 11.6 percent, 6.94 percent in the 

sworn, and 4.65 pe rcent in non-s worn emp loyees. Each additio nal cit y 

ottic er has 8 direct impact 0 nthe co st of t he county -financed criminal 

justice system. When the City of San Diego proposed the hiring of an 

additional 140 police officers to combat the city's growing crime 

problem, the county's chief administratiue officers, utilizing it 

modeling system which can pr3ject the impact of a particular uariable 

in the coun ty's cri minal justice system, estimated the ne t count y, cost 

at 9.6 million dollars if the officers were employed (Simpson 1990. 

The counties eHperienced some re lief wi th the passage of Senate 

Bill (S8) 2551, which empowered the counties to collect t'r.tufli cost~ 

• 

associated with booking of prisoners. Howeuer, booking fees • 

represent only a small potion of the total county costs associated 

with processing of arrestees. R major unanticipated benefit of th,e 

colle ction of booking fee s has been a decline in the n umber of 

booki ngs sinc e theeffectiue date of the, law.,. 

Cost of New den Construction 

County jails are uery eHpensiue to build. "8eds" are the usual 

unit- of-cost measurement In jail construction. Per bed costs are 

dependent on the type of ~~stitution under construction. The lowest 

cost type of facility is the do rmitory ($ 15,700 per bed), followed by 

the 600-bed facility ($43,600), and then the most eHpensiue, the less 

than 200-bed facility ($7'2,400). The citizens of California were uery 

generous to the state's sheriff's offices during the 1980s when a 
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numbe r of ja iI const ruction bond me as ures were passed. I n the 

Nouember 1991 general election the uoters ouerwhelming defeated 

both county jail and pri son bond measures. What thi s means fo r the 

count ies is tha t all futu re jail co nstruction may haue to be fund ed by 

county general fund monies. The county jails of the 1990s are not the 

same types of jails that were con structed in the pas t to hold persons 

conui cted 0 f misd emeanors or persons pending trial. The con struction 

costs of the new generation ja ils will be great er becau§ e their 

security systems must be more elaborate to hold the more uiolent and 

dangerous prison er of today. This may proue to be a burden th at the 

State's counties will not be able to be or. Since fiscal year 1985-86 th e 

State's counties eHpenditures for capital outlay in the criminal justice 

syste m has surpass all other co upty capi tal proje ct outlay s. Table 

illustrates the magnitude of these eHpenditures (Simpson 1991) . 

The ability of county gouernment to finance its crimintll justice 

syste m is in question. Publi c protec tion cost s are growing fa ster tho n 

any other el ement of county gouernmen t. Tab Ie II illustrates the 

perce nt cha nge fo r opera ting e Hpenses from fiscal year 1 984-86 to 

1989-90 (Simpson, 1991, p I). 

City RnneR.tion Policies 

During the same period that the cost of county-Ieuel criminal 

justice was escalating, the ability of counties to raise reuenue was on 

the decline. There are many reasons for this decline. One of the most 

significant is the practice!) of cities anneH.ng unincorportited areas. 

There are really two trends inuolued: 1) the anneHation and 2) 

incre ased incidents where cities only anneH those county areas with 
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Table I . 
6ROIDTH IN COUNTY PLANT RCQUIS ITION EHPENDITURES 

1984-85 to 1989-90 
Fiscal 
Year Ja.i.ls Court:s Ot:.her :rot:a.l 

1984-85 $62,254,588 $27,339,716 $167,665,355 $257,259,659 

1985-86 151.297,558 44,682,139 149,552,794 345,532,491 

1986-87 269,544,046 50,473,858 199,714,459 519,732,363 

1987-88 336,477,256 51,803,923 241,661,899 629,943,078 

1988-89 213,765,332 82,497,976 218,586,656 514,849,964 

1989-90 156,660,735 94,521,863 297,011,332 548,193,930 

TOTAL $1,189,999,515 $351,319,475 $1,274,192,495 $2,815,511,485 
Source: State Controller's "annual Financial Transactions of Counties Report" 

high- lilH bas es. The lotte r trend creates non c ontiguou s 

unincorporated "islands" which are more difficult and eHpensiue to 

prouide seruices to . 

TRILE II' 
680 IDTH IN COU NTY PUlL I C PROTECTION E HPEND I TURES 

FY 1984-85 TO 1 989-90 
EXPENDITURE TYPE 198-1-85 1989-90 PERCENT 

judicial 

. Sheriff 
Detention and 
Corrections 

Adult Detention 

Juvenile Detention 

Probation 

TOTALS 

$1,104,665,354 

784,236,378 

443,779,034 

195,775,944 

221,904,766 

$2,750,361,476 

$1,959,210,680 

1,205,347,481 

935,033,032 

261,703,482 

353,170,185 

$ 4,714,464,860 

CHANGE 

77% 

53% 

110% 

33% 

59% 

71 % 
Source: State Controller's "annual Financial Transactions of Counties Report" 

The major impact of the continuation of the anneHation is the 

redistribution of taH reuenues. Much of the taH reuenueswhich were 

• formally di stribute d coun tywide is ret ained by citi es to financ e 
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• sen,ices eHclusiuely within the city. The county must continue to 

prouide countywide seruices, including seruices to the anneHed areas. 

Rltho ugh most county seruice s are p rouided to pers ons liui ng in the 

cities, the majority of county reuenue is receiued from sources 

outsi de the cities (Simpson 1 991). Table III iIIust rates th e fiue-year 

growth in county general-purpose reuenue. The reuenue growth has 

not kept pace with the county criminal justice administration costs. 

The Struggle to Raise County lIeneral-Durllose Reoenue 

Counties generate reuenue from a number of sources. Federal 

and state inte rgouern mental aid accoun ts fo r app rOHimate Iy 55 

percent of county reuenue. These funds are prouide to the counties 

for specific purposes. Property taH, in spite of Proposition 13, 

continues to be the primary source of local-purpose rCVam.i2. 

• Problematic to many counties is the fact thot Rssembly Bill (All) 8 

established a formula which allocated property taH reuenue to all 

• 

units of g ouemmen t based on t heir hi storical share (Chroni cle St aff 

1992). Some counties receiue a much larger share of property taH 

than 0 thers. As indicated in Table III all sources of cou nty reuenue 

are eHperiencing a decline. 

The main purp ose for the eHis tence of counties is to administe r 

progra ms in which the state has an inte rest. The State has 

historically funded these programs by allocating special-purpose 

funds to the count ies. I n the past years the fundin g allocated by the 

S'tate has not been suffic ient to fund the mand ated programs . 

8 



Table III 

GRO WTH INC OUNTY GENERR L -PUR POSE RE BENUE S 
1984-85 TO 1989-90 

REVENUE TYPE 1984-85 1989-90 

Property Tax $2,897,025,408 $4,772,851,028 

Vehicle License Fees 643,446,244 1,149,021,369 

Use of Money & Property 492,090,564 613,288,248 

Sales Tax 296,724,594 324,983,444 

Fines & Forfeitures 219,014,245 356,267,452 

All Other General- ur ose Revenues· 339,810,131 527,561,861 

PERCENT 

CHANGE 

64% 

78% 

24% 

9% 

62% 

55% 

Total $4,888,111,186 $7,743,973,402 58% 

---------------------------------------------------~----------Source: State Controller's "annual Financial Transactions of Counties Report-

In 1 990 the Stt!1e authorized counties to leu y busine ssand 

• 

utility taHes in the unincorporated areas in an effort to offset the • 

fun ding s horta ge. 

The Recall Mouement: R New Constraint on Local Gouernment 

The newly acquire d autha rity to leuy new taHes immediat ely· . 

collided with the taHpayer's reuolt. Californians lead the nation in the 

oppos ition to new t aHes. The California Constitution requ ires a two

third s uoter approual to inc rease mo st taHes. The Californ ia .Jotets 

hal'e been lJery reluctant to pass any measure to increase general

purpo se reuenue (Simpson and dung 1990). I n case of the utilit y and 

sales taH, uoter approlJal is not required. Howeuer, politicians are 

quick Iy lea rning about t he power of a pro uoked anti-taH mouem ent . . 

(Hunt er 1991). Ma ny boards and council s are facing recall mouement s 

for passing taH increases. EHacerba ting the situati on is that 
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suppo rters of the recall moue ments are ru nning successfully in 

• electi ons to fill the seat s of the recently re called officials. 0 nce 

elec ted, m embers of the rec all mo uement are usually single -issue 

orientated; unfortunately for local gouernment, the single issue 

usually centers on ways to cut taHes (Chronicle South Bay Bureau 

1991, Curtis and Larsen 1991, Hunter 1991, Tracy 1992). 

• 

o Sales/Other Taxes 

a Franchises 

• VLF 

[]] Fines & Penalties 

II Use of Money 

o Other State Aid 

II Property Tax 

CHART I 

County Genal Purpose Revenue Major Components 

FY-1988-89 

10% 1 % 

--~ 

4% 

61 % 

Source: (Simpson and Jung 1990) 

TaHllayers us. Ta H Receiue rs 

The real issue may be that there a re fewer taHe s to collect. The 

world wide rec ession of the early 1 990s asi de, it appears that 

Cali fornia's econo my is now unable to prouide well- paying 

manufacturing jobs. There are many reasons for the decline of the 

economy. There are fewer new businesses opening or ~Hpanding in, 

or relocating to, the state. R major cost to county gouernment is the 

• fund ing of entit lement progra ms fo r both legal and undocu me~ted 
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immigrants. R recent National Public Radio program (NPR) addressed 

the cost of prouiding county seruices to undocumented immigrants in 

San Diego County (NPR 1992). NPR reported that prouiding 

entitlements to San Diego County's undocumented immigrants cost 

$180 million annually. This populati on annually retu rns to the local 
-

econom y $40 mill ion result ing ,in a $140 millio n net cost to San Di ego 

County. But California also must deal with a large influH of legal 

immigrants and citizens of other states migrating to the state for 

uarious reasons. Gouernor Pete Wilson belieues that one of the 

reason s for the i~ fluH of poo r people int 0 the state is their des ire to 

rece iue th e gene rous entitlem ents p rouided by the st ate's co untie s 

(Gun nison and Lucas 1991). 

The official popu lation U.e., eHclud ing iUegf'1 immi!!,.,.,t h1P) .,. f 

• 

California is falling. For the first time in the state's history there are • 

more people leauing Californ ia than are legally m ouing in to the state. 

Unfortunately, according to Gouernor Wilson, those people leauing the 

state tend to be in the 25-to 35 -age rang e. Gouen or Wilson maintain s 

that this age group is the most productiue and that their loss will 

aduersely affect t he stat e's eco nomy. The G ouernorl s comme nt is 

uerified by the fact that the state lost 150,000 jobs since May, 1990 

(Lucas 1992), and UCLR's Business Forecas~ing Project has the current 

reces sion as th e worst si nce the great depres sion of th e 1930s. The 

most optimi stic ec onomists belieu e that the recession will not end 

until late 1993 (Reckard 1992). 
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• D Trend Decelerated: The Fiscal 1992-93 Budget 

In the preceding pages trends consisting of lowering of auailable· 

coun ty general-purpose reu enue. and in crease ing gene ral-pu rpose 

costs haue been briefly discussed. Unfortunately for California's 

counties, the state has radically accelerated these trends with the 

adoption of the fiscal 1992-93 budget. By means of the state budget 

the uery purpose of counties may haue been redefined. The state 

budge t II dealt a crue I blow to county gouernm ent and to the residents 

of the uninc orporated areas 0 f the S tate who depend on spec ial 

districts fo r their municip al poli ce, fire, light ing, drainage and roa d 

serujces" (Mauriello, 1992, P 3). The State, in an effort to fund public 

education, has permanently transferred to the State General Fund 

property t8H reU2nuc which had formally been used to fund genere:-

• purpose actiuities by cities, counties and special districts. Ironically 

the Gouernor specially chose to take a larger percentage of property 

• 

taH reuenue from the countie sand special districts than from the 

citie s based on his belief tha t the ci ties woul d require these reuenues 

to tu nd police and fire seruice s. Coun ties and special districts carried 

82% of th e local gouernment burden 8ssociat ed wit h the perman ent 

transfer of local property taH to the state general fund. Table III 

addresses the IIlIoca tion by category. 

Forecasting 

The precedin g nine trends haue been id entified as components of 

the enuironm ent in which t he urban sheriff's depa rtment e Hists. The 

focus of this stu dy is the fu ture. Will these trend s continue? Rre they 
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important? Wi II euent s occur in the future which wi II either 

ameliorate or eHacerbate the affect of the trend? 

The study of the fut ure, cont rary to some mi sconceptio ns, is ,not 

an attempt to predict the future. That is best left to the fortune 

tellers on the Boardwalk. Futures research is a methodology that 

seeks to identify and eu aluate alternatiue sec narios of the future. 

The scenarios describes seueral types of futures; 1) nominal (llwhat is 

Table 10 

Dist ributio n of the Permanent Prop erty Taa Shift 

among Local Goueroments 

Item 

Cities 

County General Funds 

Unicorp. Area Municipal 

Services S ecial Districts 

Total 

Pro. . Tex Trens! 

$200,000,000 

$525,000,000 

$375,000,000 

$1,100,000,000 

% 8eisis 

18% . 9% of Property Tax 

48% Allocated Based on Bailout Funds 

Received 

34% 10% of Total Budget Q" 35% of 

Pro ert Tax 

100% 
Source: Santa Cruz County Rdministrlltlue Office 

likely to be"), 2) normatiue, ("desirable and attainable") and 3) 

hypo thetic ai, (II wh at if ••• "). 

Two e Hpert pan els were utilized to assist in the research as 

there is ample euidence to support the theory that the amalgamated 

judgm ent of a group is usuall y superio r to th e judgmen t of ind iuidual 

members of the group (POST 1992). The first panel, utilizing an 

eualu ation technique of brainstorming, compiled a rank order lis~ of 

• 

• 

candi date trends and euents. The highest rankin g trends and e uents • 
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were then presented to the second panel for forecasting. The second 

eHpert group utilized the Modified Conuentiona' Delphi technique to 

make informed forecasts .of the trends and euents and, in the case of 

euents, how the euent may impact the area under study. 

The first eHpe rt panel assemble d a listi ng of OU er thirty trends 

and euents. Through a round-robin technique group consensus 

identified and place in rank order the ten trends and euents which the 

group indicat ed woul d be th e most importan t to fo recast the 

probability or their continuance (trends) or occurrence (euents). 

This listing of trends and euents was furnished to members of 

the Modified Conuent ional De Iphi gro up whos e task it was to 

independently forecast the probability of the continuation of selected 

trend s and the OCC urrence of eue nts. Panel me mbers 81~o f(lr~cftsted 

the earliest they belieued an eue nt coul d occur and es timated 

whether the euent would haue a positiue, a negatiue, or both a 

positiue and negatiue effect on the study question .. The Modified 

Conuentional Delphi process requires two rounds of forecasting. Rfter 

the first round of forecasting, the group members are aduised of 

group's median, high and low score and are giuen the opportunity to 

change their forecast in light of this information. 

Rt the conclusion of the second round of the Modified 

Conue ntional Delphi process, the followi ng SiH trends (1) and eue nts 

(E) were id entified as haui ng 8 high enou gh proba bility of occurrence 

to be usefu I for planning purpos es: 

14 



T-l Leuel of County Property TaH Reuenue Ruailable to be 
Util ized as Local Purpose Reuen ue 

The amount of reuen ue auailable to fund local programs after 
stat e-requ ired mand ates are met. 

T-2 County Responsibility to fund Entitlements 

The respo nsibilit y of count y goue rnments to fund entitle ment 

programs. 

T-3 Leuel of Municipal Seruice Prouided to Unincorporated 
Breas 

The leuel of municipal type (e.g. police, fire, public works) 
seruices that counties either prouide directly, or indirectly through 
special districts, to unincorporated areas of the county. 

T-4 Local Gouernment"s Rbility to Pass N~IU TaHes to Support 
Pub lic Sa fety 

The ability of local gouernment to increase reuenue for the 
spec ific purpose of fu nding lawen forcemen t thro ugh ei ther the 
passing of bond measures or special assessments. 

T -5 Sel ecti lIIe I nco rporatio n 
The policy of cities incorporating high taH-base areas and not 

incorporating areas wi th low taH bases with a high de mand for public 
seruices. 

T-6 Reca" MOlllements focused at Local Politicians 
Recall elect ions wh ich are the result 0 f singl e-issue groups 

protesting the actions of members of a Council or Board. 

(-1 State passes la.., IUlliclt authorizes couaties to recouer 
full p re-arra ignmen t d etenti on costs fro _ cities. 

Based on the success of the booking fee eHperience, the State 
pass es ena bling legislat ure wh ich allows counties to c oUect from 
cities the entire cost of housing city prisoners prior to their 
arrai gnm en t 
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(-2 State Requires Local Funding of all Public Assistance 
Programs 

The state mandates that 611 entitlements must be funded by 
county general-purpose reuenue. 

(-3 Citizens in the Unincorporated Pocleet Areas Sue for 
(qu al P rotec tion 

Citiz ens groups in unin corporat ed area s of the county 
succe ssfully su e to force the count y to proui de a base leuel of p oUice 
seruice. Base leuel is defined as the auerage leue' prouided by the 
municipal police departments located in the area adjacent to the 
unincorporated area. 

(-4 Cities Refuse to Respond to Emergency Calls in the 
Uni ncorpora tS!d Po cleet s' 

Because of budget constraints, and ciuil eHposure, cities refuse 
to respond to calls in the unincorporated areas eHcept in life
threaten ing si tuati ons. 

(-5 State Talees for its General Fund Use an additional 251, 
of the Proper-ty Ta. Beuenue Ruailable to Local Gouernment. 

In the fiscal year 1992-93 the state took for its own General 
Fund use a large percentage of the property taH reuenue which had 
historically funded local gouernment. The state took 0 larger share 
from c.ounties and special dis tricts than it took fro m cities. E uent 5 is 
~here the State returns to take an additional 25'0 of property taH 
reuenue. 

(-6 Board of Superuisors Dotes to Separate Sheriff's 
functions 

The Board of Superuisors of the fictional urban' County used in 
this study, uotes to separate the Sheriff's functions and establish a 
county department of corrections. 

Palicy IIllernetiues Rnalgsis 

Analysis of the information prouided by the Modified 

Conuentional Delphi panel indicates that trends forecasting a 

16 



reduction in the auailability of general-purpose county reuenue will 

continue. There are a number of euents which haue a better than 50% 

probability of occurrence which will eHacerbate this situation within 

fiue to seuen years. R ·focus group was conuened to study possible 

policy alternatiues which would either reduce the cost 'of county 

sheriff's operatio il or produce off-s etting reuenue. R manda tory 

compo nent of any strategy was tha t the strategy must support the 

sheri ff's c onstitut ional and Ie gal res ponsibil ities and de sire 0 f the 

sheriff to prouide adequate law enforcement to oil persons liuing in 

the unincorporated areas of the county.. Fiue policy candidate areas 

(PC) were ide·ntified. 

P[-l 

PC-2 

Policies which result in the creation of new sources of 
gen eral-purp ose reue nue 

Polic ies whic h result in 6) re duct ion of ouerhead costs and 
allow funds to be transferred to law enforcement 
functions 

PC-3 Policies which down size the organization by abandoning 
som e tradit iona' respons ibilit ies 

PC-4 Policies which down size the organization by shifting 
some tradi tional respon sibiliti es to other lowe r cos t 
prouiders 

PC-5 Policies which inuolue cost-sharing of ouerhead by 
prouiding police seruices on a contractual basis to cities 

Utilizing a policy cross impact matriH to determine impact 

(positiue and negatiue) each policy candidate would haue on the 

preuiously identified important trends and euents, the group selected 

PC-4 as the policy which would haue the desired effect of 

ameliorating negatiue aspects of the forecasted trends and euents • 
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Mod el Pol icy 

Policy candidate 4 was identified by the group as the policy to 

be utilized as the basi.s for future planning. This policy manifested 

itsel f in a strategy which co ntracted with cit ies to prouide patrol 

seruices to the unincorporated pockets within their sphere of 

influence. The positiue aspects of this strategy were identified: 

• cities, because their patrol beats are contiguous can 
prouide patrol seruices more efficiently and effectiuely 
than can the sheriff's department 

• many 0 f the indi uidual cont r~cts can be lent on a 
compe titiue basis among a number of cities 

• the contracts will be funded by reducing the number of 
deputy sheriff's assigned to patrol. The cities will be able 
to patrol the areas at a lower cost that what is currently 
costi ng the sheriff's office. The difference bet ween th e 
numbe r of po sitions which mu st be 'eliminated to fund the 
contract, a nd the number of po sitions curn~mt Iy assi gned to 
patrol these areas will be re-assigned to patrol other 
unincorporated areas. 

• the sheriff's offi ce will con tin ue to prouide detect iue 
serlJi ces to the areai pat rolled b.y the cities. The she riff's 
offic e will co ntinue to enjoy an economy of scale for 
inlJestigation seruices prouided to other areas seruiced by 
the sh eriff's de partme nt 

The downsizi ng of departmen t is the majo r negat iue asp ect of 

this strategy. There will be an a number of deputy sheriff positions 

eliminated • 
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I mRlemen ting the st rategy. 

For this strategy to be implemented successfully, a careful 

strate gic plan must be deue loped by t he sheriff. The pial. must haue a 

component which addresses acceptance by the members of the 

department. Rn important first step is the deuelopment of a micro

mission statement which eHpressly directs the department to 

contract wit~ other agencies in those cases where other agencies can 

deliu er serui ces more effici ently th an Cftn the depa rtment itself. The 

plan must also cont ain pro uisions ~o ensure that the cou nt,y rec eiues 

the leuel of seruice for which it pays, and the city receiues payment 

for seruices rend ered. 

Most important the strategic plan must contain components 

which identify persons who con play key roles in the pion's 

implementationa These persons are often referred to as 

II stak eholders," person who hau e a stak ~ in the area to be imp acted 

by the strategy. Basic assumptions can be made for each 

stakeholder, and indiuidual customized strategies must be deueloped 

to either gain the stakehol der's support 0 r at Ie ast neu tralize his/her 

opposition. 

Conelusion 

The,study question "What Will Be the Role of the ,Urban 

California's Sheriff's Departments by the Year 20021" has been 

answe red by suggesting that the future of the urban sheriff will be 

large Iy define d by the current sheriffs. RII indicators suggest that th e 

role of county gouern ment will be redefined ou er the n eHt fiue years. 

The s tate is m ami.leting that counti es do more with Ie SSe Sheriffs who 
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• talce alai ssez-faire appro ach may find that fa ctors 0 utside their 

sphere of in fluence may redu ce their role s ignifi~an tly. With 

adequate strategic ~Ianning ·sheriff's may maHimize the efficiency of 

their department by dow nsizing and by the redeployment of 

resources. This strategy will enable the sheriff's department to 

maintain its traditional major role in the county's law enforcement 

community and enable the sheriff to achieue a future which he/she 

has determined as the most appropriate Three sub-issues were 

addressed in turn: 

1. What will be the method of prol1iding law enforcement 
seruices to unincorporated islands by the year 20021 

Based on the information deueloped in this research project the 

most effici ent man ner to deliuer lall' enforcem ent ~eruices to the 

• unincorporated islands will be to contract with nearby cities to 

prouide patrol seruices. The sheriff's department will retain the 

responsibility to prouide inuestigatiue seruices to all the 

• 

uninc orporate d areas. Th is sch eme will prou ide bot h effic ient patrol 

and inuestiga tion se ruices to t.hese areas. By el iminating the 

eHpensiue burden of prouiding patrol seruice to the isolated and non

conti guous unincorp orated islands, the sheriff will be abl e to redeploy 

his resources to strengthen his law enforcement role and thus ensure 

his ability to carry out his constitutional responsibilities. 

2. What effect w ill the county's ability to raise taH reue nue 
haue 0 n the cap a city of urb an sheriff's to proui de law 
enfo rcement semi ces to un incorporated areas of the 
count ies by the ye ar 2002? 
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Redu ction of gene ral-purpose reuen ues, witho ut careful 

pi ann ing by th e urban sheriffs, will haue a disast rous effe ct on th e 

sheriff's ability to prouide patrol and other law enforcement seruices 

to th e unincorporated areas of the count y. I f the trend s preuiou sly 

identified continue as forecasted and without policy interuention, 

many urban sheriff's will be unab Ie to prou ide other than a u ery 

minimum leuel of seruice to these areas. 

3. How will the urba n Sheri ffs tul f"m th eir con stitutio na. 
manda tes by the year 20021 

With out ca reful plannin g the Califo rnia's urban sheriffs ma y 

haue difficulty fulfilling their constitutional mandates by the year 

2002. In counties where the sheriff's departments are unable to field 

an ad equate pa trol force, the she riff will be unabl e te f~~fi'~ m~!'!y 

• 

mandates other than those which are administratiue in nature. The • 

sheriff's office will not, for eHample, be able to support local law 

enfo rcement with eith er patrols or inuesti gatiue serui ces. 

With careful planning, downsizing and redeployment the 

sheri ff's offices will mai ntain a uery high law enfo rcement profile. 

The departments will enjoy the resources necessary to adequately 

fulfill th e mult itude of res ponsibil ities that a re con stitutio nally and 

legally placed upon the office of sheriff. 

Need fa r F urlber Res eercb 

Many Cal ifornia sheriff's depart ments haue eHperience in 

contracting with cities for the sheriff to prolJide the city with law 

enforcement seruices. There has been little research in the area of 
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sheri ffs cont rocting with ci ties to prouide seruice to th e 

unincorporated oreos~ Rreos which need to be eHplored are: 

• attit udes of. the pe ople who liue in the unincorpo rated 
areas 

• attitudes of important stakeholders, such as board of 
superuisors, city menagers, pOlice chiefs and city councils. 

Many of the same conditions which are affecting urban sheriff's 

departments are also affecting cities. There is a need to study the 

economics of consolidation of police seruice on either a regional or 

cou nty basi s . 
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I. 

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

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

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

The views and conclusions expressed in the Com
mand College project are those of the author and 
are not necessarily those of the Commission on 
Peace Officer Standards and Training (POST) .. 

