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ABSTRACT

The California Highway Patrol (C.H.P.) has been employing female
traffic officers since 1977. Unfortunately, notwithstanding many
recruitment programs targeting females, the C.H.P. is severely
under-represented by females in its uniformed ranks. 1If the
C.H.P. is to meet its stated goal of achieving a sex and ethnic
balance within its workforce that is at parity with the
California labor force, then it must significantly increase
female representation.

To gain insight into the female recruitment problem, a Nominal
Group Technique (NGT) group used literature scanning and
brainstorming to formulate trends and events affecting the issue.
The trends were identified as follows: 1) increasing acceptance
of nontraditional careers by female job seekers, 2) increasing
competition for females from the private sector, 3) the shrinking
of the relevant labor pool, 4) low rate of unemployment and, 5)
erosion of social and cultural values concerning theft and the
use of narcotics. The following events were considered: 1) an
economic depression significantly increases the unemployment
rate, 2) judicial hiring sanctions are placed on the C.H.P. which
require 42% female intake notwithstanding entry-level standards,
3) the relevant labor pool will be used as the standard by which
oversight agencies gauge workforce representation within the

C.H.P., 4) a major war occurs, and 5) a taxpayer's revolt
occurs.

Through the use of a cross-impact model, the interrelationships
between the trends and events were analyzed to determine their
impact on drug law decriminalization, and based on these impacts,
three future scenarios were predicted.

Next, the Modified Policy Delphi (MPD) process was employed to



assist in developing a strategic management plan. Using analyses
of resources and stakeholder assumptions, coupled with
situations, mission, execution, administration, and control,
(S.M.E.A.C.) analysis and data obtained through the
aforementioned exercises, three alternative strategies were
formulated, on which development of a recommended strategic
policy to mitigate the female recruitment problem was based.

The strategic policy consists of the following:

1) The Department should hire a professional recruitment firm to
provide an in-depth needs assessment of the California Highway
Patrol's Recruitment Program, 2) the C.H.P. should merge existing
recruitment and public affairs resources and place greater
emphasis on recruitment at the elementary and high school level,
3) The California Commission on Peace Officer Standards and
Training should assume a more active role in recruitment, with
specific reference to marketing law enforcement as a viable
career alternative to young people, and 4) the C.H.P. must
reevaluate the existing grooming and uniform standards for female
patrol officers to help assist in maintaining the femininity of
female officers.

The C.H.P. manager of tomorrow must identify new, more effective
methods of recruiting female officers. What is needed are
recruitment strategies that keep pace with demographic, cultural,
and social changes within California's diverse labor force.
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HOW CAN THE CALIFORNIA HIGHWAY PATROL EFFECTIVELY
RECRUIT FEMALE OFFICERS BY THE YEAR 20007
BY

RICHARD J. BREEDVELD

EXECUTIVE SUMMARY

The California Highway Patrol (C.H.P.) has been employing female
traffic officers since 1977. Unfortunately, notwithstanding many
recruitment programs targeting females, the C.H.P. is severely
under-represented by females in its uniformed ranks. If the
C.H.P. is to meet its stated goal of achieving a sex and ethnic
balance within its workforce that is at parity with the
California labor force, then it must significantly increase
female representation.

To gain insight into the female recruitment problem, a Nominal
Group Technique (NGT) group used literature scanning and
brainstorming to formulate trends and events affecting the issue.
The trends were identified as follows: 1) increasing acceptance
of nontraditional careers by female job seekers, 2) increasing
competition for females from the private sector, 3) the shrinking
of the relevant labor pool, 4) low rate of unemployment and, 5)
erosion of social and cultural values concerning theft and the
use of narcotics. The following events were considered: 1) an
economic depression significantly increases the unemployment
rate, 2) judicial hiring sanctions are placed on the C.H.P. which
require 42% female intake notwithstanding entry-level standards,
3) the relevant labor pool will be used as the standard by which
oversight agencies gauge workforce representation within the
C.H.P., 4) a major war occurs, and 5) a taxpayer's revolt
occurs.

Through the use of a cross—-impact model, the interrelationships
between the trends and events were analyzed to determine their
impact on drug law decriminalization, and based on these impacts,
three future scenarios were predicted.

