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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 this way. 

 

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

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

Training (POST). 
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EPIGRAPH 

 

 

Can you lead your people 

Without seeking to control? 

Can you open and close the gates 

In harmony with nature? 

Can you be understanding   

Without trying to be wise? 

Can you create without possessiveness 

Accomplish without taking credit, 

Lead without ego? 

This is the highest power. 

 (Tao, 10)  
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CHAPTER ONE 

Introduction 

     Citizens today are complaining about a lack of leadership.  Throughout history, Americans 

have faced challenges with the emergence of strong leaders.  From Benjamin Franklin to Robert 

E. Lee, from George Patton to Martin Luther King and John F. Kennedy, people have seen the 

likes of great leaders.  No longer can we expect a John Wayne to ride in on his white horse and 

fix everything.   

     The current crisis in leadership is partly due to the shift in the leadership paradigm.  The 

definition of leadership itself is changing.  It involves courage and strength of character.  People 

must find the power of leadership within themselves.        

      Law enforcement agencies, now more than ever, must look at designing their future as they 

look towards 2007.  Much has been written in recent years about the difference between 

managers and leaders.  Managers typically have handled the daily operations, put out the latest 

fires, handled budgets, and maintained the status quo.  Leaders are men and women of vision 

who see how the daily details fit into a larger pattern.  Leaders plan, facilitate change, and inspire 

others with a vision of greater possibilities.  Law enforcement today needs committed leaders 

who can envision this future and individuals who can really be agents of change.  The world is 

changing minute by minute, as evidenced by the tragic events of September 11, 2001.  What will 

be the needed characteristics of middle managers in the year 2007? What does the future hold for 

middle managers? Will middle managers become strong leaders?  The ability to lead by example 

and challenge their organizations to fulfill their highest potential are tasks waiting to be 

accomplished.   
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Issue Statement 

What characteristics will middle managers need in a large 

law enforcement agency by the year 2007? 

     The issue statement leaves room for much interpretation and broad definition.  The issue 

statement will be answered with the vision of developing an efficient and effective middle 

manager who will be an exemplary model of the desired middle manager by the year 2007.  The 

issue leads to several sub-issues that can be examined to assist in defining the original statement.  

The sub-issues outline traits, qualifications, or areas of specific importance in the development of 

a desirable middle manager.    

     Curiosity about what the future may hold for middle managers led to the desire to explore this 

question further.  For purposes of this document, a middle manager is defined as the rank of 

lieutenant; a person who supervises first line supervisors (sergeants).  A large agency is defined 

as an organization of 500 or more employees.  A large agency was chosen, as smaller agencies’ 

middle managers may have auxiliary roles and duties not traditionally expected of a manager.   

 
Sub Issues 

 

What training will be required of a middle manger? 

     Middle managers will need to work smarter, not harder.  Technology will allow middle 

managers to achieve better results and fight the war on crime.  Complex databases, DNA 

advances, laptop computers, communications, and inter agency networking will assist law 

enforcement and managers in their ability to solve crimes.  Managers will need advanced 

training to stay up to date on technological advances and make informed decisions on computer 



 

 3

programs and equipment that would benefit the agency.  Technology is changing the way 

agencies teach and employees learn.   

     The National Education Association believes middle managers will need to understand what 

technology can and what it cannot do.1  Human resource management will be of great importance 

in the future.  Changes in demographics will alter further the nature of once homogeneous 

communities.  A predicted “fourteen percent increase in the fifteen to twenty-four year old 

population by 2005 will raise crime rates, as the individuals in this age group are most likely to 

commit or fall a victim to crimes.”2  According to Gene Stephens, the United States has 

experienced a thirteen point two percent increase in African Americans, a fifty-three percent 

increase in Hispanics, and a 108 percent increase in Asians since 1990.3   “A rise in crime has 

accompanied this diversification, as cultures and values have clashed.”4  This will require a better 

understanding of the community law enforcement represents and an awareness of the diversity of 

the people; both in the community and one’s own organization.  Higher education will be 

deemed a requirement of the middle manager of the future.  This will improve not only the 

manager’s knowledge base, but provide a basis for the broad understanding of the larger societal 

issues underlying the law enforcement purpose. 

     Many issues may define the characteristics needed of a middle manager.  A glance back to the 

history of traditional law enforcement management illustrates a much different description from 

today.  “The primary function of police is the preservation of peace and order.”5  While that 

                                                 
     1 National Education Association, Technology, National Education Association, 2001, http://www.nea.org, 3 
November 2001. 
     2Craig Russell, True Crime, American Demographics, August 1995, 30.    
     3Gene Stephens, The Global Crime Wave, The Futurist, July 1994. 
     4Ibid. 
     5George T. Felkenes, The Criminal Justice System: Its Functions and Personnel (New Jersey: Prentice-Hall, 
1973) , 18. 
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continues to be part of the law enforcement function, new concepts of community policing, with 

increasing expectations, has evolved.  In 1970, the Presidents Crime Commission said in part,  

“Too many police forces have serious organizational deficiencies and appear to have evolved 

without conscious plan and serious deficiencies in internal communications, coordination, 

supervision and direction of effort and control.”6  Strong leadership and middle management 

have slowly changed this climate over time.  An examination of the history in California will 

exhibit some distinct trends to examine.  The need for higher education for middle managers, 

technology, and community-oriented policing philosophies are several trends that are evolving. 

     Historically, police officers were recruited from the military ranks and had little formal 

education.  Law enforcement officers through promotions, the middle managers, and the 

executives learned on the job.  Sir Robert Peel spoke of the need for a professionally trained 

police force in 1829.  The real emphasis came from August Vollmer, the father of modern 

policing.  By proposing police have college degrees, Vollmer placed the first real emphasis on 

professional training and education.7 

     As early as 1931, the Wickersam Commission recognized the need for increased educational 

standards for the police.  The rationale was the police could recruit their share of intelligent 

young people from each year’s addition to the work force.   

     Technology will continue to play a major role in the law enforcement arena.  Cheaper 

computers, faster processors, and the Internet have made law enforcement dependent on 

technology more than ever before.  New technology in DNA, tracking capabilities, and identity 

theft crimes have increased dramatically and require much more training and education to solve 

these crimes and understand our potential in the world of technology. 

                                                 
     6President’s Commission on Law Enforcement and Administration of Justice, Task Force Report: The Police, 
(Washington, D.C.: U.S. Government Printing, 1967). 
     7August Vollmer, The Police and Modern Society (Berkeley: University of California Press, 1936) , 22.  
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What will the community expect of the law enforcement middle manager? 
 
     The public will increasingly require new forms of problem solving, work groups, and 

organizational structures.8  Society will demand more efficient and professional police services 

that may lead to regionalization and/or privatization of agencies and services.  These changes 

may evolve from budgetary restraints as law enforcement agencies prepare to enter an economic 

slump that may require a reduction in budgets by as much as fifteen percent.  Privatization may 

increase as private security guard levels rise as much as fifty percent in the next five years.9  The 

lines between the haves and have-nots will become wider and more distinct, potentially allowing 

private police to become the law enforcement of the rich.    

     The public will demand that the police understand the issues and needs of the community.   

Law enforcement will need to meet the need for diversity in their agencies.  Non-traditional, 

creative problem solving training and education need to be implemented and required for 

managers.     

     The Vietnam War era is typically labeled the era of traditional policing.  Campus protests, 

civil rights, and demonstrations alienated law enforcement from the citizens and fostered an 

atmosphere of mistrust.  Police and the public had an us versus them mentality and law 

enforcement was out of touch with large segments of society.  During this period, accountability 

became the buzzword and middle managers began to question and examine the thin-blue-line 

mentality.  Community policing efforts began in earnest during the 1990s with an effort towards 

prevention of crime.  Police managers began focusing resources in proactive efforts, allowing 

organizations to become more efficient.  After the Los Angeles riots of 1992, law enforcement 

                                                 
     8Federal Bureau of Investigation, Futuristics and Law Enforcement: The Millennium Conference, (Virginia: 
Technical Services Unit, FBI, July 2000) 21-25.  
     9Police Futures Group, Trend Watch! Private Security, (Ottawa: Association of Chiefs of Police, 2000), 1-3.  
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managers began focusing on getting communities and different ethnicities to work with the 

police.  This began an era of law enforcement forging ties with the community it represents.   

     The success and future of private sector organizations are typically defined by their ability to 

meet the bottom line figure, however, government is an exception.  Although law enforcement 

agencies work within yearly budgets, the success of the agency may better be defined by the law 

enforcement creed to serve and protect.  No matter how the field of criminal justice changes in 

the future, no matter what new cyber crimes we may face, no matter how fast technology 

advances, the public will always judge law enforcement by its people.  A critical component of 

the successful organization is its managers.  There are hundreds of management books on 

shelves and an equal number of consultants conducting organizational behavior analysis, all 

designed to improve efficiency.  The trend in recent years has been to downsize organizations, 

with middle management sacrificed to reduce costs.  This trend has reversed itself in the past few 

years, with organizations realizing the middle manager was a critical link in the hierarchy of 

traditional law enforcement.       

     The research for this paper includes current management books, articles, and journals on the 

future traits of managers.  Numerous books point to several prevailing trends.  In the book, Fast 

Forward, it was said:  

The traditional management approach was that its assumptions about the unpredictability 

and pathology of human behavior became self-fulfilling prophecies.  The systems that 

ensured control and conformity also inhibited creativity and initiative.10   

     This well defines the traditional law enforcement agency with its hierarchy, policies and 

procedures, and manuals of policy and ethics.  Stripped of individuality, people often engage in 

behaviors the system was designed to control.  To become effective leaders, today’s managers 
                                                 
     10James Champy and Nitin Nohria, Fast Forward (Boston: Harvard Business School Publishing, 1996) , 198. 
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must recognize the changing workforce, the changing demographics, and the changing 

employees to Generation Xers.   

     The book On Becoming a Servant Leader expressed a credo that should be every law 

enforcement officer’s life work: “Caring for persons, the more able and the less able serving each 

other, is what makes a good society.  The work exists for the people as much as the person exists 

for the work.”11 

 
What may impact the characteristics needed by the middle manger of the future? 

     Many events could impact the job of the middle manager.  One event that always impacts 

organizations is budget cutbacks.  This will require highly educated, knowledgeable managers 

who truly embrace integrated collaborative projects, designed to meet the challenges of the 

future, while correlating budgets to strategic planning priorities and results.  This will require 

additional training for middle managers in “best practices” or “balanced scorecard” systems that 

enable an effective and efficient projection of the future.  The team concept of management must 

be understood and embraced, so work teams consisting of community, line level, and business 

partners are all focused on improving the quality of life in the community. 