Copyright 1993 
California Commission on Peace Officer 

Standards and Trainlnl 
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• The Future of Urban Sheriffis Departments by the Year 2002 , 

• 

• 

SECTION I 

Introduction 

The sh eriff is a n official who runs for electio n county w ide; his 

responsibilities include both law enforcement, corrections, court 

security and many other duties. His primary law enforce~ent 

resp on sibil ities are restric ted to th e cou nty's uninco rporate dare 8S 

and th ose cities which cont ract for po lice serui ces. In th e case .of 

urban counties, typically the unincorporated areas include rural areas 

and "island s" surrounded by inc orporate d citie s. Those citizens who 

liue in the unincorporated areas of urban counties constitu te a u ery 

small part of the total constituency of the sheriffs and the county 

Board 0 f S uperuis ors. 

Coun ty go uernmen t is prim arily . respon sible for prouidi ng 

county-wide serlJic es. CaUfo rnia's countie s are ~ political subdi lJision 

of t he stat e. The countie s are charged with adm inisterin g programs 

n!qui red by st ate law. The bulk of these serlJices inlJollJes health, 

welfare and criminal justice. 

" Sea nning the E Duiron ment 

The definition of "Urban Sheriff's offices," for the purposes of 

this study, is any County sheriff's department whose jurisdiction 

includes: 
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• large and medium metropolitan cities which are policed by 
their own police, departmen ts (Med ium is defined as cities 
with population of 25,00 but less than 75,000 and Large is 
defined as cities with populations that eHceed 75,000.) 

• responsibility for prouiding direct law enforcement seruice 
to a population that equals less than ten percen t of the 
total population 0 f the county 

When researchi ng the question "What Will Be the Role of the 

Urba n Cali fornia' s Sheriff's Departm ents by the Year 20021", 

understanding the historical conteHt is important in interpreting the 

enuironment in which these organizati~ns eHist in the present and 

will eHist in'the future. The enuironment is defined by trends and 

euent s. Rn" eu ent" is de fined as a particula r happenin g at a spe cific 

time and date. "Trends", are 8 series o~ euents which chart a pathway 

• 

the euents te nd to fo lIow. Utilizing the STEE P scannin g process (Social, • 

tech nologic ai, econom iC, eiluiron mental and pol itical) eu ents and 

trends haue been identified and studied ouer the past eighteen 

month s. Thi s study has tI early in dicated that the lawen forcemen t 

capability of the urban sheriff is restrained by an enuironment ouer 

which he and the people he serues has little control. fectors eHtemal 

to the sheriff and the county gouernment in the neHt ten years will 

influ ence the type of seruices thet will be pro uided by urban sheriff's 

offices in the future. There haue been a number of trends ouer the 

past 1 en years wh ich will he ue a direct effect on t he ability of County 

gouernment to seruice its constituents. 

2 
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• [00 Diy da II Due tcr-owd iDg 

There has been steady public pressure" to get tough on 

criminals." state politicians haue responded to this public outcry by 

increasing sente nces and making incarceration man datory for a 

numbe r of crimes. 0 ne of the conse quences 0 f this get-tough attitud e 

is th at it cre ates a ne uer endin g demand for addit ional jan sp.ace. 

EHAaDsion of City Police DeRarlmeDls 

Municipal leuel politicians haueresponded to the publici,s "get

tough" deman d by hiring rno re poli ce offi cers. Municipal police 

offic ers haue 8 dire ct impac t on co unty leuel criminal justice 

eHpenditures. For eHample he City of San Diego proposed the hiring of 

an additional 140 police officers to comb~t the city's growing crime 

problem. The county's chief administn:tiue officers, iitilizing a 

• modeling system which cafl project the impact of a particular uariable 

in t he county 's Icrimi nal justi ce syste m, estima ted a net county cost 0 f 

$9.6 million if the o.fficers were employed (Simpson 1991). The City of 

• 

San 0 iego did not inc Iud e prouisio ~s in its budget to prouide funding to 

offset county costs. On a statewide leuel the state Controller reports 

that city law enforcement bUdgets grew from slightly "under $2 

billio n ill fisca I year 1983-84 to $3.4 billion in 1989-90, a 58 perc ent 

incre ase II (Simp son 1991, P 6). I n terms 0 f growth in personn el, 

California city pOlice forces grew from 39,570 in U 983 t.o 44,161 in 

1989, an increase of 2,748 sworn and 1,843 non-sworn personnel. 

This growth represents an ouerall increase of 11.6 percent, 6.94 

percent in the sworn, and 4.65 percent in non-sworn employees • 

3 
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The counties eHperienced some re lief wi th the passage of Senate 

Bill (SB) 2557, which empowered the counties to collect tosts 

associated with' booking of prisoners. Howeuer,' booking fees 

represent only a small portion of the total county costs associated 

with processing of arrestees. A major unanticipated benefit of the 

colle ction of booking fee s has been a decline in the n umber of 

booki ngs since the effect iue date 0 f the law. This dec line may 

indicate the reuersal of a trend, which began in 1983, of the gross 

number of booking increasing each year. It appears that the 

colle ction 0 f a ma dest fee has influence d some municipa I pOlice 
, . 

departments to eHplare alternatiues other than booking for many of 

the persons they contact (Simpson, 1991 J P 9). 

Although th~ imposition of booking fees has resulte~ ip' Ii! slight 

decli ne in bo oking uol ume state wide, the impact is not 0 f the 

magni tude to relieu e the ouercrow ding in the state's county jails. 

There are too many othe r pressure s to increase the rate of 

incarceration. The United S tates, and espec ially th e State of 

California, has adopted as public policy incarceration instead of 

treatment. 

cost of Ne. don Construction 

County jails ere eHpensiue to build. "Beds" are the usual unit

of-cost measure in jail construction. Per bed costs are dependent on 

the type of in stitution under co nstructio n. The lowest cos t type 0 f 

facility is the. dormitory ($15,700 per bed); followed by the 600-bed 

($43,600) facility; and then the most eHpensiue, the less than 200-bed 

($72,400) facility. The citizens of .California were uery gene,rous to 
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the state's sheriff's offices during the 1980s when a number of jail 

const ruction bond measures were passed. I n the No uember 1991 

general election the uoters ouerwhelming defeated both county jail 

and prison bond measures. What this means for, the counties is th6t 

all future jail construction. may haue to be funded by county general

fund monies. The new generati on of ja ils are eHpensiue to cons truct 

because of the need for enhanced security systems necessary to hold 

the more uiolen t and dangerous prisoner of today. This may p roue to 

be a burden that the state's counties will not be able to bear. Since 

fiscal year 1985-86 the state's coun ties e Hp~nditu res fo r capi tal 

outla y in th e crimi oal just ice syst err. h~s surpassed all 0 ther cou nty 

capital project outlay. 

The ability of coun ty goue rnment to finan ce its criminal justic e 

syste m is in question. Publi c protec tion cost s are growing fa ster tha n 

any other' element of county gouernment. Table I illustrates the 

perce nt cha nge f'o r opera ting e Hpenses from fiscal year 1 984~86 ,to 

1989-90 (Simpson 1991, pI ). 

Table II illustrates that compared to other public protection 

eHpenditures jail operations were the fastest growth component 

within the criminal justice system for the fiscal years 1984-85 to 

1989-90 • 
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Table I 
GROWTH IN COUNTY PlRNT RCOUIS ITION EHPENDITURES 

1984-85 to 1989-90 
Fiscal 
Year JaIls Courts Other Tota.l 

1984-85 $62,254,588 $27,339,716 $167,665,355 $257,259.659 

1985-86 151,297,558 44,682,139 149,552,794 345,532.491 

1986-87 269,544,0.46 50.,473,858 199,714,459 519,732,363 

1987-88 336,477,256 51,80.3,923 241,661,899 629,943,0.78 

1988-89 213,765,332 82.497,976 218,586,656 514,849,964 

1989-90. 156,660.,735 94.521.863 297.0.11.332 548,193,930. 

TOTAL $1.189,999,515 $ 3 51,31 9. 475 $1.274. 1 92,495 $ 2,81 5. 511 , 485 
Source: State Controller's "annual Financial Transactions of Counties Report-

TRBlE II 
680lOTH IN COU NT' PUBl I C PROTECTION E HPEND I TURES 

FY 1 984-85 TO 1 989-90 
EXPENDITURE TYPE 1984-85 1989-90 PERCENT 

JUdicial 

Sheriff 
Detentior· and 
Corrections 

Adult Detention 

Juvenile Detention 

Probation 

TOTALS 

$1,10.4,665,354 

784,236,378 

443,779,0.34 

195,775,944 

221 90.4 766 

$2,750..361,476 

$1,959,210.,680. 

1,20.5,347.481 

935,0.33,0.32 

261,70.3,482 

353,.170.,185 

$4.714,464,860. 

CHANGE 

77% 

53% 

110.% 

33% 

59% 

71 % 
Source: State Controller's "annual Financial Transactions of Counties Report-

Cit Y RnneRa tion Po licie s 

During the same period that the cost of county-Ieuel criminal 

justi ce was escalating, the ab ility of count~es to rai se reuenu e was 0 n 

the .decline. There are many reasons for this decline. One of the most 
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sign incant was the practice of cities anneHin g uni ncorpora ted areas • 

• ' There are rea lIy two trends in uolued: 1) the a nneHation and 2) 

increased incidents where, cities only anneH those county ar'eas with 

high taH bases. The la tter trend cre ates un incorpora ted "is lands. " 

Because the islands are not 'contiguous, they are more difficult and 

eHpe nsiue to seru ice. 

• 

• 

The major imp act of th e continu ation of the anne Hation is the 

redistribution of taH reuenues. TaH reuenue which was formally 

distributed countywide is retained by cities to finance seruices 

eHclusiuely within the city. Rlthough most county seruices are 

proui ded to pe rsons Ii uing in t he cities, the majority of county 

reuenue is receiued from sources outside the cities (Simpson 1991). 

Ta~ie II i illustrates the fiue-year growth in county peneral-~urDose 

reuenue. The reuenue growth has not kept pace with the county 

criminal justice administration costs. 

The Struggle to Raise' County General-PurAosa Reuenue 

Counties gen erate reuenue from a number of sources. Federal 

and state intergouernmental aid accounts for approHimately 55 

percent of county,reuenue. These funds are prouided to the counties 

for specific purposes. Property taH, in spite of Proposit ion 13, 

continues to be the primary source of local purpose reuenue. 

Probl ematic to many cou nties is the fact that Ass embly Bill 8 

established a formula allocating property taH reuenue to all units of 

gouernment based on their historir",'al share (Reports 1992). Some 

counties receiuea much larger share of property taH than others. Rs 

indic ated in Table III, all sources of cou nty reu enue are eHperie ncing 
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slower growth than the rate of growth of criminal justice s,ystem' 

costs. 

Table I U 
6RO UJTH IN [OUNTY 6ENERR L -PUR POSE RE DENUE S 

FY1984-85 TO 1989-90 

., 

REVENUE TYPE 1984-85 19B9-90 PERCENT 

CHANGE 

Property Tax 

Vehicle License Fees 

Use of Money & Property 

Sales Tax 

Fines & Forfeitures 

All Other General- ur ose Revenues· 

Total 

$2.897.025.408 

643.446.244 

492,090,564 

296,724.594 

219,014,245 

339.810.131 

$4.888.111.186 

$4.772.851.028 

1 . 1 49 . 0 2 1 . 36 9 

613.288,248 

324.983,444 

356.267.452 

527.561.861 

$7.743.973.402 

64% 

78% 

24% 

9%, 

62% 

55% 

58% 
~=urc.: Stata ControHe,', 'Annual Financial Transaction, of Count Ie, Report" 

The main purp ose for the eHis tence of counties is to administe r 

p.rogra ms in' which the state has an inte rest. The state has 

hist oricaUy fund ed th ese programs by alloca ting special purpo se 

funds to the co unties. The past years fundi ng allocat ed by the state 

has not been sufficient to fund the mend eted pro grams at tl:le 100 

perce nt leuel. In 1990 the s tate aut horized counties to leuy business 

and utility taHes in the unincorporated areas in an effort to offset the 

fun ding s horta ge. 

Tbe Recall M ouelBent: R NeIP [onst raint on Local 60ue rnment 

The newly acquire d aut hI) rity to leuy new taHes immediat ely 

collided with the taHpayers reuolt. Californians lead the nation in the 

oppos ition to new taHe s. The Californ ia uoters haue be en uery 
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relu ctant to pa ssan y meas ure to increase general- purpose reuen ue 

(Simpson and Jung 1990). In case of the utility and sales taH, uoter 

approual is not required. Howeuer, politicians are quickly learning 

about the power of a prouoked anti-t aH mou ement (Hunter 1991). 

Many boards and co uncils are fac ing rec all mou ements for pas sing ta H 

increases. EHacerbating the situation is that supporters of these 

recall campa igns are running succes sfully to fill the sea ts !Jaca ted by 

the recall. Once elected, members of the recall mouement are usually 

single-issue focused; unfortunately, for local gouernment the single 

issue is to cut taHes (Bureau 1991, Curtis and Larsen 1991, Hunter 

1991, Tracy 1992). 

o Sales/Other Taxes 

III Franchises 

• VLF 

1m Fines & Penalties 

81 Use of Money· 

[] Other State Aid 

til Property. Tax 

CHART I 
County Genal Purpose Revenue Major Components 

FY-1988-89 

10% 

61 % 

Source: (Simpson and Jung 1990) 

TaHA ayers os. Ta H Receioe rs 

The rea I issue may be that there a re fewer taHe s to collect. The 

world wide ree ession of the early 1 990s asi de, it appears that 
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California's economy is now unable to prouide well-paying 

manufacturing jobs. There are many reasons for the decline of the 

econo my. There are fewe'r new bu sinesses opening or eHp anding in, 

or rei ocating to, the state. A major cost to coun ty gouernme nt is the 

funding of entitlement programs far both legal and undocumented 

immig rants. A recent National Public Radio progra m (NPR) addressed 

the cost of pro uiding county seruice s to undocum ented immigran ts in 

San Diego County (NPR 1992). NPR reported that prouiding 

entitle.ments to San Diego County's undocumented imm,igrants cost 

$180 million annually. This papulati on annually retu rns to the local 

economy $40 million resulting in a $140 million net cost to San Diego 

County·. But California also must deal with a large influH of legal 

immigrants and citizens of other states migrating to _the state for 

uarious reasons. 60uemor Pete Wilson belieues that one of the 

reason s for the in fluH of poo r people int 0 the state is their des ire to 

receiue the generous entitlements prouided by the state's counties 

(6un nison and Lucas 1991). 

The official population (i.e., eHcluding illegal immigration) of 

California is falling. for the first time in the state's history there are 

more people leauing California than are legally mouing into the state. 

Unfortunately, according to 60uemor Wilson, those people leauiog the 

state tend to be in the 25-to 35-age rang.e. Gouenor Wilson maintains 

that this age group is the most productiue and that their loss will 

aduersely affect the state's economy. The 60uernor's comment is 

uerified by the fact that the state lost 750,000 jobs since May, 1990 

(Lucas 1992), and UCLA's Business forecasting Project has the current 

• 

• 

recession as the worst since the great depression of the 1930s. The • 
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• most optimi stic ec onomists belieu e that the recession will not end 

until late 1993 (Reckard 1992). 

D Trend Dccelerated: The Fiscal 1992-93 Bbdget 

In the prece ding pag es trend s pertai ning to the lowering 0 f 

auai lable coun ty general-purpos e reuenue and inc rease gene ral

purpo se cos ts teaue been discus sed bri efly. Unfort unately for 

California's counties, the state has radically accelerated these trends 

with the adoptio n of the fi scal 1992-93 budget. By means of the 

state budget, the uery pu rpose 0 f coun.ti es may haue been red efined. 

The s tate budge t II dealt a cruel b low to co unty goue rnment and to the 

residents of the unincorporated areas of the state who depend on 
, 

. . 
counties or special districts for their municipal police, fire, lighting, 

drainage and road ~en.ices II (Mauriello, 1992, p 3). The state, in an 

• effort to fund public education, has permane ntly transferre d to the 

state general fund property taHreuenu e which had formerly been 

used to fund general-purpose actiuities by cities, counties and special 

districts. Ironically 60uernor Wil son spec ifically chose to take a 

• 

large r perce ntage of prop erty ta H reuen ue from the counties and 

special districts than from the cities based on his belief that the cities 

would require these reuenues to fund police and fire seruices. 

Counties and special districts carried 82 percent of the local 

gouernment burden associated with the permanent transfer of local 

property taH to the state general fund. Table IU addresses the 

allo cation. by cat egory . 
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'able 10 

Distribution of the Permanent Property 'aa Shift 

8mo ng Lo eal 60 uernm ents 

I Pro.. Tax Transl % Item 

Cities 

County General Funds 

Unicorp. Area Municipal 

Services S ecial Districts 

Total 

$200,000,000 

$525,000,000 

'$375,C~O,000 

18% 

48% 

34% 

$1.100,000,000 i 00% 

8aisis 

9% of Property Tax 

Allocated Based on Bailout Funds 

Received 

10% of Tot,al Budget or 35% of 

Pro ert Tax 

Source: Santa, Cruz County Rdministratiue Office 
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• SECT I ON II - FO RECASTI N6 

• 

!. 

Study Issue and Sub-Issues 

With an abb reuiated STEEP reuiew of the e nuironmen t and a 

literature reuiew, the importance of the study issue" What Will Be the 

Role of the Urban California's Sheriff's Departments by the Year 

20021" is a pparent. The eHplorat ion of the til ree following sub-issue s 

are necessa ry to enhance the study. 

1. What will be the method of prouiding law enforcement 
seruices. to unincorporated islands by the year 20021 

2. How will coun ty's abil ity to ra ise taH reuenue 8 ffect th e 
capacity of urban sheriff's to prouide law enforcement 
seruices to unincorporated areas of the counties by the' year 
20021 

3. How will the urba n sheriff's ful fill th eir con stitutio nal 
ma'nda tes by the year 20021 

To assist in understanding the impact enuironmental factors may 

haue onth e future of C aUfomi a's urban sheriff's department s the 

future wheel technique is utilized. The impact wheel prouides a uisual 

depiction of the relationship between the stUdy issue and sub-issues. 
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FUTURES WHEEL 

Costs 

Fewer 

wlcitles 

Pockets .... -,....j 

Abllny to Raise 

The Sheriff's Role 

• 
Mandates • 

costs 

County Department at Corrrections 

• entation ot other 
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• Forecasting 

Futures res.e arch is a meth odology that se eks to identify and 

eualuate alternatiue scenarios of the future. The scenarios "inuolues 

identifying three types of futures; 1) nominal ("whet is likely to be"), 

2) normatiue, ("desirable arid attainable") and 3) hypothetical, ("what 

if ... "). 

The fi rst step in the prece ss is 'the i dentificat ion of the trends 

and euents which will influence the future of the research question. 

Trend s are defined as con sisting "of seu eral si milar eu ents wh ich tak e 
, . 

place ouer a relatiuely short period of time." . "They (trends) are the 

indicators of possible change." Euents are defined as "single 

occurrences, seueral of which create a trend.'~ (POST, 1990). 
. . 

The study of the enu ironment has iden tified a number of trend s 

• and euents ~hich may haue an impact on the i$sue. Rn eHpert panel 

was conuened to assis t in th e identi fication of trend sand e uents 

which are the most important for forec~sting. The panel was 

furnished with a list of candidates prepared by the research~r. Based 

on it s eHpert opinion the group added (these are designst ed ,with a 

• 

u*" in the following lists) to the list of trends and euents furnished by 

the researcher. Then the trends and eue nts were placed in to rank 

order by the panel for presentation to the Modified Conuentional 

Delph i group. EHpertise in the stu dy area iva s utilized as the criteria 

for membership in the panel. Table U lists the members of the eHpert 

panel, their positions, and backgrounds • 
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Iren ds and E uents EHpert Pan el 

ParHcipants PO$ition and Experie,nce \ 

Bud Frank. '. Executive Director, Santa Cruz County Criminal Justice Council, 
Criminal Justice Corisultimt, Harvard Fellow 

Ronald Brooks Commander, Santa Cruz County Narcotics Enforcement Team, 20 Years 
Law Enforcement Experience (Municipal, County and State level) 

\ 

Clo Hampton Chairperson, Accounting Dep~rtment, West Valley Community College 

Tre nds Detin ilio os 

The e Hpert pan el began with 30 potential trends. Each tren d was 

eHam ined to ens ure th at th e ~ren d sta tenient was non-dire cdonal. 

The panel met as a group and through the use of a round-robin 

techn ique redu ced the nuinber of candidat es to 21. R de scription of 

each of the candidate trends follows: 

I-I . Leue I of Count y Property TaH Reuenu e Rua nable to 
be Utilized as Local Purpose Rauenue 

The amount of reuen ue auailable to fund local programs after 

state-required mandates are met. 

T-2 County Responsibility to F.nd Entitlements 

The respo nsibilit y of count y goue rnments to fund enUtie ment 

programs. 

1-3 Leuel of Municipal Seruices Prouided to 
Unincorporated Rreas 

Th'l! I euel of municipal type se ruices (e .g. poli ce, fire, public 

works) that counties either prouide directly, or indirectly through 

special districts, to unincorporated areas of the county. 
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T-4* Local Gouernment"s Rbility to Pass New TaHes to 
Support Pub IicSafe ty 

The ability of local gouernment to increase reuenue for the 

specific purpose of funding law enforce~ent through either the 

pass ing of bond meas ures elr spe cial assessme nts~ 

T -5 Sel ecti ue I nco rporatio n 

The policy 0 f citie s incorp orating high taH -base a reas and not 

incorporating areas wi th low t aH. bases and 8 high dema nd for public 

seruices. 

T-6 Recall Moue~nents Focused at Local Politicians 

Recall elect ions wh ich are the result 0 f sing I e-issue groups 

prote sting the actions of memb ers of a Council or Boa rd. 

1-1 Elec tion of Rnt i-TaH Pol iticia ns 

The election or re-election of persons who are committed to 

maintaining or reducing the gross taH collected by gouernment. 

T -8 Citi es C ontraet ing with Sheriff"s 0 ffices for Law 
Enforcement Seruice 

The number and types of cities contracting with the county 

sheriff's office for 18W enforcem ent s eruices. 

'-9 TaR payers re uolt 

Large. organized groups which are able to gain grass-root 

suppo rt for the sol e purpo se of passing legislati on or initiatiu es whic h 

reduc e the ability of local gouern ments to maintai n the current leuel 

of taH c ollectio n • 

11 



1-10* Demographics of Residents of Unincorporated 
Island,s 

The socioeconor:nic/educational composition of the population of 

citizens liuing in the unincorporated areas of the county. 

I-II Immigration and Migration into California 

The number of people who are enter~ng California both legally 

and ill egally. 

1-12 Numb er: of Job s Rua ilable in Califo rnia 

The difference between the number of jobs created and the 

numbe'r of job s lost in Califo'rnia. 

1-13 Cost of dai I Beds 

The cost of construction of t.he uarious types of county

corre ctional' facilitie s on II per bed basis. 

1-14 County Incarceration Leuel 

The number of persons incarcerated per 100,000 population. 

1-15 Stat e Mental He alth Poli cies 

The policies 0 f the st ate of California regarding the hou sing of 

mentally-ill persons. 

I-I '* Law Enforc ement R ecrui tment Pool 

The uolume and suitability of the pool of potential persons 

interested in a law enforcement career. 

1-11 Funding Buailable for County Leuel Law 
Enforcement 

The specific purpose funds a uailable for countyw ide 181 w 

enforcement purposes. This trend does not refer to general-purpose 

funds ,but specific purpose funding such as grants, etc. 
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T-l0* POST T ... a,ining Requi ... ements fo ... Peace Office ... s 

The n umber of h ours POST requires 'for the issuance 'of the basi c 

peace office r c ertifi cation. 

T -1 g P ... is one ... Ciuil Rights Law Suit s Reg a ... ding dail 
CID ndi ti ons 

Priso ners, or those' acting in thei r behalf, suing ~ountie s 

rega rding jai I. c onditi ons. 

T-20* Use ... fees fo ... County Se ... uiees Othe ... than Law 
En fo ... ce lIIe nt 

Count y policie s relatin g to the charging of user fees for what 

had preuiously been no cost county seruices. 

T-21* Special Inte ... est " ... oups Othe ... than Law 
Enforcement Lobby for Special TaH to fund S:»ecific Projects 

Political mouements whose purpose is to pass special taH issues 

• for the purpose of funding specific projects other than law 

enforcement. 

• 

The panel then eualuated each trend on a ualue scale ranging 

from priceless to worthless and placed the listing in rank order. The 

aggregate ranking of the panel is represented in the "Trend Screening 

Form II whcch follows . 
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TREND SCREENING FORM 

• FOR THE PURPOSE OF TOP-LEVEL STRATEGIC PLANNING HOW 
VALUABLE WOULD IT BE TO HAV.E A REALLY GOOD LONG-
AANGEFORECAST OF THETREND 

CANDIDATE TREND PRICELESS VERY HELPFUL NOT VERY WORTHLESS 
HELPFUL HELPFUL 

Level of Co. Prop. Tax available 
to be utilized as local purpose X 
revenue 
County's responsibility to fund 
entitlements X 
Level of municipal services 
provided to unincorporated X 
areas 
Local Government's ability to 
pass new taxes to support X 
IPublic safety 
Selective Incorporation IX 
Recall movements focused at 
local politicians X 
Election of anti-tax-
ipoliticians X 
Cities contracting with 
sheriff's offices for law X 
enforcement services • Taxpayers revolt X 
Demographics of residents of 
the unincorporated islands X 
Immigration and migration 
into California X 
Number of jobs available in 
California X 
Cost of jail beds X 
County incarceration level' X 
State mental health policies X 
Law enforcement recruitment 
pool X 
Funding available for county 
level law enforcement X 
POST training requirements 
for peace officer X 
Prisoner civil rights law suits 
ra9.-ardin9.- jail conditions X 
User fees ·for county services 
other than law enforcement X 
Special interest groups lobby 
for special tax to fund specific X 
projects 

• 
20 
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Euent Definitions 

The panel t hen del' eloped a list of seue nteen ca ndidate euents 

which the pan el estim ated woul d haue a profoun d affect on the area 
, 

under study if they' were to occur. H listing of the potential euents 

and their defi nitions folio w: 

E -1. Stat e Pa sses Law Which Aut horizes Cou nties to 
Recouer Full Pre-Arraignment Detention Costs From Cities. 