Next, the Modified Policy Delphi (MPD) process was employed to
assist in developing a strategic management plan. Using analyses



of resources and stakeholder assumptions, coupled with
situations, mission, execution, administration, and control,
(S.M.E.A.C.) analysis and data obtained through the
aforementioned exercises, three alternative strategies were
formulated, on which development of a recommended strategic
policy to mitigate the female recruitment problem was based.

The strategic policy consists of the following:

1) The Department should hire a professional recruitment firm to
provide an in-depth needs assessment of the California Highway
Patrol's Recruitment Program, 2) the C.H.P. should merge existing
recruitment and public affairs resources and place greater
emphasis on recruitment at the elementary and high school level,
3) The California Commission on Peace Officer Standards and
Training should assume a more active role in recruitment, with
specific reference to marketing law enforcement as a viable
career alternative to young people, and 4) the C.H.P. must
reevaluate the existing grooming and uniform standards for female

patrol officers to help assist in maintaining the femininity of
female officers.

The C.H.P. manager of tomorrow must identify new, more effective
methods of recruiting female officers. What is needed are
recruitment strategies that keep pace with demographic, cultural,
and social changes within California's diverse labor force.



INTRODUCTION

The recruitment and retention of qualified female officers has
been one of the most perplexing affirmative action problems
facing the California Highway Patrol (C.H.P.) for the past twelve
years. Prior to 1977, the C.H.P. did not employ females nor did
the vast majority of other California Law Enforcement agencies.
Due to the physical nature of police work, the cultural and
social mind-set saw police officers as large and masculine.
Largely through the efforts of civil rights activists, cultural
and social values underwent changes during the sixties and early
seventies that significantly broadened employment opportunities
for females and ethnic minorities. Many of the existing entry-
level standards of the time could not withstand the test of job
relatedness and were abolished as nonessential to performing the
duties of a police officer. Females had to be afforded the
opportunity to perform the tasks of a state traffic officer to
determine if they were suitable for careers as C.H.P. officers.

Females are now an integral part of the law enforcement industry.

The C.H.P. is severely under-represented by females in its

uniformed ranks compared to California's labor force. Currently,



less than 10% of the C.H.P. uniformed workforce is female
compared to 42% of the California labor force. The recruitment
techniques of yesterday and today may not be adequate to supply
enough qualified candidates to significantly increase female

representation within the C.H.P.

The California Commission on Police Officer Standards and
Training (P.0.S.T.) recently conducted a recruitment needs survey
of California law enforcement agencies. The following are three
major findings of the survey: (Bower, 1988)

1. The vast majority of agencies (75%) are experiencing
recruitment difficulties. These difficulties are being
experienced equally across all agency type and size
categories, with the exception that district attorney's
and marshall's offices reported significantly fewer
difficulties.

2. Attracting qualified applicants in general was reported
as being as problematic as attracting qualified
applicants from specific protected groups. Thus, the
"recruitment problem" is perceived as being a pervasive

problem that cuts across all groups.



3. The reasons most often reported as contributing to
recruitment difficulties, listed in order, were as
follows:

a. Competition from other law enforcement agencies.

b. Lack of qualified applicants in the general
labor pool.

Cc. Uncompetitive salaries and benefits (more often

cited by smaller agencies).

A "negative image of law enforcement" was generally not reported
as a reason for recruitment difficulties. The perception many
police officers have that about police having a negative image

may not be true.

It is anticipated that recruitment problem will become more
severe in coming years. According to statistics compiled by the
California Department of Finance, California's population will
increase from 27.8 million people to 28.8 million in 1990 and
32.9 million by the year 2000. Along with this population
increase comes a corresponding increase in vehicle miles traveled

and requests for traffic-related police services.

At a time when additional personnel are needed, the recruitment
environment is rapidly changing, and the available applicant pool

is shrinking. According to statistics compiled by the United



States Department of Labor, the nation‘’s labor force is aging.
The primary reason for this trend is that the "baby boom"
generation is reaching middle age, thus creating a shortage of
individuals seeking employment at the entry-level of most
occupations. This phenomenon is of particular importance to the
C.H.P. due to our maximum 3l-year-old entry-level age

restriction. (Morrison, 1983)

In addition to a shallow labor pool, most of the nation's
educational standards have been declining for several years

making it more difficult to find individuals who meet minimal

literacy standards.