     Middle managers must have a very clear understanding of, and answer to, the question, “What 

is our business today and where are we headed tomorrow?” Law enforcement agencies are 

familiar with such phrases as “to serve and protect” and “to save lives and property.” There is so 

much more to the business of police organizations.  Police must learn how to run a more efficient 

business and stop performing duties that do not support this strategy.   Robert Kaplan said, “If 

you can’t measure it, you can’t manage it.”12  An organization’s measurement system strongly 

                                                 
     11Robert Greenleaf, On Becoming a Servant Leader (San Francisco: Jossey-Bass, 1996) , 5. 
     12Robert S. Kaplan and David P. Norton, The Balanced Scorecard (Boston: Harvard Business School Press, 
1996) , 21.  
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affects the behavior of people both inside and outside the organization.  This does not mean law 

enforcement will stop detecting crime, arresting offenders, and preserving order.  It means law 

enforcement may need to focus on those areas and stop performing duties such as taking cold 

burglary reports and collecting found property.  The result is law enforcement working in 

partnerships with other agencies and possibly private security companies.  Unemployment is an 

issue in this nation and the criminal justice system needs to better utilize its fellow citizens and 

entertain the idea of hiring them to perform certain specific jobs.  Certainly, they would not 

perform any duties of a sworn officer, but utilizing them for specific tasks could benefit both.  

This is another step towards visionary leadership, where law enforcement faces society’s 

problems and looks at how the quality of life can be improved.  Law enforcement could take the 

lead and help resolve devastating social problems.  Managers must begin rowing rather than 

steering the ship.   

     Another area of concern to address is resources.  Kaplan found that strategic planning and 

operational budgeting were too important to be treated as independent processes.  Strategic 

planning must be linked to operational budgeting if action is to be tied to vision.13  Good 

managers must set and test specific short-term targets for financial measures.  These will then 

become part of a larger five to ten year plan for strategic measures.  Our customers are aligned to 

our core business and their satisfaction measures our success.   There needs to be a continual 

focus on the external, as well as the internal aspects of law enforcement agencies.  Law 

enforcement needs to become cross-functional in their organizations, meaning it needs to seek 

out those partners with whom it can share resources, knowledge, and technology.  This can 

ultimately reduce costs, overtime, and inefficiency. 

                                                 
     13Ibid. , 33. 
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     The downsizing craze of the 1990s has taken its toll.  Middle managers more than any other 

group, saw their ranks dramatically thinned during a continual stream of cost-saving measures.14  

This would not have been a problem if it occurred only in a few organizations, but widespread 

downsizing depleted the middle management ranks in all areas of criminal justice, making 

traditional modes of recruitment less effective than ever before.15  Demographic trends point 

toward leaner times for recruiters and the increasing importance to grow talent in the 

management ranks from within.  Between 1996 and 2006, the population of people between the 

ages of fifty-five and sixty-four in the United States will increase by fifty-four percent.  Some 

predict, “more than twenty percent of all senior management in large agencies will be at risk of 

retirement in just a few years.”16  Middle managers must recognize the value of succession 

planning.  It must be looked upon as a daily activity to be undertaken at all levels and must be 

the concern of every sheriff or chief who wants to retain and develop first-rate managers now 

and in the future.     

     Now, in this time of unrest and fear, law enforcement managers and leaders require strength 

of character, courage and sometimes a deviance from what is popular.  Law enforcement needs 

to inspire confidence in people who are fearful, and must decide, choose and act in a moment’s 

notice.  The best and brightest managers who project confidence when others are unsure are a 

critical component.  Citizens will need assurance that dealing with uncertainty and change is 

necessary and will result in something better for all.  This project will identify the characteristics 

needed to point us in the desired direction, in developing the most efficient and effective middle 

manager for the law enforcement agency of the future.   

                                                 
     14William J. Rothwell, “Succession Planning Not Just For Top Execs,” Human Resource Management News, 1 
June 2000, 1.   
     15Ibid. , 2. 
     16Ibid. , 4. 
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CHAPTER TWO 
Future Study 

     The future of middle managers will be influenced by a number of changing factors and trends, 

many which cannot be anticipated.  Rarely does one have the opportunity to make change in 

their profession or organization.  To become an agent of change and alter the climate of an 

organization, steps must be taken to achieve a desired change.    

     The purpose of this futures project is to assist present and future managers by providing the 

opportunity to glimpse the future of the middle manager.  Agencies can envision the desired state 

for the middle manager in a large law enforcement agency.  This chapter will further develop the 

issue statement and several sub issues to provide an understanding of the future direction for the 

middle manager. 

     Several law enforcement experts were consulted who provided information on the issue.  

Literature was scanned and publications from law enforcement journals and periodicals were 

selected to provide insight into this area.  References were also obtained from the POST library 

in Sacramento and the FBI National Academy in Quantico, Virginia.  The literature review 

process was to identify any information relating to the desired characteristics of middle managers 

in large law enforcement agencies.   

     Research conducted by the National Institute of Justice concludes that middle management’s 

power to affect change can be harnessed to advance community policing objectives.17  This 

entails law enforcement including those managers in planning, acknowledging their legitimate 

self-interests, and motivating their investment in long-range solutions that enhance community 

                                                 
     17National Institute of Justice, “Managing Innovation in Police: The Untapped Potential of the Middle Manager,” 
File 92-IJ-CX-KOO4. (Washington, D.C.: U.S. Department of Justice, December 1995).  
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safety and security.”18  Middle managers, in turn, must be adept at delegating authority to well-

trained and motivated officers who can make decisions and actions. 

  

Nominal Group Technique  

     The Nominal Group Technique is a process to get a group consensus on a list of emerging 

trends and events, then analyze the cross impact of those same trends and events.  These are then 

used to develop possible future scenarios.  The NGT allows for the gathering and prioritizing of 

the information for the analysis and scenario development.  The first step is to identify and 

assemble a diverse group of panelists for the NGT process.   Eight professionals were invited and 

able to attend the actual process (Appendix A).   

     Each of the panelists was selected for their experience with management or education in a 

variety of fields.  The NGT panel represented a wide range of occupations and expertise, 

utilizing law enforcement, government, and the private sector.  The diversity of the panel allows 

for a wide range of ideas and energetic discussion.  The NGT process is a formal method of 

generating ideas to identify and prioritize the final trends and events to be analyzed.   

     To ensure the panelists would be prepared for the meeting, each received an informational 

packet before the actual meeting.  The packet included an explanation of the Nominal Group 

Technique process and a copy of the issue statement. 

     The NGT process was started by describing the NGT process and its connection to the POST 

Command College and this project.   

     The process continued with the formation of a list of possible trends.  Trends were described 

as a series of events that occur over time that can be forecasted to show change.  Trends can be 

in the past, present or future and can be quantified.  The panel was provided brief instruction in 
                                                 
     18Ibid. 
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developing a proper trend statement and several examples were discussed.   This was followed 

by five minutes of silent generation of ideas.    

     This resulted in fifty-four possible trends (Appendix B).  The panel used a round robin 

method where all trends generated were recorded on flip charts.  After all ideas had been 

exhausted, the ideas were individually discussed and clarified.  Next, the common ideas were 

combined, resulting in a pared down list of twenty-two.  The trends were again clarified to 

ensure consistency and a confidential vote was taken on each person’s top ten.  The votes were 

tabulated and prioritized from one to ten, with one being the most important.  All worksheet 

materials were collected for use in later analysis.  This analysis entailed forecasting the possible 

changes of each trend statement.  The NGT panel results were indicated in median values (Table 

1).  The median figure was used to eliminate unusual variances. 
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TABLE 1 
 

 SUMMARY TREND  
 
 -5 years Today +5 years +10 years Concern 
T1: Human 
Behavior Training 

 
50 

 
100 

 
150 

 
180 

 
9 

T2: Team Concept 
of Management 

 
30 

 
100 

 
150 

 
200 

 
8 

T3: Problem 
Solving Model vs. 
Reactive Model 

 
50 

 

 
100 

 
170 

 
250 

 
8 

T4: 
Entrepreneurship 
of Resources 

 
50 

 
100 

 
250 

 
300 

 
9 

T5: Human 
Relations Skills 

 
60 

 
100 

 
150 

 
200 

 
8 

T6: Understanding 
Community 
Perspective 

 
30 

 
100 

 
200 

 
250 

 
8 

T7:  
Higher Education 

 
50 

 
100 

 
150 

 
200 

 
7 

T8: 
Benchmarking/Best 
Practices 

 
50 

 
100 

 
150 

 
200 

 
8 

T9:  
Mentoring 

 
30 

 
100 

 
130 

 
170 

 
7 

T10: 
Civilianization 

 
25 

 
100 

 
125 

 
175 

 
5 
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Trend Forecasting 

     The panel forecasted the possible change of each trend statement as depicted in the Summary 

Trend Table (Table 1).  The measurement began as today and specified as 100.  The three time 

measurements were all measured from the current date of today.  The last question is to rate the 

level of concern of this trend to the rater. 

The measurements were:  

1. What was the level of the trend five years ago? (-5) 

2. What will be the level five years from now?  (+5) 

3. What will be the level ten years from now?  (+10) 

4.   What is the level of concern of the trend? (1-10) 

     This information was valuable in determining the trend statements that had the greatest 

impact on the NGT panel.  From the information obtained, Entrepreneurship of Resources, 

Understanding the Civilian Perspective and Problem Solving model versus the Reactive model 

were deemed by the panel as most important. 

 
Trend Statements 
 
 
Trend 1: Amount of Human Behavior Training Provided. 
 
Human behavior training was defined as the understanding of others (cultures, nationalities, 

religions, beliefs) in both the community and internally.  The training includes organizations 

doing a better job of understanding their own employees, which will require managers to develop 

competence in interpersonal relations.  The panel believed a critical component of law 

enforcement is its ability to understand and to serve the citizens it represents.  Managers need to 

recognize the dominant presence of Generation Xers, those current twenty to thirty year olds 
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who value a balance between work and personal life, who are entering the law enforcement 

arena.  There is a need to recognize their imagination, which will potentially create a more 

innovative workplace.  This need for increased understanding through training will enable 

managers to recruit and retain the best and brightest individuals in the future.  The panel felt this 

type of training will continue to increase in the future with the largest increase occurring in the 

next five years as a critical need is seen in this area.  It will continue to increase over the next ten 

years, at a slightly slower pace during the second five years.  This was rated as most important of 

all the trends. 

 
Trend 2:  Use of the Team Concept of Management  
The team concept of management is defined as a networking of management, rather than the 

traditional hierarchy.  The rigid paramilitary form would incorporate working teams that consist 

of all levels: from line staff, to community leaders, to businesses.  The trend in recent years has 

resulted in a downsizing, or flattening, of middle management.  This will result in the need to 

foster team oriented problem solving.  The panel felt that law enforcement must assess 

themselves in terms of capabilities and infrastructure required to deliver an ideal level of value, 

as defined by their customers and stakeholders.  They felt there is a greater need for a multi-

agency approach in the community and for the police in some instances to take a reduced role.  It 

was also expressed that there is a need for the sharing of knowledge, technology and the 

attendant databases and it will require leadership of managers to take a lead position.  The police 

manager was seen as a significant contributor to a multi-agency approach to ensure a caring 

community comes about.  The panel felt this concept was virtually unheard of five years ago, but 

would increase in the next five years, actually doubling in the next ten years. 
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Trend 3: Emphasis on Problem Solving Models. 

This was defined as pro-active service delivery, problem solving and partnerships with residents. 

