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This Command College Independent ~tudy Project is a FUTURES study on a particular 
emerging issue in law enforcement Its purpose is NOT to predict thefuturs, but rather to 
project a number of possible scenarios for strattlgic planning consideration. 

Studying the Mure cflffers from studying the past because the future has not yet haP'" 
pened. In this project, useful altematives have been formulated systematically so that the .' 
planner can respond to a range of possible future environments. 

Managing the Mure means influencing the future - creating it, constraining it, adapting to. 
it. A futures study points the way. 
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tHIS STUDY~As: DONE IN RESPONSE TO THE NEED FOR L.AW ENFORCEMENT EXEcutIVES'
TO SE ABLE:;'. LOO~ AT THE DIRECTION THAT LA\'( ENFORCEMENT PROMOTIONAL TESTING 
IN THE MANAGa1ENT RANKS IS GOING. ASSESSMENT CENTERS} THE TESTING 
TECHNOLOGY THAT THIS STUDY FOCUSED ON} THUS FAR HAVE NOT ENJOYED EXTENSIVE 
USE IN t.AW ENFORCEMENT CIRCI'ES. WHY HAVE THEY NOT? WILL THEY GROW IN USE 
11'4 THE NEXT TEN YEAR FUTURE OR SUBSIDE AS YET ANOTHER IN A tONG LIST OF 
MANAGEMENT FADS? THE QUESTION "WHyI' FOLLOWS IN ANY EVENT. 

IN ORDER TO ANSWER THOSE QUESTIONS} AND ESPECIALLY THE WHY J A NUMBER OF 
METHODOLOGIES WERE UNDERTAKEN IN THIS STUDY. THIS WAS DONE·TO FIRST ATTEMPT I 

TO FORECAST ALTERNATIVES FOR THE FUTllRE AND THEN DEVELOP SCENARIOS FROM 
WHICH A STRATEGIC PLAN} TRANSITION PLAN AND FINAL IMPLEMENTATION COULD BE 
DESIGNED TO BRING ABOUT THE DESIRED FUTURE. 

AFTER CLARIFYING WITH AN ASSESSMENT/NOMINAL GROUP THE ISSUE TO 'BE STtJOIED 
("PROMOTIONAL TESTING FOR THE POLICE MANAGER - 1997: WILL ASSESSMENT CENTERS 
PLAY A DOMINANT ROLE?")J THE ASSESSMENT/NOMINAL GROUP. IDENTIFIED AN 
EXTENSIvE UST OF TRENDS WHICH V4ERE LATER PARED DOWN TO FIVE KEY TRENDS. 
THEY WERE IDENTIFIED AS THOSE HAVING THE MOST SIGNIFICANT IMPACT ON THE 
ISSU5 IN THE FUTURE· 

AFTER THE EVENTS AND TRENDS WERE FINALIZED) THEY WERE CROSS-IMPACT~D THROUGH 
THE USE OF A CROSS IMPACT MATRIX AND UTILIZED TO CREATE THREE ALTERNATIVE 
SCENARIOS FOR THE FUTURE. AFTER GENERATION OF THREE SCENA~IOSJ EACH 
DEPICTING A SOMEWHAT lHFFERENT VERSION OF THE FUTURF., THE NOMINAL GROUP 
SELECTED THE THIRD SCENARIO PRODUCED AS BEING THAT \~HICH MOST ACCURATELY IN 
THEIR OPINION AND ACCORDING TO THE CROSS IMPACT MATRIX} PORTRAYED THE FUTURE 
OF LAW ENFORCEMENT MANAGEf1ENT TESTING IN THE NEXT TEN YEARS. THIS SCENARIO 
SUGGESTED THAT'THE INCREASED COST·OF ASSESSMENT CENTERS WOULD BE MITIGATED 
TO A I_ARGE DEGREE BY THE REG!ONALIZSD USE OF THEM TO CONDUCT r-\ULTI-AGENCY 
Tf:STING. ALSO FORECAST 't/AS THE POSSIBILl ry THAf PRE-CONSTRIJCfED ASSESSr.,ENT 
CE~TER eXERCISES WHICH WERE DESIGNED TO MEASURE GENERIC MANAGEMENT TqA[TS . 
WOULD BE AVAILABI_E~ THUS CUTTING OO'.'/N THE DEVELOP!'1ENTAL COSTS FOR ASSESSMENT 
CENTE'.~S. 

THIS STUDY SET OUT TO CONSTRUCT A STRATEGIC PLAN IN WHICH THE STAKEHOLDERS 
1 N TH I S I SSUE AREA v.JERE lDENTI F I ED AND THEN PARED DOWN TO A SET OF CR IT I CAL 
MASS· A DETERM INA TI ON ','lAS THEN MADE OF \~H I CH OF THE STAKEHOLDERS NEEDED TO 
BE NEGOTIArED· FROM ONE CATEGORY OF COOPE~ATIor~ T:J AN1THEI~. ~ TRMSlTION 
PI_AN CONSISTING OF PHASED-IN t1EETINGS WHICH WERE PURPOSED TO FIRST DESCRIBE 
T:-lE STRATEG.IC PLAN AND THE TRANS ITORY PHASES OF IT TO A KEY· GROUP OF 
CRl TICAL MA.C:;S STAKEHOLDERS \,'HO WOULD '"AKE PART IN THE PLAN 'IMPLEMENTATION 
AND PLANNING WAS FORMUlATED. 

TRA~SIT{ON WAS DIVIDED INTO THREE STAGES} WITH THE CRlfrCAL MASS TF.A~ rlAVING 
HANDS-ON EXPERIENCE WITH STAGES ONE AND Two} AND ~HEN rURNING THE 
U'PLE~1F.NTATlON OvER TO A PROGRAM PERSONNEL TEAM OF TESTING AND SEU:CTlON 
t:XPERrs AT THE ACTUAL IMPLEI'1ENTATION STAGE. WITH THE STRATEGIC PLAN OF A 
11~TI-A3ENCY OR REGIO~ALIZEn ASSESSMENT CENTER TESflNG MONITORED BY THE 
C)URTS AND Pf)SL THE HYPOTHETI CAL AGENC I E5 I NVOLVi~O ~·/::Rf. Nail KEADY Ta 
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CRITICA~LY ASSESS CANDIDATES FOR PROMOTION TO MANAGEMENT RANKS EQUIPPED WITH 
THE TESTIN&METHOOOLOGY PROVEN TO BE THE MOST EFFECTIVE WITH REGARD TO 
PREDICTIVe VALIDIty I 'JOB RELATEDNESS AND LACK OF ETHNI~/SEXUAL BIAS. THE 
RESULT OF NEGOTIATIONS AND PROPER STRATEGIC SKILLS BY THE CRITICAL MASS 
GROUP WI1H THE CHIEF OF POLlCE AS THE MOVING FORCE IS A "WIN-WIN II SITUATION 
FOR ALL STAKEHOLDERS AND A PLAN THAT IS FUTURES ORIENTED} BUT HAS RESULTS 
THAT BEG I N UPON It1PLEMENT A TI ON • 

WHILE THERE ARE MANY EXTERNAL FORCES J TRENDS AND EVENTS OUT OF THE CONTROL 
OF LAW ENFORCEMENT THAT WILL AFFECT OR ALTER THE COURSE OF LAW ENFORCEMENT'S 

'MISSION IN CALIFORNIA OVER THE NEXT TEN YEARS) IF WE AT LEA~T IDENTIFY THOSE 
FORCES} TRENDS AND EVENTS; WE CAN REACT TO THEIR PRESENCE IN TIME TO BE PRO
ACTIVE WHEN THE FUTURE BECOMES TODAY. THE DETERMINATION OF HOW WE SELECT 
OUR MANAGERS IN THE POLICE PROFESSION WILL BE THE SINGLE MOST IMPORTANT 
COURSE 'ALTERING PROCESS THAT POLICE ADMINISTRATORS CAN ACCOMPLISH TO DIRECT 
,THE FUTURE PROFESSI0NALIS~1 AND EFFECT{l/ENESS OF POLlCE SERVICES IN 
'CAL I FORN I A· T HIS TREND WE CAN AND SHOULD CONTROL. 
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PROOTI(JIAl.. TESTING Fm THE Pfl.ICE MANAGER IN 1997: WIll. ASSESSTrBT CENTERS 

PlAY A 1m INAHT Rfl.E? 

SINCE THE BEGINNING OF A SUCCESSFUL EFFORT TO APPROPRIATELY STAFF MANAGEMENT 

POSITIONS IN AN ORGANIZATION WITH QUN~IFIED PERSONNEL BEGINS AT THE 

SELECTION-TESTING PROCESS~ THIS ISSUE SHOULD BE OF PARAMOUNT IMPORTANCE TO 

CO~AND LEVEL POLICE All'tINISTRATORSo THE WRITER FEELS THAT IT WOULD BE BOTH 

INTRIGUING AND INFORMATIVE TO CONDUCT A REVIEW OF SELECTION PROCESSES FOR 

PO~ICE'MANAGEMENT POSITIONS AND THEN UTILIZING ACCEPTED FUTURES FORCASTING 

METHODOLOGY ATTEMPT TO SHED SOME LIGHT ON THE FUTURE OF A CURRENTLY EMERGING 

TESTING PROCEDURE K~~WN AS THE ASSESSMENT CENTER. WHILE ASSESSMENT CENTERS 

ARE USED CURRENTLY ON THE LIMITED BASIS FOR SUCCESSION PLANNING, CAREER 

DEVELOPMENT AND PROMOTION WITHIN THE SUPERVISION AND MANAGEMENT RANKS T.HEY 

HAVE MOT GAINED AS A PROCESS COMPLETE ACCEPTANCE IN THE MANAGEMENT COMMUNITY 

PARTIALLY BECAUSE OF THEIR NEWNESS AS A VALID TESTING METHOD AND SECONDARILY 

BECAUSE THEY CAUSE A HEAVY FINANCIAL AND PERSONNEL DRAIN ON AN AGENCY THAT 

DECIDE? TO USE THEM (FRIEDMAN AND MAN, 1981: 70-71). REGARDLESS OF THE· 

TWO AFOREMENTIONED FACTORS) HOWEVER, THE CONSEQUENCE OF ERROR IN THE 

SELECTION PROCESS FOR POLICE MANAGERS IS SUCH THAT WHILE POe ICE AGENCIES MAY 

BE STRETCHED TO BE ABLE TO AFFORD AN ASSESSMENT CENTER, THEY MAY NOT BE ABLE 

TO AFFORD NOT TC ~iAVE THEM· 

BECAUSE ASSESSMENT CENTERS ARE USED AT THIS TIME FOR SUCCESSION PLANNING, 

CAREER DEVELOPMENT AND PROMOTION, THE WRITER NARROWED THE SCOPE OF THE STUDY 

TO THE PROMOTIONAL PROCESS. WHILE ALL THREE ARE INtERCONNECTED WITH THE END 

RESULT BEING THE PROMOTION OF PREDICTIVELY SUCCESSFUL POLICE MANAGERS) THE 

STRUCTURE LENGTH AND CONSEQUENCES OF ALL THREE TYPES OF ASSESSMENT CENTERS 
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DIFFER AND REQUIRE INDEPENDENT STUDY· IN CONTACTING SUBJECT AREA:EXPERTS 

AND ASSOCIAT~~ITERATURE SEARCHES ON THE SUBJECT AREA OF PROMOTIONAL 

ASSESSMENT CEHTERS J :THE WRITER RECEIVED A LffiER FROM MANAGEMENT CONSULTANT 

DENNIS A. JOINER 1 WHICH HELPED SOLIDIFY MY UNDERSTANDING OF THE HISTORICALLY 

ACCEPTED TRADITIONAL PROMOTIONAL TESTING PROCESSES AND ASSISTED ME IN 

GETTING A VISION FOR SOME FUTURE-CENTERED AREAS TO LOOK AT. IN HIS LETTER 

JOINER STATEDI RFOR YEARS IN BUSINESS INDUSTRY AND GOVERNMENT WE HAVE USED 

VARIOUS WRITTEN TESTS OF COGNATIVE ABILITY AND TECHNICAL KNOWlEDGE ALONG 

WITH INTERVIEWS IN AN ATTEMPT TO PREDICT HOW WELL INDIVIDUALS ARE LIKELY TO 

PERFORM IN FUTURE SITUATIONS ON THE JOB, ON THE POSITIVE SIDE MANY 

ORGANIZATIONS HAVE BEGUN TAKING ADVANTAGE OF THE WEALTH OF INFORMATION 

DEVELOPED THROUGH THE ASSESSMENT CENTER PROCESS FOR INDIVIDUAL AND 

ORGANIZATIONAL DEVELOPMENT, TRAINING AND SUCCES~ION PLANNING.~ •••••• THE 

TECHNOLOGY IS BEGINNING TO BE USED MORE INTELLtGENTLy. Q (JOINER, 1987:1) 

THE STRUCTURE OF THE ISSUES THAT THIS WRITER STUDIED AND FORECASTED IN THIS 

AREA ARE NOT UNIQUE IN AN EXAMINATION OF THE TESTING AND SELECTION PROCESS, 

BUT IT IS UNIQUE IN THE SENSE THAT IN THE"AVTHOR'S SEARCH FOR PREVIOUS 

LITERATURE, NONE HAS ADDRESSED THE POSSIBLITY OF GOING PAST SIMPLY 

FORECASTlNG THE FUTURE IN ORDER TO STRATEGICALLY THINK ABOUT HOW TO EFFECT 

OR CHANGE THE FUTURE STATE BY USE OF MANAGEMENT TECHNIQUES SUCH AS PLANNING, 

TRANSIT!0~ MANAGEMENT} STRATEGIC DECISION MAKING AND RESPONSIBLE 

IMPLEMENTATION PLANNING. THE RESULTS OF UTILIZING SUCH TECHNIQUES GIVE NOT 

ONLY A VIEW INTO THE FUTURE, BUT A CHANCE TO FORM IT TO OUR NEEDS PRIOR TO 

REACHING IT AT SOME POINT IN TIME. WITHOUT SUCH AN EXAMINATION, MANAGERS 

AND ADMINISTRATORS OF POLICE AND OTHER ORG~NIZATIONS WILL FIND THEMSELVES IN 

THE FUTURE WHILE BEING QUITE UNPREPARED FOR IT. WHEN THAT HAPPENS, OUR 
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- MANAGEMENT DECISIONS REGARDING ANY ISSUE AREA INCLUDING THE TESTING AND 

SELECTION PROCESS ARE AlL TOO OFTEN MADE FOR US IN THE FORM OF EMPLOYEE 

GREIVANCES, LITIGA.TION A~ ARBITRATIONo ASSUMING THAT NO POlICE 

ADMINISTRATOR OR SENIOR MANAGER DESIRES ANY OF THESE NARROW BAND DECISION 

MAKERS, THIS PAPER IS OFFERED AS A FUTURES ORIENTED ALTERNATIVEo 
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Ij$JECTIYE 1 

SIAIEMW 

THE FIRST OBJECTIVE OF THIS STUDY WAS TO FACTOR AND STUDY THE GE~ERAL ISSUE 

UTILIZING FUTURES RESEARCH METHODOLOGIES. THE RESULT OF THIS TYPE OF STUDY 

WAS THREE FUTURE SC~NARIOSI EACH PURPOSED TO GlVE A DIFFERENT VIEW OF THE 

FORECASTED FUTURE OF THE GENERAL ISSUE. THE GENERAL ISSUE OF THIS STUDY 

PAPER IS AS FOLLOWS: How WILL LAW ENFORCEMENT MANAGERS BE CHOSEN IN THE YEAR 

1997. WILL ASSESSMENT CENTERS PLAY A DOMINANT ROLE? 

SIXTEEN RELATED ISSUES WHICH COMPRISE VARIOUS PAST PARTS OF THE GENERAL 

ISSUE HAVE BEEN IDENTIFIED BY MEANS OF SCANNING PERSONAL REFLECTION AND A 

SUBJECT AREA GROUP OF EXPERTS UTILIZING THE NOMINAL GROUP TECHNIQUES. THEY 

WERE: 

1. DID CONVENTIONAL ·,'ESTING METHODS SUCH AS WRITIEN/ORAL EXAMINATIONS FOR 

LAW ENFORCEMENT MANAGEMENT POSITIONS EVER ATTAIN VALIDATION AS BOTH 

ACCURATE AND FAIR; AND WAS VALIDATION PERIODICALLY UPDATED? 

2. DID SEXUAL OR ETHNIC BIAS EVER SURFACE AS A FLAW IN CONVENTIONAL TESTING 

METHODS? 

3. WAS THE LIMITED PAST USE OF ASSESSMENT CENTERS EVER SUCCESSFULLY 

CHALLENGED IN AN AIl'1INISTRATIVE OR LEGAL PROCEEDlNG? 

.' 4. IN THE PAST) WAS THERE MORE OF A RELIANCE ON ORAL PRESENTATIONS THAN 

PURELY WRITTEN EXAMINATIONS? 
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6. 

WAS THE INCREASED: USE OF SELF RATING FORMS AN INTEGRAL PART OF THE 

TESTING PROCESS? 

WAS THE INCREASED USE OF PRIVATE INDUSTRY CONSULTANTS ON AN MAS NEEDEDM 

BASIS AN EFFORT TO ADD PROFESSIONALISM AND ELIMINATE BIAS OR JUST TO 

SAVE MONEY· 

7. WAS INCREASED USE OF THE "LATERAL TRANSFER PROCESS· OR RECRUITING FROM 

THE OUTSIDE USED TO CIRCUMVENT THE TESTING PROCESS? 

8. DID LOWER EXAMINATION SECURITY OCCUR DUE TO THE RISING COST OF UPDATING 

AND CHANGING WRITTEN TEST QUESTIONS PERIODICALLY? 

9. DID CLAIMS OF FAVORTISM OR BIAS INCREASE DURING QUALIFICATION APPRAISAL 

PANELS (ORAL BOARDS)? 

10. WAS THERE A DECREASED FAITH IN THE OVERALL TESTING PROCESS WHEN 

WRITTEN/ORAL EXAMINATION PROCESSES WERE USED TO SELECT THE BEST 

MANAGEMENT CANDIDATE? 

11. WAS THERE A PERCEIVED NEED TO INCREASE THE QUALITY OF THE MANAGEMENT 

TESTING PROCESS WITHOUT A CORRESPONDING INCREASE IN COST? 

12. DID A NEED EXIST TO STREAMLINE THE TESTING PROCESS TO BRING ABOUT COST 

SAVINGS AND MORE TIMELY RESULTS? 

-7-



13. WAS THERE AN 1NCREASE IN THE FREQUENCY OF GRIEVANCES, FILED BY THE 

EMPLOYEE UNIONS ON BEHALF OF PROMOTIONAL CANDIDATES OR AFFIRMATIVE 

'ACTION GROUPS AND ETHNIC MINORITIES OVER THE JOB RELATEDNESS OF TEST 

QUESTIONS?' 

14. WAS THERE A REALIZATION BY UPPER MANAGEMENT THAT PROMOTIONAL TESTING 

Ott.. Y MEASURED THE DIMENSION OF KOOWLEDGE IN TECHNICAl. SKILLS AND 

NEGLECTED THE AREAS OF JUDGEMENT IN COMPLEX ETHICAL ISSUES AND THE 

ABILITY TO FUNCTION AS THE LEADER OF A GROUP OF PEOPLE? 

,15. WAS THERE AN INCREASED FEAR THAT PROMOTIONAL APPLICANTS OR CANDIDATES 

COULD AND DID LITERALLY LEARN THE TESTING PROCESS AND PROMOTIONAL TEST 

QUESTIONS AFTER REPEATED ATTEMPTS TO GET PROMOTED? 

16. WAS THERE AN INCREASE IN THE USE OF ETHNICALLY/SEXUALLY BALANCED 

TESTI NG BOARDS? 

OF THOSE PAST ISSUES MENTIONED THUS FAR, THE GROUP CONSENSUS DURING THE 

BRAINSTORMING FUTURES WHEEL SESSION WAS THAT PAST ISSUES #2, 3, 4, 5, 9, 13 

AND 14 ST'ILL HAD A GREAT DEAL OF RELEVANCY IN THE PRESENT SINCE THE ISSUES 

OF THE VALIDITY OF WRITTEN/ORAL TESTlNG ETHNICAL BIAS JOB RELATEDNESS AND 

LEGAL CHALLENGES ARE OCCURRING AT THE PRESENT TIME. 

THE SAME GROUP OF SUBJECT AREA EXPERTS WERE ALSO ASKED TO GENE~ATE A LIST OF 

EMERGING ISSUES FROM THE PRESENT TIME PERIOD, AND DID ~~ DURING A BRAIN

STORMING AND NOMINAL GROUP TECHNIQUE MEETING. IN ADDITION, THE WRITER USED 
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PERSONAL REFLECTION AND A PRELIMINARY LITERATURE SEARCH AS WelL AS PASSIVE 

AND ACTIVE SCANNING TO ADD TO THE LIST OF ISSUES. THE ISSUES WERE THEN 

SUBJECTED TO A PRELiMINARY SCREENING BY THE GROUP AS AN APPROACH TO 

STRUCTURING THE GENERAL ISSUE FOR RESEARCH 1 THE CRITERIAN WAS A JUDGEMENT 

CONCERNING A DEGREE OF RELATEDNESSI THE RESULT WAS A LIST OF 24 Issues THAT} 

WHEN CONSIDERED TOGETHER} ESSENTIALLY DEFINED THE PARAMETERS OF THE GENERAL 

ISSUE BEING STUDIEDo THEY ARE AS FOLLOWS: 

1. Is THERE AN INCREASING NEED TO BRING STANDARDIZATION TO LAW ENFORCEMENT 

MANAGEMENT PROMOTIONAL TESTS? 

2. CAN PROMOTIONAL TESTING METHODS BE DESIGNED TO TEST A NU~~ER OF 

DIMENTIONAL AREAS AT THE SAME TIME? 

3. DOES THE CRITICAL NATURE OF POLICE MANAGEMENT PROMOTIONS MANDATE OR 

REQUIRE A MORE COMPREHENSIVE AND OBJECTIVE LIST OF SUBJECTIVE SKILLS? 

4. SHOULD MANAGEMENT LEVEL PROMOTIONAL TESTING BE A PREDICTOR OF POTENTIAL 

AS WELL AS AN EXAMINATION OF CURRENT SKILLS? 

5. DOES COST OF THE TEST PROCEDURES PLAY A MAJOR ROLE IN WHICH PROCESS IS ' 

CHOSEN" BY A DEPARTMENT? 

6. ARE ALL OF THE FULL RANGE OF TESTI NG METHODS CLEJ. ~L Y UNDERSTOOD BY 

POLICE ADMINISTRATORS? 

-9-
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7. CAN ASSESSMENT CENTERS PROVIDE A MULTI-DIMENSIONAL EXAMINATION OF 

PROMOTIONAL CANDIDATES' POTENTIAL AND SKILL IN A MORE PREDICTIVE 1 VALID 

AND JOB: RELATEP WAY THAN TRADITIONAL TESTING METHODS? 

8. Is SUBJECTIVITY IN SCORING MANAGEMENT PROMOTIONAL TESTS INCREASING? 

9. Is IT POSSIBLE TO NUMERICALLY QUANTIFY SKtLL LEVELS IN VARIOUS 

PERFORMANCE AREAS AND CONCLUDE AN ,EXAMINATION PROCESS WITH A 

PRIORITIZED RANK LIST? 

10.0 WHICH FORM OF PROMOTIONAL TESTING HAS THE GREATER CHANCE OF RETAINING 

t:TS VALIOITY AFTER SCRUTINY BY THE COURTS? 

11. WHICH TESTING PROCESS OFFERS THE MOST COMPREHENSIVE EVALUATION OF 

RESULTS ANAYSIS? 

l2. SHOULD TESTING ONLY GAUGE CURRENT SKILL LEVELS OR FORECAST 

DEVELOPMENTAL POTENTIAL IN AREAS FOR FUTURE TRAINING NEEDS? 

13. ARE THERE SETS OF GENERIC CRITERIA THAT CAN BE APPLlED TO MOST POLICE 

MANAGEMENT PROMOTIONAL TESTS TO JUDGE SKILL LEVEL AND POTENTIAL} THOUun 

THE NEEDS OF VARIOUS DEPARTMENTS MAY DIFFER TO SOME DEGREE? 

14. ARE AU. OF THE CURRENT TESTING METHODS Co'\PABLE OF EXAMINING CRITICAL 

TASKS USED BY POLICE MANAGERS? 

-10-

" 

'. 

1 
I 



\ 
.~ 

15. CAN COST EFFECTIVENESS BE MEASURED ONLY BY THE COST TO ADMINISTER AND 

SCORE iMe TEST I OR CAN THE COST OF MAKING THE WRONG PROMOTIONAL. 

SELECTt-at', SUBSEQUENT LEGAL ACTIONS OR ADVERSE ACTIONS BE FACTORED IN 

AND QUANTIFIED? 

16. ' ARE PROMOTIONAL ASSESSMENT CENTERS THE WAVE OF THE FUTURE OF MANAGEMENT 

LEVEL TESTING OR THE CURRENT FAD IN MANAGEMENT? 

17. How COMPLETE SHOULD RECORDS BE FOR MONITORING A HISTORICAL RECORD OF 

SCORES FOR DETAILED INFORMATION ON TEST ELEMENTS AND HOW SCORES WERE 

DERIVED? 

, 
18. WHICH TESTING PROCEDURE CAN GIVE THE MOST COMPLETE EXPOSURE TO A 

CANDIDATE/S CAPABILITY AND POTENTIAL? 

19~ WILL THE EXCESSIVE COSTS ASSOCIATED WITH ASSESSMENT CENTERS PRECLUDE 

SMALLER POLICE DEPARTMENTS OR LARGE DEPARTMENTS WITH TIGHT BUDGETS FROM 

USING THEM? 

20. WILL THE USE OF ASSESSMENT CENTERS CAUSE ADVERSE REACTIONS BY LABOR 

GROUPS OR OTHER STAKEHOLDERS IN THE TESTING PROCESS? 

21. WILL POlICE AGENCIES WITH COMMON NEEDS DEVELOP INTERAGENCY CONTRACTS TO 

SHARE THE COSTS AND RESOURCES Nt:ESSARY FOR THE SUCCESSFUL COMPLETION 

OF AN ASSESSMENT CENTER? 

22. WILL FULL-TIME ASSESSORS JOIN THE CADRE OF CONSULTANTS WHOSE PROFESSION 

IS THE ADMINISTRATION OF ASSESSMENT CENTERS? 
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23. ARE ASSESSMENT CENTERS} UNLIKE CONVENTIONAL TESTING METHODS} TOO 

COMPlICATED TO BE ADMINISTERED BY IN-HOUSE PERSONNEL SPECIALISTS? 

24~: How WILL A'LARGE CANDIDATE POOL BE REDUCED TO ACCOMODATE A REASONABLE 

AND COST EFFECTIve AsseSSMENT CENTER PROCESS IN LARGE DEPARTMENTS? 

CONSIDERATION WAS GIVEN TO RELATED ISSUES THAT MIGHT EMERGE BY THE YEAR 

1997. FUTURE ISSUES WERE JUDGED TO BE RELEVANT ON THE BASIS OF POTENTIAL 

IMPACT UPON POSSIBLE FUTURE SCENARIOS. THE INITIAL SELECTION WAS A GROUP OF 

20 FUTURE ISSUES· THEY ARE AS FOLLOWS: 

1. WILL THERE BE A HIGHER DEMAND FOR MULTI-DIMENSIONAL PROMOTION 

EXAMINATIONS FOR POLICE MANAGERS IN THE FUTURE? 

.2. WILL THE PEACE OFFICER STANDARDS AND TRAINING COMMISSION (POST) PLAY A 

ROLE IN THE DEVELOPMENT OF STANDARDIZED PROMOTIONAL TE~: FORMATS THAT 

CAN BE APPLIED TO ANY POLICE AGENCY IN CALIFORNIA? 

3. Is REMOTE SCORING ACCOMPLISHED WITH VIDEO EQUIPMENT FEASIBLE IN THE 

ASSESSMENT CENTER SETTING? 

4. WILL REGiONALIZED ASSESSMENT CENTERS BE DEVELOPED TO PROMOTE MORE: 

EXTENSIVE USE WITH LOWER SHARED COSTS? 

5. WILL THE COURTS CJNTINUE TO UPHOLD THE VALIDITY OF ASSESSMENT CENTER 

PROCESSES AND/OR WRITTEN ORAL TEST PROCESSES? 

-~-



6. WILL THa FAITH OF EMPLOYEES IN CONVENTIONAL TESTING METHODS DECREASE IN 

. THE FUTURE?'" 
" "'~S" 

!W" 
,...;-. 

7. WILL GOVER~ENT ENTITIES WH0 1 BY CHARTER OR PERSONNEL REGULATION) 

REQUIRE WRITTEN/ORAL TESTING BE FORCED BY THE COURTS TO CHANGE TO A 

TESTING PROCESS WHICH IS LESS SUBJECT TO BIASI PREJUDICE AND ERROR. 

8. WILL THE PROSPECTIVE POLICE MANAGER ACCEPT AND ENDORSE THE USE OF THE 

ASSESSMENT CENTER AS THE TESTING TOOL OF THE FUTURE? 

g. WILL THE USE OF ASSESSMENT CENTERS CONTINUE TO INCREASE OR PEAK OUT AND 

THEN DECLINE IN TIME FOR THE NEXT MANAGEMENT SELECTION MFADM? 

100 WILL PROMOTIONAL CANDIDATES WANT A TESTING METHOD WHICH REQUIRES 

STRUCTURED) DOCUMENTED FEEDBACK ON TEST PERFORMANCE BY THE TESTING 

AUTHORITY? 

n. WILL THE PROMOTIONAL CANDIDATE OF THE FUTURE DEMAND THAT THE PERSONS 

EVAlUATING HIS QR HER PROMOTABILITY BE SPECIFICALLY TRAINED TO ASSESS 

THE CANDIDATE'S PERFORMANCE IN SPECIFIC DIMENSION AREAS? 

12. WILL PEACE OFFICER ASSOCIATIONS RESIST THE USE OF ASSESSMENT CENTERS OR 

DEMAND CHANGE FROM CONVENTIONAL TESTING? 

13. WILL GOVEF.NING ENTITIES BE WILLING TO PAY THE INCREASED TESTING AND 

SELECTION COSTS GENERATED BY PROMOTIONAL ASSESSMENT CENTERS OVER MORE 

CONVENTIONAL TESTING METHODS? 

-13-



14. WILL LAW ENFORCEMENT PROFESSIONAL GROUPS EXERT POLITICAL'CLOUT TO 

INSTITUTE ANY STANDARDIZED POLICE ASSESSMENT CENTER? 

15. WILL THE USE OF ASSESSME~' CENTERS BETTER SERVE THE NEED TO CREATE AN 

ETHNIC BALANCE OR PAR tTY IN THE MANAGEMENT WORK FORCE? 

16. WILL THE INCREASING COMPLEXITY OF THE POLICE MANAGER'S JOB SURPASS THE 

CONVENTIONAL TESTING METHOD~S CAPABILITY TO ACCURATELY EXAMINE FOR THE 

BEST CANDIDATE? 

17. WILL INCREASED PERSONNEL COSTS AND DECREASED BUDGET ALLOTMENTS.PRICE 

ASSESSMENT CENTERS OUT OF THE TESTING MARKET? 

18. WITH AN EVER INCREASING WORKLOAD} WILL POLICE ADMINISTRATORS BE WILLING 

TO ALLOCATE THE NECESSARY MANPOWER AND FUNDS NEEDED TO CONDUCT 

ASSESSMENT CENTERS? 

19. WILL THE NUMBER OF POLICE AGENCIES IN CALIFORNIA USING ASSESSMENT 

CENTERS AS A PROMOTIONAL TOOL CONTINUE TO INCREASE? 

20. WILL THE SUCCESS RATE OF NEW POLlCE M~.N.'\GERS INCREASE WITH THE 

CORRESPONDING INCREASE IN THE USE OF ASSESSMENT CENTERS AS A 

PROMOTIONAL TESTING METHOD IN THE MANAGEMENT RANKS? 
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IEEINITHIS -

FOR PURPOSESqF CLARITY, IN THE EVENT THAT READERS OF THIS STUDY ARE 

UNFAMILIAR WITH EITHER LAW ENFORCEMENT ISSUES OR-THE TESTING PROCESS, THE 

FOLLOWING LIST OF TERMS AND DEFINITiONS IS PROBABLY APPROPRIATE: 

SwoRN - A PEACE OFFICER FOR ANY PUBLIC LAW ENFORCEMENT AGENCY IN CALIFORNIA 

UNDER AUTHORITY OF PENAL CODE SECTION 830 ET SEQ· 

CONVENTIONAL TESTING METHoDS - THIS REFERS TO WRITTEN PEN AND PAPER 

KNOWLEDGE TESTS AND ORAL QUESTIONING PANELS ALSO KNOWN AS QUALIFICATION 

ApPRAl~AL PANELS. 

AsSESSMENT CENTER - AN ASSESSMENT CENTER CQNSISTS OF A SERIES OF JOB 

SIMULATIONS WHICH ARE DEMONSTRATED IN A TESTING SITUATION. THE RESULTS ARE 

EVALUATED AND RANKED BY A TEAM OF TRAINED EXPERTS WHO DEVELOP SCORES AND 

PROMOTIONAL LISTS (PUBLIC PERSONNEL MANAGEMENT, 1986:437-438). 

ADvERSE AcTIONS - THIS REFERS TO THOSE QUASI-JUDICIAL PROCEEDINGS INITIATED 

BY AN EMPLOYER OR EMPLOYEE BEFORE A HEARING BOARD WITH THE AUTHORITY TO RULE 

IN FAVOR OF ONE PARTY OR ANOTHER. SOME EXAMPLES ARE THE STATE PERSONNEL 

BOARD} CIVIL SERVICE COMMISSION} OR ADMINISTRATIVE LAW COURTS. 

INTER,lATlOtW.. AsSOCIATION OF CHIEFS OF POLICE <lACP) - THIS IS A 

PROFESSIONAL ORGANIZATION MADE UP OF POLICE CHIEFS, SHERIFFS} OR OTHER LAW 

ENFORCE11ENT AGENCY HEADS. ITS MEMBERSHIP IS WORLDWIDE AND ITS MISSION IS 

PROMOTING PROFESSIONALISM IN LAW ENFORCEMENT THROUGH TRAINING, EDUCATION} 

TECHNOLOGY AND LEGISLATIVE ACTIVITY (SOURCE: lACP MEMBERSHIP MATERIAL). 
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CALIFORNIA ·PEAce (FFICERS ;\sSOCIATIOH (CPOA) - THIS IS A CAlIFORNIA 

\ PROFESSIONAL LAW ENFORCEMENT ASSOCIATION WHOSE MEMBERS ARE MOSTLY 

SUPERVISORY ~_~ ~~AGEMEHT POLICE PERSONNEL. ITS GOALS ARE SIMILAR TO IACP 
AS LISTED ABOVE" BUT AT THE STATE LEVEL. 

PEAcE' OFFICERS REsEAROI ADvISORY CCIt4ISSIOM (PORAC) - THIS IS A 

'PROFESSIONAL/LABOR GROUP WHICH IS CLASSIFIED AS A Ntm-PROFIT CORPORATION. 

IT OFFERS TRAINING} LEGAL DEFENSE, LABOR RELATIONS ADVISEMENT AND 

FRATERNAL/SOCIAL ACTIVITIES TO ITS MEMBERSHIP" WHICH CONSISTS MOSTLY OF LAW 

ENFORCEMENT AND SOME SUPERVISORY POLICE PERSONNEL. PO RAe ALSO ACTS AS AN 

UMBRELLA GROUP FOR MANY PEACE OFFICER ASSOCIATIONS THAT EXIST IN A NUMBER OF 

CITY} COUNTY AND STATE LAW ENFORCEMENT AGENCIES IN CALIFORNIA. 

PEAcE OFFICER ASSOCIATIONS (POA) - USUALLY A GROUP OF LINE OR SUPERVISORY 

OFFICERS WHO FORM AN ASSOCIATION THAT FUNCTIONS AS A BARGAINING UNIT TO 

NEGOTIATE ON BEHALF OF THE MEMBERSHIP WITH MANAGEMENT FOR SALARY AND 

BENEFITS IN COLLECTIVE BARGAINING CONTRACTS. Irs MAKEUP AND PURPOSE IS VERY 

SIMILAR TO A LABOR UNION IN THE PRIVATE SECTOR. 

POlICE COMMISSION - A GROUP OF GOVERNMENT AND PRIVATE PARTIES WHO ACT IN AN 

ADVISORY OR OV~RSIGHT CAPACITY TO THE ADMINISTRATIVE OFFICERS OF LOCAL 

POLICE DEPARTMENTS. 

VALIDATION - THE PROCESS WHEREBY PROMOTIONAL TESTS ARE JUDGED TO 3E FAIR} 

NON-BIASED AND JOB RELATED FOR THE POSITION THEY TEST. 
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LATERAL T~sFER TESTING - A TESTING PROCESS (EITHER ORAL I WRITTEN .OR BOTH) 

WHICH ASSUMES.·BASIC SKILL LEVELl IS NON-PROMOTIONAL AND TESTS SUITABILITY 
. ~~~ . 

OF AN EMPLOY!ETO MOVE FROM ONE AGENCY TO ANOTHER AT THE SAME RANK. 

CRITICAL TASKS - THOSE JOB RELATED TASKS WHICH ARE CRITICAL TO THE 

PERFORMANCE OF AN EMPLOYEE IN ANY GIVEN POSITION. THESE ARE THE TASKS THAT 

THE EMPLOYEE MUST BE ABLE TO DEMONSTRATE, BUT MAY NOT BE REQUIRED TO 

C(]t1PLETE DURING ~Y SPECIFIC TIME FRAME· 

DIMENSION - AN AREA OF SKILL OR JUDGEMENT TO BE TESTED DURING A PROMOTIONAL 

EXAMINATION SUCH AS WRITING ABILITY) POLIT1CAL AWARENESS) COMMUNICATIONS) OR 

DECISION MAKING ABILITY. 

CONSULTANT - A PUBLIC EMPLOYEE OR PRIVATE PRACTITIONER WHO ADVISES) GUIDES 

AND OFTEN CONDUCTS THE TESTING PROCESS FOR GOVERNMENT AGENCIES. 

POLICE MANAGER - A SWORN POLICE OFFICER} USUALLY ABOVE THE RANK OF SERGEANT· 

POlICE ADMINISTRATOR - A POLICE CHIEF) SHERIFF OR OTHER TITLED HEAD OF A LAW 

ENFORCEMENT AGENCY. 

