


LETTER FROM THE CHIEF
Attracting qualified staff, especially police officers and dispatchers, has been a challenge. If we fail to take the initiative, the challenges we face in the next five years will be unreasonably difficult. 
As we look toward the future, several priorities are clear. First, the annexation of Black Stone in a year will necessitate the hiring of 20 police officers, 2 sergeants, and 3 dispatchers. This is a sizable number of people to hire and train. Second, our police force does not reflect the demographics of our growing community. I believe our police department should mirror our community. Third, retirement projections show a significant increase in the number of people who will retire over the next five years. These realities, coupled with normal attrition, reveal the need to hire approximately 138 police officers and 27 dispatchers.

In order to meet our hiring needs, we need every member of our department helping us find the most qualified staff. This plan represents a significant step forward. However, those who participated in drafting this plan, and those assigned to the Recruitment Unit, cannot alone attain our hiring goals. We need everyone’s help! Our goals are:

· Achieve annual hiring goals to meet anticipated staffing needs

· Increase the number of Hispanic employees (by approximately 15 percent) to achieve parity with the community

· Double the number of female officers by year 2015

· Reduce dispatcher turnover by 50 percent within two years

I want to thank the Recruitment Strategic Planning Team for the excellent work this plan represents. The members of the Recruitment Strategic Planning Team are:

Sergeant Rod Blazing

Officer Angela Mendez

Officer Jim Smith

Officer Sam Fong

CSO Brenda Johns

I also want to thank Captain Jim Rolo who was the executive sponsor for the development of the Recruitment Strategic Plan. He will continue in this role as we implement the plan. Please give your utmost support to the Recruitment Unit as we begin to implement strategies for each of the goals. We must plan! We must find the right staff!

Chief Ben American

RECRUITMENT STATEGIC PLAN

INTRODUCTION

The purpose of this Recruitment Strategic Plan is to guide the recruitment efforts of this department over the next five years, 2010-2015. The annexation of Black Stone, a projected increase in retirements, and normal attrition will make recruitment in the next several years the most challenging the department has experienced in at least 20 years.

Department personnel and key stakeholders, like members of Anytown City Council and Human Resources (HR), have provided invaluable information that has helped in the development of this strategic plan. The Recruitment Strategic Planning Team says “Thank you” to each of you!

Though this strategic plan is nicely bound, it is intended to be a living document that will change as our environment changes and as we evaluate what works and what does not. Therefore, we fully expect that there may be adjustments to our goals and strategies over the course of the next five years.

Questions about any part of this plan may be directed to any member of the Recruitment Strategic Planning Team. Their names are listed in the Chief’s Letter on the previous page.

As the plan is implemented, feedback is encouraged. There is a role for every department member in the recruitment process. After all, you will be working with the police officers, dispatchers, and others that are hired over the next five years.

The first section provides an overview of the department. This is followed by an assessment of internal and external factors that affect hiring. These three sections, combined, provided the information that was needed to develop the department’s projected staffing needs - and ultimately the goals and strategies. Each of these will be addressed on succeeding pages.

DEPARTMENT OVERVIEW
Anytown Police Department serves a population of 100,000. The department has 150 authorized sworn officers and 50 professional staff, for a total staff of 200. Table One provides a summary of the current staffing.
Table One

Staffing Chart
	Classification
	Authorized
	Filled
	Vacant

	Sworn

	Chief
	1
	1
	0

	Captain
	2
	2
	0

	Lieutenant
	6
	4
	2

	Sergeant
	10
	8
	2

	Officer
	131
	105
	26

	Professional

	Manager
	2
	2
	0

	Supervisor
	4
	4
	0

	Dispatcher
	18
	12
	6

	Records Officer
	16
	14
	2

	Clerical
	5
	4
	1

	CSO
	6
	6
	0


An analysis of the past four years shows that the positions of Police Officer and Dispatcher have been the most problematic in filling, which accounts for why they have the greatest number of vacancies. 
Table Two – Department & Community Demographics provides a snapshot of the ethnic/cultural composition of the department and the community. As one can see, females and Hispanics are underrepresented as compared to the community.

