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This Command College Project is a FUTURES study of a particular emerging issue in 

law enforcement. Its purpose is NOT to predict the future, but rather to project a number of 

possible scenarios for strategic planning consideration. 

 Defining the future differs from analyzing the past because the future has not yet 

happened. In this project, Useful alternatives have been formulated systematically so that the 

planner can respond to a range of possible future environments. 

 Managing the future means influencing the future; creating it, constraining it, adapting to 

it. A futures study points the way. 

 The view and conclusions expressed in this Command College Project are those of the 

authors, and are not necessarily those of the Commission on Peace Officer Standards and 

Training (POST). 
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INTRODUCTION 

 There are a number of California law enforcement agencies that have experienced 

significant staffing changes in conjunction with increased community growth over the last two 

decades.1  Some California cities are currently facing a crisis in their efforts to provide law 

enforcement services to their communities because there is a huge demand for thousands of new 

police officers to meet the needs of a constantly growing population.2  It is anticipated that 

numerous California law enforcement agencies may be impacted by substantial growth in the 

future. 

 Renown futurists Alvin and Heidi Toffler suggest that “when agencies begin to focus on 

the future, some questions naturally arise:  . . .What new forms of organization will have to be 

created?  How should forces be deployed?”3  It is with the specific intent of addressing aspects 

of these two questions in the context of increased community growth that this futures project was 

undertaken. 

 A variety of issues can affect growth in a community. Growth can come from 

annexations, changes in demographics, economic development, educational opportunities, 

cultural diversity, population influx, and enhanced quality of life. All of these subjects can 

impact a municipal police department.  Notwithstanding these different angles from which 

 

 

 

 1Commission on Peace Officer Standards and Training, Employment Data for California 
Law Enforcement, 1978-1998. 

 2Rob Dailey, “The Competition For Cops,” Western City (June 1999), 21. 

 3Alvin Toffler, Heidi Toffler, “The Future of Law Enforcement: Dangerous and 
Different,” FBI Law Enforcement Bulletin (January 1990), 5. 
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 growth can be viewed, the scope of this project was limited to the impact of increased 

community growth on the organizational structure and staffing resources of a medium-sized 

municipal police department. To further refine the scope of the project it should be noted that 

increased community growth is intended to refer to an increase in the resident population, 

organizational structure is intended to refer to how department personnel are arranged into 

different work groups, and staffing resources is intended to refer to the number of people who 

work in the organization, their job classification or rank, and their specific assignment. 

 The model created for this project, Central City, was based upon the police department in 

Chico, California, where the population has increased an average nearly 4 percent for each of the 

last twenty years. Major growth is projected to continue primarily through annexation during the 

next few years.4  Reference to Redding, California and its police department is used for 

comparison as well. This comparison to Redding is natural because of its close proximity to 

Chico. The City of Redding and the Redding Police Department have also experienced 

substantial growth in the last twenty five years, and the Redding Police Department is currently 

the approximate size the Chico Police Department is projected to be in the year 2005.  Redding 

will also likely be impacted by future growth. 

 This project included an examination of the historical development of the issue through a 

review of the literature and interviews with subject matter experts. Literature reviewed included 

statistical employment data which helped to identify municipal police departments in California 

which have experienced substantial growth in short periods of time. It also covered data related 

 

 

 

 4City of Chico, General Plan, 1992, 3.1. 
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to police department staffing levels on the state and national levels, local data that provided a 

historical perspective on population and police department staffing, sources that discussed future 

issues in policing, and sources that related to future aspects of the business world and business 

organizations in general. Interviews with subject matter experts included discussions with 

representatives of some of the identified agencies, as well as city administrators from Chico and 

Redding. Reference is also made to a futures forecasting exercise, the Nominal Group 

Technique, which was utilized to forecast trends and events that could impact the issue.  

Discussion of the various trends and events is included. 

 Based upon the literature review, the interviews with experts and the trends and events 

identified in the futures forecasting exercise, three scenarios, each reflective of a possible future, 

are presented. A most probable scenario was selected and became the focus for strategy 

development.  

 A strategic plan based on the selected scenario has been developed and presented. The 

strategic plan includes a Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis 

based on the model organization. A stakeholder analysis based on the model organization is also 

presented, as are recommended strategies for implementation.  

 A transition management plan for implementation of the identified strategies is included.  

The study concludes with a summary of findings, an answer to the issue question, and 

recommendations for follow-up research to be conducted on other issues identified as a result of 

this study. 
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SECTION ONE 

 HISTORICAL DEVELOPMENT OF THE ISSUE 

 Before the impact of increased community growth on the organizational structure and 

staffing resources of a medium-sized municipal police department can be addressed and a plan 

formulated, there are several issues that must be discussed. First, consideration must be given to 

the environment in which the medium-sized municipal police department has existed in the past.  

Many companies fail to see that clues to their future success lie within their own organizations 

and their evolving states of development, and that “historical forces do indeed shape the future 

growth of organizations.”5  Rubenstein pointed out that a plan is, at one level, a framework that 

allows us to look into the future, guided by what has transpired in the past, and that any plan for 

the future should incorporate the past as well as our perceptions of what changes will be required 

in order to succeed in the future.6

 Secondly, there must be consideration for the environment in which the medium-sized 

municipal police department of the future may exist. On one hand, scanning and forecasting 

trends and events may reveal issues which establish the framework for organizational 

development in the future. However, on the other hand, some organizations may already be 

facing the conditions suggested in this study relative to predicted future scenarios. In the context 

of this study, there are currently departments with the approximate staffing levels, area 

 

 

 

 5Larry E. Greiner, “Evolution and Revolution as Organizations Grow,” in Managing 
People and Organizations (New York: Harvard Business School, 1992), 410. 

 6Moshe F. Rubenstein and Iris R. Firstenberg, The Minding Organization, (New York: 
John Wiley & Sons, Inc., 1999), 133-134. 
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population, and organizational structure that the model agency in this project is expected to reach 

in the year 2005. In those cases, as Rubenstein suggested, the future was visited by going to 

locations, where tomorrow’s strategies are being tested today, via telephone interviews with 

representatives of those agencies.7

 Finally, there must be an examination of police and business organizations, their history, 

issues related to their structure, issues related to the deployment of police resources and 

resources in general, contemporary policing issues, and anticipated future issues. 

 

Environmental Scanning 

Literature Review 

 Organizations are groups of individuals with a common goal bound together by a set of 

relationships involving authority and responsibility.8  According to the FBI, organizational 

development relates in part to “systems of people who organize in a variety of ways according to 

the nature of their tasks . . . and who continue to cope with changing demands the environment 

makes on the organization.”9  Lorsch notes that “. . .there is no one best way for a firm to 

organize; the appropriate organizational form depends upon the human and business situation 

 

 

 7Moshe Rubenstein, POST Command College, Class 29, Session #3, July 20, 1999, San 
Marcos, California. 

 8Leon C. Megginson, Donald C. Mosely and Paul H. Pietri, Jr., Management Concepts 
and Applications, 4th ed. (New York: Harper Collins, 1992), 268. 

 9Department of Justice, Federal Bureau of Investigation, Organizational Development: A 
Planned Strategy of Change. 
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facing the firm .”10

 The paramilitary, hierarchal organization of the typical law enforcement agency is a 

model that has existed since 1829 when Sir Robert Peel guided through Parliament his “Act for 

Improving the Police In and Near the Metropolis” and established the first organized British 

Metropolitan Police Force.11  The model was enhanced by the advocacy of Frederick W. Taylor 

whose classical theory organizations were highly centralized, bureaucratic, and designed on the 

premise of divisions of labor and unity of control.12

 In considering organizations of the future, Toffler predicted in his book The Third Wave 

that to survive in the 21st century, organizations will become significantly less top heavy. He 

suggested that flattened hierarchies will, in turn, vastly alter the traditional bureaucratic pyramid 

structure common in most organizations, including law enforcement agencies.13  Boyett and 

Conn also characterized organizations of the future as “flat and lean.”14

 With regard to law enforcement organizations specifically, Tafoya observed and 

predicted that “the organizational and managerial methods of the past, even though enlightened 

for their time, may no longer work in the future.” He opined that if societal changes continue as 

 

 

 10Jay W. Lorsch, “Organization Design,” in Managing People and Organizations (New 
York: Harvard Business School, 1992), 314. 

 11Neil C. Chamelin, Vernon B. Fox and Paul M. Whisenand, Introduction to Criminal 
Justice, 2nd Edition (New Jersey: Prentice Hall, Inc., 1979), 52. 

 12Michael L. Birzer, “Police Supervision in the 21st Century,” FBI Law Enforcement 
Bulletin (June 1996), 1. 

 13Alvin Toffler, The Third Wave (New York: Bantam, 1981), 263. 

 14Joseph H. Boyett and Henry P. Conn, Workplace 2000 (New York: Penguin, 1992), 18-
19. 
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they have, they are likely to lead to major, unanticipated changes in both the role and 

organizational structure of policing.15  Harvey similarly suggested that in order to deal with the 

rapidly changing environment in the 21st century, law enforcement’s paramilitary hierarchy, with 

rigid control and strict chains of command, must give way to a structure that emphasizes network 

type communication and flexibility.16

 In continuing with thoughts about police departments of the future, Birzer posited that “as 

policing evolves with newer strategies . . .policing operations must become decentralized . . .and 

move into the communities being served.”17  Decentralization is the operating principle that 

encourages flattening of the organization and places decision making authority and autonomy at 

the level where information is most plentiful, which in police organizations is usually the level of 

the patrol officers.18  Boyett and Conn agreed that the “leader of the future will push 

responsibility and accountability to the lowest ranks of the organization.”19  Decentralization in 

police departments encourages innovation among and empowerment of officers to solve 

problems, and when combined with a movement into the communities being served, becomes the 

basis for what will later be described as Community Oriented Policing. 

 

 

 15William L. Tafoya, “The Future of Policing,” FBI Law Enforcement Bulletin (January 
1990), 13-17. 

 16Andrew J. Harvey, “Building An Organizational Foundation For the Future,” FBI Law 
Enforcement Bulletin (November 1996), 1. 

 17Birzer, 3. 

 18Yvonne C. Turner, “Decentralizing the Specialized Unit Function in Small Police 
Agencies,” The Police Chief (February 2000), 50. 

 18Boyett and Conn, 156. 
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 In the traditional police organization, most of the agencies in the United States are based 

on the Peel/Taylor model where the initial responsibility for confronting the entire range of 

police problems rests with the patrol officer. Hence, police patrol is recognized as the most 

fundamental of all police functions, and patrol officers are often referred to as the “backbone of 

the police department.”20

 As law enforcement agencies have experienced accelerated complexity and change, as 

crimes and offenders have become more sophisticated, and as police problems that require 

specialized effort due to either their complexity or their time commitment have come to light, it 

has become necessary for agencies to respond with specialized units or positions. Advanced 

skills, or at least a higher level of training, and the assignment of police specialists such as 

detectives, traffic officers, narcotics officers, vice investigators, delinquency prevention officers, 

and crime prevention officers are recognized as critical elements to the effective performance of 

the department.21

 In the future, as a result of both emerging and current issues requiring specialized law 

enforcement attention, police departments will acquire or develop additional specialized 

functions. These new roles, which for example will relate to such things as the unique needs of 

the elderly or homeless, are predicted to affect the organizational structures of police 

departments.22

 

 

 20Chamelin, Fox and Whisenand, 95. 