The implementation of advanced psychological screening techniques
to ensure those individuals that are employed by California law
enforcement agencies are psychologically well suited for a career

in law enforcement further reduces the candidate pool.

While these trends are reducing the pool of available police
candidates, the need for additional personnel is increasing. The
recruitment problems are further aggravated by record low-

unemployment figures across the nation.



This study will examine recruitment methods which will assist the
C.H.P. in attracting and retaining qualified female candidates in
sufficient quantities to significantly increase female

representation in uniformed ranks.

This study is agency-specific for the California Highway Patrol;

however, the results could also be applied to any law enforcement

agency.



SECTION I - DEFINING THE FUTURE

Statement

The first objective of this paper will be to study the
general issue. The outcome will be three future scenarios.
The general issue is stated as follows: "How can the
California Highway Patrol effectively recruit female officers
by the year 2000?" Through researching available literature,
environmental scanning, interviews and discussions with
public and private sector associates, I have identified

several related issues.

Five related issues have been identified from the past.
They are:
1. How can successful programs for recruiting female
C.H.P. officers be identified now and in the year
20002
2, Will employment standards change for female officers
entering the C.H.P.?
3. What is the past history and projected future

concerning female employment within the C.H.P.?
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4. Will female recruitment programs be needed in the
year 20007?
5. How will cultural values of the candidate pool be

identified?

Related issues emerging in the present were identified and
subjected to preliminary screening as an attempt to structure
the issue. Only the issues having the greatest impact on law
enforcement were used. The result was four issues, when
considered together, which essentially defined the parameters
of the general issue being studied:
l. Are qualified female applicants aware of the
employment opportunities within the California
Highway Patrol?
2. Can the C.H.P. successfully compete with other
employers for qualified female applicants? |
3. What can be done to make the California Highway
Patrol more attractive to qualified females within
the relevant labor pool?
4. What can be done to introduce quality female
candidates and more specifically those females

seeking nontraditional employment to a career with

the California Highway Patrol?

11



Additionally, I gave consideration to related issues that

may emerge by the year 2000. I selected future issues that

were relevant on the basis of potential impact upon possible

future

l.

scenarios. The initial selections were:

How will future economic changes impact the
availability of qualified applicants and the
attractiveness of employment with the California
Highway Patrol?

How could future changes in the social and cultural
values of females within the relevant labor pool
affect their interest in a career with the C.H.P.?
How will future changes within the C.H.P. concerning
employment opportunities and job responsibilities

af fect the California Highway Patrol's attractiveness

to female applicants?

For purposes of clarity, certain definitions are appropriate:

Relevant labor pool: those females seeking employ-

ment in law enforcement between the ages of 20 and

31.
Labor force: any individual capable of being

employed and seeking employment within California.

12



3. Work force: those individuals employed by the
California Highway Patrol.

4, Non-traditional employment: Any career field that
has traditionally employed a disproportionate amount

of males versus females.

Methods: Identification

The following methods and techniques will be used to study

the general issue:

1. Scanning of any pertinent literature
2. Personal experience and reflection
3. Nominal group technique (N.G.T.)

4, Brainstorming

5. Cross-impact analysis

6. Scenario development

Methods: Implementation

A.

Trends

A group of individuals representing various perspectives
on the issue were assembled to identify and forecast
emerging trends and events that would impact the issue.

The group was composed of the following:

13



Five Commanders within the California

Highway Patrol.

Three private-sector individuals, one male and
two females, whose employment was market
evaluation and advertising.

Two female college students within the relevant

labor pool.
Two non-uniformed female Departmental employees

in traditional fields.

The group was briefed concerning the overall background

of the issue and the process that would be used by the

group.

Using the N.G.T., the group identified 45 trends

that could be related to the issue. Using the criterion

of which trends would be most valuable in studying the

future issues, the list was narrowed to the following

-five:

1.

Increasing acceptance of nontraditional careers
by female job seekers.

Increasing competition for females from the
private sector.

The shrinking of the relevant labor pool.

14



4. Low rate of unemployment.
5. Erosion of social and cultural values concerning

theft and the use of narcotics.

Using the following trend evaluation form, the group
individually forecast the level of each trend. The

results were compiled and graphed, using median scores.