A review of the current department roster reveals that only 15 percent of the department is Hispanic, as compared to 30 percent of the community. The difference is particularly evident when looking only at sworn staff, where 10 percent are Hispanic. 

Further, 26 percent of the department is female, as compared to 49 percent of the local workforce. Female officers, however, represent only 11 percent of the sworn staff. While this seems low, statewide in California, female officers only account for 12.7 percent of all sheriff, police, and community college peace officers.
  
Table Two

Department & Community Demographics

	Classification
	No.
	Gender

M/F
	Caucasian
	Hispanic
	African

Amer.
	Asian
	Native

Amer.

	Chief
	1
	1/0
	1
	
	
	
	

	Captain
	2
	2/0
	1
	1
	
	
	

	Lieutenant
	4
	4/0
	4
	
	
	
	

	Sergeant
	8
	6/2
	5
	1
	1
	1
	

	Officer
	105
	94/11
	84
	10
	6
	3
	2

	Sub-Total
	120
	107/13
	95
	12
	7
	4
	2

	Manager
	2
	0/2
	2
	
	
	
	

	Supervisor
	4
	0/4
	2
	1
	1
	
	

	Dispatcher
	12
	0/12
	8
	2
	1
	1
	

	Records Officer
	14
	8/6
	4
	4
	4
	1
	1

	Clerical
	4
	0/4
	1
	2
	
	1
	

	CSO
	6
	4/2
	2
	3
	
	1
	

	Sub-Total
	42
	12/30
	19
	12
	6
	4
	1

	Total
	162
	119/43
	114
	24
	13
	8
	3

	Percent
	74%/26%
	70%
	15%
	8%
	5%
	2%

	Community
	51%/49%
	50%
	30%
	10%
	8%
	2%


INTERNAL FACTORS

A review of factors internal to the department has identified the following potential impacts:

· The anticipated growth due to the annexation has been received positively by staff.

· The police labor contract is due to expire later this year. The last negotiation process was very contentious. The union has begun to circulate data indicating officers and other staff are ranked among the 5 lowest paid, as compared to 20 other agencies in the region.

· Exit interviews have shown an increasing percentage of officers and dispatchers leaving to go to work in other agencies in the region.

· Over the past four years, the average annual attrition rates for sworn staff are five percent and 16 percent for Dispatchers. 

· In a survey of staff, 20 percent of the sworn staff anticipates retiring over the next five years. This represents a four percent annual increase over previous years.
· A workload study of police officers and dispatchers shows a trend of growing demand for police services and the need for additional staffing.

· Historically, the City of Anytown Human Resources Department has handled the selection process. However, the projected hiring needs had not been this large in the past.

· In the past four years, no money was budgeted for recruitment. One sergeant is responsible for overseeing recruitment efforts. There has been a cadre of three part-time recruiters, all of whom are Caucasian male officers.

· The department tested only three times in each of the past several years.

· A page on the department’s website is dedicated to recruitment, but the information appears minimal.

EXTERNAL FACTORS
A review of external factors has revealed the following changes that will impact future staffing:

· Local Area Formation Commission (LAFCO) has approved the City’s request to annex the Black Stone Community in one year. The area has a resident population of 15,000, plus commercial and light industrial properties. The request included adding 20 police officers, 2 sergeants, 2 dispatchers, and 1 CSO the first year and 2 more officers in each of the following three years.

· Based on population projections for the City’s existing boundaries, the resident population is expected to grow at two percent per year for the next five years. This growth is largely the result of new development taking place in the city.

· According to census data, the city is following the statewide trend of a growing Hispanic population. The Hispanic population currently represents 30 percent of the community, but 40 percent of the Blackstone community to be annexed. The other ethnic segments of the community will remain the same or slightly decline.

· The current economy is stable. However, there are indications that the high tech industry is slowing down and there may be plant closures in the future. If the closures do occur, several thousand employees could be out of work.