 21Ibid., 122-123. Turner, 50. 

 22Harvey, 2. 
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 Many law enforcement organizations have incorporated Community Oriented 

Policing/Problem Solving (COPPS) with the way they do business. COPPS has been defined as 

“a philosophy, management style and organizational strategy that promotes pro-active problem-

solving and police and community partnerships to address the causes of crime and fear, as well 

as other community issues.”23  Trojanowicz asserted that community policing is “the wave of the 

future,” and “. . .it is rapidly becoming the standard by which all departments will be judged.”24  

Along with Carter, Trojanowicz also noted that a community policing approach which is 

decentralized and personalized will offer law enforcement officers a unique flexibility in 

tailoring their response to meet the needs of an increasingly diverse society.25  Inkster agreed, 

and added that what is needed to get movement in the direction of community policing is a 

flattening of the police hierarchy and a delegation not only of work but of autonomy and 

authority.26

 As many law enforcement organizations have taken steps to incorporate the COPPS 

philosophy into the way they currently do business and the way they plan to do business in the 

future, they have also recognized that COPPS is not a panacea. Before agencies can dedicate 

significant resources to COPPS activities, there must first be an adequate level of officers 

available to provide a base for patrol services, to respond to emergencies, to deal with life 

 

 23California Office of the Attorney General, Violence Prevention: A Vision of Hope 
(Sacramento: Office of the Attorney General, 1995), 65. 

 24Robert C. Trojanowicz, “Community Policing is not Police-Community Relations,” FBI 
Law Enforcement Bulletin (October 1990), 11. 

 25David L. Carter and Robert C. Trojanowicz, “The Changing Face of America,” FBI 
Law Enforcement Bulletin (January 1990), 6-11. 

 26Norman D. Inkster, “The Essence of Community Policing,” The Police Chief (March 
1992), 30. 
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threatening calls, to assist other officers, and to respond to incidents where there is immediate 

potential for an arrest to be made.27,28

 However, the above conclusion does not suggest patrol police officers are relieved from 

engaging in community policing activities.  On the contrary, successful officers in the future will 

find community policing a necessary mechanism to solve long term problems. The patrol officer 

may not have as much time to spend on COPPS projects and may have to allow special units to 

take on large projects, but they must get involved in their communities to make a difference in 

future outcomes. Only by resolving ongoing nuisance areas will agencies be able reduce calls for 

service which will be critical in maintaining service levels in areas of increasing populations.  

COPPS will be essential to the success of the organization, and the agency must plan their 

strategies to provide patrol officers with the necessary time to carry out some of these projects.  

A consequence of this effort will be the support and goodwill developed within the community, 

which will be helpful when a department requires additional resources or expands particular 

programs. 

 While the role of the patrol officer, the need for specialization in policing, and the value 

of COPPS are well recognized, the police administrator must act within the confines of providing 

a certain level of service to his or her community with a specified number of personnel.29  In  

 

 

 

 27United States Department of Justice, National Institute of Justice, “The Strategic Management 
of Police Resources,” prepared by David M. Kennedy, 1993, 1.  

 28Alan Harman, “Beyond 2000 is Toronto’s Response to Changing Needs,” Law and Order 
(August 1993), 45-46. 

 29N.F. Iannone, Supervision of Police Personnel, 2nd ed. (New Jersey: Prentice-Hall, Inc.,1975), 126. 
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order to ensure the proper numbers and types of personnel are available to meet the 

organizational objectives, the police administrator must engage in human resource planning.  

Human resource planning includes determining exactly what the organization’s objectives and 

plans are, determining the types of jobs and skills needed, determining overall personnel needs, 

surveying present personnel, determining new personnel needs, and setting up an action 

program.30  Despite whatever planning efforts are engaged, the number of officers available may 

ultimately be affected by budget limitations, the availability of qualified applicants, the extent or 

kind of crime present, and the level of police service demanded by the citizenry. 

 Once the number of personnel available has been determined, factors that accurately 

reflect the extent of the police problem must be selected and considered as the administrator 

endeavors to assign resources to the places and times they are needed. Although selection of 

particular factors is largely a matter of opinion, the police administrator should be sure to select 

those that most accurately reflect the policing needs of the community. One of the most common 

factors to be considered is the population in residence in a particular area.31

 Inasmuch as population is a factor to be considered when decisions regarding the 

deployment of police personnel are made, it can be assumed that population growth is a factor 

that can further affect a police department. An independent study concluded that population 

growth would result in an increase in the number of police calls for service, and that rapidly 

increasing service levels would result in an increased need for police personnel to handle the 

 

 30Megginson, Mosely and Pietri, 343. 

 31Iannone, 128-130. 
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calls.32  This conclusion is supported by Greiner’s observation that an organization experiences 

phases of growth in close relation to the market environment of its industry and by his example 

of a company in a rapidly expanding market which has to add employees rapidly.33

 If population growth will require an increase in the number of police personnel available 

to handle the calls, it will be necessary to determine how many additional police personnel will 

be needed. Although it has been noted that “there are no universal standards which can be 

employed to determine proper staffing levels,” Megginson and others assert that organizations 

with increasing numbers of employees have three organizational options with regard to 

management:  1) Increase managerial spans; 2) Increase levels of hierarchy; or 3) Increase both 

managerial spans and levels of hierarchy in some combination.34,35

 Development and introduction of new technology is one issue that must be included in 

any discussion related to staffing resources or organizational structure. It is recognized that the 

introduction of technology can affect the number or deployment of personnel available in a law 

enforcement or business organization. Several views suggest information technology can affect 

the structure of an organization by making it leaner and more efficient.36 In the past, entire layers 

 

 

 

 32POST Command College, “What Impact Will Rapid Population Influx Have on Rural Law 
Enforcement Agencies by the Year 2001?” prepared by Robert C. Carden, July 1996, 5-8. 

 33Greiner, 414. 

 34Local Government Police Management, 2nd ed. (Washington DC: City Management 
Association, 1982), 128. 

 35Megginson, Mosely and Pietri, 279. 

 36Peter S. DeLisi, “Lessons from the Steel Axe: Culture, Technology and Organizational 
Change,” Sloan Management Review (Fall 1990), 88. 



 

 13

                                                

of management and their accompanying staff existed just to review and filter information and 

make routine decisions or keep executives informed. In the future, new technology and software 

will make it possible for executives and line level decision makers to access needed information 

directly, thereby eliminating the need for the extra layers of management.37

 There is another view related to the introduction of advanced technology in 

organizations.  While technology may allow the achievement of the same or better results with 

fewer employees devoted to a particular task, thereby reducing the number of officers or 

employees needed, other non-technical factors will cause exactly the opposite effect. For 

example, demographic trends such as an increase in the older juvenile/young adult population 

within the next 5-10 years will cause an increase in crime. The increase in crime will likely result 

in a need for additional police personnel. Harvey concluded, “In essence, demographic trends 

that will increase crime may cancel out the technological advances that will reduce it. As a result, 

in order to provide adequate service to the community in the next century, law enforcement will 

probably need to maintain current staffing levels.”38

 In considering the addition of staff to a police department, at some point it will become 

necessary to view new or existing staff in terms of some unit of measure. The traditional 

approach is to view staffing levels based on community population, or the citizen/police officer 

per capita basis. Although the officer per capita basis seems to remain the most common theme 

in determining staffing levels, there are some who consider this per capita manner of forecasting 

personnel needs to be an unsound management practice.39

 

 37Boyett and Conn, 23. 

 38Harvey, 2-3. 
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 A review of available data from several different sources indicates there are a number of 

different staffing ratios that could be utilized to project alternative future scenarios. If staffing is 

to be viewed in the context of population, and consideration is given to alternative population 

projections for the future (Appendices A and B), then the number of alternative staffing ratios 

could be multiplied by the number of alternative population projections to determine additional 

alternative scenarios for the future.  Additionally, historical data relative to populations served, 

staffing levels and specific authorized positions from particular agencies can be included in the 

mix to add even more potential scenarios to the picture (Appendix C). The result, of course, is 

that there are a myriad of possibilities as far as future staffing levels are concerned. 

 

Interviews 

 Several informal interviews were conducted as part of the research for this project. It was 

important to include an overview from the city administrator’s perspective because, as a conduit 

to city council and the final decision maker regarding staffing, a city manager is a significant 

stakeholder with regard to the issue developed in this project. The city administrators from Chico 

and Redding, California were interviewed. Also, there are several municipal law enforcement 

agencies in California and Nevada that have experienced rapid growth as a result of significant 

population increases. A review of employment data from the Commission on Peace Officer 

 

 

 39Edward P. Ammann and Jim Hey, “Establishing Agency Personnel Levels,” FBI Law 

Enforcement Bulletin (July 1986), 17-20. 
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Standards and Training (POST) helped to identify several such agencies.40  It was of great value 

to examine the perspectives of law enforcement administrators who also have had first-hand 

experience in dealing with that significant community growth and the related impact on the 

staffing level and organizational structure of their respective departments. Administrators from 

three different law enforcement agencies were selected and contacted via telephone. 

 The city administrators were asked about their views on police department staffing levels 

and their views on community growth through annexation. Both agreed that staffing at the police 

department should be based upon need, rather than a per population ratio. One pointed out that 

when he makes a decision related to police staffing it is based on perceptions, politics and need, 

and he looks for a factual basis with rational analysis. It was his opinion, because a city would 

never be able to afford all of the police resources it really needs, that officers should be 

“professional generalists with some specialty training,” and department management should 

“leverage resources” in the most effective manner. He felt police departments should have some 

“slack resources” and supported the idea of an annual set-aside of city funds based on a rational 

formula to address future growth needs at the police department. He did not discount the 

possibility of some sort of public safety tax to meet the future needs of the police department, but 

felt that such an endeavor would have to be based on a grass roots effort.41

 With regard to annexation, one administrator had several apprehensions. He was 

especially concerned about the ability of annexed property to pay for its portion of city services 

 

 

 

 40Commission on Peace Officer Standards and Training. 