Events

Using brainstorming, the group developed a list of
critical events that could impact the issue. Using the
criteria of which events would have the greatest impact
on the identified emerging trends, I narrowed the list
to the following three by an N.G.T. process:

1. An economic depression significantly increases
the unemployment rate. |

2. Judicial hiring sanctions are placed on the
C.H.P., which require 42% female intake
notwithstanding entry-level standards.

3. The relevant labor pool will be used as the
standard by which oversight agencies gauge
workforce representation within the C.H.P.

4, A major war occurs.

5. Taxpayer's revolt.

15
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Increasing acceptance of nontraditional careers by female job
seekers.
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SHOULD BE —-———-— WILL BE ——— ——— ——

Trend #1 - 1Increasing acceptance of nontraditional careers by
female job seekers.

This trend was determined to be approximately 10% higher today
than 5 years ago and was forecast to increase by 20% by the year
2000. Under ideal conditions, female acceptance of non-
traditional employment should increase by 50%.
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Competition for females from the private sector.
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Trend #2 - Increasing competition for females from the private
sector.

Private sector demand for females has increased by 10% in the
past 5 years and was forecast to be 20% higher in the year 2000.

Under ideal conditions, a 50% increase in competition from the
private sector is possible.
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The shrinking relevant labor pool.

160 -

140 -

120 - —

100 -

84 89 94 2000

YEAR

SHOULD BE —-=-———-- WILL BE

Trend #3 - The shrinking relevant labor pool.
The group thought this trend would remain fairly constant as the

baby-boom generation moves through the 20-31 age group required
for entry into the C.H.P.
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Low rate of unemployment.
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Trend #4 - Low rate of unemployment.

The trend for the past five years has been lower employment both
nationally and in California. Most economists and the group are
of the opinion we are very near full employment, and hopefully we
will stay there. However, the group thought the rate of
unemployment would increase over the next ten years primarily due
to several worsening economic factors.
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Erosion of social and cultural values concerning theft and the
use of narcotics.
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Trend $#5 - Erosion of social and cultural values concerning theft
and the use of narcotics.

The group thought that social and cultural values are
deteriorating and will continue to do so. However, they felt
that the trend should reverse itself if stricter laws, better
educational programs, and sincere international cooperation on
narcotics trafficking occurred.
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Once the three events were identified, the group members
were asked to discuss the possibility of the event
actually happening. Additionally, the group was to
evaluate the positive and negative impact of the event
both on the issue and the C.H.P. The following event

evaluation form was completed and the ratings averaged.

EVENT ONE: An economic depression significantly

increases the unemployment rate.

While the effects of an economic depression will have
obvious negative impact on the general population, it
will positively affect the issue. As the unemployment
rate increases, there should be a corresponding

increase in candidates seeking employment with the
Highway Patrol. A significant portion of those
candidates should be female; and depending upon the
severity of the depression, problems relating to female
intake into the C.H.P. could virtually be eliminated by
the sheer number of female applicants within the relevant

labor pool seeking employment.
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While this event positively impacts the issue, it would
have a negative impact on law enforcement in general and
the Highway Patrol specifically. In an economic
depression, there is a high likelihood that requests for
services would increase while funding for additional |

positions would decrease.

EVENT TWO: Judicial hiring sanctions are placed on the
C.H.P., which require 42% female intake not-

withstanding entry-level standards.

Again, this event will have both positive and negative
results. Hiring sanctions that guarantee intake based on
sex without consideration of entry-level standards will
most likely increase female representation within the
C.H.P. provided that there are female candidates seeking
a law enforcement career. Unfortunately, if Event Two
were to occur, there is a high likelihood that
unqualified individuals will be placed in the unfortunate
position of performing the law enforcement functions
which the people of California have entrusted to the
California Highway Patrol. Two critical areas in the
C.H.P.'s testing and selection process that consistently

wash out large numbers of candidates, both male and
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female, is the reading and writing examination and
psychological screening process. Both reading and
writing ability and psychological suitability are
absolutely essential qualities for a state traffic

officer to possess.

EVENT THREE: The relevant labor pool will be used as a

standard by which oversight agencies gauge

workforce representation.