Based on the success of the booking fees eHperience, the State 

passes enabling legislature which allows counties to collect from 

cities' the entire cost of housing city prisoners prior to their 

arraignment 

E-2 State Requires Local Funding of 811 Public 
Ass ista nee Pro gram s 

The state mandates that all entitlements must be funded by 

cou nty ge neral-purpo se reI.' enue. 

E-3 Citizens in the Unincorporated Island Areas Sue for 
Equ al P rotec tion 

Citiz ens groups in unin corporat ed area s of the county 

successfully sue to force the county to prouide a base leuel of police 

seruic e. Base I euel is de fined as th e auerage leuel prou ided by th e 

municipal police departments located in the area adjacent to the 

unincorp orate dare 8. 

E -4 Citie s Refus e to Respond to Calls in th e 
Unincorporated Islands 

. Because of budget constraints and ciuil eHposure, cities refuse 

to re spond to calls in the unin corporated areas e Hcept in life

threaten ing si tuati ons • 
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E -5 State Tates for its Ge oeral Fuod Us e ao Additio oal • 
254J" of the Property TaR ReueoueAuaiiable to Local 
Goueroment 

I n the fiscal ye ar 1992-93 the State took for it s own Gene ral 

Fund use 8 large percentage of the property taH reuenue which had 

historically funded local gouernment. The state took a larger share 

from counties and special dis tricts than it took fro m cities. E uent 5 is 

where the Stat e returns to take an addit ionol 25% of prope rty taH 

reuenue. 

E -6 Board of Sup eruisors 00 te to Sep arate Sheri ff's 
Fuoctioos 

The Board of Superuisors of the fictional urban County used in 
, 

this study, uotes to separate the'sheriff's functions and establish a 

c·oun ty depart ment of cor!"~ ttions. 

(-1 Federal Courts Rule that a .. UnSent'eoced Fe.looy • 
Pris ooers Must be Ho used i 0 Sio gle Ce lis. 

Rmerican Ciuilliberty Union files a succe.ssful suit which 
" 

re~ui res all unsen tenced felony prisoners confi ned, in county jails to 

be ho used in single cells. 

( -8· Pers ooal Use of Harcoti cs a od, Da ogerous Oro gs 
De cri mi oa. ize d 

Rny amount of na rcotics or da ngerous drugs possesse d for 

perso nal use is not subject to penal sanctio ns. 

E -9 Uoe mploy meot Reach es 1 54ft ' 

The state~,ide unemployment rate, adjusted for student and 
, 

farm wor~ers, reache s 15 %. 

22 
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E-l0 Federal Court Maodates Full Health [are for All 
• [ouo ty dail 10 mates 

• 

The Federal Co urts mand ate full health ca re for a II county jail 

inmates, including foUow-up care after their release from custody. 

E-ll [ouoty Hospitals [lose 

County hospital tlo se due to a la ck of funds. The county has not 

made prouisi ons for caring for the indi gent. 

E -1 2 Maod atory SiH-Mooth dail Sen tenee for All Persons 
[oou ieted of Pos sessio n 0 f N areoti es 

All persons arrested for narcotics offenses receiue a mandatory 

siH-m onth jai I senten ceo Thi s is re gardless of past crimina I history 

and is inclusi ue of all drug offe nses. 

(-13 Two-Thirds Dote Required for AnneHation and All 
Dnne H.tions Must be 8ppro ued by the Bo .r·d af So perulso rs 

All anneHati on requ ests mu st be approued by a two-thi rds uot e 

of the people liuing in the area to be anneHed and the Board of 

Superuisors must giue final approual before the anneHation can be 

effected. 

E-14· St.te Adopts LalDth.· .. 811 Counties Ouer 600,000 
Must Study Cons olid.ti on of L.w Enfo reemen t 8 geneies 

State enacts legislation that all counties ouer 600,000 m.ust 

study the feasibility of consolidation of all law enforcement agencies 

with in th e cou nty. 

E-15 Two-Tiered T.H System Instituted, '.Hing Business 
.t a Ii re.ter R.te th.n Resid enti.1 Property 

California adopts a two-tiered taHing system: one rate for 

resid ential property and a much higher rate for commercial use 

• property. 
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E-l'* POST I ncreases Basic Hcad emy 10 26 Weelc s 

In an effort to prof-essionalize law enforcement, POST increa"ses 

the I ength of t he basic a cademy to a minimum of SiH mo nths. 

E-17* POST Increases Peace Officer Hnnual Training 
Requ iremenl 10 8~ Hou rs " 

In an effort to professionalize law enforcement, POST increases 

the mandatory training requirement to 80 hours. 

The panel, utilizin g the same te chnique as wit h trend s, eual uated 

each euent on a ualue scale ra nging from pricel ess" to worthless and 

placed the listing in rank order. The aggregate ranking of the panel is 

t d - th liE represen e m e uen t S creenmg F orm II h- h f II w IC 0 ows. 
EVENT SCREENING FORM 

FOR THE PURPOSE OF TOP-LEVEL STRATEGIC PLANNING HOW 
VALUABLE WOULD IT BE TO HAVE A REALLY GOOD LONG-
AANGEFORECASTOFTHEEVENT 

CANDIDATE EVENT PRICELESS VERY HELPFUL NOT VERY WORTHLESS 

HELPFUL HELPFUL 
Full recovery of pre -
arraignment detention costs H 
from the cities 
All unsentenced felony 
prisoners must be housed in H 
single cells 
Citizens in the unincorporated 
island areas sue for equal H 
Iprotection 
Cities refuse to respond to 
emergency calls in the H 
unincorporated Dockets 
State takes for its General Fund 
use an additional 25% of the 
property tax revenue available H 
to local Qovernment 

Board of Supervisors votes to H 
separate the sheriff's functions 
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State requires local funding of H 
all public-assistance 
iproQrams 
Personal use of narcotics and 
dangerous drugs H 
decri minalized 

Unemployment reaches 15% H 

f-. 
Federal Court mandates full 
health care for all county jail H 
inmates 

County hospitals close H 

Mandatory six month jail 
sente'nce for all persons H 
convicted of possession of 
narcotics 
2/3 vote requited for 
annexation and all annexations H 
must be approved by Board 
State adopts law that all 
counties over 600.000 must H 
study consolidation of LE 
Two-tiered tax system 
instituted. taxing business H 
Igreater than residential prop. 

POST ina-eases basic academy H 
to 26 weeks 
POST increases peace officer 
annual training requirement to H 
80 hours 

After being plac ed in ~ank order by th e panel, t en out of t wenty

one trend candidate s and ten ou t of s elJenteen elJent candida tes were 

selected for presentation to the Modified ConlJentional Delphi group 

for forecasting. 

Modified Conoentional DelRhi 

The Delphi te chnique relies on the collectilJe judgment of a pa nel 

of eHperts ..... ho halJe been called upon to eHamine an issue. There are 

some basic assu mptions conce rning the Delphi process (POST 1992b): 
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• eHperts can formu late ju dgments based on Ie ss tha n 
complete information 

• The amalgam ated ju dgment of a group is usually sup erior 
to the judgment of indiuidual members of the group 

• The group's in tra-com municati ons can be org anized to 
enhan ce the quality of the group's outpu t 

The Modifie d Conu entional Delph i proc ess do es not requi re tha t 

members of the pa nel to mee t as a group. Communi cation is by mail 

(either postal or electronic). The panel is composed of fourteen 

parti cipants who are selee ted bas ed on their Ie nowledge of th e 

resea rch area. The re are two rou nds of communic ation in uolued: in 

the first round the panel members malee their ind iuidual best 

forec asts; in the second round t he panel members are furnishe d with ' 

the group's med ian foreca st and th ey are asle ed if the y would Ii lee to 

change their forecast in light of the group's response. Members are 

not required, nor are the y encou raged, to allow the g roup's consensu s 

to influen ce th eir jUdgement s; ho weuer, members may, chan ge the ir 

forec ast if t hey belie ue it to be appropriate. 

Table U I prouid es the na me and po sition of the memb ers of the 

Modified Conuentional Delphi Panel utilized in this stUdy. To gain 8 

balan ced pers pectiue, the pane I is co mposed 0 f people both in and ou t 

of law enforcement • 
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Table UI 

Modified [onDent ional Delphi Panel Membership 

Name Position 
1 Clo Hampton College Instructor, Rccounting Department, 

Resi des in U nincorp orated are a 
2 Ron aid Bro oks Commander, Santa Cruz County Narcotics Task 

Force 
3 Merle Frank EHecutiue Director,. Santa Cruz County 

Criminal Justice Council 
4 Don aid Hors ley Lieutenant, San Mateo County Sheriff's 

Department, Candidate for Sheriff 
5 Jos eph He rnard I nsp ector, Santa Cruz Coun ty Di strict 

Rtto rney's Offic e, Ca ndidate for Sheri ff 
6 William Du chait er Serg eant, San Mateo County Sheriff's Office 

7 Rlec Christo ff EHec utiue Direct or, San Ma teo County Crimin al 
Jus tice Cou ncil 

'S Wayne Walker Chief Deputy, Santa Cruz County Sheriff's 

- Offi ce, Candidate for Sheri ff 
9 Don ette Da ke Cons tructi on Compa ny Presi dent, Co liege 

Instructor, Resides in Unincorporated Rrea 
10 Rob ert Canc illia Lieu tenant, San Mate 0 Co unty Sheriff's 

Depa rtment, Public ation Ch airman, [POR 
1 1 Daue Dennis Lieu tenant, Placer Count y Sh eriff' s 

Department 

. 
12 Terry Medin a Chie f of Police, Wat sonuill e 

, 

13 Lin da Gibbo ns Dete ctiue, Traini ng 0 iuision, San Mateo Coun ty 
Sheriff's Department 

14 Ran dy Coste 110 Certifif;!d Public Rccountant 

Each member was prou ided wit h a cou er lette r (Rppen diH R) and 

a detailed eHplanat ion of the is sue, sub -issues and th e Modified 

Conue ntional Delphi process. Part of the eHplana tion in cluded a listin g 

of the definitions of the trends and euents. The panel was purposely 

• . not aduised that the list had been placed in rank order by an eHP~rt 
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• panel. This was don e to not influen ce the Modified Conuentio nal 

Delphi panel members forecast. 

Fourt een panel members responded with their forecasts. The 

panel membe rs were furn! shed wi th the panell s medi an scores by 

letter (RppendiH B) which was transmitted by FRH to each of the 

pan el me mbers. 

Roal ysis of Data 

RII fourteen panel members responded to the second round of 

the Modifie d Conu entional Oe~phi proce SSe Utilizin g the foreca st mad e 

in both ro unds of the Modified Conuent ional 0 elphi p rotess, each 
, 

trend and euen t was co nuerted to a line graph fo r further analysis. .~ 

Ten euents and tren ds were present ed for forecas tinge These trends 

and e uents we re retain ed on t!l e basis of their importanc e and th eir 

• implication for future policy consideration. It was the authorl~ intent 

to utilize the first SiH as the basis for further study prouided that 

they were uiewed as probable and/or signific.ant by the Modified 

CO~lUe ntional Delphi panel. Rnal ysis of the returned data indicate d 

that the first SiH trends and fiue of the first SiH euents did pass 

testing and were retained. One euent, E-2, did not pass testing and 

was replaced with a lower ranked euent, E-7 •. 

• 

Ire nd Rn alysis 

The trends and eue nts whi ch were utilize d for further research 

are graphically illustrated and discussed each in tum as follows (N=14 

for all gra phs): 

28 



T-1 LEVEL OF PROP. TAX AVAILABLE TO BE ~TILIZED • 

AS LOCAL PURPOSE REVENUE 
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Trend one is one of the most signific ant forec asted. Historica lIy 

California's Counties hau~ financed their actiuities almost eHclusiuely 

from property taH reuenue. This trends addresses the amount of 

property taH reuenue which will be auailable to the counties to fund 

local purpose actiuities. These are gouernmental actiuities oth~r than 

those actiui ties tha t counti es are mandated to pe rform by either the 

state or fe deral go uernments. The panel' s forec~ sts indi cate th at the 

leuel of aua ilable general-p urpose reuenue is less today th an it was 

fiue years ago by approHimately 35 percent. The panel's forecasts 

indicate that county gouernment can eHpect 23 percent decline in 

general-purpo se reu enue 0 uer th e neHt fiue years which will stabilize 

at tha t rate until the year 2002. 

Sign ificant Iy the panel belieu ed that general-purpo se reuenue 

auailable fro m ihis source "should" increase to the 1 987 Ie ueloue r 

the course of the neHt ten years. The implication of the "should" 
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,forecast is that it may be somewhat questionable if County 

Gouernment as we know it can s uruiue t he type of reduct ion 

suggested by the median will/be forecast. 
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T-2 COUNTY'S RESPONSIBILITY TO FUND 

ENTITLE~ENTS 
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Trend two addresses the responsibility of county gouernment to 

fund entitle ment programs. In th is case entitl ements include not onl y 

those manda ted by the state but e ntitleme nt programs addressi ng an 

at-risk population which has been either ouerlookedor not 

adequately funded by state and federal gouernments. From the 

perspectiue af non-mandated county seruices this is an eHtremely 

important trend. Rny entitlement program funded by county 

goue rnment must be funded out of g enera.-purpose funds -the same 

funds which are ut ilized to fund public safety programs. 

'The panel fo recasts that co unty gou ernment is fundi ng at a 

greate r leuel to day than fi ue years a go. This t rend will continue to 

• escalate markedly for the neHt fiue years at which point the 
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escal ation will be conti nued at a more mod est rate until the year 

2002·. 
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T-3 LEVEL OF MUNICIPAL SERVICES PROVIDED TO 
UNINCORPORATED AREAS . 
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Trend three eHamines the leuel of municipal type seruices (e.g. 

police, fire, public works, etc.) which are prouided to citizens liuingin 

the unincorporated area s of the counties. The leuel of seruice 

proui ded is importan t as quality and qua ntity of seruic e direc tly 

correlates to leuel.of satisfaction and confidence citizens haue in 

their seruice prouider. Altho ugh it is not eH plicitly indicated, the 

forec asters are aware 0 f thepe rception, if not the fact, that 

unincorporated areas do not enjoy the same leuel of seruice as 

pro., ided to incorpo rated Citie s. 

The Will Be/Median forecast indicates that the service leuel 

, prouided today is slightly lower than it was fiue years ago; howeuer, 

the median indicates that the leuel will continue to fall at a steady 

• 

• 

rate ouer the neHt ten years wh ere' it wi II reach approHima tely 80 • 
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perce nt of tod ay's leue I. Signi ficant are the eH treme forecasts. The 

• most optimistic forecast, which coincides with the "should be 

forecast, indicates slow growth ouer the neHt fiue years, and then a 

slightly hig~er groUJthfor the neHt fiue, culminating at 122 percent of 

today's leuel of seruice. The low forecast indicates that the decline in 

the seruice leuel will accelerate ouer the neHt fiue years, and then 

slow but continue to drop for the last fiue of the forecast. 

• 

T-4 LOCAL GOV'T ABILITY TO PASS NEW TAXES TO 

SUPPORT PUBLIC SAFETY 
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Trend four a ddresses the ab i~ity of local gouernmen t to pass 

local taH increases for ,the specific purpose of enhancing local police 

seruic es. This is a uery signi ficant tren d, as it iIIu strates 0 re uersal in 

the direction of public sentiment. During the 1980 s the pub lie was 

willi ng to. pas s taH in creases 0 r bond ac ts to su pplement law 

enforcement and.b uild c orrectio nol fac ilities. Th e peine l's Wi IIIBe 

Median forecast indicates that the trend since 1987 has been less 

• public su~port for pas~ing law enforcement specific-,tftH increase 
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measures. This trend is e Hpected to continue until 2002 when it will 

reach 76 percent of today's leuel. 

Significantly, the low forecast indicates that there will be ,an 

almos t zero p robabilify that local gou ernment will be able to pass an y 

new taH to sup,port law enforcement\. Two panel members with 

back grounds in finance shared th is eH treme positio n., 

The High and Should/Be Media n fore casts were almost identical 

at approHimately 120 percent of today's leuel. This is an indica.tion 

that the opt imum sup port leue I might be 20 percent higher than 

today's. Unfortunately, the median forecast indicates that the 

suppo rt leuel will be ouer 40 percent lower' t han the optimum support 

pOint. 

T-5 SELECTIVE INCORPORATION 
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Trend fiue desc ribes the trend in which cit ies are s electiue in the 

area which they target for incorporation/anneHation is important for 

two reasons: 1) anneHation and incorporation of 'high-taH areas 
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• 

reduces the taH base which the counties depend upon for general

purpose reuenue and 2) such a policy crea"tes unincorporated islands 

which are eH pensiue and difficult fo r the county to seruice. 

The median forecasts indicat es that this t rend wi II conti nue at 

the same rate for the ne Ht ten ye ars. Rdd itionally, the grou pIS median 

impac t score wa s a -8. 
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T-6 RECALL MOVEMENT FOCUSED AT LOCAL 

POLITICIANS 

1992 1997 

--4.~- WILL BEl -X-LOW 

MEDIAN 

2002 

- ....... ~-SHOULD 

BE/MEDIAN 

Trend SiH a ddresses the u olume 0 f recall campai gns directed at 

local leuel poli ticians by single in terest gro ups. In t he past fi ue years 

these special interest groups haue not been specifically supportiue of 

law enforcement and generally haue been anti-taH and anti- , 

go uernme nt. 

This trend is important to law enforcem,ent as one of the 

metho ds tha t coul d be utilized to raise local £Ie neral-pu rpose reuenue 

is the enactment of local taHes (e.g. utility taHes) which do not 

• require 8 direct public uote. 
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The Will/Be Median forecast indica tes this trend will. continue to 

escalate for the nSHt ten years where it will reach culmination at 125 . 

perce nt of tod ay's leue I. This is significant as it uirtua lIy guara ntees 

the recall of any poliHdan who uotes a taH increase. Interesting Iy, 

the panel's Should Be foreca st indic ated tha t the t rend leu el shoul d 

incre ase ouer the neH t fiue years a,nd then de celerate to 

approHimately 90 percent of today's leuel. 

EDe ftt An alysis 

The Modified Conuen tional 0 elphi panel wa s giuen ten e uents to 

';orecast. The author has retained for further study SiH of the ten 

which were selec ted on a criteria tha t there was at least a 40 percen t 

probability that the euent would occur. The probability of each of the 

selected euents is graphically iIIustr&ted and discussed in the 

following paragraphs. (N=14 for all graphs) 

E-1 FUll RECOVERY OF PRE-ARRAIGNMENT COSTS 
FROM CITIES 
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The me dian forec ast for eue nt one is t hat it coul d not occu r 

before 1996; howeuer, there was a 58 percent chance that it would 

occur in 1997 and an 80 percent chance that it would occur by 2002. 

There were some eHtreme forecasts for this euent. The high forecast 

indicated that the euent could not happen until 1997 but thel} there 

was it 100 percent chance of occurrence. The low forecast indicates 

that the euent (:ould not occur until 1994 with the probability being 15 

percent 1997 and 25 percent probability in 2002. 

If th is euent were to occur the panel's median estimation of 

impact on the study a rea wa~ a posit iue 8 and ~ega tiue 2. The 

forecast of this euent recognizes a polarization of thought. The high 

posit iue forec ast reco gnized th at if th is euent were to occur it would 

haue it uery positiue effect on county gouernment and by eHtension 

the county sheriff's office. The low n egatiue forecast recogni zed that 

if thi s euent were to occur it would be po sitiue for county 

gouernment, but it would haue a uery negatiue impact on the cities • 
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E-2 STATE REQUIRES LOCAL FUNDING OF ALL 

PUBLIC-ASSISTANCE PROGRAMS 
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Euent two forecasts the probability that t~e State will require 

that county gouernment fund all publi c assi stance programs from its 

own reuenue sources. The median forecast indicates that the 

proba bility of this e uent eHce eds zero in 1994 and rea ches 43 percent 

by 1997 and escalates to 58 percent by 2002. 

The im pact of thi s euent wou Id be that there would be less 10 cal 

general-purpo se fun ds auai lable to fund other progra ms. The pa nells 

median impact score for this elJent was a positiue Band negatilJe 9 • 
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E-3 Citizens in the Unincorporated Pocket Areas 

Successfully Sue for Equal' Protection 
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Euent three would occur if citize ns in the uni ncorporat ed areas 

of th e county were to su ccessfully sue to force the county to prouide 

the so~e 'euel of pOlice seruice 'as enjoyed by citizehs residing in 

adjoi ning cit ies. The pane I's med ian fore cast in dicates that the 

proba bility of this euen t will not eHceed B until 1997; hOIDe ue.r, in 

1997 there will be a 30 percent probability' that the euent will occur. 

This probabilit y will escalate to 78 perc ent by th e year 2002. 

For this euent to occur there are a n'umber of dependent 

uaria bles whi ch would also h aue to occur: 1) the public sa tisfactio n 

with the police seruice leuel would haue to decline dramatically, 2) 

the people who liue in the unincorporated areas would haue to 

become organized, 3) a judge would haue to be conuinced that there 

is a constitutional right to a certain, leuel of police protection. 

The panel's median impact score for this euent was a positiue 5 

• 6nd negatiue 3. 
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E-4 CITIES REFUSE TO RESPOND TO EMERGENCY CALLS 

IN THE UNINCORPORATED POCKETS 
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Euent four addresses the p Ossibili ty that cities would decide not 

to responds to calls for seruice in the uni ncorporat ed areas ~nless 

there is 8 bona fid ed life- threaten ing situ ation. Thepan'el's forecast 

was that the probability of this euent could not eHceed zero until 

1996, with the probabilit y in 1991 of 30 percent and escalating to 60 

percent in' the year 2002. The lowest forecast suggests that the 

euent could not happen until the year 2000; howeuer, this forecaster 

- belie ues that the euent will ha ue a 25 percent probability by 2002. 

Euent --4 woul d be a uery signific ant occ urrencefor urban 

sheri ff's offices. As di scussed earlier in thi s paper, uninc orporated 

islands are lJery difficult and eHpensiue to serlJice. Historically the 

close.st pOlice unit, regardless of agency, is normally dispatched to 

emergency field calls. In the case of unincorporated islands, city 

polic e unit s normally will respo nd and stobil ize the situat ion p~ nding 

• 

• 

the arriual of the sheriff's unit. If euent four were to occur, sheriff's • 
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• 

offices would haue to increase their field deployment to ensure 

• timel y resp onse to emerge ncy calls in these isolated islan ds. 

• 

• 

The panel's median impact score for th~s euent was a positiue B 

and negatiue 8. 
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E-5 STATE TAKES FOR ITS GENERAL FUND USE AND 

ADDITIONAL 25% OF THE PROPERTY TAX REVENUE 

AVAILABLE TO LOCAL GOVERNMENT 

I'i') 

"'" in ..0 ~ m 0'1 0 
0'1 0'1 0'1 0'1 0'1 - 0'1 0'1 0 0 
0'1 0'1 0' 0' 0' 0' 0'1 Q 0 

..- N N 

I • HIGH * MEDIAN • lOW 

N 
0 
0 
N 

Euent fiue would occur if the state were to take for its own use 

an additional 25 percent of the property taH which is now reserued 

for use as county general-purpose reuenue. This is in addition to the 

percentage already taken by the state to balance the FY 1992-93 

budget. 

The panel's median score indicates that the probability of this 

occurrence will eHceed zero in 1994 wi th a' 58 percent probabilit y 'by 

1997 and a 78 percent probability by 2002 . 
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The panel could find nothing positiue' if this euent were. to occur . 

. The panel's median impact score for this euent was a positiue. Band 

nega tiue 8.5. 
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Euent SiH would occur if the Board of Superuisors decided to 

organ ize th e uari ous fu nctions of th e sheriff's departme nt int 0 

separate departments. Typically the county would form 'a department 

of t'orrections and the Sheriff would continue to be responsible for 

prouiding law enforcement seruices to the unincorporated areas of 

the county. 

This euent would haue a significant impact on the operation 

capab ilities of urban she riff's departme nts. The sh eriff's office would 
, 

shrink in size, as the maj ority of its personn el would be assigned to 

the newly formed departme nt of correcti ons. This would increase 

sheri ff's cost s as the prganiz atioh wou Id no 10 nger be able to bene1rit 

• 

• 

from economy of scale. Howeuer, if the euent were to occur the leuel • 
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• of seruice prouided might improue as the organization would enjoy 

the bene fits associ ated with spec ializat ion. 

The panel's median score indicates that the probability of this 

occurrence will eHceed zero in 1993 es calating to a 50 percent 

probability in 1997 and to a 80. percent probability by 2002. 

The panel's med ian impact score fo r this eue nt was a positiue 3 
and negati ue 6. 

Cross-I mAacl Roalysi,t 

The ne Ht step in t he process of future st ud~es is to identify 

"actor" euents and "reactor" euents and trends., Rctor euents are 

important as they are the eue nts whic h win cause the greotes t 

amount of change in future. These are th e euents wll ich will' be the 

primary target of policy interuention. Re9ctor t!"e~~~ en~ cuents are 

• those trends and eue nts which are hi ghly imp acted by the ac tor 

euents. 

• 

R cross-impact analysis will be utilized to assist in identification 

of the actors 6nd reactors. The analysis utilizes a simple matriH 

which lists the euents in the left-hand column and the euents and 

,trends across the top. Rt each grid intersection the question "I f the 

Euent E;..l actually occurred, how would the probability of Euent E-2 

be affected at the moment of greatest impact"? In those cases 

where the euent has no impact, the relationship is classified as 

"unco upled. " In thos e inciden ts where there is an imp act, or coupling, 

on estimate is made 0 f the pe rcentage increase in the probabilit y of 

the subject euent towards 100, or its decrease towards zero. With 

euen ts-to-t rends relati onships the que stion asked at each 
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inte rsection is: "I f e uent E -1 act ually occurred, what perce ntage 

change, if any, would it cause in the projection of Trend 'T-1 at the 

point of greatest impact"? The impact may be either a positiue or 

nega tiue perc entage (PO ST 1 992a). 