 41Tom Lando, personal interview, Chico, Ca., February 28, 2000. 
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or infrastructure and felt residential property must be of a particular value before annexing. He 

was not, however, opposed to fill-in annexations, or annexations that would eliminate 

unincorporated pockets within the incorporated city limits.42 The other administrator generally 

supports annexations even though they will stretch the city’s resources because it is “the right 

thing governance-wise to do.”43

 Among the law enforcement representatives interviewed, there were several common 

themes. They were specifically asked about problems they encountered in responding to growth 

and adding personnel, how they determined what their new staffing levels would be, and what 

they had done right during their growth transitions. All reported that their respective agencies 

had difficulty in keeping authorized personnel positions full as their departments grew in 

response to significant population growth. The difficulty was primarily in finding the number of 

qualified applicants. All acknowledged that with the need to rapidly add personnel to their 

departments it would have been easy to lower their standards to ease the problem of filling 

positions, but all proudly noted they maintained their own high standards which ultimately 

proved to be to their benefit. A related problem was the absence of funding for new positions. In 

one jurisdiction a police tax was approved by the voters and implemented, and in another 

jurisdiction such a tax was being explored as a possibility.  With regard to determining how 

many new personnel would be added, all agencies were very specific about the identification and 

utilization of a personnel per population formula for increasing staffing. It was noted more than 

 

 42Mike Warren, personal interview, Redding, Ca., February 25, 2000. 

 43Lando. 
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once that “the key is getting the city to agree to a formula and stick with it.”44 With regard to 

where new personnel would be placed in the organization, it was consistently noted they were 

assigned primarily to existing units. Only in cases where a new need was identified were new 

positions used to create new units.45,46

 

Summary 

 As groups of individuals with common goals, organizations must cope with the changing 

demands their environments make upon them.  As such, their form will depend upon group 

dynamics, business resources, and related situations facing them. Historically, police 

organizations have been very bureaucratic and highly centralized. It is clear from the literature 

that organizations of the future, including police organizations, will be flat, lean, flexible, 

decentralized, with responsibility and accountability being pushed to the lowest levels. 

 In police organizations it is well recognized that patrol officers are the backbone of the 

department. In some cases, the typical patrol officer is unable to dedicate enough time towards 

resolving particular issues that come to their attention. Therefore, there is also the need for the 

establishment of specialized units to handle a variety of unique problems. In the future it is 

anticipated that the need for specialized units will continue. Also in the future, as in the present, 

 

 

 

 

 44Captain Bob Martin, Corona Police Department, telephone interview, February 29, 2000. 

 45Captain Tim Ousley, Fontana Police Department, telephone interview, February 29, 2000. 

 46Lieutenant Stan Olsen, Las Vegas Metropolitan Police Department, telephone interview February 29 2000. 
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there must be a careful balance between the number of personnel assigned to patrol and the 

number assigned to specialized units or functions. 

 Many law enforcement agencies have integrated the COPPS philosophy into the way they 

do business, and expect to continue doing so in the future. Although COPPS promotes pro-active 

problem solving and community partnerships through a decentralized and personalized approach 

to crime and community problems, it is not a panacea. Before police resources can be committed 

in a dedicated fashion to community oriented policing programs, law enforcement agencies must 

first ensure sufficient patrol resources are allocated to make up the previously referenced 

backbone of the department, which is primarily responsible for response to emergencies, life 

threatening calls, and incidents where there is immediate potential to make an arrest. It is 

important to note that patrol officers, while critical to providing these basic police services, are 

also essential in perpetuating the COPPS philosophy. 

 To ensure staffing needs for a police department are met, law enforcement administrators 

must engage in planning efforts. Among things to be considered when planning is the nature of 

the law enforcement police problem, which includes the resident population of the community. 

In recognizing that resident population can be an issue in personnel planning, it can also be 

assumed that population growth can be an issue. It has been concluded that an increase in 

population will result in additional calls for service for a law enforcement agency, and additional 

calls for service will result in a need for additional police department personnel. 

 Another issue potentially affecting police staffing levels relates to the level of technology 

and the degree it has been introduced to the law enforcement organization. One perspective is 

that technology will assist in making organizations flatter and leaner. Another is that 

 



 

 19

demographic changes will effectively cancel the benefits derived from the integration of 

technology because an increase in crime from demographic changes will require more police 

personnel. 

 When it comes time to determine the exact number of personnel needed by a law 

enforcement agency in response to population growth, the most traditional approach views 

staffing levels based upon a citizen/police officer per capita basis. While available data and 

interviews with representatives of law enforcement agencies experiencing significant growth 

appear to support this popular method, there is a growing conviction supported by the 

interviewed city administrators that this manner of determining staffing levels is an unsound 

practice. It was the view of the city managers that police department staffing should be based 

upon need. 

 Interviews with law enforcement administrators who had first-hand experience with the 

staffing and organizational impacts as a result of increased population growth highlighted several 

important points. It was difficult in some cases to secure funding for needed positions and then to 

find qualified applicants to fill the available positions. Staffing goals were based upon 

predetermined and agreed upon officer-per-population ratios. Standards were not lowered just to 

fill vacancies, and generally, new positions were added to existing units. 

 

 The literature review and the opinions of the experts confirm that there are a multitude of 

factors that can affect the staffing and organizational structure of a police department. Many of 

them individually or collectively are obviously worthy of additional examination. However, it is, 

as noted, the intent of this project to focus specifically on population growth as a factor. With an 
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awareness of what the literature says and what the experts know, the next appropriate step is to 

conduct an examination of the issue from the perspective of trends or events that could impact 

the issue in the future.  
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SECTION TWO 

 FUTURES FORECASTING 

Nominal Group Technique 

 To determine what trends or events may come to bear upon the issue question,  a futures 

forecasting exercise known as the Nominal Group Technique (NGT) was utilized to develop 

some insight. On January 13, 2000 a seven member panel was convened in Redding, California 

under the direction of the researchers of this project. The panel consisted of a mayor, a deputy 

city manager, a county director of social services, a police captain, a municipal personnel 

analyst, a police sergeant/university instructor, and a retired businessman/entrepreneur/senior 

care provider. After a brief introduction, an explanation of the purpose of the project, and an 

explanation of the Nominal Group Technique, the group was provided with written definitions of 

trend and event and asked to brainstorm trends and possible future events that could potentially 

influence the issue question. 

 

Trends 

 A trend was defined as a series of occurrences which, when viewed together, indicate a 

movement in a particular direction. Through a directed process, the group first developed a list of 

72 trends (Appendix D). Upon completing this list, discussion was held and similar topics were 

combined for purposes of the next step. Panel members were then asked to privately pick what 

they each felt were the top trends. After the private selection, votes were tallied and a final list of 

the top six trends was compiled. Each of the top six trends were then discussed. Following the 

discussion, each panel member was asked to privately forecast and record their opinion as to the 
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direction and magnitude of each trend in the future. The current status of each trend was assigned 

a value of “100,” and using that as reference point, panelists were asked to make their forecasts. 

They were additionally requested to assess the level of concern with which each trend should be 

viewed on a scale of 1 to 10, with 10 representing the greatest concern. Finally, the mean scores 

from the panelist’s forecasts and assessments were summarized in a table. The trend summary 

table, the top six trends and the relevant discussion are as follows: 

 

Trend Summary Table 

 TIME PERIOD 

TREND # -5 YRS TODAY +5 YRS +10 YRS CONCERN 

(1-10) 

T-1 95 100 110 120 7 

T-2 80 100 115 130 8 

T-3 90 100 110 100 8 

T-4 95 100 105 110 6 

T-5 100 100 95 90 8 

T-6 100 100 110 110 9 

 

 

T-1 Changing Population Demographics 

  The age distribution of local residents is shifting.  Baby boomers are moving towards the 

older end of the spectrum and are retiring. More retirees are looking for a better place to live 

with less population and lower crime rates. Generation X is filling the middle age void left by the 
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boomers. 

 As cultural diversity changes, police officers will face different types of issues. Many 

medium- sized municipalities will see an influx of a variety of cultural groups as citizens seek a 

better life in a smaller town atmosphere. 

 There is another population explosion coming our way: a dramatic increase in teenagers.  

By the sheer number of additional youths, there is a high probability of violent crime increasing 

in the 15- 19 year old age bracket. This youth explosion will also create a higher demand for 

added police officers in the schools. 

 Population demographics have changed during the last five years. The panel believes that 

they will continue to change but at a slightly faster pace during the next five to ten years. This is 

relatively important because delivery of police services should be adjusted to meet the needs of 

specific populations served.  

 

T-2 Cost of Technology 

  Technology compatibility will be an issue for many law enforcement agencies. Since 

many agencies don’t have the funding to buy equipment outright, it has been purchased over 

time. This has left departments with a combination of earlier, outdated models and newer 

equipment. Trying to coordinate different technologies can be very difficult and expensive, 

particularly with software. Some computer systems are plainly just not compatible with others. 

 Development of technology is moving at an extremely rapid pace. What is available for 

police will be greatly enhanced in the next five to ten years. Law enforcement agencies must get 

into the pipeline to ensure necessary equipment is being developed to make officers efficient in 
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the field. Proper technology will be the venue which allows officers to prioritize their workload 

and have time for community policing. 

 The free market will move much faster than government in procuring cutting edge 

technology. Unfortunately, this will leave governmental agencies struggling to keep up with new 

technology while they try to maintain their current equipment. This will push the issue of 

maintenance to the forefront rather than the availability of the new equipment. 

 There is a trade-off for information availability. Officers, particularly the younger ones 

who are used to working with the new technology, may find it difficult to revert to using manual 

tools if the computer systems fail. If there is a power source problem these officers may be non-

functional. 

 Many departments don’t have the availability of someone to train people on the use of 

new technology. Hiring an outside vendor to train personnel can be very expensive.   

Organizations may have to add computer literacy to the job requirements for new officers. 

 The cost of cutting-edge technology increases in direct proportion to the capabilities of 

the technology itself. Because technology is changing at such a rapid rate, it is expected that this 

trend will only intensify in the future. However, as old technology is replaced with new, costs 

decrease significantly due to economies of scale. The panel believes this trend will allow many 

medium-sized police departments to acquire technological capabilities that are otherwise 

financially unavailable to them.  

 

 

T-3 National Economy 

  Police departments find it difficult to keep up with the needs of the community when the 
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economy is bad. With more people unemployed, there is less tax money to fund police positions. 

When the economy is poor, there is usually a rise in the demand for services. More people resort 

to crime, but fewer officers are available because of the lack of funding due to the economy. It 

can be a vicious circle. When there is a booming economy, more people have jobs, and there is 

more money for police positions. 

 The panel believes the economy is cyclical, and although it is currently robust and will 

probably improve in the next five years, it will eventually take a downturn. The level of concern 

relates directly to an agency’s ability to pay for resources in the future. 

  

T-4 Tax Revenue/Proposition 13/Internet Tax Revenue 

 Operational decisions and future planning in organizations are often based on funding. 

Governmental agencies may have to consider alternative funding if sales tax dollars are lost or if 

property tax dollars are siphoned off for other directives. On the other hand, new sources of tax 

revenue through such venues as the Internet could ultimately be a benefit to government 

agencies. 

 The panel expressed an opinion that portions of tax revenues which would normally be 

available for law enforcement services will continue to be pursued by other interested parties for 

their agendas. Although the concern was not as high as with other trends, because of a perceived 

sense of reluctancy to take money from municipalities and law enforcement in particular, this 

concern continues to relate directly to an agency’s ability to pay for its resources and additional 

needs. 
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T-5 Quantity of Qualified Applicants 

 For the last ten years, while the caliber of some individual candidates has gone up, 

overall, the quantity of acceptable candidates has decreased.  This decline could be attributed to 

competition with the private sector and other law enforcement agencies. There may also be a 

lack of interest by the next working generation in a law enforcement career. 