STEEP - A FORMULA FOR CONSIDERING THE SOCIAL) TECHNOLOGICAL} ENVIRONMENTAL J 

ECONOMIC AND POLITICAL ASPECTS OF ANY ISSUE AREA· 
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METHODS: IDENTlFlCATlON 

IN THIS STUDY# A NUMBER OF METHODS AND TECHNIQUES WERE UTILIZED TO GUIDE THE 

WRITER AND THE MEMBERS OF THE STUDY GROUP TO REASONABLE CONCLUSIONS 

CONCERNING THE FUTURE. A LIST OF THOSE TECHNIQUES/METHODS USED ARE AS 

FOLLOWS: 

1. PERSONAL REFLECTION 

2. LITERATURE SCANNING . 

3. BRAIN-STORMING 

4. NOMINAL GROUP TECHNIQUE (NGT) 

5. FUTURES WHEELS 

6. STRUCTURED SUBJECT AREA EXPERT INTERVIEWS 

7. CROSS IMPACT MATRIX 

8. SCENARIO WRITING 

METHODS; IDEKTIFICATION 

IN ORDER TO IMPLEMENT THE STUDY OF HOW THE LAW ENFORCEMENT ,MANAGER OF 1997 

W1LL BE SELECTED} WITH PARTICULAR EMPHASIS ON THE PROMOTIONAL ASSESSMENT 
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CENTER PROCESS, THE LOGIC FOR USING CERTAIN METHODS OF STUDY SHOULD BE 

EXAMINED. THE PARTICULAR METHODS THE WRITER USED IN THIS STUDY AND lrIE 

RATIONALE FOR THEIR USE IS AS FOLLOWS: 

1.. PERSOHAl.. REFLECTlOIN - SINCE THE WRITER HAS BEEN INVOLVED IN THE 

CONVENTIONAL TESTING PROCESS , BOTH AS A RATER AND PROMOTIONAL CANDIDATE OVER 

THE LAST 16 YEARS AND AS MORE RECENTLY IN THE PROMOTIONAL ASSESSMENT CENTER 

PROCESS AS BOTH A CANDIDATE AND ASSESSOR, PERSONAL REFLECTiON HAS PROVED 

VERY VALUABLE IN THE CCiNSIDERATION OF THE FUTURE OF THE TESTING PROCESS AS 

MENTIONED· THIS PROCESS HAS ALLOWED THE WRITER TO INTRODUCE TME VALUE OF 

PERSONAL EXPERIENCES IN THE SUBJECT AREA INTO THE RESEARCH PROJECT. CARE 

WAS USED TO AVOID LETTING THE PERSONAL REFLECTION METHOD BIAS THE OUTCOME OR 

FUTURE PROJECTIONS OF THIS STUDYs ~T MAINLY SERVES TO ASSIST THE WRITER IN 

EXPLAINING THE TESTING PROCESS FOR MANAGEMENT RANK PROMOTIONS TO GROUP 

MEMBERS UNFAMILIAR WITH THE SUBJECT AREA AND ACTED AS A GUIDE TO A BALANCED 

LITERATURE SEARCH. 

2. ScANNING - WHILE PERSONAL REFLECTION SERVES ITS PURPOSE TO EXPLAIN} 

GUIDE OR FINE-TUNE THE ESSENCE OF THE IDEA TO BE STUDIED AND THE 

IDENTIFICATION OF THOSE RELATED ISSUES TO BE GENERATED} SCA~NING OR AN 

ATTEMPT TO REVIEW OTHER DOCUMENTATION OR PUBLICATIONS ADDRESSING THE 

RELATED ISSUES IS NECESSARY TO GO ANY FURTHER. THAT NEXT ~TEP IS TO ~FE 

WHAT SUBJECT'AREA EXPERTS IN THE PROMOTIONAL TESTING PROCESS HAD WRITTEN OR 

STATED IN PUBLIC WITH REGARD TO THE ISSLE. THIS SCANNING PROCESS ASSISTED 

THE WRITER IN DEVELOPING ADDITIO.4AL RELATED ISSUES TO THOSE GLEANED FROM. 

PERSONAL REFLECTION AND OTHER METHODS MENTIONED LATER IN THIS SECTJON. 

AN ATTEMPT WAS MADE TO SAMPLE LITERATURE FROM THE PAST AND PRESENT IN ORDER 

TO GAIN A BALANCED KNOWLEDGE OF PAST, PRESENT AND) HOPEFULLY I FUTURE ISSUES· 
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3. BRAiNSTORMING - ONCE THE SCANNING AND PERSONAL REFLECTION PROCESSES 

WERE COMPLETEB" METHOOOlOG 1 ES WH I CH INVOLVED ONLY THE WRI TER WERE J FOR THE 

MOST PART, exHAUSTED- IT WAS APPROPRIATE AT THIS POINT TO BRING TOGETHER A 

GROUP OF SUBJECT AREA EXPERTS FROM LAW ENFORCEMENT AND NON-LAW ENFORCEMENT 

FIELDS TO EXAMINE THE VARIOUS RELATED ISSUED THUS FAR PRODUCEO AND UTILIZE 

THE BRAINSTORMING TECHNIQUE TO GENERATE ADDITIONAL RELATED ISSUES USING 

THOSE ISSUES PREVIOUSLY FORMED AS A RESULT OF PERSONAL REFLECTION AND 

SCANNING AS A JUMP OFF POINT FOR THE BRAINSTORMING EFFORT. THE. BRAIN-

STORMING TECHNIQUE WAS USED NOT OI'l...Y .IN THE FIRST PORTIONS OF n:E PROCESS 

FOR RESEARCH OF THIS PAPER J BUT THROUGHOUT THE RESEARCH EFFORT WHENEVER· A 

GROUP OF INDIVIDUALS WERE BROUGHt TOGETHER FOR INTERVIEWS} POLICY DELPH!S OR 

A t~OM 1 NAL GROUP T ECHN I QUE· 

4. NoMINAL GROUP TECHNIQUE (HGT) - UTILIZING THE SAME GROUP THAT INITIATED 

THE BRAINSTORMING METHODOLOGY FOR THIS STUDY,. THE NGT PROCESS WAS USED TO 

PARE DOWN TO A MANAGABLE NUMBER THE ISSUES GENERATED DURING THE BRAIN-

STORMING SESSION AND TO PRIORITIZE THE ISSUES TO BE STUDIED BY THE AMOUNT OF 

IMPACT OR RELEVANCE TO THE OVERALL ISSUE BEING ~TUDIED. 

5. II'fTERVIEWS (STRUCTURED) - STRUCTURED INTERVIEWS WITH SUBJECT AREA. 

EXPERTS IN TESTING} LAW ENFORCEMENT) BUDGET) LABOR RELATIONS J _AFFIRMATIVE 

ACTION AND PERSONNEL SERVICES WERE UTILIZED TO ILLICIT OPINIONS) TECHNICAL 

EXPERTISE OR OTHER COMMENTS WHERE A GENERAL GROUP NEEDED SPECIFIC GUIDANCE 

OR EXPLANATiON OF TERMINOLOGY. ~LSOJ LISTS OF ISSUES FORMATTED DURING THE 

MOMINAL GROUP TECHNIQUE \'':RE EXAMINED BY SUBJECT AREA EXPERTS TO ENSURE THAT 

NOT ONLY DID THEY EXPRESS A MULTt-OtSCiPLINARY VIEW OF THE ISSUES AND 

GENERAL ISSUE TO BE STUDIED} BUT WERE ALSO TECHNICALLY ACCURATE. 
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:6. CROSS IMPACT FORECASTING MATRIX - THE RELEVANT ISSUES GENERATED BY MANY 

OF THE ABOve CITED METHODOLOGIES FORM THE BASIS FOR TREND 'AND EVENT 

STATEMENTS THAT WERE UTILIZED THROUGH THE CROSS IMPACT MATRIX PROCESS TO 

ANALYTICALLY AND ARITHMATICALLY EXAMINE THE EFFECT THAT EACH EVENT HAD ON 

OTHER EVENTS OR TR!':NDS. THIS METHODOLOGY WAS THE PRIMARY "SOURCE DOCUMENT" 

FOR FORMING A CREDIBLE BASIS TO GENERATE FUTURES SCENARIOS TO DESCRIBE THREE 

FUTURES} I.Eo) SYSTEMS CHANGE} HYPOTHETICAL OR TURBULENT. 

7. FUTURES SCENARIOS - WHEN WRITTEN" THESE SCENARIOS ARE USED TO EXAMINE 

THE POSSIBLE FUTURE STATES THEY FORECASL AND FROM THAT FORM THE BASIS FOR 

EXAMINING WHICH SCENARIO TO FURTHER STUDY AND EXAMINE FOR PURPOSES OF 

DEVI;LOPING A STRATEGIC PLAN TO BRING ABOUT A DESIRED FUTURE. A TRANSITION 

MANAGEMENT PLAN IS THEN DEVELOPED TO PHASE IN THE DESIRE!) FIJTURE AND POLICY 

CONSIDERATIONS TO ENSURE THAT EVENTUALLY THE DESIRED FUTURE CAN BE A WORKING 

MODEL WITH Sot1E CHANCE FOR SUCCESS. 
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IEEINIM6 DE EtIDR: 

AFTER COHPI1.IN6A COMPREHENSIVE LIST OF FUTURES FORECASTING METHODS AND 

DOCUMENTING I'IlW EACH OF THOSE METHODS COULD EACH ElE USED1 THE WRITER SET ON 

A COURSE TO PUT THOSE METHODS INTO ACTION TO CREATE THE INITIAL DATA BASE 

WHICH WOULD FORM A SOLID PLATFORM FROM WHICH TO PEER INTO THE FUTURE} AND AS 

MORE THAN ONE ROMAN EMPEROR HAS SAlOl MlET THE GAMES BEGIN·. 

LI1ERATURE SEAItH 

USING THE GENERAL ISSUE STATED IN THIS PAPER AS A POINTERJ THE WRITER 

ELECTED TO CONDUCT A LITERATURE SCAN OF BOOKS) PERIODICALS AND PROFESSiONAl 

JOURNAL ARTICLES TO IDENTIFY WHAT SUBJECT AREA EXPERTS WERE TALKING ABOUT IN 

TERMS OF TODAY'S BEST TECHNOLOGY FOR MANAGEMENT PROMOTIONAL EXAMINATIONS IN 

LAW ENFORCEMENT. I ADD IT I ONALL Y WANTED TO SEE I F I COULD GLEAN 1 SSUE/TREND 

INFORMATION FROM ARTICLES OF THE RECENT PAST AND PRESENT T9 HELP ME AND THE 

GROUP USED LATER IN THIS STUDY IDENTIFY THOSE ISSUES THAT COULD BE EXPECTED 

IN THE FUTURE. THE ISSUES IDENTIFIED AS A RESULT OF AN EXTENSIVE -LITERATURE 

SEARCH HELPED ME FURTHER REFINE THE GENERAL ISSUE TO BE STUDIED) I·E.I'HOW 

WILL THE POLICE MANAGER IN THE YEAR 1997 BE SELECTED? RELATED ISSUES 

IDENTIFIED DURING THE SEARCH WHICH, AS PREVIOUSLY MENTIONED) BECAME A 

PORTION OF THE NOMINAL GROUP EXERCISE WERE: 

1. THE f-r;MERIC PREDICTIVE VALIDITY OF VARIOUS TYPES OF PROMOTIONAL 

EXAMINATIONS. 

2. INVOLVEMENT OF THE COURTS IN THE TESTING AND SELECTION PROCESS. 
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3. CosT FACTORS OF THE TESTING PROCESS. 

4. AFFIRMATIVE ACTION AND EQUAL EMPLOYMENT OPPORTUNITY GUIDELINES FROM THE 

FEDERAL GOVERNMENT. 

5. DEFENSABILITY AGAINST EMPLOYEE-GENERATED GREIVANCES. 

BRAINSIOltUHG - lDlUW", GROOP TEtHNHU: 

AFTER IDENTIFYING THE CORE ISSUES CONTAINED IN THE AVAILABLE LITERATURE ON 

THE SUBJECT OF PROMOTIONAl.. TESTING IN LAW ENFORCEMENT} A GROUP OF 10 PEOPLE 

WAS FORMED TO GENERATE AS COMPLETE A LIST AS POSSIBLE OF PAST} PRESENT AND 

FUTURE EMERGING ISSUES/TRENDS. THE GROUP CONSISTED OF MALE AND FEMALE 

PARTICIPANTS ROUGHLY BALANCED ON A ONE TO ONE RATIO AND REPRESENTiNG THREE 

ETHNIC GROUPS. ONE MEMBER WAS A SWORN PEACE OFFICER AT THE ASSISTANT CHIEF 

LEVEL" WHILE OTHERS REPRESENTED PRIVATE SECTO,R AND GOVERNMENT 

REPRESENTATIVES IN THE AREAS OF BUDGET" LABOR RELATIONS, AFFIRMATIVE ACTION" 

PERSONNEL MANAGEMENT} TESTING AND SELECTION ANALYSIS} PRIVATE CONSULTANT AND 

PERSONNEL MANAGEMENT. EACH PARTICIPANT HELD THE RANK OF DIVISION CHIEF OR 

ITS EQUIVLENT IN THeIR OWN ORGANIZATIOrl. (SEE ATTACHMENT #3 FOR NGT MEMBER 

IDENTIFICATION .. ) 

GROUP Mt~BERS RECEIVED A PACKAGE OF MATERIALS CONSISTING OF ISSUES GENERATED 

j ( PERSONAL REFLECTION AND LITERATURE SEARCH" AS WELL'AS A COpy OF THE "TASK 

FORCE ON ASSESSMENT CENTER STANDARDS· DEVELOPED BY THE SeVENTH INTERNATIONAL 

CONGRESS ON THE ASSESSMENT CENTER METHOD IN NEW ORLEANS} LOUISIANA IN 1979. 

THIS DOCUMENT SERVED TO ENSURE THAT EACH GROUP MEMBER WHO WAS, BY SURVEY, 
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JUDGED TO·BE FAMILIAR WITH TRADITIONAL TESTING METHODS COULD ALSO'GIVE EQUAl 

CONSIDERATIO. TO THE ASSESSMENT CENTER METHOD OF PROMOTIONAL TESTING· 

FOLLOWING A GENERAL DISCUSSION OF THE ISSUE LIST PROVIDED TO THE GROUP) THE 

DEFINITION OF ASSESSMENT CENTERS AND AN EXPLANATION OF THE GENERAL ISSUE TO 

BE STUDIED, THE GROUP, UTILIZING THE NOMINAL GROUP TECHNIQUE (NGT), SET ,OUT 

TO IDENTIFY THE PAST, PRESENT AND FUTURE ISSUES/TRENDS MENTIONED EARLIER IN 

PAGES 3-7 OF THIS STUDY. THE GROUP WAS ALSO GiVEN A DEFINITION OF A TREND 

AND AN EVENT AS ENDORSED PREVIOUSLY BY THE POST COMMAND COLLEGE FUTURES 

FORECASTING WORKSHOP. A ~OUNDTABLE DISCUSSION WITH MEMBERS OF THE GROUP, 

GIVING EXAMPLES OF WHAT THEY CONSIDERED TRENDS IN RELATED SUBJECT AREAS 

ENSURED THAT EACH MEMBER HAD AN ACCURATE IDEA OF WHAT CONSTITUTES A TREND) 

AND FURTHER) THAT THAT IT WAS CONSISTENT WITH THE REMAINDER OF THE GROUPo 

AFTER THE GROUP HAD GENERATED THE THREE LISTS OF ISSUES/TRENDS} THEY WERE 

ASKED TO UT1LIZE A PRIORITIZAT!ON INSTRUMENT WHICH RANKED THE LIST AS 

"PRICELESS-) R VERY HELPFULRJ "HELPFUL-) R NOT VERY HELPFUL" OR··WORTHLESS·. 

KEY TRENDS 

CONTINUING WITH THE MGT PROCeSS) THE KEY TRENDS IDENTIFIED AS THE GROUP AS 

THOSE HAVING THE HIGHEST IMPACT ON THE SELECTION PROCESS FOR POLICE MANAGERS 

WERE: 

1. INCREASING WORKLOADlDeCREASING FUNDS ~ THE INCREASING WORKLOAD OF 

MANAGEMENT AND EXECUTIVE MANAGEMENT PERSONNEL AFFECTED BY A DECREASING TREND 

IN FUNDING FOR LAW ENFORCEMENT ADMINISTRATION AND OPERATIONS. 
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2. SexUAL/ETHNIC BiAS - AN INCREASING DEMAND FOR TESTING' WHICH ELIMINATES 

THE EFFECTS OF SexUAL/ETHNIC BIAS. 

3. THE COURTS - AN INCREASING INVOLVEMENT IN THE COURTS TO SOLVE DISPUTES 

OVER. THE MAKEUP AND ADMINISTRATION OF PROMOTIONAL TESTING. 

4.. REGIONALIZED TESTING - AN INCREASED USE OF REGIONALIZED TESTING BY 

COALITIONS OF LAW ENFORCEMENT AGENCIES IN ORDER TO SHARE COSTS AND 

STANDARDIZE QUALITY. 

50 POST - THE INCREASING ROLE THAT THE PEACE OFFICER STANDARDS AND TRAINING 

COMMISSION PLAYS IN ITS REGULATORY FUNCTtON OVER THE DEVELOPMENT OF 

STANDARDS FOR COMPETENCY AND PERFORMANCE IN MANAGEMENT POSITIONS IN LAW 

ENFORCEMENT • 

THE: GROUP WAS THEN ASKED 1'0 UTILIZE THEI R aWN SUBJECT AREA EXPERTiSE IN THE 

TESTING AND SELECTION PROCESS COMBINED WITH THE "STEEp· PROCESS TO ESTIMATE 

THE VALUE OF EACH TREND'S IMPORTANCE ON THE ISSUE TODAY. THEY WERE THEN 

ASKED TO LOOK BACKWARDS FIVE YEARS AND TO PLACE AN APPROXIMATE VALUE ON THE .. . 

TREND BEING ~ONSIDERED AND THEN LOOK AHEAD TEN YEARS AND GIVE YET A THIRD 

VALUE TO EACH TREND. THE GROUP'S CONSENSUS WAS THAT TEN YEARS WAS A MINIMUM 

PROJECTION TO GIVE A GOOD ESTIMATE OF TREND EVALUATION FROM THE FUTURE 

PERSPECTIVE BECAUSE THE ISSUE OF TESTING AND SELECTION AT ANY LEVEL IS SO 

HIGHLY REGULATED BY RULES) POLICIES) LAWS AND JUDICIAL MANDATES THAT RAPID 

CHANGE BY MEANS OTHER THAN THE COURT IS DIFFiCULT TO PREDICT. AnACHMENT #4 

IS A COMPILATION OF GROUP SCORES ASSIGNED TO EACH OF THE FIVE KEY TRENDS 

UTILIZING A TREND EVALUATION FORM. As STATED PR~IOUSLY) THE FORM REQUIRED 

THE GROUP TO ASSIGN A V,ALUE TO EACH TREND) ASSUMING A VALUE OF 100 FOR TODAY 
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AND THEN ASKING FOR A VALUE PROJECTING BACK FIVE YEARS 1 AS WELL AS 

THEIR BEST ESTIMATE OF WHAT THE VALUE WILL BE IN TEN YEARS} AND FINALLY} A 

VALUE AS TO WHAT THE VALUE SHOULD BE. THIS ALLOWED THE GROUP TO GIVE BOTH A 

REAlISTIC PROJECTION AS TO EACH TREND'S VALUE IF THE FUTURE IS ALLOWED TO 

PROGRESS ON ITS OWN (WILL BE) AND A VALUE IF THE FUTURE OCCURS UNDER IDEAL 

CIRCUMSTANCES· (SHOULD BE). 

IN ORDER TO GRAPHICALLY DISPLAY AN INCREASE'OR DECREASE IN TREND IMPACT ON 

THE GENERAL ISSuE AND FURTHER TO BE ABLE TO VISUALIZE THE RANGE BETWEEN 

·SHOULD BE" AND "WILL BE" TO IDENTlFY THE FORECASTlNG RANGEl A ,SECONDARY 

TREND EVALUATION GRAPH WAS CONSTRUCTED FOR EACH OF THE FIVE KEY TRENDS TO 

DISPLAY THE GROUP'S RESULTS. 
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-fuR I NG THE GROUP DISCUSS r ON OF THE KEY TRENDS} THE GROUP DEC IDEO THAT THERE 

EXISTS AN INCREASING TREND IN THE WORKLOAD PLACED ON MANAGEMENT TO ACTIvay 

PARTICIPATE IN THE PLANNING , IMPLEMENTATION AND DEFENSE OF TESTING AND 

" SELECTION SYSTEMS AND A DECREASe IN THE OVERALL ~JNDING FOR LAW ENFORC8~ENT 

IN GENERAL AND) THUS) THE SPECIFIC PROGRAM SUCH AS TESTING AND ~ELECTI0N 

WITHIN THE LAW ENFORCEMENT CATEGORY. MORE SIMPLY STATED}" LESS TIME AND LESS 

MONEY TO CHOOSE THE EFFECTIVE AND SUCCESSFUL POLICE MANAGER OF THE FUTURE· 

THrs IS EVIDENCED BY THE GROUP'S ESTIMATION THAT ASSUMING A VALUE OF 100 FOR 

TODAY THATtH TEN YEARS THE VALUE OF THIS ISSUE WILL BE 175} WHILE IT 

#SHOULD BEM ONLY 90 UNDER OPTIMUM CONDITIONS. WHILE THERE WAS NO IMMEDIATE 

CONSENSUS BY THE GROUP ON WHICH TESTING PROCESS FOR POLICE MANAGERS WOULD 

BEST FIT THE RESTRICTIONS OF A LOW TIME) LOW MONEY FUTURE} THE GROUP 

UNANIMOUSLY AGREED THAT WHATEVER THE PROCESS 1 IT MUST BE EFFICIENT IN ORDER 

TO ENSURE MINIMUM TIME COMMITMENTS OF EXECUTIVE LEVEL MANAGERS AND EFFECTIVE 

TO ENSURE THAT THE PROCESS NEED NOT BE REPEATED DUE TO MISTAKES GENERATED BY 
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THE PROCESS ITSELF OR THE PARTI C I PANTS. HOWEVER" THE GROUP ALSO FELT THAT 

NEW MANAGEMENT TECHNOLOGIES ARE MOSt OFTEN SPAWNED WHEN MANAGERS ARE 

REQUIRED TO DOMORE:WITH LESS OUT OF NECESSITY. 
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THE GROUP CONSENSUS WITH REGARD TO THE ABOVE STATED TREND #2 WAS 

EXCEPTIONALLY HIGH. THOSE GROUP MEMBERS INVOlVED IN THEIR OWN CAREER FIELDS 

OF AFFIRMATIVE ACTION} LABOR RELATIONS AND TEST ANALYSIS CHARACTERIZED THE 

SEXUAL/ETHNIC BIAS ISSUE IN THE CURRENT TESTIN\'; PROCeSSES AS ONE OF THE 

"HOTTER" ISSUES OF THE DAY IN PERSONNEL SELECTION. AGAIN ASSUMING A VALUE 

OF 100 FOR TODAY) THE GROUP EXPRESSED THAT THEIR FIVe-YEAR PAST RATING OF 65 

WAS INDICATIVE OF THE RECENTLY GROWING REVELATION THAT TRADITIONAL TESTING 

METHODS USED IN ~E PAST) AS WELL AS TODAY} HAVE BEEN SHOWN TO CONTAIN 

SEXUAL OR ETHNIC BIASES BY VITURE OF THE FACT THAT MEMBERS OF UNDER

REPRESENTED ·GROUPS HAVE NOT HISTORICALLY BEEN A PART OF THE TESTING 

FORMULATION PROCESS} AND WHILE THE BIAS IS NOT MELTED INTO THE TEST WITH ANY 

PURPOSE OR MALICE} IT HAS BEEN FOUND BY TESTING ANALYSTS AND THE COURTS TO 

EXIST. (QyARLES. 1983:310-22) FOR THIS SAME REASON} THE GROUP ESTIMATED 

THAT IN ANOTHER TEN YEARS THE CONCERN AND PEMAND REGARDING THIS TREND WILL 

DOUBLE) THUS} THE GROU.p ISSUED A SCORE OF 205. IN THE "SHOULD BElt CATEGORY} 
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OF THE 'MOST DESIRED FUTURE} THE G~UP FELT THAT WITH THE UTILIZATION OF THE 

NEWEST AND MOST CAUTIOUS AND EFFECTIVE TESTING METHODS THAT THIS NUMBER 

COULD BE PARED DO~'TO A VALUE OF 130. HENCE 4 BY THEIR SCORE THEY STATED 

THAT THE' DEMAND SriOULD DECREASE IF PLANS ARE ACTIVATED WHICH ALLEVIATE THE 

SITUATION THAT HAS EXISTED AND CURRENTLY EXISTS. AT THIS TIME THE GROUP 

FURTHER INDICATED AN EXCEPTIONALLY STRONG LINK BETWEEN TREND #2 AND TREND 

#3, WHICH INVOLVES THE INVOLVEMENT OF THE COURT IN THE MAKEUP AND 

ADMINISTRATION OF PROMOTIONAL TESTING. THIS IS ONLY REASONABL; SINCE THE 

COURTS HAVE BECOME INTRINSICALLY INVOLVED IN ALL SOCIOLOGICAL} POLITICAL, 

ECONOMIC AND ENVIRONMENTAL ISSUES WHICH HAVE TAKEN A PARTICULAR COURSE ,DUE 

TO THE UNFAIR OR BIASED TREATMENT OF ETHNIC (UNDER-REPRESENTED) GROUPS. IN 
CONCLUSION, THE GROUP FELT THAT IF THE CURRENT TREND CONTINUES UNABATED, THE 

OUTCRY FROM UNDER-REPRESENTED GROUPS WOULD BE SUCH THAT LEGAL MANDATES, 

GOVERNMENTAL REGULATIONS OR LEGISLATION WHICH SPECIFICALLY IDENTIFIES 

TESTING METHODS WHICH GUARANTEE NON-BIAS WILL BE FORTHCOMING. 
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THIS TREND, WHICH THE GROUP Tl ED HEAVILY TO TREND #2 IN TERMS OF RELEVANCY 

AND IMPACT LEVELS FROM FIVE YEARS AGO AS WELL AS TEN YEARS INTO THE FUTURE) 

CAUSED MAJOR DISCUSSION WITHIN THE GROUP. THE CONSENSUS WAS THAT AT SOME 

POINT THIS PARTICULAR TREND COULD EVOLVE INTO A SERIES OF EVENTS WHICH MAY 

DRASTICALLY RESHAPE THE WAY IN WHICH WE TEST .POLIce MANAGERS FOR PROMOTION 

IN LAW ENFORCEMENT IN THE FUTURE. IN FACT) THE LITERATURE SEARCH t~ENTIONED 

PREVIOUSLY IN THIS STUDY HISTORICALLY VALIDATES THE OPINION OF THE GROUP· 

IN 1979 THE SAN FRANCISCO POLICE DEPARTMENT WAS BARRED FROM USING 

TRADITIONAL TESTING AND SELECTION PROCESSES BY THE UNITED STATES FEDERAL 

COURT aeCAUSE THE TRADITIONAL METHODS WERE FOUND TO BE BIASED AND 

D I SCR H11 NATORY AGA I NST WOMEN AND tl1 NOR I Tl ES. THE ENSU t NG U:.GAL SA TTL E OVER 

WHICH TEST1NG AND SELe.CTION PROCESS WAS PROPER RESULI'ED IN A SIX YEAR DELAY' 

IN THE' EXAMINATION UNTIL A COURT DECREE WAS· ISSUED THAT t~ANDATED THe 

"APPROPRIATE AND VALID PROCEDURES FOR THE HIRING AND PROMOTION OF POLICE BE 

UTILIZED". THE LENGTHY COURT DECREE SET FORTH TESTING AND SELECTION 
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REQUIReMENTS ~ICH VIRTUALLY PARALLELED THE ASSESSMENT CENTER PROCESS AND 

FROM AVAILABLE ~ITERATURE IS KNOWN TO BE THE FIRST COURT MANDATED ASSESSMENT 

CENTER FOR POt. I CE MANAGEMENT PaS 1 Tl ONS I N THE UN I TED STAlES. (H URLEY ) 

JOtNER AND WONG} 1982: 23-28.) SINCE THE SAN FRANCISCO TESTING ISSUE 

SURFACED} TWO Of~ER MAJOR METROPOLITAN POLICE DEPARTMENTS IN THE UNITED 

STATES HAVE EXPERIENCED SiMIl.AR COURT MANDATES. THE GROUP FELT TH.AT THUS 

FAR HOWEVER} THE COURTS HAVE LIMITEll THE SCOPE OF THEIR RUl.INGS TO THE 

JUDGEMENT OF JOB REl.ATEDNESS AND FAIRNESS OF INDIVIDUAL EXAMINATIONS RATHER 

THAN ISSUING COURT ORDERS WHICH ADDRESS PROCESSES USED BY ALL DEPARTMENTS IN 

THE UNITED STATES. NONETHELESS, THE GROUP FELT THAT THE IMPLICATION AND 
. ' 

RAMIFICATIONS OF SUCH A RULING EVEN ON A SPECIFIC TEST CARRIED WITH IT A 

STATEMENT OF DRAMATICALLY INCREASED COURT INVOLVEMENT. HENCE} THE GROUP 

SCORED THE TEN YEAR LEVEL AT 190 IN THE ·WILl. BE- SECTION. INTERESTINGLY 

ENOUGH) THE GROUP FELT THAT COURT INVOLVEMENT IN THE TESTING AND SELECTION 

PROCESS WAS NOT A DESIREABLE FUTURE TO LOOK FORWARD TO SINCE THE COURTS) AT 

VARIOUS JUDICIAL LEVELS} HAVE SHO\~ HISTORICAL INCONSISTENCIES IN CIVIL 

RIGHTS CASES THROUGHOUT OUR HISTORY} THUS} THE GROUP SCORED ACCORDINGLY 

STAT1NG THAT THE COURT INVOLVEMENT SHOULD BE ONLY SLIGHTLY MORE (lIS) THAN 

IT IS TODAY. IT WAS CLEAR THROUGH DISCUSSION THAT THE GROUP STRONGLY WANTED 

THE FUTURE VALUE OF COURT INVOLVEMENT TRENDS TO BE SIGNIFICANTLY LES'STHAN 

THEY THOUGHT WOULD BE THE EVENTUALITY. THE GROUP CONSENSUS WAS THAT A 

MASSIVE COORDINATED EFFORT IN CALIFORNIA LAW ENFORCEMENT IN THE AREA OF 

PROMOTIONAL TESTING TO MANAGEMENT RANKS HAVE TO TAKE PLACE, IN ORDER TO GIVE 

WHATEVER PROCESS IS DECIDED UPON A "CLEA.N BtLL OF I· ':ALTH II BEFORE THE 

SCRUTINIZING EYE OF THE COURT· 
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IN TIn s T~END) THE GROUP CONSENSUS WAS THAT THE ABOVE STATED TREND HAD THE 

LOWEST LEVEL VALUE FOR FIVE YEARS AGO OF ALL THE KEY TRENDS. To THEIR 

KNOWLEDGE AND THROUGH THE SPECIFIC AREAS OF EXPERTISE OF EACH GROUP MEMBERJ 

NONE COULD RECALL SIGNIFICANT EFFORTS ON THE PART OF LAW ENFORCEMENT TO TAKE 

A TRULY REGIONAL APPROACH TO TESTING) ALTHOUGH SOME WRITERS HAVE PROPOSED 

THE IDEA· (SPIELBERGER) 1977: 226) THIS IS NOT TO SAY THAT COOPERATIVE 
. . 

EFFORTS HAVE NOT OCCURRED) SUT GENERALLY THEY WERE BETWEEN FEW COOPERATING 

AGENCIES IN A SMALL GEOGRAPHIC AREA. THE GROUP OEFINED "REGIONALIZED 

TESTING" AS TESTING WHICH ENCOMPASSED ONE OR MORE COUNTY GEOGRAPHICAL 

SOUNDRIES AND INCLUDED THE MAJORITY OF THE EXISTING POLICE AGENCIES BY 

MUTUAL CONSENT. WHILE CLEARLY THE GROUP FELT THAT THIS TREND IS NOW 

BECOM I NG MORE REAL I,ST I C J THERE SHOULD BE HALF AGA I N A~ t1UCH REG I ONAl TEST! NG 

IN THE NEXT TEN YEARS- INTERESTINGLY ENOUGH} THE GROUP FELT THAT WITHIN TEN' 

YEARS) THERE WOULD BE ROUGHLY TWICE AS MUCH (180) TESTING DUE TO THE caST 

SAVINGS REALIZED BY THE AGENCiES. WHETHER OR NOT THIS TREND IS ACTUALLY 
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GOOD FOR THE LAW ENFORCEMENT CO~UNITY AS A WHOl.E OR NOT, THE GROUP 

FELT THAT, THE PRIME MOTIVATION FOR SUCH AN ACT WOULD BE COST SAVINGS AND A 

SIDE BENEFIT WOULD BE STANDARDIZATION OF PROCEDURES AND T~ST 

SPECIFICATIONS. IN REALITY, HOWEVER, THE GROUP, AS A MULTI-DISCIPLINARY 

GROUP OF PROFESSIONAlS, FELT THAT THE ISSUE OF STANDARDIZATION WAS MORE 

IMPORTANT IN TIfE LONG RUN THAN COST SAVINGS IF ntE TWO MUST BE PRIORI'TIZED. 

THEY' ALSO FELT THAT AS TESTS FOR PROMOTIONAl OPPORTUNITY BECOME MORE fIURB.V 

MANAGEMENT ORIENTED, THEY ALSO ~ECOME MORE SUBJECTIVE AND DIFFICULT TO 

OBJECTIVELY GRADE TO ENSURE SELECTION OF THE BEST CANDIDATE· THERtFORE, A 

TERTIARY BENEFIT WOULD BE DERIVED FROM THE REQUIREMENT OF MANAGEMENT UNDER 

THE .AUSPICES OF STANDARDI4ATION TO MORE CLEAFLV DEFINE THOSE C~ITICAl TASKS 

AND DIMENSiONS THAT MUST BE MEASURED TO ACCURATELY TEST ONE'S POTENTIAL FOR 

SUCCESSFUL MANAGEMENT PERFORMANCE. WHEN ASKED DURING THIS TREND EVAlUATION 

IF THE GROUP COULD MAKE LINKAGE TO OTHER TRENDS NOT IDENTIFIED AS KEY 

TRENDS, THE GROUP'S RESPONSE WAS THE IDENTIFICATION OF THE USE OF HIGH-TECH 

EQUIPMENT TO AlLOW VIDEO-BASED TESTING OF CANDIDATES AT THEIR OWN 

DEPARTMENTAl LOCATION WHICH COULD BE ANALYZED AT A CENTRAl OR REGIONAL 

LOCATION FOR COMPUTATION OF FINALIZED TESTING SCORES IN VARIOUS EXERCISES 

AND, DUE TO THE STANDARDIZATION FACTOR, AN INCREASED LATERAL TRANSFER 

CAPABILITY BETWEEN AGENCIES AT THE MANAGEMENT RANKS. 

-34-



\ 
l 

.. ~.. ...... .. .. 

400 

300 

200 

.l00 

-s T +5 +10 
Figure ItS 

~S PREVIOUSLY STATEDJ THE MULTI-OISCIPLINARY MAKEUP OF THE GROUP REQUIRED 

THAT THE GROUP BE GIVEN AN EXPLANATION OF THE PEACE OFFICERS STANDARDS AND 

TRAINING COMMISSION (POST) AND THE ROLE IT CURRENTLY PLAYS IN THE· 

CERTIFICATION OF TRAINING FOR PEACE OFFICERS IN CALIFORNIA FROM ENTRY TO 

EXECUTIVE MANAGEMENT LEVELS 0 WH ILE THE GROUP HAD fl. VERY BAS IC KOOWLEDGE. OF 

POST's REGULATORY ROLE, THE EXPLANATION HELPED. THEM TO DEVELOP THEIR 

THOUGHTS ON THIS TREND TO PROJECT FUTURE ROLES POST MIGHT PLAY IN THE 

TESTING AND SELECTION PROCESS AS A LOGICAL EXTENSION OF ITS REGULATORY 

FUNCTION FOR THE CERTIFICATION OF MANAGEMENT RANK POLICE P~RSONNEL· THE 
, 

GROUP SCORES FOR THIS TRENDS CLEARLY INDICATE THAT WHILE THE GROUP FELT THAT 

THE COURTS COULD HAVE THE MOST IMMEDIATE AND STRONG IMPACT ON THE FUTURE 

TESTING PROCESSES FOR MANAGE.11ENT PERSONNEL) AS EVIDENCED BY THE SCORE OF l25 

IN THE "WILL BEN CATLGORY FOR THE NEXT TEN YEARS) THEIR CUMULATIVE SCORE OF 

290 FOR THE uSHOULD BEn SECTION IN TEN YEARS INDICATES THE GROUP'S STRONG 

FEELINGS THAT IF THERE IS ANY STATEWIDE PUBLIC AGENCY THAT SHoULD HAVE A 
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DEFINITE EFFECT ON THE AJTURE OF TESTING) IT IS) IN FACT) THE, POST 

COMMISSION. THE GROUP FURTHER FELT THAT POST IS THE ONLY STATEWiDE AGENCY 

THAT COULD} THROUGH ITS REGULATORY POWERS} PROPERLY ADDRESS THE 

STANDARDIZATION ISSUES IN TESTING FOR THE ENTIRE STATE AS IT HAS DONE IN THE' 

CERTIFICATION PROCESS FOR TRAINING· THE GROUP ALSO FELT A DEFINITE TIE 

BETWEEN THIS TREND AND TREND #3 IN THAT THEIR FEELINGS WERE THAT THE COURTS 

WOULD VIEW WITH GREATER CREDIBILITY POST's NON-SrASED AND NONiPARTISAN 

lNi'ERESTED IN THE PROFESSIONALISM OF LAW ENFORCEMENT IN CM..IFORNIA. ALSO} 

THE GROUP FELT THAT THE COURTS WOULD FEEL MUCH MOPE COMFORTABLE IN DEALING 

WITH ONE AGENCY REPRESENTING THE STANDARDIZATION 0F TESTING AND SELECTION OF 

LAW ENFORCEMENT RATHER THAN THE 500 PLUS NUMBER OF POLICE AGENCIES ON AN 

INDIVIDUAL BASIS. 