The cross im pact ana lysis was complet ed by the autho r with the 

assis tance of one member of the e Hpert pan el (Clo Hampton). E -1, full 

recou ery of pre-arraignmen t dete ntion costs from cit ies, wi II be the 

major actor euent. E-1 will impact all of the trends and euents in 

some manner. Pre-detention is a major local custodial cost. If E-1 

becom es a real ity, the effect 0 n the rea ctor tren ds and e uents will 

center on the intra-gouernmental transference of funds. The reactors 

will be imp acted either b eC8use reuenue is be in g trans ferred from th e 

cijie s~ which will ,caus e the ci ties to retaliate (E -4), or bef.f.luse, with 

this new reuenue, there is a greater amount of county general

purpose reuenue auailable to fund mandated and discretionary county 

programs. E-1 would haue a positiue effect on E-~, E-3 and T-1 as 

there would be greater county general-purpose reuenue auailable to 

fund public assistance programs and 'to prouide a heightened leuel of 

law enforcement serUices in the unincorporated areas. 
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MATRIX 
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Euent (-2 may also be classified as an actor euent. (-2 will haue 

the effect of reduc ing the amount of loc al purpo se reuen ue 8uai lable 

to county gouernment. (-2 will haue, for eHample, a +100 effect on (

I a$ there wi II be gre at pressu re to deu elop new reuenue sources . 
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Becau se of the re duction in gen enll-purpose re uenue,. the leu el of . 
'-

seruice in the unincorporated areas will drop (1-3) which' will result in . 

the unincorporated population demanding higher leuels of seruice (1-

3). 

Euent E-3 is also an actor, as it will directly impact seuen other 

trends and euents. E-3 will haue a major impact (+45) on £..;6 as the 

Board of Superuisors will attempt to contain. costs .by organizing the 

Sheriff's Department into at least two separate departments. E-3 will 

also impact 1-3 (+55) as the successful suit will affect the leuel of 

seru ice p rouided to the unincorporated area s. 

Euent E -:-6 is th e primary reactor eu ent. Fiue other eue nts will 

haue an impact on this euent. Primarily the E-6 will' be affected by 

those euents which h aue an impact 0 n the a uailabili ty of g eneral

purpose reuenue. E-6 also is an actor as it will impact fiue other 

trends and euents. E-6 primarily addresses police seruices prolJided 

to the uni ncorpora ted cou nty are as. The pan el's an alysis indicate s 

that if E-6 was to occur, it would haue a moderate positiue affect on 

the unincorp orated s eruice I euel as it wo uld redu ce the probabil ity of 

E-3 (-25, Citizens in the Unincorporated Rreas Suing for Equel 

Protection), E-4 (-15, Cities Refusing to Respond to Emergency Calls in 

the Unincorporated Rreas) and 1-5(-20, Selectiue Incorporations). Rt 

the same time E-3 would increase the probability of continuance of 1-

3 (+35, Leuel of Municipal Seruices Prouided to Unincorporated Rreas) 

and 0 f T -4 (+ 1 5, Local 6 ouemment 's Rbility to Pass New TaHes to 

Support Public Safety) • 
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Scenarios 

Scena rios are powe rful pi anning tools utilized to eli amine, or 

imagi ne, pos sible futures based on the t rends and euent s ident ified by 

the forecasting group. Conceptualizing of possible futures is an 

important component of strategic planni ng. Thrse types 0 f imag ing , 

will be deue loped in uoluing the scen arios ba sed on three ty pe,s of 

futures: 1) EHploratory ("what is likely to be"), 2) normati~e, 

(" desi rable and attainable II) and 3) hypothetic ai, (II what if.. . "). Each 

of the scena rios wi II inclu de trend sand e uents identified and 

forecasted by the Modified Conuention~1 Delphi group. Each of the 

scena riDs will be a "slice-of-time," in wh ich the then, current, 

, situa tion is described by stake holders eHplain ing ho w they think and 

beha ue in the enui ronment. 

The setting for the scenarios is "Urban County, II a fictional 

composite of fiue northern California San Francisco Bay Area Counties. 

The majority of the population of Urban County liues within 

incorporated cities. The Sheriff's Office prouides direct police sernices 

to less than ten percent of the population. Although there are large 

rural unincorporated areas within the County, the majority of the 

peopl e who I iue in the !I Cou nty Rrea II liue in uninc orporated island s 

surrounded by highly-urbanized incorporated cities. 

The e Hploratory sce~arios is referred to as t he most Ii kely as it 

impli es that th ere will be no att empt at po licy inte rlJ\I'~ntion. This 

implies a laissez-faire approach with the sheri~f's office reacting to 

euents as they occur. New euents are not introduced unless they 
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would not be a surprise to people connected with the project. Euents 

are played ou t to th e most logical conclusion. 

The normatiue future is the one where a particular lI'desirable 

and. attainable" future is sought through the application of strategic 

plann ing and policies based on an analy sis of t he trends and eue nts 

which may impact the future. 

The hypothetical or "whot if" describes a future based un an 

impartial mani pulation of the collected data. I n this ca se the "worst 

case II future will be described. 

EHpl ..... to ... y (-Most Litely-) Scen .... io 

Board Uotes For New County Department of Corrections. Son Francisco 
EHaminer, July 1, 1999 

Welfare Payments Now a Caunty ResponsibiUty Says New State Law. 
Palo Rlto Times Tribune, May 5, 1999 

Cities Cry Foul Rs County Charges For Pre-Rrraignment Costs 
Rssociated With Housing !:ity Prisoners. San Francisco Chronicle. May 
1, 1999' . , 

"Well they went and did it" eHclaimed Sheriff" Hayes as he 

slappe d the top of h is desk. The board of supe ruisor earl ier in the da y 

uoted fiue to zero to form a special departme nt of co rractions, 

remou ing from the Sheriff the responsi bility to operate th e 

corre ctiona. fa cilities. "I guess we should haue seen, it coming." The 

Sheriff said to Undersheriff Buck Rogers, "This has been buililing up for 

a long time." The She riff then left his office to eHplain to hi s deputies 

what the new changes held in s tore for them and the dep artment. 

In addition to his many duties Undersheriff Rogers is also the 

department'$ historian. Rogers turned to he ... computer and opened 

• the file to reuiew the department's history for the past fiue years to 
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try to put into hi storic pers pectiue the euents of the day. Urban 

County has been on the brink of bapkruptcy since th.e budget crisis of 

1992. I n that year the state chose to increase its s hare of the 

prope rty taH C oUected. This hi t Urban County as pedaUy hard, as the 

state had also required the counti es to fun d out of t heir gene ral fund 

a larger share of local welfare costs. 

The Urban County chief admini stratiue offic er had attem pted to 

eonui nce the board and the elected depart ment hea ds that the u ery 

purpose of county gouernment needed to be defined in light of the 

. new relatio nship which then e Histed betw.een the stete~ countie sand 

cities. The board and elected department heads belieued that the 

crisis of 1992 would pass and there would again be 'adequate funding 
.. 

for all county e ndeauors. The boarCl reacted to the cris·is by cut! ing 

• 

~ach department'~ budget by a set percentage. Unfortunately for the • 

sheriff's office, most of the department's budget was deuoted to 

maintaining county's correctional f~cilities. The Sheriff was adamant 

that the po lice seruicles wo uld not be red uced in the un incorpora ted 

6rea. He hod fought theisSiUe wit h the boord, and the board had 

agree d to allow him to make his budget cut s where eu er he dee med 
j 

appropriate. The Sheriff hod reduced his cO~'T'ection81 budget and 

attem pted to cut costs by reduc ing his· support s eruices. The sau ing 

from the su pport s eruice reduction hod not been greet and eue nt~'Jlly 

had actually cost more money as the deportment later found that . 

reduc ed screen ing of' new recru its had resulted in the h iring of people 

mho would haue beelil screened (Jut of the hiring pool. These people 

took longer to train Gnd there had be~n some other problems. The 

tutting of the correctional budget hod been a disaster. 
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The inmate union had filed and won a federal Court suit. The 

• federal Court had take,n charge of the correctional diuisi'on and was 

spending money like it wasnlt theirs. The She~iff, faced now with an 

euen larger budget deficit, pressured the board to pass on to the 

cities the full pre-arraignment costs of huusing their prisoners. This 

gaue the county a short reprieue. The consequences of this measure 

were s Don felt. People in the county area had been threate ning a sui t 

to ensure that they receiue adequate police protection. Through an 

Informal agreement the police departments and the sheriffs office 

had historically handled calls in each otherls areas if they were the 

closest unit .. In practice the pOlice departments couered more 

sheriffls calls than reuerse. 

• 
In 1995 the major Urban County police department formally 

aduis ed the Sheriff th at they would not longer routinely couer c aU~ in 

the unincorporated pockets and islands in and near their cities. This 

required the sheriffs office to basically transfer all his patrol 

deput ies from the rural areas to urban areas to seruice the islan ds. 

Euen with this transfer the citizens in the unincorporated areas were 

still not satisfi ed. Euen th e citizens in the rural areas were now 

complaining about slow response feme. 

Undersheriff Rogers reflected that at the time she didnlt think 

things could get worse, but th ey did. In 1995 the state returned to 

take another 25 % of the countyls property to" money for its 0 Wlrl use. 

The pre-arra ignment funds were util ized by the bo ard to fund 

entitlements and to couer the additional correctional ~harges created 

by the federal ouerseer. Because of these euents the Sheriff had no 

• choice but to drastically reduce seruices to the unincorporated areas. 
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The sheriff department had become a pOlitical liability and the 

board wanted to separate it from the rest of county gOl1ernment. The 

board felt that an "outsid e eHpert II would be ab Ie to run the 

correctional facilities more efficiently than the Sheriff. 

,Undersheriff Rodgers closed the history file and opened tflll:! one 

marke d II resu me II whil e ~t t he same time the Sheriff fin ished 

eHpla ining to his assembled' deputie s that 80 perc ent of them wo uld 

be transferred to the new department of corrections. 

NorlOetiue '-Desireble and Rttainable-) Scenario 

Welfare Payments Now a County Responsibility Says New State Law. 
Palo Rlto Times Tribune, July 14, 1998 

State Takes More Property TaH Monp.y - County Calls Foul. Oakland 
Tribune, 'May 1, 1998. ' 

• 

County Citizens Sue For More Police Seruices. San Mateo Times, June 1, • 
1996. ' 

The headlines blared from the new,sstond that new cuts were 

eHpec ted for all county d epartmen ts. ' John Bro wn, chi ef fina nCial 

officer for Urban County Sheriff's Office, handed the clerk two 

quart ers for the lates t edition of the newspaper, then s at down and 

opene d the pa per to th e local news . 

. Brl!wn thought that things looked bad for all the county 

departments. He though t back to early 1993 when he was bro ught on 

board by John Hancock, the ne w~y elec ted Sheriff. Ha ncock ha d 

formerly serued as the chief of police of the largest police 

depa rtment in the county. 

Brown thought back to 1 ~92 when the ~tate had token for its 

own use a uery large portion of tlle 'county property taH. What was 
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espec jally dis turbing was that the sta te t.ook less fro m the ci ties tha n 

from the counti es for th e specific reason t hat the s tote did now· want 

the cuts to affect police and fire seruices. "I wonder what they 

thought the 10 percent of the populatiDil of this county who relied on 

the sheriff's office would do for police protection" Brown thought at 

the ti me. The sheriff's 0 ffice budge t was cut 1 Q percent that year. 

There were difficult deci sions to make as the se cuts were on top of 

cuts that were made the preuious year. 

Sheri ff Han cock st udied the si tuation and decided that things 

could and probab Iy would ge t a lot wo rse. Rltho ugh the Bo ard of 

Superuisors proposed charging the cities for pre-arraignments costs 

for their pris oners, th e Sheriff had adu ised agai nst the proposal. The 

Sheriff felt that this was a public safety issue as he knew ."rom his 

eHperience as a police chief the pressure that the cities ~ere also 

under. He also knew that if the 0 rdinftnce were to pass the citi~s 

might retali ate by not coo perating with t he sheri ff's . office an d 

couering calls in the many unincorporated pockets in and near their 

cities. 

Upon taking office Sheriff Hancock began to d'eue lop a strategic 

plan which would ensure that he coul'd meet all of his non-law 

enfo rcement cori~ titutio nal responsi bilitie s while st ill ensurin g tha t all 

of the people in the county were adequately proter.ted. Sheriff 

Hancock uiewed himself as the Sheriff for the entire county and not 

just for tho se citi zens who liued in the unincorp orated a rees. 

The strategic goal was to prouid e pOlice seruice in the most 

efficient and economical manner. The cornerstone of the plan was to 

• contract with others to prouide some of the seruice h!storically 
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prouided by the sheriff's office. The deciding factor in awarding 

contracts was whether the contractor could deliuer at least the same 

leuel of seruice, at the same or lower cost, than the sheriff's office 

could prouide itself. Each of the unincorporated islands were studied 

to determine if the surrounding police department§ could prouide 

police seruice. Most of the contracts were lent on the basis of 

compe titiue bidding among a numb er of police departm ents. The 

cont racting schem e had saued the county cons iderable amou nts 0 f . 

money and defused an important controversy. Some residents cf the 

count y's unin corporat ed areas were planning to file a federal sui t to 

ensu re th at th ey re ceiued adequ ate police· protect ion. 

In fHCt the Sheriff had actually supported the taHpayer's suit. 

Rn enforceable minimum seruice determination ensured that the 

Board of Superuisors could not further reduce the department~s 

budge t by fu rther cuttings eruices to the unincorDo rated areeas. The 

Sheri ff found that he was able to tran sfer the sauongs deriued from 

contracting to other areas of the county •. Because of this transfer, 

the rema ining uninco rporate d area a ctuaQly eHp erienced an increase 

in police seruice ~s beat deputies were not continually being diuerted 

to calls in the isolated and geograph ically separated islan ds. 

Hgpotbet~eal (-UJbat if) Scenario 

What if euen ts occurred when they re ached a 30% pro bability as 

forecasted by the mod~fied conuentional delphi panel. 

Board Uotes For New County Department of Corrections. San FranciscQ. 
EHaminer, dune 1,1995 

County Citizens Sue For More Police Seruices. San Mateo Times, dune 1, 
1995. 
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• State Takes More Property TaH Money - County Calls Foul. Oakland 
Tribu ne, June 1, 1995. 

Welfare Payments Now a County Responsibility Says New State Law. 
Palo Rlto Tim es Tribun e, May 1, 1996. 

Cities Cry Foul Rs County Charges For Pre-Rrraignment Costs 
Rss.ociated With Housing City Prisoners. San Francisco Chronicle, May 
5, 1996. ' 

Urban City Refuses to Respond to Calls In County Rrea - Chief Cites 
Liabi lity and Booking Fees Rs Reason. San Jose Merc ury, Ju ne 1, 1997. 

Sheriff Smith pulled on his Cigarette and then discarded it half 

smoked into tile federal co~rt house planter. How did he get into this 

mess he asked himself OLJer and .OLJer. Rs he had a few minutes before 

he was summo ned back into court wh ere he was a personal defendan t 

in a caLJiI rights suit brought by, the citizens who IiLJed in the 

uninc orporated areas 0 f the co unty base d on the theory that he had 

• not proLJid ed the made Quate police protect ion because they w'ere 

mostly poor and minority. "How could it be his fault that the cities 

anneH ed all the high tali bas e areas leaLJing his depa rtment with 

isolated poctets to police," he thought 8S he walked up the stairs. "I 

hope the jury unders~ ands tha t it tak es more resources t., pro uide to 

patro I areas t hat are not contig uous .to each other," he tho ught to 

himse If as he walked up the stei rs. 

• 

. Sheri ff Smith waued to his ,codefen dant the County Fire Chief, 

who was also being sua d. Both the Sh eriff and the f ire Chief had a 

great deal of confidence in their 25-year old deputy county counsel 

who was now practicing his closing statement before the mirror in 

the men's room. "Ladies and gentlemen" he began. "How can the 

Sheri ff be re sponsible for fail ure to redefine t he role of count y . 
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govern ment in 1992. He is, after all, not in a pos ition to alloc ate 

monie,s; that is the constitutional function of the Board o'f Supervisors., 

He can only spend what they allocate to ,-,im. /I Thtl young attorney 

thought over the positive steps the Sheriff had taken to generate 

more money for the departme nt. He had supported coUect ing pre-

arrai gnment co sts from the cit ies; how was he know that the 

collected funds would be required to pay for entitlements tuhich were 

now a county's responsibility. Of course, some people unfairly held ' 

the Sheriff responsible for some of the things that he did not foresee. 

The pre-arraignment costs forced a re duction in so me police 

depa rtment' s bu dgets which pre vented the poii ce d epartme nts from 

responding to covering calls in the unincorporated pockets and 

accel erated wh at had been a slow trend of citi es anneHi ng the high 

• 

taH-base areas. County revenues continued to drop and more and • 

more obligation s were pia ced on th e counties by the state. Th e 

Sheriff had cut overhead costs, reduced jail eflpenditures as much as 

the special federal master would al'low. The only thing left for him to 

do WiJS to reduce pat rol staff. Ht the present time there are only two 

deput ies on pat rol where there use to be fi fteen. Th e attorne y 

repea ted into the mirror "He could onl y spend what they gave hi m." 

Satisfied, he ran the comb through his hair and quietly thought to 

himself what he would do if he were the opposing counsel. He knew 

what he would say. .. Wh en they 9 ave him th e money they eHpec ted 

him to heue a plan for spendi ng it wisel y." 
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e. Sect ion III - Str-ategi c Plan· 

Rt thi s junction in the stu dy, some of the trends and euent s 

which may impact California's urban sheriff's departments ouer the 

neHt ten years haue been identified. Of those identified, an eHpert 

panel has selec ted the s iH trends and euent s most Ii kely to 0 ccur and 

be significant. Through the use of a cross-impact matriH their impact 

upon each other has been estimated. Some policy candidates haue 

been identified and also subject to cross-impact analysis. Three 

scenarios haue been deueloped which describe possible futures. RII 

three of the preceding scen6rios depict a possible future which an 

urban sheriff's depa rtments may fa ce in the futu reo For deue lopment 

of the strategic plan the "normatiue scenario'" has been chosen for e eHploration. The future described in the normatiue scenario is 

e 

attai nable and is the most de siroble. Based on the i nformatio n 

deueloped th us far, it is apparent th at urba n sheri ff's de partment s 

will haue to restructure their met hod of .se ruicp- del iuery. I n this 

section a .uiable. strategic plan will be deueloped which will identify 

the changes, both culturally and organizationally, that the 

department must accomplish to achieue the desired future and newly 

defi ned mission of the d epartmen t. 

The strategy will be deueloped for the "Urban" County Sheriff's 

Department. In the real world there would be a number of police 

departments· inuolue d in the im pie menta tion 0 f this type of st rategy. 

For the purpose of this study, only the fictitious city of "San Juan" 

will be inuolued. San Juan is 8 city hauing a number of isiands within 

ss 
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its jurisdiction. The combined population of these islands is 

app rOHima tely 20,000 pe ople. 

Depe.oRment of • New Mission Statement 

One of the first steps inuolued in strategic planning is the 

deuelopment of an organizational statement of mission. The mission 

state ment is made on two Ie uels, ma cro and micro. 

The macro mission statement is a short concise statement which 

identifies the organization's goals and Ltalues. The micro statement 

addresses the 6.rea to be impacted by the strategy. For the 

statements to be meani ngful, the statemen t's co ntents must be 

integrated into the culture of the organization. -To ensure 

assimilation, ways must be found to incorporate the statement in the 

everyday -routine of the organization. In the Urban Sheriff'~ Office, 

deputies are routinely asked to eHplain the Mission statement during 

roUcalis and must demonstrate an understanding of the Mission 

Statements during promotional eHaminations. 

Mec r. Mis .ion S t.tem ent 

1'he rtission of the UJ'ban 8ha'tff's Office i.s to ensu.J'e the 
safety of att ci.ti.zens of ~ Cou.nty &y pJ'ovUli.tuJ the 
niAJfa.est revet of pt'ofesstonaL (aw en fOJ'cement seJ'vice. 
We skwe to &e appJ'oad1a&le, compassionate 0.114 caJ'i.tuJ 
to the pubti.c we seJ've. We expUci.tty J'ecOCjni.ze tha.t 
ci.ti..zens penalty entJ'usted: to OUJ' ca~e aJ'e deseJ'~i.~ of· 
the same compassion a114 CCM'e tha.t is extended. to aU 
ci.ti.zens . 

1Je .nout the view that ouJ' fu.nction is moJ'e than 
enfoJ'ci.ng taws and. OJ'd.i.na.nces.We &eUeve that ou.J' 
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mission can be accomp£ished. onLy by the approprtate 
• utiLi.zation of our resou.rces. 

• 

• 

We &eC.i.eve our f idu.ctary responsibiLi.ty is a trust and: we 
at"e commi.tte4 to the proper nw.,~ment of pubtic 
funds to maxi.mi.ze the retu.rn for EaCh doUar spent. 

Mil: ro Mis sian St ateme nt 

111e Urban 8heri.ff's Office is ded:tcated to provi.di."9. a 
hiqh levee, of [Q.w enforcement to aU ci.ti.zens of Urban 
County r€(janUess of ~hether the ci.ti.zen resides i.n an 
u.ni.ncorporatecL area or wi.thi.n an i.ncorporated ci.ty. 1-1 
i.t ~ economical sens~, the Urban 8OOri.ffs Office 
wiU. contract wi.th others to provide servtces whi.cfl.. 
historicoUy fu;u;(. ~n d.i.rectty da.i.verm by the Sheri. f l's . 
Office. 

Sit oaUona. Rna. gsis 

To further the strategic planning process an eHamination of the 

future enuironment of the Urban County Sheriff's Office must be 

undertaken. To acco mplish this end an ass essment of the current 

situation must be made. This is helpful for the planning process 

because it identifies the beginning point for the transition 

management process and the enlJironment in which the plan must ~e 

im pie men ted. 

lBat s-Up Raalgsi s 

Two techniques are utilized 10 make the situational assessment: 

1) IDOTS-UP Analysis (Weaknesses, Opportunities, Threats, Strengths

Underlying Planning, and 2) strategic Assumption Surfacing Technique. 

(SAST~ • 
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Eo uir-oo DIe lit 

The environment contains both an eHternal (threats and 

opportunities) and an internal (strengths and weaknesses) dimension. 

strengths are resources which can be helpful and weaknesses are 

conditions which will tend to limit the organization's ability to achieve 

the desired future. Threats are unfavorable and opportunities 

favo rable conditio ns eHt ernal to the organ ization which affect its 

abili ty to achieve the desired future. 

The WOTS-UP Analysi s was performe d by a group composed of 

people who are familiar with the working of an urban sheriff's office 

or had a background in,'finance. The group utilized the techniques of 

brain storming and round robin. The group's membership follows: ' 

tlo Hampton, West Dalley College 
Ronald'Brooks, Santa Cruz County Narcotics Task Force 
Will iam Buchelte r, San Mateo County Sheriffs Depart ment 
Joseph Franzoia, Santa Cruz County District Rttorney's Office 

Because of the earlier assistance rendered in this r~fse8~ch project, 

the group members were familiar with the topic area. 

Thr-e.ts 

County government is in a state of financial decline. The state 

will continue to eHpect the counties to carry more of the burden for 

the funding of enti tlement programs. Rlth ough the Board of 

Supervisors realizes that reeHamlnation and ordering of priorities is 

neces lary, the Board w ill still feel, t he need to fund nonessent ial 

programs such as parks and libraries from local gener.al-purpose 

revenue. 
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Although the Sheriff may be able to employ some cost-cutting 

tech niques such as reduc ing administ ratit.e ouerhead, eventually the 

Sheriff will have to reduce eHpenditures in the areas such as patrol 

where he has some discretion. 

The Urban County 5 heriff's Departm ent does not h ave a history 

of being cooperatiue with local police departments. The Chief of 

Police for the. ~ity of San Juan is unconcerned with the current fiscal 

condition of the county. The Chief recognizes the situation as an 

opportunity to seize some of the pe rceiued power of the sh eriff's 

department. This of course 'may also be uiewed as an opportunity, as 

the c itg may be anHiou s to acc ept poli ce seruic e contrac ts from the 

county. 

The socioec onomic composit ion of the p opu'atio n in the ru ral 

unin corporat ed are as is chang ing a s agricultural land s are conue rted 

to housing. These new citizens are used to city-Ieue' seruice and are 

unsatisfied with the level of law enforcement which is c~mmonplace 

in rural areas. This population is politically actiue and Is effectiue in 

dealing with 9 ouernment. 

The Urban County Board of Superuisors and the County, 

Rdministratiue Officer uiew law enforcement as 8 monster with 8 

neuer-ending appetite for taH dollars. The board does realizes that 

the population in the unincorporated is less than 10 percent of the 

county's populetlon. 

The sheri'ff's office operates out of a centn .. facility and a few 

subst ations which are g eographi cally distant from most 0 f the islands 

locat ed within the City of San du an. 
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ORDortun it ies 

California's cities are also feeling the financial downturn. The 

state also took for its own use pro perty taH reuenue which preuiousl y 

had been utilized by the cities as general-purpose funds. The state 

eHacerbated the situation when it empowered the counties to charge 

cities for seruice's which the counties historically had prouided 

witho ut cost. These additional costs forced cities to either spend 

res en. es or redut: e seruices. The City of San duan is no eHcep tiona Thi s 

is a strength because the city may look upon accepting 8 contract as 

beneficial for fo ur reasons: 1) the cit y may be ab Ie to satis fy the 

contract without additlonai staffing, 2) the city is sure to eHperience 

an ec onomy of size sauing s with its own ouerhead costs, 3) the city' 

will be in ft better position to anneH the prOfitable areas into itself, 4) 

the ci ty may mak e a (Jrofit on the con tract. 