This event would positively impact the issue by greatly
reducing the percentage of females required by the
current labor force standard. Studies indicate fhat
significantly less than 42% (which is the current female
representation in the labor force) of the females seeking
employment are looking for jobs in nontraditionalr
classifications, and even fewer are seeking a career in
law enforcement. It is very likely that the 42%
representation figure would be reduced to around 10% if
the relevant labor pool were used as the standard. Even

under current conditions with existing recruitment

25



techniques, this figure is an attainable. The downside,
should this event occur, is that efforts directed toward
female recruitment will probably be reduced due to there

being an adequate number of candidates available.

EVENT FOUR: A major war occurs.

This event would have no positive impact on the issue and
would produce many negative ramifications on the issue.
The negatives relate to the military's need for personnel

which would further reduce the size of the available

labor pool.

EVENT FIVE: Taxpayer's revolt.

This event may have some positive impact on the iésue
since less police officers would be hired due to budget
restraints, thus reducing demand on the relevant labor
pool. The major negative would be an inadequate number
of personnel to perform the police functions necessary to

maintain a safe environment.
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Cross-Impact Analysis

In order to study the interrelationships between the
events and the selected trends, a cross-impact analysis
was conducted. The following cross-impact evaluation
chart demonstrates in what manner the occurrence of each
separate event will affect the probabilities of the other
events. Its effect on the selected trends is also shown.
As in the past, composite scores are used. As the group
compared each event to the other events and trends, some

conclusions became apparent:

EVENT ONE

An economic depression had the most cross-impact on the
trends and events. By increasing the number of
individuals seeking employment, Event One greatly reduced
the likelihood that hiring sanctions would be plaéed on
the C.H.P. or that the gauge for workforce representation
would be changed to use the relevant labor pool standard.
Event One also had a positive impact on Trend One in that
more females will be seeking nontraditional employment
out of sheer necessity. Trend Two was positively
impacted since an economic depression would reduce hiring
competition from the private sector. Trend Three was

positively impacted since an economic depression would

27
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reverse the trend of a shrinking relevant labor pool.
Concerning Event Four, an economic depression would have
a negative impact since rates of unemployment would be
increased, and high unemployment is unacceptable from a
social perspective. However, Event Four could positively
impact the recruitment issue, thus the plus-ten rating.
Event One would definitely have a serious negative impact
on Trend Five since social and cultural values concerning
theft and the use of narcotics tend to erode rapidly
during times of economic strife. Should Event One occur,
it would also increase the likelihood of a taxpayer's
revolt due to an attempt by government to increase

shrinking revenues by taxation.

EVENT TWO

Event Two has little cross-impact on the other events and
trends, with the exception of decreasing the likelihood
that the relevant labor pool would be used as a gauge for
workforce representation since labor-force parity would
be achieved through court-mandated hiring processes.

Once the negative impacts of that course of action are
felt, there would still be some likelihood that the

relevant labor-pool standard would be used.
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EVENT THREE

Event Three had no impact on any event or trend, with the
exception of reducing the likelihood of hiring sanctions
being implemented since labor-force parity would most

likely be achieved through using the relevant labor-pool

standard.

EVENT FOUR

Event Four had no impact on any event or trend.

EVENT FIVE

Event Five had no significant impact on any event or

trend.
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Alternative Futures

A scenario is a tool often used in future research that
assist the reader in picturing alternative futures.
Each scenario considers the interrelationship between
specific trends and events. Three alternative futures
have been described in the following scenarios. Each
takes place in the year 2000 and directly impacts the

California Highway Patrol.

SCENARIO NUMBER ONE - EXPLORATORY - This scenario

depicts a possible future based on the playing out of
various trends and events identified during the research

phase of this project.