The panel felt much of policing is inherently reactive, responding to a wide range of 

unpredictable demands.  Law enforcement will need to practice community policing as an 

organization, not as a special unit within the organization.  Community policing will encompass 

all aspects of a department: from Problem Oriented Policing, to dealing with previously criminal 

issues (such as drug use) as a community health issue, to establishing employee assistance 

programs.  It was felt a policing system must be flexible and adaptable.  The middle manager 

was believed to be a central figure in understanding and conveying the needs and wants of the 

citizens, therefore increasing the level of public trust.  The panel felt this trend was on the rise, 

with a large increase the next five years.  An equally high increase was seen over the next ten 

years. 

 
Trend 4: The Need for Entrepreneurship in Acquiring Resources. 

These were defined as the need for middle managers to develop and locate funding or resources 

for programs and to have the autonomy to engage in entrepreneurial partnerships.  The panel felt 

this was the most dramatic of the trends.  The discussion centered on law enforcement having a 

better understanding of the core business of the organization, which would allow the 

organization to consider discontinuing activities which do not support the core business and may 

be performed better by others.  The panel felt this would encourage law enforcement to 

proactively work with other agencies (multi-agency approach).  The panel felt this could lead to 

the exploration of privatization and outsourcing of certain non-law enforcement and, possibly, 

administrative functions.  This trend saw the most dramatic increase over the next five years, 
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more than doubling from where we currently stand.  It would increase more slowly over the 

second five years; however, it tied as number one as the most important of all the trends.   

 
Trend 5: Importance of Human Relations Skills. 

Law enforcement managers will be required to be ambassadors for their agencies as well as their 

profession.  Continued or refocused emphasis on core values of pride, honesty, compassion and 

trustworthiness will be stressed.  The panel felt middle managers must be able to represent their 

chief or sheriff nobly, and all levels of professional standards need to be raised.  They believed 

this included speaking capabilities and knowledge of all aspects of societal issues.  Managers 

will be required to demonstrate both efficiency and effectiveness to ensure confidence internally 

and externally.  Although the panel felt there has been a great importance placed upon this in the 

past, it will double in the next five years and double again in the next ten.  It rated an eight, 

almost equally as high as Trend 1, Human Behavior Training. 

 
Trend 6:  Law Enforcement’s Need for Understanding of Community Perspective. 
 
This was defined as an educational process for the public and law enforcement, with middle 

managers a key component of the process.  The panel believed law enforcement needed to be 

more open in their communications with the public.  Law enforcement needs to use the media, 

neighborhood watch programs and public meetings to make the public aware of what steps are 

being taken to solve problems.  The organizations need to commit fully to community oriented 

policing and problem oriented policing, and must collaborate with public and private entities to 

ensure understanding of each other.  Managers will need to have a better understanding of what 

the public wants and needs.  The panel also discussed the need for police managers to market 

their organization and to market their police agency to the public and what they will accomplish 
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on behalf of the public.  Moreover, the panel felt law enforcement did a poor job of this in the 

past and has not considered public perception important.  The panel saw this as a trend of high 

importance (8), and felt it would double in the next five years, continuing to increase over the 

next ten.  

 
Trend 7: Importance Placed on Higher Education. 

This was defined as educational requirements established for law enforcement, which will 

continue to increase, with emphasis for higher education (upper graduate degree) for promotion 

to management within the organization.  In their discussion, the panel felt this was the first step 

in law enforcement becoming a legitimate profession.  It was felt lack of professionalism directly 

relates to misconduct in the field.  Higher education was believed to decrease unethical and 

dishonest behavior.  Discussion led to the trend toward some required college for promotion to 

middle manager.  The panel felt education programs should be a matter of formal policy and 

higher education should be viewed as an occupational necessity.  This rated high importance (7), 

doubling within the next ten years.  The increase was seen as a steady, constant rise.   

 

Trend 8: Use of Benchmarking and Best Practices. 

This was defined as police agencies seeking out and benchmarking with others, ensuring we are 

doing business in the best way possible and for the best possible cost.  The panel felt that new 

advances in the telecommunications field have allowed people and organizations to work and 

contact others in multiple locations, including multiple countries.  Best practices within police 

agencies should be shared more effectively across agency lines.   It was believed middle 

managers take a slightly different lead position and be the formal identifiers of best practices.  

Middle managers would be at the center of both self-assessments and external assessments and 
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help to set a model for self-assessment.  This was also rated of high importance (8), with a steady 

increase over the next ten years, doubling from the current level.   

 
Trend 9: Need for Mentoring. 

This was defined as the need to mentor within and identify role models at an early stage.   

These individuals should be given specialized training, attention, and opportunities.   The panel 

felt agencies need to establish employee development.  The police officer recruitment pool 

continues to shrink.  Law enforcement needs to ensure that qualified personnel are developed 

and retained.  Middle managers are believed to be a critical link in the mentoring of first line 

supervisors, the backbone of a law enforcement agency.  The panel discussed the middle 

manager’s job as preparing subordinate staff to transition into their positions.  The panel believed 

managers have a duty to the organization to make sure the best and brightest are identified and 

able to assume management positions in the future.  Although the panel felt law enforcement has 

done a very poor job of this, they saw no dramatic increase in this trend in the future.  It was seen 

as the slowest increase over the next five years, and increasing slowly over the next ten.  This is 

in spite of the fact it was seen as of medium high importance (7). 

 
Trend 10: Civilianization of Middle Management. 
This was defined as using civilians in areas such as business management, technology, legal, 

training, and funding resources.  This might include privatization of some non-law enforcement 

functions.  The panel felt civilians would become more important as agencies release sworn 

officers to deal with crime.  It was also discussed in the context of entrepreneurship and best 

practices.  Although some agencies have outsourced some non-law enforcement jobs, most felt 

the likelihood of civilianization of middle management was unlikely to occur and rated this as 

the lowest of all trend impacts (5). 



 

 20

 
Event Forecasting 

 
     After the top ten trends were identified, the next step in the NGT process was identifying 

events that could impact the issue.  Events were defined as a one-time event that has a significant 

impact.  A key point was its probability and the ability to demonstrate an impact on the issue 

statement.  The panel used the same process as trends to develop a list of events (Appendix C).  

They finalized a list of nine events.  The median was used to eliminate unusual variances.  

Several factors were then projected  (Table 2). 

1. The number of years before the event would probably occur  (Greater than 0) 

2.  Probability of occurrence within 5 years from today  (+5) 

3.  Probability of occurrence within 10 years from today  (+10) 

4.  Level of impact from 1-10  (Positive or Negative)   
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TABLE 2 

 
 

 SUMMARY EVENT 
 
 

 
 

 
 

 
 
 
 
 

 Year < 0 +5 years +10 years Impact (1-10) 
+ or - 

E1:  
Global Conflict 

 
1 

 
95 

 
95 

 
-5 

E2: 3% at 50 
yrs. Retirement 
System enacted 

 
1 

 
100 

 
100 

 
-3 

E3: 90% of 
California ESL 

 
5 

 
80 

 
85 

 
-3 

E4: 50% in 
State Funding 
for L.E. 

 
4 

 
15 

 
30 

 
-9 

E5:  
Oil Embargo 
Nationwide 

 
2 

 
65 

 
70 

 
-6 

E6: 
Privatization 

 
7 

 
0 

 
75 

 
-1 

E7: Act of 
Terrorism in 
California 

 
1 

 
100 

 
100 

 
-6 

E8: 
Military Draft 

 
2 

 
55 

 
55 

 
-2 

E9: Bachelor’s 
Degree 
Required 

 
3 

 
75 

 
85 

 
+5 
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Event Statements 
 
 

Event 1: Global Conflict Occurs.  

The panel forecasted that there is a ninety-five percent chance a global conflict would occur 

within the next year.  This was not defined as a World War III, but as some type of global 

conflict, possibly involving the United States, or possibly a conflict between other countries in 

the world.  The percentage did not increase from years five to ten, the rationale being if we did 

not experience global conflict within the next year, it would likely be avoided in the future.  This 

would have a negative impact that all wars cause: a downturn in the economy, the loss of jobs, 

and the loss of qualified applicants to the military as a few examples.  This would impact an 

organization’s and, thereby, a middle manger’s ability to staff empty positions as well as task all 

of our resources.   This, in turn, would affect law enforcement’s ability to adequately protect and 

serve the public, as they are accustomed.  

 
Event 2: 100 Percent of Agencies Enact the Three Percent at Fifty Years of Age  

Retirement System.  

The panel indicated that the possibility of this occurring within the next year was 100 percent. 

All felt this would have a negative impact on law enforcement through the loss of experienced 

personnel in middle management positions, a shortage of qualified replacements, and a 

devastating blow to the leadership ranks. 

 
Event 3: California Reaches Ninety Percent of the Population Speaking English as a 

Second Language. 
 
The panel forecasted there is an eighty percent probability that, in the next five years, the 

percentage people speaking English as a second language will reach ninety percent, increasing 

slightly over a five to ten year period.   This was seen as a negative as the current work force is 
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not indicative of our diverse population.  Law enforcement has trouble communicating with the 

community as it is; this would further widen the communication gap and create community 

distrust.  New recruits would need to be bilingual as a condition of hiring and extensive 

retraining of existing personnel would be required.  Middle managers would be the critical link 

between the citizenry and the organization and law enforcement’s inability to communicate 

would be detrimental to the community.   

 
Event 4: Fifty Percent Decrease in State Law Enforcement Funding. 

Although this was seen as a critically negative event, the panel felt the likelihood of this 

occurring was small.  There was only a fifteen percent chance of this occurring in the next four 

years, and only a thirty percent chance it would occur in ten years.  Middle mangers would again 

be at the center of this event, attempting to allocate resources without diminishing services. 

 
Event 5: United States Experiences Oil Embargo. 

In light of current events, with a war imminent, the panel felt there was a sixty-five percent 

chance this would occur within the next two years and a seventy percent chance within the next 

ten years.  This was a medium negative event.  The potential shortage of gasoline was seen as a 

negative for the ability to patrol and protect communities.  It would be incumbent upon middle 

managers to allocate staffing with diminished resources and reassure employees who may be 

struggling with family problems because of this event.  Most felt, however, law enforcement 

would be exempt from any impact of an oil embargo; therefore, it was of medium impact (-6).  

 
Event 6: Privatization of Middle Managers in Agencies of Over 200 
Employees. 
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This event was rated as the least likely to occur and would have no impact on the way we do 

business.  Some privatization was expected in non-sworn positions, but there seemed to be no 

concern of this occurring in the sworn ranks.  The most likely change would be the role of 

private security police in gated communities, thereby creating a private police force for the 

wealthy.  In the middle management ranks, there could potentially be privatization of a position 

such as business manager or records manager.  It was seen as a non-event, not occurring within 

the next five years, with only a slight chance in the next ten.  Overall, it was seen as insignificant 

(-1) in impact. 

 
Event 7: Act of Terrorism Experienced in California Resulting in Loss of Life of Over 500 

People. 
 
This was an alarming forecast in that all panel members felt there was a 100 percent chance 

California would experience an act of terrorism within the next year.   This would be a 

negatively high impact, both in loss of life, resources expended, and public confidence in law 

enforcement’s ability to protect them.  Middle managers would be central figures in the critical 

incident chain and emergency operations.  Some of the panel felt public confidence would wane, 

while others, felt police would be elevated to hero stature.  Some panel members felt it would be 

positive; not in the loss of life, but in the additional funding resources afforded middle managers 

to combat the terrorism.  Overall, most panel members saw it as negative. 