People who liue in the unincorporated areas are not concerned 

with which agency delluers their police seruice, only that it ge'ts 

deliuered in a professional manner at no eHtra cost to themselues. 

These populations will be s upportiue of con tracting with th e City Qf 

San duan if contracting 'results in a higher leuel of seruice. Their 

desire for a high leuel of police seruice is recognized 8S a opportunity. 

strength, 

Because of the uariety of aSSignments auailable within the 

departments, the Urb an Sheri ff's Otice hos been a ble to recruit 

eHperienced officers laterally from the county's smaller city poli~e 

departments. The acceptance of eHperienced lateral officers has 

reduced training and other costs which arc! aSSOCiated with the 
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train ing of recruits. This e Hperience leuel reduces th e ciuil liabUit y 

eHposure of the department. Rlso, due to its size, the df!partment has 

been able to deuelop eHecutiues and managers who are familiar with 

modem management techniques and dealing with large budgets. The 

command staff, eHperienced in both the areas of law enforcement 

and manag ement, has the ca.pecit y to deue. op c omprehen siue 

contracts which will diu ide the benefits between the contractor and 

client. 

The department also enjoys a well-deserued reputation among 

its rank and file members of generally be ing a u erg comp assionat e 

and "good employer." The promotional process is uiewed by the 

deput ies as fair and imparti al; and the sup ernisors are reg arded as 

compe tent and mature. The I eadershio enjoys a high degree 0 f 

loyalt y from the rank and fi Ie which is reflected in the high morale of 

the department. 

Weaknesses 

The major weakness of the Urban St~eriff's Office is the desire of 

the membership for law enforcement (e.g., patrol and inuestigation) 

to be the departme nt's pri mary mi ssion. The department uiews itself 

as !' t he" major law enforcement ag 0ncy in t he county. The ran k and 

file members of th e department b elieue t hat the most efficient 

method to achieue the department's mission is the consolidation of all 

of the county's pu.ice departments into one agency under the 

administrotion of the Sheriff's Department. RII of the department's 

mid-managers Who houe achieued master's degrees houe addressed 

consolidation in this manner in their theses. Both mid-management 
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and rank and file me mbers of the dep artment will res ist any measure 

which they belieue will result in the diminishment of the sheriff's law. 

enforcement role. 

The department prouides a uariety of mandated seruices to 

many different county departments. These uaried responsibilitie~ 

proll ide sa lary negotiat ing I euerage for the employee lobo r 

organization. Job actions (i.e., strike) by deputy sheriff's lealle the 

jails unmanned as well 8S making the courts unable to function. 

Unlit e strik ing poli ce departments there is no ot her agen cy with the 

capabilities to supplant a striking sheriff's department. These factors 

confe r a grea t deal 0 f politic D~ power upon th e deputy sheriff's 

associ alion (The deputy she riff's unio n is known 8S the OSA.) . The OSR 

supports pOlitical candidates though financial contributions. 

- . 

• 

endo rsements ond prouid ing campaign workers. Coupled with the • 

strike potential, and its political clout, the OSR can influence indiuidual 

membe rs of the county Board of Superllisors as well as some city 

.councils. 

Interne' Capabilitg analysis 

The panel which performed the WOTS-UP analysis was also 

utili zed to p ertorm an analysis of the internal capabili ties of the 

Urban Sheriff's Office. (The ponel utilized II compOSite of uarious San 

Francisco Bay Rrea sheriff's departments.) The panel's input was 

util ized ·to com plete \I Strat egic Needs \I and II Recept iueness to Change 

Rnal ysis It whi ch follow s. 
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RECEPTIDENESS TO CHANGE RNAlYSIS 

CATEGORY 

Top MaDagers: 
I I I III 10 0 

Me nta lity /Pe rso nali ty H 
Skills/Talents H 
Kn owl edg e/E duc ati on H' 

Orgonization Climate: 
I II III 10 0 

Cu Itu rei Norms H 

• Rewards/Incentives H 
Power structure H 

Organization Cempetence: 
I I I III 10 U 

Cu Itu rei Norms H 
Skills/Talents H 
Kn owl edg e/E duc ati on H 

----
legend 

I Custodial - Rejects Change 
II Produ ction - Rdap ts to Minor Change 

III Marketing - Seeks Related Change 
IU Stra tegic - See les Ch ange 
U FleHi hie - Seeles Novel Chan e 

• 
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Internal Capability Bnalysis 

. strategic Needs Capability 

Stra tegic need area: The ability of the deportm ent to acce pt the potent iol 
downsizing of the agency·s law enforcement mission. 

------
Category Superior Better Ruerage Improue Crisis 

Manpower 
Technology 
Org/S tru cture 
Money 
Workload 
Supplies 
Sworn/Non-Sworn 

Ratio 
Tum-ouer 

Management Skills 
"People Skillsll 
Spe cialty Traini ng 
Management Trg 
Pub I mage of 

Rgency 
Com muoit y Su pport 

H 

H 

H 

H 

H 

H 

H 

H 

H 

H 

H 

H 

H 

-------------------------.--------------.----------------. Legend 
Superior: 
Better: 
Rueroge: 
Improue: 

Crisis: 

Better than anyone else. Beyond present need. 
Better than auerage. Suitable performance. No Problems. 
Rccept able. Equ al to othe r agencies. Not goo d, not bad. 
Not as good as it should be. Deteriorating\. Must be 
improued. 
Real cause for concern. Situatio n bad; ac tion must be 
taken at 0 nee 

The Urban COUilty Sheriffs department is a well managed 

• organ ization with 8 clearly defined mission. The top man agers h aue 
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been brought into the department ouer the past fiue years with the 

election of an "outsider" as sheriff. Th'e Sheriff selected these people 

specifically to be change agents. Middle management is well trained 

and shares the sheriff's "uision" for the department and actiuely 

seeks change to improue the efficiency of the agency. Both middle 

and top management haue well deueloped interpersonal skills and are 

accepted by the rank and file of the organization. 

The rank and file of th e organiza tion iden tifies wit h the pas t and 

has an ouerly optimis tic ,futu reo Sergeants 8 nd deputi es are not 

supportiue of change which might reduce the department's law 

enforcement role. The department dO,es haue a history of accepting 

incremental changes which may be utilized as 8 basis for gaining 

acceptance of the strategic plan. 

At this point the department is not ready to accept the change 

required by the implement&ti(l"R of this strategy. The Sheriff has 

deueloped and implemented a reward/incentiue program to 

encou rage rank and file support for change. 

To achieue successful implementation the benefits as well as the 

costs of the strategy must be presented to th~ rank and file 

membership. Euery member of the department is aware that the lack 

of funding is reaching a crisis stage; howeuer, the department still 

enjoy s an eu erage Ie ue. of 8uailabil ity of supplies and ot her 

resources. 

stretegic •••• _.tlian Surf,ciag Technique (SRSTl 

A "stakeholder" is a person, group or constituencies who may be 

directly or indirectly impacted by the proposed strategic plan. The 

65 



SRST is a technique utilized to id entify s takeholde rs and their 

positions on the sUbject by a process which identifies the 

assumptions which they will likely hold regarding the subject under 

study. 

There are a lorge number of stakeholders inuolued in 

determining the role which the Urban Sheriffs Office will fulfill by the 

year 2002. Eleuen important stakeholders haue been identified by an 

eMpert panel (mOTS-UP panel uti lized for this fun ction) as critica I. Not 

surprisingly, they haue different uiews and assumptions. Each of the 

eleuen stakeholders and their respectiue assumptions will be 

disc ussed In turn. 

Coun tg I •• ,... .f S .pe",i so,.. 

The Urban ,County Board of Superuisors will support any mp~~ure 

• 

which promot es good gouemm ent, as long as the measure does not • 

redut e its ow n pOlitic 01 power base. The Board takes its resp onsibilit y 

seriously and will reduce municipal seruices in the unincorporated 

areas in order to fund mandated programs. The Board is concerned 

with the high cos,t of the criminal justice system and will support any 

program with 'will reduce costs while maintaining public safety. 

Sap atl She riff'. Labe,. O"I.Blz atie. 

The membership of the Deputy Sheriff's Association (OSA) is 

composed of both sergeants and deputies. The DSA is concerned with 

any reduction o.f the Sheriff's law enforcement mission. the osn will 

be unwilling to support aoy program which will result in the reduction 

of deputy sheriff pOSitions. The D~A will resort to legal or political 
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• 
actions if the concerns of the organization are not adeqUately 

addressed,. 

Sheriff 

The Sheriff is primarily concerned with fulfilling his legal and 

constitutional mcndates. He will support contracting with cities if he 

is conuinced that this is the only method to deliuer adequate law 

enforcement seruices to his unincorporated liisland" constituents. The 

Sheriff will want to transfer any s':lLJings achieued 8S a result of 

contracting to prouide a higher leue. of seruice to the remaining 

uninc orparated areas. He will also no t compro mise on issues 0 f 

. shari ng what he uiews a s his eHC lusiDe power domain and will want 8 

short-termed contract and the ability to renegotiate at least 

annually. 

• tal iforoi.. High wag Pat rol 

• 

Will 8ctiuely resist any st rategy which infringes on the 

responsibilities mandated· by state law to the organization. 

County thief Rdministratiue Officer 

The Chief Administratiue Officer (CRO) wiU be supportiue on any 

strat egy whic h giues her greater in fluence in the area of mana gin g 

law enforcement costs. The CRO will be supportiue of any program 

which reduces county civil eHposure Dnd costs. For long-term 

plann ing pu rposes the CRO will desire a Ion g-term contract. 

tity Ma.agers .f San .. aan 

The City Manager of San Juan is· primarily Interested in cost 

containment. For this reason his focus will be on lithe bottom line." 

He will require that a system be deueloped with will ensure that his 
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city is receilJing payment for all of the serlJices it prolJides. To ensure 

fleHi bility the Cit y Manage r will want a short- termed c,ontract and th e, • 

ability to renegotiate at least annually. 

San d.an Citg Ceuncil 

The City Council will be concerned with 'their constituents' 

perce ption that th e city's poli ce depa rtment is serlJicing other areas 

at the eHpense of a lower serlJice lelJel for themse lues. The City 

Council is supportil'e of good gouernment, but will not support 

measures which benefit others at the eHpense ofthf(!ir city. The 

Council will require that the contract col'er all costs 'ond will demand 

assurances tho t the ci ttzens . 0 f Son du an will not eHperience a 

reduc tion 0 f their serlJi ce lelP el. 

Citizen Geod Gauer-nment Groups 

TI~e .. Good Gouernment II group s are conce med with 

gOlJe rnmental effic iency. They will support any measure whic h" 

increases gol'ernment's efficiency. They will not be concerned with 

puli tical bou nderies an d will encou rage inter-golJernmental 

c~ ope rat ion. 

San due D P alice 8ffi c:er-s Bsse ciatie n 

The San duan Palice Officers Rssociatlon (POR) is focused on 

tradltional.abor concerns of jobs and wor~ing conditions. The POR 

will support eHpanding the pollee department's jurisdiction only if 

addit ional officers are hired to seruice those areas. I f deputy 

sheriff·s are absorbed into the San duan Police Department, the 

assoc ietion will de mand th 8.t they enter the Department at police 
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• offic er rank regardless of the rank they may hau e formerl y held in 

the Sheriff's 0 ffite. 

Community Leaders in Unincorporated "Island- Areas 

Community leaders in the unincorporated islands will be focused 

on the ~eUuery of police seruices to their neighborhoods. For this 

reaso n 'they will ins ist thot the com munity be consul ted and halJe 

input into any plan which will affect the leuel of police seruices their 

communities will receiue. These leaders will also be concerned that 

their influence with the Sheriff may diminish if the Sheriff is 

perceiued 8S abandoning the law enfo~cement function. 

tbief of Police of Sa8 dua n 

The Chi.!f of Police will be supportiue of the eHpa,nsion of the 

department',_ jurisdiction. Like the City Manager, the Chief win focus 

• on economics. To gain the Chief's support will need assurances that 

there is suffi cient off -setting reuenue to couer h is costs. The Ch ief 

will be concern ed with hidden cos ts and th erefore wi II insist on a 

short-term contract. The Chief will also be concerned with 

maintaining minimum staff'ing lelJels within the city as well 8S in new 

areas which may come under his jurisdiction. 

• 

Is. unaa' ion Ma Riling, 

On 8 ssumption mop is utilized to aid in unders tanding the 

relationship and the relatiUe importance of each of the assumptions. 

The mop is dilJided into quadrants. The higher on the mop the more 

certain the appraiser is of the assumption; lower is less certain. 

Mouem ent to the righ t reflec ts the appraiser's belie f of the 

iml)ortance of the assumption; mOlJement to the left Indicates on 
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appraisal of less importance. The Rssumption' Map was. completed by 

the author. 

ASS OMPT I ON MRP 
CE.'.IN 

7 5 6 
4 2 

1 1 

1 

Unimpar ••• t ____________ . ______ +-. _________________ _ haporla.' 

8 

LEGEND 
1 County . Board of Supervisors 7 San Juan CitlJ Council 
2 Deputv Sheriff's Labor Organia1ion 8 Citizen Good Government Groups 
3 Sheriff 9 San Juan Police Officer's Association 
4 California Highway Patrol 1 a leaders in Unincorporated Areas 
5 County Chief Administrative Officer 1 1 Chief of Police CJf San Juan 
6 City Manaaer of San Juan 

'olicy Cgllsi,oratlpns 

The Cross-Impact MutriH discussed earlier identified important 

areas for policy consideration. There are a number of policy 

considerations which, if enacted, may ameliorate the negoUue and/or 

encourage the positiue continuation of certain trends, or address 

certal n euents if they were to occur~ The policy whic h will haue the 
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greatest chance of success must be selected from a field of 

candidates each of which possess uarying degrees of poten'tiel for • 

addressing ,the issues. Based on the information deueloped in the 

Cross -I mpact analysis, there a re a nu mber of policy 8 rees to be 

considered in the process of the selection of the policy most likely to 

be successful in impa cting the study area. F iue poUc y candid ete area s 

(PC) houe been identified. 

PC-l POlicies which result in the creation of new sources of 
gen eral-purp ose reue nue 

PC-2 PoliCies which result in 8 reduction of ouerheed costs and 
allow funds to be transferred to law-enforcement 
functions 

PC:"'3 Policies which downsize the organization by abandoning 
some traditional responsibilities 

PC-4 Poli cies which downsize the organ ization by shifting 
some traditional responsibilities to other lower-cost 
prouiders 

PC -5 Polic ies whi ch inuo lue cos t sharj ng of ouerhead by 
prouiding police seruices on 8 contn~ctual bosis to cities 

Decau se the i mplementa tion of a policy is an .. euent," its imp act 

can be analyze d by the use of Cross-I mpac t Rnalysi s MatriH. The 

poUe y candid ates are listed in the left-ha nd colum n with the 

preuiously identified trends and euents listed across the top. The 

affec t of the impact of each pOlic y, either positiue or neyatiu e, is 

estimated for each trend and euent. 
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I 
I Maximum ! m~act ~% chanse + or - ~ MATRIX I Years to Maximum Impact 
i 

I E-1 I E-2 I E-3 I E-4 E-51 E-6 I I I I I i IMPACT T-1 1 T- 2 1 T-3 1-4 T-5 T-6 I . . ! TOTALS 

PC-1 00-1001 +25/ +50 1+ 150 1 0 
+30 +100 +10 +HO -50 1+1001+1001 1 1 

1 3 I 3 I 2 5 2 3 2 3 I 3 1 .. 

I +25 +40 ! -10 I -1 0 o I +:0' +101+151+151 8 PC-2 0 i 3 3 I 3 
0 , ' 0 

3, 1st 3 i I 3 
I , 

1+130 1-100j +151 +45\ +90 i PC-3 -25 I 0 1+1251+150! 0 I .. 
+15 

0 9 
3 i : 3 , 3 I 3 1 2! 3, 2 I I ,.-

+
25

1 

Ii' I I I ! f , 
PC-4 0 1-751-2001 o J -50 +25 0 +1251 +15! +251-50 , 9 

2 iii .' 

+~51 I +~51 
I 

- ~ 0 I I I 
o I I -25 -Hi 

0 0 .. PC-5 0 0 0 
/ 2 

0 i ! 1 I 

'IMPACTED' TOTALS 

E-1 E-2 E-3 E-4 E·5 E-6 T-1 T-2 T-3 T-4 T-5 T-6 

4 2 4 5 a 5 4 1 5 4 4 4 

R "Policy to Policy MatriH U is also utilized to eHamine the impact 

that each policy, if enacted, will haDe on the other. Because of the 

different approaches taken some policies will haDe the effect of 

neutralizing the effect of another. In other cases the policy will 

enhance the impact or success of another. Like the cross-impact 

matri H the poll cy to policy metn H does inc lude en estimate 0 f years to 

maHimum impact. It is assumed that the policy will begin to haue 

effect when implemented. The implementation stage for eech of the 

policy candidates will be approHimetely four ysars. 
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POLICY TO POLICY MATRIX 

PC·3 pc· ... 

+50 +75 +75 

PC·2 +40 - 50 

PC·3 +25 -1 0 

PC-'" 0 

PC-5 0 0 0 

Maximum Impact (%change oj, or - ) 

::::::::: · ... . · ... . · ... . 
::::::::; 
: : : : : : : : ~ · ... . · ... . · ... . · ... . · ... . 
• I ••• · ... . · ... . · ... . · ... . · .... 
~ : : : ~: : : : · ... . · ... . · ... . · ... . · ... . · ... . · ... . · ... . 

:.: ... 

IMPACT 
TOTALS 

3 

3 

'IMPACTED' TOTALS 

PC-1 PC-2 PC-3 PC· ... PC-5 

PolicH Con .... er.ti .... 

, Analysis of the Policy Cross-Impact MatriH indicates that all fiue 

of the policy candidates would'haue significant impact on each other 

and the majority of the trends and euents. Howeuer, careful analysis 

indicates that one or more of the policy candidates would haue a 

disruptiue effect on the criminal justice system. 

'ali cg C •• ~id ete 1 

If PC-l were to be adop ted as a policy, it will be man ifested in 

the county pursuing a policy of charging cities for the full costs of any 
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seruice prouided by the county. The most eHpensi"e seruice prouided 

, • by Sheriff's Offices to cities is the housing of pre-arraignment 

prisoners arrested by city police departments. If PC-1 were to 

become policy it will haue a +100 percent impact on E-1 (Full Recouery 

of Pre-Rrrai gnment Ol!tentio n Costs from Cities). Full recoue ry of 

these costs will successfully increas~ the amount of general-purpose 

reuen ue; ho weuer, the mat riH ind icates the po licy wi II also incre ase 

the likelihood of E-4 by 150 percent as, the cities will attempt to 

recouer their pre-arraignment costs by refusing to respond to 

• 

• 

anyth ing less than bon a fided t han life threateni ng calls in the 

unincorporated areas. The leuel of municipal seruices prouided to the 

unincorporated areas will also increase (+100), howeuer, this increase 

might be short liued as the cities wiil increase their selectiue 

anneHation programs (+100); and, with the support of munic!pal-Ieuel 

poli ticians, the recall moueme nt di rected at co unty I elJel p oliticia ns 

will also increase by +100 percent. Importantly P[-l will impact T-4, 

(Loca I Gouernmentl,s Rbility to Pas s New TaHes to Support Public 

Safety), by -50 percent. This impact will be directly relate,d to th e 

perception of many members of the public that monies being raised to 

fund law enforcement will be spent policing the unincorporated 

islands and not their community and that taHes raised will be used to 

supplant and not supplement the law enfo rcement efforts. The latter 

is recognized in the +25 percent impact on E-2. 

Poli cy Candid ate 2 

If PC-2 were to become policy, it will be manifested by the 

reduc tion 0 f as much 0 f the Sheriff's Dep artmentl s operational 
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support seruices as possib Ie. As it will be difficult, if. not impos sible, 

to re duce the funding leuel of the Corre ctions Di uisions, all the 

reductions will haue to occur within either the Administration or 

Opera tions Di uisions. This restruc turing m i'ght ent ail a reduction in th e 

numbe r of detectiu es, a reductio n in training opportu nities, and an 

incre ase in spans of control. Anal ysis of the Cros s-I mpact MatriH 

indicates that PC-2 will haue 8 +40 impact on E~3 as there will be a 

marte d deterioration of the seruic e leuel OIJer a peri od of tim e. Citie s 

might be call'ed upon to pro uide dete ctiue se ruices but much less 

patrol se ruices to unincorp orated pocke ts wh ich decrease the 

likelihood of E-3 by 10. percent. PC-2 will increase T-3 by +50 percent . . 
as in the short run the quantity of seruice might increase but ouer 

time the lack of support will result in a qualitatiue reduction. PC-2 

will also increase T-4 and T-5. Because of the qualitatiue reduction, 

unin corporat ed ore as will be more incline d to support anneH ation. 

Likewise, citizen satisfacti!.m, as indicated in E-3, will manifest itself 

with an increase in the leuel of dissatisfaction with local politicians. 

Poli cy Candid ate 3 

If PC-3 were to become policy, it will be manifested by the 

Sheriff's Departme nt en tirely abandon ing m any traditional rol es. The 

Sheriff's Office would only attempt to prouide base-Ieuel seruices to 

those areas whic h are difficult and eHpensiue to police. The leuel of 

preuentiue patrol and community-based pOlicing actiuities prouided to 

the geographicall y iso lated and s mall unincorporated islan ds wo uld be 

drast ically reduced or eliminate d. A nalysis of the Poli cy Cro ss-I mpact 

MatriH indicates that this policy will impact eight trends or euents • 
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• Significantly E -1 will be ·im pacted by -25 percent. This is bas ed on the 

realization that the cities will be required to assist the sheriff's office

with prouid ing su pplement al seru ice to the unincorp orated islands. In 

spite of this ta ctical dec ision, not to pursue E -1, this policy will 

increa se the like lihood of £ -4 by 150 percent as t he cities w ill be 

calle d upon to allocate a higher I euel of th eir resou rces to co uer 

serui ce calls in the unincorp orated islands. The 10 wer seru ice leue I 

will result in an increase of [-3 by 125 percent reflecting citizen 

dissa tisfaction. The pressure applied by both t he cities and the public 

will result in higher support for recall mouements focused at county

leuel politicians (T-6, +90) R logical response by the political Board of 

Superuisors will be to separate the Sheriff's Department (£-6, +150) 

into two depa rtments. This separation will be an aUe mpt to d istanc~ 

• the Sheriff and hisl her dep ortment from the rest 0 f county 

• 

go uernme nt. 

Poli cy Candid ate 4 

I f PC -4 were to become po licy, it would be rna nifested by the 

Sheriff's Departm ent d ownsizi ng th e ope rational' diui sions of the 

department by shifting the deliuery of some seruices to other 

proui ders. -The Sheri ff will still be respon sible for prol,idi ng serui ce; 

howeuer, he/she would contract with the municipal police 

depe rtments whe neuer the polic e dep ortment s co uld prouide seruice 

more economically or efficiently than could the Sheriff's Department. 

The areas most sui table t 0 contra~ting will be the u nincorpo rated 

islands . 
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. The Policy Cross-Impact Rnalysis indicates that PC-4 will impact 

nine trends and euents. Most notable will be the impact' on [-3, [-4 

and T-3. ,Because seruice deliuery will be more efficient (T-3), the 

citiz en soti sfaction will increase, ,which will lessen the probability of 

a successful suH for equal police protection (E-3). [-4 will be 

impac ted by ~OO percent, as most of the is olated isl ands will be 

policed by the cities themselues. Because PC-4 will ameliorate the 

concerns of both the cities and the citizens in the unincorporated 

areas (I t follows that if the Sheriff did not haue to police the difficult 

and eHpensiue islands, the seruice leuel to the remaining 

unincorporated areas will increase), there will be less likelihood of [-

6 (-50 percent) as well as T -6 (-50 percent). 

Poli cy Candid ate 5 

• 

PC-5 will inuo lue the sheriff's 0 ffice act iuely see king to be a • 

prouider of law enforcement seruices to cities on a contractual basis. 

The sauings will be generated by the economy of size as the ouerhead 

costs will be spre ad ouer 8 la rge base. (This assume s that the 

Sheriff's Office will haue to eHpand to seruice the contracts.) PC-5 

will impact four e uents or tre nds. The imp act will be of a relatiu ely 

minor nature a nd the manner tha t those t rends an d euents will be 

impac ted will not nece ssarily be 8 posi tiue forc e for th e Urban 

Sheri ff's 0rfie e. Cities will onl y contract with the Sheriff's Office if 

they c an be assu red of rece iuing eith er a highe r leuel of law 

enforcement a t the same cos t as m aintainin g the city pol ice 

department, or the sam e leuel 0 f seruice prouided by the city pol ice 

department at less money. 'The adu antage in contra cting wi th the 
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count y for law enforceme nt seruice s is usually in fau or of the city as 

the county agrees to assume much of the ouerhead cost's without 

charg e to the cities. Under no circum stances w ill the county II make 

money" on a pOlice contract. PC-5 will haue a +25 percent impact on 

[-1 as the count y will be inclined to attempt to recouer costs from 

cities which are not contracting for police' seruices. PC-5 will haue a 

+25 percent impact on E-4 as cities which do not contract with the 

Sheri ff's Office are going to be more incl ined to be non -cooperat iue 

with t he Sheriff's Office which they now may uie w as a thre at to thei r 

own suruiual. [-5 will also haue a -25 percent impact on [-6 because 

as a condition of acceptance of contracting policy, the Board of 

Superuisors will h aue to eHpres s their confi dence in the continu ation 

of the Sheriff's Office in its present form to achieue the efficiency of 

size sauings. T -1 will be impact ed (-15 pe rcent) as booking f~es may 

not be collected from the contract cities resulting in less general

purpose reuenue collected. T-3 will be slightly impacted (-10 percent) 

as personnel wm be occasionally pulled from the unincorporated 

areas to couer emergencie,s within the contract cities. 

Disc ossion of PC-5 

None of the policy candida t2S impa cted ac tor [-5, (State Takes 

an Additional 25 percent of Property TaH From Counties). In the 

Cros s-I mpact Rnal ysis [-5 im pac ted three euents ond three trend s. 