 Minorities are apparently not as interested in police jobs as they used to be, as there are 

fewer applying. They are either getting jobs elsewhere or failing to take the classes in school to 

prepare themselves for law enforcement careers. 

 The candidates who are currently testing for law enforcement positions lack significant 

life experiences. Many younger people are staying home with their parents and are not getting 

out on their own until they are older. 

 Most candidates starting in law enforcement don’t have military experience. These 

younger people are hesitant to follow orders without a given reason and are not familiar with a 

structured working environment. 

 It is tremendously discouraging to see low levels of literacy. 

 The quantity of acceptable applicants has been steady during the last five years, but the 

warning signs of declining numbers are appearing everywhere, even for medium-sized agencies 

with a small number of available openings. 

 

T-6 Quality of Life 

 What can law enforcement do to enhance the quality of life for all of the citizens in our 

area? Do new programs such as community policing really improve the quality of life? 
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 Law enforcement agencies can have a positive impact on the perception of trust between 

the public and the officers when they provide the best services possible for their communities.  

People are happier when they see police officers become active in their community, outside of 

their typical duties. 

 What can we do to attract community minded people to our area? Many people are 

looking for areas which are safer and want to get involved in creating a better place to live. 

 Some programs offer participation in the community which automatically improve the 

quality of life. Such programs include community clean-ups, citizen’s police academies or police 

department citizen volunteer programs. 

 The view of the panel was that services provided by a police department can significantly 

impact perceptions about the quality of life in a community. Agencies whose personnel are 

actively involved in the community will receive the greatest support for programs, which in turn 

will enrich the quality of life. In deference to the other trends, the panel felt that the perceived 

quality of life in a community would have the greatest impact on the staffing of a police 

department. 

  

Events 

 An event was defined as a one time, singular occurrence. The process utilized to identify 

trends was repeated for purposes of forecasting events. A list of 40 possible events was generated 

(Appendix E). The list was also pared down through private voting, and a final list of six events 

was developed. As with the trends, the events were discussed. Following the discussion, panel 

members were again asked to privately forecast and record their opinions. They were specifically 
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requested to forecast, in terms of years, when they felt the probability of each particular event 

first occurring exceeded zero; the percentage of probability of each particular event occurring at 

specified future times; and whether the impact from each particular event would be positive or 

negative relative to the issue. The mean scores of those forecast were also summarized in a table. 

The event summary table and the relevant discussion are as follows: 

 

Event Summary Table 

 TIME PERIOD 

EVENT # YR > 0 + 5 YRS + 10 YRS IMPACT 

 (1-10) 

+ OR - 

E-1 5 20 40 7 - 

E-2 3 75 85 5 + 

E-3 2 15 30 5 - 

E-4 5 50 75 5 - 

E-5 5 70 75 5 + 

E-6 5 5 75 7 + 

 

 

E-1 Less Tax Revenue (New Proposition 13) 

 A new and even harsher form of Proposition 13 could become law. The growing 

retirement population might lead to conservative legislation restricting the use of funds and 

raising taxes. Lack of funds would probably have a negative impact on police. 

 A shift in tax revenues would have a significant negative impact on law enforcement  
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resources. However, the panel felt the chances of such an occurrence within the next ten years 

were unlikely. 

 

E-2 Mandated 3 Percent at Age 50 Retirement Package 

 This retirement package will create mass exodus in the next two years. Many senior law 

enforcement employees would retire during a very short time span. The command staff of most 

local law enforcement agencies could be depleted. The training and recruitment issues would be 

almost overwhelming, especially with the difficulty in finding qualified replacement for the 

vacancies. 

 On the other hand, this situation would create opportunities for younger, more energetic 

middle managers to move into top positions. It would bring an influx of new ideas into the law 

enforcement arena. Initially, there could also be cost savings as higher paid officers, supervisors, 

and managers retire and are replaced by personnel at entry level salaries in all of these positions. 

 This event is projected to become a reality for many law enforcement agencies within a 

short period of time. Although initially there will be a departure of experienced personnel, this 

event was viewed by the panel as positive because of the opportunities that will be created for 

younger personnel and the expected personnel cost savings. 

 

E-3 City Council Elections 

 A change in council members brings about a different perspective of community needs 

and priorities. The various viewpoints from the different council members could lead to a lack of 

cooperation and consensus. Instead, each individual council member may be trying to carry  

 



 

 30

forward his or her own agenda and the net result would be little progress in any direction. 

 A new council could choose not to support public safety, but rather focus on something 

else such as environmental issues, recreational development, economic growth or no growth.  

Any of these policies would have a major impact on the community and the police department.  

Police officers listen to what council members say and council’s actions will have a definite 

impact on the morale of the entire organization. 

 A single event may cause an incident of such magnitude that a new council could make a 

decision based on initial fears rather than relying on long term planning thus taking planned 

resources away from law enforcement. 

 This event was viewed as less than favorable because of the potential change in a 

council’s overall philosophical perspective of law enforcement. The panel felt that overall such a 

change was highly unlikely. 

 

E-4 Unfunded Mandate 

 A city does not like to commit to mandates because of funding uncertainties. These 

unknowns make future planning difficult and create anxiety for employees. 

 Who should be responsible for absorbing the cost of providing the mandate? Is it fair to 

ask any group to bear this burden? 

 Which fund or current service do you cut back in order to provide this new service?  

What happens to those who are already dependent on these other services? 

 Passage of unfunded mandates is viewed as being fairly likely within the next ten years, 

and as always, unfunded mandates place a heavy burden on existing limited resources. 
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E-5 Large Industry Arrives in the City 

 The arrival of Celebrity City, a large country western resort area like Branson, Missouri, 

would increase the number of younger people in the region. Younger people could possibly 

increase crime rate. On the other hand, five hundred new jobs would be a tremendous asset and 

would raise the entry level wage by $1-2 per hour. 

 New jobs could also draw economically challenged folks to the area. This tends to strain 

the already limited resources available to the people who are here. During difficult times there 

tend to be more calls for police services. 

 Such an event was viewed as having tremendous potential to increase wages and 

employment, in addition to increasing the availability of sales tax dollars. Forecasted as a strong 

possibility within the next ten years, this would be favorable to a city and its police department. 

 

E-6 Large Annexation 

 There are significant differences in annexing small islands within the city versus the outer 

areas. Small island annexations usually have little impact on law enforcement: however, a large 

annexation would have a great impact on local law  

enforcement resources. 

 This was projected to occur only if the area involved provided for increased sales tax 

revenue which would enhance public safety services.  

 

Cross Impact Analysis 

 Upon completion of the organized brainstorming process, a smaller group was utilized to 

analyze whether, and to what degree, each forecasted event might impact each individual trend. 
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Collective opinions of whether the impact would be positive or negative, and whether the 

magnitude of the impact would be low or high on a 1 to 5 scale, where 5 is the highest, were 

documented in the following cross impact analysis table:  

 

Cross Impact Analysis 

 TREND 

EVENT T-1 T-2 T-3 T-4 T-5 T-6 

E-1 -1 -3 0 -5 -2 -1 

E-2 +1 0 0 -2 -5 +1 

E-3 +3 -1 0 -2 -1 0 

E-4 0 -3 -1 -4 0 -1 

E-5 +3 +2 +1 +3 +2 +2 

E-6 +3 0 0 +2 0 0 

 

 

 An overview of the cross impact analysis indicates that the trends which would be most 

impacted overall by the forecasted events are Changing Population Demographics (T-1) and Tax 

Revenue (T-4). Those that would be least impacted are National Economy (T-3) and Quality of 

Life (T-6). No single event was anticipated to be so catastrophic as to have repercussions on all 

of the trends. In reviewing the analysis of the particular events which were projected to have the 

most influence on particular trends, three different extremes were noted. First, a decrease in 

Property Tax Revenue (E-1) would significantly impact Tax Revenues (T-4) used for public 

services. A one time event reducing significant tax monies would have grave consequences on 
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available funding for municipal police departments. Second, an Unfunded Mandate (E-4) would 

have a significantly negative affect on Tax Revenue (T-4). Tax revenue is a mainstay of funds 

for municipalities, and an unfunded mandate could substantially decrease the available revenue 

for police services. Third, it was concluded that the Mandated 3 Percent at Age 50 Retirement 

Package (E-2) would have a strong impact on the Quantity of Qualified Applicants (T-5). A mass 

departure because of retirements would cause a ripple effect throughout an organization and the 

law enforcement community that would increase the number of entry level positions to be filled 

from an already limited pool of applicants. 

 

 The NGT process helped to identify a number of trends and events that could impact the 

staffing and organizational structure of a police department and affect its ability to respond 

effectively to significant population growth. Ultimately, by incorporating and making specific 

reference to them, the results of this exercise were used to assist in the development of alternate 

future scenarios for this project.  

 

Future Scenarios 

 Based upon the information developed in the literature review, the informal interviews, 

and especially the nominal group technique futures forecasting exercise, three alternative 

scenarios related to the issue question, each reflective of a possible future, were developed. 

 

Best Case Scenario 

 It’s January 2005. The Brice Police Department has just begun yet another year of  
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prosperous existence. The new City Council, which was sworn in just last week, has already 

asserted its strong commitment to public safety and specifically to law enforcement. The quality 

of life has been outstanding in the City of Brice for several years, and it is commonly accepted 

that this situation is due primarily to services provided by the Police Department under the 

leadership of Chief Michael Hammett. 

 The greater Brice Valley has replaced the Silicon Valley as the place to be in California 

for technology companies. With the country becoming so open to new and developing 

technology, the stock market, particularly Internet and technology based companies, have thrived 

for half a decade. Existing companies are planning large expansions and new companies have 

sought to establish themselves in the Valley. As a result of these conditions, the City of Brice has 

substantial sales tax revenues and a balanced budget with significant reserves. This has allowed 

the City Council some flexibility in granting the Police Department extra funding for items they 

seek to enhance their crime-fighting abilities. They have the latest technology which other cities 

only dream of possessing. 

 With economic conditions being as good as they’ve been, there has also been significant 

growth occurring in Brice.  In fact, in five short years the city has grown 25 percent. All of the 

area within the city’s Sphere of Influence that had previously been unincorporated is now part of 

the city, and considerable residential and commercial/retail development has taken place. Brice 

has become the largest urban hub north of Sacramento. 

 With all of the growth that has occurred, it has become necessary for the Police 

Department to grow as well. Although the Department has nearly doubled in size in only five 

years, top management with a Chief and two Captains each serving as Division Commanders  
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remains the same. The most significant change in management has taken place at the mid-

management level where each specialized area now has a Lieutenant or civilian manager in 

charge. These areas include: Patrol with 6 Lieutenants, Detective Bureau, Juvenile Bureau, 

Traffic, Outreach, Neighborhood Policing, Communications, Records, Animal Control and 

Administrative Services. Supervision of personnel is accomplished by Sergeants or civilian 

Supervisors, none of whom are responsible for any more than five subordinate employees. 