TREND EVALUATION sttt1ARY 

AFTER A THOROUGH EXAMINATION OF THE TRENDS AND THEIR RELATIVE VALUES OVER 

THE NEXT TEN YEARS) THE GROUP WAS ASKED IF, UTILIZING THEIR KNOWLEDGE OF THE 

KNOWN PROMOTIONAL TESTING PROCEDURES) THEY WERE ABLE TO FORM AN OPINION AS 

TO WHICH PROCESS HAD THE BEST CHANCE TO SURVIVE. GIVEN THEIR ESTIMATED 

TREND VALUES) THE GROUP WAS UNANIMOUS IN SELECTING THE A.SSESSMENT CENTER 

PROCESS AS THE TESTING AND SELECTION METHOD WITH THE BEST CHANCE OF 

SURVIVING CONSIDERING THE SELECTED KEY TRENDS AND THEIR RESPECTIVE VALUES 

FOR THE FUTURE· IN LIGHT OF THE NECESSITY IN DEVELOPING A LIST OF FUTURE 

EVENTS WHICH WOULr HAVE AN IMPACT ON THE CONTINUANCE OR ALTERATION OF THE 

COURSE OF '4E AFORESTATED TRENDS~ THE WRITER FELT THAT THIS QUESTION COULD 

NOT GO UNANSWERED PRIOR TO THE DEVELOPMENT OF THE EVENT LIST. 
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AFTER CONCLUSioN of ,THE TREND DEVELOPMENT AND ASSESSMENT EXERCISE, THE GROUP 

MET TO GENERATE AND PRIORITIZE A GROUP OF EVENTS THATI IF ALLOWED TO OCCUR} 

WOULD SIGNIFICANTLY IMPACT THE COURSE OF ANY OF THE FIVE PREVIOUSLY SELECTED 

TRENDS OR THE GENERAL ISSUE· As IN THE TREND GENERATION STAGE} THE GROUP 

WAS GIVEN A DEFINITION OF AN EVENT SO THAT THE GROUP COULD FORM CONCISE 

STATEMENTS WHICH WOULD ENSURE CONSISTENCY OF DEFINITION WHILE COVERING A 

VARIETY OF SUBJECT.AREAS AND TIME FRAMES. THE GROUP WAS TOLD THAT AN 

MEVENTN IS DEFINED AS AN OCCURRENCE AT ANY SPECIFIC POINT IN TIME THAT wOULD 

HAVE A MEASURABLE IMPACT CAUSING'THE ALTERATION OF THE COURSE OF ANY OF THE 

FIVE KEY TRENDS. THE EXAMPLE GIVEN WAS THE COURT MANDATE IN THE SAN 

FRANCISCO CASE WHEREIN THE COURT DECREED THAT AN ASSESSMENT CENTER WOULD BE 

USED FOR A SPECIFIC TEST DURING DEFINED TIME FRAMES TO ENSURE THAT CRITICAL 

ELEMENTS WERE TESTED TO ELIMINATE SEXUAL OR ETHNIC BIAS. THE INITIAL LIST 

OF EVENTS} AGAIN THROUGH THE NGT PROCESS} WAS SCALED DOWN TO FIVE SPECIFIC 

EVENTS WHICH ARE AS FOLLOWS: 

1. A CALIFORNIA COURT DECISION REQUIRES MULTI-PHASE ASSESSMENT TRAINING TO 

ELIMINATE RACIAL) CULTURAL OR SEXUAL BIAS IN MANAGEMENT PROMOTIONAL TESTS· 

2. PERSONNEL' BOARDS OF CITIES, COUNTIES OR STATE GOVERNMENT REQUIRE 
.. 

ASSESSMENT CENTER TESTS FOR ALL POSITIONS IN THE MANAGEMENT RANKS. 

3. THE USE OF ASSESSMENT CENTERS IS A PRE-REQUISITE FOR MANAGEMENT LEVEL 

PROMOTIONS PR£OR TO RECEIPT OF FEDERAL FUNDS OR GRANTS FOR LAW ENFORCEMENT 

PROGRAMS. 
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4. ASSESSMENT CENTERS ARE NO LONGER USED BECAUSE OF THE LACK OF FUNDING} 

~E EXCESSIVE MANPOWER COMMITMENT THEY REQUIRE AND OVERSIZED CANDIDATE POOLS 

AS DEPARTMENTS 6~W:LARGER OR REGIONALIZE THEIR TESTING PROCESSES· 

5. BUDGET LIMITiNG PROPOSITIONS SIMILAR TO THE GANH-JARVIS INITIATIVE ON 

THE STATE LEVEL OR THE GRAHAM-RuOMEN BILL ON THE FEDERAL LEVEL BECOME LAW-

'FOLLOWING THE IDENTIFICATION OF THE KEY EVENTS} THE NGT GROUP MEMBERS} 

UTILIZING AN EVENT EVALUATION CHART WERE ASKED TO GIVE A NUMERICAL VALUE TO 

EACH EVENT WHICH INDICATES THE PROBABILITY THAT THE EVENT WOULD OCCUR BY 

1992 (FIVE YEARS INTO THE FUTURE) OR 1997 (TEN YEARS INTO THE FUTURE). THE 

GROUP ALSO WAS ASKED TO GIVE A SPECIFIC YEAR IN WHICH THEY FELT THAT THE 

EVENT AND ITS PROBABILITY FOR OCCURRENCE EXCEEDED ZERO AND ALSO TO GIVE 

THEIR ESTIMATION OF THE NET IMPACT ON LAW ENFORCEMENT IN CALIFORNIA BASED ON 

A -10 THROUGH +10 SCALE-

AFTER COMPUTATION OF THE PROBABILITY IMPACT AND DATE SCORES} THE GROUP WENT 

BACK OVER EACH OF'THE EVENTS TO DISCUSS THEIR REASONING FOR THE SCORES THAT 

WERE ASSIGNED. THEIR OBSERVATIONS CONCERNING EACH EVENT ARE SUMMARIZED AS 

FOLLOWS: 

EVENT #1 - COORT lEISlON/ASSESS'100 CENTERS 

IN ~IGHT OF PAST EVENTS WHERE IN SOME INSTANCES THE COURT HAS SEEN FIT TO . 

ENTER THE PERSONNEL TESTING AND SELECTION PROCESS TQ'ENSURE ELIMINATION OF 

RACIAL AND .SEXUAL BIAS} THE GROUP FELT THAT THERE WAS A STEADILY INCREASING 

RISK THAT THE COURT WOULD ESCALATE ITS EFFORTS TO ELIMINATE THESE BtASES IN 
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A SIMILAR FASHION AS IT HAS DONE IN MANY OTHER SOCIAL; ECONOMIC AND 

POLITtCAl ISSUE AREAS. As CAN BE SeEN FROM THE EVENT EVAlUATION FORM AND 
" " 

REFLECTION BACK TO tHE TREND EVALUATIONS; THE GROUP HAS LINKED A TREND AS 

MENTIONED ""IN THE PAST WITH LIMITED INVOLVEMENT OF THE COURTS IN THE TESTING 

AND SELECTION PROCESS TO AN ALMOST WHOLESALE POSITION ON THE SUBJECT AREA OF 

TESTING AND SReCTION BY THE YEAR 1990. JUST TWO SHORT YEARS LATER; THE 

GROUP PREDICTS THAT THE PROBABILITY RANGE WILL INCREASE FROM ZERO TO 36%; 

AND FIVE YEARS LATER INCREASE TO 58%. IN ESSENCE; WHAT THE GROUP HAS SAID 

IS THAT; BARRING ANY ORGANIZED EFFORT BY LAW ENFORCEMENT AS A WHOLE TO TAKE 

A PRO-ACTIVE POSITION ON THE ASSURANCES AFFORDED UNDER-REPRESENTED GROUPS BY 

UNBIASED TESTING} THE COURTS WILL TAKE A STAND AND MAKE THE DECISION FOR LAW 

ENFORCEMENT. FURTHERMORE} IT WAS THE GROUP'S CONSENSUS THAT PERSONS WITH 

EVEN A CASUAL INTEREST IN THE AREAS OF AFFIRMATIVE ACTION AND EQUAL 

EMPLOYMENT OPPORTUNITY KNOW AS FACT THAT THE COURTS HISTORICALLY HAVE TAKEN 

A STERN AND UNWAIVERING APPROACH TO RECTIFY INEQUITIES IN ANY SOCIAL ISSUE 

WHICH DISCRIMINATES AGAINST ANY UNDER-REPRESENTED GROUP. THEIR ACTIONS HAVE 

BEEN SUPPORTED BY REAMS OF PREVIOUS CASE LAW} AS WELL AS THE FEDERAL CIVIL 

RIGHTS ACT OF 1968. 

EVBrr trl. - PERSONNa. BOARDS REQUIRE ASSESS'lOO CENTERS 

IN CQ\1PARING EVENT #2 WITH EVENT #L THE GROUP OBVIOUSLY FELT; CONS IDER"! NG 

THE 1992 DATE FOR PROBABILITY EXCEEDING ZERO; THAT PERSONNEL AUTHORITIES 

WITHIN CITIES} COUNTIES OR THE STATE GOVERNMENT WOULD NOT PROCEED THE COURT 

IN DETERMINING THAT ALTERNATE TESTING AND SELECTION PROCEDURES SUCH AS 

ASSESSMENT CENTERS NEED BE USED. IN FACT; THE PROBABILITY LEVELS IN ALL 

CATEGORIES} I.Eo, 1992' AND 1997; WERE SOMEWHAT LOWER THAN EVENT #1. IT IS 

INTERESTING TO NOTE HOWEVER THAT THE GROUP FELT THAT THE OVERALL IMPACT 
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· WOULD BE SOME'fttAT GREATER SINCE PERSONNEL AUTHORITIES HAVE A CLOSER AND MORE 

BINDING RELATIONSHIP WITH HIRING AUTHORITIES THAN DO THE COURTS AND THERE IS 

A LESSOR DEGAEETO WHICH THE HIRING AUTHORITIES WOULD ATTEMPT LITIGATION TO 

MITIGATE THE EFFECT OF A PERSONNEL RULE THAN THAT OF A COURT DECISION. THE 

GROUP ALSO INCLUDED IN THE EVENT STATEMENT THAT THE REQUIREMENT FOR 

ASSESSMENT CENTERS WOULD BE FOR THOSE JOBS AT MANAGEMENT RANKS- GROUP 

MEMBERS EXPLAINED THAT THE ONE WEAKNESS OF THE ASSESSMENT CENTER PROCESS IS 

THAT IT IS NOT EQUIPPED TO HANDLE THE MASSIVE NUMBERS OF PERSONNEL TO BE 

TESTED THAT MORE ~RADITIONAL METHODS ARE CAPABLE OF) THEREFORE) IT WOULD BE 

IMPRACTICAL TO PRE-SUPPOSE THAT THIS EVENT WOULD OCCUR AT THE ENTRY OR FIRST 

SUPERVISORY LEVELS BECAUSE OF THE SHEER NUMBERS OF CANDIDATES TO BE 

ADDRESSED· IN OTHER WORDS) THE RELATIVE SCARCITY OF MANAGEMENT POSITIONS IN 

ANY GIVEN LAW ENFORCEMENT AGENCY WHEN RELATED TO ITS TOTAL SIZE) GEARS THOSE 

MANAGEMENT POSITIONS TO THE ASSESSMENT CENTER PROCESS WHICH TYPlCALLY IS 

DESIGNED TO HANDLE FROM ONE TO 40 CANDIDATES. INTERESTINGLY) THE GROUP ALSO 

OBSERVED THAT BECAUSE THE CONSEQUENCE OF ERROR IS GREATER WITH REGARD TO 

ORGANIZATIONAL STABILITY AND FINANCIAL LOSS IN THE MANAGEMENT RANKS} A 

MULTI-PHASE TESTING PROCESS SUCH AS THE ASSESSMENT CENTER PROCESS WITH ITS 

DOCUMENTED} COURT-TESTED VALIDITY MAKES IT IDEALLY SUITED TO MANAGEMENT RANK 

PROMOTIONAL EXAMINATIONS. IN FACT) SOME STUDIES HAVE SHOWN THE COST OF ONE 

DEMOTION OR TE~!NATI0N AFTER INVALID TESTING AS HIGH AS $19}000 PER 

EMPLOYEE. (YEAGER) 1976:42) 

EVENT If.3 - ASSESS1ENT CENTER PRE-REQUISITE FOR FEDERAL FUNDING 

THE GROUP DISCUSSION ON THIS EVENT AREA BEGAN WITH AN EXPLANATION OF SOME OF 

THE FEDERAL REQUIREMENTS FOR AFFIRMATIVE ACTION AND EQUAL ~~PLOYMENT 

OPPORTUNITY PLANS CURRENTLY IN EXISTENCE FOR THE RECEIPT OF FEDERAL 
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FUNDING. 'AND} AS IS WELL KNOWN} MANY LAW ENFORCEMENT AGEHCIE& IN CAlIFORNIA 

DEPEND ON FEDERAL GRANTS OR OTHER FEDERAL FUNDING ALTERNATIVES FOR THE 

ESTABlISHMENT OF NEW AND INNOVATIVE LAW ENFORCEMENT PROGRAMS WHICH CANNOT 

OTHERWISE BE BUOOETED FOR UNDER MORE CONVENTIONAL FUNDING SOURCES. THE 

FEDERAL GOVERNMENT} SAID THE GROUP} HAS A TRADITIONAL AND HISTORICAl RECORD 

OF UTILIZING THE POWER OF THE DOLLARJ OR ITS ABSENCE} TO ENSURE THAT 

AFFIRMATIVE ACTION AND EQUAL EMPLOYMENT OPPORTUNITY GOALS ESTABLISHED BY 

FEDERAL ENTITIES ARE MET PRIOR TO RECEPTION OF FUNDS. THE GROUP FELT THAT A 

LOGICAL EX7ENSION OF AA AND EEO PARAMETERS 'FROM HIRING AND STAFFING AS IS 

THE CURRENT CASE WOULD BE TOWARDS THE UPWARD MOBILITY PROGRAMS} I.E.} 

TESTING AND SELECTION INTO THE MANAGEMENT RANKS BY UNDER-REPRE$ENTED GROUPS 

SUCH AS THE ETHNIC MINORITIES} WOMEN AND THE HANDICAPPED. THE LAW 

ENFORCEMENT REPRESENTATIVE OF THE GROUP BROUGHT THE POINT HOME BY EXAMPLE OF 

A FEDERAL GRANT PRE-APPROVED, BUT AS OF YET UNFUNDED BECAUSE OF A LAW 

ENFORCEMENT AGENCY'S FAILURE TO HAVE A DOCUMENTED AA AND EEO PLAN IN PLACE 

WHICH MEETS THE FEDERAL STANDARDS. As STATED} THE GROUP FELT THAT THE LOGIC 

OF THIS SCENARIO COULD EASILY BE EXTENDED BY 1991 TO THE TESTING AND 

SELECTION PROCESSES. THE GROUP FURTHER PREDICATED THAT BY 1992} THE 

PROBABILITY WOULD GROW FRa~ ZERO TO 27% AND JUST FIVE YEARS LATER WOULD 

ALMOST DOUBLE TO 45%. 

EVENT fI4 - ASSESS'100 COOERS NO LONGER USED 

T HE GROUP IDENT I F I ED TH I S EVENT AS ONE WH I CH WOULD NOT Oft. Y ALTER THE COURSE 

OF ANY OF THE KEY TRENDS} BUT , IN FACTI REVERSE IT. FOR REGARDLESS OF COURT 

MANDATED CHANGES} PERSONNEL RULES, HISTORICAL TRENDS OR THE STANDARDIZATION 

OF TESTING FOR REASONS OF PROFESSIONALISM) A HARD COLD FACT IS THAT THE 
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AMOUNT OF RESOURCES IN THE FORM OF MANPOWER AHD FUNDING OFTEN TIMES DELAYS 

OR} AT THE VERY LEAST} MARKS AS UNSUITABLE AN IDEA OR PROCESS WHICH HAS 

MERIT. THE GROUP FELT STRONGLY THAT IT IS A WELL DOCUMENTED FACT THAT 

ASSESSMENT CENTERS} GIVEN THEIR PROVEN PREDICTIVE VALIDITY} ARE THE MOST 

EXPENSIVE AND TIME CONSUMNING TESTING PROCESSES AVAILABLE TODAY IN EITHER 

GOVERNMENT OR PRIVATE SECTOR COMPANIES. WHILE THERE [S A REALIZATION THAT 

TRADITIONAL TESTING METHODS ARE NOT PERFECT} THEY HAVE PROV~ TO RENDER 

SOMEWHAT FUNCTIONAL RESULTS WHICH GIVE A FAIRLY CREDIBLE CANDIDATE POOL TO 

TrlE APPOINTING AGENcy IF STRUCTURED PROPER-Yo . THE GROUP STATED· THAT THIS 

EVENT COULD HAVE A SHATTERING EFFECT 00 MANY OF THE KEY TRENDS} BUT IT FELT 

THAT THE PROBABILITY DID NOT EXCEED ZERO FOR THIS EVENT OCCURING UNTIL 1990} 

ANP IN· 1992 ONLY GAVE IT A 12.5% CHANCE OF OCCURRING. FIVE YEARS LATER} 

THAT PERCENTAGE HAD ONLY RISEN TO 18.7%. PUT MORE SIMPLY} THIS IS AN EVENT 

WITH AN EXCEPTIONALLY HIGH DEGREE OF IMPACT AND A SOMEWHAT LOW PROBABILITY 

OF OCCURRENCE· EVEN THOUGH THE PROCESS HAS A LIMITED CAPABILITY FOR 

OCCURRENCE, HOWEVER, A LIMITED INTERVIEW SURVEY OF 20 CALiFORNIA LAW . 

ENFORCEMENT AGENC.1ES TO BE DISCUSSED LATER WILL SHOW THAT IT CAN AND HAS 

HAPPENED ON A LIMITED BASIS. (SEe ATTACHMENT #5) 

EVEKf If5 - BUI}jET LIMITING PROPOSITIONS 

THIS EVENT IS} TO SOME DEGREE} RELATED TO THE EVENT #4 IN THE AREA OF 

FINANCIAL COHSIDERATION AND IS FURTHER LINKED TO A GENERAL TREND OR ISSUE IN 

GOVERNMENT IN WHICH THE TAXPAYER} OFTEN TIMES IN A GRASS ROOTS METHOD, HAS 

SENT A STRONG MESSAGE TO GOVERNMENT AS A WHOLE THAT THE FUTURE HOLDS VERY 

DEFINITE SPENDING LIMITATIONS AT ALL LEVELS THROUGHOUT AGENCY DEPARTMENTS 

AND THEIR SPECIFIC PROGRAMS. THE GROUP FELT THAT FUTURE PASSAGE OF BUDGET 

LIMITING PROPOSITIONS SIMILAR TO THE PAST PASSAGE OF CALIFORNIA'S 
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PROPOSITION 13 AND PROPOSITION 41 AS WaL AS THE FEDERAL GRAHAM-RUlJItEN 

INITIATIVE, WOULD HAVE A DEFINITE AND DEVASTATING EFFECT ON GOVERNMENT'S 

ABILITY TO iXERCIS£' INNOVATION AND GRADUAL IMPROVEMENTS IN THE TESTING AND 

SELECTION PROCESSES.' ESPECIALLY WITH REGARD TO LAW ENFORCEMENT PROGRAMS 

WHEN BUDGET YEARS HAVE BECOME LEAH, THE TENDANCY HAS HISTORICALLY BEEN TO 

GIVE'HIGHEST PRIORITY TO THOSE LIFE-CRITICAL OPERATIONAL PROGRAMS AND A MUCH 

LOWER PRIORITY TO PERSONNEL PROGRAMS SUCH AS TESTING AND SELECTION. WERE 

THIS EVENT TO OCCUR, WHICH THE GROUP PREDICTED AS EARLY AS 1989, INCREASED 

SPENDING FOR THE TESTING AND SELECTION PROCESS WOULD BE HIGHLY UNLIKELY AND 

WOULD J IN FACTI THROW US BACK TO THE SIMPLEST AND MOST EXPEDIENT PROCESS 

AVAILABLE SO AS TO PRESERVE THE REMAINING AVAILABLE FUNDING FOR LAW 

ENFORCEMENT AGENCIES OPERATIONAL PROGRAMS WHICH OIRECTLY EFFECT THE HEALTH 

AND SAFETY OF THE CITIZENRY OF ANY GIVEN GEO-POLITICAL SUBDIVISIONo ~GAIN, 

THE GROUP MESSAGE WAS THAT FUNDING, OR MORE PROPERLY THE LACK THEREOF, HAS A 

49% CHANCE OF HAVING A DEVASTATING EFFECT ON THE WAY IN WHICH WE TEST AND 

, SELECT POLICE MANAGERS BY THE YEAR 1997. THE COLLECTIVE GROUP ALSO STATED 

THAT IN TIMES OF BUDGETARY DEPRIVATION, LONG TERM GOALS SUCH AS THE 

PROFESSIONALISM OF LAW ENFORCEMENT J ELIMINATION OF THE CONSEQUENCE OF ERROR 

OF AN IMPROPER MANAGEMENT SELECTION, AND STANDARDIZATION TO PROMOTE LONG 

TERM SAVINGS WOULD BE SACRIFICED FOR SHORT TERM GAINS AND I"",EDIATE COST 

SAVINGS BY UTILIZATION BY A SIMPLE, EXPEDIENT AND INEXPENSIVE TESTING 

PROCESS SUCH AS THE PEN AND PAPER MULTIPLE CHOICE TEST. 

CROss IMPACT ANALYSIS 

ONCE THE GROUP HAD COMPLETED ITS LENGTHY DISCUSSIONS CONCERNING THE TREND 

DEvELOPMENT AND THE PROBABILITY ANAYSI.S OF CRITICAL EVENTS, THE NEXT STEP 

WAS TO CONSTRUCT AND EVALUATE A CROSS IMPACT MATRIX WHICH WOULD MEASURE THE 
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EFFECT OF ONE EVENT TO ANOTHER} OR THE EFFECT OF AN EVENT ON VARIOUS 

TRENDS~ As DISCUSSED: IN THE FOREGOING PARAGRAPHS, THE GROU,P RECOGNIZED, 

JUST ,FROM THEIR DISCUSSION, THE INTER-RELATIONSHIP OF ONE EVENT TO ANOTHER 

OR ONE EVENT TO A TREND) HOWEVER, THE CROSS IMPACT MATRIX SERVED TO 

ELIMINATE A SIGNIFICANT AMOUNT OF SUBJECTIVITY IN CONSIDERING HOW ONE EVENT 

EFFECTS ANOTHER EVENT OR TREND. THE USE OF THE MATRIX; WHICH ALLOWS FOR A 

MATHMATtCAL QUANTIFICATION OF CROSS IMPACT) CONSTRUCTS THE F~~E WORK FROM 

WH I CH WE CAN DRAW SOME CONCLUS IONS AND EVENTUALLY FORM THE BAS IS FOR "A 

FORECAST TO DEFINE THE FUTURE IN SEVERAL OF ITS ALTERNATIVE FORMS. 
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AFTER STUDYING THE CROSS IMPACT MATRIX AND FOLLOWING THE EVENT TO EVENT AND 

\ EVENT TO TRStD MATCH-UPS IN "EVENTS #1-#5} THE "FOLLOWING OBSERVATIONS CAN BE 

MADE: 

CROSS I~T ANALYIS 

EVENT #l. - COURT 1£ IS I(Jf 

IF A CALIFORNIA SUPERIOR} ApPELLATE OR SUPREME COURT DECISION WERE TO BE 

RENDERED WHICH REQUIRED THE USE OF MULTI-PHASE ASSESSMENT TESTING} THE 

PROBABILITY OF EVENT #2 OCCURRING (PERSONNEL BOARDS MAKING THE SAME 

REQUIREMENT) WOULD INCREASE TO 90% FROM APPROXIMATELY 58%. IN OTHER WORDS, 

IF THE COURTS WERE TO MANDATE THE USE OF ASSESSMENT CENTE~S FOR PROMOTIONAL 

TESTING WITHIN THE MANAGEMENT RANKS} PERSONNEL AUTHORITIES WOULD HAVE LITTLE 

CHOICE BUT TO FOLLOW SUIT. A 10% VARIANCE WAS LEFT INTO THIS FIGURE IN THAT 

THOSE PERSONNEL ENTITIES COULD FILE FURTHER COURT APPEALS REGARDING THE 

CALIFORNIA COURT DECISIONS TO FEDERAL AUTHORITIES. 

THE EVENT WOULD HAVE AN EFFECT OF DECREASING EVENT #4, WHICH INDICATES A 

LIMITED USE OF ASSESSMENT CENTERS BECAUSE OF COST TO A PROBABILITY OF ZERO 

SINCE NO MATTER WHAT THE COST} IF A COURT DECREES THAT ASSESSMENT CENTERS 

MUST BE UTILIZED" PUBLIC AGENC.tES WOULD RISK CONTEMPT OF COURT IF THEY DID 

NOT COMPLY. MORE THAN LIKELY} A REPRIORITIZATI0N OF THE EXPENDITURE OF 

FUND,ING WITHIN AN AGENCY WOULD OCCUR TO COMPLY WITH THE COURT ORDER. THE 

EVENT WILL HAVE A DRAMATIC EFFECT ON EVENT #1 (INCREAS~D DEMAND FOR TESTING" . 

WHICH ELIMINATES THE EFFECTS OF SEXUAL/ETHNIC BIAS) WHICH W~S RATED AT A 

VALUE OF 205 BY 1997. IT IS ESTIMATED THAT A COURT MANDATE IN THE FORM OF A 

DECREE OR ORDER WOULD INCREASE THE TREND VALUE ANOTHER 35%. BECAUSE OF THIS 
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MANDATE AS EXPRESSED IN EVENT #t AND TO MITIGATE THE EFFECT OF INCREASED 

COSTS BY THE REQUIREMENT OF ASSESSMENT CENTER TESTING, TREND #2 WOULD BE 

IMPACTED TO INCREASE ANOTHER 50% (REGIONALIZED TESTING). FINALLY, THE 

OCCURRENCE OF EVENT #1 WOULD INCREASE BY 100% THE PROBABILITY OF TREND #3 

CONTINUING, IN THAT EVENT #1 WOULD EVIDENCE THE TREND OF INCREASED COURT 

INVOLVEMENT IN TESTING; DEVELOPMENT AND ADMINISTRATION. 

E.VEHT fI2 - PERSlHEL BOARDS REQU IRE ASSESSUT CENTERS 

SHOULD PERSONNEL AUTHORITIES OF ANY GOVERNMENT SUBDIVISION REQUIRE THE USE 

OF ASSESSMENT CENTERS AT CERTAIN POSITION LEVELS} THERE WOULD BE NO ~FFECT 

ON EVENTS #1 OR #3. EVENT #4 1 HOWEVER J WHICH IS THE MORE LIMITED USE OF 

ASSESSMENT CENTERS DUE TO COST FACTORS J WOULD DECREASE IN PROBABILITY TO 5% 

SINCE THE ORDER OR POLICY OF A PERSONNEL AUTHORITY IN GOVERNMENT IS SECOND 

ONLY TO A COURT DECREE ORDER OR MANDATE AS EXPRESSED IN EVENT #1. IT 

CARRIES A SIGNIFICANT AMOUNT OF WEIGHT IN DIRECTING THE TESTING PROCEDURES· 

OF ANY PUBLIC AGENCY J THUS J COSTS WOULD BECOME A SMALLER FACTOR THAN IF 

EVENT #2 HAD NOT OCCURRED. FURTHER 1 TREND #2J THE INCREASED USE OF 

REGIONALIZED TESTING J WOULD INCREASE BY A FACTOR OF APPROXIMATav 20%. 

AGAIN J TO MITIGATE THE INCREASED COST OF A POLICY STATEMENT REQUIRING THE 

USE OF ASSESSMENT CENTERS FOR MANAGEMENT PROMOTIONAL TESTING. 

EVOO #3 - ASSESSMENT CENTER REQUIREMENT TO RECEIVE FEDERAL FUNDS 

IF EVENT #3 OCCURRED J EVENT #2's PROBABILITY 0 OCCURRENCE WOULD INCREASE BY 

AN ADDITIONAL 45%. IT .I·S FELT THAT SHOULD THE FEDERAL GOVERNMENT REQUIRE 

ASSESSMENT CENTERS OR ANY OTHER TYPE OF REQUIRED PROCEDURE TO ADMINISTER THE 

RECEPTION OF FEDERAL FUNDING} GOVERNMENTAL PERSONNEL TESTING AUTHORITIES 
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WOULD COMPLY WITH FEDERAL REQUIREMENTS IN ORDER TO FACILITATE THE RECEIPT OF 

FUNDING FOR THE GOOD OF THE SPECIFIC AGENCY· MOST OFTEN , FEDERAL 

REQUIREMENTS OR LIMITATioNS WHICH ARE CONNECTED TO THE RECEIPT OF FUNDING 

ARE BROUGHT FORTH TO ENSURE QUALITY IN AREAS SUCH AS AFFIRMATIVE ACTION OR 

EQUAl EMPLOYMENT OPPORTUNITY. STATES HAVE HISTORICALLY FOLLOWED THE FEDERAL 

GUIDELINES IN THIS AREA AND WOULD CONTINUE TO DO SO. AGAIN , EVENT #4 WOULD 

BE DRAMATICALLY AFFECTED IN THA~ ITS PROBABILITY OF OCCURRENCE WOULD 

DECREASE TO 5%. THE GROUP FELT ANY PLAN TO LIMIT OR ELIMINATE THE USE OF 

ASSESSMENT CENTERS WOULD ABRUPTLY BE ABANDONED IF IT MEANT THAT A GOVERNMENT 

ENTITY COULD LOSE BADLY NEEDED FEDERAL FUNDING IN A TIME OF Llf.UTED 

BUDGETARY ALLOTMENTS· 
, ' . 

EVOO tI4 -- LIMITED USE (F ASSE~ CENTERS 

IF EVENT #4 WERE TO OCCUR, EVENT #2's PROBABILITY WOULD DECREASE BY 25%. IN 

OTHER WORDS, IF THERE WAS NO OVERRIDING MANDATE TO UTILIZE ASSESSMENT 

CENTERS AND THE COST FACTOR AND PERSONNEL REQUIRED WERE THE PRIMARY 

CONS I DERAT IONS J PERSONNEL AUTHOR IT I ES WOULD MORE THAN LI KEL Y LIM IT THE US E 

TO PRESERVE FUNDS FOR OTHER ORGANIZATIONAL NEEDS. THE PRIMARY EFFECT IN THE 

TREND AREA ,..,OULD' BE ON TREND #2 (INCREASED use OF REGIONALIZED TESTING) 

SINCE A LIMITATION ON THE USE OF ASSESSMENT CENTERS MIGHT WELL SIGNAL A 

LOWER PRIORITY ON ADVANCEMENT OF THE TESTING PROCESS TECHNOLOGIES AND AN 

EMPHASIS ON SAVING MONEY BY POOLING RESOURCES WITH OTHER AGENCIES TO 

rtEGIONALIZE TESTING. 
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EVENT f5 - BUDGET LU1ITING PROPOSITIlJIS 

IF EVENT #5 WERE TO OCCUR J EVENT #2's CHANCE OF OCCURRENCE WOULD DECREASE TO· 

25%. AGAIN, THE CENTRAL ISSUE IS THE DECREASED FUNDING AVAILABLE AFTER 

CERTAIN LEGISLATIVE ENACTMENTS WHICH LIMIT FUNDING ARE PASSED· PERSONNEL 

AUTHORITIES DO NOT OPERATE IN A VACCUM'AND MUST BE RESPONSIVE NOT ONLY TO 

THE COURTS AS NOTED IN THE EVENT STATEMENT FOR EVENT #1 1 BUT ALSO TO FISCAL 

CONSTRAINTS AS LISTED IN EVENT #5. WHEN FACED WITH A CHOICE BETWEEN THE 

TWO) HOWEVER) COURT MANDATES WILL ALWAYS TAKE PRECEDENCE AND MAY WELL 

INVALIDATE THE EFFECTS OF LEGISLATIVE MANDATES SUCH AS PROPOSITION 131 

GRAHAM-RuOMEN OR OTHER BUGET LIMITING LEGISLATION. TREND #2 WOULD BE THE 

MOST DRAMATIC OF THE TR,ENDS AFFECTED AND WOULD INCREASE IN PROBABILlrt' BY 

50% SINCE) AGAIN) REGIONALIZED TESTING WOULD BE A LOGICAL SOLUTION TO BUDGET 

LIMITATIONS. AN EXTENSION OF THIS THEOREM OF REGIONALIZED TESTING ON A 

POSITIVE NOTE WOULD BE THE REQUIREMENT OF StSTER AGENCIES WITHIN A REGION TO 

STANDARDIZE THEIR TESTING AND SELECTION REQUIREMENTS IN ORDER TO ACCOMODATE 

A REGIONALIZED TESTING PROCESS. SO) IN ESSENCE) ALTHOUGH THE GENERATING 

EVENT MAY HAVE A NEGATIVE CONNOTATION) ITS EFFECTS MAY WELL BE POSITIVE BY 

STANDARDIZING YET ANOTHER LAW ENFORCEMENT PROCESS IN CALIFORNIA. 
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RHtASTIHG $EMARIOS 

UTILiZING ThlE RESULTS OF THE Na-1INAL GROUP TECHNIQUE" BRAINSTORMING, EVENT 

AND TREND ANALYSIS AND THE ANALYSIS OF THE CROSS IMPACT MATRIX, SCENARIOS 

WERE DEVELOPED TO EXAMINE THREE POSSIBLE FUTURES. THESE FUTURES VARY IN 

THEIR SCOPE AND DIRECTION AND ARE DE?ENDANT UPON -ALLOWING- CERTAIN EVENTS 

TO OCCUR. THIS PROCESS GIVES THE LONG RANGE PLANNER ALTERNATE PU4NS .. 

OPTIONS AND CONTINGENCIES, DEPENDING ON WHICH' OF THE FORECASTED EVENTS 

ACTUALLY DO OCCUR. 

S:ENARIO #1 - IEUSTRATIOONo~TlVE 

THE YEAR IS 1991. You ARE A CAPTAIN WITH A MAJOR LAW IENFORCEMENT AGENCY IN 

CALIFORNIA. You ARE IN CHARGE OF THE ADMINISTRATIVE SERVICES DIVISION OF 

THE DEPARTMENT WHICH IS RESPONSIBLE FOR ADMINISTERING ALL PROMOTIONAL TESTS 

FROM ENTRY TO EXECUTIVE MANAGEMENT· Two YEARS AGO, AS A LIEUTENANT' IN 

CHARGE OF THE PLANNING AND RESEARCH UNIT} YOU FOUND YOURSELF IN THE CHl~F'S 

OFFICE BEING INVITED TO AN UPCOMING COUNTY CHIEFS M,EETING WHEREIN ONE OF THE 

MAJOR TOPICS WAS TO BE THE INADEQUACY OF CURRENT TESTING METHODS BECAUSE OF 

THEIR POOR PREDICTIVE VALIDITY AND LACK OF STANDARDIZATION WHEN CHOOSING 

MANAGEMENT RANK PERSONNEL. YOUR CHIEF AT THAT TIME HAD ASKED YOU TO ACT AS 

A FACILITATOR FOR A BRAINSTORMING SESSION BETWEEN THE COUNTY CHIEFS TO''CO'1E 

UP WITH A PLAN FOR IMPROVING THE TESTING AND SELECTION PROCESS FOR POLICE 

MANAGERSD YOUR CHIEF HAS TOL' YOU THAT THE OTHER CHIEFS IN THE COUNTY, IN 

ORDER TO GAIN MORE FL~ ~IBILITY IN THE PROMOTION AND LATERAL TRANSFER OF 

POLICE MANAGERS, FEEL A GREAT NEED TO STANDARDIZE TESTING, BUT AT THIS POINT 

ONLY HAVE VAGUE IDEAS AS TO HOW TO ACCOMPLISH THIS GOAL· KNOWING THAT THE 

TRADITIONAL FORMS OF TESTING UTILIZED BY EACH DEPARTMENT WERE SPECIFIC TO 
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THAT DEPARTMENT'S NEEDS AND TESTED FOR KNOWLEDGE OF A SPE~IFIC DEPARTMENT'S 

.. PQLICIES J RULES AND OPERATING PRqCEDIJRES} YOU HAD GRAVE DOUBTS AS TO WHETHER 

YOU-COULDI AS A FACILITATOR; DO MUCH GOOD WITH THE CURRENT PROCESS. IN 
EVALUATING WHAT WOULry BE NECESSARY FOR A SUCCESSFUL MEETING , YOU RESEARCHED 

THE OPTIONS AVAILABLE TO YOU IN THE AREA OF ALTERNATIves TO TRADITIONAL 

TESTING AND USED YOUR ,SKILLS AS A RESEARCHER AND PLANNER TO MeET WITH 

GOVERNMENT AND PRIVATE SECTOR CONSULTANTS IN THE TESTING AND SELECTION FIELD 

TO GAIN A GOOD BASE UNDERSTANDING OF AVAILABLE TESTING TECHNOLOGIES. As A 

PARi OF THIS, YOU DISCOVERED THE ASSESSMENT CENTER PRuCESS USED BY A FEW 

AGENCIES IN THE STATE AND WERE INTRIGUED BY ITS CAPABILITIES, YET DISMAYED 

BY ITS COSTS. NONETHELESS, YOU PLANTED A SEED AT THE CHIEFS' MEETING WHICH; 

IN THE SPACE OF TWO HOURS, GREW INTO AN IDEA FOR FURTHER STUDY SUPPORTED BY 

THE MAJORITY OF THE CHIEFS. 

By THE END OF THE MEETING, SEEMINGLY BECAUSE OF YOUR NEWLY FOUND KNOWLEDGE 

OF ASSESSMENT CENTERS, YOU FOUND THAT THE DEMOCRATIC PROCESS WAS STILL ALIVE 

AND WELL IN GOVERNMENT SINCE YOU HAD BEEN ·VOLUNTEERED· BY THE CHIEFS TO 

FORM A STUDY GROUP OF PLANNING AND RESEARCH MANAGERS WITHIN THE lNVOLVED 

DEPARTMENTS TO STUDY THE FEASIBILITY OF DESIGNING AN ASSESSMENT CENTER 

PROCESS WHICH COULD MEET THE NEEDS OF ALL THE DEPARTMENTS, ALLOW FOR COST 

SHARING AND GREATER MANAGEMENT FLEXIBILITY IN THE SELECTION OF NEVI POLICE 

MANAGERS. 

You WERE SUCCESSFUL Ih YOUR EFFORTS AND MANAGED IN THE SPACE OF A YEAR TO 

PUT A PROGRAM lJGETHER FOR THE REGIONAL ASSESSMENT CENTER TESTING OF ALL 

POLICE MANAGER CANDIDATES WITHIN THE COUNTY. LITTLE DID YOU KNOW YOU WOULD 

BE THE FIRST "VICTIM" OF THE PROCESS. 
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TODAY, HOWEVER} AS THE CAPTAIN IN CHARGE OF REGIONAL ASSESSMENT CENTER 

\ TEST1NG FOR THE COUNTY CHI EFS' COfot\lTTEE, YOU ARE IN THE INITIAL PREPARATION 
-

STAGE OF YOUR LATEST PROMOTIONAL ASSESSMENT CENTER FOR THE RANK OF 

LIEUTENANT. THIS AFTERNOON YOU WILL MEET WITH THE REGIONAL TESTING 

COMMITTEE TO FORM ESTIMATES OF THE CANDIDATE POOL SIZE, ANY NOTABLE CHANGES 

IN THE REQUIREMENTS BY THE MEMBER DEPARTMENTS FOR TEST COMPOSITION, AND ANY 

CHANGES SINCE THE LAST EXAMINATION IN THE CRITICAL TASKS OR DIMENSION AREAS 

TO BE TESTED. YOUR COMMITTEE, MADE UP OF A' 'LABOR UNION REPRESENTATIVE, 

MANAGEMENT PERSONNEL FROM THE MEMBER DEPARTMENTS, AN AFFIRMATIVE ACTION 

OFFICER, A PERSONNEL ANALYST AND A SUPERIOR COURT-APPOINTED MONITOR MOVE 

SWIFTLY THROUGH THE ASSIGNED.TASK AND ALLOW YOU TO BEGIN THE MECHANICS OF 

THE TESTING PROCESS. ALTHOUGH YOU WOULD LIKE TO TAKE FULL CREDIT FOR YOUR 

INITIAl IDEA COMING TO FRUITION, YOU HAVE BEEN ASSISTED BY A NUMBER OF 

EVENTS AND TRENDS YOU WERE ABLE TO IDENTIFY TWO YEARS AGO, SUCH AS THE 

INCREASED WORKLOAD ON ALL POLICE MANAGERS, DECREASING FUNDS BECAUSE OF 

RECE~TLY PASSED BUDGET LIMlTH.S LE'3ISLATlON AND SEVERAL STATE-LEVEL COURT 

CASES, WHICH GREW OUT OF EMPLOYEE GRIEVANCES OVER THE OLD TESTING PROCESS· 

THIS RESULTED IN THE ASSIGNMENT OF A COURT-'APPOINTED MONITOR TO THE ADVISORY 

COMMITTEE WHO REPORTS BACK TO THE COURT OF JURISDICTION ON YOUR REGION'S 

PROGRESS TO COMPLY WITH THE COURT ORDER WHICH STATES THAT THE REGION'S 

TESTING PROCESS MUST ELIMINATE SEXUALIETHNIC BIAS, HAVE A"N ACCEPTABLE DEGREE 

OF PREDICTIVE VALIDITY, AND BE JOB RELEVANT. 