As discussed, the future of the Urban Sheriff's Department will be 

shape d by t rends and euen ts ouer which the She riff's Departme nt can 

eHert Ii ttle control. E -5 is an eHampl e of such an euen t. No policy 

promu Igated by 10 cal gou ernment can p reuent the st ate f'rom suc h 
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unila teral ac tion as depicted in E -5; howeu er, what the 10 cal 

gouernment 0 fficials can do is de uelop strategic pl,ans to mini mize th e 

impac t of thes e types 0 f euents if they should occ ur. 

De .. eloRing Rlte..-natiue Strategies 

Four alte rnatiue strat egies were deuelop ed ut ilizing' a Modifie d 

Polic y Delp hi tech nique. The techniq ue inuo lues a panel' consid eration 

of the iss ue, th e situa tional analysis, and policy alterna tiues, designe d 

to impact the future in a desired method. The Modified Policy Delphi 

panel membe rs were drawn from the membershi p of the Modified 

Conue ntional Delphi panel and 0 thers i.v ho hau e a first-hand 

knowl edge of the stud y area. The pa nel membe rship wa s as follows: 

, Mr .. Merle Frrm Ie 

Mr. Marti n Krauel 

Mr. Ronal d Brooks 

Mr. Joseph Hernard 

Mr. Jose ph F ranzoi a 

Director, San Cruz County Criminal Justice 
Council 

Inspector, Santa Cruz County District 
Attorney's Office (22 years municipal law 
en forcem ent) 

Commander, San.ta Cruz County Narcotics 
Task Force 

I nsp ector, Sonta Cruz Coun ty Di strict 
At~ orney' s Offi ce 

Inspector, Santa Cruz County District 
Atto rney's Office, Retired police officer (27 
years law enforcement eHperience, county 
ond muni cipa~ leuet) 

The group was prou ided wi th the written instru ctions before the 

meeting (AppendiH C). The panel utilized a round-robin technique to 

discu ss the uario us stra tegies which the group me mbers had 

• 

• 

deueloped independently. Utilizing a numerical scoring scheme four • 
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• strat egies were id entified as those which ha d the greates t pote ntial 

for achieui ng the future descri bed eaflier in the normatiu e scen ario. 

n pro-con analy sis an d sta keholder perc eption was then d euelope d 

for each strategy. Each of the four selected strategies will be 

described. 

Prop-osed Strategy A: Effectiue duly 1, 1994 the county will 
charge cities for pre':' arraign ment ho~si ng cost for holdin 9 
cit y pris oners. 

Strat egy n in uolues collection of an enhanced fee (two to thre e 

times the amou nt of th e current booking fees from cities for pre

arraignment housing of their prisoners). The purpose of the collection 

of the fee, in addition to generating much-needed county general

purpos e reuenue, will be to make the City of San Juan anHiou s to find 

a way to offset this new additional charge. The measure will not take 

• effec t until the begi niling of fiscal year 1994/95. Collectin g these 

funds will be for the specific purpose of enhan cing sheriff's pat rots in 

other unincorporated areas of the county and enhancing countywide 

sheriff's seruic es (e.g. countyw ide nafcotic s an d inu estigat ions units). 

EHces s reuen ue coli ected with be used to finan ce crim inal ju stice 

endea uors. The City will be offered the opt ion of prouiding se ruice to 

the unincorporated islands in lieu of paying the new fee. 

• 

There are se~eral argume nts in fau or of t~i s strategy. Since the 

measure will not take effe ct until the beginni ng of the fiscal year in 

1994, there will be suffiCient time for city/county negotiations to 

ameli orate the negatiue impact of the strateg y. I n order to red uce 

additional charges to the City, the Chief of Police will be anHious to 

deuelo p a plan to mit igate the ne w cost. Shoul d thee City opt for 
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payi ng the addit ional fees instead of p atrollin g the uninco rporated 

areas without charge, then the addition a I fees c an be us'ed to 

mitig ate the costs of prolJiding patrol to th e uninc orporated areas. 

Strat egg A has the pot~ ntial of either delJ eloping a new' source of 

relJen ue or p rOlJiding a metho d of sh ifting the respo nsibility to th e 

city to perform fun ctions that had preuio usly be en perfo rmed by the. 

county. 

In order for Strategy A to be implemented, the Sheriff will halJe 

to gain the support of the Boord of SuperlJisors and possibly the state 

legis lature, to enact the nec essary enabling ordinance or law. The 

concerns that will be 1J0iced against the strategy will come chiefly 

from the City of San Juan. The City will IJ iew the strate gy as 

.. blac kmail ll and may attemp t to ret~liate by abruptly refllsillg· to 

• 

COlfer calls in the unincorporated area. The City will also perc,eilJe the • 

enhanced fees as the county attempting to take unfair adlJantage 

and, if app roached with a contrac t propos ai, will retali ate by charging 

a hi gher ra teo 

Stakeholder Perception: There will be a city/county partisan 

dilJis ion amon g most of the stakehol ders. The Board of Su perlJisors 

and the Chief HdministratilJe Officers will be lJery supportilJe of the 

imp Ie mentation of thi s strate gy. Th eir supp ort migh t not be olJert, 

preferring 'to allow the Sheriff, a powerful political actor in his own 

right, to take the olJe rt lead role in. i mplementin g astra tegy whic h 

will either reduce county costs or generate new relJenue. City/county 

relations are nelJer good, and Strategy A offers these stakeholders 

the 0 pportunit y to halJe the Sheriff spearhead the raid on t he city 

treasury. 
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• The San ~uan Chief of Police, City M~nager and City Council will 

uiew this me asure as a well-orchestrated rai d on the city coffers. 

They will resist the im plementat ion ba sed on their legitima te bel ief 

that th e cost of hou sing inmate s is a ~ounty and not city eHpense. Th e 

option of prolJiding serlJice in lieu of paying the housing fee will 

somew hat amel iorate the oppos ition to the measure. The Ch ief of 

Polit e will recogniz e this as an 0 pportunit y to e Hpand hi s jurisd iction. 

The City council and manager will recognize this as an opportunity to 

enhan ce the ci ty's repu tation in its sphe re of in fluence. They 

recognize that this will be helpful in future efforts to anneH any high 

ualua tion areas wh ich halJ e high assessm ents in to the city. 

The labor of both the police and sheriff's de partments will 

oppos e this measure. The POR oppositi on will center 0 n the in creased 

• worklo ad if the 0 ffsetting option is a ctilJated. I f the opti on is not 

adopt ed, the P OR will be concern ed with t he impact on the police 

• 

budge t. Th e OSR, although supporting the enhenc ed housi ng fees, will 

oppos e the mea sure as 0 SR will re cognize t he dual thrust of the 

measure. The OSR will be con cerned with the loss of jobs. 

The citizens of San Juan and the unincorporated islands will be 

lJery anHious concern ing the potenti 01 for a dimi nishment of the lelJel 

of police protection that they receiue. 

Good gOlJernme nt grou P$ will support the co ncept of the city 

proLJi ding serlJice to the un incorpora ted isl ands as they will uiew the 

measure as an efficient serlJice deliuery scheme. They will oppose the 

enhan ced hou sing fee s and they will lJiew the me asure as prolJid ing 

on ineffi cient bureau cracy with more discre tionary taH money • 
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Pronosed Strategy B: Contracting with the City of San duan 
to proui de patrol serui ces to t he un incorpo rated islan ds 
located within the City·s sphere of influence. 

This strategy inuolues the qmmtitatiue and qualitatiue analysis 

ot'l) the leuel of seruice prouided to the unincorporated islands 

(~i'cated within the city's sphere of influence to establish current 

serlJic e lelJel an d 2) the sheriff's costs for th e prouidin 9 of law 

enforcement seruices. In additio n, 8 cost analysis will be made to 

dete rmine the county cost, eHC luding admin istrati lJe 0 uerhead, of 

deli lJering lam e nforceme nt se ruices to th e area s. 

" 

• 

This information will be prolJided to ·the City of San Juan and the 

surro unding ci ties and they will be ask ed to su bmit a C ompetitiu e bid 

to furnish the sa me leuel of seruice to the "islan d~~. II The co ntract will 

be awarded to the lowest bidder. (For the purposes of this stUdy, it is 

assum ed that t he City 0 f San Jua n submitt ed the 10 west bad.) . Bec8us e • 

of the un certaint y inuo lued in esti mating inuesti gatiue costs, the 

Sheriff's Office will continue to prouide inuestigatiue followup for 

crim es co mmitted in the unincorp orated areas patrolled under 

contract by the ,City of, San Juan. The Sheriff's Office will establish 

stri ct pe rformanc e req uirement s wit h esc ape c louses for both parties. 

I t is antiCipated that the c i,ty can pro uide the so me leuel 0 f 

serlJi ce to these area s at si gnificant Iy lower cost t han the current 

Sheriff's costs. The cost of the contract will be absorbed by the 

Sheriff's Office from personnel s8lJings deriued from diminished , 

staffing requirements. The reduct ion in st8 ffing will be only at a leue I 

suffi cient to generate th e sauin gs nec essary to sati sfy the contract 

costs. Bee ause of the hig h staffing requ irements necessary for the 
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Sheriff to prouide seruice to these areas, some deputies, will be 

~mailable for assignment to patrol the other unincorporated areas of 

the county. 

The most coml11 elling argument in fauor of this strategy will be 

the i nuoluement of ithose citizens who will be most effected. In orde r 

to prol.lide a forum 110r citizens to eHpress their uiews and be a part of. 

the process, a qual U\atiue analysis will be peno rmed wh ich mill 

inuolue surueying the people who liue in the affected areas. The 

analysis will establish how much, or little, seruice the Sheriff is 

prouiding to the un.ncorporated areas.' This analysis will gil'e San 

Juan Police Department the upportunity to deuelop an accurate 

estimate of what city costs will be to prouide the desired seruice 

leuel to un incorpora ted isl ands. The imp lementat ion of S~rategy B will 

demo nstrate the Sheriff's co mmitmen t to the micro mission 

statement. 

There may be seueral n~gatiue aspects of Strategy B. Citizens 

liuin g in the uninc orporated areas will re alize th at they are re ceiuing 

an inferior I euel of police s eruice when comp ared with the Ie uel 

prouided to city residents. The San duan Police Deportment may 

utili ze the opportunity to ou erestimat e the tlssoei ated costs 0 f 

deliu erg of law enforcement seruice s. Be cause 8 number of dep uty 

sheri ff pos itions will be elimi noted, the de partment 's morale may be 

aduersely affected.. Some uery highly-qualified deputies may leolJe 

the department seeking employment elsewhere. 

stat ebolde rs percept ion: The 9 Dod go uernment group s will be 

uery supporti ue since they w ill perc aiue the measure as an 

• opportunity to enhance the efficiency of gouernmental seruice. 
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Citizens fiuing in the unincorporated areas will uiew this as an 

opportunity to eHert ressure on the county to ensure that the y 

rece iue adequa te police seru ice. 

City gouernment of San Juan may use this a s an oppo rtunity to 

inflate their cost of deliuering seruice to the unincorporated islands. 

Contra cting will put the city in a be tter posit ion to ann eH the 

profitable unincorporated areas into the city. The city manager may 

also belieue that the city may make a profit on the contract. 

The Ch ief of Poli ce will be supportiue as one of t he foresee n 

effet ts will be a late ral trans fer of some quali tied depu ty sheriffs to 

the San Juan Police 0 epartment. He will also se e this as an 

opportunity to increa se the size of the de partment. The increase d 

size of the department may resu It in th e city e Hperienci ng an 

econo my of scale sa uings a nd a re duction in the departm ent's 

oue rhead costs. 

The police labor organ izations Pl.~m percei ue thi s meas ure 

differently. The POR will see this as an opportunity to demonstrate 

the efficiency of their organiza tion and to increa se the size of th eir 

department. The OSA will be concerned with the loss of deputy sheriff 

jobs and also with -the establishm ent of a precedent that cou Id lead to 

the contracting with cities to prouide law enforcement seruices to all 

of the sheriff's patrol areas. The DSA's will uiew the consequences of 

the strategy as not only reducing the number of deputy sheriffs but 

also reducing the law enforcement role of the department. I n the OSA 

uiew, the diminishment of the law enforcement role will haue at least 

two serious consequences. The most obuious is that most deputy 

sheriffs uiew themselues as peace officers and not correctional 

85 

• 

• 

• 



.. 

• 

-~- --- -----

. office rs. Maint aining thi s self ima ge is uery important to many. R 

diminished law enforcement role may also aduersely affect theOSR 

futu re sal ary n egotiati ons with the cou nty. 

The 0 S8 will perceiu../-, the anal ysis as inadequate. Their positio n 

will be that by it s narrow fo cus on the deliuery of patrol seruices the 

analysis, will not take into account the many seruices that the 

Sheriff's office prouides more efficiently than the city polic~. The OSR 

will point to the 'greater efficiency of the sheriff's inuestigations and 

narcotics bureaus, seruices that ,cities rely upon to supplement their 
, 

own efforts. The OSR may ut ilize the 8 nalysis period as an 

opportunity to directly lobby with the publi c to rna intain t he statu s 

quo. The OSR, a ue ry powerful actor on the local pout ical lauel, may 

choos e to us e its co nsiderabl e politi cal clou t to co unter th e 

implementation by encour~ging both the Board of Supervisors and the 

citiz ens liu ing in the un ir:;orpora ted are as to oppose the 

impl ementa tion of the strat egy. 

The Sheriff will be concerned that the results of the qualitatiue 

analysis will reflect negatiuely on his department. This concern will 

be offset by the fact that the purpose of the analysis is to improue 

efficiency and seruice. He will also be concerned with the aduerse 

effe ct on the department's moral e •. 

The ci tizens of th e City 0.1 Sa n duan will uiew this s tr&tegy with 

some degree of suspicion. They will be concerned with the fact· thaJ 

their seruice leuel may be decreased as city offi cers are diuerted to 

handle calls in. the unincorporated areas. 

CHP management will be support iue of the propo sal as long 8S 

• their obligation to prouide traffic enforcement is not affected. 
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Pr-oD used Strategy [: [iti~s proDi de se rDice to • 
unincorporated islands without charge. The Sheri.ff 
redeploys 'deputies who hod formerly been assigned to patrol 
thes~areos to countywide units (i.e., narcotics/major crimes. 
tas Ie: force s) 

Inuestigation of narcotics/major crimes requires highly-trained 

and well-equipped units. Major inuestigations frequently cross 

juris dictional boundri es. No ne of t he Urban County· s cities are 10 rge 

enough to estabUih credible narcotics/major crimes units. There has 

been an effort for the past few years to establish a countyw ide 

norco tits tas Ie force. Fundin g has been prob lematic. Under 

strategy C, ti1e City of San Juan will determine th,e minimum seruice 

leuel and proui de, wi thou t cost, .t hat leuel of seruic e to the 

uninc orporate d pocke ts loco ted wit hin its sphere of influence. Th e . 

supplanted deputy sheri ffs wi II be assig ned to coun tywide 

narc otiesl major cri mes task forces. 

Seue ral i mproueme nts w ill result from the implemen totion of 

Strat egy C. The stra tegy will increas e the nu mber of deputies 

assigned to inuestigations. RII of the count!fs citizens will benefit by 

the creation of nareot ics/major crimes units. Because there will be II 

tradi ng of seru ices, there will -:-ot be the ne cessity of an inter-

goue mment 01 t ransfe r of fu nds. 

Poss ible n egatiue effect s may resua t from the impleme ntetion of 

Strategy C. First, there will be no way of knowing if the eHchange of 

serui ce resp onsibili ty was equitab Ie. Rddition ally, t he Sheriff will still 

be responsible for follow-up inuestigations of any crimes committed 

in the areas once patrolled by the Sheriffs Department. Further, 

• 

neith er the city no r the Sheriff's Depart ment will haue an enfo rceuble • 
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contract to ensure a minimum return. If'the Sheriff was unhappy 

with the quanti ty or qua lity of the seruic e prouided by the police 

department, 'it would be politically difficult to terminate the 

agree ment as it would al so result in the ·t ermination of the 

narc otics/ major cri mes task forces. 

5ta keho Ider- Pe n:ep tio.n: The county Board of Supe ruisors . will 

be sup portiue as the creat ion of a narcotics t ask force will serue all 

of the board's co nstitue ncies. 

San Juan's ci ty gouernment wi II be ue ry suppo rtiue of this 

strategy. The performance requirements pertaining to patrol seruice 
. . 

lelJel will be uery ne bulous. The city's own police de partment's 

narcotics effort will be supplanted by the county's task force. The 

count y will ace ept all of the liabi lity inuolued in ope rating a t a~k 

force . 

The Ch ief of Poli ce will be s upportiue of this strategy as hi s 

department wi II only be requi red to d eliuer a 'minimum leuel 0 f seruic e 

to the unincorporated pockets. This minimum seru~ce may be 

accom plished without the necessit y of additional staff. In addit ion 

the police departm ent is relieue d of the re sponsibil ity of mainta ining 

a narcotic s unit. 

The Sheriff will not be supportilJe since his department will be 

takin 9 on new re sponsibi lities without additi onal fu nding. The 

unincorporated islands will still be his responsibility; howeuer, with 

this st rategy he wi II not be abl e to direct the leuel of s eruice 

prouided. 

The PO A will not support t his strate gy as they will beli eue that 

• the departm ent will be required to co uer the addit ional j urisdic't ion 
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witho ut additi onal staff. The POA will also be concerned with 

disbanding of the police department1s narcotics unit. 

The OSA will be concerned with the establishment of a precedent 

that could mea d to the contractin g with ci ties to p rouide la w 

enforcement seruices to a II of the sheriffs patrol areas. The OSA will 

be in falJor of the creation of a countywide narcotic~ task force

howeu er, not at the cost of deputy sheriff patrol positions. 

The CHP will be neutral, belieuing that their agency will not be 

afte cted by the implem entation of this strategy. 

The citizens 0 f San Juan will be concerned that the ir seruic e 

leuel will be diminis hed. I f the pol ice depa rtment ca mpaigns for 

accep tance, stressin g the minimal seruice to be prouid ed and the 

benefit of the creation of the narcotics task force, the !:itizens may 

support the strategy. 

The citizens in the uninco rporated pockets will not supp ort thi s 

strat egy. Th ey will uiew the strategy 8S impo sed upon them without 

consultation. They will belieue that their seruice leuel will be 

diminished& They will be concerned with accountability. 

The good gouern ment group s will be in fauor of this strategy 8 s 

it ap pears to be a mo re effici ent utili zation of public resources. 

Prono sed St rategg 0: Sheriff utiliz es his politi eal .:Iout to 
urge the s tate I egislature to enaet a' state laID foreing eities 
to prou ide law enforcement seruices to their un ineorpo rated 
spb eres of in fluene e. 

Sheri ffs are freq uently one 0 f the most powerful count y-Ieuel 

politicians. This strategy inuolues the Sheriff utilizing his political 

power to pass !I state law requiring cities to prouide law enforcement 

serui ces to their spheres of influence. , 
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The 0 buious arg ument in fauor of St rategy D w ill be the t cities 

will be force d to pro uide seru ice to their sphe res of i nfillenee without· 

cost to the county. 

Unfortunately, many cities will resist the s trotegy because of 

the additional costs i nuolued. 9dditio nally, th e sheriff will lose a 

great deal of discretion if he g iues up part of his area 0 f influence. 

Stakeholder Pereeption: There will be uery few stalceho Iders 

who will support this strategy. Cities will feel that they are being 

forced to prouide seruice. Neither the county C"O or the City Manager 

will support the strateg y because the stat e will be come a pa rty to th e 

negotiations. Many of the other sheriffs will become "snaildarter" 

stalceholders opposing the law because it will aduersely affect their 

operat ion. The Sheri ff may also oPP ose the law in its final form if it 

infri nges on what he belie., es is his eHclu sil1e po wer doma in . 

Sele etion of the S trategg for Stra tegie Plan PurRos es 

The selection of the strategy for strategic planning inl10lues the 

analy sis of the pros and cons of e 8ch of th e proposed strategie sand 

an assessment of the degree of support that the strategy will receiue . . 
from each of the sta Iceholders. An important consideration is the 

forec ast of trends and euents deue'op ed during the Modified 

Con (Jenti onal 0 elphi. 

The Sheriff as an elect~d official is concerned with seruicing all 

of h i~ cons tituents. Prou iding law enfo rcement seruices to the 

unincorporated islands is only one of his many responsibilities. The 

Sheri ff will no t want to alienate the San Ju an ciuil leaders be cause of 

the political dimensions and also importantly the Sheriff needs the 
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cooperation of. the city on a number of other important issues. For 

these reasons the She riff will not wan t to ac tiuely ca mpoign to 

incre ase city fees. Th e sheriff will lik ely' rejec t propose d Strateg y R 

for these reas ons. . 

Propo sed Strate gies C an d 0 must also be rejected. These 

strat egies will forc e the Sheriff to aban don his respons ibility to 

estab lish and m~intai n the leuel of lawen forcement serOice in th e 

unincorporated islands. The Assumption Map indicates that the Sheriff 

will not be willing to compromise on issues of sharing what he uiews 

as his eHclusiue power dom ains. Strategy C al so will Ie aue an 

important c onstitue ncy ang ry wit h the Sheriff for not inu oluing them 

in decisio ns whi ch directly affect their commun ity. 

Proposed Strategy B is the strategy which has been ~elected as 

• 

the b~sis for further strategic planning. Strategy B is an honest, • 

straight forward approach to the problem. The strategy is probably 

more difficult to impl·ement because, for it to b~ successful it requires 

a hi gh leue I of c ooperatio n among stakeh olders. Althou gh the 

requi red leuelof cooperation is a threat ,it i§ als 0 an oppo rtunity. 

Strategy B offers an opportunity to bring together all of the 

stakeholders and' gain their insight and input into the planning 

proce sSG Strategy B offers gouernment an opport unity to redefi ne its 

purpo se by steppi ng away from its t ra'dition 81 paro chial posture and 

adopt ing 8 philos ophy wh ich in cludes seruing the broader public good 

as the cornerstone. For a successful implementation, local 

gouernment w ill nee d to allow ,ci tizens liuing outside their pOIi1ica I 

boundaries to haue the same influence as those citizens liuing within 

the City. The cornerstone of the strategy is cooperation among all • 
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parties. To achieue cooperation, all stakeholders will haue to haue 

• the 0 pportunit y to haue input into the final form that th e strate,g y 

will take. The approa ch to eac h stakeho Ider will be cons tructed to 

mOHimize the stakeholder's return. 

• 

'. 

Implementation Plan 

Th~ Sh eriff is pro posing (I con tract with t he City of S an Juan to 

proui de pat rol se rlJice to the unincorporated island s as a comp onent 

of a strategic plan deu eloped by the Sheriff's Offi ce to en's ure the 

Sheriff's ability to satisfy his constitutional responsibility to prouide 

law enforcement seruice to the unincor~orate~ areas of the county. 

It mus t be stres sed that t he Sheriff is not abd icating his 

responsibilities in fauor of the cities. The implementation of the 
j 

, contract strategy will enhance the Sheriff's ability to fulfill his ether 

con stitu tiona I re spons ibili ties . 

Succ essful implem entatio n of the contrac t strategy requires: 1) 

a program within the Sheriff's Office to ensure the support of the 

strategy by DSR, 2) the establishment within the Sheriff's Office of a 

contracting unit which has the responsibility ·to perform the cost 

analysis, establish contract performance measures and ouersee 

contract compliance, 3) the establishment of a city/county task force 

composed of the Sheriff, Chief of Police, Mayor, Chairman of the Board 

of Superuisors, County CRO and City Manager, 4) the establishment of 

a law e nforcem ent working commit tee composed of stoff- rank police 

and sheriff's officials, 5) the establishment of a task force composed 

of citizens liuing within the City's sphere of influence, 6) the 

estab lishment of 8 leg al unit within t he county counsel and city 
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attorney's 0 ffice to draft the act ual contract an d later enforce 

performa nce criteria. 

fteli on Plo 0' ond Time Lines 

The strat egic plan require s the fiu e imp lementat ion componen ts 

be successfully addressed in sequential order within an established 

time line. 

Ensuring the Support of the 8Sft 

Ii me: Begin s immedi ately and has a duration of one year 

Step s: To achi eue the succes sful im plementa tion of the strategic 

plan the suppo rt of the men and women of t he deport ment must be 

gained. This stakeholder group, represented by the DSR, is arguably 

the most important of all of the stakeholder groups. It is this group 

whic h will most aduers ely affected by th e cont racting strate gy. 

The micro-mission statement of the department eHpressly 

direc ts the departm ent to contract with other a gencies in tho se case s 

where other agenci es can deliuer serui ce more effici ently t han can 

the department itself. Contracting with others to prouide seruice 

th'at the department hos ,"historically prouided" could result in 

person nel reductio ns. Thi$ is an obuious con cern of the 0 SR. The 

implementation of the micro-mission statement may result in the 

downs izing 0 f the d epartmen t. Downsizin g, if not hand led correctly, 

can haue a disastrou s affect on a departme nt. 

Membe rs of the organizat ion mu st be brought toget her an d 

colle ctiuely educated to th e point where the maj ority wi II ogre e that 

striuing for the future described in the nominal scenario is the most 

• 

• 

desi rable future for the department. • 
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The opport unities creat ed by imple mentatio n of the micro

mission statement must be stressed. Delegating the responsibility to 

prouide seruice to the unincorporated islands to the cities will free up 

sheriff's resources which can be reassigned to improue seruices 

elsew here. Rssuming that there wi II be relatiue Iy few deputies who 

cannot accept the micro-mission statement, then those deputies must 

be encoura ged to late ral~y transfer to other departm ents i ncludin g 

the San Juan Police Ot"partment where they will be able to accept the 

dep artme nt's missi on. 

The Sheriff and membe rs of t he cornman d staff will me et with 

DSn leadershi p and de uelop a joint approach to gain acceptanc e of th e 

micro -mission statem ent by the rank an d file. Out side co nsultants 

will be brought in to co nduct team building workshO!JS on all I euels of 

the organi zotio n . 