 

Event 8: Draft Reinstituted. 

The panel felt there was slightly over a fifty percent chance of the draft being re-instated within 

the next two years with little negative impact.  Most felt it would further reduce our already 

dwindling recruitment pool but would not really impact our current staffing levels.  Again, 



 

 25

middle managers would be taxed in filling positions left vacant by employees being drafted.  Due 

to the unlikelihood of this occurring, it was viewed as a non-impact (-2).   

 
Event 9: POST Requires Bachelor’s Degree for Middle Managers. 
  
This was seen a positive with a seventy-five percent chance this occurring within the next three 

years and increasing slightly over the next five year period.  All panel members felt this would 

be a positive impact on law enforcement, producing better educated, more well rounded 

personnel to serve the community.  It would be a tremendous stride toward making law 

enforcement a profession.  Not only would a college degree be required for entry-level positions, 

but also a Bachelor’s Degree would be required for promotion within the organization.  This was 

the only event that was viewed as a positive by the panel (+5). 

 

Cross Impact Analysis 

     The NGT panel developed a tremendous amount of useful and interesting information relating 

to the issue statement.  The panel ended up with ten trends and nine events that could impact the 

issue statement.  A small sub-group from the original panel was selected to conduct a Cross-

Impact Analysis.  This step in the process was designed to identify the impact of the events on 

the trends.  Each sub-group member was asked to rate each event as to its impact on each event. 

The members were asked to rate the impact numerically from one to five, and assign a positive 

or negative to each.   

     The group was given instruction and examples of previous Cross-Impact Analysis.  The group 

was polled individually and the numbers were averaged to obtain a final rating.  The scores were 

placed in the Cross-Impact Analysis Table  (Table 3). 
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TABLE 3 
 

 CROSS IMPACT ANALYSIS 
 

 
Trends 

Events T1:  
Hum. 
Beh. 
Train. 

T2: 
Team 
Concept 

T3: 
Prob 
Solve 
vs. 
Rea 

T4: 
Entrep. 
Of 
Resources

T5: 
Human 
Relation
Skills 

T6: 
Civilian 
Perspect

T7: 
Higher
Educ. 

T8: 
Netwk 
Best 
Pract. 

T9: 
Mentor  

T10: 
Civil. 

E1: 
Global 
Conflict 

 
+2 

 
-1 

 
+3 

 
-2 

 
+3 

 
+5 

 
0 

 
+2 

 
-1 

 
+1 

E2: 3% at 
50 
 

 
-2 

 
0 

 
-1 

 
-1 

 
0 

 
-2 

 
0 

 
-1 

 
-4 

 
-1 

E3: 
90% ESL 

 
-2 

 

 
+2 

 
-3 

 
+1 

 
-2 

 
-4 

 
+3 

 
-2 

 
     -1 

 
   -2 

 E4:  
No 
Funding 
 

 
-3 

 
-3 

 
-5 

 
+2 

 
0 

 
-4 

 
0 

 
-1 

 
0 

 
-2 

E5:  
Oil 
Embargo 

 
-1 

 
0 

 
-2 

 
+2 

 
-1 

 
-3 

 
0 

 
-1 

 
0 

 
-2 

E6: Pri-
vatization 
 

 
-1 

 
+1 

 
-2 

 
+1 

 
-1 

 
+2 

 
+3 

 
-1 

 
-2 

 
-3 

E7: Act 
of Ter-
rorism 

 
+2 

 

 
+2 

 
+3 

 
+2 

 
+2 

 
+2 

 
0 

 
+3 

 
-1 

 
0 

E8: 
Military 
Draft 
 

 
-1 

 

 
0 

 
-1 

 
+1 

 
-1 

 
0 

 
-2 

 
0 

 
-1 

 
-1 

E9: 
B.A. 
Required 

 
+1 

 
+2 

 
+2 

 
0 

 
+2 

 
+4 

 
+5 

 
+3 

 
+4 

 
+1 

 

 
 
 
 
 
 

+5 = Significant Positive Impact 
 
  0 = No Impact 
 
 -5 = Significant Negative Impact
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Analysis 
 
Event 2:  The 3 percent at 50 years Retirement System was not noted by the panel as having 
much of an impact to any of the trends.  
Trend 1: Human Behavior Training (-2).  The panel viewed this as negative, due to the loss of 
experienced managers, which would necessitate training for newer employees.   
Trend 6: Civilian Perspective (-2).  This negative was the potential image of an organization 
losing experienced managers, creating a lack of confidence in the agency. 
Trend 9: Mentoring (-4).  There would be a loss of experience and leadership in both upper and 
middle management positions.  This would leave inexperienced managers and supervisors to 
mentor less experienced officers.  Most felt organizations would carry on effectively without 
those long time managers.  Some even felt this would be a positive to experience change, and get 
rid of so-called dead wood. 
     The impact of the event of the 3 percent at 50 years retirement system has yet to be 

determined.  It rated a negative when crossed with the mentoring trend.  The loss of leadership 

and experience in upper management will leave very young middle managers mentoring very 

young supervisors.  This may have a more significant impact than anyone currently imagines. 

 
Event 3: California reaches 90 percent of persons who speak English as a second language.  
 
This was seen as both positive and negative. 
 
Trend 1: Human Behavior Training (-2), and Trend 5: Human Relations Skills (-2).  There would 
be an increased need for training and skills.  All materials and training would require 
presentation in both languages.   Additional resources would be required to function on a daily 
basis, as it would impact the economy, immigration and border crossing functions. 
Trend3: Problem solving versus reactive (-3), and Trend 6: Citizen Perspective (-4).  This noted 
law enforcement’s inability to communicate with the community and failure to be representative 
of the community it represents.  This would lead to miscommunication, mistrust and lower image 
in the citizen’s eyes.  
Trend 2: Team Management (+2).  There would be an increase in the diversity of our 
management ranks and public outreach.  We would become more effective in the way we do 
business.  
Trend 7: Higher Education (+3) rated the highest positive impact.  Some of the panel felt law 
enforcement would need to return to school to become bilingual, and it would become a 
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mandatory requirement for new hires.  This would create a more educated, effective 
organization. 
California reaching 90 percent of the population who speak English as a second language may 

have more far reaching impacts than panel imagined.  The impact on a law enforcement agency 

would be dramatic, but the implications statewide would be tremendous.  Not only would the 

economy be affected, but also far reaching impacts on immigration and border closings could be 

experienced. 

 
Event 4: Lack of Funding was seen as a negative almost across the board.  Even though this was 
seen as a negative, everyone agreed the likelihood of this occurring was slim to none.  Nobody 
felt the governor would ever reduce the spending for law enforcement and, in light of current 
events, felt more money was coming into criminal justice.   
Trend 1: Human Behavior Training (-3).  All training would suffer in that monies would not be 
available to send officers to schools and agencies would be unable to provide instructors to 
academies.  
 Trend 2: Team Concept of Management (-3) both related to the lack of funds for training and 
management’s inability to create effective teams with no funds. 
Trend 4: Entrepreneurial of Resources (+2).  If budgets were reduced, managers would become 
more innovative in locating funding sources and seek out the most effective ways to do business. 
     Law enforcement is always dealing with budgets and cuts, however a 50 percent decrease in 

funding would be disastrous.  Law enforcement has traditionally felt immune from budget cuts, 

but in light of current events, this may become a reality. 

 
Event 6: Privatization raised negative and some positive beliefs in the panel. 
Trend 6: Civilian Perspective (+2) and Trend 7: Higher Education (+3) as the community would 
believe we were actually part of the community and hiring the best and most qualified person for 
non-essential law enforcement positions.  We would have private security supplementing law 
enforcement. 
Trend 3: COPPS (-2) as private police hired by the rich would replace sworn officers.   
 
Event 9: Bachelor’s Degree required was seen as a positive across all trends.  
Trend 2: Team Concept of Management (+2), 
Trend 3: COPPS (+2), and Trend 5: Human Relations Skills (+2) all related to managers ability 
to better communicate and function in their communities.  This improved agencies capabilities to 
interact with the civilian population it represents. 
Trend 6: Citizen Perspective (+4), and Trend 7: Higher Education (+5) rated the highest positive 
of the cross impact analysis.  All panelists felt was a needed step to move the criminal justice 
field into a profession, adding credibility to the community. 
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Trend 9: Mentoring (+4).  All felt there was nothing but positive results from having better-
educated managers.  
     The only positive across the board in the cross impact analysis was higher education and a 
Bachelor’s Degree required for middle managers.  This was very significant in supporting the 
direction both law enforcement and the public want to head. .............................  
  

Futures Scenarios 

     A scenario is similar to a detailed picture of a plausible future world, so the reader can clearly 

see and comprehend the problems, challenges, and potential opportunities presented.  A scenario 

is not a prediction of specific forecasts, but a description of what might possibly occur.  

Scenarios are designed to describe events and trends as they could evolve. 

    The information gathered in the Nominal Group Technique, the trends and possible events that 

could impact those trends were used to incorporate elements of the scenario.  The three scenarios 

are positive or optimistic outcome; neutral or most likely outcome; and negative or pessimistic 

outcome.  

    Examination of the trends and events and the cross impact analysis revealed several issues that 

would possibly influence the future of the middle manager in law enforcement. The panel 

identified the need for entrepreneurship in obtaining resources as of high concern and impact and 

likely to occur within the next five years.  Another trend, that of training and skills required of 

middle managers, demanded much focus.  Both the amount of human behavior training provided 

and importance of human relations skills was deemed significant.  Combine this with the use of 

the team concept of management, the emphasis on problem solving and the emphasis on 

mentoring and benchmarking, and the importance of higher education stands out as a critical 

trend to affect these other areas.  

    Several of the events affect law enforcement in general and were difficult to relate directly to 

the desired characteristics of the middle manager.  Several, however, correlated directly to the  
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trends, namely the three percent at fifty retirement system enacted statewide, California reaching 

ninety percent of the population speak English as a second language, fifty percent decrease in 

law enforcement funding, privatization of middle management, and P.O.S.T. requiring a 

Bachelor’s Degree.   

    The term scenario was introduced into planning in conjunction with military strategies 

conducted by the Rand Corporation in the 1950s.  In 1967, Kahn examined the future 

possibilities of world order, constructing several scenarios that differ in their assumptions.20  

This is the context with which the scenarios were developed in the hope the reader will 

understand the mix of trends and events presented.  It is also a goal that this forecasting will 

enable decision makers and planners in law enforcement to recognize long-term requirements 

and use them to their advantage to avoid problems in the future. 