THANKS TO YOU!, PRIOR STUDY AND STANDARDIZATION OF THE CRITICAL TASKS THAT 

THE COJNTY CHIEFS HAVE AGREED UPON FOR THE RANK OF POLICE LIEUTENANT, YOU' 

CAN NOW BEGIN THE MECHA,NICS OF YOUR ASSESSMENT CENTER PROMOTIONAL 

EXAMINATION BY CONTACTING PRIVATE SECTOR ASSESSMENT CENTER VENDORS WHO 

MAINTAIN INVENTORY LISTS OF ASSESSMENT CENTER EXERCISES DESIGNED TO r~EAsURE 
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SKILL LEvEL AND POTENTIAL FOR niE ABILITY TO COMPLETE ~Y ONE OF A NUMBER OF 

CRITICAL TASKS. USING AN ALMOST CAFETERIA-STYLE APPROACH} YOU COMPARE THE 

CRITICAL TASK AREAS"'TO BE EXAMINED WITH AVAILABLE ASSESSMENT CENTER 

EXERCISES AND CHOOSE THE FIVE MOST APPROPRIATE TO YOUR CURRENT TESTING 

NEEDS. AFTER YOU HAVE RECEIVED THE VIDEO CASSETTES CONTAINING EACH 

EXERCISE} YOU HOlD A TEST VAL1DAT10N MEETING WITH YOUR COMMITTEE} WHICH THIS 

TIME INCLUDES AS TESTING CONSULTANT FROM THE PEACE OFFICERS STANDARDS AND 

TRAINING CO""lISSIONo DuRING THI S MEETING} YOUR EXERCISE PACKAG,E IS 

VALIDATED BY YOUR COMMITTEE AND CERT1FIED BY THE POST CONSULTANT AS MEETING 

THE STATEWIDE CRITERIA FOR THE RANK OF POLICE LIEUTENANT. 

EVEN THOUGH YOUR REGION IS A LARGE GEOGRAPHICAL AREA WITH A CANDIDATE POOL 

OF 75 SERGEANTS VYING FOR POSITIONS ON THE LIEUTENANT/S PROMOTIONAL LIST} 

YOU HAVE BEEN ABLE TO MINIMIZE THE COST OF ADMINISTERING AN ASSESSMENT 

CENTER WHICH TRADITIONALLY HAS BEEN AN EXPENSIve PROCESS BY ALLOWING THE 

CANDIDATES TO PARTICIPATE IN THE ASSESMENT CENTER PROCESS VIA VIDEO 

SATELLITE LINK WHILE SEATED IN THE EXAMINATION ROOM AT THEIR OWN 

DEPARTMENT. SEATED AT YOUR CONSOLE IN THE REGIONAL TESTING FACILITY, YOU 

ARE ABLE TO ADMINISTER THE EXERCISE PORTIONS OF THE TEST TO 20 LAW 

ENFORCEMENT AGENCIES SIMULTA~EOUSLY. THE ASSESSORS WHO WILL GRADE TH~ 

RESULTS OF EACH EXERCISE FROM EACH CANDIDATE NEED NOT SIT THROUGH THIS 

PROCESS AND EXPERIENCE THE FRUSTRATION OF TRYING TO GRADE 20 CANDIDATES 

SIMULTANEOUSLY. INSTEAD} THE RESPONSES OF EACH CANDIDATE TO THE VARIOUS 

EXERC'SES IN THE ASSESSMENT CENTER ARE VIDEO TAPED AND RETURNED TO THE 

REGIONAL TESTING CENTER VIA SATELLITE LINK WHERE YOU HAVE STORED THEM' ON 

LASER DISK FOR SUBSEQUENT SCORING. THIS ALLOWS A CONCENTRATED EFFORT ON THE 

PART OF THE ASSESORS TO VIEW THE CANDIDATE'S RESPONSE TO THE EXERCISES AND 

RE-RUN THEIR EXAMINATION, IF NECESSARY} FOR CLARIFICATION. ADDITIONALLY} 
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THEY ARE ABLE TO, CROSS COMPARE THE RESPONSES FROM CANDIDATES FOR A MORE 

OBJECTIVE DETERMINATION OF THE RANK"SCORING FOR THE PROMOTIONAL LIST. 

RATHER THAN RELYING ON THE ARCHAIC NoTE-TAKING METHOD THAT YOU FIRST 

UTILIZED IN THE ASSESSMENT CENTER PROCESS} THERE NOW EXISTS A HISTORIC 

AUDIO/VISUAL RECORD OF EAC~ CANDIDATE'S PERFORMANCE WHICH CAN BE REVIEWED BY 

THE APPROPRIATE PERSONNEL OR LEGAL AUTHORITIES IN THE EVENT OF A GRIEVANCE 

OF YOUR TESTING PROCEDURE OR ITS OUTCOME. 

IN UTILIZING THE ASSESSMENT CENTER PROCESS} COMBINED WITH TECHNOLOGICAl 

ADVANCEMENTS} YOU HAVE MAXIMIZED THE EFFECTIVENESS AND VALIDITY OF THE 

TESTING PROCESS BY UTILIZING A MULTI-DIMENSION TESTING METHOD THAT CAN BE 

NUMERICALLY AND OBJECTIVELY SCORED IN A DOCUMENTED AND PRECISELY REVIEWABLE 

MANNER. 

ONCE EACH OF YOUR TEN ASSESSORS HAVE ENTERED THEIR RESPECTIVE SCORES FOR 

EACH CANDIDATE'S PERFORMANCE IN EACH EXERCISE} YOU ARE ABLE TO UTILIZE THE 

SCORE-AVERAGING SOFTWARE IN YOUR AUTOMATED DATA BASE OF SCORES TO COM~ILE 

THE COMPOSITE SCORE FOR EACH CANDIDATE AND STORE IT MAGNETICALLY ON THE 

VIDEO CASSETTE OF HIS PERFORMANCE. THE END RESULT IS A MULTI-AGENCY 

CANDIDATE POOL FOR THE RANK OF LIEUTENANT WHICH IS ENO'ORSED BY THE COURT J 

POST CERn F I ED AND DOCUMENTED '/ I SUALL Y J AUD I BL Y AND HUMER I CALL y. IN 

ADDITION, A CUMULATIVE RECORD OF ALL OF YOUR TESTING AND SELECTION EFFORTS 

IS MAINTAINED BY YOUR COMPUTERIZED DATA BASE, WHICH HAS ALSO BEEN PROGRAMMED 

TO STORE THE ANNUAL PERFORMANCE APPRAISAL REPORTS OF EACH CANDIDATE WHO IS 

SUBSEQUENTLY SELECTED FOR PROMOTION. YOUR DATA BASE WILL MAINTAIN THE 

INDIVIDUAL CANDIDATE FILE UNTIL SUCH TIME AS THE CANDIDATE NO LONGER HOLDS 

THE RANK FOR WHICH HE WAS TESTED AND SUBSEQUENTLY PROMOTED· You HAVE 
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THEREBY ADDITIONALLY CREATED A STATISTICAL DATA BASE WHICH TRACKS AND 

PROVIDES DOCUMENTATION FOR CHALLENGES TO YOUR TESTING PROCESS WITH REGARD TO 

ITS PREDICTIVE VALIDITY OF SUCCESS, IN GAUGING THE POTENT'IAl AND SUBSEQUENT 

SUCCESS OF PERSONS PROMOTED BY ITS USE. 
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As THE OWNER AND CHIEF CONSULTANT FOR Acu-TEST SVTEMS, TODAY IS ONE THAT YOU 

HAVE BEEN DREADING. THE FUTURE HAS BeCOME THE PRESENT AND YOU ARE NOT AT 

AlL PLEASED WITH YOUR SURROUNDINGS OR SITUATION. THE DATE IS MARCH 12, 

1997. YOUR SURROUNDI~S ARE THE OAK PANELS AND THHI..Y PADDED CHAIRS OF A. 

FEDERAL COURTROOM· YOUR SITUATION IS SIMPLE - IT'S CALLED BANKRUPTCY. 

AFTER AlL THE HARD WORK AND YEARS OF TAKING A FLEDGING COMPANY THAT 

P1QNEERED STREM1LINED PROCESSES FOR ADMINISTRATING WHAT WAS THEN A 

REVOLUTIONAIRY NEW TESTING PROCESS FOR MANAGEMENT POSITIONS, YOUR 

PROFESSIONAL AND FINANCIAL FATE SWINGS IN THE BALANCE OF PROFIT VERSUS DEBT. 

THE REALITY OF THIS IS ALL TOO VIVID AS YOU SIT AT YOUR COUNSEL'S TABLE 

FACING THE JUDGE AND HEAR HIM READ OFF THE LIST OF DEBTS THAT YOU HAVE 

ACCUMULATED, ALL THE TIME THINKING THAT THIS YEAR WAS THE FIRST YEAR OF REAL 

PROFITABILITY AS THE MANAGEMENT RANKS OF BOTH PUBLIC AND PRIVATE SECTORS 

FINALLY ACCEPTED ASSESSMENT CENTERS AS THE NEW WAVE IN SELECTION. PERHAPS 

IT IS FEAR OF THE IMMANENT DECISION THAT WILL COME TODAY THAT DECLARES YOUR 

COMPANY BANKRUPT OR THE NECESSITY YOU FEEL TO GO OVER THE EVENTS OF THE 

RECENT pAST JUST ONE MORE TIME TO SEE IF YOU CAN FIGURE IT OUT, THAT CAUSES 

THE IMAGE OF i}:E JUDGE AND HIS OMINOUS POS ITION AT THE BENCH IN FRONT AND 

ABOVE YOU TO BLUR SLIGHTLY WHILE HIS PRONOUNCEMENTS AND THE FAINT CLINKING 

OF THE STENOTYPE MACHINE TO FADE SLIGHTLY AND THEN DRIFT TO A PLACE THAT 

SOUNDS DISTANT. 

THESE THREATS GONE, YOU LOOK BACK TO THE BEGINNING TRYING TO UNDERSTAND WHAT 

HAPPENED. 

-55-



, 
~ 

IT ALL SEEMED SO CERTAIN} SO POSITIVE IN 1987 WHEN YOU FIRST ~ADE. 'THE 

COMMITMENT TO FUNNEL YOUR COMPANY'S RESOURCES EXCLUSIVELY INTO THE 

ASSESSMENT CENTER TESTING PROCESS AND ABANDON THE LIMITED PROGRAMS THAT 

STILL REMAINED IN YOUR COMPANY TO SERVICE THOSE COMPANIES OR PUBLIC AGENCIES 

WHO STILL REQUIRE WRITTEN CONVENTIONAL TESTS~ ALMOST EVERYTHING POINTED TO 

THE POTENTIAL OF GROWTH FOR YOUR COMPANY AND SUCCESS FOR YOU BY DOING SO. 

You EVEN INVESTED ENOUGH RESOURCES IN THE FORM OF FUNDING AND PERSONNEL 

. HOURS TO STUDY THE TRENDS THAT WERE EMERGIN~ TO TRY AND GET A VISION OF WHAT 

THE FUTURE MIGHT BE LIKE IN THE WORLD OF TESTING AND SELECTION AT MANAGEMENT 

LEVELS. 

FOR EXAMPLE} THE MANAGEMENT WORLD AT LARGE WAS CRY1NG OUT FOR A MORE 

EFFECTIVE WAY TO PREDICT WHO WOULD MAKE THE BEST MANAGER FROM THE VAST 

CANDIDATE POOL OF FIRST LINE SUPERVISORS. You AND YOUR STUDY GROUP ASKED 

YOURSELVES IF THERE WAS A WAY THAT' YOU 'COULD GUARANTEE MANAGEMENT A DECREASE 

IN GRIEVANCES FILED AS A RESULT OF ETHNIC OR SEXUALLY BIASED TESTING 

PROCESSES· THE COURT DECISIONS 'YOU STUDIED POINTED TO THE FACT THAT 

ASSESSMENT CENTERS HAD ACTUALLY BEEN MANDATED BY SEVERAL STATE AND FEDERAL 

LEVEL COURTS AS THE WAY TO ACCOMPLISH THIS AND YOU EVEN USED IT AS AN 

ADVERTISING STRATEGY TO INCREASE YOUR CLIENT LIST. IT SEEMED AS THOUGH THE 

ASSES~MENT CENTER PROCESS WAS BEGINNING TO. BE ACCEPTED AS A WAY TO USE ONE 

PROCESS TO MEASURE A MULTITUDE OF DIMENSIONAL SKILL QUALITIES. THE USE OF 

MULTIPLE RATERS} IT APPEARED} WOULD ALMOST ELIMINATE ANY POSSIBILITY OF 

FAVORTISM AND RANDOM SUBJECTIVITY FROM THE TESTING PROCESS· PROFESSIONAL 

ORGANIZATIONS IN MANAGEMENT} .AND SPECIFICALLY IN LAW ENFORCEMENT J PUBLICLY.· 

ENDORSED THE ASSESSMENT CENTER PROCESS AND. RECOMMENDED IT AS THE ACCEPTED 

·MEANS FOR MANAGEMENT TESTING. THE POST COMMISSION HAD A PILOT PROJECT IN 
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STUDY TO DETERMINE IF IT WOULD GP SO FAR AS TO REQUIRE ASSESSMENT CENTERS AS 

, (, ~EANS OF CERTIFYING POLICE MANAQERS FOR VARIOUS RANKS WITHIN DEPARTMENTS 
!. 

IN CALIFORNI~. PROMINENT ETHNIC AND FEMALE ADVISORY GROUPS WERE TOUTING THE 

PROCESS AS A LONG AWAITED ALTERNATIVE TO THE BUILT-IN BIAS OF CONVENTIONAL 

TESTING METHODS. IT ALL LOOKED PRETTY GOOD~ IN FACTI VERY GOOD. 

THE ONLY NAGGING DETAIL OR) -FLY IN THE OINMENT-} WAS COST. IT WAS THE ONE 

HURDLE THAT YOU HAD TO JUMP BEFORE DECLARING YOURSELF AN UNQUALIFIED SUCCESS 

AT BEING -FIRST IN THE MARKET PLACE· AND AN INNOVATOR IN YOUR PROFESSION. 

Bur SURELY, YOU THOUGHT, WITH SO MUCH GOING FOR IT, THE ASSESSMENT CENTER 

PROCESS COULD EASILY BREAK THROUGH THE COST BARRIER. AFTER ALLJ PEOPLE, 

Ctlt1'PAN'lES AND PUBLIC AGENCIES ARE ALWAYS WILLING TO PAY FOR QUALITY. 

FROM 1987 TO EARLY 199O} YOUR BUSINESS FLOURISHED. SERVICE CONTRACTS 

INCREASED FASTER BY THE MONTH AND THE EFFECT SEEMED ALMOST SYNERGISTIC AS 

THE REPUTATION FOR YOUR WORK PRODUCT AND PREDICTIVE VALIDITY SPREAD 

THROUGHOUT THE MANAGEMENT RANKS OF PRIVAT~ AND PUBLIC SECTOR AGENCIES· IN 

FACT J BUS tNESS '14AS SO GOOD THAT YOUR CURRENT CORPORATE RESOURCES WERE NOT 

EQUIPPED TO HANDL~ THE VOLUME J AND GIVEN A CHOICE OF TURNING BUSINESS DOWN 

(ALWAYS BAD eTIQUETTE IN THE CORPORATE WORLD) YOU UTILIZED YOUR CREDIT 

RATING AND PERFORMANCE RECORDS AS WELL AS YOUR CORPORATE ASSETS AS 

COLLATERAL AND INDEBTED YOURSELF TO DRAMATICALLY INCREASE YOUR FACILITIES 

AND STAFF. IT WAS PHENOMENAL HOW YOU TRANSITIONED SO RAPIDLY AFTER YOUR 

FUNDING APPROVAL FROM THE LOAN AGENCY FROM A MID-SIZED COMPANY TO A LARGE 

ONE , AND AS YOU LOOK BACK ON IT NOW, IT WAS JUST AS PHENOMENAL THAT SHORTLY 

THEREAFTER THE VOTERS PASSED PROPOSITION 77J WHICH SECAME KNOWN IN THE MEDIA 

AS ~THE TAXPAYERS REVOLT". SO OVERWHEu~ING WAS THE GRASS ROOTS SUPPORT FOR 
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THIS PROPOSITIOM THAT IT BECAME LAW WITHOUT OPPOSITION 8 FOR NO LEGISLATOR 

WITH ANY POLITICAL SENSE DARED GET IN ITS WAY. 

ITS EFFECT ON GOVERNMENT WAS DISASTEROUS. FOR THIS PROPOSITION DID NOT} 

LIKE ITS PREDECESSORS} CALL FOR A CEILING ON GOVERNMENT GROWTH - IT. ACTUALLY 

CALLED FOR A SLIGHT REDUCTION. EVEN WORSE THAN THE PROPOSITION} WAS THE 

KNEE JERK REACTION TO IT BV MOST PUBLIC SECTOR GOVERNMENT AGENCIES. THE 

TRICKLE DOWN EFFECT FROM STATE TO COUNTY TO CITY GOVERNMENT CAUSED THE FIRST 

LARGE SCALE LAYOFFS IN PUBLIC AGENCIES IN YEARS} AND AS YOU EXPECTED} THE 

CUTBACKS TO EXISTING DISCRETIONARY RESOURCES WERE HARSH AND IMMEDIATE. 

EVERY NEWS ARTICLE FOR MONTHS CARRIED wLEAN AND MEAN- BUDGET STORIES 

WOEFULLY SUNG BY THE PERSONS RESPONSIBLE FOR THE VARIOUS GOVERNMENT 

PROGRAMS. IN LAW ENFORCEMENT WHERE MOST OF YOUR BUSINESS WAS GENERATED, 

LIKE EVERYWHERE "ELSE} FUNDING HAD TO BE REPRIORITIZED. Bur UNLIKE 

EVERYWHERE ELSE} PUBLIC SAFETY ISSUES AS ONE WOULD EXPECT} TOOK IMMEDIATE 

PRIORITY AND EVERYTHING THAT WASN'T ABSOLUTELY NEEDED WAS DROPPED. IT WAS 

ONLY TWO MONTHS UNTIL YOU WERE NOTIFIED THROUGH A CONTRACT TERMINATION} TO 

BE FOLLOWED OVER THE NEXT FEW MONTHS BY A SCORE MORE} THAT YOU WERE NO 

LONGER PART OF THE -ABSOLUTELY NECESSARY· PROGRAMS. THAT OUT OF COST 

SAVINGS} ALMOST ALL OF YOUR CLIENT AGENCIES REVERTED TO PREPRINTED} MULTIPLE 

CHOICE QUESTION TESTS FOR EVERY POSITION WITHIN THEIR DEPARTMENT THAT 

DEMANDED A STRUCTURED TESTING SYTEM· 

WHAT SHOULDN'T HAVE HAPPENED DID. ONE EVENT OCCURRED AND PAINFULLY 

DISPLAYED TO YOU ITS CAPABILITY TO ALTER THE COURSE OF THE TRENDS Tr'~T YOU 

LEARNED TO TRUST AS STRAIGHT LINE PROJECTIONS. 
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As THE JUDGE COMES BACK I NTO FOCUS I YOU ARE SOMEWHAT STARTLED BY HIS 

QUESTION, ·SIR, 010 YOU HEAR ME? ARE YOU ALL RIGHT~ EMBARRASSED} YOU 

REPLY ·YES} YOUR HONOR} MY MIND MUST HAVE BEEN SOMEWHERE 'ELSE.-

Two MONTHS HAVE PASSED SINCE YOU HAD TO ENDURE TWO COURT APPEARANCES} MOUNDS 

OF LEGAL DOCUMENTS AND THE STRESS OF SEEING EVERYTHING YOU WORKED FOR NO 

LONGER EXIST. BY TRYING TO REBUILD , YOU THINK YOU'VE NAlLED DOWN} OF ALL 

THINGS} A JOB WITH THE STATE PERSONNEL BoARD IN THE TESTING AND SELECTION 

OFFICE. BECAuse OF YOUR EDUCATION , EXTENSIVE EXPERIENCE AND PROFESSIONAL 

REPUTATION AS A CONSULTANT AND AUTHOR} YOU HAVE FOUND YOURSELF IN THE 

RUNNING FOR A CAREER ExECUTIVE ApPOINTMENT POSITION WITHIN STATE GOVERNMENT 

AT A FAIRLY HIGH LEVEL· ALL YOU HAVE TO DO IS PASS THE TEST. THERE IN THE' 

WAITING ROOM OF THE STATE PERSONNEL BOARD YOU WAIT FOR YOUR NAME TO BE 

CALLED. ONLY A FEW MINUTES AFTER YOUR ASSIGNED APPOINTMENT TIME, THE 

EXAMINATION PROCTOR CALLS YOU INTO A SMAlL ROOM AND BEGINS THE LITANY 

RECITED BEFORE ENDLESS NUMBERS OF STATE TESTS, ·PLEASE OPEN THE PACKAGE 

SITTING IN FRONT OF YOU· You ARE ABOUT TO TAKE AN EXAMINATION FOR A JOB 

WITH THE STATE GOVERNMENT· THIS 'IS A MULTIPLE CHOICE WRITTEN TEST WITH 100 

QUESTIONS. IT IS DESIGNED TO ASSESS YOUR CAPABILITY AND POTENT1AL AS .AN 

EMPLOYEE WITH THE STATE OF CALIFORNIA. You HAVE TWO HOURS· GOOD LUCK." 

You SUPPRESS THE URGE TO PINCH YOURSELF} HOPING YOU ARE DREAMING· YOu'RE 

NOT. 
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Scawuo f#3 - SLICE OF TIMElExPLORATORY 

You ARE THE POLICE CHIEF OF A MODERATE SIZEo DEPARTMENT IN THE CENTRAL PART 

O~ CALIFORNIA. IT IS 0750 HOURS ON JULY 71 1997. IN ABOUT TEN MINUTES YOUR 

DEPARTMENT'S VERY FIRST ASSESSMENT CENTER WILL START. HOPEFULLY, THE RESULT 

WILL BE A LIST OF CANO'IDATES FOR THE POSITION OF CAPTAIN WITHIN YOUR 

DEPARTMENT AND ONE OTHER POLICE DEPARTMENT NEAR BY. IT SEEMS AS THOUGH ITS 

BEEN A LONG ROAD TO GET THIS FAR IN A TESTING PROCESS THAT'S BEEN AROUND NOW 

FOR QUITE SOME TIME, BUT ONLY SINCE THE MID-80's HAS IT REALLY BEGUN GAINING 

POPULARITY AND A LOT OF ATTENTION IN THE PROFESSIONAL PERSONNEL JOURNAlS

"ASSESSMENT CENTERSII' THEY CALLED 1rIEM. THE TERM SOUNDED SO EASY, CLEAN, 

UNINVOLVED, POSITIVE AND ACCURATE· WELL, IT WAS NONE OF THOSE THINGS EXCEPT 

ACCURATE, AND FOR THE REMAINDER OF THE CATEGORIES MENTIONED, IT WAS ALMOST 

THE OPPOSITE. 

IT WAS FUNNY} TOO} HOW THIS SITUATION CAME TO PASS, ESPECIALLY IN LIGHT OF 

,THE FACT THAT YOU DIDN'T ACTIVELY PURSUE IT BECAUSE YOU REALLY WEREN'T THAT 

SURE THAT YOU DIDN'T LIKE THE OLD TESTING PROCESS. AFTER ALL) YOU'D BEEN 

PROMOTED UNDER IT AND IT SEEMS AS THOUGH YOU'VE DONE A GOOD JOB FOR THE LAST 
, ' 

EIGHT YEARS. As YOU SIP YOUR MORNING COFFEE, WAITING FOR 8:00 so YOU CAN 

WELCOME THE NEW CANDIDATES TO THE ASSESSMENT PROCESS} YOU REFLECT FOR JUST A 

FEW MOMENTS ON THE COURS~ OF EVENTS THAT BROUGHT YOU TO THE POINT YOU ARE 

THIS MORNING. IT ALL STARTED} OR SEEMED TO} WITH A "ROUTINE" CALL FROM YOUR 

BUDGET AND GRANT REQUEST ANALYST AT OJCP (OFFICE OF CRIMINA. JUSTICE 

PLANNING) WHO CALLED TO SAY THAT APPROVAL ON THE GRt,.n REQUEST YOU RECENTLY 

MADE FOR FEDERAL MONEY WOULD BE HELD UP UNTIL THE OCJP COULD REVIEW YOUR 

AFFIRMATIVE ACTION AND EQUAL EMPLOYMENT OPPORTUNITY PLAN AS, 'PER THE CURRENT 

FEDERAL GUIDELINES. AFTER YOU SENT IT TO THEM} THE SECOND CALL WAS EVEN 
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MORE DISTRESSING· YOUR AA/EEO PLAN WAS OKAY EXCEPT THAT IT OW NOT CONTAIN . . 
ANY INFORMATION ON THE CURRENT TESTING METHODS YOU UTILIZE TO ENSURE THAT 

ETHNIC BIAS 1S NO L9NGER A PART OF ~E PROCESS; AS IT HAD BEEN FOUND TO BE 

THE CASE IN CONVENTIONAL TESTiNG METHODS. YOUR REPLY; OF COURSE; WAS THAT 

YOU STILL USE THE SAME CONVENTIONAl TESTING· METHODS. You TOlD OCJP THAT 

YOU WOULD LOOK FOR SOME ALTERNATIVES FOR TESTING AHD SOMEHOW CONVINCED THEM 

TO Gb AHEAD WITH YOUR GRANT REQUEST. JUST DAYS LATERJ AS YOU STOOD IN THE 

PERSONNEL OFFICER'S OFFICE TAlKING ABOUT NEW TESTING PROCEDURES AVAILABLE 

WHICH HAVE LESS OF A CHANCE OF ETHNIC BIAS BUILT INTO THEM AND MORE OF A 

CHANCE OF PREDICTIVE VALIDITY J THE ASSESSMENT CENTER PROCESS WAS BROUGHT UP 

FOR THE FIRST TIME. IT SOUNDED SO EASY J BUT AS THE PERSONNEL OFFICER 

EXPLAINED, THEY WERE VERY DIFFICULT, TIME CONSUMING AND EXPENSIVE TO CONTEND 

WITHJ BUT GENERALLY GAVE EXCELLENT RESULTS- THEN CAME THE CITY COUNCIL 

MEET I NG WHERE YOU PRE,SENTED THE PLAN AND THE CHANCE OF MANY POTENTI AL 

PROBLEMS WITH FEDERAL FUNDING IF CONVENTIONL TESTING WERE-LEFT IN PLACE IN 

YOUR DEPARTMENT. IN PRINCIPLE} THE MAYOR AND THE COUNCIL SUPPORTED YOUR 

PLAN} BUT TOLD YOU THAT IT WAS FLATLY TOO EXPENSIVE AND, UNLESS YOU COULD 

COME UP WITH SOME DIFFERENT ALTERNATIVES TO MITIGATE THE COST} YOU WERE NOT 

GOING TO GO INTO THE ASSESSMENT CENTER BUSINESS. WHAT ALTERNATIVES} YOU 

MUMBLED TO YOURSELF AS YOU LEFT THE COUNCIL CHAMBERS} KNOWING FULL WELL THAT 

LEAVING THE CURRENT) OUTDATED PROCESSES IN PLACE COULD COST YOU MUCH MCR~ 

THAN WHAT THE COUNCIL HAD THE CAPACITY TO REALIZE AT THIS TIME. 

AND JUST WHEN YOU THOUGHT THAT MONEY WAS THE Ot-LY l"ING YOU WERE GOING TO 

HAVE TO DEAL WITH TO CONVINCE SOMEONE THAT ft~SESSMENT CENTERS WERE THE WAY 

TO GO J yOU RECEIVED A TELEPHONE CALL FROM THE PRESIDENT OF THE CITY/COUNTY 

PEACE OFFICERS ASSOCIATION WHO EXPRESSED SOME REAL HESITATION ABOUT 

DEPARTING FROM ANY TRADITIONAL POLICE TESTING PROCEDURE THAT HAD BEEN 
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PREVIOUSLY ENDORSED. THE POA PREStDENT HAD HEARD A LOT OF "BAD" THINGS 

ABOUT AsseSSMENT CENTERS, INCLUDING A RUMOR THAT YOU WERE CONSIDERING USING 

ONE FOR AlL MANAGEMENT POS IT IONS. OF COURSE I WHEN YOU ASKED WHY TH I S 

CONCERNED THE PRESIDENT OF THE POA SINCE NONE OF HIS MEMBERS WERE CANDIDATES 

FOR CAPTAIN) HIS REPLY WAS THAT ALL OF HIS ME~1BERS ~~ERE POTENTIAL CANDIDATES 

FOR CAPTAIN AND OF SECONDARY CONCERN WAS THAT OFTEN TIMES THESE NEW 

PROCESSES STARTED AT THE TOP AND WORKED THE I R WAY DO'tlN, AND EVE.NTUALLY THE 

PEACE OFFICER t1IGHT BE VICTIMIZEO BY THIS NEW PLAN THAT WAS NOT ENDORSED BY 

THE POA. AND THEN TO END THE CONVERSATION/ JUST A SMALL THREAT THAT YOU 

MIGHf GET AWAY \~IrH IT THIS YpARI BUT IF THE POA DID Nor LIKE THE RESULTS OF 

THETF.ST OR THE WAY IN It/HICH IT WAS ADMINISTERED, ReGARDLESS AT WHAT RANK 

STRUCTURE} IT WOULD BE A PART OF THE BARGAINING PROCESl) AT NEXT YEAR'S 

CONTRACT NEGOTIATIONS· 

THIS PROMPTED A QUICK TRIP TO THE CITY ATTORNEY'S OFFICE FOR YOU AND THE 

BEGINNING OF SOME LEGAL RESEARCH ON THE PART OF THE CITY ATTORNEY· AT A 

SECOND MEETING A WEEK LATER, THE CITY ATTORNEY INFORMED YOU, "1 DON'T CARE 

'JH(.\ r THAT 1 n l aT \~HO RUNS THE POA SAYS.t THE CM; E LA\~ 1 S SF.COM I Nt, CU!Mt:R EACH 

f1~1r: .C\ rE'5.r!l~G I.\ND SELECTiON DECISION COME.S OHT Of: THE COURTS. TRADITif)NAL 

fF.STlNG [S IN THE PROCESS OF DYING AT THE HANDS OF 'n~rtEE "'AJOR Fn~Cp.S) 

AFFIRMATIVE ACTION) JOB RELATEDNESS) AND PREDICTIVE VALIDITY. THE JLD 

TRADITIONAL TESTS JUST CAN'T PROVE ANYMORE THAT THEY CAN'T HAVE TH'J$t! THREJ: 

niINGS, AND EVEN THE COURTS HAVE SEEN THAT ASSESSMENT CENTERS CAN DO THOSF. 

TH I NGS. " IICH I ~F) It $,AYS THE C lTY 1\ TTOR~EY J Ii 1 N ,'1Y '1 I NO YOIJ ~2AI.L y' ;IAVE I~() 

CriOlce. IF YOU WANT TO 3E AS SAFE AS yOU CAN POSSIBLY BE, YOU'D BF.TT~R USE 

AssessMeNr CENTERS." 

. , 
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ON YOUR WAY TO THE BUDGET OFFICE YO~ TRY TO SORT IT OUT IN YOUR MIND, BUT IT 

',. GETS EVEN MORE CONFUSING- lET'S SEE} "THE MAYOR SAYS ITS A GREAT IDEA" BUT 

UNLESS 1 GIVE HIM SOME AL TERNATlVES" FORGET IT - ITS TOO EXPENSIVe· OCJP 

SAYS I BETTER USE IT (ASSESSMENT CENTERS) OR 1 DON'T GET ANY MORE MONEY. 

THE UNION SAYS IF I DO USE IT, I'M LISLE TO INCUR THEIR WRATHo THE CITY 

ATTORNEY SAYS IF I DON'T; I'LL,GET IN TROUBLE WITH THE COURTS. I CAN'T WAIT 

TO HEAR WHAT MY BUGET MAN SAYS." 

COMPLETELY DUG IN AND SET FOR THE BAD NEWS AS YOU stT ACROSS FROM THE BUDGET 

OFFICER'S DESK" YOU'RE QUITE SURPRISED TO H~AR AN ALTERNATIVE PLAN THAT HE'S 

THOUGHT OF AFTER CONSULTING WITH THE BUDGET OFF1CER FROM ANOTHER CITY NOT 

TOO FAR FRa~ YOUR OWN· THE MAGIC WORD IS -REGIONALIZE". YOUR BUDGET 

OFFICER EXPLAINS THAT" ALTHOUGH NOT AN EXPERT IN ASSESSMENT CENTERS, HE DOES 

KNOW THAT IN ANY NEW PROCESS THERE ARE ALWAYS CERTAIN START-UP COSTS THAT 

MUST BE INCURRED NO MATTER HOW BIG OR HOW SMALL THE PLAN. IF YOUR AGENCY 

AND ANOTHER POLICE AGENCY WITH A SIMILAR NEED CAN BE IDENTIFIED Te FORM A 

SORT' OF PARTNERSHIP} AT LEAST FOR THE PURPOSES OF TESTING" YOU CA~ SHARE THE 

START UP OR OVERHEAD COSTS AND MAXIMIZE THE BENEFITS TO BOTH DEPARTMENTS. 

ALL YOU HAVE TO DO AGREE ON IS THE AMOUNT TO SPEND} HOW TO PRORATE THE 

PAYMENT AND WHETHER OR NOT THE NEED STATEMENT AND QUALIFICATION OF 

CANDIDATES FOR EACH DEPARTMENT IS GENERIC ENOUGH TO BE INTERCHANGEABLE. 

ARMED WITH THIS" YOU THEN WENT BACK TO THE PERSONNEL OFFICER} WHO HAD 

ALR,EADY TALKED TO THE BUDGET OFFICE BY THE. TIME YOU WALKED IN THE DOOR. THE 

PERSONNEL OFFICER, A LADY Of GREAT EXPERIENCE IN TH'E "LABRYNTH" OF PERSONNEL 

MANAGEMENT} HAD THREE WORDS TO START THE CONVERSATION - "HIRE A 

CONSULTANT". 
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WASSESSMEHT CENTERS J
w sHE STATED -ARE EXCEPTIONALLY SPECIALIZED, DIFFICULT, 

TIME CONSUMING AND PRODUCTIVE PROCESSES. IF WE UTILIZE THE SERVICES OF A 

CONSU~TANT} AT' LEAST FOR THE FIRST TIMEJ WE WILL BE ABLE 'TO LEARN THE 

PROCESS AS' WE GO THROUGH IT AND THEN SAVE A GREAT DEAL BY HAVING A GOOD 

Kt«lWLEDGE FRCX-\ WH I at TO BU I LD OUR OWN PROCESSES IN THE FUTURE I NOT Om. Y \II I TH 

THE POLICe DEPARTMENT CAPTAIN'S TEST} BUT OTHER CITY DEPARTMENTS AT VARIOU~ 

LEVELS. If 

EVEN THE POST CENTER FOR ExECUTIVE DEVelOPMENT HAS SHOWN ~0MEINTEREST IN 

YOUR PROJECT, WHICH OOW SEEMS TO BE GAINING MOMENTUM. THEY CALLED AND ASKED 

IF YOU WOULD COOPERATE WITH THEM IN ALLOWING A POST OBSERVER IN THE 

ASSESSMENT CENTER AND THEN A POST LONG-TERM STUDY TO FOLLOW EXACTLY WHAT 

HAPPENS TO THE PERSONS PROMOTED AS A RESULT OF THE PROCESS IN ORDER TO 

ASSESS SOME LONG-TERM PREDICTABILITY UTILIZING THIS PROCESS. 

As YOU LOOK BACK ON IT NOW, AND IT'S ALMOST 8:00, IT SEEMS FUNNY HOW A 

PROCESS WHEREIN DIFFERENT FACTIONS APPEAR TO BE PULLING YOU IN TWO 

DIRECTIONS AT ONCE SOMEHOW CHANGE TO ONE OF ORDER AND ALMOST A LOGICAL 

SEQUENCE OF EVENTS THAT LEAD TO THE PROCESS YOU ARE ABOUT TO START TODAY· 

OH SURE, YOU TELL YOURSELF, MOST OF THE FACTIONS, OR STAKEHOLDERS AS SOME 

PEOPLE CALL THEM) STILL DON'T TOTALLY AGREE WITH EACH OTlI:R oN WHAT WE OUGHT 

TO BE DOING OR WHY) BUT THROUGH UTILIZING A NUMBER OF PROCESSES} YOU HAVE 

BEEN ABLE TO NEGOTIATE A POSITION WHICH HAS ALLOWED YOU TO ENTER INTO THIS 

NEW TYPE OF TESTING PROCES~ AND YOU ARE HOPING THAT IT IS SUCCESSFUL FOR A 

~UMBER OF REASONS. IT CERTAINLY COULDN'T HURT YOUR CITY'S REPUTATION 

BECAUSE ITS BEEN DONE SO SELDOM IN OTHER PLAC~S AND YOU HAVE DECIDED TO DO 

IT BEFORE A COURT MANDATE FORCES YOU TO. You THINK YOU HAVE "SEEN THE 

HANDWRITING ON THE WALL" WITH THE AVAILABILITY OF FEDERAL FUNDINGS, AS WRL 
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AS THE INCREASED DEMAND BY THE ETHNIC AND SEXUAL GROUPS TO BE REAS::)URED THAT 

BIAS WILL NO LONGER BECOME A PART OF ANY PRESENT OR FUTURE TESTING PROCESS. 