Establishing a tontract Unit 

Time: Begins in SiH months and has a duration of .one year 

steps: The Sheriff will direc't the formation of a contract unit: The 

unit will be headed by the Undersheriff, who will haue the 

respo nsibilit y of staffing the unit wi th swo rn ~nd ,non-sw orn 

perso nnel. The unit's person nel mus t phil osophically su pport the 

conce pt and possess eHperti se in program elJaluot ion. The uni t's 

mission will be to: 

• 

• 

Estab fish the current leue. of serui ce proui ded by the 
sheriff's office. 

Establish the leuel of citizen satisfaction with the leuel of 
seru ice p rouided by the Sheriff's Dep ortment • 
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- Estab lish the actual cost fo r the Sheriff Departmen t to 
prolJi de the current leuel of seruice. 

- Deuel op· (:I cost estimate for the ci ty to prou ide the same 
leue I of seruice for negolia tion purposes. 

- Deue lop pe rformanc e mea sures for in clusion in the fo rmal 
contract wi th the city. 

-Identify the minimum number of patrol positions that will 

haue to be eliminated to generate sufficient sauings to 
fund the contract. 

- Deue lop a redeployment plan to 0 ptimize the deployme nt 
of the dep uty she riff po sitions formerly assign ed to patrol 
the II islands II and no t elimin ated to fund t he contract 

Establishing a City/County Taslc FOl"ce 

Time: Begins in nine months and lasts until the strategic plan is 
suc cess fully imp Ierne nted 

Steps: The Sheriff must talee the lead role. He must communicate to 

both county and city eHecutiues (both appointed and elected) the 

detai Is of the proposed strategy. The tasle force is composed of 

elect ed and appoi nted hi gh-Ieuel deds ion mak ers. The task force will 

ident ify the concerns of the ae tors inuo lued. I ssues tho t cannot be 

resolued by the task fO.fce will be referred to the Sheriff's contract 

unit or t he city staff fo r research and report. The tas k force goal is to 

ens~re broad-based support for the strategy. Obuiously, if the 

suppo rt of the city co nnot be gained, th e strateg y cannot be 

implemented. 
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Est oblish ing oSlo ff-Le Del Work ing Com mittee 

Time: 12 Months to 18 months. 

steps: The, staff-Ieuel working committee wi II be respon sible to 

ensure a smooth transition from the Sheriffs potrol~ to city's patrols , 

of the area. The committee will: 

• Esta bUsh re portin 9 guidel ines. 

• Establish procedures for forwarding reports'to the sh'eriff's 
inu estiga lions unit. 

• [sta blish formal· grieu ance reso lution procedure s. 

• Once the cont ract has been app roued by all parties the 
comm ittee will h Hue th e resp onsibili ty of ouerse eing the 
eHec ution of th e con tract. 

Establishing a Community Task Force 

, Time: Begins immediately and continues until the community is 
sati sfied that their concern s haue been addre ssed 

steps: For the plan to be successful, the support of the persons 

liuing in the unincorporated islands m~st be gained. The citizens must 

feel inuolued with th e impleme ntation of the plan. Th e Sheriff's 

Depa rtment must sponsor commun ity fo rums to eHpl ain to the 

citiz enry the purpose of the strategy and ass ure them that th e Sheriff 

is committed to ensuring their neighborhoods receiue adequate law 

enforcement seruice. The se foru ms will prese nt an opportun ity for 

the contract unit to establish the leuel of satisfaction with the 

seruice curr~ntly prouided by the Sheriff. Staff leue.1 representation 

of the police department will be included in the forums to eHplain the 

• rela tionship betwe en the city and islands. 
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Establishing .. Legal Unit 

Time: Nine months 

Steps:. Establish within the county counsel office and the city 

attorney's office a unit responsible for drafting the contract and later 

enfo rcing its prouision s. 

FiH ing Resp o~sib Uit y 

To insure the implementation of the contract strategy, important 

tasks must be identifi ed and th e respon sibility to carry the task s out 

must be fiH ed. Th e RA S I (Respo nsibili ty-Appro ual-£up,po rt-inform) 

techn ique is utilized to ens ure that all co ncerned parties are 

. appro priately notified of each task., 0 nly the c ritica1 a ctors are 

included in the chart. An actor has either responsibility for action, the 

authority to approue/ueto action, support an action without ueto 

authority or must be informed of an action without ueto authority. 

Hego tiatin 9 Rccept once of the S troteg y 

This strategy was deu eloped by the Sh eriff to enable the 

department to satisfy the constitutional requirements placed upon 

the elected county sheriffs. For the strategy to be successful there 

are cert ain compone nts which are non-negoti,a ble: 

• The Sh~riff will not be willing to negotiate issues which he 
uiews as his eH clusilJe power domain. 

• The police department must prouide the seruice at its 
actua I costs. Rd ministrat iue oue rhead costs mu st be held 
to a min imum. 
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RESPONSIBILITY (RASI) CHART 
. 

ACTORS 

Decision Sheriff C'JO Project DSA Chief of Chair Mayor City 

or Acts Manager Police Board of Manager 
Sups 

Develop A I R S I 
Strategy 

DSA Support R R A 

Est' 
!contract 

A S R I 

Unit 
Est' City/Co 
trF 

A S R A S S A 

lEst' Staff A I R I A S S A 
Level 
!comm't 
Est' A I R I I I 
!community 
trF 
Est' Legal A A R A S S A 
Unit 

~pprove 
~ontract 

R A I A j.\ A 

Legend 
R = RESPONSIBILITY for action (but not necessarily authority) 
A = APPROVAL (must approve; has power to veto the action) 
S = SUPPORT (must provide resources, but does not have to ag-ee to the action) 
I = INFORM (must be informed before action, but cannot veto) 
BLANK = Irrelevant to that particular action 

• The seruice leuel must meet or eHceed the leuel currently 
proui ded by the Sheriff's Offi ceo 

• The method utilized by the city to determine costs must be 
. auail able fo r analy sis by the Sh eriff's contract unit • 
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• Any sauings generated by the strat.eg y be ap plied to 
enho nce patrol serui ces for the remainin g uni ncorporated 
areas. 

The Sheriff will a IItlw neg otiation fleHibi lity in the fo lIowing areas: 

• Types of unit s assign ed to prouide seruice (e. g., The 
Sheriff's Office does not h.ope community seruice officers. 
The She riff will al~ ow the use of C SO to take th e same type 
of reports they currently take for the police department.) . . 

• I ncl usion of t he un incorporated islands in communi ty 
programs sponsored by the pOlice department. 

Sta keho Ider Pos ilio os 

To successfully ne gotiote ~he ac ceptance of the stra tegy an 

asse ssment of the st akeholde r's p erceiued posit ions on th e stra tegy 

must be made. The p erceiued position of ten s takeholde rs has been 

id enti tied. 

[ouo ty Board of S uperui sors 

The Board 0 f Superuisors will re quire th at all mandate d serui ces 

be fully funded. The Boa rd will also in sist that the co st of the 

contract be funded out of the Sherif'ils budget. The Board can also be 

eHpected to act in the pOlitical self-interest of the indiuidual 

members. 

The Bo ard will ble willing to allow the Sheriff to apply any 

sauings to other patrol areas. The Board will also be willing to allow 

the Sh eriff to increase his political power if they belieu e that it will 

serue the public good. 
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Oep uty Sheriff's Os soeia lion (OS R) 

The OSA will insist that the County commit to continued 

employment of all members of the Organization and that Sheriff make 

a co mmitment that the Sheriff's Office is not abandoni ng its law 

enforcem.ent role. 

The OSA will be willi ng to accept the loss of a minimal numbe r of 

positions if the positions are eliminated through attrition. 

[01 iforni II Highwo y Patrol (CHP) 

The CHP will insist on mainta ining original ju risdictio n on all 
• 

traffic matters in alt unincorporated areas. HowelJer, the CHP will be 

willi ng to accept the cUy pOlice prolJidi ng the same en forcement lelJel 

as p rOliided to the city res idents. 

Cou nty Rdm inistrotiue 0 fficer (CnO) 

The CAD will insist on enforcing the terms of the contract with 

the city. She will require documentation of all charges to ensure that 

the costs do not eHceed the costs of the Sheriff prolJiding same 

serui ceo The CRO will also in si:st on the delJeD opment of performa nce . 

. standards and documentation that the standards' halJe been met by 

the contra ctor. 

The CAD will be fleHible in determining if the sOlJings generated 

by the implementation of the strategy can be utilized by the Sheriff 

to enhanc e pa trol serlJice s el sewhere. 

City MaHag er of San duan 

The City Manage r will ins ist that t he cost 0 f prolJidin 9 serlJices 

does not eHceed the relJenue generated by the contract. He will also 

• requi re the contract either allow th e city to estab lish the minimu m 
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staffing Ie uel or haue the county eHecute a ho Id-harml ess ag reement 

prouiding the city indemnification for any taHpayer suits' pertai.ning to. 

serui ce leuels. The Ma nager will also re quire the ,contract be short 

term with an esca pe clau see 

The Manager will allow the Chief of Police to l1etermine the 

serui ce deliuery method a s long as the cost of the ,fme thod does not 

eHceed the reuenue generated by the contract. 

Sen dueo City ,Couoe il 

The City Council will insist that the police seruices prouided to 

the citizens of Son Juan are not reduced and that the contract cover 

all city cost. The Counei I will also hlSis t that the City sh are in the 

polit ical rewords for enhoncin g the s eruice to the city's sph ere of 

influence. 

The Council will be willing to accept only a uery marginal 

redu ction of response tim e und er s orne c ircumst anees. 

Goo d GODe romen t Grou ps 

The Good G ouernrnent Groups will insist that th e contrac·t 
" 

impro ue oue r-all g ouemmen t effic iency. These groups wi!! focus on 

cost, howeuer, they will accept higher cos t if the result is greater 

effic ienc y. 

SaD dueo Police Officers ftssoeiatioo (POR) 

The PO R will ins ist that t he city re cognize th at the pol ice 

department is accepti ng new responsib ilities. The POR will require a 

study to dete rmine if additio nal staffing is required to seru ice the 

addiUonal areas. If the study indicates that additional officers are 

• 

• 

neces sary, the POR will insist that the city co mmit to h iring ad ditionol • 
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staff. If deputy she riffs are accepte d into t he police departm ent the 

POR will insis t that th ey must enter the department at the police 

offic er rank regardles s of the positio n held in the Sh eriff's 

De partme nt. 

. The POR will be a nHious to eHpan d the departme nt's jurisdiction 

and therefore w ill not insist on increasing the staffing ,euel if an 

intre ase is not justified by t he stu~y. 

[om muoify Leaders in Boineo rporat ed -. slaod· Rre as 

Lead er~ represen ling the resident s of the uninco rporate d isl ands 

will insist tho t the they be consul ted on all matters with affect their 

commu nities. They will dem and that seruice prouide d to th is area s 

not be reduced as a result of the contract. Howeuer, these leader will 

support the proposition as long as their interests are maintained as u 
, 

• prio rity by the Sheriff's Departm ent. 

• 

Sao duao Chief of PoBie e 

Rs his department is assuming responsibility for patrolling the 

areas within the city's sphere of influence, the Chief will insist on the 

authority to establish minimum staffing leuels and determining how 

the seruice is to be p rouided. The C hier will als 0 insist that the pOlice 

department's budget be enhance to offset any additional costs. In 

addit ion th e Chief will require that the co ntract include performance 

measu re,s fo r the Sheriff's inues tigation s unit which will be prou iding 

follow-up inuestigation for crimes committed within the 

uninc orporated islands. The Ct&ief will ins ist tho t the c ontraet include 

an es cape clau se for both sides, and that the poli ce depart ment be 
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inuol ued as an equal partner in the team responsi ble for the 

trans itio n. 

The Chief will not insist that all of the reuenue generated by the 

contract be applied to the police budget. He will also not oppose 

allowing the CHP to retain traffic ent'orcement responsibility in the 

unincorporated areas patrolled by the police department. Rlthough 

the Chief wi II insis t on es tablishin 9 minimu m staffi ng leuel s, he w iii 

conse'nt to' allowing a lower leuel of seruice in the unincorporated 

areas than prouid ed in the city, as Ion g as the Sh eriff take s 

resp onsibili ty fo rest ablishin g the lowe r leu~ I. 

The IraD SitioD 

Earlier in this report certain euents were forecast which will 

haue a profound effect on Urban Sheriff's Depcrtment ouer the neHt 

• 

ten ye ars. Rnal ysis of th e forecast s indicate that the effects of the • 

most negatiue e uents will be felt within fiu e years. Therefore for the 

contract strat egy to prouide the relief, it is nec essary fo r the 

strat egy to be in place a nd working by 1997. The deuelopment and 

imple menta,tion of the p Ian is e Hpected to take a t least 1 8 months. 

For the selected strategy to be successful a multi-pronged 

"Transition Management Plan" for implementation of the "contract 

strat egy" mus t be d eueloped. The plan will addre ss: 1) identific ation 

of key players or "critical mass" and their current leuel of 

comm itment; 2) descrip tion of rna nogement stru cture which must be 

maintained to ensure success of the plan; and 3) listing and describing 

the technolo gies an d metho ds that will be emp.oyed to support 

im pie men tat ion. 
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• Crit icol Moss 8' [0 mmitme nt Planni ng 

This strategy confronts the status quo and forces uarious public 

offic ials to recogni ze that the wa y law enforceme nt seru ice is 

prouided to the unincorporate.d islands located within the City of San 

Juan's sphere 0 f influenc e is not the most e ffectiue 0 r economi cal. If 

this strategy is implemented there will be a shifting of influence from 

the county to the city. The Sheriff will accept a caretaker's role for 

the unincorporated islands pending their ultimate anneHation into the 

City 0 f San Juan. 

Commu nity groups wh ich fe el that they haue in fluence with the 

elected sheriff wm fear that they will not enjoy the same leuel of 

influ ence wit h the municipal PQlice departme nt. Mo st of the 

stakeholders will haue initia~ opposition to this strategy. 

• The success ful im plementa tion 0 f the controc t plan will require 

• 

uari ous Ie uels of su pport by th ose s takehold ers a bsolutel y nec essary 

for the strategy to be successful. These indiuidual stakeholders 

const itute the "critical mass." The critica I mass is defined a s the 

minimum number of indiuiduals whose commitment is necessary for 

the plan implementation to be successful. 

The indiuidual s identi fied as members of the critical mass are as 

follows: 

• Sheriff 

• Mayor of the City 0 f San Juan 

• Coun ty Chief' Rdminis tratiue Officer (CRO) 

• City Manager of the City of Sen Juan 
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• Police Chief of the City of San Juan 

• Depu ty Sheriff's A ssociot ion (DSA) 

• Urban County Board of SuperlJisor's Chairperson 

• Und ershe riff, Adm inist rati on 

Leue Is 0 f Co mmitmen t by Cri tical Mass 

For u8r~ous reasons many members of the critical moss will be 

actiu ely opp osed, 0 nd othe rs will be am biualent to th e succe ssful' 

implementation of the contract plan. A commitment chart which maps 

each member of the' critic 01 mass ~s pres ent leu el of commitme nt and 

minim um com mitment leuel necess ary to ensure succe ss of the plan, 

is graphically depicted in Table UI. 

KEY PLAYER 

TABLE IV 

COMMITMENT CHART 

No COMMITMENT BLOCK LET IT HApPEN MAKE IT HAPPEN 

SHERIFF XO 

COUNTY CAO X ........................................................ 0 

CIT)' MANAGER X ......•.......•..•.•....•......•.••••.... 0 

POLICE CHIEF X ....... h ••••••••••••••••••.••.••.••••••••..•.•••••••••• 0 

BOFS CHIARMAN X ........•......••... O 

DEPUTY SHERIFF ASSOC. X ••.•..••••••••••••••. 0 

MA VOR OF SAN JUAN X ......................................... 0 

.. 0 

[ H = Current Commitme nt 0= Co mmitme nt Neede d 
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Folio wing is a short descriptio n of eae h member of the critical 

mass, an assessment of his/her importance to the success of the plan 

. and in those cases wh ere the actors a re not s upportiue, a desc ription 

of the strategy to be used to gain their leuel of support. 

[ou oty S her-iff 

The Sheriff is finishing his second term. Prior to being elected 

£heriff, he was the Chief of POlice of San Juan. The Sheriff enjoys a 

state wide reputation 6S a creatiue an d effi cient a dministrator. When 

he ran for sheriff he enjoyed the unanimous sUPPJ)rt of the City· 

Manag er, Mayor and euery member of the City Council. I n his firs t 

term a s Sheriff he earned the respec t and suppo rt of the Board of 

Supe rOisors and the County CAD. 

The Sheriff uiews his const ituency as the entire populatio n of 

the county. He directed the creation of the department's mission 

statement; he belieues the first duty of gouernment is to serue the 

pub Ii c in the most efficient and econo mical man ner poss ible. The POR, 

when he was chief of pOlice, 8 nd now the 0 SA trust the Sheriff an d 

belieu e him to Jle a person w,ho will alway s act in the ir best int erest. 

The sheriff is in the IImake it happen ll category. The strategy 

cannot legany be imple~ented without the consent of the Sheriff. For 

this reason alone the Sheriff must remain in the IImake it happen II 

categ ory. The sheriff co uld moue to the II bl oct.. categ ory if th e police 

department was to ouercharge for the contract or if the CAD or the 

Board was to refuse to allow the transfer of anysauings to the other 

uni ncorp orate d are as . 
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county cno 

The CRO is uiewed by many as one of the most "up-and-coming" 

publi c managers in Cal ifornia. He. is a former deputy county rna nager 

(for a larger, adjacent county) and city manager for a city wi,th a 

population of 75,000. Since coming to the county he has delJeloped a 

state ment of beliefs that s tresses public seruice and the deliuery of 

seruices at the lowest possible costs. He stresses his belief that the 

publ ic man ager m :~~t b acome entrepre neurial to serue the pu blie 

interest. The only programs which gain his support are those which 

generate reue nue and improue the Ie uel of seruice prolJided to th e 

public. 

Neg olia lion Strateg y: The eR D's initio I pos,ition will be to block 
, ' 

any program which has the gotential to ;ncrease County tosts. His 

• 

first priority will always be to ensure that the re are su fficient funds • 

8uailable to fund mandated programs. For this project to be 

succe ssful th e CRO's position must be shifte d to "rna ke it happen." 

This can be ac complished if the Sheriff and his fina ncial staff can 

conlJince the CAD that by contracting with the City of San Juan, the 

entire county w ill benefit. The CRO must be conDinc ed with h ard ~8ta 

that the city Police Department can delilJer the same leu el of se ruiee 

at a lower count y cost than can be fu rnished by the Sheriff's 

Department. The Manager must also be conuinced that the public 

interests wi II be protected by a concise contra ct w.~ic hindu des 

perform ance meas ures. 

The CRO's shift will be accelerated by conuincing him that the 

seruice leuet in the remaining unincorporated areas will be enhanced • 
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• by u tilizati on of the saui ngs gene rated by the i mplementa tion of the 

contract strat egy. ill ith a co mmitment shift to II make it 'happen II the 

CAD can be counted onto bring along the chairperson of the county 

Board 0 f S uperlJis ors. 

Cit y Mao ager 

The Ci ty Manager is a contemp orary of the county CAD. This is 

her first apJ'Jointment a§ a city manager. Prior to her appointment she 

held a number of deputy city mana ger positi ons. Wit h each jo b 

chan ge she rece ilJed p rogressi lJe~y greater respo nsibilit y as the size 

of the cities grew. She shares the same bel iefs as the County 

Manager, lJiz a lJiz, that she is committed to prolJide high lelJe's of 

serlJice at low cost. Since her arriual at the city, she has 

demonstrated that she is willing to break with tradition if !te resu:t 

• is greater efficiency. She recently contracted some duties to prilJate 

ente rprise that had hi storically be performed by city employees. 

Negotiation Strategy: The City Manager's position will be initially 

II no commitm ent. .. Altho ugh th e mana ger re spects the CAD's integrity, 

she can be relied upon to protect the in terests of her city. She Ivill be 

conce rned wi th cost olJerrun s; she will want ass urances from t he CAD 

that the county will stand behind the contract and deal with the city 

in a falJorable and ethical manner. Her position can be shifted to "Iet 

it hap pen" if th e CAD can c onlJince her with hard dota that adoption 0 f 

this proje ct will be in the best interests of the ci ty. I f she is 

conlJinced, she will use her influence with the city police chief to gain 

his support for th e program • 

• 
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San duon Polie e Chi ef 

The Police Chief has been employed by the POlice Department for' 

twent y-fiue years. He becam e chief when th e former chief was 

electe d sheriff. The Chief is well respected by the city leaders and 

the me mbers of the departm ent. The good of the city has alwayt; 

been the first priority 0 f the Chie f; his sec ond priori ty is ensu ring the 

welfare of the members of the department. The Chief and the City 

Malia ger he ue a good working relati onship which was enhanced when 

the City Ma nager su pported the pol ice dep ortment in the last budget 

hearings. 

The Po lice Chief's initial position will be to attempt to block the 

project unless he can be conuinced that the project will benefit both 

the Ci ty and the Police De portment. The Chief enjoys a good 

reputation within the City's pOlitical circles. If the Chief were, to 

oppose' the project, he could pro'bably conuince the city council to 

ueto the projec t. 

Negotiation Strategy: The Chief must be moued to "make it 

happe n. " This can be ace omplished somewh at by the City Manager 

conuincing the Chief that acceptance of the project will be in the beslt 

interests of the City. 

The Ch ief is 8 go od friend 0 f the Sheri ff; howeuer, the Chie f 

realizes that his first responsibility is to the city. The Chief can be 

influ enced by the Sheri ff, if t he Sheriff will personally commit to the 

Chief that the t.ounty w~ stand behind the contract. The Chief will 

also be concerned about unforeseen eHtroordinary occurrences (i.e., 

riots) which might occur in the un incorpora ted pock ets. The Sheriff 
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will haue to c onuince t he Chief that the Sheriff's Office wi II prouide 

• support when necessary and that the Sheriff's Department will not 

interfsre with the Chi efts choi ce of del ilJery met hods as long as the 

contract oblig ations are met. With the combinat ion of t he City 

Manag er and the Sheriff, the Chief can be m oued from the II bloc k II to 

the IImake it happen" category. 

Dep uty Sheriff's Os socia tion (OS ft) 

The OS R has a gre at deal of p olitieal clout. The 0 rganizatio n 

actiuely supports local political candidates with both campaign 

donat ions and manpower. The osn prob ably has the pol itical p ow~r to 

block the implementation of the plan. This could be accomplished by 

eithe r putt ing pre ssure on the indiuid ual 80 ard of Superu isors 

members or by campaigning against the Sheriff who is running for re-

• elect ion. The DSn could al so campa ign in the uninc orporated areas 

attem pting to persu ade cit izens to rejec t the plan. 

• 

Negotiation Strategy: The OSR has a uested interest in 

maint aining the status qu o. The OS R can be m oued from "Block" to 

II Let I t Happen II if the Sheriff and the Undersheriff can conlJince the 

membership that this alternatiue is the best strategy for preseruing 

both the Sheriff's lawen forcemen t res ponsibi lities and the m aHimum 

number of deputy sheriff pOSitions. 

The sup port of the President an d the Union is critical. RII staff 

Officers will haue to continue to be role models for acceptance of the 

proje ct. Menageme nt must be Q pen an d respo nsiue toques tions 

posed by mem bers of the uni on • 

110 



Un der-she r-iff- Rdm ini strati on 

The Undersheriff ,is a twent y-one ye ar I:'eteran of the 

Depa rtment. The Undersheriff is responsi ble fo r the Admini stration 

Diuis ion. His diuisi on is responsibl e for all budget ing and contracts 

entered into by the department. Throug hout the years he has 

deueloped Ie adership and op erational skills. Hau ing bee n in this 

posit ion for the pas t fiue years, the Unders heriff has deueloped a 

good working' relationsh ip with the CAD. The CAD respect s ,the 

Undersheriff's abilities and inte grity. I n, the las t few yea rs the CAD 

has relied upon the Undersheriff to be his source fo r inform alion 

pert aining to all low enfo rcement .matters. 

Neg otio tion Str-oteg y: The Sheriff has desi gnated the Undershe riff 

as the transition manager. Although the Undersheriff was in the "Ie'" 

it happen II p OSition, thi~ ap pOintment has in stilled 6 sense of , 

ownership for the project. The Undersheriff realizes that for the 

proje ct to be successful he must sh ift his po sition to II make it 

happen. II 

Ur-bon County, Boord of Superuiser-s Choir-per-son 

The Chairpers on has been 8 member 0 f the Board of Superuis ors 

for te n years. A s the board operates under term limits, th e 

chairperson only has two years remaining in office. The Chairperson 

is a conseru atiue po litician who bel ieues th at citie s are not' payin g 

their fair sha re for maintenance of the criminal justice system. The 

Chai rperson rep res ents a district wh ich is almos t enti rely 

uninc orporeted. Pri or to running for the Board, the Ch airperso n 

manag ed 8 family- owned cattle ranch. The chairpe rson is cone erned 
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with the redu ction of sheriff's patrol in her district where inc idents 0 'f 

• caUls rustlin!) and ,uandalism ore on t,he increase. The chairperson's is 

now in the II block II cote gory. 

• 

• 

Neg otill lion Str-llteg y: The Chairpers on must be moued to the II Let 

It H oppen II co t\egory. Only th e Board of Superui,sors ha s the au thority 

to ent er into a con trac,t on be half of the county. 1ft he Chairperson 

can be moued to the II Let ! t Happen II category, s he will uti lize her 

influ enee on the other board members to support the program. The 

appro 8ch with the Chairperson mus t be one of mutual gain. The 

Sheri ff and (:RO must c onuince the Chairperson tha t prou iding seruice 

to the uninco rporated islands will saue the cou nty money. The 

sauin gs can be utilized to increas e the leue I of patrol seruice to 

remai ning u nincorpo rated a reas. 1ft he Cho irperson is c onuinced, her 

position will moue to the IIlet It Happen ll category. This shift will be 

uery helpful as it will su pport th e Sheriff's non -negotiab Ie posit ion of 

ensuring th at arty sauin gs gen erated be re allocate d to increas e 

Sheriff's patrol seruices elsewhere. 