 As far as staffing of line personnel is concerned, Chief Hammett has been successful in 

maintaining a ratio of 2.0 sworn personnel and 1.0 non-sworn personnel per 1000 population in 

the City. With a current population of 150,000 this has resulted in a department of 300 sworn and 

150 non-sworn personnel. With optimum staffing levels, Chief Hammett has been able to 

continue delivery of a variety of specialized and innovative police services. 

 Life is good, and the Chief is happy. 

 

Worst Case Scenario 

 Chief Richard Simon had hoped the new year, and the new City Council sworn in only a 

week ago, would bring good things for the Whelan Police Department. But alas, in their first 

meeting of January 2005, the Council strongly asserted their commitment to the environment, 

specifically the preservation of meadow foam, fairy shrimp and the City’s large municipal park, 

the third largest in the nation. The Council indicated their funding priority for the next fiscal year 

would be the development of a larger Parks Department. They also established the top priority 

for the Acting City Manager when they directed her to begin the development of a local 

Environmental Protection Department next year. 
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 Such a ridiculous state of affairs was only the most recent in a half decade long string of 

calamities, faux pas, and blunders undertaken by the ever-changing City Council. This, 

combined with poor economic conditions at the state and national levels, made life as the leader 

of a public safety agency miserable for Chief Simon. Prematurely gray, balding, overweight, and 

in generally poor health, it was clear the circumstances were taking their toll on the Chief. 

 In addition to his anticipated change of the conditions on the Council, Chief Simon had 

hoped the State would be allocating some bailout money for local law enforcement agencies.  

Unfortunately, the first of the year only brought news that the previously projected surplus in the 

State budget was a horrible error. The State was now faced with an incredible budget deficit.  

Because the Public Employees Retirement System (PERS) had miraculously done so well in 

recent years, it was the Governor’s obvious target for bail out funds for the State. He pushed 

through emergency legislation and took a significant chunk of PERS money. The amount was so 

significant that PERS was forced to change its retirement formula for public safety employees.  

Instead of being eligible to retire at age 50 with up to 90 percent of their salary, public 

employees were now faced with only a 75 percent retirement and would not be eligible until they 

reached age 55. 

 The PERS snafu also had a direct effect on the Whelan Police Department. At least 20 

percent of Department personnel who would have been at retirement age that year would now be 

forced to stay on the job. Many of these individuals had been retired on the job for years already, 

and Chief Simon knew the news about PERS would only further sour their attitudes. 

 On a national level, the stock market had seen a steady decline for the last five years. The 

prosperous days of the late 1990s finally ended, but nobody could have predicted the economy  
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would have taken such a drastic shift. 

 Locally, the City of Whelan had seen significant growth: 25 percent in the last five years.  

The growth, however, was due to annexations from the county because residents in those areas 

had become disillusioned with the total absence of county services. Although Whelan was in a 

better fiscal position than the county, the annexation growth did not bring a tax base to allow the 

City to proportionally expand its services to the new residents. As a result, Chief Simon has been 

forced to identify and implement significant cuts in services. In fact, virtually every specialized 

unit within the Department has been gutted. Currently, officers were only able to respond to in-

progress felony calls because the Department had not added any new personnel in the last five 

years. 

 There were other circumstances at the Police Department which had distressed Chief 

Simon. During the late 1990s, in an effort to enhance police services, each Department vehicle 

was equipped with a laptop computer. Since specialized services had been cut, there were no 

longer technical support personnel to maintain the computers. As a result, when a laptop became 

disabled for whatever reason, it was simply abandoned. The long term result had been the lack of 

any working computers in the police cars, and personnel who had previously been open to the 

use of alternative technology were no longer so inclined to step outside the theoretical box. 

 There’s more. The Chief had planned to retire in March. Recruitment for his replacement 

cannot take place until recruitment and selection of the new City Manager is completed. This has 

been delayed because the consultant the City hired for the recruitment has just been diagnosed 

with terminal cancer and has been unable to work. 

 Also, the Chief has not been allowed to fill any vacancies in his management team during 
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the last five years because of the City’s poor financial condition. Now, all that are left, for a 

number of reasons, are the Chief, a Captain, and two Lieutenants. He is missing a Captain, two 

Lieutenants, and a civilian manager from his authorized positions, and actually needs more 

administrators to effectively manage the Department. With these current circumstances, the 

Acting City Manger has asked the Chief if he would delay his retirement. 

 Chief Simon had been looking forward to enjoying his retirement, but now he just hopes 

he will live to see it. 

 

Most Probable Scenario 

 Chief Katie Denim is excited about the prospects that the upcoming year might hold for 

the Central City Police Department. Although she is a young Chief, she has already distinguished 

herself with her accomplishments. Of particular note is her ability to view circumstances related 

to her Department with careful and reasoned realism. She had been selected for this position by 

the new City Council because they believed she would be able to successfully maneuver the 

Department through a variety of adversities they anticipated would occur in the near future.  

Council trusted her and knew she would do the right thing. 

 The quality of life in Central City has been consistently good for decades. Community 

support for the Police Department and local government has been consistently high for years.  

Like other municipalities, Central City has to very carefully plan its budget each year, but the 

stable economy makes this relatively easy. The city enjoyed about 25 percent growth during the 

last five years through a planned balance of annexation and commercial and residential 

development. There has been a slight increase in sales tax revenues for each of the last five 
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years, and this allowed the City to conservatively expand its services. 

 As far as the Police Department is concerned, Chief Denim has been able to maintain an 

acceptable level of service to the public. Although the geographical service area of the 

Department has grown, the Chief has made adjustments to the beat structure to accommodate the 

growth. Even though the economy and Central City’s overall fiscal picture has been good, the 

Police Department has been unable to add positions in direct proportion to the population growth 

in the city. Specialized programs have been maintained, but it has been necessary to justify them 

every year to the City Manager and the Council. Grant opportunities have allowed the 

Department to add personnel in some specialized areas. The Department has also been able to 

acquire a few additional general fund positions, but only enough to provide additional patrol 

coverage during peak periods. Full integration of the COPPS philosophy and an overall 

commitment to finding ways to work smarter rather than harder have resulted in a very 

efficiently run department. 

 Chief Denim entered her new position faced with, among other things, two unavailable  

police officer positions:  one because an officer would be off work for six months due to a work 

related injury and the other due to the pregnancy of a police officer. Although the impact of these 

absences would be felt, temporary adjustments were made to ensure that minimum coverage in 

patrol was maintained. 

 The City will make the Public Employee Retirement System 3 percent at age 50 

retirement program available to public safety employees at the beginning of the new fiscal year, 

but the Chief does not anticipate being significantly impacted by the anticipated departure of 

only three of her officers. An active police officer eligibility list, with several viable experienced  
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candidates, will remain in place through the end of the calendar year. 

 The new Chief is pleased with the prospects which lie ahead and with the current 

personnel she has available for the upcoming tasks. Although she would like to acquire more 

resources for her Department, she will make the best use of what she has and is ready for the 

challenge. The City Manager and the Council have committed to a staffing-per-population 

formula, and although they cannot guarantee funding for projected positions, they have assured 

the Chief it is a top priority of theirs to stick with the formula. 

 The Chief is riding a wave of enthusiasm, and there are no sharks visible on the water 

surface. 

 

 Each of the scenarios are reflective of information gathered during the literature review, 

the expert interviews, and the futures forecasting exercise. In anticipating potential futures, it 

would be nearly impossible to address all of the issues that could impact staffing and 

organizational structure as a result of population growth in a community. However, by 

addressing those that seem to have the greatest likelihood of occurring, a police department 

stands a greater chance of achieving success. By selecting an alternate future that seems most 

probable, as has been done in this project, and developing a specific plan for bringing those 

circumstances to fruition, a department is in effect creating the future. 
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SECTION THREE 

A STRATEGY FOR THE FUTURE 

 Each of the scenarios presented in Section Two represent potential futures that could be 

faced by a medium-sized municipal police department in the year 2005. Although any one of 

them could happen, the third or Most Probable Scenario has the greatest likelihood of coming to 

fruition. For that reason, a strategic plan that is consistent with the Most Probable Scenario will 

be developed and presented. The strategic plan will consist of a description of the present 

situation of the Central City Police Department, an analysis of internal Strengths and 

Weaknesses and external Opportunities and Threats (SWOT) facing the Central City Police 

Department, an assessment of stakeholders, and an overview of strategies which will be 

employed in the effort to make the Most Probable Scenario a reality. Central City as described in 

the Most Probable Scenario is a representation of the previously referenced model, the Chico 

Police Department. As such, the present situation and the SWOT analysis will be based upon the 

model agency. 

 

The Situation 

 Central City is a city of approximately 55,000 which is situated in an urban area of 

approximately 95,000 in the middle of California’s Northern Sacramento Valley. It is the largest 

city in the county, which has a population of approximately 202,000. The City is home to a 

California State University campus which has approximately 15,000 students, and many of the 

14,000 students from a nearby community college also reside in the city. Central City is 

considered by many to be a liberal community, and it is very diverse socio-economically  
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speaking. The City is a charter city, and is governed by a seven member city council under the 

council/city manager form of government. 

 The Central City Police Department has been in existence since 1923. It is a full service 

law enforcement agency that subscribes to the COPPS philosophy, and is structured in a 

conventional bureaucratic hierarchy. The Department has 116 full-time employees, 75 of whom 

are sworn peace officers and 41 of whom are non-sworn, as well as a complement of nearly 200 

part-time volunteers. The Department is organized into two divisions, Operations and Support, 

under the Office of the Chief of Police.  The Operations Division consists of the Patrol, Traffic, 

and Community Outreach Sections. The Support Division consists of the Communications, 

Records, Animal Control, and Criminal Investigations Sections. Under the Criminal 

Investigations Section are the Detective and Youth Services Bureaus. 

SWOT Analysis 

 A SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis of the Central 

City Police Department was conducted by members of the Department’s management team. The 

SWOT analysis is intended to assess the Department’s internal strengths and weaknesses, as well 

as external opportunities or threats that could impact a strategic plan. The results of the analysis 

are as follows: 

 Strengths 

S  Central City Police Department (CCPD) is very progressive and innovative. 

S  CCPD is one of the most technologically advanced law enforcement agencies in 

Northern California. 
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S  CCPD enjoys an excellent reputation for community involvement, as well as 

strong working relationships, and formal partnerships with several community 

organizations. 

S  CCPD employees are well educated with a majority having AA degrees, many 

having BA degrees, and several with MA degrees.  The city strongly encourages 

their employees to further their formal education and has an excellent educational 

reimbursement program. 

S  CCPD employees are top quality as a result of very high organizational and hiring 

standards. 

S  CCPD employees are well acquainted and generally comfortable with the COPPS 

philosophy. 

S  CCPD has a large contingent of immediately accessible volunteers who are 

frequently used to supplement various services. 

S  CCPD has an excellent reputation and strong working relationship with the 

various local media. 