 

Scenario 1: Normative 
The Most Likely Scenario for Middle Managers in Law 

Enforcement Agencies. 
     The effects of terrorism are evidenced everywhere in the year 
2007 and have impacted Commander Cody’s job greatly.  
However, he feels the American people have continued and will 
continue to persevere.  Concerns about the war in Afghanistan 
have subsided with the insertion of a new government.  
Commander Cody is listening to the governor live on his 
computer.  Even though there was an oil embargo, the U.S. did 
not feel its effects.  “They can embargo sales to the U.S., but we 
will continue to rearrange the flow of oil world-wide.” He adds, 
“In the first half of this year, America’s leading oil supplier 
wasn’t even in the Middle East.  It was Canada.” Cody is 
                                                 
20 Kahn, Futures Scenario’s (The Rand Corporation, 1967). 
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relieved as he realizes law enforcement would not be affected by 
a critical price spike, which could cripple proactive law 
enforcement.  It would be business as usual on patrol. 
     Cody continues to prepare an assignment for the Leadership 
United Training and Education School, or LUTES, as it is 
known.   The Sheriff’s Department continues to challenge its 
managers to lead the organization and provide a common vision: 
to work only in the public interest.  Cody remembers his first 
day at this new training for middle managers.  The director had 
said, “Let’s all be interactive, and feel free to challenge.” Cody 
grew up in this freethinking style of middle management and 
was glad all law enforcement middle managers were attending. 
LUTES was designed to create leadership skills and techniques 
and create an awareness of management’s responsiveness to 
internal as well as external changes and challenges.  It was 
designed after the POST Command College and has since been 
offered to middle managers. Cody likes the action-learning 
format, using what they learn to solve real-life situations. 
Leadership, Cody learns, is “leading the way and making things 
happen.” What qualities do he and his other managers need? 
This is where the leadership model was developed.  Exemplary 
leaders have been identified and details about how they achieved 
successful results are studied. Everything will be examined; 
from attitudes, behaviors, and motives, which were then 
compared to their own assessment.  Middle managers will be 
given training in strategies, customer service, finance, 
marketing, global issues, and political trends – all designed to 
make us a more efficient law enforcement organization.  
Managers will be given a 360-degree feedback, to gauge their 
success at applying what they learned in LUTES to their work.  
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Hopefully middle managers will be able to answer the question, 
“What do our leaders need now?” 
     The regional law enforcement-training center has also shifted 
its emphasis from traditional learning to development of a new 
realm of education: distance learning over the Internet.  Cody, 
who has been placed in charge of the academy, feels there are 
several key issues currently limiting the widespread growth of 
Internet based education.  “These are accessibility, certification, 
greater variety of educational materials, and user responsibility,” 
he mentions.  “We are seeing an increased use of computers in 
all sectors for specific information,” he adds.  There is 
definitively an increase in more computer-based courses per 
student, and on the job training for the law enforcement arena.  
Although we have seen the “climate” of schools change, and the 
trend towards higher education in law enforcement middle 
managers increase, the future will only see minor changes.  
Cody remarks, “There will be no deep structural or 
organizational shifts evidenced.” We may see a gradual 
evolution of higher education in law enforcement middle 
managers, rather than dramatic change. 
     The only thing middle managers can count on in the future is 
change.  Leaders will need to manage change and look toward 
technology to assist us deal with change.  Technology is 
changing the way agencies learn and instruct.  Managers need to 
understand what technology can and cannot do.  Some see 
technology as the answer to budget cuts or the panacea to 
downsizing.  Public institutions are playing a leading role in 
distance education.  Leaders need to encourage and reward 
managers who continue with higher education for the betterment 
of the organization and law enforcement as a profession.  
Middle managers will be called upon to do a better job of 
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mentoring young employees to take our place with earlier 
retirement systems emerging.  There will probably be a 
complete turnover in the executive ranks in the next ten years.  
Intense competition to recruit the best and brightest, with 
different factions vying in the same applicant pool, may result in 
recruits less likely to have a secondary education.  This may 
result in officers and managers not having all the abilities and 
skills required.  With less experienced supervisors, mistakes are 
likely to be made.  Education, training and development of 
leaders will help, but the investment in recruit, in-service and 
advanced management training must dramatically increase.  
There must be a continued effort to manage the goals of the 
organization and balance them with the interests of employees 
and the community we serve.  Continuing to place emphasis on 
the employees and the quality of life inside the organization will 
improve service externally.  Drawing from the NGT panel and 
research conducted, middle managers will be highly educated, 
sophisticated in technology, more socially concerned, and have 
an increased understanding of the society we serve and protect. 
      
Scenario 2: Optimistic 

The Most Desired Future for Middle Managers in Law 
Enforcement Agencies. 

     Commander Cody is excited and rightfully so.  Today, in the year 2007, the emphasis has 

shifted from traditional academy setting law enforcement training to the development of a new 

realm of education: distance learning over the Internet.  The new college, Community Outsource 

U., has incorporated all their technology available, thereby increasing storage capacity, 

bandwidth, full motion vision and encryption.  This has allowed the delivery of education and 

law enforcement training via a viable means to learn on the Information Superhighway.  
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Currently, many educational institutions are using the Internet to distribute and enhance the 

possibilities of a learning environment.  Community Outsource U. decided to maintain the 

campus experience for its students and continue the law enforcement academy on site.  

Commander Cody is being assigned to the police academy at the college.  In a recent interview, 

Cody talked about his education.  “I’m so glad I continued my education and received a Master’s 

Degree in Business Administration.  It will definitely benefit me in my new role at the college.” 

The college, due to a decrease in law enforcement funding, has decided to run the academy and 

police training in line with the most progressive business models.  They are using the current 

benchmarking and best practices models available.  Commander Cody is part of a team of 

business visionaries and leaders selected to redesign the educational system and the police 

academy format.  They are assigned the task of creating the most cost-efficient operation.  In 

keeping with the privatization trend that began in the early 2000s, the group designed a system 

that has completely privatized the college.  Subcontractors run the dining halls and live-in 

residence police academy.  In rapid succession, buildings and grounds, bookstores and the police 

supply stores were privatized. These events were foreseen as the Sheriff’s Office where Cody 

works recently went through the same process.  “We laid off all non-sworn employees and 

rehired them as hourly, part-time workers,” Cody remarked.  “This has been great and even the 

deputies have gone to job-sharing, where two deputies design their own shifts to equal forty 

hours per week.” This was embraced by the union, allowing deputies to spend more time with 

their families.  Cody agrees stating, “The officers are much more enthusiastic about their job and 

interaction with the community, working less hours.” 

     Cody is also excited about the current statewide enactment of the three percent at fifty years 

retirement system.  “This is great for the organization,” he replied when asked his opinion.  He 
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feels the benefits will be accelerated promotions and the new middle managers will be less set in 

their ways and resistant to change.  Cody added, “The culture change in police organizations will 

be easier to promote.”  Born in a rapidly changing world, the younger officers and middle 

managers will be more computer literate, more tolerant of change, and have fewer expectations 

of the organization providing them a thirty-year career with benefits.  Due to a decreased law 

enforcement budget statewide, the onslaught of junior officers has lowered the salary budget 

considerably.  Cody is also charged with the task of slowing down the effects of the labor 

shortage.  He has enacted a program where good middle managers are given incentives to stay 

another year.  Some positions that do not require peace officers are privatized.  His team recently 

developed a partnership with other police agencies to share resources in specialized units, and is 

proud of the newly formed, County Joint Recruiting Team.  “My greatest accomplishment to 

date however,” says Cody, “is the new cooperation between private security and police.”     

     Recognizing that some large private security companies have the resources to operate very 

professionally, a partnership was formed, and introduced at the academy level.  Technology had 

recently replaced lower level security functions, such as property protection, patrol, and 

surveillance of public places.  This has allowed both groups to shift their emphasis to increased 

intervention in human situations.  “The public response has been overwhelming,” says Cody, 

“our value as community agents and social workers has reduced crime by 25 percent this past 

year alone.”  The private security companies are supervised by local law enforcement, opening 

up new avenues for promotions for Cody’s Sheriff’s Department.  Both agreed on the 

development of standards in personnel selection, training and accountability of the private 

security officers.  “They even attend the same police academy classes to gain greater acceptance 

in the law enforcement community,” Cody says with pride.   
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     Cody really wants to get back to the discussion about education.  “Community Outsource U. 

is so incredible,” he exclaims.  “My daughter is currently taking classes there and wants to 

become a police officer.” Long gone are the days of getting a badge, gun, and hitting the streets. 

“She has been groomed for law enforcement since attending Cutting Edge High,” he beams with 

pride.  In the eleventh grade, her life was mapped out for the next six years.  She has just entered 

Community Outsource U., which is a four-year program.  This will continue into at least two 

years of post-secondary education.  Her goal: to become a middle manager at the Sheriff’s 

Department and take her dad’s place as Commander.  She has begun her college preparatory 

coursework with demanding focus on the technical.  This would lead to an associate degree and 

beyond.  She would have the option of pursuing a four-year Bachelor’s Degree, now required of 

middle managers.  An integral part of her academic career would be workplace “shadowing.” 

She would work in a police agency, testing her skills and competencies in the real world.    

     Agreements between the technical program and Community Outsource U. enabled her to 

receive college credits and take college level classes while still in high school.  Cody is 

extremely pleased with the program, “It has definitely forced her to be more goal oriented and 

see the connection between education and her future.  I believe it will make her less likely to 

drop out of school in the future.” It will also provide the opportunity to be taught in a “hands-on” 

practical approach, which is more desirable for students.  “At the end of her Prep experience, she 

will have a viable portfolio of work that she can present to employers,” he adds.  “She can 

definitely step in and take my job as Commander any day.” The world is bright for both in the 

year 2007.   

 
Scenario 3: Pessimistic 

Least Desired Future for Middle Managers in Law Enforcement Agencies. 
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     The year is 2007, and Commander Cody sits at his desk contemplating his career, this being 

his last day of work.  He always believed he would retire from law enforcement with his thirty-

year pension and move to Wyoming.  However, so much has changed and his reality is just a 

dream.  Even the past few years the change in California was unanticipated.  As he looks over 

the newspaper statistics, he reads that California has experienced a tremendous demographic 

shift.  According to the Low Times, the only persons who still speak English only are the law 

enforcement officers.  English as a second language has reached ninety percent statewide.  As he 

sits at his desk and answers the phone, he is automatically transferred to a translator.  He cannot 

communicate with the public.  He also never envisioned he would be back sitting at a desk.  The 

era of community policing, so popular in the 90s is but a distant fad.  That is because the war on 

terrorism in Afghanistan is still raging, six years after the September 11, 2001 attack on the 

World Trade Center.  Nobody ever dreamed it would last so long.  The problem is Iran and Iraq 

became involved, being supporters of terrorism and America haters.  After initially supporting 

the U.S., Saudi Arabia decided to support the Islamic world against the U.S.  As a result, the U.S. 

began bombing Iran and Iraq, cutting off the flow of Persian Gulf oil.  Saddam Hussein, tired of 

yielding the spotlight to Osama bin Laden, intentionally set his oil fields ablaze again.  The 

resulting oil crisis caused gasoline prices to soar and there is no gasoline to be found.  The 2.4 

million barrels per day taken off the market created the current oil embargo against the U.S.  

Only military forces are exempt and all Cody’s patrol force has been grounded.  “We only 

respond to crimes in progress,” Cody told a recent newspaper interviewer.  He added, “All of our 

deputies are stationed at the office and deployed on an as needed basis,” effectively shutting 

down any proactive enforcement and community interaction. 
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     “That is not the only area of law enforcement suffering,” he mused.   Police agencies are 

losing expertise, stability and credibility as the statewide enactment of the three percent at fifty 

years retirement system has taken full effect.  The aging of the police population and the sudden 

surge in retirement has left agencies scrambling to maintain current levels of service.  Cody is 

furious that this occurred.  “California was unprepared for the change and has no idea what to do 

about it,” were his thoughts.  