Mayo r of San Juan 

The Mayor has been on the city council for the post fiue years. 

He wa s elected on the II good gouernment II tic keto He belieues that all 

leuels of gouernment are wasteful with public funds. He maintains he 

is a sup porter of cost cUUing. In t he last budge t hearing he wa s an 

outsp olcen critic of both the Pol ice Depa rtment and the Sheriff's 

Offic e. His criticism 0 f the sheriff's depa rtment fo cused on t he lack 0 f 

patrol seruices prouide d to the unincorporated islan ds 10 tated within 

San Juanls sphere of influence • 
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The Sheriff and oth er polit icians b elit!ue that the critici sm w~s 

unwarranted and the mayor's real purpose was to gain public support 

for the anneHation of some of the islands into the city. 

Negotiation Strategy: The Mayor has not made a commitment 

regarding the strategy. His posi.tion can be easily mOiled to the IILet 

It H oppen II ca tegory if the Ci ty Manage r can co nuince him that there 

will be at most an occasional reduction in seruice for the city 

residences and that the contratt will couer all city costs. The Mayor 

will shift his position as it is consistent with his basic good-

gouernment orientation and it will enhance the city's image in the 

uninc orporat~ d area s whic h the city desir:es to a nneH. 

OesEl'"illtion of Management stl'"uctul'"e 
, 

The adoption of the contract strategy will he~e profound effects 

• 

on both County and City gouernment. Therefore, to be successful the • 

chang e must be mana ged simu Itoneous lyon two leue Is: th e inter-

. rela tionship betwe en the Count y and City Managem ent an d with in th e 

Sheri ff's 0 ffice • 

Because of his skill and prouen leadership qualities, the 

Un de rsheriff-Rdmin istrati on has been apPoin ted as the project 

n:-anog era I t will be the Unde rsheriff' s respons ibility to head the 

transi tion team. The Team w ill be a die gonal slice of the She riff's 

Offic e and the Pol ice Depa rtment. The membershi p will be com posed 

of t he Chief of Polic e, repres entatilles from bo th the 0 SR» staff 

officers, superuisors, an assistant CRO and a representatiue of the 

City Manager. The represen tatiues of the CRO an d Manage r's Office 

will be respo nsible fo r deuelo pment of the budg ets. Th e Union 
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representati ue wi II ha lJe th e res ponsibilities of representing the 

interests of the rank and file and kee ping th eir memb ership informed. 

The transiti on team will be resp onsible for de ueloping the 

interface betw~en the departments and plonning for the orderly 

absorption of the Sheriff's patrol areas (islands) into th e police 

department's jurisdiction. The project manager will be responsible 

for keeping t he Sheriff and ot her memb ers of t he critic 01 mass 

informed and inuolued. The manager will also haue the responsibility 

of conductin 9 annua I eualua tions 0 f the success of the strate 9Y. 

Staff leuel officers will be responsible for deueloping plans to 

minimize the effect that the reduction of staffing will haue on the 

department's morale. Rlso the staff will be responsible for deueloping 

a redeployment plan to shift any eHcess personnel to other ~"'eriff'~ 

patrol areas . 

Implementation Technologies 

Chang e is difficult under euen th e best of circumstonc es. 

Unfortunately, this is not the best of times for gouernment. With the . 
eHception of the Sheriff, all members of the critical mass will be more 

comfortable with the .status quo than embarking upon this new 

uncharted journey. The deCisions by both the City and Cou~ty CRO are 

primarily an eHaminotion of the bottom line. If the project manager 

can supply data whi ch suppo rts the content ion .thet contrac ting is a 

more econ omical and efficie nt me thod of de liuering law enforcement 

serui ce than can be prouid ed by the Sheriff's 0 epartment, the support 

of these actors w ill be forthco mingo 
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The change for all the members of the Sheriff's Office will be 

profo undo Although the dep artment has eHp erienced loss 0 f area to. 

anneHation before, this will be the fint time that the department has 

actually sought to reduce patrol areas. Many members of the 

department will question the Sheriff's loyalty and belieue that the 

Sheri ff II sold t he office out II for the benefi t of his preuious 

department. To manage these changes the following technologies 

haue been identified as the most appropriate for addressing the 

need s of the a ffected person nel. 

Command Staff Team Building Wor-leshop (TBW) 

The manag ement (e.g. Sheriff, Undersh eriff, Capta ins and 

Lieutenants) staff of the sheriff's office will be brought together for 

an in tensiue T8 W. At th e TBW the project manager will introduc e the 

• 

plan and implementation timeline to the department's management. • 

The Sh eriff will share his ui sion and eH plain to all present wh at can be 

eHpec ted. Du ring this TBW pro blems wi II be id entified and an agenda 

es tabl ish ed. 

Depa r-tment al Line St. ff Team Building Workshop 

At the conel usion of the co mmand st aff TBW, the co mmand st aff 

will conduct TBW within the department. Because line officers uiew 

themse lues "as t he ones wit h the most to lose," the line st aff TBW are 
! 

important for the success of the project. The Sheriff needs to meet 

with staff, answer questions and share his "uision." The project 

maneg er can use this opportun ity to query Ii ne office rs for 

information and address any concerns tttey may haue. 
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Rol e Mod eling 

Durin 9 this tim e of trans ition the re will be a height ened leuel of' 

onHie ty among t he line 0 fficers. The sures t method to reduce or 

eliminate this anHiety is for the command staff of the Sheriff's Office 

to incorporo te sup port fo r the change into their pe rsonal behauior. 

This will lead to a change in the deportment's culture. 

Reward Syst ~m 

For the cha nge to be ins titution olized, the reward sys tern must 

be modified to recognize those employees who actiu.ely support the 

change. Deputies can demonstrate their support for the strategy by 

renew ing th eir effort to "liue" the mission state menta 

Management Meeting with the CRO/City Managers 

The managers focus on the bottom line and the quality of seruice 

prouided. The project manager must continue to maintain dialog with 

both sets of managers. Accounting systems must be deueloped which 

enS\lJre thot the county receiues the leueJ of seruice for which it pays 

and the city receiues payment for seruices re ndered. The She riff mus t 

continue to striue to maintain a relationship with both managers that 

is based on mutual trust and respect. The support of both managers 

will be critic al when dealing wi th Boord of Superu isors and the Cit y 

Council. 

Open Door poncy - MaDaging the Neutral Zone 

During the time of transition and for some time afterwards, 

there will be a high deg ree of an Hiety omon 9 members of both 

departments. The Chi ef and t he Sheri ff must maintain an 

• appro achable posture during this pe riod. I f the anHiety leuels 
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becom as too high, a TBW migh t be sch eduled to get the organi zations 

"bac k on track." 

Cit y/Coun ty Task Force 

The t ask force must cont inue in op eration. The task force 

mission is to identify problems and their solutions. To accomplish this 

goal t he task fo rce must 'me et on a re gular basis and must be required 

to make formal written ,reports to both the county and city. 

The task force will also conduct public meetings where citizens 

residing in the unincorporated islands will halJe the opportunity to 

make the ir concerns know n. 

ED81uat ion Co mpon ent 

Rn e ualuation unit housed within t he Sheri 1f's co ntract u nit will 

be e stablishe d with the res ponsibili ty to report directly. to the Sheriff 

the on-goin g perfo rmance of the contract strategy. The eualuat ion 

unit will be respon sible to make periodic al asses sments of the 

performance of the City of San Juan's administration of the contract. 

The unit will utilize surueys and othe r deuices to dete rmine the 

satisfaction leuel of the citizens liuing in the contract areas. 

Internally, superuis ors wi II be utilized to m ode a continu ous 

assessments of the leuel of acceptance by of the strategy by 

member~ of the organization. Formal and informal reports will be 

made directly to the Sheriff. If there are indications that strategy is 

not being accepted by the staff, the appropriate technologies will 

appropriate will be employed to achielJe acceptance. 
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Conclusion 

The purpose of this stu dy was to address the issu e questio n 

"What Will Be the Role of the Urban California's Sheriff's Departments 

by the Year 20021" and three su b-issues. 

1 • What will be the method of prou iding law enfo rcement 
serui ces to uninc orporated islan ds by the year 20021 

2. What effect w ill the county's ability to raise taM reue nue 
haue on the capacity 0 f urban Sheriff's to prouid e law 
enfo rcement serui ces to un incorporated areas of the 
count ies by the ye ar 20021 . 

3. How will the urban Sheriffs fulfill their constitutional 
manda tes by the year 20021 

Base.d on the information deueloped in this study'it is. app~fent 

that the role 0 f the urba n California Sheriff will cha nge ouer the neHt 

years. The question which I haue attempted to answer is, "How can 

the urban she riff 8ch ieue a future whi ch will enable h im/her:- to 

maintain the organization's law enforcement role1" Urban sheriffs in 

the future will houe to operate in an enuironment of declining 

fundi ng. One response to declining funding w ill be to reduce the cost 

of patrol 0 perations by co ntrectin 9 with cities to prou ide pat rot 

seruices to their sphere of influence. The sauings generated by this 

economy technique will prouide funding for the Sheriff to increase the 

department's law enforcement seruice leuel elsewhere. Without the 

adoption of this strategy, it is doubtful if ·the county will be able to 

fina nce continu ed a dequate patrols within the unin corpora ted islands. 

By eliminating the eMpensiue burden of prouiding patrol seruice 

• to the isolated and non-contiguous unincorporated islands, the Sheriff 
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will be able to redeploy his resources to strengthen his law 

enforcement role, an d ensure his a bility to carry out his' const itutiona I 

re spon sib ilit ies. 
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Star Route 2, B OH 150 
La Hondo, cn 94020 
Sept ember 24, 1992 

Dear Po nel Member: 

RPPENDIH H 

Thank you for agreeing to particip ate as a member in my 
Modified Conuentional Delphi Panel. The forecasts made by the panel 
will be util ized in my Comm and Coli ege pope r addres sing the issue . 
"What Will be the Role of the Urban California Sheriff's Departments 
by the Year 2002. II I also hau e identifie d three of the sub-issu es for 
study: 

1. What will be the method of prouiding low enforcement seruices 
to unincorp orated II island s II by the year 20021 

2. How will the county's ability to raise taH reuenue affect the 
urban Sheriff's capacity to prouide law enforcement seruices to 
uninc orporate d areas of tit e count ies by the ye or 20021 

3. How will the urban Sheriffs fulfill their constitutional mandates 
by t he year 20021 

For the purpos es of thi s study, an "Urban Sheriff's Office," is 
defined as any County Sheriff's Department whose jurisdiction 
includes: . 

• large (populationeHceeding 75,000) and medium 
(populations greater than 25,000 but less than 75,000) 
metropolitan cities which are policed by their own polir.e 
de partme nt s 

• responsibility for prouiding direct law enforcernellt 
serui ces to a populat ion thot equals less tho n ten pe rcent 
of the total population of the county 

I haue included a listing of trends and euents that will influence 
or impact the issue or sub-issues. The list was compiled during my 
literature reuiew and interuiews with other eHperts in the field. 

I ha ue attem pted to select 0 nly thos e trends and eue nts whic h 
will directly impact the ability of the Urban Sheri ff to prou ide law 



enforcement sen-ices 0 r affect the ab ility of the She riff to satisfy 
his Iher co nstitu tional mandat es. 

The Pro cess: 
The Commission of Peace Officers Standards and Training, Center 

for Leade rship Deuelopment, has prouided this desc ription and 
hist ori/cal perspe etiue on t he De Iphi techniqu e: 

llelphi is a 'method for structuring a group communication 
process to allow a group to deal effectiuely with a compleH 
problem. The Delphi t~chnique relies on the informed 
judgment of a knowledgeable panel of persons concerning 
a top ie or issu e for whi ch reliabl e objecti ue data is difficul t 
or impossible to obtain. The process is implemented in an 
anonymous fashion to ensure each panel member has equal 
input and to negate the und esirable aspect of grou p . 
interactions such as inappropriate dominance by forceful 
indiuiduals in a face-to-face confrontation and includes the 
use of cont rolled feedback to pro duce a more co refully 
cons idered group rI!SPO nse a nd to ha,st en co nsensus. 

Tre nd Eua luatio n Ins tructi ons: 

• 

Trend s are defined II as co nsisting of se ueral similar euents which • 
take place ouer 0 relatiu ely short period of time. 'I IIThey (tre nds) are 
the indicators of possible change. 1I Euents are defined as IIsingle 

'occurrences, se ueral of which crea te a tren d. II Rn e Hample of a euent 

1 

would be the bombing of Pearl Harbor; the camp aign of K island 
hopping" in the Pacific Theater would be a trend. 

Trends are described in 8 non-directional manner; that is to say, 
the descripti on does not indi cate the trend is increa sing or 
decreasing. The enclosed trend form asks for you to make an 
estima te of each trend. Th e estimate asks you to use 100% as today's 
base. The estim ate then a sks you to estimate what the t rend was 
fiue years ago, and fiue-ye ars and ten-yea rs into the fu ture rei atiue 
to tOday. The fiue and ten year spaces are diuided by 8 dia gonal line. 
The upp er area is for you to record ,what th e trend will be, the 10 wer 
half is for you to indicate !l!hat the trend should be, or what you 
would I ike it to be. 

Trend Five Ye~'rs Today Five Years Ten Years 
Aao From Now From Now 

11 5 L 130 ./ 
Public Official Compensation 80 100 /125 /150 

II 
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In this eHample public official compensation is the trend which is 
being forecast. Utilizing today as the, base, th~s forecaster estim9tes 
that fWe years ago the salary wa s 8010 of today's c ompensatio n. The 
forec aster be lieues that in fiue ye ars the compens ation wi II be 15% 
higher, or 115% of today's salary; the forecaster belieues .that in ten 
years the compe nsation wi II be 130% of today's. The 10 wer al"ea is 
used to record what the forecaster belieues the trends' should be. In 
this case the forecast er bel ieues that public officia I's co mpensati on 
should be 125% in fiue years and 150% in ten. 

EUE NT EUR LURTI ON 
For the seco nd forec ast you are ask 6d to make addresses 

euents. Remember an euent occurs at a specific time or place. For 
this reason you ore asked for an estimate of the number of years (or 
fractions of years) that the probability of the euent first eHceeds 
zero. Rnother way of asking this question is "When do think is the 
earli est tha t this euent could occur?" 

You 8 re then a sked to g iue your estimate, eHpressed as a 
perce ntage, 0 f the prpbability that the euent will 0 ccur fiue years 
from n ow and then ten years from now. An estimat e of 50% me ans 
that the euent is as likely not to occur as it is to occur. Ninety . 
percen t means tha t there is 8 uerg good chance it w ill occur and 1 0% 
means that the euent probably will not occur. 

Probability can only inCreaSf! with years. For eHomple aneuent 
conno t haue 8 50% probabi lity in fi ue years and Q 10% probability in 
ten years. The estimate is cumulatiue..:. 

The last estimate concerns ~he impact on the issue of "What Will 
Be the Role of the Urban Californfia's Sheriff's Departments by the Yeer 
2002?" The forecast;)!" is asked to moke an estimate based on a scale 
of B to 10. Zero is the least impact and ten is the greatest. Positiue 
and neg atiue impact mayor may not be linked. It is possible fo r an 
euent to haue both 8 pos itiue and negatiue impact on the issue area. 

EVENT FORECASTING 

YEARS UNTIL PROBABILITY ARE IF THE EVENT 

Gasoline powered vehicles ban from public 
highways in L.A. County 6 a 

III 

25 e . - 3 

. " 



I n the eHample cite d aboue, the issue is air Quality,if. the L.R • 

Basin. The euent is the banning of gasol ine-powered uehic les fro m 

the public roadway. This Forecaster does not belieue that this can 

happen for at least SiH years, and euen at ten years he/she only 

belieues that there is a 25% chance thot the euent will occur. He/she 

belieues thot if the euent does octur it willhaue a positiue score of 

eight on the issue; howeuer, for some reason, the forecaster belieues 

that it will also haue a negatiue impact of a -3. 
Thank you for assisting me with this project. ,·1 will appreciate it 

if you could either m ail or FAH your response to me as soon 8S 

possib Ie. Please call me upo n receipt if you haue any questio ns. My 
office number (Uoice) is 408-425-2929 and our FRH number is 408-
425-2421 

Rttached is a listi,ng of the trends and euents, their definitions 
and an e ualuatio n form. 

Sincerely 

·Rlan Johnson 

(Ruth or's Note: In addition to the eualuation forms, which follow, the 

forec ast~rs were fu mished with t he firs t ten of the afore-I isted 

trends and euents definitions.) 

IU 
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TREND EVALUATION SHEET 

Trend 

1 Level 0'( Co. Prop. Tax av.ajl3ble to be 
utilized as local purpose revenue 

2 County's responsibility to fund 
entitlements 

3 Level of municipal services provided to 
unincorporated areas 

4 Local Government's ability to pass new 
taxes to support public safety 

5 Selective Incorporation 

Rec~1I movements focused at local 
6 

politicians 

7 Election of anti-tax-politicians 

8 Cities contracting with sheriff's offices for 
law enforcement services 

9 Taxpayer's revolt 

Demographics of residents of the 
unincorporated islands 

u 

Five Years Ag 

Illiilliililllilililll~ 
1IIIIIillll~1i~lil.illli.lii 

Five Years 
From Now 

Ten. Years 
From Now 



.l;YENT EVALUATION SHEET 

~-EVENT FORECASTING 

iMPACT ONT~ 
YEARS UNTIL PROBABILITY AREA IFTHE 

EVENT STATEMENT PROBABILITY _O~<;U_RR 

FIRST FIVE YEARS TEN YEARS POSITIVE t\ 
EXCEEDS FROM NOW FROM NOW ( 0 - 1 0 

ZERO i(0-100%~ '(0-100%) SCALE) 

1 
Full recovery of pre-arraign ment 
detention costs from cities 

'.' 

2 
All unsentenced felony prisoners must be 

" 

housed in single cells .. 

3 
Citizens in the unincorporated islands 
areas sue for equal protection , ", .. 

4 
Cities refuse to respond to emergency calls, 
in the unincorporated pockets ". . 

State takes for its General Fund use an 
5 additional 25% of the property tax • revenue available to local government 

.. 

6 
Board of Supervisors votes to separate the 
sheriff's functions 

7 
State requires local funding of all public 
assistance programs 

8 
Personal u,se of narcotics and dangerous 
drugs decriminalized 

9 Unemployments reaches 15% 

1 0 
Federal Court mandates full health care fa-
all county jail inmates 

• 
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RPPENDIH B 

October 10, 1992 

.Deor Po nel Member, 

First, I wont to thank you for as sisti ng me with this proje ct. 
Recous e of 'your hel p, I think tho t the final product will be of 
signi ficont uolue to the California 10 w enforcement communit y. In 
answer to some panel member's inquiries, the final project will be 
submitted to POST in December. I suspect the project will be well 
ouer 100 pages, so if you would like 8 copy of the completed project, 
please order a copy directly from POST. Copies may be ordered from 
POST early neHt year. If you would like to discuss the subject, please 
giue me a call either at home or the office. 

The attached chart s iIIus trate three sc ores: t h~ high est an d 
lowest forecast, the panel's median forecast. I haue also attached 
your score sheet and blan k eualu ation in strument s. PI ease re uiew th e 
chart s and if, after considera tion of the group's forec ast you desire to 
change your score, please do so. You a·re not requ ired to ch ange your 
score. Please only change your forecast if you think that your original 
forecast WilS in error bosed on yOI('Ir' fresh eDaluation.' 

Again, thank you for assisting me with this project. I would 
apprec iate it if you could eil her mail or FAH your resp onse to me as 
soon as possible. Please call me upon receipt if you haue any 
questions. My office number (Uoice) is 408-425-2929 end our FRH 
number is 408-425-2427 

Sincerely, 

Rlan R. Johnson 

UII 
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FIRST FlUE YEARS TEN YEARS POSITlUE NEGRTIUE 
EHCEEDS FROM NOW FROM NOlll MEDIRN MED IRN 

ZERO 

EUENT-l HIGH 5 . 100 100 8 2 
MEDIRN 3.5 55 80 

LOW 2 15 25 .. 
EUENT-2 HIGH 6 30 50 2 2 .,,. ~ 

MEDIRN 5 10 22.5 - .... 

LOW 0 0 30 ... 
EUENT-3 HIGH 2 75 80 .. . .~ .. 3 

MEDIRN 5 37.5 72.5 -.- . -. . , 

LOW 8 0 40 
'" ... "-

EUENT-4 HIGH 8 60 90 5 5 .. ._, 

MEDIRN 3 32 65 ......... _ . ....,. . ----.-
LOW 1 10 ., 25 . - ~ -. -..... -' _ ....... " .. , ... 

EUENT-5 HIGH e 60 90 . 2 .- . 8 
MEDIRN 3 32 .. 65 . . . . -- .. -.-.... - .... 
LOW 1 HI 25 • .~ 

EUENT-6 HIGH 10 80 100 .. 0 , .. 1 
MEDIRN 3 60 _ .75 . . .. --.. ' .. ., ~- ...... 

LOW 1 0 10 ...... . , 

EUENT-7 HIGH 5 80 .100 0 - - 8 
MEDIAN 2 50 85 
LOW 2 25 50 

EUENT 9 HIGH 6 30 50 4 2 
MED IAN 5 10 23 
LOW 0 0 0 

EUENT-9 HIGH .5 70 80 2 5 
MEDIRN 4 32.5 57 
LOW 1 10 10 

EUENT-l0 HIGH 8 25 50 7 3 
MEDIAN 5 10 32.5 
LOW 3 0 10 
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Star Route 2, BOH 150 
La Hondo, cn 94020 
Noue mber 6, 1992, 

Dear Po nel Member: 

IlloendiH B 

As I haue discussed with you I ~~~'I now in the final stages of my 
Command College project. The setting for my scenario is "Urban 
Count y, ", a fict ional coun ty located in the S on Francis co Boy area. The 
Urban County Sheriff's Deportment prouides direct low enforcement 
seruices (i.e., patrol and inuestigation) to less than ten percent of the 
cou nty's popul ation. 

The techniqu e which we will utiliz e is c oiled a "Modifi ad Conue ntional 
Polic y Delphi." Thi s techniq ue inuol ues a panel cori sideratio n of th e 
issue, situ ational analysi $, and policy alternatiues, to impact the 
future in a desired method. Our goal will be to 8chieue a high degree 
of group con sensus • 

Scenario 

Based on on analysis of the Situation, the Sheriff of Urban County has 
decided that the best way to improue seruice to his constituents in 
the unincorp orated "islands" is by cont facting with cities to prou ide 
low enforc ement seruice s to the unincorporated islan ds wi thin their 
sphere's of influence. This is the desired future for the Urban County 
Sheriff's Department. . 

What I a m asking of yo u as a panel m ember is to he Ip deuelop 
stret egies which w ill ass ist in achieu ing the identi fied desired future. 
Rn eHample of this proces s folio ws: 

Strateg.Y 

The Sheriff's Depart ment re fuse to respond to any thing but in
progress felony calls within the unincorporated islands. 

PRO 

H 



e Citize ns liuing in these 8 rea will be uery anH ious and will 
suppo rt any effort to prouide law enfo rcement by 
cont racting with the surrounding cit ies. 

e' , City councils may feel an obligation to prouide seruice to 
.those areas within their sphere of inflwence. 

CON 

e The Sheriff will be perceiu ed as a bandoning his 
re spon sib Uit ies. 

e The morale of the Sheriff's Department will suffer 8S 

citizen dis satisfaction i ncreas es. 

Please deuelop as many strategies as you can before our panel meets. 
Rt th e group me eting, the panel will score each strate gy from 8 low 
(1) to hi gh (3). . 

The mee ting will be held at noon on Nouember 9, 1992, in my .office at 
the District Rttorne y's Offi ceo I haue made arrangements to co nduct 

• 

the panel disc ussions 8 t an off- site loco tiona Th ank you in aduanc e • 
for your ass istance. 

Sincerely, 

/S/ RJ 

filan R. Johnson 

• 
HI 
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Trend Scores 

• fiDe Tedeg FiDe Ten. Years 
Years Years From Now 
Rgo from Now 

~rend-l HIGH 150 100 110 125 
WILL BEl MEDIRN 135 100 77.5 77.5 
lOW 120 100 50 25 
SHOULD BE/MEDIRN 100 125 125 

Trend-2 HIGH 85 100 160 115 
WILL BEl MEDIAN 75 100 110 100 
LOW 50 100 80 75 
SHOULD oE/MEDIAN 100 67 85 

Trend-3 HIGH 110 100 110 130 
Will BEl MEDIAN 95 100 85 70 
LOW 80 100 60 50 
SHOULD BE/MEDIRN 100 117 127 

~rend-4 HIGH 150 100 125 150 
WILL BEl MEDIAN 100 100 100 100 
LOW 85 100 75 50 
SHOULD BEIMEDIAN .100 55 55 

rTrend-5 HIGH 150 100 122 145 
WILL BEl MEDIAN 100 100 100 100 

• LOW 82 100 70 40 
SHOULD BEIMEDIHN 100 65 42 

~rend-6 HIGH 125 100 150 175 
WILL BEl MEDIAN OS 100 122 150 
LOW 25 100 110 50 
SHOULD BE/MEDIAN 100 115 110 

Trend-7 HIGH 100 100 150 175 
WILL BEl MEDIAN 00 100 121l 141l 
LOW 15 100 90 90 
SHOULD BE/MEDIAN lOll 101.5 105 

Trend-O HIGH 100 100 150 175 
WILL BE/ MEDIAN 80 100 14f1 142 
LOW 75 100 98 90 
SHOULD BE/MEDIAN 100 101.5 105 

Trend-9 HI6H 100 101! 150 2 OJ) 
WILL BEl MEDIAN 77.5 100 125 132.5 
LOW 25 100 101 102 
SHOULD BE/MEDIRN 100 117.5 120 

Jrend-l0 HI6H 90 100 150 195 
WILL REI MEDIRN 80 100 121 150 -LOW 60 100 120 12() -SHOULD BE/MEDIRN 100 125 145 -• 

UIII 
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