As YOU WALK TO THE ORIENTATION ROOM FOR THE CANDIDATES WHO ARE ABOUT TO 

BEGIN THIS NEW TESTING PROCESS, YOU FEEL COMFORTABLE \~ITH THIS THOUGl-H -

THAT WHILE THINGS MAY OCCUR THAT YOU HAVE NOT YET PLANNED FOR OR NOT YET 

BUDGETED FOR, YOU REALLY WON'T BE SURPHISED IN THE TRUEST SEr4SE OF THE WORP' 

BECAUSE YOU HAVE LEARNED TO EXPECT CHANGE AND ALTERATION AS ONE CRITICAL 

EVENT eFFECTS ANOTHER OR ALTERS THE COUI~SE OF A TREND. You ALSO KNOW, 

fHOUGH) THAT THERE ARE FE\,~ THINGS· THAT CAN OCCUR OR BEGIN TO OCCUR THAT YOU) 

HITH PROPER PLANNING, NEGOTIATION AND STRATEGIC SKILLS CANNOT HAVE SOME 

EFFECT ON. SO UTILIZING A COMBINATION OF YOUR KNOWLEDGE OF TREND AND EVENT 

ANALYSIS, THE USE OF SUBJECT AREA EXPERTS AND YOUR OWN ABILITIES TO DEAL 

WITH CHANGE AND REt1AIN FLEXIBLE, YOU ADOPT A "NO SURPRISE" ATTITUDE ABOUT 

THIS PROCESS. HITH GREAT CONFIDENCE, '(Oil E~nr:R THE ROOM OF 30 ANXIOUS 

PROMOTI ONAL CANO IDA TES TO CAU1L Y DeSCR I BE THE GENES I S OF TH I S NE~~ IDEA IN 

LAVI ENFORCE:'1E.rH TESTI NG THAT HAS Cor11: TO Y::luR C lTY· A.s YOII f3R 1 EFL Y SPEAK TO 

THE r~ANS [T ['IN PLAN AND THE Ar10UNT OF RESOURCES AND STUDY THAT HAVE GONE 

[NTO TH I S PROCESS, YOI) SEE THAT THE GROUP [S V I S I 81. Y CAU~ED BY YQUR 

EFF:.JRTS. IN n~o YEARS} YOU THINK TO YOURSELF, APTER THIS CANDIDATE POOL IS 

RANK ORDERED, SOMEONE GETS PRm~OTED AND EITHtR SI)CCF.EDS OR FAILS AS A 

t1ANAGER I YOU WILL ACTUALLY KNOW IF ALL THIS \~ORKEn AND ~~HAT \/E '1UST DO TO 

CHA.·~IJE r r s·) THAr '.~l: CAN BE SURE IT 08F.S 'J/!lRK EACH AND EVE~Y TI'"1E· THIS IS 

PAIHICil:.ARLY rr~PORTANT TO YOU AS A POLICE EXECUTIVE BECAUSE YOU WANT TO PLAN 

FOR THE FUrUHE .:iiJ THAT YOU CAN IDENTIFY ALTERNATIVES AND ACT ON THEr1, RATHER 

rHAN BE HIT BY SURPRISES AND REACT TO P-l£!'1. 



, 
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WHILE EACH OF THE THREE SCENAR10S IN THIS STUDY CREATED A SEPARATE VISION OF 

WHAT THE FUTURE SELECTION PROCESS WILL BE FOR POLICE MANAGERS) THEY ARE NOT 

MUTUALLY EXCLUSIVE. T~AT IS) SOME OF THE TREND/EVENT DATA FROM ONE SCENARIO 

MIGHT CREEP INTO ANOTHER, AS WOULD SOME OF THE NEW TeCHNOlOGIES THAT NEED TO 

aE DEVELOPED TO IMPROVE THE TESTING AND SELECTION PROCESS. 

SCENARIO #3 WAS SELECTED AS THE -MOST LIKELY* SITUATION THAT WOULD BE IN 

PROGRESS 10 YEARS FROM THE WRtTING OF THIS STUDY. FURTHER, SCENARIO #1 HAS 

ALL THE EARMARKS OF AN EXTENSION OF SCENARIO #3 PERHAPS 10.;.20 YEARS IN THE 

FUTURE. 

OF PRIMARY IMPORTANCE J HOWEVER, IS THAT ScENARIO #3 POINTS TO THE IMPORTANCE 

OF THE PROPER ANALYSIS OF THE TREND AND EVENT DATA, AS WELL AS THE 

MANAGEMENT OF HIGHLY DIVERSIFIED GROUPS TO THE P01NT WHERE A DESIRED FUTURE 

CAN BE OBTAINED. POLICY CONSIDERATIONS THEN MUST MECESSAR1LY BE DEVELOPED 

IN ADVANCE OF ANY REALISTlC STRATEGIC MANAGEMENT SO THAT A PROPER 

ENVIRONMENTAL ANALYSIS J NEGOTIATION 'AND IMPLEMENTATION TECHNOLOGIES CAN BE 

DEVELOPED TO ENSURE AN ORDERLY AND SUCCESSFUL PHASE-IN OF A FUTURE DESIRED 

STATE. UTILIZING SCENARIO #3 J A ~iUMBe:R OF POLICY CONSIDERATIONS WERE 

DEVELOPED TO ASS[ST TODAY'S LAW ENFORCEMENT LEADERS IN IDENTIFYING THOSE 

TRENDS OR EVEMTS WHICH WERE EITHER POSITIVE IN NATURE OR COULD BE USED IN A 

POSITIVE MAI.NER TOWARDS rHE ABOVE STATED GOALS. THOSE CONSIDERATIONS WERE 

AS FJLLOWS: 

1. CALIFORNIA LAW ENFORCEMENT SHOULD ESTABLISH SUB~COMMITTEES THROUGH THE 

VARIOUS PROFESSIONAL ORGANIZATIONS SUCH AS CPDA, IACP J CAL SHERIFFS AND CAL 
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CHIEFS WITH A SPECIFIC JOB OF IDENTIFYING FUTURE TRENDS AND EVENTS WITH 

REGARD TO THE TESTING AND SELECTION PROCESS. RESULTS OF FUTURE STUDIES IN 

THIS SUBJECT AREA SHOULD BE PRESENTED TO THE GROUP'S GENERAL MEMBERSHIP TO 

BEGIN LAYING THE GROUND WORK FOR A CONSENSUS ENDORSEMENT OF THE CHOSEN 

TESTING AND SELECTION PROCESS. 

2. LAw ENFORCEMENT SHOULD IITILIZE THE SERVICES OF PERSONNEL MANAGEMENT' 

EXPERTS FROM THE PRIVATE SECTOR}· AS WELL AS ASSESSMENT CENTER CONSULTANTS TO 

MAKE SURE THAT ANY STUDY IN THIS AREA IS DONE IN THE MOST INTELLIGENT. 

FASHION. 

3.· EITHER PRIVATE LEGAL COUNSEL OR PUBLIC SECTOR LEGAL COUNSEL SUCH AS THE 

ATTORNEY GENERAL'S OFFICE} CITY ATTORNEY OR COUNTY COUNSEL SHOULD BE 

CONSULTED FOR A THOROUGH ASSESSMENT OF THE LEGAL ISSUES THAT AFFECT THE 

TESTING AND SELECTION PROCESSo 

4. LAw ENFORCEMENT SHOULD GIVE SERIOUS CONSIDERATION TO REGIONALIZING·ITS 

TESTING EFFORTS} ESPECIALLY IF THE ASSESSMENT CENT-ER PROCESS IS ADOPTED AS 

ANY KIND OF A NORM OR STANDARD FOR MANAGEMENT LEVEL POSITIONS IN ORDER TO 

SAVE MONEY AND TIME. THIS HAS BEEN DONE IN THE PAST AND CURRENTLY WITH 

REGARD TO THE PEACE OFFICER ACADEMIES WHICH HAVE POST APPROVAL AND YET ARE 

REGIONALIZ~D SERVING A NUMBER OF AGENCIES WITH SIMILAR NEEDS. 

5. THROUGH CURRENT SUPERVISORY TRAINING COURSES HELD BY LAW ENFORCEMENT 

AGENCIES} AS WELL AS MANAGEMENT TRAINING COURSES} FAMILIARIZATION BRIEFINGS 

SHOULD BE GIVEN NOW SO THAT THE TERM "ASSESSMENT CENTER" IS NOT FRIGHTENING} 

FOREIGN OR UNFAMILIAR TO THE POLICE MANAGER OF THE FUTURE AS HE BEGINS THE 

TESTING PROCESS. AGAIN, ANY EFFORTS TO REGIONALIZE THIS TRAINING WOULD 
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PROBABLY SERVE LAW ENFORCEMENT WELL. COUNTY CHIEFS ASSOCIATIONS WOULD 

PROBABLY MAKE AN EXCELLENT FORUM FOR THE PLANNING PORTION OF ANY SUCH 

TRAINING EFFORT IN A REGIONALlZED WAY· 

6. A STATE LEVEL STUDY EFFORT SPONSORED BY THE PEACE OFFICERS STANDARDS AND 

TRAINING COMMISSION AND STAFFED BY A GROUP OF EXPERTS THAT IS MULTI-

DISCIPLINARY IN NATURE, I.Eo, PERSONNEL, AFFIRMATIVE ACTION} LABOR 

RELATIONS, LAW ENFORCEMENT, BUDGET ANALYSIS AND TESTING AND SELECTION 

EXPERTS, SHOULD BE CHARTER~D AND GIVEN THE RESPONSIBl'LITY FOR PRODUCING AN 

ISSUE PAPER WHICH WOULD GIVE AN INDEPTH ANALYSIS OF THE OVERALL FEASIBILITY 

OF ASSESSMENT CENTERS OR OTHER TESTING METHODS AS MANAGEMENT PROMOTIONAL 

TOQLS •. 
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THE SECOND PROPOSED OBJECTIVE IN THIS INDEPENDANT STUDY PROJECT WILL BE TO 

DEVELOP AND IMPLEMENT A STRATEGIC MANAGEMENT PLAN WHICH MAY WELL INCLUDE 

STRATEGIC DECISION MAKING, STRATEGIC PLANNING AND FURTHER EXAMINATION OF THE 

POLICY CONSIDERATIONS MENTIONED PREVIOUSLY. BECAUSE STRATEGIC MANAGEMENT IS 

A PROCESS IN WHICH MANY OF THE METHODS OCCUR IN AN OVERLAPPING WAY, EACH OF 

THE THREE PREV I OUS l"1ENTI ONED PROCESS SEGMENTS !DENTI F I ED \~ERE NOT CONS !DERED 

AS Ll NEAR PARTS OF AN EQUATION OR STAND ALONE PARTS OF Ar~ OVERALL 

OBJ ECTI VE • THE INTERM I NGLI NG OF STRATEG I C DEC I S I ON MAK I NG J PLANN I NG AND 

POLICY CONSIDERATIONS IS PURPOSED TO PRODUCE A STRATEGIC PLAN WHICH WILL 

BRIDGE THE GAP FROM AN ANALYSIS-DEFINED PHESENT TO A SCENARIO-DEFINED 

FUTURE. 

IN ORDi::R TO THINK STRATEGICALLY WHEN t1AKING DECISIONS OR PLANNING 'AND \~HILE 

FORI'llNG POUCY CONSIDERATIONS} THE FOLLm'4ING I~ETHODS V~ERE UTlUl.EO IN THIS 

P'~:JJECr Tl) FACILITATE THE END RESULT OF THE OBJECTIVE, I.E., THE Fo.RMULATION 

8F A STRATEGIC PLAN. THEY ARE AS FOLLOWS: 

1. STRATEG'IC ASSUMPTION AND SIJRFACING TECHNIQUES- (S~Sn 

2. CAPABIL lTY ANAL YSI S 
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30 SITUAlION MISSION ExECUTION ADMINISTRATIVE CONTROL (SMEAC) 

4. NEGOTIATION STRATEGtES AND CONFLICT MANAGEMENT 
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,. 

STRATEGIC FUN 
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ONE OF THE MAJOR POINTS IN WRITING THE THREE PRECEEDING SCENARIOS WAS TO 

ILLUSTRATE THAT THE FUTURE IS A SYSTEM OF CHANGING VARIABLES AND RARELY AN 

EITHER/OR~ BLACK AND WHITE, OR ·ALL OR NONE- ENVIRONMENT. THE FUTURE} MADE 

UP OF COMBINATIONS OF MATURED TRENDS AND EVENTS, CONTAINS A GOOD DEAL OF 

CIRCUMSTANCE WHICH CAN BE CONTROLLED BY SOMEONE WITH A ~LAN - A STRATEGIC 

PLANo ONE THAT .CAN ACCOMMODATE ALL THE ISSUES AND PEOPLE IN THE 

ENVIRONMENT, WITHSTAND THE RIGORS OF TRANSITION AND THE BUMPY LANDINGS IN 

IMPLEMENTATION· To ROUGIt.. Y PARAPHRASE PETER DRUCKER (1974) ~ "THE RELEVANT 

QUESTION IS NOT SIMPLY WHAT WE SHALL DO TOMORROW, BUT RATHER WHAT WE SHALL 

DO TODAY IN ORDER TO GET READY FOR TOMORRQW-. THe FOLLOWING STRATEGIC PLAN 

AND ITS RELATED PROCESSES ARE DESIGNED TO HELP MEMBERS OF A GOVERNMENT 

ORGANIZATION MATCH THEIR OBJECTIVES AND CAPABILITIES WITHIN THE TESTING AND 

SELECTION PROCESS TO THE DEMANDS OF A FUTURE ENVISIONED aNVIRONMENT. THE 

END RESULT WILL BE AN ACTION PLAN WHERE OJECTIVES ARE ACHIEVED. 

SITllAIHlN 

EM~IBQNMEMI 

WHEN LOOKING AT THE FIVE KEY TRENDS AND KEY EVENTS IDENTIFIED AND 

PRIORITIZED DURING THE NOMINAL GROUP TECHNIQUE PORTION OF THIS STUDY} IT 

BECAME READILY APPARENT THAT THE DEVELOPMeNT OF AN ASSESSMENT CENTER TYPE 

PROCESS TO MORE EFFECTIVELY IDENTIFY CANDIDATES FOR PROMOTION [S A HIGH 
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PRIORITY ITEM" NOT ONLY WITH LAW ENFORCEMENT AND ntE PUBLIC, SUT THE COURTS 

AND VARIOUS SPECIAL FUNCTION GROUPS. IN SUMMARY" THE FIVE KEY TRENDS AND 

KEY EVENTS ARE: 

TRENDS. 

1. I NCREAS ING WORKLOAD - ntE IDEA THAT IN THE FUTURE, MANAGEMENT RANK 

EMPLOYEES IN POLICE AGENCIES WILL BE EXPERIENCING A DEFINITE UPSWING IN 

WORKLOAD WITH A DECREASE IN THE AMOUNT OF FUNDING FOR LAW ENFORCEMENT 

AO"1I NI STRATI ON AND OPERATIONS. 

2.' TESTING - AN INCREASED DEMAND FOR TESTING WHICH ELIMINATES THE EFFECTS 

OF SEXUAL OR ETHNIC BIAS. 

3. THE COURTS - INCREASING INVOLVEMENT OF THE STATE AND FEDERAL COURTS IN 

THE MAKE UP AND ADMINISTRATION OF PROMOTIONAL TESTING. 

4. REGIONALIZED TESTING - INCREASED USE OF REGIONALIZED TESTING (COUNTIES) 

BY LAW ENFORCEMENT AGENC I ES TO STANDARD IZE QUALI TY AND SHARE COSTS· 

. ' 

5. POST - POST PLAYS A MORE DOMINATE AND REGULATORY ROLE IN THE DEVELOPMENT 

OF LAW ENFORCEMENT PROMOTIONAL EXAMS AND ENSURES THEIR STANDARDIZATION BY A 

POST MANDATED CERTIFICATION PROCESS. 

CBlTIC8L EVENTS 

1. A CALIFORNIA COURT DECISION REQUIRING THAT MULTI-PHASE ASSESSMENT 
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CENTER TESTING BE IMPLEMENTED TO'ELIMINATE RACIAL AND sexUAl OR CULTURAL 

BlAS IN POLICE AGENCIES. 

2. CITY, COUNTY OR STATE PERSONNEL BOARDS OR AUTHORITIES REQUIRE ASSESSMENT 

CENTERS ABOVE SUPERV 1 SORY SALARY RANGES TO 1 NCLUDE ALL MANAGEMENT LEVELS. 

3. THE USE OF THE ASS~SSMENT CENTER PROCESS IS A PRE""REQUISlTE FOR 

MANAGEMENT LEVEL PROMOTIONS PRIOR TO RECEIPT OF FEDERAl FUNDINGS OR GRANT 

MONIES. 

4. ASSESSMENT CENTERS ARE NO LONGER USED BECAuse OF LACK OF FUNDING AND 

OVERSIZED CANDIDATE POOLS AS DEPARTMENTS GROW LARGER. 

5. BUDGET LIMITING PROPOSITIONS SIMILAR TO PROPOSITION 13 (GANN/JARVIS) 

BECOME LAW-

THESE TRENDS AND EVENTS FORECASTED BY THE NGT GROUP OF SUBJECT AREA EXPERTS 

FORMS THE BASIS THEN FOR ENVIRONMENT AND SPECIFiC ACTS WITHIN THE 

ENVIRONMENT FOR WHICH WE MUST STRATEGICALLY PLAN. TREND AND EVENT 

STATEMENTS FURTHER SUPPORTED BY A LITERATURE SEARCH IN THIS SUBJECT AREA 

HAVE SHOWN THAT THE COURTS ARE MORE THAN WILLING TO ACT AS THE STRATEGIC 

PLANNERS FOR pOll CE AGENC I ES SHOULD WE FOOLl SHL Y DEC I DE TO SH I RK OUR 

RESPONSIBILITIES FOR STRATEGICJl.LLY PLANNING OUR OWN FUTURE-

h~T THE SHEER GOODNESS OR EFFICIENCY OF A TESTING PRODU, r SUCH AS ASSESSMENT 

CENTERS OR CONVENTIONAL TESTING METHODS IS NEVER ENOUGH TO DETERMINE THE 

SUCCESS OR FAILURE OF A PLAN TO USE SUCH DEVICES. THE SUCCESS OR FAILURE OF 

ANY PROCESS IS DEPENDANT UPON A MULTIPLICITY OF FACTORS IN THE ENVIRONMENT 
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OR ORGANIZATIONAL SITUATION. IN THE CASE OF A GOVERNMENT AGENCY J NOT ONLY 

MUST ITS EMPLOYEES AND MANAGEMENT BE CONVINCED OF THE ADVANTAGES OF A GIVEN 

PLAN" BUT AL.SO THE CONTRa. AGENCIES WHICH REIGN OVER SUCH THINGS AS 

EXPENDITURES OF-FUNDS, MOVEMENT OF REAL ESTATE RESOURCES} AND PURCHASE OF 

ALMOST EVERYTHING MUST BECOME CONVINCEOo ALSO} THE CALIFORNIA STATE 

LEGISLATURE J IN THE CASE OF STATE AGENCIES, HAS A GREAT DEAL TO SAY ABOUT 

STRATEGIC PLANNING IN GENERAL AND THE PARTICULAR GOINGS ON IN ANY GIVEN 

STATE AGENCY. FOR EXAMPLE, THE LEGISLATURE; THROUGH A NEW GOVERNMENT CODE 

SECTION .. HAS RECENTLY CHANGED THE CRITICAL TASKS AND RATING CRITERIA FOR 

MANAGERS IN STATE GOVERNMENT. 

FOR PURPOSES OF THIS STRATEGIC PLAN AND IN ORDER TO MAKE THE PLAN AND ITS 

APPLI~ATION TO AN AGENCY REALISTIC .. THE AUTHOR CHOSE TO UTILIZE THE 

CALIFORNIA DEPARTMENT OF JUSTICE AS HIS MODEL AGENCY FOR WHICH THE STRATEGIC 

PLAN WOULD BE DESIGNED. 

WHILE THE DEPARTMENT IS STAFFED WITH WELL OVER 3,000 TOTAL PERSONNEL, ITS 

SWORN PEACE OFFICER PERSONNel IS LIMITED TO APPROXIMATELY 350, THE EQUIVLENT 

OF A MODERATE SIZED POLICE DEPARTMENT. WITH THE EXCEPTION OF THE PATROL AND 

JAIL FUNCTIONS OF LOCAL POLICE OR SHERIFFS' DEPARTMENTS, THE STATE 

DEPARTMENT OF JUSTICE SPECIAL AGENT PERSONNEL COMPLETE MANY JOB TASKS THAT 

ARE SIMILAR TO THOSE OF THEIR BROTHER OFFICERS IN CITY AND COUNTY 

GOVERNMENT. THE MAJOR DIFFERENCE .. HOWEVER, IS THAT JURISDICTION OR AREA OF 

RESPONSIBILITY IS THE ENTIRE STATE OF CALIFORNIA AS Of POSED TO A SINGLE 

SMftLLER POLITICAL SUBDIVIS[ON. THE DEPARTMENT ;S EXTREMELY PROGRESSIVE WHEN 

IT COMES TO THE USE OF COMPUTERIZED WORD PROCESSING EQUIPMENT AND REMOTE 

ACCESS MAIN FRAME COMPUTERS TO ENHANCE OFFICE AUTOMAT!G~. THE DEPARTMENT 

ALSO UTILIZES THE VERY BEST IN INVESTIGATIVE AND PERSONAL SAFETY EQUIPMENT 
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FOR ITS PEACE OFF I CER PERSONNEL I YET APPAREI4TL Y LINGERS SOMEWHERE NEAR THE 

.. EDGE OF THE "'DARK AGES" OF TESTING UNDER THl~ AUSPICES OF THE STAT"E PERSONNEL 

BoMmJ WHICM MA1NTAINS A REGULATORY CONTRa.. OVER SUCH MATTERS. Ott..Y 

RECENTLYJ HOWEVER 1 HAS THE STATE DEPARTMENT OF JUSTICE BEEN GRANTED SOME 

DECENTRALIZED TESTING AUTHORITY WHEREIN OTHI:R FORMS OF TESTING CAN BE 

~XPERIMENTED WITH IF THEIR VALIDITY CAN BE f'ROVEN IN ADVANCE. 

THE DEPARTMENT IS CURRENTLY IN A MAJOR GROW'~ PERIOD ANDJ AS A PART OF THAT 

GROWTH J HAS ADDED APPROX I MATEL Y AN ADD t TI ONAL 50% TO ITS SWORN PEACE Of-'F! CER 

RANKS. THIS W1LL. REQUIRE AN INCREASE IN ALL PHASES AND LEVelS OF TESTING" 

UP TO AND INCLUDING MANAGEMENT RANKS. DEPARTMENT OF JUSTICE MANAGEMENT HAS 

RECENTLY GIVEN A DEVELOPMENTAL ASSESSMENT CENTER TO ALL OF ITS SWORN FIRST 

LINE SUPERVISORS WHICH APPEARS TO HAVE SET n~E STAGE AT SOME TIME IN THE 

NEAR FUTURE FOR THE FIRST MANAGEMENT PROMOTIONAL TESTING ASSESSMENT CENTER 

FOR THE DEPARTMENT. 

HOWEVER} TO ASSIST ONE IN iDENTIFYING WHETHER OR NOT THE ORGANIZATION IS 

ACTUALLY CAPABLE OF SWITCHING TO AN ASSESSMENT CENTER PROCESS FOR MANAGEMENT 

LEVEL PROMOTIONAL TESTS} A CAPABILITY ANALYSIS RATING IN THREE SEPARATE 

PARTS WAS ADMINISTERED TO THE NGT GROUP USED THROUGHOUT THIS STUDY (seE 

ATTACHMENTS 6 - 7A). THROUGH COMPLETION OF THOSE INSTRUMENTS, iT BECAME 

READILY APPARENT THAT AT LEAST ACCORDING TO THE GROUP} THE LEADERS OF THE 

DEPARTMENT OF JUSTICE WERE READY FOR CHANGE TO SOME MODERATE DEGREE J AND 

WERE SUPERIOR OR AT LEAST BETtER THAN AVERAGE IN MOST AREAS IN THEIR 

CAPABIL!TY TO HAVE THE RIGHT ENVIRONMEra FOR CHANGE. OVERALL .• FROM THE 

INSTRUMENT'S CUMULATIVE RESULTS, IT APPEA~ED TO THE GROUP THAT THE 

DEPARTMENT OF JUSTICE, WITH REGARD TO THE'TESTING AND SELEC.TION OF 

MANAGEMENT PERSONNEL, WOULD SEEK FAMILIAR CHANGE OR, AT BEST} ADAPT TO MINOR 
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CHANGES IN THE CURRENT PROCESSES. IN OTHER WORDS I CHANGE IS .ACCEPTABLE AS 

LONG AS IT IS GRADUAL AND NOT A CAUSE FOR GREAT SURPRISE TO UPPER LEVEL 

MANAGEMENT. OtLA MORE POSITIVE NOTE I HOWEVER I THE DEPARTMENT HAS RECENTLY 

DEVELOPED A PlANNING AND ANALYSIS UNIT WHICH IS PURPOSED TO PROJECT THE 

DEPARTMENT AT LEAST FIVE YEARS INTO THE FUTURE IN MOST OPERATIONAL AREAS TO 

DETERMINE WHAT FUTURE NEEDS WILL BE. THE PREVAILING MANAGEMENT STYLE OF THE 

ENFORCEMENT SECTIONS WITHIN THE DEPARTMENT CAN BE CHARACTERIZED AS 

RMANAGEMENT WHICH SUPPORTS IN~OVATION ASSISTED BY RISK TAKING IN ORDER TO 

ACHIEVE EXCELLENCeM
• IN THIS TYPE OF ENVIRONMENT WITH AN ACCEPTABL~ LEVEL 

OF CHANGE CAPABILITY READINESS} ONE COULD' EXPECT TO TAKE ACTION TO CHANGE OR 

IMPROVE THE TESTING AND SELECTION PROCESS OF POLICE MANAGERS AND HAVE SOME . . 

CHANCE OF BUILDING A FUTURE THAT IS MANAGEABLE AND ACCEPTABLE. 

SIAKEJQJD lIEflIElCAIION AND ANALYSIS 

BEFORE LEAPING INTO THE IMPLEMENTATION OF ANY STRATEGIC PLAN WHICH IS 

DESIGNED TO CHANGE A MAJOR PROCESS WITHIN AN ORGANIZATION SIJCH AS TESTING 

AND SELECTION} THOSE GROUPS OF PEOPLE WHO HAVE AN INTEREST IN THE OUTCOME OF 

ANY STRATEGIC PLAN WITHIN THE ORGANIZATION MUST BE IDENTIFIED} AS WELL AS 

THEIR ASSUMED POSITION ON THE ISSUE AT HAND. THESE PERSONS OR GROUI'S} KNOWN 

AS "STAKEHOLDERS" USUALLY HAVE ONE OR MORE OPINIONS CONCERNING THE 

DEVELOPMENT OF A STRATEGIC PLAN TO CHANGE ANY PROCESS AND EITHER THE 

POLITICAL} ECONOMICAL OR SOCIOLOGICAL CLOUT TO SIGNIFICANTLY IMPACT WHAT THE 

DESIGN OR OUTCOME OF A $TRATE',[C PLAN WILL BE· IT IS THEREFORE ESSENTIAL 

AND CRITICAL THAT THOSE GROUPS BE IDENTIFIED EARLY ON IN THE PROCESS AND 

.THEIR UNDERLYING ASSUMPTIONS BE CHARTED. 
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THE STUDY GROUP USED THROUGHOUT THIS PROJECT WAS ASKED TO GENERATE A LIST OF 

STAKEHOLDERS AND SOME BASIC ASSUMPTIONS WITH REGARD TO THE ISSUE OF THE 

SELECTION OF POLICE MANAGERS. THIS LIST WAS COMPILED AS IT APPLIES TO THE 

CALIFORNIA DEPARTMENT OF JUSTICE. HOWEVER} THE STAKEHOLDER GROUPS} AS ONE 

CAN SEE} FOR THE MOST PART ARE GENERIC ENOUGH TO BE APPLIED TO ANY MODERATE 

SIZED POLICE DEPARTMENT IN CALIFORNIA. THE STUDY GROUP WAS ASKED TO 

GENERATE A LIST OF STAKEHOLDERS AND DID SO (SEE ATTACHMENT #8). THE GROUP 

WAS THEN ASKED TO PICK 10-12 OF THE STAKEHOLDERS WHO} IN THE GROUP'S 

OP1NION, FORMED THE "POWER BASE· NECESSARY TO BRING THE ISSU~ AREA TO 

COMPLETION SHOULD THEIR SUPPORT BE ASSURED-

WHAT rOLLOWS IS A LIST OF THE STAKEHOLDERS AND AN ANALYSIS OF THEIR 

ASSUMPTIONS IN THE OPINION OF THE GROUP· 

1. POST (PEACE OFFICER STANDARDS AND TRAINING COMMISSION) -

~. HAS USED ASSE~SMENT CENTERS FOR MANAGEMENT PROMOTIONS AND WILL 

ENCOURAGE THEIR USE '#lTH OTHER LAW ENFORCEMENT AGENCIES. 

B. WOULD INFORMALLY LOBBY CPOA AND CAL CHIEFS' MEMBERSHIP TO ACCEPT 

ASSESSMENT CENTERS AS THE BEST MANAGEMENT SELECTIOr. PROCESS. 

c. WOULD INTE~lY EXAMINE THE FEASIBILITY OF ADOPTING REGULATIONS 

WHICH WOULD BIND POLl 'E AGENCIES TO AN ASSESSMENT CENTER PROCESS FOR 

POST CERTIFIC~II0N. 

D. WOULD ACTIVELY GIVE SUPPORT IN THE FORM OF EXPERTISE, REFERENCE 

MATERIALS OR REFERRALS TO TESTING CONSULTANTS. 
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2. AFFIRMATIVE ACTION/EEO OFFICERS -

A. WoulD SUPPORT THE USE OF ASSeSSMENT CENTERS •. 

B. WOULD USE THE OCCURRENCE TO FURTHER ASSAIL TRADITIONAL TESTING 

AS HAVING BUILT-IN BIAS. 

3. POLICE CHIEFS -

A. MAY ADOPT A RWArT AND SEEM ATTITUDE BEFORE UTILIZING ASSESSMENT 

CENTERS IN THEIR'OWN AGENCIES. 

B. WILL NOT SUPPORT UNLESS COST FACTORS CAN BE MITIGATED SO THAT 

ASSESSMENT CENTERS ARE NOT DRAMATICALLY MORE EXPEMSIVE THAN 

TRADITIONAL TESTING. 

C. SEEK MATERIALS FROM OTHER AGENCIES WHO HAVE ALREADY USED THE 

ASSESSMENT PROCESS FOR STUDY. 

4. CITY COUNCILS/COUNTY BoARDS/OTHER FUNDING UNITS -

A. WOULD INITIALLY OPPOSE USE OF ASSESSMENT CENTERS DUE TO 

INCREASED COSTS. 

B. AT 30ME POINT WOULD CALL FOR SOME FORM OF TESTIMONY ON 

ASSESSMENT CENTERS BEFORE MAKING A FINAL DECISION OR POLICY 

STATEMENT. 
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C. NEED TO BE EDUCATED ON THE TESTING PROCESS IN GENERAL· 

5. lABoR ReLATIONS OFFICERS -

A. WOULD IMMEDIATELY SUPPORT BECAUSE ASSESSMENT CENTERS ARE MUCH 

MORE LEGALLY DEFENSIBLE IN GREIVANCE PROCEDURES AND ADVERSE ACTION 

HEARINGS. 

B. WOULD ACT AS A SALESMAN FOR THE D:PARTMENT WITH OTHER GOVERNMENT 

REGULATORY AGENCIES WITH REGARD TO THE VALIDITY AND DEFENSIBILITY OF 

THIS TESTING PROCESS· 

6. TESTING AND SELECTION UNITS -

A. INITIALLY WOULD RESIST THE USE OF ASSESSMENT CENTERS DUE TO A 

DRAMATICALLY INCREASED RESOURCE COMMITMENT AND WORKLOAD IN 

ADMINISTERING THE ASSESSM~T CENTER EVEN WITH A PRIVATE CONSULTANT. 

·B. WOULD ATTEMPT TO RESTRICT THE USE OF ASSESSMENT CENTERS TO ONLY 

TIlE VERY HIGHEST MANAGEMENT' RANKS TO LIMIT THE SIZE OF THE CANDIDATE 

POOL· 

C. WOULD EVENTUALLY ACCEPT 'SSESSMENT CENTERS AS OTHER UN ITS US I NG 

THE PI'QCESS WILL SHARE THE COST/WORKLOAD. 

7. PROMOTIONAL CANDIDATES -

A. INITIALLY WOULD RESIST THE EFFORT TO MOVE TO AN ASSESSMENT 
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CENTER TESTING PROCESS DUE TO ANX1ETY AND LACK OF KNOWLEDGE ABOUT 

THE PROCESS. 

Bo EVENTUALLY WOULD ACCEPT THE PROCESS WITH SKEPTICISM UNTIL THE 

FIRST PROMOTIONAL LIST WAS VALIDATED· 

c. EVENTUALLY WOULD ACCEPT THE PROCESS BECAUSE IT ELIMINATES BIAS 

OR FAVORTISM. 

8. PRIVATE PERSONNEL CONSULTANTS -

A. WOULD WHOLEHEARTEDLY ENDORSE THE PROCESS FOR OBVIOUS REASONS OF 

MORE BUSINESS FOR THEIR FIRMS· 

B. BECAUSE THEY FEEL AN HONE~T CAPABILITY AS TESTING AND SELECTION 

PROFESSIONALS TO ASSIST IN A STANDARDIZED REASONABLE AND CAUTIOUS , 

APPROACH TO DEVELOPING ASSESSMENT CENTERS FOR MANAGEMENT RANK 

PROMOTIONS • 

C. WOULD COUNSEL AGAINST MOVING TOO FAST AT MULTIPLE LEVELS IN'THE 

RANK STRUCTURE· 

9. PORAC-

A. WILL INITIALLY RESIST THE USE OF ASSESSMENT CENTERS AND SEE IT 

AS ALMOST A HARASSMENT TECHNIQUE BY UPPER MANAGEMENT. 

B. WILL evENTUALLY SUPPORT ONCE THEY FIND THAT ASSESSMENT CENTERS 
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-RESULT IN LOWER REJECTION ON PROBATION) ADVERSE ACTION AND GRIEVANCE 

10. ETHNIC/WoMEN'S ADVISORY GROUPS -

A. WILL WHOLEHEARTEDLY SUPPORT THE USE OF ASSESSMENT CENTERS 

THROUGHOUT THE PROCESS DUE TO THEIR HISTORICALLY NON-BIASED 

EVALUATION BASE LEVa. 

11. ACADEMIC INSTITUTIONS -

A. AFTER STUDY) WILL ACCEPT AND SUPPORT THE USE OF ASSESSMENT 

CENTER PROCESSES WITHIN LAW ENFORCEMENT AGENCIES FOR MANAGEMENT 

PROMOTIONAL TESTING. 

Bo WOULD MOST PROBABLY OFFER THEIR SUPPORT AND ACADEMIC SKILLS IN 

EVALUATING USE OF THE PROCESS SINCE THEY WILL}' AT SOME POINT} BE 

REQUIRED TO TEACH THE PROCESS AS A PART OF POLICE MANAGEMENT COURSES 

IF IT IS ADOPTED IN FULL· 

THE GRAPH ON THE FOLLOWING PAGE WILL SHOW EACH STAKEHOLDER'S POSITION IN 

RELATION TO THE CERTAINTY OR UNCERTAINTY OF THEIR ASSUMED POSITION AND THE 

AMOUNT OF IMPORTANCE PLACED ON EACH STAKEHOLDER OR STAKEHOLDER GROUP. 
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Certum 

Private 
Consultaats 

• 'Police A.cademies 

AffiDaative Action 

• The Courts 

• IACP 

Least HeBt 
~orta~ ________________________ +-_______________________ ~orta~ 

.Academi c I·nat.1 tut.1 0'09 • Budget Office 

INIERPRETATIQN 

City / County / 
Sta.te Gave. 

Unce rta:! 11 

• Testing/Selection 
Um. ts 

Personnel Departments 

• PORAC 
• Employees 

THE NUMBERS RESPRESENT NaVE STAKEHOLDERS. EACH COULD IDENTI FY AN 
INDIVIDUAL) A GROUP.OF IDENTIFIED INDIVIDUALSi A CRITERIA-DETERMINED 
CONSTITUENCY WHERE ntE NUMBER OF PERSONS I!'1VOLVED IS NOT KNOWN OR NOT 
CRITICAL· 

THE NMAP" COULD REFLECT AN INDIVIDUAL JUDGEMENT} OR AVERAGED EVALUATIONS OF 
A DEFINED GROUP. VERTICAL POSlTl0N INDICATES CERTAINTY OF ASSUMPTIONANO 
HOR I ZONTAL POS [T I ON I NO 1 CATES ! MPORTANCE OF STAKEHOLDER IN CR IT I CAl. ~'ASS· 
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SIMfBl.JE! ANAlYSIS 

STAKeHOLDER POalTIOHS IN THIS GROUP ARE DISTRIBUTED SOMEWHAT EVENLY} 

HOWEVER} IT IS INTERESTING TO NOTE THAT THOSE STAKEHOLDERS THAT REPRESENT 

GROUPS WHICH ARE SOCIAL CHANGE MECHANISMS} LEGAL MECHANISMS OR REGULATORY 

MECHANISMS APPEAR IN THE CERTAIN AND Mosr IMPORTANT CATEGORIES. MANY OF THE 

SUPPORT FUNCTIONS APPEAR IN THE MoST IMPORTANT YET UNCERTAIN CATEGORY SINCE 

THEY} IN A SUPPORT FUNCTION} WILL FOLLOW THE REGULATORY STAKEHOLDERS AND 

PROVIDE THE SUPPORT NECESSARY TO MAKE A GIVEN SCENARIO OCCUR J AGAIN} BASED 

ON THEIR SUPPORT ROLE WHICH FOLLOWS A REGULATORY MANDATE· 

ACADEMIC INSTITUTIONS FOR POLICE TRAINING OR EDUCATIONAL TRAINING WITH 

SPECIALIZATION 1M LAW ENFORCEMENT} ALONG WITH THE MEDIAl APPEAR IN THE 

MODERATED/LESSER IMPORTANT QUADRANTS OF THE STAKEHOLDER MAP SINCE THEIR ROLE 

IS TO ACTUALLY FOLLOW THE SUPPORT UNITS AND EDUCATE THOSE PERSONS INVOLVED 

IN THE PROCESS AFTER A COURSE TO'A CERTAIN SCENARIO IS ENSURED. THE 

CONTINUED SUPPLY OF TRAINED PERSONNEL TO ANY PROCESS IS CRITICAL TO THE 

EDUCATIONAL STAKEHOLDERS· CONSEQUENTLY, THEY ARE THE SLOWEST TO REACT SINCE 

THEIR PROGRAMS INVOLVE LONG-TERM TRAINING AND NEED A SURENESS OF DIRECTION 

BEFORE THEY CAN BE DEVELOPED. ONE STAKEHOLDER GROUP THAT WOULD NEED· 

SHIFTING MuHE TOWARDS THE CERTAI~ QUADRANT WOULD BE THE PEACE OFFICER 

RESEARCH .L'-.ND AOVI SORY COMM ISS ION (PORAC). A STRATEGY FOR ACCOMPLI SH I NG THI S 

COULD BE ·SUNSHINEN MEETINGS BETWEEN POLICE MANAGERS AND PORAe AND POSSIBLY 

PRIVATE TESTING AND SELECTION CONSULTANTS WHEREIN THE POSIT1VE EFFECTS Of 

ETHNICITY J SELECTION, JOB RELEVANCY AND VALIDITY CAN BE EXPLAINED TO LABOR 

OFr=ICIALS. 
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MISSHIT STATEJtEJ([ 

THE MISSION OF THE DEPARTMENT OF JUSTICE} DIVISION OF LAw ENFORCEMENT} IS TO 

PROVIDE ACCURATE AND TIMELY INFORMATION AND INVESTIGATIVE ASSISTANCE TO 

PRESERVE AND ENHANCE THE SAFETY OF CALIFORNIA'S CITIZENS. 