S  CCPD has experienced tremendous success in developing and implementing new 

programs with initial funding provided by various grants. 

 Weaknesses 

S  CCPD recently appointed a new chief who is still becoming acclimated to the 

history and culture of the department, city government, and the community. 

S  The CCPD Police Officer’s Association, while relatively large, is apathetic with 

regard to issues directly affecting its members. 
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S  The CCPD management team is comprised mostly of members with little 

experience as managers. 

 Opportunities 

S  Technology is advancing at a phenomenal rate with many advancements having 

direct application to law enforcement. 

S  There are countless federal, state, and private grant opportunities available for law 

enforcement agencies to pay for staffing and technology. 

S  Many community agencies, groups, and organizations are amenable to working in 

partnership with the police department to solve community problems. 

S  There are many community agencies, groups, organizations, and citizens in 

general who are hungry for knowledge about issues currently faced by the 

community and society as a whole. 

S  The media is very willing to assist the police department by publicizing 

information about police department activities. 

S  Generally, the community has a high level of commitment to address and/or solve 

local problems. 

S  Public safety is consistently identified through various means as a high priority 

for the community. 

S  Both the federal and state governments are fiscally sound with current and 

projected budget surpluses for the next several years, which could result in 

additional monies being made available for law enforcement. 

S  An area of over 40,000 people, immediately adjacent to Central City and within  
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the city’s Sphere of Influence, could potentially be annexed into the city limits.  

 Threats 

S  Unfavorable activities of other large profile law enforcement agencies cause the 

law enforcement profession, including the CCPD, to be viewed in a poor light and 

therefore lose community support. 

S  Competition from other city departments and other interests for general fund 

money jeopardizes funds for the police department. 

S  There is significant competition from other law enforcement agencies and social 

service agencies for some of the grants available to the CCPD. 

S  A portion of the Central City Council is up for election every two years thereby 

creating the potential for frequent changes in the philosophy of the Council 

toward the police. 

S  Possible annexations of unincorporated areas adjacent to Central City consist of 

primarily residential property with little potential for tax dollar generation. 

  

Stakeholder Analysis 

 The analysis of stakeholders was based on two perspectives relative to the Police 

Department: internal and external. The internal analysis is arranged into six categories:  

administration/middle management, supervisors, officers, non-sworn personnel, the Peace 

Officer’s Association, and volunteers. The external analysis is segregated into five categories:  

city manager, city council, business community, citizens, and special interest groups. 

 The chief executive, administrative staff and management will have to embrace the  
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change in leadership direction. This will be difficult because people are naturally resistive to 

change. There will also be concern over funding any new positions to ensure the projects are 

successful. Finally, there is always the temptation to micro manage any new concept, especially 

when it means giving up some control on how resources are used. 

 Supervisors will give credibility to the process only if they truly believe and fully endorse 

its mission. As in any organization, lack of support from first line supervisors will certainly 

doom any chance of change succeeding. Some supervisors may experience concern over turf 

issues if they don’t remain focused on the goals of Central City. Supervisors must be willing to 

do what is right for the community and not just for their careers. They also have to be conscious 

of political pitfalls to keep their officers from upstaging the chief or developing unwanted 

resistance. 

 Officers are always very reluctant to have anything change in their routine. They are 

almost superstitious. They will not want to do anything which might make them appear to be 

social workers.  Once officers get past this notion, they will find themselves in uncharted 

territory. They’re used to being given calls for service rather than developing plans to resolve 

issues on their own. It will take awhile to start thinking outside the box, and when they do, 

officers will question their own authority to make these kind of decisions. 

 Non-sworn personnel will have a different response when some of their duties are 

changed or expanded. They will argue that they don’t have the ability to keep up with the 

workload without additional personnel and resources. 

 The Peace Officer’s Association (POA) represents all department supervisors, sworn 

officers, and many of the non-sworn employees. As a labor organization, the POA can have a 
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strong voice with regard to issues dealing with wages, benefits or working conditions. Support or 

opposition by the POA may determine the outcome of any proposed changes within the Police 

Department. 

 Volunteers have become a very big component of the Central City Police Department; 

however, they tend to be the exception to change rather than the rule. Volunteers thrive when 

taking on new tasks and will consider it a privilege to be part of a new program or mission, 

especially one aimed at helping the Central City community. 

 The city manager will be resistive to adding new personnel to any department, and police 

will not be an exception. The manager will want to see long term benefits which might actually 

reduce the number of personnel needed at a later time. It will also be incumbent on the manager 

to promote a cooperative atmosphere among city departments to secure positive results. 

 City council members must respond favorably to requests for new or enhanced 

ordinances dealing with substandard living conditions and general blight in Central City. The 

council’s ability to withstand the pressure of public outcry from small groups or individuals who 

rail against public intervention in any form will be crucial if long term results are to be 

accomplished. 

 The business community will be one of the strongest supporters of the police 

department’s goal to become more efficient and effective. Most businesses are willing to help 

with the different programs because they recognize the benefit to Central City and know the 

improvements will ultimately be beneficial to their businesses. Business owners also usually 

have direct contact with council members and are more than willing to acknowledge the 

successes and failures. If the Central City Police Department is successful, business owners may  
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demand even more service and special programs in their districts. 

 Citizens may be reluctant to get involved at first until they are sure the Central City 

Police Officers will remain in their neighborhood over the long haul. Citizens will not initially 

trust the motives of the police department. Once the barriers are removed, there will be a great 

flood of people who want to get involved, especially in their own neighborhoods. Some citizens 

will complain when service calls for lesser problems are not immediately answered because 

officers are conducting problem solving operations elsewhere. Eventually, citizens will develop 

an ownership attitude toward officers and will not want them to be reassigned to other duties. 

 Special interest groups are always a delicate situation no matter what direction the police 

department is going. These groups will always want their particular issue in the spotlight and will 

usually be of the opinion that the Central City Police is not doing enough or is doing the wrong 

thing. If they are not happy with the Department’s goal, they may try to derail the projects by 

garnering public support. If the Central City Police are successful and the special interest group 

agrees with the methods and ultimate goal, then they will expect some portion of the credit.  This 

is not necessarily a bad thing. 

 

Strategy Development 

 With consideration for the situation description, SWOT analysis, and stakeholder 

analysis, the four strategies listed below were developed. When employed collectively, not only 

will they serve to help achieve the desired future state, but they will also help the Central City 

Police Department to keep its “head above water” should it find itself unable to keep up with 

population growth by increasing Department staffing. The strategies are as follows: 
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1.  Promote working smarter rather than harder as members of the Central City 

Police Department are called upon to do more with proportionately less resources. 

2.  Continue to encourage and reinforce the integration of the COPPS philosophy 

into the way business is conducted by the Central City Police Department. 

3.  Actively cultivate community support of the Police Department through 

community enhancement strategies, police-community partnerships, as well as 

COPPS related activities. 

4.  Develop and promote a Department staffing growth plan, which balances 

identified minimum acceptable staffing levels and a standard for increasing 

personnel based on a “per thousand” population ratio with the demonstrated needs 

of the community. 

 

 Regardless of all of the strategies that could be employed to bring about a desired future 

state related to staffing and organization structure as a result of population growth, no plan can 

be successful if there is not a clear understanding of the involved organization’s present 

situation. Current circumstances, strengths, weaknesses, opportunities and threats, as well as an 

awareness of who the stakeholders are should be an integral part of any planned response to an 

anticipated future issue. 
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SECTION FOUR 

TRANSITION MANAGEMENT 

 Once specific strategies for implementation have been identified, it becomes necessary to 

develop the management process to produce the desired future scenario. This transition 

management will be accomplished through identification of the critical mass, development and 

implementation of a specific transition plan, and identification of a transition management 

structure. 

 

Critical Mass 

 It could easily be assumed that each stakeholder would be critical to the successful 

implementation of the proposed strategies. This is simply not so. Although all of them would be 

concerned about the issue raised in this study, the support of all of them is not absolutely 

necessary. Some of the stakeholders can be influenced, or even controlled, to the point of 

compliance. In order to effectively implement the strategies, the group of stakeholders should be 

reduced to the smallest number which would still guarantee the support from the remaining 

stakeholders. This small group, or critical mass, would be sufficient to ensure the success of the 

proposed strategies. Likewise, their opposition would likely mean failure. 

 Analysis of the stakeholders identified three as being critical to the successful 

implementation of the proposed strategies:  the City Manager, the Chief of Police, and the POA.  

They are further discussed below: 
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City Manager 

 As the chief administrative officer for the city and the most direct link to the city council, 

the city manager has the final say over funding recommendations and staffing decisions relating 

to the police department. Although his support would not be critical to the police department’s 

efficiency, community support, or COPPS strategies, it would be critical to any strategies related 

to staffing levels, staffing ratios, or acquisition of new positions. 

 

Chief of Police 

 As the chief executive officer of the police department, the Chief clearly sets the tone for 

organizational philosophy, priorities, goals and objectives. The Chief is primarily responsible for 

influencing the direction of the department and its personnel. The Chief is also the link between 

the department and the City Manager, which makes him or her the direct link to the individual 

who has perhaps the most control over issues related to new staffing. 

  

Peace Officer’s Association (POA) 

 Although the primary function of the POA is to represent the interests of most of the 

department’s line level personnel and first line supervisors in matters related to wages, benefits, 

and working conditions, the Association can also play a very significant role in other department 

matters. The POA can rally support for department policies, organizational philosophies, 

development of staffing levels/ratios or the POA can exercise its influence against such ideas. 

 

 

 



 

 

52 

Transition Plan 

 The Chief of CCPD will have to usher in several transitions simultaneously to capitalize 

on the strengths of the Department while at the same time redirecting the naysayers. By 

employing the four proposed strategies of working smarter, reinforcing the COPPS philosophy, 

developing community support and implementing a departmental staffing growth plan, CCPD 

will begin a positive transition into the future. 

 The first issue, and probably the most difficult, involves the encouragement of employees 

to work smarter. It’s not that the employees are against this concept, but because it involves 

change in departmental operations it can be difficult for them. Almost all people are resistive to 

change until they understand them and/or see the benefit of the change. These changes can 

actually raise morale in the Department. This increased morale can cause a synergism which 

carries over into other aspects of the employee’s daily jobs, especially COPPS. 

 Maximum integration of the COPPS philosophy is an excellent opportunity for CCPD to 

stretch its limited resources yet still be effective in the community. By drawing on other public 

agency resources outside the Department, public works, social services, code enforcement, 

redevelopment agency, as well as private business and the general public, CCPD can maximize 

its efforts and actually fix problems rather than just applying band aids. 

 This change in policing style has to have the commitment of police management before 

the rank and file will take up the cause. The existence of strong role models will serve to 

reinforce positive behaviors and supplement the COPPS training. It is essential for police 

managers to establish themselves as role models. If the Department wants to expand beyond 

traditional approaches in favor of community oriented policing, it will be necessary not only to  
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reward traditional behaviors but also acknowledge community oriented policing behavior. 