· The City is financially solvent. There does not appear to be any significant funding issues on the horizon, due to past fiscal prudence, which allowed for building a sizable reserve.

· A survey of surrounding police departments shows that the percentage of female police officers ranges from 15 to 18 percent, which is above the statewide average.

· All of the city council members were interviewed, as well as the city manager. They strongly voiced their desire to see more female and Hispanic officers on the street. In fact, they would like to see the department double the percentage of female officers. The city manager said he would be willing to supplement the police department recruitment budget if he were convinced that the department had a plan that would achieve this goal.

· The new HR director indicated a willingness to work with the police department to improve the recruitment process. She had some ideas based on her experience in another city.

· A telephone survey of a few community based organizations, including two faith-based Hispanic churches, revealed they had been unaware that the police department might be interested in recruiting more Hispanic officers. There was an interest in partnering with the police department to address recruitment and other issues.

PROJECTED STAFFING NEEDS
Table Three – Projected Hiring Goals reflects staffing needs anticipated over the next five years, based on projected hiring needs as a result of a work load study, annexation, and attrition. Attachment One - Staffing Worksheets depicts tables used to develop these estimates. Forty police officers and 9 dispatcher positions will need to be filled in the first year and another 37 police officers and 3 dispatcher positions will be needed in year two. Over the five-year period, a total of 132 police officers and 42 dispatchers will need to be hired.

Table Three

Projected Hiring Goals

	Classification
	Year 1
	Year 2
	Year 3

	
	Vac
	Att
	New
	Total
	Vac
	Att
	New
	Total
	Vac
	Att
	New
	Total

	Officer
	26
	14
	0
	40
	0
	15
	22
	37
	0
	15
	5
	20

	Dispatcher
	6
	3
	0
	9
	0
	3
	3
	6
	0
	3
	0
	3


	Classification
	Year 4
	Year 5

	
	Vac
	Att
	New
	Total
	Vac
	Att
	New
	Total

	Officer
	0
	16
	5
	21
	0
	16
	4
	20

	Dispatcher
	0
	4
	1
	5
	0
	4
	0
	4


The first two years will be the most challenging because of the high number of vacancies carried over in the first year, and the annexation in the second year. This five-year projection will need to be modified if additional new positions are approved for other purposes, such as an expansion of the Motor Unit or development of a Gang Unit.

The city council voiced a strong desire to see an increase in the number of Hispanic officers and professional staff, as well as female officers. In fact, they felt the number of Hispanic employees should be at parity with the community. Additionally, they expressed an interest in seeing the number of female officers doubled.

As noted above, the current department roster reveals that only 15 percent of the department is Hispanic, as compared to 30 percent of the current community and 40 percent in the Black Stone Community. Hence, hiring qualified Hispanic employees should be a priority over the next five years. Table Four – Hispanic Hiring Goal reflects the number of Hispanics that would need to be hired annually over the next five years to achieve parity with the community. This model is built on hiring 30 percent of the total positions each year. 

Table Four

Hispanic Hiring Goal

	Classification
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	Sworn
	12
	11
	6
	7
	6

	Professional
	3
	2
	1
	2
	1


Considering that 3 Hispanics are due to retire in the next five years (2 sworn and 1 professional staff), coupled with hiring an estimated 42 Hispanic police officers and 9 Hispanic professional staff, the total numbers of Hispanic staff would be 52 and 20, respectively. At the end of the five-year period, the total department staffing will be 202 (162 total positions plus the additional staffing consisting of 36 police officers and 4 dispatchers). This raises the total number of Hispanic staff to 72, or 35.6 percent.

If the number of female officers were to be doubled, 18 new officers would need to be added over the five-year time frame. Table Five – Female Officer Hiring Goal represents the proportionate number of female officers that would minimally need to be hired to bring the number of female officers up to 20 percent, factoring in the attrition of 1 female officer each year over the next five years. 