THROUGH THE INGENUITY AND COMMITMENT OF ITS EMPLOYEES AND THE USE OF THE 

LATEST TECHNOLOGY} THE DIVISION WILL PROVIDE THE HIGHEST QUALITY OF A€CURATE 

AND TIMELY INFORMATION AND INVESTIGATIVE SERVICES. THE DIVISION WILL ASSUME 

A LEADERSHIP ROLE OF TRAINING, COORDINATION, ENFORCEMENT, AND TECHNOLOGICAL 

SUPPORT TO THE CRIMINAl JUSTICE SYSTEM AND TO THE PUBLIC. 

THE SPECIFIC MISSION OF THE DEPARTMENT'S MANAGERS AND STAFF INVOLVED IN THE 

SELECTION AND PROMOTION OF MANAGEMENT LEVEL PEACE OFFICER PERSONNEL ['5 

THROUGH THE MOST INNOVATIVE AND PROGRESSIVE TESTING AND SELECTION METHODS 

KNOWN ENSURE THAT THE MOST QUALIFIED CANDIDATE WITH THE HIGHEST POTENTIAL 

FOR PERFORMANCE AND ADVANCEMENT BE SELECTED FOR PROMOTION} WHILE ALLEVIATING 

THE PRESSURES BROUGHT ABOUT BY SEXUALiETHNICBIAS} SUBJECTIVITY AND TEST 

ST ANDARD'r ZA TI ON. ' 

EXEC\ITUlt 

IN ORDER TO CONSiDER THE FULL RANGE OF OPTIONS OR ALTERNATIVES AVAILABLE TO 

THE UPPER MANAGEMENT OF A POLICE AGENCY WHEN ATTEMPTING TO IMPLEMENT A 

DES [RED FUTURE SUCH AS THE USE OF MULTI-DIMENSIONAL ASSESSMENT CENTERS FOR 

POLICE MANAGEMENT PROMOTIONAL'TESTING, THE FOLLOWING LIST OF ALTERNATIVES 

ARE PROPOSED. 
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STRATEGY - ALTERNATIve tl 

IN ORDER TO INCREASE THE COMMITMENT ON THE PART OF THE IMPORTANT STAKEHOLDER 

GROUPS, THE DEPARTMENT COULD FORM A BLUE RIBBON PANEL ON TESTING AND 

SELECTION RESEARCH TO EXAMINE THE NEWEST TESTING AND SELECTION METHODS 

AVAILABLE. THESE WOULD NECESSARILY INCLUDE PROMOTIONAL ASSESSMENT CENTERS. 

GROUP MAKEUP COULD BE REPRESENTATIVES FROM WITHIN THE DEPARTMENT) AS WELL AS 

NON-LAW ENFORCEMENT SUBJECT AREA. EXPERTS. PERSONS REPRESENTING THE 
. . 

POTENTIAL CANDIDATE POOL FOR PROMOTIONAL OPPORTUNITY, EXPERTS IN THE TESTING 

AND SELECTION UNIT} EXECUTIVE MAtJ.4GEMENT FRCJI1 WITHIN THE DEPARTMENT, LABOR 

RELATIONS AND BUDGET PERSONNEL FROM WITHIN THE DEPARTMENT SHOULD ALSO BE . 

INCLUDED. THE DEPARTMENT WOULD WANT TO INVITE MEMBERS OF THE PORAC AND 

SPECIAL AGENTS ASSOCIATION FOR INPUT SINCE EXECUTION OF A STRATEGIC PLAN 

INVOLVING A CHANGE IN THE TESTING PROCESS WOULD ALTER THE TERMS OF THE 

COLLECTIVE BARGAINING AGREEMENT) THEREBY CAUSING. A NEED FOR EITHER A SIDE 

LETTER TO THE CURRENT BARGAINING CONTRACT FOR SWORN PERSONNEL) UP TO AND 

INCLUDING THE RANK OF SUPERVISOR} OR AT THE VERY LEAST} GRIEVANCES TO THE 

EXISTING CONTRACT UNTIL SUCH TU1E AS NEW NEGOTIATIONS IRON OUT ALL THE 

DIFFERENCES. EXECUTIVE LEVEL REPRESENTATIVES FROM OTHER LAW ENFORCEMENT . . 
AGENCIES WITHIN THE REGION SHOULD ALSO BE INVITED TO PARTICIPATE TO ENHANCE 

THE SCENARIO'S CHANCE.·OF OBTAINING THE DESIRED TESTING STANDARDIZATION AND 

REGIONAL ATTRIBUTES. 

STRATEGY - ALTERNATiVE #2 

WITHIN THE SPECIAL AGENT SERIES OF THE CALIFORNIA DEPARTt1ENT OF JUSTICE} 
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DESIGN A MEANINGFUL CAREER DEVELOPMENT PROGRAM WHICH BEGINS AT THE 

JOURNEYMAN GRADE AGENT LEVEL~ AND UTILIZING THE CRITICAL TASK RATING METHOD, 

(AnACHMENT tf9)- IDENTIFY THOSE TRAINING AND DEVELOPMENTAl.. NEEDS FOR EACH 

EMPLOYEE TO 'PROGRESS FROM THE JOURNEYMAN GRADES TO SUPERVISION· AND, FINALLY, 

MANAGEMENT POSITIONSo UTILIZATION OF THE CRITICAL TASK METHODOLOGY WILL 

ULTIMATELY PREPARE THE MANAGEMENT CANDIDATE FOR THE ASSESSMENT CENTER 

PROCESS SINCE IT IS BASED ON.THE DIMENSIONAL TESTING OF CRITICAL TASKS. 

INCLUDED IN THIS PROCESS WILL BE A DEVELOPMENTAL ASSESSMENT CENTER STAGED TO 

OCCUR AT THE FIRST SUPERVISORY LEVEL WHIcH WILL INTRODUCE THE MULTI-PHAse 

ASSESSMENT PROCESS TO POTENTIAL PROMOTIONAL CANDIDATES} THEREBY MINIMIZING 

THE ANXIETY AND FEAR OF A NEW TESTING PROCESS WHEN A PROMOTION TEST IS 

SCHEDULED· 

STRATEGY - ALTERNATIVE #j 

CONDUCT A CAREFULLY STRUCTURED SURVEY OF OTHER SIMILAR LAW ENFORCEMENT 

AGENCIES TO DETERMINE IF THE ASSESSMENT CENTER FORM OF TESTING FOR 

MANAGEMENT L~VEL POSITIONS IS BEING ACCOMPLISHED IN OTHER JURIDtCTIONS , 

IDENTIFY POTENTIAL PROBLEM AREAS, AND GATHER STATISTICAL DATA ON THE SUCCESS 

RATES OF CANDIDATES IN THOSE JURISDICATIONS WHO HAVE SUCCESSFULLY 

PARTICIPATED IN AN ASSESSMENT CENTER, BEEN PROMOTED AND ,HAVE SUBSEQUENTLY 

SHOWN SUCCESSFUL PERFORMANCE. 

THOSE PERSONS RESPONSIBLE FOR THIS STRATEGY ALTERNATIVE SHOULD ALSO BE 

TASKED WITH DETERMINING THE'PER CAPITA COST FOR AN ASSESSMENT CENTER THAT 

WOULD PRODUCE A MANAGEMENT PROMOTION AND) SECONDLY) GET DATA WHICH WOULD 
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INDICATE WHETHER OR NOT THE PER CAPITA COSTS GOES UP OR DOWN AS THE 

CANDIDATE POOl, SWELLS OR SHRINKS. RELEVANT DATA CONCERNING THE AVERAGE caST 

OF A DEMOTION OF A MANAGEMENT LEVa POL I CE PERSON TO A NOH-MANAGEMENT LEVEL 

AS A PART OF AN ADVERSE ACTION OR PUNITIVE ACTION SHOULD AlSO BE GATHERED 

AND INCLUDE STAFF COSTS} LEGAL FEES} ADMINISTRATIVE LAW JUDGE TIME} AND ANY 

COSTS OR DAMAGES BORN BY THE DEPARTMENT FOR ERRONEOUS ACTS ON ITS PART. 

SINCE ASSESSMENT CENTERS HAVE BEEN TRADITIONALLY MORE EXPENSIVE THAN 

CONVENTIONAL TESTING METHODS} IT IS A VALUABLE STRATEGY ALTERNATIVE TO SHOW 

THATI WHILE EXPENSIVE TO PRODUCE} THE COSTS FOR AN ENTIRE DEPARTMENTAL 

ASSESSMe.T CENTER' CAN BE LESS THAN THE ADM'INISTRATIVE COSTS TO THE 

DEPARTMENT AFTER A LENGTHY LITIG~TION PROCESS RESULTING FROM ONE REJECTION 

ON, PROBATION OR DEMOTION IN GRADE· 

STRATEGY - ALTERNATIVE #4 

ATTEMPT TO NEGOTIATE AN INTER-AGENCY CONTRACT BETWEEN CALIFORNIA DEPARTMENT 

OF JUSTICE AND POST TO JOINTLY FUND AND STAFF AN ASSESSMENT CENTER PILOT 

PROJECT WHICH WOULD BOTH TEST ASSESSMENT CENTER FEASIBIlITY AS A REGIONAL 

TESTING MEASURE BETWEEN THE DEPARTMENT OF JUSTICE AND SEVERAL OF ITS 

REGIONAL SISTER AGENCIES IN THE SACRAMENTO AREAJ AND ACT AS A PILOT TO TEST 

, THE PEACE OFFICER S~ANDARDS AND TRAINING COMMISSION'S ABILITY TO OBSERVE AN 

ASSESSMENT PROCESS. IT WOULD ALSO GIVE VALUA8LE INPUT TO ITS POSSIBLE USE 

AS A MODEL PROGRAM FOR A POST-DEVELOPED AND CERTIFIED ASSESSMENT :ENTER THAT 

COULD BE GENER I CALL Y APPL I ED TO A NUMBER OF LAW ENFORCEME":r AG ENC I ES.I THUS I 

DRAMATICALLY REDUCING THE COST FOR INDIVIDUAL DEVELOPMENT. 
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STRATEGY - ALTERNATIVE #5 

HAVE,'. DEPUTY ~ORNEY GENERAL PETITION THE U.S. Dt-STRICT COURT FOR THE 

ASSIGNMENT ~A COURT APPOINTED MONITOR TO THE DEPARTMENT'S TESTING PROCESS 

TO ENSURE THAT ISSUES SUCH AS JOB RELATEDNESS) PREDICTIVE VALIDITY) 

B-IM,INATlON OF SEXUAL/ETHNIC BIAS AND FAIRNESS ARE PROPERLY CONSIDERED. 

THIS ALTERNATIVE COULD THUS GIVE THE PROCESS A PRECEDENT SETTING ·CLEAN BILL 

OF HEALTHR FROM THE COURTS AND THE -BOILER PLATER TO POST's CERTIFICATION OF 

THE PROCESS TO FEND OFF COURT BATTLES BEFORE THEY GET STARTED. 

SelECTED STRATEGIC AlTERNATIve 

AFTER CAREFULLY CONSIDERING THE STRATEGIC ALTERNATIVES PROPOSED IN THE 

FOREGOING PAGES) IT WAS DECIDED THAT NO ONE ALTERNATIVE CONTAINED ALL OF 'rHE 

NECESSARY B-EMENTS TO ENSURE THE SUCCESSFUL IMPLEMENTATION OF ANY LOGISTICAL 

OR ADMINISTRATIVE IMPLEMENTATION PLAN FOR THE DESIRED FUTURE. HOWEVER} BY 

PICKING FACETS OF EACH OF THE SELECTED ALTERNATIVES} A MASTER ALTERNATIVE 

WHICH, WOULD BEGIN TO RESEMBLE AN IMPLEMENTATION PLAN WOULD TAKE FORM. IT 

WOULD BE ONE WHEREIN THE DEPARTMENT OF JUSTICE AND PoST, WOULD CO-SPONSOR A 

BLUE RIBBON COMMITTEE OF THE APPROPRIATE STAKEHOLDER GROUP MEMBERS FROM THE 

DEPARTMENT OF JUSTI CE AND OTHER MA..,OR POll CE AGENC I ES I N THE DOJ 

HEADQUARTERS REGION TO EXAMINE A PILOT PROJECT FOR A REGIONAL ASSESSMENT 

CENTER TO BE MONITORED BY THE COURTS AND REGULATED AND S' IBSEQUENTL Y 

CERTIFIED BY POST. By I1WEAVING INa VARIOUS STAKl!lOL,DER GROUPS TO A 

RECOMMENDED MASTER ALTERNATIVE~ THEIR INVOLVEMENT AND COMMITMENT TO THE 

DESIRED FUTURE WILL BE GRADUALLY DEVELOPED WHETHER OR NOT THEY NECESSARILY 
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AGREE WITH AlL OF TIfE GOALS AND OBJECTIVES OF THE DESIRED FUTURE IN THE 

BEGINNING. SECONDARILY} BY EMPLOYING THIS TYPE OF STRATEGY ALTERNATIVE J THE 
'. 

RANKS OF UPPeR POliCE MANAGEMENT WILL HAVE GAINED CREDIBILITY WITH NON-LAW 
~ . 

ENFORCEMENT STAKEHOLDERS IN THE PROCESS BY THEIR INVOLVEMENT IN THE PLA~ING 

STAGES PRIOR TO THE EMERGENCE OF THE FINAL PRODUCT OR DESIRED STATE. THIS 

DEMONSTRATES A VULNERABILITY ON THE PART OF LAW ENFORCEMENT EXECUTIVE 

MANAGEMENT TOO SELDOM SEEN BY NOM-LAW ENFORCEMENT TYPES. THIS WOULD CAUSE 

THE ENGENDERMENT OF MORE TRUST-BASED RELATIONSHIPS BETWEEN LAW ENFORCEMENT 

ANQ NON-LAW ENFORCEMENT MANAGEMENT PERSONNEL ANDJ SECONDARILY} CAUSE AN 

INTER-DEPENDANCE IN A PROCESS SUCH AS WORKING TOWARDS A DESIRED FUTURE AS IN 

THE INSTANT CASE OF THE MASTER ALTERNATIVE. 

I\JJ9UUSIRATIOM MID LOOISTICS - IMR.,EMOOATXOY9 

IN ORDER TO IMPLEMENT THIS STRATEGIC PLAN) THAT IS THE REGIONAL 

STANDARDIZED) LEGALLY APPROVED AND POST CERTIFIED USE OF ASSESSMENT CENTER 

TECHNOLOGIES FOR MANAGEMENT LEVEL POLICE PROMOTIONS) THE PLAN MUST BE 

CAREFULLY COMMUNICATED AS TO ITS CONTENT AND PURPOSE TO ALL EXECUTIVE LEVEL 

STAFF WITHIN THE DEPARTMENT OF JUSTICE AND THE ALLIED INVOLVED POLICE' 

AGENCIES SO THAT A MULTI-ORGANIZATIONAL STRATEGY CAN BE DEVELOPED FOR THE 

OVERALL PLAN'S IMPLEMENTATION. ALSO) PRELIMINARY MEETINGS WITH VARIOUS 

STAKEHOLDER GROUPS WITHIN THE DEPARTMENT OF JUSTICE) ITS REGULATORY AGENCIES 

OR REGULATORY STAKEHOLDER GROUPS IN THE ALLIED ~GENCIES WHO WOULD 

PARTICIPATE IN A REGIONAL TESTING PLAN S\'i)ULD BE ACCO"1PLISHED TO ATTEMPT A 

MAJOR PORTION OF THE SUPPORT NECESSARY FOR STRATEGIC PLAN tMPLEMENTATtONo , 
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LOOISTICAllff1,HQIAIIOO 

1. DeSCRIBE" THE STRATEGIC PLAN ALTERNATIVE TO THE EXECUTIVE ADMINISTRATION 

OF THE CALIFORNIA DEPARTMENT OF JUSTICE (ONE MONTH PROCESS). 

Ao ExPLANATION OF FUTURE'S TREND/EVENT CROSS IMPACT ANALYSIS. 

Bo FULL EXPLANATION OF ASSESSMENT CENTER'S IMPACT ON POLICE TESTING AND' 

SELECTION PROCESSES AT THE MANAGEMENT LEVELS TO INCLUDE COSTS AND 

RESOURCE COMMITMENT. 

C. THE NEED FOR PLANNING PROCESSES. 

Do THE NEED FOR STAFF PARTICIPATION FROM VARIOUS UNITS WITHIN THE 

DEPARTMENT OF JUSTICE SUCH AS LABOR RELATIONS, BUDGET} AFFIRMATIVE 

ACTION, EEO AND PERSONNEL. 

E. COMMITMENT FROM MAJOR GROUP MANAGERS WITHIN THE DEPARTMENT AS TO THE 

FEAS"IBILITY AND DESIREABILITY OF THE PLAN. 

2. ESTABLISH PRELIMINARY NEGOTIATIONS AND PLAN EXPLANATIONS AS TO THE 

PRIMARY STAKEHOLDER GROUPS (TWO-THREE MONTHS). 

A. UTILIZE THIS PROCESS TO CAPITALIZE ON PERSONAL CONTACT AND SHOW 

THE VAR IOUS SENEF'ITS OF THE PLAN TO EACH STAKEHOLDER GROUP. 

B. ALLOW FOR INPUT FROM STAKEHOLDER GROUPS TO ENSURE THAT THE OVERALL 

PLAN DOES NOT I IN ANY WAY, SLIGHT A STAKEHOLDER GROUP UNNECESSARILY. 
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30 SUBMIT THE FINAL PLAN RECO,."..ENDATION TO THE MANAGEMENT OF. TH~ DEPARTMENT 

OF JUSTICE AND POST) INCORPORATING ALL OF THE INPUT FROM THE VARIOUS 

STAKEHOLDER GROUPS AND COMMITTEE MEMBERS MADE UP OF MANAGEMENT LEADERS 

WITHIN THE DEPARTMENT. 

4. IF THE PLAN IS APPROVED AND ADOPTED BY THE CHIEF ExECUTIVE OFFICER OF 

THE DEPARTMENT} FORM A MANAGEMENT TEAM OF SELECT PERSONNEL FROM THE 

EXECUTIVE STAFF J MIDDlE MANAGEMENT J AND RANK AND FILE TO IMPLEMENT THE PLAN 

AND CONTINUE NEGOTIATIONS WITH STAKEHOLDER GROUPS. 

A. LET THE GROUP OR TEAM DEVELOP SPECIFIC JOB SPECIFICATIONS AND 

ASSIGNMENTS FOR ITS OWN MEMBERS TO BEGIN THE IMPLEMENTATION PROCESS. 

B. IDENTIFY AGENCIES WITHIN STATE GOVERNMENT OUTSIDE THE DEPARTMENT OF 

JUSTICE WHICH MAY HAVE AN IMPACT ON IMPLEME~TATlON OF' THE STRATEGIC 

PLAN. 

C. SELECT A MEMBER OF THE DEPARTMENT'S RESEARCH AND DEVELOPMENT UNIT TO 

BECOME A PERMANENT MEMBER OF THE COMMITTEE TO ESTABLISH THE STRATEGIC 
" 

PLAN SO THAT ONCE THE PLAN IS ESTABLISHED} THE RESEARCH AND DEVELOPMENT 

UNIT CAN LAUNCH ADDITIONAL FUTURE STUDIES ON THE NEXT GENERATION OF 

TESTIN.G TECHNOLOGIES) THUS} THE FUTURE DESIRED STATE IS NOT ONLY AN 

OPERATIONAl POINT .FROM WHICH TO BEGIN THE STRATEGIC PLAN} BUT A JUMPING 

OFF POSITION FOR ADDITIONAL FUTURE STUDIES. 

5. THE MANAGEMENT TEAM ENTERS INTO NEGOTIATIONS WITH A PRIVATE TESTING AND 

. SELECTION CONSULTANT TO BEGIN GATHERING THE NECESSARY BACKGROUND DATA FOR 

THE ADMINISTRATION OF A SUCCESSFUL ASSESSMENT CENTER (TWO-FOUR MONTHS). 
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AFTER AN EVALUATION.AND ANALYSIS OF THE ENVIRONMENTAL PREDICTABILITY AND 

TURBULANCE} THE PlANNING SYSTEM CHOSEN FOR THE IMPLEMENTATION OF THE 

STRATEGIC PLAN IS A PERIODIC PLANNING SYSTEM. SINCE AN ANALYSIS OF THE 

ENVIRONMENTAL TURBULANCE SHOWS MANY CHANGES THAT MUST OCCUR IN BOTH THE 

PROCEDURE AND GOALS AND OBJECTIVES OF THOSE PERSONS WHOSE JOBS ARE DIRECTLY 

AFFECTED BY THIS STRATEGIC PLAN} THE PLANNING SYSTEM MATRIX ON THE NEXT PAGE 

SHOWS THESE ASSESSMENTS IN DIFFERENTIATION OF PROCESS AND GOAL AND OBJECTIVE 

IN MANY PERSONS' JOB FUNCTIONS 1 AS WELL AS THE NECESSARY FREQUENCY OF 

CHANGES THAT MUST OCCUR FOR MAJO~ TEST·It~G AND SELECTION PROCESS RENNOVATION 

WITHIN A DEPARTMENT TO BE SUCCESSFUL. 
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THI$ STUDY LOOKS AT THE IMPACT OF A MAJOR CHANGE IN THE TESTING AND 

SELECTION PROCESS FOR POLICE MANAGERS IN CALIFORNIA LAW ENFORCEMENT. MORE 

SPECIFICAlLY} THAT CHANGE IS DEFINED AS THE PROMOTIONAL ASSESSMENT CENTER. 

THIS IS A DEPARTURE FROM THE MORE TRADITIONAl TESTING METHODS UTILIZED BY 

THE MAJORITY OF DePARTMENTS IN CALIFORNIA AT THIS TIME. 

fBEsm STATE 

THE PRESENT STATE WITHIN LAW ENFORCEMENT MANAGEMENT CIRCLES CAN BEST BE 

DESCRIEIED IN TERMS OF T~STING AND SELECTION AS TRANSITORY. THE ACCEPTABLE 

TRADE-OFF OF MEDIOCRE TESTING RES~LTS FOR THE COMFORT OF HISTORICALLY 

UTILIZED TRADITIONAl TESTING METHODS IS ABOUT TO BE REPLACED) NOT 

NECESSARILY BY CHOICE) BUT RATHER BY THE DEMANDS OF SPECIAL INTEREST G~OUPS 

SUCH'AS WOMEN'S GROUPS AND ETHNIC GROUPS} AS WELL AS THE COURTS) TO EXCHANGE 

COMFORT FOR INNOVATION) AND MEDIOCRE RESULTS WITH THOSE WHICH CAN BE 

VALIDATED AS TO T~EIR JOB RELATEDNESS} FAIRNESS AND PREDICTIVE NATURE OF 

POTENTIAL PERFORMANCE. IT IS AN UNCOMFORTABLE TIME BECAUSE THOSE PERSONS IN 

AUTHORITY AT MANAGEMENT LEVEL WHO HAVE BEEN PROMOTED BY THE MORE TRADITIONAL 

MEANS WILL NOW BE PROPOSING) DESIGNING AND IMPLEMENTING A NEW PROCESS TO 

MORE CQM!'LETEL Y) AND QU·ITE POSS I BL Y MORE SEVERay) TEST THE ATTR I BUTeS OF . 

THE NEWLY DEVELOPING CANDIDATE POOL OF POTENTIAL MANAGERS. THERE IS NO 

. QUESTION AS TO WHETHER CHANGE MUST OCCUR) BUT RATHER HOW rr' WILL OCCUR AND 

HOW QUICKLY. 

-96-



, 
THE IMPLEMENTATION OF A CREDIBLE TRANSITION PlAN WILL ~RITIC~LY AFFECT BOTH 

THE SPEED AND EFFECTIVENESS WITH WHICH CHAt~GE WILL OCCUR , AND TO A LARGE 

DEGREE) THE SU~CESS OF THE CHANGE. 

EUIURE STAlE 

UTILIZING THE DATA GATHERED FROM EXAMINING THE CROSS IMPACT OF TRENDS AND 

EVENTS FO~ECASTED BY THE NGT GROUP, A SELECTED FUTURE WAS ASSUMED '(SCENARIO 

#3) AND EXAMINE'D IN THE STRATEGIC PLAN SECTION. THE FUTURE IDENTIFIED A 

. SYSTEM IN WHICH ASSESSMENT CENTERS WERE BEGINNING TO TAKE THEIR PLACE AS THE 

PROMINENT TESTING AND SELECTION METHOD FOR MANAGEMENT RANK EMPLOYEES IN 

POLICE AGENCIES. HOWEVER, IT DID NOT ASSUME THAT ASSESSMENT CENTERS HAVE 

uARRIVEDM AND WERE ACCEPTED AS THE NORM WITHOUT THE NEED FOR STRATEGIC 

PLANNING OR IMPLEMENTATION PROCESSES TO ENSURE THE SMOOTH ADDITION OF THIS 

PROCESS TO THE TESTING AND SELECTION ARSENAL. RATHERI THIS SCENARIO 

SUGGESTED THAT THE PERIOD FOR THE FORECAST (10 YEARS) WAS 1 WHILE 

SIGNIFICANT 1 MERELY A STAGE IN A CONTINUUM OF DEVELOPMENT IN THE TESTING AND 

SELECTION PROCESS WHEREIN PORTIONS OF THE n SHOULD BEll FUTURE WERE 

INTERMINGLED WELL WITH PORTIONS OF THE'RWILL BEn FUTURE AS PREDICTED BY THE 

NOMINAL G~OUP. , 

WITH THE PRESENT DEFIN~D BY FACTUAL DATA AND THE OPINION OF SUBJECT AREA 

EXPERTS AS WELL AS THE NGT GROUP 1 THE FUTURE WAS FORECASTED IN A BASIC 

STRATEGIC PLAN PUT IN PLACE TO GAIN THE DESIRED FUTURE· THE FOCUS OF THIS 

EFFORT NOW TURNS TO THE TRANSITION PLAN TO BRIDGE THE GAP BETWEEN TODAY AND 

TOMORROW. 
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TRANSITU. (tEHANIS1 

THE STABIL.IZElIBAnE FOR ANY MANAGEMENT EFFORT SUCH AS A STRATEGIC PI~AN IS NO 

MORE IMPORTANT THAN THOSE INDIVIDUAL.S IDENTIFIED AS STAKEHOLDERS OR, MORE 

FINEL.Y, AS THE CRITICAL MASS NEEDED TO MOVE THE PLAN. As PREVIOUSLY STATED, 

THE ·BLUE RIBBON PANEL OR GROUP COMMISSIONED BY THE DEPARTMENT, WHO HAVE BOTH 

SUBJECT AREA EXPERTISE AND A VESTED INTEREST IN THE IMPLEMENTATION OF A 

PROCESS SUCH AS PROMOTIONAL ASSESSMENT CENTERS, WILL FORM THE MECHANISM BY 

WHICH CHANGE CAN OCCUR. IT WILL ALSO ENSURE THAT CHANGE WILL ENDURE TO THE 

DEGREE APPROPRIATE, THE CHALLENGES OF THOSE OPPOSED TO THE PLAN, OR ANY 

CHALLENGE AND ENSURE THAT IT IS 'A LIVING DOCUMENT WHICH IS FLEX!BLE ENOUGH 

TO BE CHANGED AS THE SOCIOLOGICAL, TECHNOLOGICAL, ECONOMICAL, ENVIRONMENTAL 

AND POLITICAL POWER MECHANSIMS IN OUR SOCIETY DEMAND AS TIME PROGRESSES. 

CRITICAL MASS 

As PREVIOUSLY STATED, THE CRITICAL M.ASS IN ANY PLAN OF TRANSITION TO A 

DESIRED STATE ARE THOSE PERSONS OR GROUPS OF PERSONS SOMETIM~S IDENTIFIED AS 

STAKEHOLDERS· WHO POSSESS THE NECESSARY POWER BASE TO CAUSE OR INHIBIT.CHANGE 

10 A HIGH DEGREE· IN THE SCENARIO WHICH DEMANDS A CHANGE IN THE TESTING AND 

SELECTION PROCESS OF POLICE MANAGERS, THE FOLLOWING PERSONS OR GROUPS WERE 

IDENTIFIED AS THE CRITICAL MASS WITH WHICH NEGOTITATIONS MUST. OCCUR TO 

STIMULATE THE CHANGE PROCESS. 

1. THE COURTS 

2. AFFIRMATIVE ACTtON/EEO 
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3. PERsoNNELiTesTING UNITS 

"4. TesrJPROMoTIOrw. CANDIDATES 

5. PEACE OFFICER ASSOCIATIONS 

6. POST COMMISSION 

7. POLICE CHIEFS 

8" POLICE COMMISSIONS 

9. ~THNIC I~DVtsORY GROuPs 

To ASSIST IN PLANNING THE STRATEGIES AND NEGOTIATIONS NECESSARY TO ENHANCE} 

StOCK. OR AlTER THE INFLUENCE OF ANY CRITICAL MASS GROUP J A COMMITMENT 

ANALYSIS CHART WAS PREPARED !NDICATING THE CHANGE IF NECESSARY WITH EACH 

GROUP· 

ACTORS 10 
caITlCAL MASS 

Courts 

AA/EEOC 

Per.. • ..sCLDI Uaiu 

T.8C/Pt'CIIIO Caadld&cos 

Peaca OfUaat' As8oc!ac1ol1111 

POST CCIlIZSIisGL on 

Police Chiefs 

COMMITMENT ANALYSIS CHART 

BLOCIt LiT CHANG! 
CliAHGE HAPPEN 

X 

X 0 

X 

X .. PtlJ5enl: Poa1t1oQ 
o • Dos1red Poo1CLoQ 
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THE COURTS 

. . 
As A GROUP" THe- COURTS HAVE HISTORICALLY SEEN THEIR ROLE IN AREAS OF EQUITY 

JUDGEMENT WITH REGARD TO CIVIL RIGHTS AS BEING A REGULATORY AND PRECEDENT 

SETTING FORCE THAT MAKES CHANGE OCCUR WHEN NECESSARY. SINCE THE ISSUES 

SURROUNDING· TESTING AND SELECTION SUCH AS ETHNIC OR SEXUAL BIAS AND OVERALL 

FAIRNESS FALL INTO THAT CATEGORY" THE POSITION OF THE COURTS WOULD REMAIN 

THE SAME IN THE MOVEMENT TO A ASSESSMENT CENTER-BASED TESTING PROCESS. A 

TRANSITION PLAN TO IMPLEMENT ASSESSMENT CENTER. USE BY MULTIPLE AGENCIES IN A 

COOPERATIVE EFFORT WOULD MOST PROBABLY, HOWEVER, BE ENHANCED IF THE COURTS 

WERE "TO MOVE THEXR POSITION TO A -HELP CHANGE HAPPEN- POSITION TO AlLOW FOR 

THE BUY-IN AND COMMITMENT OF OTHER STAKEHOLDER GROUPS TO THE PROCESS, RATHER 

THAN HAVING IT MANDATED IN THE FORM OF COURT DeCREES OR ORDERS. "THE USE OF 

COURT APPOINTED MONITORS WOULD BE A MUCH MORE PALATABLE PROCESS TO OTHER 

STAKEHOLDER GROUPS THAN IS ;URRENTLY THE CASE· THIS WAS EVIDENCED TO SOME 

DEGREE IN THE INSTANCE WHERE THE COURTS ORDERED THE RICHMOND} VIRGINIA, 

POLICE DEPARTME~T TO USE AN ASSESSMENT CENTER PROCESS FOR MANAGEMENT RANK 

PROMOTIONS (SPIELBERGER) CHARLES D.} 1977:71). 

COURTS} BY THEIR LEGAl MANDATE, ARE TRYERS OF FACT AND ARE GENERALLY 

UN IMPRESSED 'N ITH THE EFFORTS OF COMM ITTEES, GROUPS OR POSS I BL Y BIASED SINGLE 

EXPERTS IN ANY GIVEN FIELD· THE COURTS HAVE RECENTLY} HOWEVER, SHOWN THAT 

THEY ARE MORE COMFORTABLE WITH MANAGEMENT TRANSITION BY GROUP PROCESS IF 

THEY ARE INCLUDED. ONE RECENT EXAMPLE OF THE INCLUSION OF A COURT APF1INTED 

PERSON IS THAT CITED BY THE CAMPAIGN AGAINST MARIJUANA PLANTING. WHO FACED A 

MYRIAD OF LEGAl BATTLES IN CALIFORN·IA OVER THEIR USE OF OBSERVATION 

TECHNIQUES IN SPOTTING ILLICITLY GROWM MARIJUANA· THE COURT (U.S. DISTRICT 

COURT), AFTER HEARING THE WIDELY VARIED OPINION OF NUMEROUS SUBJECT AReA 
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EXPERTS; APPOINTED A MONITOR TO THE PROGRAM TO ~NSURE THAT THE 

, IMPLEMENTATION OF FEDERALLY CONTROLLED STATUTES ON AERIAL OBSERVATIONS FROM 
j. 

AIRCRAFT BE CCJ4Pt..IED WITH IN A MANNER SATISFACTORY TO THE COURT- THE COURT 

SHOWED THAT THROUGH THIS PROCESS IT WOULD; WHEN NECESSARY) TAKE ITS JUDICIAL 

POWERS OUTSIDE OF THE CONFINES OF THE COURTROOM AND INTO REAL LIFE SCENARIOS 

IN ORDER TO RENDER MORE REALISTIC AND T1MB. Y JUOOEMENTS ON ANY GIVEN StT OF 

FACTS. (CASE CITATION - NATIONAL OR~ANIZATIo.~ FOR REFORM OF MARIJUANA LAws 
vs. MULLEN) N.D.CAL.1985} 60AF SUPPa 945.) 

AEFIBHAllYE ACTIONIEQuH- Et1PLO'lMENT QPPQR'TUNiTY OFFICERS 

AA/EEO OFFICERS WILL ACTIVELY SUPPORT OR HELP CHANGE HAPPEN AS STATED IN THE 

TRANSITION PLANo THEY ARE KEENlY AWARE OF THE TENDENCY FOR BUILT-IN 

ETHNIC/SEXUAL BIAS' IN TRADITIONAL TESTING METHODS AND ARE WELL VERSED ON THE 

LACK OF ADVERSE EFFECTS ON MINORITY CANDIDATES BY THE ASSESSMENT CENTER 

PROCESS (SPIELBERGER} 1977: 11). 

ALTHOUGH THE AA/EEO PERSONNEL COULD BE EASILY MOVED TO THE "MAKE CHANGE . . 

HAPPEN" CATEGORY J A MOVE SUCH AS THIS MIGHT MAKE THEM LOOK TOO AGGRESSIVE 

AND AS THOUGH THEY WERE IN FAVOR OF ASSESSMENT CENTERS ONLY FOR THEIR VALUE 

TO MINORITIES RATHER THAN THE ENTIRE DEPARTMENTiS PERSONNEL· THIS COULD 

CAUSE A BACKLASH THAT WOULD HAVE ADVERSE EFFECTS ON THE OVERALL OUTCOME OF 

THE TRANSITION PLAN BY POLARIZING THE OTHERWISE BROAD BASE OF SUPPORT FOR 

THE TRANSITION PLAN· iN OTHER WORDS} AA/EEO PERSONNEL SHOULD BE LEFT IN A 

POSITION WHERE THEY APPEAR TO HAVE A HELPFUL STANCE} RATHER THAN AN 

AGGRESSIVE ONE} ESPECIALLY IF THE POSTURE OF THE TRANSITION PLAN 15 SEEM BY 

MOST PERSONS ANYWAY AS IN FAVOR OF THE EXTINCTION OF SEXUAL OR ETHNIC BtAS. 

-101-



PERSOHNELITESTI NG UNI IS 

THESE UNITS HAVE HISTORICALLY ADOPTED THE POSTURE OF WHATEVER TESTING AND 

SELECTION METHOD UPPER LEVEL MANAGEMENT DESIRED AND THUS FALL IN THE "LET 

CHANGE HAPPEN" CATEGORY. VIRTUALLY~ THIS 1~ A NEUTRAL~ NO POSITION STANCE. 

S 1 NeE ASSESSMENT CENTERS ~ I"K)WEVER I REGIU I RE A GREAT DEAL OF DEVELOPMENTAL 

WORK J UNLIKE THE MORE TRADITIONAL TESTING METHODS" INTENSIVE INVOLVEMENT BY 

THE TESTING AND PERSONNEL UNITS WILL BE REQUIRED TO ENSURE THAT THE NEW 

TESTING PROCESS AS DESCRIBED IN THE TRANSITION PLAN IS JOB RELATED" 

PREDICTIVE AND NON-BIASED. IF THEY DO NOT ACTIVELY HELP CHANGE HAPPEN} 

REALISTIC TIME FRAMES FOR mPLEMENTATION OF THE TRANSITION PLAN WOULD BE 

SEVERely EXTENDED AND THE ACCURACY POTENTIAL FOR THE ASSESSMENT CENTER MAY 

W8.L NEVER BE REALIZED DUE TO THE LACK OF DEVELOPMENTAL DATA. 

Puce OFfICER ASSOCIATIONS (REPRESENTING CANDIDATES) 

THERE IS lITTLE DOUBT THAT PEACE OFFICER A~SOCIATIONS (POA) WOULD ACTIVELY 

BLOCK ANY CHANGE IN THE TESTING PROCEDURES INITIALLY, EVEN,IF THE PROCEDURE 

WAS IDENTIFIED AS HAVING SOME OBVIOUSLY GOOD POINTS. POAs WOULD WANT TO 

STUDY THE NEW PROCEDURE 'IN DETAIL TO ENSURE ITS FAIRNESS TO THEIR 

CONSTITUENCY. IT IS CRITICAL THAT THEIR POSITION MOVE FROM "BLOCK CHANGE" 

TO "HELP CHANGE HAPPEN" SINCE SUPPORT OF THE POA WOULD NOT ONLY MAKE A 

STATEMENT FROM THE LABOR SIDE CONCERNING THE NEW TESTiNG PROCESS J BUT ALSO 

GIVE THE PROCESS AN AIR OF CREDIBILITY WITH TH~ CANDIDATE GROUP· A GHANGE. 

FROM "BLOCK CHANGER TO 'HHELP CHANGE HAPPE~· FOR THIS GROUP WOULD REQUIRE 

. DETAILED MEETINGS BETWEEN MANAGE1'IENT AND THE POA DURING WHICH MANAGEMENT 

SHOULD 'BE PREPARED TO SHARE FEDERAL AA/EEO GUIDELINES, WRITTEN LITERATURE ON 
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THE ASSESSMENT CENTER PROCESS} AND PERTINENT COURT DECISIONS WHICH HAVE 

POINTED TO THE NEED FOR A BETTER TESTING PROCESS THAN THOSE TRADITIO~ALLY 

USED. MANAGEMENT SHOULD ALSO POINT OUT TO THE POAs THAT IT IS SPENDING A 

CONSIDERABLY LARGER SUM OF MONEY AND PERSONNEL RESOURCES·TO EFFECT THE NEW 

TYPE OF TEST AND ASSURE THEM THAT THE QUALITY OF PERSONNEL EMPLOYED BY THE 

DEPARTMENT DEMANDS SUCH AN INVESTMENT} JUST AS THE CRITICALITY OF THE 

PROMOTIONAL APPOINTMENTS OOESo 

POST CM'ISSIOft 

THE POST COMMISSION} BECAUSE OF ITS PROGRESSIVE NATURE IN POLICE EXECUTIVE 

MANAGEMENT} WOULD HELP CHANGE HAPPEN AND FACILITATE THE USE OF THE 

ASSESSMENT CENTER PROCESS BY LENDING ITS ~PERTISE} TIME AND POSSIBLY 

FUNDING TO ASSIST IN THE ESTABLISHMENT OF PILOT PROGRAMS. IN THIS CASE I 

HOWEVER} HELPING CHANGE HAPPEN MA~ NOT BE ENOUGH AND POST SHOULD BE MOVED TO . 