     Local agencies have lost their entire police executive ranks.  Since three percent at fifty years 

was enacted, there has been a complete turnover in the management ranks.  Lieutenants, once 

seasoned veterans, are now averaging only five years in the field.  One hundred per cent of the 

top executives have retired.  The accelerated promotions have caused intense competition. 

Although the best and brightest were recruited, most do not have post secondary education or all 

the abilities and skills required of middle managers today.  There are critical mistakes made at 

the operational and executive levels and public confidence has waned considerably.  Education 

and training are still required, but the state funding in law enforcement training has dropped fifty 

percent the past five years.  Money from the state is being diverted into government terrorism 

projects, with no support at the local level.  

     Law enforcement looked to its community partner, the local college for assistance.  Cody 

remembers calling the dean at Wired State U.  It had one of the only remaining law enforcement 

training programs in California.  The college is also suffering from decreased government 

funding, particularly in the law enforcement arena.  They have shifted to a more aggressive, 

distance education recruiting.  This system has failed as there are not enough law enforcement 

students and it is too expensive to maintain.  There is no incentive to continue offering on-

campus programs and all funds quickly dry up.  A small group of college deans decided to 
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allocate franchises in Wired State U.  It soon began to close campuses and lease space in malls 

and local police office buildings.  As a result, a national identification and debit card was 

developed, where the owner is able to purchase on-line education hours.  The mall and police 

centers are staffed by specialists who sell a specific body of course content knowledge, such as 

the learn-it-yourself crime scene investigators kit.  

    As law enforcement numbers decrease and the recruitment pools shrink, private security 

companies stand poised to strike.  Private security employees now outnumber police officers by 

10:1.  Although private security has always played a significant role, the inadequacies of the 

current law enforcement profession have allowed the distinction between private security and 

law enforcement to become blurred.  Encouraged by recent downsizing and privatization, private 

security now provides quasi-police services in both low-income housing projects and affluent 

neighborhoods.  The inability of the police to communicate with its citizens has eroded 

confidence.  The private security companies’ desire to work for the people has enabled them to 

provide the public service law enforcement now lacks.  Their sheer numbers have allowed them 

to give personal attention, and the ability to carry out complex white-collar technical 

investigations, due to all the private money available to train security companies.  Coupled with 

the fact that private security costs less, many cities are turning to the private industry for service.  

Because of these trends and events, the local police department and county sheriff’s department 

have disbanded.  This is why Commander Cody is leaving law enforcement today.  Not because 

of a glorious, well earned thirty year career, but because the governor has disbanded all local law 

enforcement, turning law enforcement duties over to the National Guard on January 1, 2011.   

     This scenario depicts some of the worst events and trends, which could confront law 

enforcement.  While unlikely, some of the trends and events could occur in some form.  Law 
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enforcement needs to ensure the desired scenario is realized.  Each law enforcement agency will 

need to examine its respective organization and create an environment that will provide the 

community with the most effective and efficient middle manager possible. 
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CHAPTER THREE 
 

Strategic Planning 
 

     Law enforcement leaders will need to plan for structured change.  Strategic planning will 

assist law enforcement agencies in obtaining the skills to develop a well-structured method for 

creating change.  Clearly stated goals are critical to the success of change.  The futures scenarios 

provided desirable and undesirable directions for law enforcement and middle managers. This 

helps create a desirable vision of where middle managers will operate in the future.  “What 

characteristics will middle management need?” The definable characteristics for middle 

managers will be the vision of what we want middle managers to become in the future.   

     According to consultant Tom Esensten, “Strategic planning is a process through which the 

external environment is scanned for emerging trends and issues.19  Implications are framed in 

terms of challenges and opportunities, and appropriate responses are developed, usually covering 

a three to five year period.  The strategic plan will set the stage for development of tactical 

planning activities.20   

 
Mission Statement 

     Police agencies are striving to meet the expectations of the public, while continuing their 

basic mission of combating crime.  The middle manager will have a major impact on the future 

of law enforcement in their respective agencies as well as law enforcement services.  For the 

purposes of this paper, the Stanislaus County Sheriff’s Department is examined in order to create 

the desired agency goals, objectives and visions for the characteristics of the middle manager.  

This will be developed into a strategic plan.  Law enforcement agencies across the United Sates 

have mission statements outlining priorities, goals and objectives of their respective 
                                                 
     19Tom Esensten, Strategic Planning, paper presented at the POST Command College, San Marcos, Ca. , 22-26 
October 2001.  
     20Ibid.  
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organizations.  Most mission statements deal with varying aspects of law enforcement such as 

the prevention of crime, community involvement, education and partnerships.  For clarification 

of this project, and in keeping with the issue, the Stanislaus County Sheriff’s Department’s 

mission statement is cited and will be related to commitment, goals and values of middle 

manager.  

 

We, the members of the Stanislaus County Sheriff’s  

Department are dedicated to serve and protect the  

community through the highest standard of  

professionalism and ethical conduct by,  

ENFORCEMENT, PREVENTION, AND EDUCATION  

in partnership with our community. 
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Environmental Analysis 
     To assist in this perspective, a WOTS UP analysis was conducted in context with the most 

desirable futures scenario.  This process looks at the opportunities and threats externally, and the 

weaknesses and strengths of the internal organization.  This will form a picture of a large law 

enforcement agency from all aspects, in this instance, the Stanislaus County Sheriff’s 

Department.  The result will be a template for the organizations to assist them in defining the 

characteristics of middle managers of the future. 

     One must carefully examine the external opportunities and threats to the issue and relate them 

to the mission statement.  Opportunities are a favorable set of circumstances, which would allow 

for the advancement of the intended mission statement.  Threats, therefore, would be opposition 

that could threaten the implementation.  The WOTS UP analysis will relate to the Stanislaus 

County Sheriff’s Department and the desired characteristics of the middle manager by the year 

2007. 

 
Opportunities 
 
     The economic base of the community of Stanislaus County needs examination.  How broad 

and diversified is the community in which the organization exists? Innovation in the fiscal 

management of local government is a factor; presently, fiscal stability enables the Stanislaus 

County Sheriff’s Department to offer competitive compensation packages.  Exemplary budgeting 

skills will be required of future middle managers as the community fluctuates between periods 

economic boom and recession.  The community support as well as the backing of local 

government (Board of Supervisors) continues to influence middle managers.  There is currently a 

great opportunity to convince individuals of the value of their law enforcement managers.  The 

community knows their law enforcement managers by name and they are involved in every 
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aspect of the community.  The middle managers know the true meaning of servant leadership and 

are involved in schools, civic and service organizations, volunteer organizations and many 

diverse community groups.  They have become part of a service organization that truly 

understands the community they serve.  Understanding the community is crucial to the continued 

successful relationship.  Stanislaus County is an agricultural area that has seen an increase in the 

Hispanic population along with moderate growth, which dictates the need for low-income 

housing.  Bay area commuters have inundated some areas, dictating a housing boom and special 

interests of the new commuter community.  There has been a tremendous opportunity to learn a 

broad range of cultural differences and specific needs of the differing groups.  This has provided 

an opportunity for a diverse middle management team which can create positive police 

community relations. 

    Community colleges are prospering.  The cost of tuition remains low, making it the most cost 

effective of all benefits for middle managers to obtain college degrees.  Those managers 

returning to school have been exposed to a wide and diverse range of community members and 

are better able to face the challenges of the future with a higher education.  The current financial 

stability of the county should allow for financial reimbursements and incentives for managers to 

obtain post secondary education.  Off site campuses, satellite colleges and universities provide 

for an abundance of alternative schedules to accommodate non-traditional working hours.  

Technology has advanced to the point where a tremendous variety of on-line courses at colleges 

around the world exists.  There are no longer any acceptable reasons for middle managers not to 

obtain secondary education. 
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Threats 

     There is always the threat of a recession and how long that recession lingers will determine its 

impact.  The recent terrorist attack on the United States has affected California and Stanislaus 

County.  The potential of fifteen percent cutbacks in state agencies will affect the Sheriff’s 

Department by causing there to be less new hires, less available money for equipment and 

training and greater responsibility.  Unhappy employees are unproductive employees.  Unhappy 

employees leave for other agencies where it appears the grass is greener.  Malcontent often leads 

to discontent.  

     The impact of the three percent at fifty years of age retirement system has yet to be 

determined.  Stanislaus County has begun to lose its experienced executive ranks and will 

experience a complete turnover in the executive management ranks within the next few years. 

New recruits will promote at an accelerated rate and most will not have secondary education.  

The newly promoted will not possess all the skills and abilities required of middle managers.  

The potential for critical mistakes at the operational level is high and with those mistakes comes 

a loss of public confidence.  

     Cultural diversity will not be supported nor understood by young officers, and this will 

present problems for Stanislaus County.  Fewer jobs mean more public assistance.  The county’s 

school system will be impacted if there is not enough internal support or economic support.  

There is great difficulty when diverse groups are thrown together in less than ideal conditions. 

     The political arena is the hardest to project.  The Board of Supervisors in Stanislaus County 

reacts to public opinion.  Special interest groups are after the same dwindling public money pool.  

The Deputy Sheriff’s Association has traditionally supported the sheriff, but competing political 

promises can weaken or divide agencies. 
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Organizational Analysis 

 
     Organizational analysis is the examination of the organization’s strengths, weaknesses, threats 

and opportunities.  It also includes stakeholder analysis and assumptions with the goal of 

providing an overview of the needs of the organization. 

 
Strengths 
 
     Funding will be of utmost importance in the success of the agency and the ability of the 

middle managers to locate and secure innovative funding sources is critical.  This will highlight 

Stanislaus County’s ability to be progressive and able to meet the diverse demands of the 

community.  The agency’s stance on affirmative action, cultural awareness, tolerance and higher 

education continues to be examined by the community it serves.  The culture of the organization 

itself, along with its reputation, will determine its success in drawing new recruits to the 

organization.  This will provide a continuing pool of qualified candidates for promotion to the 

middle management ranks.  Mentoring will be critical as the turnover rate, impacted by the three 

percent at fifty years of age retirement system, takes full effect.  The Sheriff of Stanislaus County 

has seen the benefit of having highly educated managers and should support pay incentives for 

higher education.  Successful managers will remain with the organization and will be able to 

mentor successors to take their place.  Education will become a requirement for promotion with 

an Associate’s Degree required for sergeants and a Bachelor’s Degree for lieutenants.  The 

Board of Supervisors and the county will support the sheriff’s requirements, thereby supporting 

the mission statement.  
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Weaknesses 

     The dwindling recruit pool will affect the rate of new hires that could upset the diversity 

balance between the agency and the community.  Public understanding of law enforcement could 

be affected.  Stanislaus County continually needs new equipment across the organization.  There 

is a need for everything from vehicles to computers, which have not being replaced or updated. 

Line staff becomes disgruntled and a distinct gap between the troops and management will 

widen.  