 At the same time the managers must give decision making authority to line officers and 

first-line supervisors who will operate under this philosophy. If low level decision making is not 

allowed by the department, the efforts by the officers will be bogged down in bureaucratic red 

tape losing momentum and most likely any chance of success.   

 Garnering support from additional players will ensure the Department’s ability to 

maintain satisfactory levels of service, but the Department must also actively solicit the support 

of the community. Most people want to enjoy  the fruits of a safe community. In the past they 

have expected and almost demanded that the police be solely responsible for their safety. Under 

this new effort, the police are asking citizens to do their share in promoting community safety.   

However, police officers can not ask the community to go it alone. CCPD must develop strong 

ties and partnerships with community members to assist them through the problem solving 

process. This may require helping citizens cut through the bureaucratic morass at city hall, 

dealing with slumlords through the code enforcement process, or facilitating partnerships with 

other members of the community to resolve common issues. 

 This approach will open a dialogue between police personnel and community members, 

which will build trust as common ground is established. With common ground, comes the 

exchange of information and mutual goals. With mutual goals, comes ideas which lead to further 

community enhancement strategies. All of this leads to support for the police department. This 

support can pay big dividends when CCPD makes their case before their governing body for 

additional resources to carry on their mission.   

 Although specific staffing levels and ratios can ultimately be influenced by the level of  
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community support for the department, it is incumbent upon police administrators to 

independently advocate the need for additional personnel when needed. While police 

departments may be able to do more with less, if their jurisdictions grow through annexations 

and/or the influx of people, additional personnel may still be required. In order to maintain an 

acceptable level of service, Central City may be required to set minimum staffing levels based on 

officers per capita.  An officer per capita formula continues to be the most prevalent method used 

by police departments in determining staffing. Using this formula can be an effective tool in 

persuading the council as well as the public about the necessity for more personnel. 

 With these thoughts in mind, the Department should approach the transition by raising 

awareness of the vision through communication and other educational efforts. Before any 

particular change can be expected to take place, it will be necessary for all stakeholders to have a 

clear idea of  the desired outcome. There must be a level of certainty that CCPD personnel 

understand the concepts of working smarter, COPPS, community support and the Department’s 

staffing growth plan. There will be obstacles encountered along the way, so all participants must 

acknowledge the flexibility of the plan. Ultimately, however, this plan will ease the transition of 

CCPD into its future. 

 

Transition Management Structure 

 While a number of management structure options are available, it seems logical in this 

particular case that the Chief of Police assume the role as the project manager. In the context of 

the previously identified critical mass, the Chief is essentially the middleman and in the perfect 

position to influence both the City Manager and the POA. While the Chief delegates the  
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responsibility for the development of staffing levels to staff members, he can solicit input from 

the POA, and present the plan to the City Manager. The Chief must also be the person to initially 

communicate the vision of efficiency, community support, and COPPS philosophy to department 

personnel. The Chief’s commitment to these beliefs will encourage top managers to adopt these 

philosophies, develop programs, be role models, and reward desired behaviors. By cultivating 

the support of the POA, the Chief can ensure that first line supervisors and line level personnel 

will understand and carry out the established objectives. 

 Leadership plays a critical role in the transition of an organization from its current state to 

a desired future state. In advocating a change in staffing levels or organizational structure in 

response to community growth, the role of leadership becomes even more critical. The fact that 

the identified critical mass in this project is representative of leadership only serves to reinforce 

that point. If leadership is proactive in implementing the proposed strategies and facilitating the 

organizational transition, a police department can be successful in responding to increased 

population growth with staffing and organizational changes, but if leadership fails, circumstances 

such as those detailed in the worst case scenario could become a reality.  
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SECTION FIVE 

CONCLUSIONS AND RECOMMENDATIONS 

 This project examined how increased community growth will impact the organizational 

structure and staffing resources of a medium-sized municipal police department in the year 2005.  

The research indicates that increased community growth will result in a need to increase 

personnel in the police department. On the other hand, the impact on the organizational structure 

of the police department by 2005 will likely be minimal. These are the short answers to the 

question. 

 However, almost immediately upon considering these answers, a number of other 

questions come to mind. How will the police department pay for additional staffing? What are 

the alternatives to traditional police department organizational structures? What other issues can 

impact the staffing levels and organizational structures of police departments? These questions 

are only reinforced by the results of the research and the futures forecasting exercise, but they are 

not specifically addressed by the research in this project. Their existence makes it obvious that 

the issue of this project cannot be examined in a vacuum. There are additional implications for 

law enforcement leadership that must be considered when attempting to develop a fully effective 

response to the issue. 

 The strategic and transition plans detailed herein are perhaps the best indicators of 

potential implications and additional challenges for law enforcement leaders as the staffing and 

organizational structure of police departments are impacted by community growth. The strategies 

related to police employees working smarter, rather than harder and integrating the Community 

Oriented Policing and Problem Solving philosophy into the way business is routinely conducted  
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speak to the culture of law enforcement organizations. The strategy related to the development 

and promotion of a staffing growth plan speaks to a number of fiscal concerns. And finally, the 

transition management plan and all of the indicated strategies, as well as the strategy related to 

cultivating community support and police-community partnerships, speak to the role of politics 

in a police department’s response to any issue. 

 Organizational culture runs deep in an agency, and is usually established over a period of 

many years. Any change in an organization, whether large or small, is often difficult to 

implement. There is a natural resistance to altering of the status quo. This project has identified 

several areas which will require a deviation from business as usual. Working smarter rather than 

harder may be interpreted by employees as management’s attempt to make them work harder 

with less resources. It even insinuates working harder for the same pay. It will be critical for the 

leaders of organizations to demonstrate a commitment to becoming more efficient by 

encouraging new ideas and thinking outside the proverbial box. Encouraging innovation by 

employees is healthy and demonstrates management’s willingness to invest in a new future.  

 The integration of the COPPS philosophy is just beginning in many departments, and is 

typically initiated in a small, specialized unit. Many officers do not view this philosophy, which 

is essentially a change in organizational culture, as real police work, and therefore shy away 

from it. The quality of life trend identified by the NGT process received the highest concern 

rating, and yet it is the most easily affected by the direct involvement of officers in their 

community. Organizational leaders must show their full commitment to the COPPS approach by 

totally integrating it into their departments, recognizing related performance on officers’ 

evaluations, and giving the officers the autonomy to make the concept work. It would then 

follow that citizen involvement in community programs, partnerships, and support for the police 
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department would be the natural progression. This process will open the dialog between the 

police and community members, which will in turn develop common ground and build trust. 

Trust and confidence in a police department and its leaders will bring the necessary resources to 

effectively enhance the quality of life.   

 Budgets have always been a concern for law enforcement leaders. There is never enough 

funding to hire the personnel and develop the programs that police officials believe are necessary 

to attain their goals. However, leaders cannot just sit back and blame their woes on others.  

Leaders should be aggressive, determined, and calculating when addressing program 

development which is hindered by budget restraints. First,  the organizational leaders must 

demonstrate that the department is already highly efficient with its current resources. Second, the 

goals of the community must be identified. Proper planning to successfully reach these goals 

should follow. This planning will lead to the identification of the resources necessary, including 

personnel and equipment, to accomplish the mission. The plan should then be presented to the 

appropriate public officials. It should be communicated and demonstrated that the community 

supports the plan and that it is consistent with their own goals and desires. At the same time, law 

enforcement leaders must identify minimum acceptable staffing levels to maintain the services 

demanded by the public, while providing an acceptable degree of safety for the officers. These 

staffing levels will also help in the establishment of a precedence, which would ideally be 

considered before expenditures are made on other non-public safety programs. 

 There seems to be a reluctance to openly acknowledge the significant role politics 

actually plays in any organization. When multiple constituencies have an interest in a particular  
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issue it is incumbent upon leaders to insure that the various interests are acknowledged, and if 

possible, accommodated. In this project, the different constituencies are identified in the 

stakeholder analysis, and their concerns relate to such things as working conditions, budget, 

organizational change and the quality of services provided. Since the transition plan recommends 

that the chief of police assume the lead role in facilitating the process, it would be the chief’s 

responsibility to specifically acknowledge concerns introduced by the city manager, the council, 

the POA, the community and the other stakeholders. 

 In responding to the impact of community growth on the staffing and structure of a police 

department, consideration should go beyond the short answers to the areas that were not covered 

by the research. Specifically, law enforcement leaders must give attention to those additional 

questions that came to mind after the issue question was answered. 

 How will the police department pay for additional staffing? Beyond simply addressing 

the budget implications with a conceptual plan, law enforcement leaders must aggressively seek, 

identify, and avail themselves of creative funding sources. Grants and partnerships offer a variety 

of funding opportunities that would not otherwise be available. 

 What are the alternatives to traditional police department organizational structures? The 

answer to this question would require significant research in itself. With all of the contemporary 

concepts regarding flattening and downsizing business organizations, the innovative approaches 

to structuring organizations, and the strong beliefs about decentralizing police services, there are 

many of possibilities for police departments to examine.  

 What other issues can impact the staffing levels and organizational structures of police 

departments? The number of potential circumstances are unlimited. Some are routine, such as  
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training and technology advancement; others are less often used, like regional law enforcement 

coalitions; and still others are unforseen and unpredictable, such as long-term illness or injuries 

to personnel. Law enforcement leaders must be responsible for anticipating the obvious 

situations and reacting appropriately to the obscure events. 

 It will be incumbent upon the law enforcement community to ensure that their interests 

are addressed in the future. While there may eventually come a time that others outside the realm 

of law enforcement may give attention to particular issues, these times will likely not occur until 

it is too late for law enforcement leaders to act. Through continued scanning of the environment, 

law enforcement leaders should recognize trends and anticipate events which could potentially 

influence the future of policing. Visionary leaders should develop alternative scenarios with 

consideration for the trend and event information. A most probable scenario should be selected, 

strategies for assisting an organization in reaching a beneficial result should be developed, and a 

plan to manage the transition of the organization from its present state to its desired state should 

be implemented. 

 Law enforcement leaders have a choice about the future of their profession. Leaders can 

wait for the future to happen, or they can make it happen. This project has presented a growth 

plan for the future regarding the staffing and organizational structure of a medium-sized 

municipal police department and yet also has built in flexibility. Either way, there is a high level 

of confidence that if circumstances prove to be different than forecasted, law enforcement 

leaders will be better equipped to develop, propose, and implement an alternative response as a 

result of the Command College experience. 
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PROJECTED POPULATION GROWTH: CITY OF CHICO 

 
SOURCE/RATE 1999 2000 2001 2002 2003 2004 2005 2010 2015 2020  

3.82% @ YEAR * 54,093 56,159 58,304 60,531 62,844 65,244 67,737 81,701 98,545 118,861  

CITY OF CHICO **                  57,330 (59,766) (62,306 (64,954) (67,715) 70,590 86,920 107,020 131,776  

GENERAL PLAN ***                  54,500 56,516 58,607 60,776 63,024 65,356 78,376 93,989 112,712  

GENERAL PLAN ****                  54,500 57,377 60,407 63,596 66,954 70,489 91,170 117,919 152,515  
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*        BASED UPON ANALYSIS OF HISTORICAL DATA, THE AUTHOR HAS CALCULATED THE ANNUAL GROWTH 
RATE OF THE CITY OF CHICO (NEW GROWTH AND ANNEXATION) TO AVERAGE 3.82% PER YEAR FROM 1980 
TO 1999. 