THE -MAKE CHANG~ HAPPEN- CATEGORY 0 THEY WOULD THEN BE IN THE POSITION OF 

TAKING A MORE FORCEFUL STANCE IN THEIR ENDORSEMENT OF THE ASSESSMENT CENTER 

PROCESS FOR MANAGEMENT LEVEL PROMOTIONS AND POSSIBLY OFFER INCENTIVES TO 

THOSE DEPARTMENTS WHO ENGAGE IN SUCH PROGRAMS. 

f1J..ICE CHiefS 

THE POLICE CHIEF REPRESENTING EXECUTIVt.MANAG~~ENT MIGHT INITIALLY ADOPT A 

N HELP CHANGE HAPPENN ATTITUDE BECAUSE OF HIS DESIRE TO SHARE THE DECISION 

MAKING PROCESS WITH OTHER STAKEHOLDERS OR THE CRITICAL MASS MEMBERS· IT IS 

IMPORTANT} HOWEVER, IN THIS INSTANCE THAT THE CHIEF OF POLICE BE MOVED TO 
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THE -MAKE CHANGE HAPPEN- CATEGORY AT LEAST IN THE INITIAL STAGES OF THE 

TRANSITION PLAN PROCESS IN ORDER THAT HE CAN MAKE A VERY STRONG STATEMENT OF 

HIS COMMITMENT AND BELIEF IN THE PROCESS, AS WELL AS HIS DESIRE AND DECISION 

TO COft1IT RESOURCE~ TO IMPLEMENTATION. LATER" AS THE TRANSITION GAINS 

MOMENTUM" 'THE CHIEF COULD BE ALLOWED TO ADOPT A SLIGHTLY MORE RECESSIVE ROLE 

INTO THE -HELP CHANGE HAPPEN- CATEGORY. 

CRITICAl MASS CIKLUSHI 

ONCE A COMPLETE EXAMINATION OF THE STAKEHOLDER ASSUMPTIONS BASE COMMITMENT 

LEVELS OF THE CRITICAL MASS STAKEHOLDERS AND ANY ADJUSTMENTS THAT MUST BE 

MADE TO EACH PERSON OR GROUP HAS BEEN COMPLETED. A GENERAL OR Sur+1ARY 

STRATEGIC PLAN IMPLEMENTATION MUST BE FORMATTED FOR PRESENTATION TO THE 

CRITICAL MASS· WHILE THERE ARE A MYRIAD OF NEGOTIATION ST~ATEGIES AVAILABLE 

TO MESH WITH A PRESENTATION TO THE CRITICAL MASS TO GARNER SUPPORT FOR THE 

STRATEGIC PLAN AND ITS SUBSEQUENT IMPLEMENTATION" THE OVERALL APPROACH TO 

MOVE THE PLAN FORWARD IS THE "'HOW AND WHERER SfRATEGY (NIERENBERG" 1984: 

153-159). OF THE STRATEGIES AVAILABLE" THE'HOW AND WHERE STRATEGY SEEMS TO 

FIT THE SITUATION BEST IN THAT" UNLIKE OTHER SYSTEMS CHANGES WHEREIN 

FACTIONS WITHIN THE CRITICAL MASS HAVE ENTIRELY DIFFERENT OR SELFISH GAIN 

GOALS MOST} IF NOT ALL" OF THE CRITICAL MASS FACTIONS HAVE A DESIRE TO 

IMPLEMENT A PLAN WHICH HAS THE SAME BASIC OUTCOME" I.E,,, THE ,MOST EFFIC!ENT 

AND PRODUCTIVE METHOD OF CHOOSING POL:CE MANAGERS. THE ONLY BASE 

DIFFERENCES LIE IN THE SPECIFI,' METHODOLOGY USED IN CHOOSING THOSE MANAGERS 

WHICH WILL SATISFY THE NEEDS OF EACH GROUP. IN SUMMATION THEN" THE QUESTION 

'IS NOT RWHERE QO WE GO?-" BUT SIMPLY R HOW DO WE GET THERE IN A WAY THAT DOES 

NOT NEGLECT OR FORESAKE THE NEEDS OF ANY GROUP OR PERSON WITHIN THE CRITICAL 
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f~S~ THE END GOAL OF THE NEGOTIATIONS AND RESULTANT IMPlEMENTATION OF 

THE STRATEGIC PLAN 1 THEN} IS TO MeET THE NEEDS OF ALL PARTIES WITHOUT LOSING 
, " 

THE MAIN PlJflf'OSl FOR AND THRUST OF THE DESIRED FUTURE. FOLLOWING ARE THE 

SPECIFIC NEGOTIATION STRATEGlES TO BE UTILIzeD WITHIN THE CRITICAL MASS 

ELEMENTS. WHERE GROUPS CAN BE ADDRESSED UTILIZING THE SAME NEGOTIATION 

STRATEGY} THEY ARE COMBINED. 

CouRT NEGOTIATIONS 

THE COURTS FORM THE MOST UNIQUE IF NOT CHALLENGING NEGOTIATIONS DILEMMA IN 

THIS SUBJECT AREA. THIS IS BECAUSE THEIR STATUS WITHIN THE GOVERNMENT 

STRUCTURE IS NOT! AS WITH MANY OTHER CRITICAL MASS FACTiONS) ONe·OF AGENCY 

OR SPECIAL INTEREST GROUP STATUS J BUT RATHER THAT OF A BRANCH OF THE TRIAD 
. 

(EXECUTIVE; LEGISLATIVE) JUDICIAL) FORM OF DEMOCRACY. As SUCH 1 THE COURTS 

HAVE THE POWER TO RENDER JUDGEMENT ON ALL SOCIAL AND GOVERNMENTAL ACTIVITIES 

FROM THE SMALLEST AGENCY POLICY TO FEDER~. LAW. THE COURTS ARE CLEARLY THE 

MOST POWERFUL OF THE STAKEHOLDERS AND CERTAII'I..Y THE CRITICAL MASS IN THAT 

THEY ARE THE OVERALL PROTECTORS OF THE CONSTITUTIONALITY OF ANY ISSUE THAT 

COULD BE PRESENTED IN THIS STUDY AREA. To ADD TO THIS DiLEMMA} THE COURTS 

ARE GENERALLY NOT OPEN TO NEGOTIATION IN THE TRUEST SENSE OF THE WORD SINCE 

ANY JUDGEMENTS THEY MAKE ARE BINDING UNTIL RENDERED VOID OR CVERTURNED BY A 

HIGHER COURT. 'tlHAT CAN BE DONE} HOWEVER; IS TO NEGOTIATE WITH THE COURT 

IN A RELATIVELY NARROW BAND OR FRAMEWORK WHICH CAN BE CHARACTERIZED AS 

NLIMITED FLEXIBILITY· TO ·USE IARYING METHODS· TO IMPLEMENT A COURT 

MANDATE. WITH SPECIFIC REGARD TO THE ISSUE AT HAND WHEREIN THE COURT, 

CURRENTLY HOLDS A -MAKE CHANGE HAPPEN" COMMITMENT LEVEL WHICH NEEDS TO BE 

CHANGED TO A "HELP CHANGE HAPPEN" LEVELl THE COURT OF JURISDICTION IN TH[S 
, .. 

MATTER MUST BE APPROACHED BY LEGAL COUNSEL BY THE DEPARTMEN~ITH A REQUEST 
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TO' HAVE A COURT-APPOINTED MONITOR ASSIGNED·TO THE IMPLEMENTATION PROCESS AT 

THE EXPENSE OF THE REQUESTING AGENCY. TYPICAlLY} AN ATTORNEY' OR RETIRED 

JUDGE IS UTILIZED BY THE COURT FOR THIS POSITION AND IS GIVEN FLEXIBILITY 

WITHIN SPECIFIED PA~ETERS BY THE COURT TO UTILIZE APPROPRIATE MEANS TO. 

ENSURE THAT CONSTITUTIONAL ISSUES ARE PROTECTED IN ANY SITUATION} AND AT THE 

SAME TIME NOT REQUIRE A FORMAL COURT PROCEEDING AT EACH STAGE OF THE 

IMPLEMENTATION. THE COURT MONITOR IN THIS CASE WOULD REPORT BACK TO THE 

COURT OF JURISDICTION ON THE IMPLEMENTATION OF THE STRATEGY AT REGULAR 

INTERVALS} THUS DISPLACING THE COURT'S PRESENCE FROM A PROMINENT POSITION AS 

A BINDING ARBITRATOR IN THE IMPLEMENTATION PROCESS. To FACILITtATE THIS 

METHODOLOGY) THE COURT MONITOR MUST BE DEEPLY INVOLVED IN THE IMPLEMENTATION 

PROCESS AND TREATED AS A SOUNDING BOARD AND ADVISOR TO ANY SIGNIFICANT 

ACTIONS ON THE PART OF THE DEPARTMENT TO IMPLEMENT A STRATEGIC PLAN. IN 

THIS WAY) THE NEEDS OF THE. MONITOR SUCH AS ADHERENCE TO FEDERAL GUIDELINES 

ON AFFIRMATIVE ACTION) EMPLOYEE RIGHTS} COLLECTIVE BARGAINING} AND ADHERANCE 

TO ADMINISTRATIVE LAW PROCEDURES WITH REGARD TO TESTING WILL BE ADDRESSED. 

AEPI fNTlYE AcrION/EQUAL &lPLomeq QpPORTUN flY CCH1I 5S ION 

FOR THIS GROUP J THE PARTICIPATION STRATEGY ("WE ARE ~RIENDSN STRATEGY) IS A 

PERFECT MATCH BECAUSE IN ESSENCE THIS GROUP MUST BE "FRIENDS" WITH THE 

PROCESS Hf ORDER FOR IT TO SUCCEED} THEY MUST BE ASSURED BY EXPLANATION AND 

ACTION THAT THEIR PRE .. ENCE IN THE CRITICAL MASS IS ONE OF AN ALLIANCE WITH 

OTHER STAKEHOLuERS TO ACCOMPLISH A COMMON GOAL WHICH IS THE UTILIZATION OF 

THE MOST EFFECTIVE MEANS OF SELECTING POLICE MANAGERS WHICH ALSO PROTECTS· 

THE UPWARD MOBILITY NEEDS OF UNDER-REPRESENtED GROUPS AND OTHER MINORITIES • 

. A COMPREHENSIVE EXPLANATION OF THE ASSESSMENT CENTER PROCESS AND RELATED 
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DOCUMENTATION SHOWING ITS LACK OF BUILT-IN BIAS WOULD BE exCEPTIONALLY 

HELPFUL WITH THIS CRITICAL MASS GROUP. 

PpmIOfW., CAHDIDATES/PeAg OFFICER AsSOCIATIONS 

NOTEWORTHY OF THESE TWO GROUPS IS THAT THEY BOTH INITIALLY WILL ASSUME THE 

-BLOCK CHANGE- POSITION AND MUST BE MOVED TO EITHER A -LET CHANGE- OR -HELP 

CHANGE HAPPENR POSITION FOR THE PLAN TO BE IMPLEMENTED. IF THESE GROUPS AR~ 

NOT ADDRESSED WITH THE PROPER NEGOTIATION.STRATEGY} THE IMPLEMENTATION OF 

. ANV STRATEGIC PLAN TO CHANGE A TESTING PROCEDURE WOULD BE HOPELESSLY BOUND 

IN. LITIGATION AND EMPLOYEE GRIEVANCES 1 CAUSING TIME DELAYS OF AN EXTENSIVE 

NATURE AS EVIDENCED BY THE CURRENT BACKLOG OF 1-4 YEARS IN OUR CIVIL COURT 

SYSTEM. 

FOR THESE TWO GROUPS, A COMBINATION OF THE PARTICIPATION AND ASSOCIATION' 

NEGOTIATION STRATEGIES WOULD BE PARTICULARLY EFFECTIVE. FIRST; THESE TWO 

GROUPS MUST BE CONVINCED THAT THEY CAN BEJ AND AREJ FRIENDS WITH THE PROCESS 

AND THE OTHER CRITICAL MASS PARTICIPANTS J EACH WITH A COMMON GOAL· THE 

ASSOCIATION STRATEGY WOULD BE SECONDARY} VET STILL IMPORTANT. THE TECHNIQUE 

WOULD BE UTILIZED TO PRESENT DOCUMENTATION TO THE GROUPS ON THE VALIDITY AND 

FAIRNESS GUARANTEED UNDER THE ASSESSMENT CENTER SYSTEM UTILIZING STUDIES BY 

REPUTABLE SelECTION ANP TESTING CONSULTANT AND CASE HIST0RIES BV OTHER 

GOVERNMENTAL 0R.POLICE AGENCIES WITH CREDIBLE REPUTATIONS WHO HAVE 

SUCCES'"FULL Y IMPLEMENTED THE ASSESSMENT CENTER PROCESS FOR MANAGEMENT LEVEL 

PROMOTIONS. TESTIMONITAL STATEMENTS FROM POLICE CHIEFS OR SHERIFFS WHO HAVE 

USED THIS SYSTEM; AS WELL AS STATEMENTS FROM PEACE OFFICER ASSOCIATIONS WHO 

HAVE BEEN A PART OF THE PROCESS J WOULD PROBABLY BE MOST VALUED BY THESE TWO 
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PROMOTIONS. TESTIMONITAL STATEMENTS FROM POLICE CHIEFS O~ SHERIFFS WHO HAVE 

USED THIS SYSTEM, AS WELL AS STATEMENTS FROM PEACE OFFICER ASSOCIATIONS WHO 

HAVE'BEEN A PART OF THE PROCESS WOULD PROBABLY BE MOST VALUED BY THESE TWO 
-

GROUPS. SURVEYS OF ASSESSMENT CENTER CANDIDATES HAVE, IN THE PAST} BEEN 

INCLUDED AS AN EXIT INTERVIEW EXERCISE. ONE SUCH EXERCISE Ca-tPLETED BY THE 

KANSAS CITY POLICE DEPARTMENT FOR AN ASSESSMENT CENTER WITH A 103 CANDIDATES 

INDICATED THAT 99 WERE GREATLY SATISFIED WITH THE PROCESS (SPIELBERGER, 

1979: 216). HARD DATA SUCH AS THIS FROM FELLOW PEACE OFFICERS BOLSTERS THE 

CReDIBilITY' OF THEORETICAL ANALYSIS OR ISSUE PAPERS CCJw1PLETED BY TESTING AND 

SELECTION EXPERTS WHO, WHILE VIEWED AS QUALIFIED IN THEIR SUBJECT AREA BY 

THE PEACE OFFICER, ARE STILL NOT A PART OF THE sSWORN FRATERNITY- IN WHICH 

OFFICERS ALMOST IMMEDIATELY TRUST· DuRING NEGOTIATIONS WITH THESE GROUPS, 

THERE PRE-IMPLEMENTATION INPUT AS WELL AS ACTIVE PARTICIPATION AND PLANNING 

STAGES SHOULD BE SOLICITED, UTILIZED AND GIVEN EQUAL VALUE TO ANY PARTIES IN 

THE PLANNING PROCESS, BE THEY LINE, SUPERVISORY, MANAGEMENT OR SUBJECT AREA 

EXPERT. 

PERSONNEL $a.ECTION AND TESTING UNITS 

THIS GROUP WHICH WOULD GENERALLY FAI,L INTO THE "LET CHANGE HAPPEN» CATEGORY 

SHOULD BE MOVED TO THE WHELP CHANGE HAPPEN" CATEGORY. AGAIN, THE 

PARTlCIPATION STRATEGY WOULD BE APPROPRIATE FOR THIS GROUP) AND OF ALL 

GROU.'S REPRESENTED IN THE CRITICAL MASS} THIS GROUP PROBABLY REPRESENTS THE 

SIMPLEST ONE TO MOVE FROM ONE CATEGORY TO ANOTHER. THIS IS BECAUSE TESTING 

AND SELECTION UNITS GENERALLY RELY ON DEPARTMENTAL POLICY, STATUTE AND COURT 

MANDATES TO DESIGN THEIR TESTING AND SELECTION SYTEMS. IF TJ"iE CRITICAL MASS, 
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. . 
GROUP OF THE COURTS WERE TO MOVE IN ANY DIRECTION} TESTING AND SELECTION 

\ UNITS WOULD FOLLOW SUIT WITHOUT NEED FOR EXTENSIVE NEGOTIATION STRATEGIES. 

posr CtJ<MISSION/PfI.,ICE CHIEES 

BOTH OF THESE GROUPS CURRENTLY FALL WITHIN THE -HELP CHANGE HAPPEN- CATEGORY 

AND MUST BE MOVED TO THE -MAKE CHANGE HAPPEN~ CATEGORY. THE BLANKET 

STRATEGY FOR NEGOTIATION WOULD BE MOST EFFECTIVE WITH THESE TWO GROUPS SINCE 

F~RST THE POST COMMISSION CONSISTS OF STATE LEVEL PEACE OFFICER CONSULTANTS 

WORKING UNDER THE UMBRELLA OF THE POST COMMISSION MADE UP OF POLICE CHIEFS, 

DISTRICT ATTORNEYS AND SHERIFFS. THE C~ISSION HAS REGULAR AND FREQUENT 

CONTACT WITH INDIVIDUAL DEPARTMENT HEADS, AS WELL AS ORGANIZATIONS OF 

DEPARTMENT HEADS SUCH AS THE CALIFORNIA ASSOCIATION OF CHIEFS AND CALIFORNIA 
. ' 

ASSOCIATION OF SHERIFFS. BY THROWING A VOLLEY OF ISSUES REGARDING THE 

PITFALLS OF TRADITIONAL TEST!NG METHODOLOGY AND THE ADVANTAGES OF ASSESSMENT 

CENTER TECHNOLOGIES TO POST AND HENCE THE CHIEFS AND SHERIFFS, AN 

ENDORSEMENT, AT LEAST IN PRINCIPLE, RECOMMENDING THE USE OF ASSESSMENT 

CENTERS COULD BE OBTAINED. WHILE nns IS NOT THE IDEAL STATE" IT IS THE 

FIRST STEP IN GETTING THE CHIEFS, SHERIFFS, AND POST COMMISSION TO MOVE IN 

THE DIRECTION OF TYING TESTING METHODOLOGY TO CERTIFICATION FOR VARIOUS 

POSITION LeVELS WITHIN THE MANAGEMENT RANKS OF POLICE AGENCIES· THE . 

REGULATORY STATUS OF POST OVER INDIVIDUAL PEACE OFFICERS AND LAW ENFORCEMENT 

AGENCIES MAKES THEM A PRIME FORCE 'TO BE DEALT WITH, SECOND ONLY TO THE 

COURTS IN PROGRESSING THROUGH AN IMPLEMENTATION STAGE AND EVENTUAL 

ACTIVATION OF A PLAN AND SUBSEQUENT NEW TEST METHODOLOGY· 
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IMPl..FllEKtAIION GaotJp STRUCTURE 

NOT WITHSTANDING OTHER STRATEGIES OR NEGOTIATION TECHNOLOGIES, PERHAPS THE 

EASIEST AND MOST CREDIBLE WAY TO MANAGE THE MOVEMENT OF CRITICAL MASS 

PLAYERS WHILE ACCOMPLISHING THE GOAlS AS SET FORTH IN THE SaECTED DESIRED 

FUTURE STATE IS TO INVOLVE THOSE CRITICAL MASS MEMBERS OR GROUPS IN THE 

PLANNING AND IMPlEMENTATION OF \'tiATEVER NEW ACTIVITY IS j\BOUT TO BE 

UNDERTAKEN. 

IN ESSENCE} THIS MEANS BUILDING A TeSTING TECHNOLOGIES IMPLEMENTATION TEAM 

UTILIZING THE APPROPRI.ATE MEMBERS OR REPRESENTATIVES FRa-t MEMBER GROUPS OF 

THE.CRITICAL MASS TO STEER THE PROJECT. THIS ENSURES THEIR COMMITMENT AND 

GIVES THEM A POSITIVE ST'AKE IN THE SUCCESSFUL I1'i'PLEMENTATION. No TEAM OR 

COMMITTEE} HOWEVER} CAN SUCCESSFUllY MOVE IN A GIVEN DIRECTION IN THE MOST 

EFFICIEN'r AND E<PEDITIOUS MANNER WITHOUT ONE DRIVING FORCE TO ACT AS A 

LEADER AND FACILITATOR OF THE GROUP. IN THIS INSTANCE} THE CHIEF OF POLICE 

[S THAT DRIVING FORCE. HE IS THE PARTY FOR WHOM THE AFFECTED INDIVIDUAlS 

WORK AND AlSO THE EXECUTIVE MANAGER WHO MUST PLAY AN ONGOING ROLE IN THE 

CONTINUING ADMINISTRATION OF THE PROGRAM AND LIVE WITH ITS RESULTS. THE 

CHIEF OF 'POLICE} HOWEVER} SHOULD NOT BE INVOLVED AS A REGULARLY IMPANELED 

MEMBER OF THE COMMI1l'EE. HIS REPRESENTATION SHOULD BE ACCOMPLISHED BY A 

CAPTAIN OR ABOVE IN CHARGE OF THE ADMINISTRATIVE SERVICES DIVISION OR 

TESTING UNIT OF THE DEPARTMENT} ALLOWING THE POLICE CHIEF TO GIVE GENERAl 

OIRECTION AS TO POlICY AND GOALS. THIS AlLOWS THE CHIEF TO EXERCISE A GREAT 

OEAL OF CONTROL OVER THE GROUP WHILE NOT LOOKING AS AGGRESSIVE AS HE 

ACTUALLY IS· 
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II AND FtNALLY~ BY EMPLOYING VARIED MEMBERS OF THE CRITICAL MASS GROUPS OR 

PLAYERS TO BE PART OF THE -TTIT" GROUP~ AN ASSOCIATION STRATEGY FOR 

I MPLEMENTAT 10M AUTOMATICALLY BEGINS WlTHOUT ANYONE INSTITUTING IT. By THIS; 

I MEAN THAT. THE VARIED BACKGROUND CONSTITUENCY AND SPECIAL INTEREST 

REPRESENTED BY EACH M~~BER WILL BEGIN TO -BUY OFF- ON THE PROCESS. AS THEY 

LOOK AT THE MAKEUP OF THE COMMITTEE, KNOWING THAT THEIR REPRESENTATIVE IS A 

PART OF THIS PROCESS AND THEREFORE MUST~ TO SOME DEGREE, ENDORSE IT. THIS 

WILL MAKE THE PROCESS APPEAR TO BE MORE SAFE OR COMFORTABLE TO THOSE PARTIES 

WHO WILL BE AFFECTED BY IT. 

TECHttOLOGIES 

ONCE THE CRITICAL MASS PLAYERS HAVE BEEN MOVED TO ACCEPTABLE POSITIONS, THE 

NEGOTIATION STRATEGIES HAVE BEEN DEPLOYED AND WORKING GROUPS HAVE BEEN 

FORMED, TH~ STAGE IS ESSENTIALLY SET TO BEGIN A NUMBER OF PHASE IN PROCESSES 

OF THE IMPLEMENTATION PLAN. AT THIS STAGE OF THE GAME, WHICH COULD BE 

CHARACTERIZED AS AN INTENSE TRANSITIONAL PROCESS, THE RISK FACTORS ARE THE 

GREATEST FOR CONFLICT AT ONE END OF THE SPECTRUM AND FOR INNOVATION AT THE 

OTHER. HOWEVER, IT IS IMPORTANT TO NOTE THAT BOTH OF THESE ELEMENTS CAN 

COEXIST WITniN THE SAME GROUP OF PEOPLE AT THE SAME TIME AND HAVE POSITIVE 

RESULTS IF HANDLED PROPERLY· 

THE TECHNOLOGIES, THEN, TO BRING THE GROUP BY STAGE INTO SHARPER FOCUS ON 

HOW TO TRANSITION INTO THE DESIRED STATE ARE AS FOLLOWS: 
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PHASE (J£ - JlRlEHTATHI 

AFTER 'GROUP ~RS HAVE BEEN SELECTED FROM THE'CRITICAL MASS PLAYERS; THE 

MOV I NG FORCa OF THE GROUP; I. E.; THE CH I EF OF POL ICE J SHOULD C~UN I CA TE IN 

WRITING WITH EACH GROUP MEMBER TO EXPlAIN TO THEM HIS IDEAS ON HOW THE GROUP 

SHOULD TRANSITION INTO IMPLEMENTATION PROCESSESo THE C~UNICATION SHOULD 

FURTHER LAY DOWN A PROPOSED TIt1E PLAN WHICH INCLUDES BENCHMARKS FOR 

ACCOMPLISHMENT DURING VARIOUS TIME PERIODS WITHIN THE PHASE. A GENERAL 

OVERVIEW OF ALL PHASES OF THE TRANSITION SHOULD BE GIVEN AT THIS TIMEI WITH 

SPECIFIC EMPHASIS ON THE FIRST PHASE; WHICH CONSISTS OF FOUR MEETINGS AT A 

TIME SPACING OF ONE PER WEEK FOR ONE MONTH· THE PURPOSE OF THIS SET OF FOUR 

MEETINGS WILL BE TO INTRODUCE THE GROUP TO FUTURES METHODOLOGY; FORECASTING 

PRINCIPLES AND THE ANALYSIS OF TRENDS AND EVENTS WHICH COULD EFFECT THE 

IMPLEMENTATION OF THE PLANo A CLEAR PICTURE OF THE DESIRED STATE AT THE END 

OF THE TRANS I rr ON PtfASE SHOULD ALSO BE GIVEN 0 'HOPEFULLY;TH IS FI RST ' 

COMMUNICATION WILL FACILITATE PUTTING GROUP MEMBERS IN THE RIGHT STATE OF 

MIND TO UTILIZE SYSTEMS WHICH ARE FUTURES-ORIENTED· THIS IS PARTICULARLY 

IMPORTANT SINCE THE FIRST EXPOSURE TO A FUTURES-ORIENTED MEETING IS OFTEN 

TIMES UNCOMFORTABLE AND SEEMINGLY UNREALISTIC IF THE GROUP WAS NOT 

PREVIOUSLY EXPOSED. ALSO CONTAINED IN THE INITIAL NOTIFICATION PACKAGE 

SHOULD BE A PROPOSED AGENDA FOR THE FIRST MEETING· THI.S AND ALL SUBSEQUENT 

COM'1UNICATIONS SHOULD CLEA~ YSTATE THAT THERE IS ROOM FOR FLEXIBILITY A,ND 

INPUT BY ALL GROUP MEMBERS PRIOR TO INITIATION OF ANY MEETING OR AGENDA AND 

THAT THE DOCUMENTATION PUT FORTH IS MERELY A PROPOSAL OPEN TO ADJUSTMENT BY 

ANY MEMBER OF THE GROUP· PROCEEDING ALL MEETINGS IN THIS PHASE) A SEPARATE 

PACKAGE SHOULD BE SENT TO GROUP MEMBERS CONTAINING THE AGENDA AND READING 

MATERIALS WHICH EXPLAIN THE PROCESSES TO BE USED AND FURTHER DEFINE 

UNFAMILIAR TECHNOLOGIES OR TERMINOLOGY. 
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THESE MEETINGS ALSO SERVE TO GRADIJALL,¥' MAKE THE GROUP MORE COMFORTABLE WITH 

EACH MEMBER ANP DEVELOP A TRUST BOND WHICH EVENTUALLY WILL AlLOW FOR ISSUES 

AND ALTERNATIVes TO BE MORE SWIFTLY ADDRESSED AND AlLOW THE GROUP TO 

DISPENSE RAPIDLY WITH THE ONCE-THOUGHT MANDA'rORY FORMALITY ASSOCIATED WITH 

GROUP ACTIVITIES. ALSO DURING THESE MEETINGS) THE GROUP WILL BE ABLE TO 

EXAMINE WITH GREAT DETAIL THE STRATEGIC PLAN AND T.DENTIFY ANY AREAS WHICH 

ARE POTENTIAl ROADBLOCKS TO THE PLAN'S SUCCESS. THE GROUP CAN USE THE 

IDENTIFICATION OF THESE ROADBl,OCKS OR OTHER PROBLEMS TO IDENTIFY STRATEGIES 

IN ADVANCE TO ADDRESS THE NECe:SSARY SCl.UTIONSo 

PHASE·OO - TRANSITION PlANNI~IG 

ONCE THE GROUP HAS FINE TUNED THE ISSUES AND HAS BECOME COMFORTABLE WITH THE 

GOALS AND OBJECTIVES THAT ,ARE THE GROUP'S RESPONSIBILITY) THE MEAT OF THE 

ACTUAL TRANSITION PLANNING PRCICESS CAN BEGIN. THREE TO FIve MONTHS TIME 

FRAME WILL BE USED FOR THIS PHASE} DIVIDED INTO SEVEN MEETINGS. ·DURING 

THESE MEETINGS) THE GROUP MEMBERS WILL ESTABLISH ADVANCE AGENDAS FOR THE 

MEETINGS WITH BENCHMARKS OF ACCOMPLISHMENTS NECESSARY TO IMPL~MENT THE PLAN 

ON A DESIRED DATE. THE REPRESENTATIVE OF THE CHIEF WILL ASK COMMITTEE 

MEMBERS TO ACCEPT RESPONSIBILITY FOR RESEARCH SPECIFIC ITEMS WITHIN THE 

TRANSITION AND STRATEGIC PLAN AND LEAD A SUBSEQUENT MEETING ON THAT ISSUE 

. FOR GROUP CONSIDERATION. ExM~PLES OF THOSE THINGS WHICH THE GROUP WOULD 

CONSIDeR IN PHASE Two WITH SPECIFIC REFERENCE TO ASSESSMENT CENTER 

TECHNOLOGIES WOULD BE SUCH THINGS AS: 

1. CONSIDERATION OF WHETHER OR NOT TO UTILIZE A PROFESSIONAL ASSESSMENT 
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CENTER CONSULTANT OR ATTEMPT TO DEVELOP A PROCESS USING IN-HOUSE PERSONNEL 

ANAlYSTS. 

2. BEGIN THE CONDUCT OF A JOB ANALYSIS UTILIZING POSITION DESCRIPTION 

QUESTIONNAIRES TO AlL CURRENT EMPLOYEES IN THE JOB CATEGORIES WHERE AN 

ASSESSMENT CENTER TESTING WILL BE USED. 

30 DEVELOP PRELIMINARY TASK KNOWLEDGE, SKILL, ABILITY AND BEHAVIORAL 

CHARACTERISTIC INVENJORIES (KSAB) FOR UTILIZATION IN THE PREPARATION OF 

TESTING DIMENSIONS (JOINER, 1984: 435-450). 

4. THE DEVELOPMENT OF CRITICAL TASK SYSTEMS TO IDENTIFY THOSE SPECIFIC 

DIMENSION AREAS WHICH WOULD APPLY TO THE VARIOUS MANDATORY TASKS FOR EACH 

JOB DESCRIPTION TO BE TESTING· 

5. CONDUCT AN ASSESSMENT OF THE OVERALL ACCEPTABILITY OF THE ASSESSMENT 

CENTER IDEA WITH EMPLOYEES CURRENTLY IN A POSITION TO TEST FOR MANAGEMENT 

LEVEL POS IT IONS· 

6. DESIGN TRAINING SYMPOSIUMS FOR POTENTIAL CANDIDATES TO LESSEN 

APPREHENSION BY DESCRIBING THE ATTRIBUTES OF THE ASSESSMENT CENT~R PROCESS 

AND EXACTLY HOW IT WORKS. 

7. SCHEDULE REGULAR BRIEFINGS WITH GOVERNMENTAL CONTROL AGENCIES SUCH A' 

CITY COUNCILS, PERSONNEL BOARDS OR OTHER LEGISLATIVE BODrES TO G),E STATUS 

REPORTS AS TO THE GROUpl~ PROGRESS. 
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PHASE Two WOULD ~SO CONSIST OF ADDRESSING NEW ORGANIZATIONAL PROCEDURES AND 

STRUCTURES WH1CH WILL 'BE USED AS A RESULT OF IMPLEKENTATION OF A PlAN TO 

UT I Ll ZE ASSESSMENT CENTERS. SOME OF THESE ARE: 

1. ' NEW WORK FLOW OR TASK ASSIGNMENT. 

2. NEW REPORTING CRITERIA AND COMMUNICATION FlOW. 

3. THE FORM~ STRUCTURE OF THE PERSONNEL UNIT ASSIGNED TO ,ADMINISTER THE 

ASSESSMENT CENTERS. 

4. THE, NEW RELATIONSHIP BETWEEN THE LINE PROGRAM TO BE EFFECTED BY 

ASSESSMENT CENTER USE AND THE ADMINISTRATIVE PROGRAMS WHICH Will ADMINISTER 

TH'EM. 

5. THE IDENTIFICATION OF THE NECESSARY RESOURCES TO ADMINISTER THE PROCESS 

IN LIGHT OF THE FACT THAT ASSESSMENT CENTERS ARE KNOWN TO BE MORE EXPENSIVE 

THAN TRAD IT I ONAl TEST! NG METHODOLOGY. 

6. DESIGN SYSTEMS FOR IDENTIFYING} ORIENTATING AND TRAINING ASSESSORS TO BE 

USED IN THE PROCESS. 

7. THE IDENTIFICATION OF THE SPECIFIC DIMENSIONS TO BE TESTED AND EXERCISES 

WHICH WIll ACCOMPLISH THAT. 

SOME TASKS IN THIS CATEGORY CAN BE ELIMINATED IF A PRIVATE CONSULTANT FIRM 

IS CONTRACTED TO PROVIDE THE RINR DATA TO THE GROUP BASED ON INDEPENDANT 

RESEARCH. 
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PHASE THREE - ApPROyN. 

THIS P,ROCESS COULD TAKE BETWEEN TWO-SIX MONTHS .. DEPENDING UPON THE TYPE OF 

LEGISLATIVE BODY OR REGULATORY AGENCY WHICH MUST GIVE ITS APPROVAL PRIOR TO 

THE ACTUAL IMPLEMENTATION OF THE PLAN AND ASSESSMENT CENTER PROCESS. 

GENERAlLY SPEAKING, CITY AND COUNTY GOVERNMENTS ACT MORE SWIFTLY ON PLANS 

SUCH AS THE ONE DESCRIBED AND MAY APPROVE OR DISAPPROVE AFTER A SHORT STUDY 

AND SEVERAL MEETlOOS~ AT THE STATE OR FEDERAL LEVEL .. rDWEVER/ 

IMPLEMENTATION OF THESE PLANS MAY REVOLVE AROUND THE TIME SCHEDULING OF 

MAJOR BO'ARDS SUCH AS THE STATE PERSONNEL BOARD OR THE DEPARTMENT OF 

PERSONNEL ADMINISTRATION .. OR EVEN LEGISLATIVE BODIES SUCH AS THE CALIFORNIA 

OR U. S. LEGISLATURE. IN ANY CASE I HOWEVER .. THE RESULT OF STUDIES AND 

COMPILATION OF DATA IN PHASE Two WOULD RESULT IN THE FORMATION OF A PROPOSAL 

AND MASTER PLAN TO BE PRESENTED TO THE REGULATORY/LEGISLATIVE BODY FOR 

APPROVAL AND SUBSEQUENT ALLOCATION OF ANY NECESSARY RESOURCES TO AUGMENT 

STAFF .. EQUIPMENT OR FACILITIES. IT IS IMPORTANT TO NOTE I HOWEVER .. THAT 

CONTACT WITH THE REGULATORY BODIES AS MENTIONED BRIEFLY BEFORE SHOULD NOT BE 

INITIATED ONLY DURING THE FINAL PHASES OF THE TRANSITION PLAN .. BUT RATHER, 

THROUGHOUT THE BEGINNING OF THE PLAN TO KEEP THE REGULATORY BODY APPRISED. 
. , 

ACCEPTANCE OF A PLAN OF WHICH THE REGULATORY BODIES HAD PRIOR KNOWLEDGE AND 

PERHAPS INPUT IS OFTEN TIMES MUCH SMOOTHER. 

PHASE fOUR· - URBf,NTATI(Jf 

THREE MONTHS WOULD BE A GENERALLY ACCEPTABLE TIME FRAME TO IMPLEMENT THE 

FINAL PROCESS OF UTILIZING ASSESSMENT CENTERS AS A MANAGEMENT PROMOTIONAL 

TOOL. WHILE THIS TIME FRAME MAY SEEM SOMEWHAT SHORT} THE IMPLEMENTATION 
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STAGE DOES NOT NECESSITATE EXTENSIVE TIME PERIODS BECAUSE, RATHER THAN 

FORMING A GROUP OR UNIT OR PLACE THAT NOW ADMINISTERS A PROCESS , "THIS PLAN 

IS MERe.. Y IMI\JTATING A NEW PROCESS TO BE MANAGED AND A1l1I~ISTERED BY I FOR 

THE MOST PART:,. E)CISTING PERSONNEL AND FACILITY RESOURCES. THE MAJOR WORK 

BASE FOR THIS PHASE INVOLVES THE ACTUAL PROGRAM PERSONNEL MORE THAN THE 

CRITICAL MASS COMMITTEE. THE CRITICAl.. MASS COMMITTEE AT THIS POINT WOULD 

RELIEVE ITSELF OF ITS HANDS-ON RESPONSIBLITIES AND ACT IN AN ADVISORY 

CAPACITY TO PROGRAM PERSONNEL IN THE TESTING AND SELECTION UNIT OF THE 

DEPARTMENT TO ENDORSE THEIR ACTIVITIES AND' PROVIDE GUIDANCE ON THE 

TRANSiTION PROCESS WHERE NECESSARY· THE MAIN WORK ITSELF WOULD CONSIST OF 

VERY SPECI.FIC TRAINING SES~IONS FOR POTENTIAL CANDIDATES , ASSESSORS, 

TRAINING AND SELECTION STAFF OR OTHER INTERESTED PARTIES WHICH HISTORICALLY 

DESCRIBES THE USE OF THE PROCESS, HOW THE DECISION WAS MADE TO UTILIZE IT IN 

THE AGENCY AND EXACTLY HOW THE PROCESS WORKS· THESE COURSE WOULD ALSO BE 

USED TO ·SELL- THE PROCESS ONE FINAL TIME TO REASSURE ALL. PARTIES INVOlVED 

THAi IT IS A WELL THOUGHT OUT I PLANNED AND IMPLEMENTED PROCESS WHICH HAS HAD 

THE INPUT OF A DIVERSE GROUP OF PARTIES ALL WITH A LEGITIMATE AND INTENSE 

INTEREST IN THE SIJCCESS OF THE PROCESS AND THE EMPLOYEES v,'HICH IT WILL 

ASSESS. POTENTIAL CANDIDATES WILL, AT THEIR ORIENTATION SESSIONS, BE GIVEN 

AMPLE DOCUMENTATION ON THE ASSESSMENT CENTER PROCESS TO FURTHER STUDY AT 

THEIR LEISURE. THIS WILL LESSEN THE ANXIETY OR APPREHENSION OF A NEW SYSTEM 

AND ENSURE THAT THESE FACTORS .HAVE A MINIMAL EFFECT ON ANY SUBSEQUENT 

TESTING AND SCORING EFFORTS· (JOINER) 1984: 442) 

AT LAST} THE NEW PROCESS ISIN Pu\CE AND ~~HEDULED FOR ALL SUBSEQUENT 

EXAMINATIONS AT THE MANAGEMENT RANK LEVEL. AT THIS TIMEJ ANNOUNCEMENT OF' 

THE IMPLEMENTATION WOULD BE. SENT TO THE P'EACE OFFICERS STANDARDS AND 

TRAINING COMMISSION CONFIRMING THAT THEY WILL OBSERVE THE PROCESS AND ALSO 
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LETTERS WOULD BE SENT TO NEARBY REGIONAL DEPARTMENTS WHO MIGHT HAV.E AN 

INTEREST IN THE PROCESS AND LATER WISH TO JOIN IT TO MAXIMIZE 

STANDARDIZATION OF EFFECTIVE TESTING AND MINIMIZE COST. 