SCENARIO NUMBER ONE

Sergeant Johnson enters the office of Lieutenént
Jones and asks to speak with the lieutenant regarding
the sergeant's responsibilities as the area training
sergeant for a large metropolitan C.H.P. office. The
year is 1994, The purpose of the meeting is for them
to discuss why the sergeant no longer feels he can
adequately supervise the training of area personnel
without the assistance of an additional full-time

training sergeant.
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Sergeant Johnson begins the conversation by stating
that he is an ex-recruitment officer and understands
how the C.H.P. got into its present position of being
mandated by court order to hire 42% females into the
state traffic officer classification notwithstanding
entry level standards. For the past five years, the
C.H.P. has done everything within its power to
increase female representation within its uniformed
ranks, and that despite intents of hiring efforts and
the employment of hundreds of female traffic
officers, no significant progress toward achieving
labor-force parity for females was reached. The end
result was court-ordered hiring which eliminated
virtually every aspect of the testing and selection
process other than that a prospective female
candidate could not have been convicted of a felony.
The bottom line is that the quality of the female
applicant that we are now receiving is so poor that
one sergeant can no longer effectively administrate

the training program.

Sergeant Johnson summarized a few of the problems

that he was confronted with. "Male officer morale is

32



at an all-time low due to the double testing and
selection process. Several minority advocate groups
have filed similar suits demanding guaranteed ethnic
intake. 1In my opinion, many of the candidates that
we are receiving do not read and write at a
satisfactory level to properly document their actions
or to understand what is required of them. Numerous
occupational safety problems have presented them-
selves, with the most serious problem being a drastic
increase in patrol car traffic collisions involving
the new female recruits. Additionally, many of the
candidates are not psychologically suited for law
enforcement and are very uncomfortable in making
unsupervised decisions in the field. This morning

Of ficer Smith reported to the Weapons Range with a
strong odor of marijuana on her breath. 2 subsequent
search of her locker revealed small amounts of both
cocaine and marijuana. She has been placed on

Administrative Leave and an Adverse Action begun."

Lieutenant Jones replies that he is aware of the
problems and is planning to assign a second training
sergeant to assist Sergeant Johnson. "It is

imperative that we in a position of public trust
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maintain standards of conduct that are worthy of thac
trust. We are now in the unfortunate position of
living with a difficult program, and our only course
of action is to attempt to maintain the integrity of
the C.H.P. and properly document problems that we are
having as a result of the court-mandated hiring
process so that a more realistic posture will be

adopted in the future."

SCENARIO NUMBER TWO - NORMATIVE - This scenario

represents a desirable and attainable future:

SCENARIO NUMBER TWO

Officer Terri Dove is standing before a large group
of driver training students at El1 Camino High School.
She is the Public Affairs Officer for the North
Sacramento Area C.H.P. office. The year is 1997 and
the C.H.P. has gradually increased the number of
personnel assigned to Public Affairs and has merged

the Public Affairs and Recruitment Programs. The
reason that Officer Dove was requested to address the
driver training class is to discuss the importance of

using the various driver and passenger restraint
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systems available. She makes the presentation
combining visual aids and her telling of past
experiences. The entire presentation is conducted in

an upbeat and positive manner.

Throughout the presentation, she presents herself as
an extremely positive role model both in terms of her
appearance and demeanor. She is a feminine appearing
officer whose appearance is consistent with existing
social and cultural standards concerning jewelry,
grooming, and makeup. She realizes that in addition
to her public affairs function, her role is to plant
the seeds in these young minds seated before her of a
career in law enforcement and, perhaps, in the

Highway Patrol.

During a question-and-answer period following the
presentation, she subtly interjects positive comments
concerning her job with the Highway Patrol. She also
makes a point of emphasizing the importance of
maintaining a clean juvenile record concerning the
use of narcotics, theft, and any irresponsible
behavior that may adversely affect a career choice

such as law enforcement in the future.
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Of ficer Dove leaves El Camino Hign School enroute to
a filming studio where P.0.S.T. is preparing some
generic law enforcement recruitment advertisements.

- Officer Dove will serve as a role model in one of the
advertisements which stress the positive aspects of
law enforcement as a career choice. Again, the focus
is toward younger people not yet a part of the
relevant labor pool; and the importance of a clean

personal history is also emphasized.

SCENARIO NUMBER THREE - HYPOTHETICAI. - This scenario

involves one possible future which may result in a

serious event occurrence; i.e., economic depression.