 
** CITY OF CHICO INTER-DEPARTMENT E-MAIL FROM CLIFF SELLERS OF THE COMMUNITY DEVELOPMENT 

DEPARTMENT TO THE POLICE DEPARTMENT ANIMAL CONTROL UNIT.  PARENTHETIC FIGURES ARE THE 
AUTHOR’S BASED UPON SELLER’S FIGURES.  PER SELLER’S, FIGURES ASSUME A TOTAL OF 4.25% ANNUAL 
GROWTH DUE TO NEW DEVELOPMENT AND ANNEXATION. 

 
*** CITY OF CHICO GENERAL PLAN 1995-1999 FIVE YEAR REVIEW (JANUARY 2000) NOTES THAT THE AVERAGE 

ANNUAL GROWTH RATE IN THE CITY FROM 1995 TO 1999 WAS 3.7%.  THESE FIGURES ARE BASED UPON THAT 
RATE. 

 
****        THE GENERAL PLAN FIVE YEAR REVIEW REFERENCED ABOVE NOTES THAT THE AVERAGE ANNUAL 

GROWTH RATE IN THE CITY FROM 1980 TO 1994 WAS 5.28% . THESE FIGURES ARE BASED ON THE RATE. 
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PROJECTED POPULATION GROWTH: CITY OF REDDING 
 
 
 
 
 

SOURCE 2000 2005 2010 2015 2020 

CITY OF REDDING PLANNING DEPT. 81,000 88,700 96,800 104,900 113,300 

REDDING PLANNING GUIDE 80,000  100,000  120,000 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



 

APPENDIX C 
 
 

CHICO POLICE DEPARTMENT 
ALTERNATE STAFFING SCENARIOS 

BASED UPON ALTERNATE PROJECTED POPULATION LEVELS IN 2005 
 

CRITERIA 67,737 
* 

70,590 
** 

65,356 
*** 

70,489 
**** 

1999 STAFFING LEVEL                                                                         —     

EMPLOYEES @ 2.08 EMPLOYEES/1000 POPULATION 140 146 135 146 

SWORN @ 1.3 SWORN/1000 POPULATION  88 91 84 91 

NON-SWORN @ .78 NON-SWORN/1000 POPULATION 52 55 50 54 

COMMANDER @12.5 SWORN/COMMANDER 7 7 6 7 

COMMANDER @ 16.6 EMPLOYEES/COMMANDER-MANAGER 8 8 8 8 

SERGEANT @ 6.2 SWORN/SERGEANT 14 14 13 14 

SERGEANT-SUPERVISOR @ 9.0 EMPLOYEES/SERGEANT SUPERVISOR 15 16 15 16 

20 YEAR AVERAGE STAFFING LEVEL                                            —     

EMPLOYEES @ 2.39 EMPLOYEES/1000 POPULATION 161 168 156 168 

SWORN @ 1.53 SWORN/1000 POPULATION 103 108 99 107 

NON-SWORN @ .88 NON-SWORN/1000 POPULATION 59 62 57 62 

COMMANDERS @ 10.5 SWORN/COMMANDER 9 10 9 10 

COMMANDER-MANAGER @ 15.9 EMPLOYEES/COMMANDER-MANAGER 10 10 9 10 

SERGEANT @ 5.7 SWORN/SERGEANT 18 18 17 18 

SERGEANT-SUPERVISOR @ 10.0 EMPLOYEES/SERGEANT-SUPERVISOR 16 16 15 16 

1998 UCR NATIONAL AVERAGE                                                       — —     

EMPLOYEES @ 3.1 EMPLOYEES/1000 POPULATION 209 218 202 218 

SWORN @ 2.4 SWORN/1000 POPULATION 162 169 156 169 

NON-SWORN @ .7 NON-SWORN/1000 POPULATION 47 49 45 49 

1998 UCR WESTERN REGION AVERAGE                                        — —     

EMPLOYEES @ 2.5 EMPLOYEES/1000 POPULATION 169 176 163 176 

SWORN @ 1.8 SWORN/1000 POPULATION 121 127 117 126 

NON-SWORN @ .7 NON-SWORN/1000 POPULATION 47 49 45 49 

1998 UCR WESTERN CITIES 50,000 TO 99,999 POPULATION      — —           

EMPLOYEES @ 2.0 EMPLOYEES/1000 POPULATION 135 141 130 140 

SWORN @ 1.4 SWORN/1000 POPULATION 94 98 91 98 

NON-SWORN @ .6 SWORN/1000 POPULATION 40 42 39 42 

BJS 1996 CENSUS-NATIONAL LEVELS                                            — — —     

EMPLOYEE @ 3.5 EMPLOYEES/1000 POPULATION 237 247 228 246 

SWORN @ 2.5 SWORN/1000 POPULATION 169 176 163 176 

NON-SWORN @ 1.0 NON-SWORN/1000 POPULATION 67 70 65 70 

BJS 1996 CENSUS-CALIFORNIA LOCAL LEVELS                         — — —     

EMPLOYEES @ 1.6 EMPLOYEES/1000 POPULATION 108 112 104 112 

SWORN @ 1.1 SWORN/1000 POPULATION 74 77 71 77 

NON-SWORN @ .5 NON-SWORN/1000 POPULATION 33 35 32 35 
 
—  BASED ON CHICO POLICE DEPARTMENT HISTORICAL EMPLOYMENT AND STAFFING DATA 
 
—— BASED ON 1998 UNIFORM CRIME REPORTS DATA 
 
——— BASED ON 1996 BUREAU OF JUSTICE STATISTICS LAW ENFORCEMENT SURVEY 
 
*          BASED UPON 3.82 % AVERAGE ANNUAL GROWTH 1980-1999 
 
**              BASED UPON 4.25 % AVERAGE ANNUAL GROWTH PROJECTED BY CHICO COMMUNITY DEVELOPMENT 
DEPARTMENT 
 
***            BASED UPON 3.7% ANNUAL GROWTH 1995-1999 
  
****       BASED UPON 5.28% AVERAGE ANNUAL GROWTH 
 

 



 

APPENDIX D 
 

 NGT: IDENTIFIED TRENDS 
 

TREND: A trend is a series of occurrences, when viewed together, indicated a movement in a 

particular direction. The movement can be perceived as positive or negative. In defining a trend, 

directional labels such as “less,” “more,” “lacking,” or “decline,” should not be used. 

 

1. Changing business philosophies regarding the Internet. 

2. Population change in age group of 15-19 year olds. 

3. Aging of existing population. 

4. Educational requirements for employees. 

5. Increased employment of more educated young people. 

6. Economic impact. 

7. Changing attitudes toward drug policies. 

8. Social change. 

9. Juvenile violent crime. 

10. City and county collaboration. 

11. Privatization of public services. 

12. Influx of cultural diversity. 

13. Tourism. 

14. Union and labor influence. 

15. Gambling. 

16. The role of law enforcement. 

17. Continued emphasis on measuring outcome. 

18. Lack of personal responsibility. 

19. Continued availability of commodities. 

20. Senior activities. 

21. Changing local government financing (city vs. county vs. state) 

22. Economic development encouraging growth. 

23. Illegal aliens. 

24. Lack of qualified candidates for professional positions. 

25. Media. 

26. Church and family activities. 

27. Mobility. 

28. Loss of agricultural land. 

29. Politics and special interests. 

30. Emphasis on corrections (jails and prisons). 

31. Role of restorative justice. 

32. Communication records. 

33. Retention of workforce. 

34. Telecommuting. 
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35. Planned urban sprawl. 

36. Proposition 13 type initiatives. 

37. Internet tax revenue. 

38. Increased emphasis on prevention 

39. Civil litigation. 

40. Wage and benefit impacts. 

41. “Big box” retail. 

42. County growth policies. 

43. Role of schools. 

44. Technology advances in law enforcement. 

45. Attitude change toward homelessness. 

46. Civil disorder and disobedience. 

47. Infrastructure of the family/family unit. 

48. Destination point/attractions. 

49. Emphasis on neighborhoods. 

50. Change from representative type government. 

51. Law enforcement regionalization. 

52. Neighborhood policing. 

53. Growth in parole/criminal underclass population. 

54. Small town bureaucratic mandates. 

55. Substance abuse/recovery services. 

56. Jail/prison overcrowding. 

57. Increased dependency on government by new businesses. 

58. Dysfunctional families. 

59. Changing expectations of new residents. 

60. Changing population demographics. 

61. Unemployment/job rate as they relate to economics. 

62. Generation X/gang activity. 

63. Enhanced sentencing (3 strikes, etc.). 

64. Quality of life. 

65. Change in role of religious institutions. 

66. Role of the faith-based communities. 

67. Healthcare. 

68. Transportation issues. 

69. Recruitment of new law enforcement officers. 

70. Increased fair employment laws. 

71. Maintenance of infrastructure. 

72. Gun control. 

 



 

APPENDIX E 

NGT: IDENTIFIED EVENTS 

EVENT: A one time singular occurrence. Examples include such things as a natural disaster, 

developing a tourist attraction, a political election or the passage of legislation. 

1. Legislation or a voter proposition resulting in less tax revenue for cities. 

2. The “mob” and Indian gaming merging. 

3. P.O.S.T. requires mandatory retirement at age 40. 

4. Large industry relocates in the city. 

5. Relocation of a 100 bed group home in the city. 

6. Butte and Shasta Counties jointly file bankruptcy. 

7. Unfunded state mandate. 

8. Large annexation increases population. 

9. Summer Olympics of 2004 held in the North Valley. 

10. Superhighway routed through Chico. 

11. Legalization of drugs. 

12. Local initiative creates regional government. 

13. Legislature mandates 3% at age 50 retirement system. 

14. Strong firefighter union. 

15. Stock market crashes. 

16. Mt. Lassen erupts. 

17. Area hospitals relocate to Willows. 

18. Huge riot. 

19. Aryan Nation moves to town. 

20. California elects first Hispanic Governor. 

21. Airport forced to close because of encroachment. 

22. State prison comes to town. 

23. Major movie studio moves to town. 

24. California State University Police contract with Chico Police to police the Chico campus. 

25. Large train derailment with a hazardous materials condition. 

26. Mandatory reporting of adult abuse. 

27. Live Scan is implemented. 

28. Major attraction burns. 

29. Major political shift. 

30. Weather change causes people to move. 

31. Prohibition in California. 

32. State police annex local agencies. 

33. Stock market doubles. 

34. Tort reform. 

35. Major university relocates/leaves. 

36. Mandatory arrest for misdemeanors. 
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37. Nationwide media event. 

38. National gay convention. 

39. Shasta Dam breaks. 

40. Police department/chief of police scandal. 
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