TB:tIIll.OGY C(I[.uJS 1(1 

As THE IMPLEMENTATION GROUP EMPLOYS THE TECHNOLOGIES LISTED IN THE VARIOUS 

PHASES OF THE IMPLEMENTATION TRANSITION STAGE I THEY WILL HAVE COVEReD ALL OF 

THE MAJOR ISSUE,AREAS NECESSARY TO SUCCESSFULLY IMPLEMENT THE STRATEGIC 

PLAN· By CONSIDERING POTENTIAL PROBLEM AREAS OR ISSUES IN ADVANCE OF THEIR 

OCCURRENCE AND USING CONTINGENCY PLANNING 1 THE CRITICAL MASS GROUP WILL BE 

WELL PREPARED TO QUICKLY ANALVZE AND HANDLE CONFLICTS WHICH MAY ARISE IN THE 

TRANSITION PHASE9 UTILIZING THIS PROCESS} THIS ST~ATEGIC PLAN WILL HAVE THE 

BEST CHANCE OF SUCCEEDING IN A ·WIN-WIN~ SCENARIO FOR ALL OF THE MAJOR 

STAKEHOLDER AND CRIi'ICAL MASS GROUPS WITHOUT SACFHFICING THE INTENT AND 

PURPOSE OF THE STRATEGIC PLAN~ 
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TODAY} LAW ENFORCEMENT IS A RAPIDLY CHANGING PROFESSION IN A FRENETICALLY 

CHANGING ENVIRONMENT. A PLETHORA OF ISSUES AND ETHICAL DILEMMAS SUCH AS THE 

INFUSION OF HIGH TECH INTO THE POLICE ENVIRONMENT} IN-HOME CUSi'ODY PROGRN1S} 

MERCY KILLING HOMICIDES AND CRIME RATES TIED TO THE EBB AND FLOW OF THE 

NATIONAL ECONOMY DEMAND THAT TO~AY/S POLICE AGENCY AND ITS MANAGERS BE MORE 

PROGRESSIVE AND FLEXIBLE THAN EVER. YET THE WAY WE TE5f AND SELECT OUR 

POlICE MANAGEMENT STAFF SEEMS TO HAVE REMAINED LARGELY THE SAME FOR THE LAST 

50 YEARS} IRRESPECTIVE OF THE AVAILABILITY OF A NEW AND MORE ACCURATE 

TESTIN~ TECHNOLOGY. WHILE WE HAVE ENTRUSTED THE PUBLIC SAFETY IN PART TO 

OUR RELIANCE ON HIGH TECHNOLOGY ITEMS ... WE ARE RELUCTANT TO ENTRUST WHETHER· 

OR NOT WE WILL GET PROMOTED TO THE HIGH-TECH EQUIVLENT IN THE ARENA OF 

TESiING AND SELECTION. 

THE SIMPLE TRUTH IS THAT AS THE JOB OF A POLICE MANAGER BECOMES MORE COMPLEX 

AND CRITICAL} SO MUST THE PROCESS BY WHICH WE SELECT OUR MANAGEMENT STAFF. 

THE CONSEQUENCE OF ERROR IN SELECTION·AT THIS LEVEL IS TOO COSTLY TO DO 

OTHERWISE. 

IN THE BEGINNING OF MY STUDY AND IN A EFFORT TO NARROW THE GENERAL ISSUE TO 

BE DISCUSSED} A FUTURES WHEEL AND LITERATURE SCANS HELPED TO BRING THE 
, ' 

ESSENCE OF THE ISSUE IN:O MORE CLARITY. IT BECAME APPARENT THAT WHILE WE 

ARE JUST BEGINNI'-IG TO SEE THE USE OF ASSESSMENT CENTERS FOR MANAGEMENT 

PROMOTIONS} THEY HAVE} IN FACT; BEEN IN USE ON A LIMITED BASIS BY VARIOUS 

GOVERNMENT AGENCIES SINCE THE 1940's. IT SEEMS IRONIC} AGAIN THROUGH 

LITERATURE SCANNING}' THAT THE PROCESS ALMOST DROPPED FROM SIGHT AND WAS 

-120-, 



, 
LATER PICKED UP BY PRIVATE INDUSTRY ALMOST EXCLUSIVELYG ONlY RECENTlY HAS 

GOVERNMENT RETURNED TO THE PROCESS. ,BuT IN ORDER TO REALLY ASCERTAIN 

WHETHER OR,NOT THE ASSESSMENT CENTER PROCESS WOULD GAIN A SECURE FOOTHOLD 

AND THEN BECOME THE-PREDOMINANT TESTING PROCESS OF THE FUTURE FOR MANAGEMENT 

LEVEL PROMOTIONS, A FORECASTING EFFORT WAS UNDERTAKEN. UTILIZING RECOGNIZED 

FORECASTING TECHNIQUES, A NOMINAL GROUP IDENTIFIED A SUBSTANTIAL LIST OF 

FUTURE Issues WHICH WAS LATER PARED DOWN TO FIVE KEY ISSUES FOR THE 

FORECASTING PROCESS. THESE TRENDS WERE LATER COMBINED WITH FORECASTED 

EV~NTS FOR THE FUTURE AND CROSS IMPACTED TO ALL0.W FOR THE FORMULATION OF 

THREE FUTURE SCENARIOS PROJECTED APPROXIMATELY', EN YEARS FROM THE PRESENT. 

THE FORECASTED SCENARIO UTILIZED FOR THE REMAINDER OF THE STUDY WAS ONE -

WH~CH PROJECTED THAT ASSESSMENT CENTERS WOULD BE USED AS A TESTING METHOD 

FOR P~,ICE MANAGERS Ofi A SOMEWHAT LIMITED BASE} BUT WITH A GRADUALLY 

INCREASING TREND DUE IN PART TO SEVERAL SOCIAL} POLITICAL, ECONOMIC AND 

TECHNOLOGICAL REASONS. OF NOTE} THE STUDY GROUP DETERMINED THAT ASSESSMENT 

CENTERS COULD WELL BE USED ON A MUCH LARGER SCALE TODAY AND THEIR HIGH COST 

FACTOR MITIGATED TO SOME DEGREE BY THE USE Or REGIONAL TESTING} REMOTE VIDEO 

EQUIPMENT AND CAFETERIA STYLE EXERCISES WHICH COULD BE DESIGNED TO FIT THE 

MORE GENERIC NEEDS OF THE JOB REQUIREMENTS FOR A POLICE MANAGER· 

THE GROUP ALSO FORECASTED THE CONTINUED INVOLVEMENT, AS A MUST FOR THE 

IMPLEMENTATION OF ANY. NEW TESTING PROCESS SUCH AS ASSESSMENT CENTERS} OF A 

MULTI-DISCIPLINf.qy GROUP' OF SUBJECT AREA EXPERTS WHO HAVE A DEFINITE STAKE 

IN THE FV"'URE UTILIZATION OF ASSESSMENT CENTERS· THOSE STAKEHOLDERS OF 

COURSE WERE NOT RANDOMLY ASSOCIATED} BUT RATHER CONNECTED. BY THEIR VARIOUS 

SPECIAL INTEREST GROUPS AFFILIATIONS WITH SOME OF THE MORE PERTINENT ISSUES 
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SURROUNDING TESTING AND SELECTION SUCH AS ETHNIC BIASI FAIRNESS" JOB 

RELATEDNES~I PREDICTIVE VALIDITY AND COST. 

A STRATEGIC PLAN ro' IMPLEMENT ASSESSMENT CENTER PROCESSS IN A POLICE , , 

DEPARTMENT WAS DEVELOPED UTILIZING THIS MULTI-DISCIPLINARY GROUP OF 

STAKEHOLDERS AND LATER PARING THEM DOWN TO THE CRITICAL MASS. THE CRITICAL 

MASS WAS USED BECAUSE IT REPRESENTED A BROAD BASE OF KNOWLEDGE AND SUPPORT 

FOR THE PROCESS WITH A RESULTANT HIGH CREDIBILITY LEVEL OF THE END PRODUCT. 

THESE' REPRESENTATIVE CRITICAL MASS STAKEHOLDERS} BECAUSE OF THEIR POSITIONS 

WITHIN GOVERNMENT AGENCIES AND SOCIETY IN. GENERAL} ALLOWED FOR THE USE OF 

NEGOTIATION STRATEGIES SUCH AS ASSOCIATION AND BlANKET WHICH GUARANTEED A 

HIGH EXPOSURE RATE TO VARIOUS SEGMENTS OF OUR PROFESSIONAL SOCIETY CONCERNED 

WITH THE TESTING AND SELECTION PROCESS AND MADE THE PROCESS MUCH EASIER TO 

SELL TO REGULATORY G'ROUPS. 

IF THE EVENTS AND TRENDS PROJECTED IN THIS STUDY, AS WELL AS THE RESULTANT 

STRATEGIC PLAN, TRANSITION AND IMPLEMENTATION PLANS, WERE MOVED, FROM THE 

HYPOTHETICAL TO, THE ACTUAL, THE PROCESSES USED IN THIS PAPER ~VE SHOWN THAT 

IN ORDER FOR A DESIRED FUTURE TO BE ONE WHICH IS REPRESENTATIVE OF THE· 

DESIRES OF THE FORECASTER AND STAKEHOLnF.R, THE PROPER METHODOLOGY, 

TECHNOLOGIES AND STRATEGY MUST BE INTERWOVEN TO HAVE THE DESIRED FUTURE 

STATE ARRIVE WITH STABILITY RATHER THAN TURBULANCE AND UNCERTAINTY. IN THE 

SPECIFIC CASE OF THE EMPLOYMENT OF ASSESSMENT ~ENTERS FOR MANAGEMENT .RANK 

Ti"STI NG AND SELECTION, WE MUST STRIVE FOR A STABLE FUTURE PREDICATED ON THE 

APPROPRIATE AND PROPER SELECTION OF, OUR MANAGEMENT PERSONNEL WHO SET THE ' 

COURSE FOR LAW ENFORCEMENT'S LONG RANGE FUTUR~ AND TRANSLATE STRATEGY INTO 

THE TACT I CS I TACT! CS 'I NTO . ACT ION.I AND ACT I ON I NTO GOAL ACH I EVEMENT • 
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At-tachment #2 

EVENT EVALUATION FORK 

-- - -.- - - - - - - - - - - - _._. - -- - - - --~- - - - - - - - - - - .. - .. - - - -- - -- - - - - .. - .... - - .... _. 

EVENT STATEMENT 
Year-i:fuit-
robabilit 

First 
Exceeds 

- - - - - - - - - - - - - -- - - - - - - - - - - - - - - - - -- I -
Zero 

1) California courts require multi-phase 
assessment testing to eliminate racial/ 
cult~ral bias in management positions. 

2) City/County/State personnel boards 
require assessment centers above 
supervisory salary range€. 

3) The use of assessment centers is a pre
requisite for management level 
promotions prior to receipt of federal 

___ f~!1'!~~!'.il_!!!.s_. ____________________ . __ _ 

4) Assessment centers are no longer used 
because of lack of funds and oversized 
candidate pools as departments grow 

1990 

1992 

1991 

1990 

__ larger -___________________ .:. _ h_ 1 ____ . __ _ 

5) Budget limiting propositions similar to 
Proposition 13 (Gann/Jarvis) become law. 

~-.---.---.-.------.:-.-.- - - .. - - - - -

1989 

PROBABILITY 

By 1992 
(0-100) 

36.6 

13 

27.5 

By 1997 
(0-100) 

58.3 

34 

45 

NET 
It1PACT 
ON THE 

NET 
HlPACT 
ON LA\! 

ISSUE ENFORCE-
AREA MENT 

(-to to +10)(-10 to +10) 

+7.6 +6.3 

+8 +7.4 

+9 +6.5 

12.5 118.7 -8.25 -3 

35 149.7 -5 -5 

" 
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A'ITACHMENl' # 4 

TREND EVALUATION FORK 

LEVEL OF THE TREND 
(Ratio: Today'" 1(0) 

TMIID STAmtKRT I 
.5 Yearn ,Today "Will 00" "Should 

Ago In 10 be" In 
Yeam 10 Years 

18) Increasing I'Ilanagement workload with a 
decrea~e in fundi~ for law enforcement 60 100 175 90 
adUli nis t rati onl ope ra ti om • 

• 

15) Increasi~ demand for testi'lJ which 
eliminates the effects of sexual! 65 100 205 130 
ethnic bias • 

.5) Increasi ~ involvement of the COlI rts in 
the makeup and administration of 56 100 190 115 
pr<Dotional testi~. . 

I 
4) Increased use regionalized promotional 

tee ti ng by law e nf 0 rcelle nt . age ncies. to 
.tandardize quality and share costs. 22.5 100 180 157 

' . .... 
n roST plays a more dminant/ regulatory 

role in the development of law 
enf orcement prOilotion exam , 60 100 125 290 
stands rdizati on. 

- - - --- ------ -- -- ----
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\ ,. ASSESS£MT cENTER PROCESS SURVEY 

THE CALIFORNIA HIGHWAY PATROL, SAN BERNARDINO COUNTY SHERIFF'S DEPT" 
SACRAMENTO COUNTY SHER IFF'S DEPT 0 I SANTA ROSA POL I CE DEPT 0 J STOCKTON POL I CE 
DEPT-} OAKLAND POLICE DEPT~, RICHMOND POLICE DEPT-, BAKERSFIELD POLICE 
DEPT 0" SAN FRANCISCO POLICE DEPT 0 AND UNION CITY POLICE DEPT. WERE CONTACTED 
REGARDING THE ASSESSMENT CENTER PROCESS. BELOW ARE THE QUESTIONS ASKED AND 
A SUMMARY OF THEIR RESPONSES: 

L· WHAT TESTING PROCESS WAS PREVIOUSLY USED? 

ALL TEN AGENCIES HAVE PREVIOUSLY USED THE CONVENTIONAL TESTING PROCESS 
WHICH CONSISTED OF EITHER A WRITTEN AND ORAL EXAM, OR A STRUCTURED ORAL 
ONLY. ALTHOUGH THE CALIFORNIA HIGHWAY PATROL USES THE ASSESSMENT 
CENTER PROCESS, IT IS ONLY USED FOR CAREER DEVELC?MENT, THEY STILL USE 
A WRITTEN AND ORAL EXAM FOR PROMOTIONS. 

THE ASSESSMENT CENTER PROCESS IS USED FOR A WIDE RANGE OF 
CLASSIFICATIONS SUCH AS LIEUTENANTS, CAPTAINS, ASSISTANT CHIEFS, SAFETY 
MANAGEMENT EMPLOYEES} AND DEPARTMENT HEADS· 

2. Is CURRENT ASSESSMENT CENTER CONDUCTED BY CITY/COUNTY OR PRIVATE 
CONSULTANT? 

STOCKTON POLICE DEPT., BAKERSFIELD POLICE DEPT., SAN FRANCIS.CO POLICE 
DEPTo, RICHMOND POLICE DEPT-, AND OAKLAND POLICE DEPT. HIRE OUTSIDE 
CONSULTANTS TO ADMINISTER THE ASSESSMENT CENTER PROCESS. SACRAMENTO 
COUNTY SHERIFF'S DEPT, AND THE CALIFORNIA HIGHWAY PATROL CONDUCT THE 
ASSESSMENT CENTER PROCESS WITH INHOUSE STAFF· SAN BERNARDfNO COUNTY 
SHERIFF'S DEPT. CONDUCTS THE ASSESSMENT CENTER PROCESS WITH THEIR 
STAFF; HOWEVER, THEY DO HIRE OUTSIDE EVALUATORS. 

3. WILL THEY CONTINUE TO USE THE ASSESSMENT CENTER OVER THE NEXT 5 OR 10 
YEARS? . 

THE MAJORITY RESPONDED TO THIS QUESTION WITH RYES THEY WILL CONTINUE 
TO USE THE ASSESSMENT CENTER PROCESS FOR AS LONG AS THEY CAN OR 
INDEFINITELI' • 

4. WAS THE ASSESSMENT PROCESS LESS/MORE EXPENSIVE THAN CONVENTIONAL 
TESTING? 

ALL AGREED THE PROCESS IS VERY COSTLY AND LASOR NTENSIVE. THE COST 
CAN RANGE FROM $4}OOO TO $9,000 DEPENDINr ON THE SERVICES PROVIDED BY 
THE CONSULTANT. 
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5. HAs THE- PROCESS PROVEN RELIABLE IN SELECTING SUCCESSFUL MANAGERS? 

, NINE OF THE TEN AGENCIES CONTACTED INDICATED THE RESULTS OF THE 
ASSESSMENT CENTER PROCESS HAVE PROVEN TO BE EXTREMELY RELIABLE IN 
SELECTING SUCCESSFUL MANAGERS. THEY HAVE BEEN VERY PLEASED AND 
SATISFIED WITH THE RESULTS. 

BETH GARRETT OF UNION CITY POLICE DEPT. INDICATED THE RESULTS ARE 
QUESTIONABLE AND IT IS HER OPINION THAT YOU CAN OBTAIN THE SAME RESULTS 
USING OTHER TESTING METHODS. 

ALSO} YOU REQUESTED I CONTACT TEN OTHER LAW ENFORCEMENT AGENCIES WHO DO NOT 
USE THE ASSESSMENT CENTER PROCESS. THOSE AGENCIES CONTACTED WERE SAN LUIS 
OBISPO COUNTY SHERIFF',S DEPT.} FORT BRAGG POLICE DEPT." SANTA BAABARA POlICf:. 
DEPT· 1 Los ANGELES POLICE DEPT.} FAIRFIELD POLICE DEPT-} PLACERVILLE POLICE 
DEPT.} DEPT. OF ALCOHOLIC BEVERAGE CONTROL, DEPT. OF CONSUMER AFFAIRS} 
REDDING POLICE DEPT.} AND SANTA CLARA COUNTY SHERIFF/S DEPT. THE QUESTIONS 
ASKED AND A SUMMARY OF THEIR RESPONSES ARE BELOW: 

L· ARE YOU COMPLETELY SATISFIED WITH THE CURRENT TESTING PROCESS? 

ALL THE AGENCIES INDICATED THEY WERE COMPLETELY SATISFIED WITH THEIR 
CURRENT TESTING PROCESS. THE MAJORITY/S TESTING PROCESS CONSISTS OF A 
WRITTEN AND ORAL EXAM· 

2. HAVE YOU HEARD OF OR CONSIDERED THE ASSESSMENT CENTERS AS A TESTING 
METHOD? 

SANTA CLARA COUNTY SHERIFFJ'S DEPT.} PLACERVILLE POlICE DEPT.} FAIRFIELD 
POLICE DEPT.} Los ANGELES POLICE DEPT. AND SANTA BARBARA POLICE DEPT. 
HAVE HEARD OF THE ASSESSMENT CENTER PROCESS AND USED IT AT ONE TIME IN' 
THE PAST. SOME AS CURRENT AS TWO YEARS AGO AND SOME AS FAR BACK AS 12 
YEARS AGO. THEY DISCONTINUED THE ASSESSMENT CENTER PROCESS BECAUSE IT 
WAS TOO TIME CONSUMING AND COSTLY· 

REDDING POLICE DEPT,} FORT BRAGG POLICE DEPT. AND SAN LUIS OBISPO 
COUNTY SHERIFF'S DEPT. HAVE ALL HEARD OF THE ASSESSMENT CENTER PROCESS 

'BUT HAVE NO INTENTION OF USING IT. 

DEPT.' OF CONSUMER AFFAIRS AND DEPT. OF ALCOHOLIC BEVERAGE CONTROL HAVE 
NOT HEARD OF THE ASSESSMENT CENTER PROCESS. 

3, Is COST A FACTOR IN CHANGING TO THE ASSE~SMENT CENTER PROCESS? 

ALL THE AGENCIES EXCEPT FAIRFIELD POLICE DEPT. AND REDDING POLICE DEPT. 
AGREED THAT COST WAS A MAJOR FACTOR IN CHANGING TO THE ASSESSMENT 
CENTER PROCESS. HOWEVER} FAIRFIELD AND REDDING POLICE DEPARTMENTS 
INDICATED THAT COST WAS NOT THE REASON FOR NOT CHANGING TO THE 
ASSESSMENT CENTER PROCESS , AND THAT THE REASONS FOR NOT WANTING TO 
SWITCH WAS THE PROCESS WAS TOO TIME CONSUMING AND THE RESULTS WERE' 
QUESTIONABLE. 
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Do YOU FORESEE YOUR AGENCY SWITCHING TO ASSESSMENT CENTERS IN THE 
FUTURE? IF SO} WHEN? L-LO YEARS (SPECIFIC) IF NOT} WHY? 

ALL THE AGENCIES HAVE NO INTENTION OF EVER SWITCHI~G TO THE ASSESSMENT 
CENTER PROCESS. THEY ARE ALL COMPLETELY SATISFIED WITH THEIR CURRENT 
TESTING PROCESS. 
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WMIUTY Arw..ys IS: RAIl NG 

I 
II 

III 
IV 

SUPERIOR. BmER THAN ANYONE aSE. BEYOND PRESENT NEED. 
BETTER THAN AVERAGE. SUITABLE PERFORMANCE. No PROBLEMS. 
AVERAGE. AcCEPTABLE. EQUAL TO CQMPETITION. NOT GOOD} NOT BAD. 
PROBLEMS HERE. NOT AS GOOD AS IT SHOULD BEe DETERIORATING.' 
MUST BE IMPROVED. 

V REAL CAUSE FOR CONCERNe SITUATION BAD. CRISIS. MUST TAKE ACTION 
TO mPROVE. 

CATEGORY 

MANPOWER 
TECHNOLOGY 
EQUIPMENT 
FACILITY 
MONEY 
CALL~ FOR SERVICE 
SUPPLIES 

MANAGEMENT SKILLS 
p.O. SKILLS 
SUPERVISORY SKILLS 
TRAINING 
ATTITUDES 
IMAGE 

COUNCIL SUPPORT 
C.M. SUPPORT 
GROWTH POTENTIAL 
SPEC IAL TI ES 
MGMT. FLEXIBILITY 
SWORN/NON-SWORN RATIO 

PAY SCALE 
'BENEFITS 
TURNOVER 
COMMUNITY SUPPORT 
COMPLAINTS REC'O 
ENFORCEMENT INDEX 

TRAFFIC INDEX 
SICK LEAVE RATES 
MORALE 
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IV V 
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ATTfOIDT R 

STRATEGIC NEED AREA: PRclm:10fW.. TeSTiNG 

CAPABILIlY ANALYSIS: RATING 2 

I CUSTODIAL - REJECTS CHANGE 
II PRODUCTION - ADAPTS TO MINOR CHANGES 

III MARKETING - SEEKS FAMILIAR CHANGE 
IV STRATEGIC - SEEKS RELATED CHANGE 
'v FLEXIBLE - SEEKS Nova CHANGE 

CATEGORY 

TOP MANAGERS: 

MENTALITY/PERSONALITY 

SKILLSITALENT 

KNOWLEDGE/EDUCATION 

ORGANIZATION CLIMATE: 
CULTUREINORMS 

REWARDS/INCENTIVES 

POWER STRUCTURE 

ORGANIZATION COMPETENCE: 
STRUCTURE 

RESOURCES 

M I DOLE MANAGEMENT 

LINE PERSONNEL 

I II 

...L 

-' 

III IV v 
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7. 
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9. 

O. 

Ethni c: Advis ory 
Groups 

Courts 

Pers/Selec:t1on 
Units 

City/County 
C'ounc:ils 

POST 

POAs 

AA/EEO Units 

Chiefs 

Employees 

Police 
Commissi OIlS 

ATII£II£NT fflA 

Keadi28s/C&pability Chart 

READINESS CAP AS IL ITY 

High Medium Low High Medium Low 

X X 

X X 

X X 

X X 

X X 

X X 

X X 

X X 

X X 

X X 
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STAICElQ,JEt LIST -

l~ POAs 
2. POfOC -
3 •. ~ST 
4. CPOA 
5 IACP 
6 CITY COUNCILS 
7. COUNTY BoARDS OF SUPERVISORS 
8. BUDGET OFFICE 
9. TESTING AND SELECTION UNITS 

10. PERSONNEL DEPARTMENTS 
11. ACADEMIC INSTITUTION$ 
12. POLICE ACADEMI~S 
13. EMPLOYEE (INDIVIDUALS) 
14. AFFIRMATIVE ACTION/EED PERSONNEL 
15. THE COURTS 
16. PRIVATE PERSONNEL CONSULTANTS 
17. LABOR RELATIONS· OFFICERS 
18 .. THE MEDIA 
19. THE PUBLIC 
20. POLICE CO~MIsstoNS 
21. POLICE CHIEFS 
22. LINE SUPERVISORS 
23. Fens 
24. ETHNIC/WOMENS ORGANIZATIONS 
25. STATE PERSONNEL BOARD 
26. CRIMINALS 

., 
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AlTf£}IOT fI9 
DEPARTM.ENT OF ruSTICE 

A~~ ________ ~ ________ _ 

NAME SPECIAL AGENT IN CHARGE 
B'--~O~A·TrK-----------------------

PERFORMANCE RATING 
c~~~~~ ____________ _ 

SUPERVISOR 

, • UNACCEPTABLE ~ - aiLowitANDARO 5 - OUTSTANDING NR - NOT RATED 
CRITICAL TASKS 

ask 
1. OMInw, ..... Iew, and evMIne pwfOiu __ .... pell_tid of 
, IlUbortIln--. 

Cl ObnrYe perlormll~ 
Cl A .... or 1'l .... lu.t1I P8f'fonmIra end demonstraad ulUlla 
Cl Documlnt perforrmancs end cllmonstmtd skills . 
CJ Advi .. employ .. of. performlnell 
Cl Implemitnt pllns tor development 

2. o-Iott, K1h1_. and rntimIl",un~ ~ lind cbju'dNlo 
Cl D""IOP unit goeta and objilCtlYft wnh manlgllMlIfIt ~rcwl 
Cl C<lmmunicatl gel II Ind objlCti_ to subardlrl8t1lll , 
CI A ..... unit operations in terms of mlOting IP5IlIlInd cblcctlva 
Cl RlPort SToI~1 of _. and objeti ..... as "",,,im 
Cl Achieve gOtls and otljactivn 

10. 

o 
3. K..., ~t ......... 01 unit MdYidln SlId odIer oiraum- 0 

st_ whictt nIII¥ effwct ~ioI'& , " , 
CI Provicill nteHArV information to munlgaTltnt on unit IlCUVttlSll. 

11. 

Os;l4lrltlOnil stlIIWI. accomplishments. &na probllm. 
Cl J nform manlQllment of circumnanca which m.., imptlC't 

unit operations 
CI Notify manlglment of pending or pomntitll ProblflfT1s which 

m.., Iffect aOJ. 

4. I mptlmom the tIfI'fts IlInd COMlIti_ of CGlleatlw b~iftlll 

~terml and condition~ c:'t coIl~ve bargaining .00-
ments for sp8Ciflc bll'IJIMnlng uneu 

CI Ensure thet terms and conditions ot egreaments arQ edhorctd 
to in work unit 

Cl lcillntify lind document I.bar Nllticna problem illl:USII 

5. Communication 
CI C<lmmuniclltl effectivelV ortllV and In _itil19 
:J Provicb Min.n ana orlll instructions to subordinatoll 
CI Mlintein li"tOn with clients. Ifl9Ilnatf •• lIIad ageneiea. 

rl!qumlrs. and IIW entorcamant fti'ninistratol'l! 
Cl Establiah communication conduit from malUJ9lltl1ent to 

subbrdinttH through chlin of commana 
Cl RMQond to ,"QUiri. from mln89lf'/'lGnt. Il1lialllwl'O. the 

public. and the m..:1i1 
Cl Maintain workinq relationship with SCI F 
C Establiah contact for cooperative relltionahipo with othelr 

Special Agents in Charga 

6. AIIOCIIUI reIQUI-. aai9n work Ind ~Iity. /Mimei., 
qUllity contrcH. end .-: priorit .. fev lIUOofdiMUI 1ItIrff. 

o Obta," and lilceati resourCIII to lCCompiiah unit worldo= 
Cl ASSign sPlCific work andlor ras;lonsibditin to suaordinatOll 
ClSllt work priomi" for subordinltl stiff 
CI Establish quantity UIaIITIlflt and COntrol mGaUNlS 
Cl Ensu", thlt 1r'llIIIti9:ltive activitY il in KII:Ofd with currant 

laMlnd dlcisions 
Cl Assume dutin of superior II auiQned 

12. 

D 
13. 

o 
14.. 

D 19. 

7. R-.ond to employ. COI'IC8mI, nmpleintl •• --. 4nd 01h::7 D 
collective 'blirtlinm. iauw. IInIII 18OIN1SInenCil .FOtItiata 1'\!IIJ01U11cfla. 

Cl Listen to employlti 
17. 

CI Raspona to emplOY" concstm, campillintli. snd ;r1fMinCl:lS 
o Resolllll conflicts It informll6 !wit wtlen pouible 
CI Recommend appropriate solutions to man. "Mt when 

necessary 

8. L.Ci·~ialation 
Cl Determine nfl8d for L.CQlslation IX' ,I Attornoy Gonoml's 

opinion 
·0 Develop and propose L.egislltion 
Cl Identify the impect of proposed endlor onllctcxi L.ogislation 
ClAnelyz8 propou:d Il19i~!stiOn 

9. Plan. It'tand. conduct. Ind actiwly pertlcipata in briaii~. me::7linoa. 
conflrences. and spcia' pl'bjec:u. 

Cl Plen end attend 
CI Conduct or perticiQ41tll 
CI RltPresant Attorney General 
o Psr.:iclPste on advisory boards 

o 11. 

D 19. 

Initllltlt IIftd ..... ,-1Or __ /MftIIrL 

Cl Lam and 8Q;IIV me &l)pllcllble lawa. spa and OPA rulH. 
dlQ8nment policy, AfflrmatlYil Action ana eec policy 

Cl Conduct intl\'nll inllfttiglitioM 
Cl RlCommend IdYl,. ICtlonl 
[J Fllviwv pfOQClld peno~neI lCtions III'IcllMMat ~IOVH 
Clluul or mlkll'lCOl'l"lmendlitiOne for commandationo 
Cl Raoona Ina hinds _1041. incia.nu involving personnlt. 

i. ••• ICICidllntl. injuri ... snootings 
Cl PI"IIQWe or revi_ .-nploy .. _luatiOnland probationary 

I'WQOrtI 
o RI'VMw Merit Sallry Adjustment 
Cl PI'IDC8II Workers' C<lmpII1II1ion claims 

ldeift!Hy trainint ..... reoamlMftd Ilftd IlIITlInP tmnm. p7'OijIttmii * teH ... .."..iMUII. 
Cllcillnufy needs 
CI Recommend treining 
Cl ArnInQI tflinin9 Ind IllSi9n Plf'$Cnnlll 
CI Allure ntCIUirea treining (POST. CPR. Fim Aid. driving' 
Cl Vi_ f1rH1'rTII tflimng for sat,tY 

Counett e" _ .. ~ tlUbonIln-. 
Cl Admini~rltive isau., i.e., policiOll and procot!ures 
CI Promotionei oPQOnuniticn 
[J Tmnical subjecu 
CI Supervilfon 
Cl Mlnl(llimeftt 

am. end InlMVU dna ffH IUltlstlcml pu~ wd1 a pueU
efticnI.~. ~ l.Iuliutlon,lnd file ~ 

Cl G4tt1er and ntV~ 
Cl Al\8lyn to impro .... IHicienc:y Ina service 
Cl PreQit8 pubiK::5tionl. reporu. budQet. 1tC. 
Cl MIlk. rwcommencilltions re;trdlng rrtdirection of nillOUl"CllI1 

Ind devel~.nt ot Pl'09rtmS 
Cl Rapcnd to mcn8gllment inquiries regarding IlIIignment 

stIlItistics , 

K~ eumlftt In knowl" of ~O" end 111M) ea tlSChnicel 
CONUIUn1 fOf' J%IIIfticultr IJrotnm ~ system. 

r.:l Mainulln up·tO~·~" knowledge and proficiency of profllllllion 
or SOtCilltv 

ClSGrvtlIlI tllChnical consultlnt or trainer for prO;Jram, systll1Tl. 
or other arl. of IJxpertise 

COnduCl iRl;MCtlons of ot'tr8tioM. ~IMII. lGUicJmant. and 
build',. ftcilltia to _"' complillnCll with d~rtment 
reeullltiol'lL 

Cl C<lnduct inlOectionB 
o Report results 
Cl Rocommend necasaary corrections 

PIllA ~ =crdinCili. 011 dinlet ~_ imotvific c:cmpW •• 
1IIIII'HIi1".. mutt;jun.dictlonal. 011 potIntillily o.nQllt'OUl ac:til1itilll 
sucH .. undafCO'lIf ~i_. SIifIIt'dt werrant JlDf'liee. and IIrf'SUll. 

Accr.IumabilitY f~ disbu~ent end control of fundi . 
Cl ContrOl revolving fund chliCks, pettY cutI. operltor/evldonco 

funds 
ClApprove voucher and pettY cash I!xpenditul'8ll , , . 
Cl Authorize vondor and contract purchases ana raqulSItlons 
Cl Authoriztl and approve travel oxpanse claims, overtime. and 

IllYe . 

R~neibility for office sacurity me_"" 
ClObtlin. tl~, and IVllultlillarm synams 
Clldtntify Ind eliminlte hazardous conditions 
Cl Maintain I h .. lmV work environment 
CI Restrict public ICC ... 

BudQ4nerY duties 
Clldtntify NWre nHds and new programs 
Cl Recommend Ind prepare Be? with justification 
Cl Prepere budQat requests 
ClAcquire, utilize. and control allocations lind rl!l1!CUrClH 
Cl Recommend equipment ",pleclment ' 

CONTINUED ON NEXT PAGE 
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ASSESSING YWl OR6AtUlATlON'S -
(KEY lEAIERS') READUESS FOR ATI'J\CHMENT #10 

M.Dl CIWIi[ 

VERY VERY Do 
liTTLE llT"'LE SOME G'REAT GREAT NOT 
DEGREE DEGREE DEGREE DEGREE DEGREE KNOW 

ANftREJESS DllDSlotS 1 2 3 4 5 0 

1. AWARENESS OF THE NATURE OF THE ORGANIZATlON',S CURRENT ENVIROmENT JL 
2. UNDERSTANDING OF THE NATURE OF INTER-RElATIONSHIlJPS AMONG 

. ORGANIZATIONAl DIMENSIONS (EoG. PEOPLE, CULTURE, STRUCTURE, 
'TECHNOLOGY, ETC.) , 

3. ApPRECIATION THAT THE CHANGE SITUATION HAS S~1E UNIQUE AND ANXIETY-
JL 

PRODUCING CHARACTERISTICS -.L 
4. ApPRECIATION OF THE COMPLEXITY OF THE NATURE OF INTER-RELATIONSHIPS 

AMONG ORGANIZATIONAl DIMENSIONS (EoG., PEOPLE, CULTURE, STRUCTURE, 
TECHNOLOGY, ETC.) JL 

PDTIVATUIiAL. DlPEJIS HIlS 1 2 3 4 5 0 

5. WILLINGNESS TO SPECIFY A DETAILED "VISIOHR OF THE FUTURE FOR THE 
ORGANIZATION JL 

X 6. WILLINGNESS TO ACT UNDER CERTAINTY , 

=f 7. WILLINGNESS TO DEVELOP CONTINGENCY PLANS 
8. WILLINGNESS TO ACTIVATE (FOlLOW) CONTINGENCY PLANS 

JL 9. WILLINGNESS TO MAKE ACHIEVEMENT OF THE ·VISIOH" A TOP PRIORITY 
X-10. WILLINGNESS: TO ASSESS OWN THEORY OF ORGANIZAT!ONAl BEHAVIOR =x= 11. WILLINGNESS TO INCREASE ORGANIZATIONAL DISSATISFACTION =x= 12. WILLINGNESS TO USE NON-AUTHORITY BASES OF POWER AND INFLUENCE 

13. W1LLINGN~SS TO SHARE RESPONSIBILITY OF MANAGING CHANGE WITH OTHER 
JL KEY LEADERS IN ORGANIZATION 

SKIU. MD IOdtt DllOSIlJtS 1 2 3 4 5 0 

14. POSSESSES THE CONCEPTUAl SKILLS TO SPECIFY A DETAILED "VISION" OF 
THE FUTURE FOR THE ORGANIZATION JL 

15. POSSESSES ASSESSMENT SKILLS TO KNOW WHEN TO ACTIVATE CONTINGENCY 
PLANS(S) -- .-X_ 

16. POSSESSES INTERPERSONAl SKILLS TO EFFECTiVELY EMPLOY NON-AUTHORITY 
BASED POWER AND INFLUENCE JL 

17. POSSESSES PERSONAL RELATIONSHIPS WITH OTHER KEY LEAnERS IN THE 
: '/ 1 ~At4IZATION , -- JL 
; 18 .. POSSES~ ':ADY ACCESS TO RESOURCES (TIME, BUDGET ... INFORMATION PEOPLE ... 

ETC.) _X_ /. 



ATTACHMENT # llA 

Probability 

100 

90 

80 

70 

60 

50 

.40 

30 

20 

10 

1987 

EVENT EVALUATION 
Event: II 

1992 

Event Statement 

1997 

California c.ourts require mUlti-phase assessrn'ent te'5ting to 
eliminate racial/cultural bia~ in ~anasernent positions. 

Time 



ATTACHMENT #l1B 

Probability 
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1987 

EVENT EVALUATION 
Event 12 

1992 

Event Statement 

1997 

City/county/state personnel boards require assessmen~ cent2rQ 
above supervisory salary ranges. 
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1987 

EVENT EVALUATION 
Event 13 

1992 

:::vent Statement 

ATTACHMENT #llC 

1997 

The use of assessment centers is a prerequisite f0r :aanagemel1t:: 
level promotions prior to receipt of federal Lmdsl 6rants. 

Time 
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19137 

EVEN'! EVALUATION 
Event 14 

1992 

Event Sea,tement 

ATTACHMENT #11D 

1997 

Assessment centers are no longer used beca~se 0f lack of funds 
and oversized candidate pools as depart~ents grow largers. 

Time 
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EVENT EVALUATION 
EYent #5 

1992 

Event Statement 

t997 

audg~t limiting propositions similar t~ Proposition t3 
(Gann/Jarvis) become law. 
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Time 