SCENARIO NUMBER THREE

Captain Mack is addressing the squad during an Area
Training Day in the year 2000. For the past five
years, there has been a worsening worldwide recession
that is rapidly culminating into a full-blown
depression. The unemployment rate is nearing 25%,
and many individuals are forced to seek employment in
fields for which they are overqualified or had never

considered in the past as a career opportunity.
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The Commander is fielding numerous questions from the
squad concerning personnel deployment and staffing.
The squad is complaining about inadequate personnel
to properly patrol the geographic area for which they
are responsible. The problems abound, gang activity
is on the rise, many riots resulting in looting and
social chaos have occurred. The number of vehicles
broken down on the side of the freeways and involved
in equipment maintenance related accidents has also
rapidly increased, as has the instances of drivers
driving while under the influence of alcohol and

other drugs.

Captain Mack agreed that the depression had made the
law enforcement function more difficult for everyone;
however, he stated, "There are also some positive
aspects. While we are unable to hire any additional
officers above those required to maintain our
existing staffing levels, the quality of the officer
has never been higher due to the abundance of
qualified men and women seeking employment in one of
the few secure career fields available in today's

economic environment. We are rapidly moving down the
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road toward a workforce that is balanced both in
terms of sex and ethnicity." The Captain goes on to
say, "The bottom line is that while we are not going
to get any additional personnel, the individuals who
we are employing are of the highest caliber. The
Department's entire Recruitment Program has been
reassigned to provide field patrol functions. As I
mentioned earlier, we are so deluged by high quality
applicants that the testing and selection process is
able to hire highly qualified candidates in
sufficient quantities to ensure that we have a
balanced workforce that is representative of
California's diverse population for both sex and

ethnicity."
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SECTION TWO - STRATEGIC PLAN

Statement
The second objective was to develop and implement a
strategic process to include:

l. Strategic decision-making

2. Strategic planning

3. Policy considerations

Due to strategic management involving the above items
simultaneously, Items 1, 2, and 2 were interactive in the
formation of the strategic plan. The outcome is a
strategic plan bridging the gap between an analysis-defined

present to a scenario-designed future.

Me thods: Identification

1. S.M.E.A.C. (Situation, Mission, Execution,
Administration, and Control)
2. Brainstorming

3. Present Capabilities and Future Adaptability

Surveys

4. Rating Sheet for Policy Delphi
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Methods: Implementation

In developing a strategic plan, the California Highway

Patrol will be used as the organization for this case study.
However, the concepts and process could be modified to serve
as a model for other police agencies in developing their own

plan to address this issue.

A S.M.E.A.C. technique was used to structure the overall

strategic process.
A. Situation
l) Environment

The job of a state traffic officer is continually
growing more complex. New laws, additional job
responsibilities, and continuous case law changes
have combined to make the job of a C.H.P. officer
more complex than ever before. Due to the cémplex
nature of the job, Highway Patrol officers are
required to meticulously document their activities
in written form by using various report formats,
memorandums, and other methods of documentation. It
is therefore essential that a state traffic officer

possess good reading and writing skills. This need

40



for accurate, objective written communication is
complicated by an ever deteriorating educational

system within California.

During late 1987, the California Highway Patrol
restructured its state traffic officer cadet
applicant testing and selection process. In an
‘effort to obtain entry-level personnel who

possessed the necessary reading and writing skills
to successfully complete Academy training and
ultimately do the job of a state traffic officer in
the field, the C.H.P. adopted the Commission on
Peace Officers Standards and Training (P.0.S.T.)
reading and writing examination with a relatively
high job related pass point. The test is designed
to screen out individuals not capable of reading and
writing at the twelfth grade level. The C.H.P. has
experienced an approximately 70 percent failure rate
since the implementation of the new P.0.S.T. reading
and writing examination. However, the overall
quality of the candidate entering the C.H.P. under
the new system is perceived by Departmental
management to be higher than in the past.

Additionally, there appears to be a reduction in
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Academy rates of attrition as individuals enter the
C.H.P.'s workforce from the new testing and

selection process.

Another significant environmental concern concerning
this issue is the shrinking labor force, which is
primarily caused by the bulk of the baby-boom
generation moving beyond the 3l-year-old maximum
entry-level age. Additionally, the number of
individuals seeking employment is relatively low due
to existing near-record lows in California

unemployment figures.