     The middle managers, if unresponsive to the needs of staff and the Deputy Sheriff’s 

Association, will find the DSA takes their grievances outside the organization.  The resulting 

publicity in the local media will further erode public confidence and support.  Middle managers 

must be attune to the internal environment and successfully manage the issues.  Although 

supportive of the Sheriff, the Association may fight him on every front, including educational 

incentives for promotion.  Their contention is that it applies to a small percentage of employees 

and benefits management.  They want money to go to the line staff and quit supporting 

management at every turn. 

     The WOTS UP process directly links the issue statement, trends and events, and future 

scenarios together.  It gives an overview of the needs of the organization, the community, and 

specific groups that could be impacted.  

 
Stakeholder Analysis 

     A stakeholder is defined as an individual or group that is affected by the issue or has an 

impact on the issue.  Stakeholders may also include snail darters, those stakeholders who can 

radically alter or interfere with proposed strategies. 
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     The stakeholders from this issue are identified by examining the trends and events detailed in 

the futures portion of the paper.  Discussing the potential stakeholders with other Command 

College students and law enforcement personnel outlined this information. 

The stakeholders relevant to this issue are: 
 

1. Sheriff 
2. Board of Supervisors  
3. Executive Management Staff 
4. Community 
5. Educational Institutions 
6. Special Interest Groups / Minorities 
7. Middle Management Staff 
8. Business Community 
9. Agency  
10. Deputy Sheriff’s Union - Snail darter 

 
 

Stakeholder Assumption 
 
     Every stakeholder brings to the table certain positions or assumptions relative to the issue. 

The Assumption Mapping chart portrays the importance and relevance of the assumptions.  The 

items numbered in the upper right quadrant, are the higher certainty of accruing and the greater 

of importance of the assumption. 

 
1. Sheriff 

A. Middle managers are critical to the community. 
B. Middle managers should fit into the County’s management team. 

 
2. Board of Supervisors 

A. Middle managers must support the Board’s goals and vision. 
B. Must be visible and sensitive to the community’s needs.   

 
3. Executive Management Staff 

A. Must support and promote higher education. 
B. Mentor middle managers to take their place. 

 
4. Community 

A. Middle managers must be supportive of community involvement. 
B. Demand a reduction in crime. 
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5. Educational Institutions 

A. Supportive of alternatives to traditional college instruction. 
B. Open to partnerships with law enforcement. 

 
6. Special Interest Groups / Minorities 

A. Middle managers must be aware and responsive to their needs. 
B. Must be committed to understanding and tolerance. 

 
7. Middle Management Staff 

A. Expectations should be clearly defined and understood. 
B. Be team players 

 
8. Business Community 

A. Middle managers must be visible to businesses. 
B. Business community supportive of the agency. 

 
9. Agency 

A. Middle managers need to provide direction for subordinates. 
B. Middle managers to be involved with the agency.  

 
10. Deputy Sheriff’s Association (union)  - snail darter 

A. Want to be involved in management decisions 
B. Can oppose/derail management programs.  
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TABLE 4  
 

ASSUMPTION MAPPING 
 
 
 

     Certain 
 

         1B 
        1A 

        2B    
          6A  6B  
       
          
       2A 
 
         5B  
         4B    
       10B    9B 
        7B    8A 
Unimportant          Important 
        3A 
       3B 
     7A 
 
        9A 
    8B 
 
          10A 
 
 

    Uncertain 
 

 
 
 
LEGEND 
1.    Sheriff                     6.    Special Interest Groups / Minorities 
2.    Board of Supervisors                   7.    Middle Management Staff    
3.    Executive Management Staff                  8.    Business Community 
4.    Community                    9.    Agency 
5.    Educational Institutions                   10.   Deputy Sheriff’s Association  - snail darter  
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Preferred Strategy 
 
     The goal of the Stanislaus County Sheriff’s Department is to provide the community with the 

best middle managers in America.  There may not be a one size fits all role for an agency to 

follow to accomplish this vision.  There are recurring themes that will describe a path to take on 

the journey to develop the best middle manager.  The strategies can be divided into two 

categories: organizational development and personal development. 

 
Organizational Development: 
 

 Develop a clearly defined mission statement. 
 

 Managerial budgeting and planning training to ensure resources are allocated 
appropriately and effectively. 

 
 Organizational culture is critical to the success of an agency and middle managers must 

ensure proper ethics are exhibited. 
 

 Recent downsizing in middle management requires more team oriented approaches and 
networking to resolve issues. 

 
 Compensation, particularly educational incentives, must be established and supported to 

ensure retention of experienced managers. 
 

 The organization must stress increased education and require higher education for 
promotion into management. 

 
 Traditional hierarchy needs to be replaced by work teams, including all levels of people 

in the organization and the community. 
 
 
Personal Development: 
 

 Performance standards and measures must be identified and quantified. 
 

 Managerial team must ensure diversity to effectively reflect the demographics of the 
community. 
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 Mentor within the agency to identify managers / leaders at an early stage and expose 
them to specific training for career development. 

 
 Post-secondary / higher education required. 

 
 Mandate continuing education with a move to professionalizing law enforcement. 

 
 Non-traditional forms of classroom learning should be explored to meet the needs of a 

manager’s non-traditional work schedule. 
 

 Managers need to give up their possessiveness and empower their subordinates to solve 
community problems. 

 
 Middle managers need to foster creativity and individuality.21 

 
 

Implementation Plan 
 

     There are significant barriers to implementing any of the preferred strategies.  The sheriff 

would need to support any training and be the catalyst to ensure there is accountability for the 

implementation.  The Board of Supervisors would have to support and fund incentives and/or 

reimbursement for higher education.  The county would need to support educational 

requirements for that to be included in the agency’s promotional process.  Performance standards 

and evaluation processes must support the goal of partnerships and team concepts. 

     While there is an emphasis on the relationship between the community and the law 

enforcement agency, the success or failure of any organization falls directly upon the leader.  It is 

critical to establish goals for middle managers, and institute strict accountability to ensure greater 

success in the position. 

     The implementation of a desired strategy is a critical component to the plan’s success.  The 

implementation plan for educational requirements in an organization as a requirement for 

promotions must begin with the formation of a planning committee consisting of the Sheriff, 

                                                 
     21Federal Bureau of Investigation, Futuristics and Law Enforcement: The Millennium Conference (Virginia: 
Technical Services Unit, July 2000), 1-3.  
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Deputy Sheriff’s Association, Board of Supervisors and Executive Management Team at the 

onset.  Once direction is established, auxiliary members such as personnel, Education Field 

members, supervisors and line staff would be included.   

     A critical requirement is to ensure there is successful communication between the employees 

and administration regarding the implementation.  During periods of change, all components 

must be moving forward in the same direction to reach a common goal, to improve our personnel 

and our organization.  Managers must continue to trouble-shoot and use vision while identifying 

potential problems throughout the implementation process. 

     Strategic plans are designed to provide direction to accomplish the goals of the organization.  

The mission statement brings to life what the vision of the agency desires.  The strategies 

outlined will move the agency toward the vision of the ideal middle manager of the future.  Now 

the strategic plan turns toward implementation. 
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CHAPTER FOUR 
 

Transition Management 
 

     Driving the middle manager of the future will be the need for higher education in the 

constantly changing world of finance, technology, diverse communities and effective 

organizations.  The NGT process in the previous section identified trends.  One trend was higher 

education for middle managers and the need to establish educational requirements for 

promotions.  The Transition Management Plan will identify the process that will carry the 

selected strategy into the future. 

     The object of transition management is to ensure a bridging from the present to the future.  

This entails the identification of a preferred strategy and a way to manage its implementation 

with few disruptions.  This can be a demanding and complex process.  The organization must be 

prepared to exercise flexibility in recognizing deep-rooted traditional norms in the culture.  

Futuristic vision and creativity are important components in the most effective strategies. 

     Change in organizations is not a neat, orderly process.  It is crucial for all involved to move 

forward simultaneously to improve the chances for a smooth transition.  This period of transition 

management is critical to the success of the strategy.  It lays the groundwork for the actual 

process.  The first step is to analyze the position of key stakeholders identified as the critical 

mass. 

 
Critical Mass 
 
     Several groups will have a major impact on the issue.  From the larger groups a critical mass 

has been identified as individuals who can directly affect the implementation of the desired 

change. 
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 Sheriff 
 

 Deputy Sheriff’s Association 
 

 Board of Supervisors 
 

 Executive Management 
 
 
     The commitment chart is a tool used to categorize the commitment of the critical mass 

members.  Each member is depicted at their current state of commitment and their desired state 

of commitment.  This indicates the minimum level of support needed to begin the change 

process.  Members are categorized as: Blocking Change, Let Change Happen, Help Change 

Happen and Make Change Happen.  There is an assumption that there will be some resistance to 

any change and the goal is to move them into the Let Change Happen category. 
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TABLE 5  
 

COMMITMENT PLANNING CHART 
 
 

CRITICAL 
MASS 

MEMBER 

BLOCK 
CHANGE 

LET CHANGE 
HAPPEN 

HELP 
CHANGE 
HAPPEN 

MAKE 
CHANGE 
HAPPEN 

 
Sheriff 
 

   
X   

 
O 

 
Sheriff’s 
Association 
 

 
X 

 
O 

  

 
Board of 
Supervisors 
 

  
X 

 
O 

 

 
Executive 
Management 
 

  
X 

 
O 

 

 
 

X = Present Position   O = Desired Position 
 

 
Commitment Planning 

 
Sheriff 
 
     This is the single most important person in the process.  The current level is Help Change 

Happen, as the assumption is the leader desires the change.  The Sheriff as a visionary leader, 

understands the community, and desires the middle managers of the organization to become the 

best in America.  For this reason the Sheriff supports team concepts, mentoring, higher education 

and other strategies which will define the middle manager to improve effectiveness and 

efficiency.  The final decisions rest here. 
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Deputy Sheriff’s Association 
 
     The DSA is a young, energetic board which feels there needs to be change in the makeup of 

management.  The DSA feels management has emphasized community policing and bends to the 

needs of the community, placing the employees second.  The union would oppose any 

restrictions on promotional opportunities, such as educational requirements.  Their level of 

commitment must be moved to Let it Happen and this will entail discussions and open dialogue 

with the DSA.  The support of the DSA president is imperative toward bringing about change. 

 
Board of Supervisors 
 
     The mission of the sheriff’s department is in line with that of the County Board of 

Supervisors; therefore, they would not oppose the implementation of change.  They are strong 

supporters of proactive law enforcement.  They would not see any potential impact on the 

community except in a positive light.  There may be some financial impact for training, 

educational reimbursements or incentives, but they would be open to the proposal.  It would be 

incumbent upon the sheriff’s organization to sell the change. 

 
Executive Management 
 
     Ideally, the Executive Management team would support the proposal if accepted by the 

sheriff.  This team would show support for the change, not only in word, but also by example. 

Effort needs to be made by the team to walk the talk and support the change in practice and not 

just in theory.  There would be no opposition from Executive Management, but they would be 

instrumental in making the change occur. 

     The decision of the sheriff to require education as a condition of promotion is a critical 

decision with far reaching impacts.  Emphasis has been placed upon education in the past; it is a 
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desired qualification, but with no accountability for its implementation.  It has been talked about 

and applauded when accomplished by some, but there is no strategic plan for its requirement in 

the future.  