Table Five

Female Officer Hiring Goal

	Classification
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	Police Officer
	6
	6
	4
	4
	3


Recruiting, hiring, and retaining qualified dispatchers are important. Of utmost concern is the high level of turnover among dispatchers. According to a study of public safety communication centers, the national turnover rate is 17 percent.
 However, some dispatch centers have very low turnover rates. One such example is the Santa Cruz Consolidated Emergency Communications Center, which has had a 1 percent turnover.

A brief study of dispatcher turnover statistics revealed that a number of dispatcher trainees fail to pass probation and an equal number leave within two years after completing probation. A focus on dispatchers should focus on recruitment and retention. Table Six – Dispatcher Hiring Goal summarizes the number of dispatchers hires anticipated in each of the following five years.

Table Six

Dispatcher Hiring Goal

	Classification
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	Dispatchers
	9
	6
	3
	5
	4


This number may not be needed if turnover can be reduced. In the case of dispatchers, turnover should be reduced. Reducing turnover by 50 percent in the next two years should be a reasonable goal.

RECRUITMENT STRATEGIC PLAN FOLLOW-UP
Sergeant Blazing is responsible for implementation of this Recruitment Strategic Plan. He is to report directly to Captain Rolo on this project. Sergeant Blazing will attend the Chief’s Staff Meeting on the first Monday of each month to report on Recruitment Strategic Plan progress. Individuals responsible for aspects of the plan, regardless of assignment, will provide monthly progress reports to Sergeant Blazing.

RECRUITMENT GOALS
The following recruitment goals have been established. Each goal is accompanied by supporting objectives, strategies, and evaluation criteria.

Goal #1 – Achieve annual hiring goals to meet anticipated staffing needs.

Objective #1.1 – Develop a Recruitment Team that reflects the department’s hiring goals.

Strategy #1.1.1 – Select a full-time Hispanic officer, a female officer, and a dispatcher to be assigned full-time to the Recruitment Team.

Strategy #1.1.2 – Identify a diverse cadre of ancillary staff, including dispatchers, who can attend recruitment events, be a point of contact for candidates (see Strategy #1.5.3), and assist with various recruitment goals/strategies.

Evaluation Criteria – Does the recruitment team reflect the department’s annual hiring goals?

Assigned to: Sgt. Blazing

Objective #1.2 – Reduce the time required for the Hiring Process by 20 percent.

Strategy #1.2.1 – Flow chart the hiring process for police officers and dispatchers, accurately depicting in detail each step in the process from filing an application to final offer of employment, including the estimated time needed for each step.

Strategy #1.2.2 – Review the POST selection and background requirements for police officers and dispatchers.

Strategy #1.2.3 – Meet with HR to discuss labor law and personnel rules pertinent to employee selection; technology that can be employed, including online applications; and brainstorm ways to speed the recruitment and hiring process.

Strategy #1.2.4 – Prioritize options to speed the hiring process and implement as appropriate to achieve at least a 20 percent reduction in the time required for the selection process.

Evaluation Criteria – After implementing changes, compare the time required to complete a hiring process with that prior to making changes.

Assigned to: Sgt. Blazing

Objective #1.3 – Actively solicit the assistance of department employees in helping to identify and refer qualified candidates in each hiring cycle.
Strategy #1.3.1 – Conduct employee focus groups primarily comprised of officers and/or dispatchers to determine what ideas they have to improve the recruitment process, and gather information about what they like best about working for the department.

Strategy #1.3.2 – Develop a recruitment memo explaining how employees can assist with the recruitment process, including Frequently Asked Questions.

Strategy #1.3.3 – Determine the best locations to place recruitment information to facilitate employee access.

Strategy #1.3.4 – Identify a person to regularly stock employee recruitment materials.

Evaluation Criteria – Track the number of employees who participate and the number of candidates who were referred by a department employee.

Assigned to: Sgt. Blazing

Objective #1.4 – Update recruitment materials.

Strategy #1.4.1 – Collect copies of current recruitment flyers for police officers and dispatchers. Review these materials to ensure the information is current and accurate. Update as needed.