     The first step would be to announce support for the educational requirement and develop a 

team of stakeholders to assess the steps and timetable for implementation.  The team should 

include a member of Executive Management, Middle Management, County Personnel, DSA 

president, and college representative.  They would examine the issue and propose a date for 

implementation, financial impacts, as well as legal issues that may arise.  Guidelines would be 

established for both the incentives / reimbursements for education, as well as requirements for 

promotion.  These would be defined as an Associate’s Degree for eligibility to promote to 

sergeant and a Bachelor’s Degree to be eligible to promote to lieutenant.  A responsibility chart 

would look as follows: 

TABLE 6 
 

 RESPONSIBILITY CHARTING 
 

 
RESPONSIBILITY 

 
SHERIFF 

IMPLEMENTATION 
TEAM 

EXECUTIVE  
MANAGEMENT 

DEPUTY 
SHERIFF 
ASSOC. 

Media Releases A S S S 
Implementation 
Team Formed 

S R S S 

Team Sets Goals/ 
Objectives & report 

A R I I 

Incentives / 
Reimbursements 
Implementation 

 
A 
 

 
S 

 
I 

 
S 

Educational 
Requirement for 

Promotion 

 
A 

 
S 

 
* 

 
S 

 
R = Responsible  A= Approval  S = Support  I = Inform  * = Irrelevant 
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     Effective leadership will allow the strategic plan to flow smoothly and communication is 

critical during the process.  All the individuals involved must understand the necessity for the 

one vision shared by all. 
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TABLE 7 
 

 TIMELINE 
 

 
 

 
          After announcement of educational incentives, reimbursements or requirements have far 

reaching impacts in the organization.  The idea is to begin with rewards for education, which is 

why the reimbursement or incentives are introduced first.  Reward those individuals who have 

obtained a post-secondary degree on their own, without reimbursement or incentives.  The 

organization will recognize the importance of education to the sheriff, the organization, and the 

county as a whole.  The organization will have a year to prepare for the implementation of 

required degrees for promotions.  The second year, the organization will require an associate’s 

degree to compete in the sergeant promotional process and lieutenant candidates will be required 

to have a Bachelor’s Degree.  Both are implemented simultaneously, so as not to appear 

sympathetic to management.  Those previously close to degrees had a year to complete studies. 

Those wanting to promote will get back to school and those sergeants who desire to promote to 

lieutenant will see the tone set by the organization. 

ACTIVITY J 
A 
N

F 
E 
B

M 
A 
R 

A 
P 
R 

M 
A 
Y 

J 
U 
N

J 
U 
L 

A 
U 
G

S 
E 
P

O 
C 
T 

N 
O 
V 

D 
E 
C 

Y
R 
2 

Media 
Releases 

X             

Team 
Formed 

X X            

Team 
Report 
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Evaluation and Feedback 
 

     Change can become an extremely difficult process.  The change agent must be dedicated to 

ensure a successful transition process.  Identifying key players and their level of commitment is 

necessary to establish an effective change plan.  The transition plan should effectively move the 

change process into the future, recognizing setbacks.  Unforeseen obstacles will arise as the 

process continues.  Project evaluation and feedback will increase the opportunity for success. 

     Surveys would be sent to a diverse random group including, line staff, management, other 

county departments, educators and the community to determine a level of satisfaction with 

middle managers.  These results will address many issues, such as: 

 How well do you know the middle managers at the Sheriff’s Department? 

 What do you feel is the main job of a middle manager? 

 What level of education should be required of a middle manager? 

 Do you feel education is important as a job requirement? 

 How well does the middle management of the Sheriff’s department understand the 

community? 

     After the plan is in place for a year, the survey would be reconducted to see if there is any 

difference in the way middle managers are currently being viewed.   
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CHAPTER FIVE 
 

Conclusions and Recommendations 
 
     The focus of the research study has been to answer the issue statement question: 

What characteristics will middle managers need in a large law enforcement agency by the year 

2007? 

     There may be no final answer only a desired direction.  The Nominal Group Technique was 

successful in forecasting emerging issues and trends for characteristics needed for middle 

managers.  The panel participants were extremely helpful in developing a futuristic perspective.  

The panel gave the most realistic list of characteristics relating to middle managers.  It gives a 

vision of the desired state of were middle managers of the future strive to attain.  

     The Strategic Plan identified the stakeholders and the snail darters that could hold the greatest 

influence for implementing educational requirements for the Stanislaus County Sheriff’s 

Department.  The strategic plan addressed the implementation for one trend identified in the 

NGT process, but could easily be expanded to encompass additional training identified as 

important in the trends. 

     The transition process is important in creating an environment for accepting the proposed 

change.  Change, more often than not, causes conflict and can become a negative situation for 

those who prefer stagnancy.  An objective of the transition plan is to bring change resistors into a 

supportive role, or at least a neutral position. 

     The research has led back to Sir Robert Peel’s belief that the police are the community.  Each 

organization will need to specifically determine their goals, objectives, and the community’s 

needs.  Each organization must co-exist in a cultural, demographic and political atmosphere that 
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may dictate the organization.  Clearly, the research has shown a need for well-rounded, jack-of-

all-trades individuals who are committed to their organization and the community they serve. 

    It is apparent that education plays a critical role in the development of the middle manager.  It 

was a component to almost all of the trends and several of the events.  Unfortunately, higher 

education has not been accepted or adopted as quickly as expected in the law enforcement field. 

The future portends increased emphasis on higher education for law enforcement in general, 

managers in particular. 

     Where do we go from here? The future middle manager will become a generalist in 

many areas.  Requirements will be strong leadership skills, organizational behavior and 

human relation skills, education, of both the public and police, and partnerships are seen 

as critical components of the middle managers in the future.  Where law enforcement 

appeared to be headed towards a kinder community policing atmosphere, society since 

the events of September 11, 2001, desires officers to have a more visible presence on the 

street to protect citizens.  Law enforcement may know that having uniformed officers on 

the street does not automatically deter crime, but the public perception is very important 

to our success.  Managers are critical to the role of educating the public in understanding 

officers are not the only factor in preventing and reducing crime. 

     There is a need to recognize the important role the media is playing in our lives because of 

politics, including war and terrorism.  Managers will need to be extremely sensitive to the media 

and its presence.  Media training will become a way of life for successful organizations.  

Successful managers will master this as an opportunity to sell their organizations and use the 

media as another tool to success.    
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    What characteristics will a middle manager need in a large law enforcement agency by 

the year 2007?  Leaders of organizations need to determine what fit is the best for their 

organizations, their community, and society as a whole.  Managers will become servants 

in the true sense of the word.  Today’s organizations can no longer afford merely to be 

managed; they must be led.22  Awareness will be an important factor in the future of 

middle managers.  They will need to be aware of their organization and realize the most 

important factor to an organization’s success is its people.  Middle managers need to put 

people first, model self-responsibility and maintain high expectations for results.  The 

responsibility for creating the environment that supports continuous renewal lies within 

the leadership of middle managers.  This means balancing the needs of people – an 

agency’s most important asset – and the need to create effective results in the protection 

of the community at large.  It means the social and environmental responsibilities within 

and beyond the organization.23  

    The intention of this project was to develop the framework, disciplines, and visions for 

predicting the characteristics needed of the future middle manager.  Good skills, higher 

education, a desire and understanding of servant leadership will be required of the middle 

manager of the future.  This individual also will need something that is immeasurable: 

good intentions.  Image is one thing; leaders of organizations must have a clear 

understanding of their middle managers and promote those individuals who are actually 

doing those things that are coming from an aware, interested, caring and honest 

perspective.  The choice is clearly ours to make.  

                                                 
     22Ed Oakley and Doug Krug, Enlightened Leadership (New York: Simon & Schuster, 1991) , 227.   
     23Ibid. , 237.  
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APPENDIX A 

 
Nominal Group Technique Panel 

 
 
NGT Facilitator: 
 
Jane Irwin, Lieutenant, Stanislaus County Sheriff’s Department 
 
 
NGT Panel: 
 
Tom Scheidecker, PhD., Executive Management Consultant 

Linda Romero-Soles, Executive Administrator, Stanislaus County Superior Courts 

Carol Shipley, Assistant District Attorney, Stanislaus County 

Dave Funk, Lieutenant, Modesto Police Department 

Becky Bettencourt, Administrator, Modesto City Schools K-16 

Tim Beck, Sergeant, Stanislaus County Sheriff’s Department 

Lona Stonebreaker, Executive Director, American Heart Association 

Roy Ottoboni, Retired Senior, 41 yrs as K-12 instructor 

 
NGT Scribe: 
 
Connie Watson, Legal Clerk IV, Stanislaus County Sheriff’s Department 
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APPENDIX B 
 

Trends 
 
 

1. Higher education required  

2. Team concept management   

3. Training expert 

4. Entrepreneurial of resources   

5. Strong human relations skill 

6.  More community involvement  

7.  Paperless law enforcement system  

8.  Paperless tech. Skills  

9.  Area commands  

10.  Volunteer resources  

11.  Community resources  

12.  Cultural diversity  

13.  Deal with changing demographics  

14.  Facilitator vs. manager 

15.  Elimination of middle managers 

16.  More qualified females 

17.  Problem solving vs. reactive  

18.  Problem competency  

19.  Problem competency females 

20.  Incentives/ pay 

21. Enhanced compensation  

22.  More networking and benchmarking 

23.  Liability Issues/Greater accountability 

24.  Civilian Managers  

25.  Civilian Perspective/Understanding of L.E. 

26.  Greater Expectations 

27.  Redefinition of Law enforcement’s job 

28. Refocus on public needs 
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29. Change agent for organization  

30. Crusader for budgetary resources (grants/funds) 

31.  Re-examination of budgetary process  

32. Regionalization of Law Enforcement services 

33. Civilian oversight  

34.  Civilianization of middle managers  

35. Civilianization vs. sworn  

36. Private consultants  

37.  Contract services  

38.  Best practices  

39. Legislative analysis 

40.  Lobbyists in Sacramento/L.E. advocate 

41.  Strategic Planning  

42.  Speaking skills communication  

43.  Mentoring  

44.  Earlier retirement  

45.  Recruiters at younger level/vocational 

46.  Professional development 

47.  Cross training  

48.  Conflict resolution within the organization  

49.  Foster innovation  

50.  Human behavior training  

51.  Manage generation X  (job vs. career) 

52.  Employee needs/attitudes  

53.  Foster loyalty 

54.  Warm and fuzzy 

** TOP 10 ARE ITALICIZED** 
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APPENDIX C 

 
Events 

 

1. Governors priority - reduce funding for Criminal Justice by 50 percent. 

2. State adopts 3 percent at 50 years retirement system. 

3. Act of terrorism in California 

4. Post requires degree Bachelor’s Degree for middle managers.  

5. Post requires licensing for L.E officers  

6. Legislative change for family law  

7. State mandated Civilian Review board  

8. Consolidation of police/sheriff services. 

9. 90 percent of California is English as a second language. 

10. Privatization of middle managers of agencies of 200 or more employees. 

11. Military draft reinstated.  

12. Natural disaster  

13. Civil Unrest 

14. Recession  

15. Global conflict 

16. Oil embargo 

17. Supreme court requires search warrant on every search  

 

 

 
**TOP 9 ARE ITALICIZED**
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