Strategy #1.4.2 – Determine the number and type of recruitment materials, including exhibit promotional “give-aways,” and amount of money needed to have the necessary materials printed.

Evaluations Criteria – Obtain employee and candidate feedback on revised recruitment materials.

Assigned to: TBD
Objective #1.5 – Personalize the recruitment process.

Strategy #1.5.1 – Develop a police officer and dispatcher candidate email database.

Strategy #1.5.2 – Send out brief monthly emails to candidates providing them with information about current events in the department and general information about the recruitment and selection processes.

Strategy #1.5.3 – Develop a list of recruitment coordinators who will serve as a point of contact for candidates who have questions. Provide training to these coordinators on the kinds of information they can provide to candidates. Encourage coordinators to make personal contact with the candidates, especially from targeted groups, on a monthly basis.

Strategy #1.5.4 – Schedule a quarterly open house for candidates and their friends and families to attend a recruitment presentation, Q & A time, and tour the facilities.

Evaluation Criteria – Obtain feedback from candidates about how well the emails, personal contact, and open houses meet their needs.

Assigned to: TBD

Objective #1.6 – Determine feasibility of increasing the frequency of the hiring cycle.

Strategy #1.6.1 – Meet with HR to discuss conducting a testing process quarterly or more often to meet hiring demand, particularly in the first two years of this plan. Include the possibility of allowing continuous filling of applications for targeted positions.

Strategy #1.6.2 – Review past records to determine how many people applied for police officer and dispatcher positions, and the number who advanced to the next step of the process, up to, and including, the background process and number actually deemed qualified to be hired.

Strategy #1.6.3 – Modify the hiring process to provide a flow of candidates to meet hiring needs.

Evaluation Criteria – Track each hiring cycle to determine the number of applicants, how many move forward in the testing cycle, and how many are ultimately hired. Monitor the results against hiring goals and adjust the frequency of testing accordingly.

Assigned to: Sgt. Blazing

Objective #1.7 – Enhance the recruitment webpage.

Strategy #1.7.1 – Identify resources that describe effective websites (See POST Recruitment and Retention, Best Practices Update).

Strategy #1.7.2 – Contact other law enforcement agencies to determine what contributes to website recruitment success.

Strategy #1.7.3 – Conduct focus group with job applicants to determine what they would like to see posted on the website.

Strategy #1.7.4 – Update website based on information gained in 1.7.1-1.7.3.

Evaluation Criteria – Survey job candidates to determine if the website provided the information they needed. Include a section for candidates to provide ideas to improve the website.

Assigned to: Webmaster

Objective #1.8 – Develop a recruitment budget.

Strategy #1.8.1 – Review goals 1-3 and prepare a “Proposed Recruitment Strategic Planning Budget” accompanied by a cover letter for Chief American’s signature directed to the city manager with a request for additional funding.

Strategy #1.8.2 – Dispatch is to prepare a proposed budget based on the retention strategies identified.

Evaluation Criteria – Approval of a recruitment budget.

Assigned to: Sgt. Blazing

Goal #2 – Increase the number of Hispanic employees (by approximately 15 percent) to achieve parity with the community.

Objective #2.1– Identify specific approaches and organizations with whom to partner in order to target candidates from the Hispanic community.

Strategy #2.1.1 – Conduct a focus group with current Hispanic staff to identify recruitment ideas and organizations within the Hispanic community. 

Strategy #2.1.2 – Compile a list of Hispanic community groups, including faith-based organizations, and invite them to informational meetings.

Strategy #2.1.3 – Determine whether or not recruitment materials should be translated into Spanish and the costs to do so.

Strategy #2.1.4 – Identify specific strategies to create awareness of career opportunities within the Hispanic community, including paid advertisements in at least two Hispanic publications targeting young-adult Hispanics.

Evaluation Criteria – Track the number of Hispanics who apply for department positions and are subsequently hired.

Assigned to: TBD

Objective #2.2 – Engage Hispanic employees in the recruitment process.

Strategy #2.2.1 – Involve Hispanic employees who would be willing to videotape a “My Story” or testimonial as to why they chose a career with Anytown Police Department and what they have enjoyed about working for the organization. Use employee quotes in recruitment materials specifically targeting Hispanic candidates and/or place the interviews on the department’s website.

Strategy #2.2.2 – Identify Hispanic employees who would be willing to attend job fairs, speak to Hispanic community groups, and answer questions from candidates and/or their families.

Strategy #2.2.3 – Identify Hispanic employees who would be willing to coach Hispanic candidates through the hiring process.

Evaluation Criteria – Solicit feedback from selected employees on how effective they were in coaching candidates. Solicit feedback from candidates on the coaching process.

Assigned to: Sgt. Blazing

Goal #3 – Double the number of female officers by 2015.

Objective #3.1– Identify specific approaches and organizations with whom to partner in order to attract female candidates.

Strategy #3.1.1 – Conduct a focus group with female officers to identify recruitment ideas to attract female candidates and organizations/groups within the community where prospective female candidates may be found.

Strategy #3.1.2 – Compile a list of community groups frequented by women, including faith-based organizations, and invite them to informational meetings.

Strategy #3.1.3 – Determine whether or not recruitment materials should be modified or developed specifically to recruit women.

Strategy #3.1.4 – Identify specific strategies to create awareness of career opportunities for women, including paid advertisements in one or more publications targeting women.

Evaluation Criteria – Track the number of women who apply for department positions and are subsequently hired.

Assigned to: TBD

Objective #3.2 – Involve female officers in the recruitment process.

Strategy #3.2.1 – Identify female officers who would be willing to videotape a “My Story” or testimonial as to why they chose a career with Anytown Police Department and what they have enjoyed about working for the organization. Use employee quotes in recruitment materials specifically targeting female candidates and/or place the interviews on the department’s website.

Strategy #3.2.2 – Identify female officers who would be willing to attend job fairs, speak to community groups, and answer questions from candidates and/or their families.

Strategy #3.2.3 – Identify female employees who would be willing to coach female candidates through the hiring process.

Evaluation Criteria – Solicit feedback from selected employees on how effective they were in coaching candidates. Solicit feedback from candidates on the coaching process.

Assigned to: TBD

Goal #4 – Reduce dispatcher turnover by 50 percent within two years.

Objective #4.1 – Identify factors contributing to turnover.

Strategy #4.1.1 – Review the Staffing and Retention in Public Safety Communication Centers Report to identify factors contributing to dispatcher turnover.

Strategy #4.1.2 – Survey communications staff to determine which issues may be contributing to turnover.

Strategy #4.1.3 – Contact former communications staff to determine what factors contributed to their decision to leave.

Strategy #4.1.4 – Assemble a team of dispatchers to review the survey results and develop a list of recommendations to reduce turnover.

Strategy #4.1.5 – Implement high priority strategies to reduce dispatcher turnover.

Evaluation Criteria – Survey dispatchers to determine if the changes are improving the work environment. Conduct exit interviews with dispatchers who voluntarily resign. Track dispatcher turnover and compare statistics with prior years and the goal of a 50 percent reduction.

Assigned to: Dispatch Center Manager




� California Commission on Peace Officer Standards and Training, Recruitment & Retention – Best Practices Update, (Sacramento: Commission on POST, 2006), 14.


� In these tables, the following abbreviations were used: vacant (Vac.) and attrition (Att.).


11Mary Jean Taylor, Veronica Gardner, Phil Clark and Barbara McCombs, Staffing and Retention in Public Safety Communication Center – Effective Practices Guide and Staffing Workbook, (University of Denver Research Institute, August 2005), �HYPERLINK "http://www.911trainer.com/docs/APCO%20Project%20Retains.pdf"�http://www.911trainer.com/docs/APCO%20Project%20Retains.pdf�, 21.


12 California Commission on Peace Officer Standards and Training, Recruitment & Retention – Best Practices Update, 156.
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