At a time when the available labor force is
shrinking and general educational standards
deteriorating, the C.H.P. is in need of additional
personnel. The need for additional personnel is
created by a variety of factors; i.e., California's
rapidly growing population with a corresponding
increase in the number of vehicle miles travelled,
environmental concerns with hazardous waste
transportation, and highway system user's concerns

such as congestion relief and freeway violence.
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Due to the strenuous entry-level testing and
selection process within the California Highway
Patrol, approximately 200 applicants are required to
successfully graduate 1 applicant from the C.H.P.
Academy in Sacramento. As a result, the C.H.P. is
experiencing difficulty in attracting sufficient

numbers of qualified candidates.

The recruitment picture becomes even more bleak in
terms of state traffic officer (female) recruitment
and retention. The California labor force is
comprised of approximately 40% females while the
C.H.P.'s workforce consists of only 8% female in its
uniformed ranks. The 8% figure has remained fairly
constant over the past couple of years notwith-
standing approximately 25% of the applicants being

female and 25% to 32% intake into the Academy.

Capabilities Analysis

Capabilities analysis is an unbiased assessment and
documentation of an organization's strategic
strengths and weaknesses. The first section of this

process is used to measure an organization's
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capabilities. The second section of the process
deals with the organization's potential
capabilities. This second section is focused on the
adaptability of the C.H.P. to deal with change.

This process provides us with a what is and what

could be picture of the organization.

Ten members of the California Highway Patrol were
given rating sheets to fill out on a current
capabilities of the Department. This group
represented both sworn and non-sworn members of the
Department. Both management and nonmanagement were
also represented in this group of individuals. Each
person worked independently: and other than
instructions on how to use the form, no discussion
took place between the individuals filling out the

capability forms.
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CAPABILITY ANALYSIS: RATING

Instructions:

Evaluate for each item, as appropriate, on the basis of the

following criteria:

I Superior. Better than anyone else. Beyond present need.,

IT Better than average. Suitable performance. No problems.

IIT Average. Acceptable. Equal to competition. Not good, not

bad.

IV Problems here. Not as good as it should be. Deteriorating.

Must be improved.

v Real cause for concern. Situation bad. Crisis. Must take

action to improve.
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CATEGORY I
Manpower

Technology

Equipment

Facilities

Money

Calls for service
Supplies

Management Skills
Traffic Officer Skills
Supervisory Skills
Training

Attitude

Image

Legislative Support
Governor Support
Growth Potential
Specialties

Management Flexibility

Sworn/Non-Sworn - Ratio

Pay Scale

Benefits

Turnover

Community Support
Complaints Received
Enforcement Index
Traffic Index

Sick Leave Rates

Morale

II
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3)

Capabilities Analysis Results
Both capability analysis forms were collected and

the average response was recorded on the previous

rating forms.

The California Highway Patrol is a large statewide
organization employing over 7,000 employees at over
a hundred separate office locations. The
Department's strongest areas were in personnel-
related categories. The California Highway Patrol
has an outstanding testing and selection process
which ensures a high quality officer which results
in an excellent image, high morale, and a high
degree of job competency. The C.H.P. has a five
month live-in Training Academy located in Sacramento
through which all prospective candidates musﬁ pass,
thus ensuring a uniform Statewide Training Program

and a highly-trained officer.

The negative aspects concerning the California
Highway Patrol generally relate to fiscal matters
concerning inadequate facilities and funding for

specialized programs. The present political
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environment within California is one of conservative

fiscal restraint which is not conducive to procuring

the latest equipment technology and facilities.

Generally speaking,

the California Highway Patrol

enjoys an excellent reputation which is based on

past performance,

attention to training, and

excellent grooming and uniform standards.

Strengths Weaknesses Areas of Major Concerns
Training Money Fiscal Constraints
Personnel Facilities

Image Equipment

Citizen Technology

Support
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CAPABILITY ANALYSIS: RATING 2
Instructions

Evaluate each item for your agency as to what type

of activity it encourages:

I Custodial rejects change
IT Production - adapts to minor change

III Marketing

seeks familiar change

IV Strategic seeks related change

V Flexible

seeks novel change
CATEGORY
TOP MANAGERS: I IT III v

Mentality
Personality X

Skills/Talents X

Knowledge/
Education

ORGANIZATIONAL CLIMATE:

Culture/Norms X
Rewards/Incentives X
Power Structure X
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5)

ORGANIZATION COMPETENCE:

Structure X
Resources X

Middle Management X

Line Personnel X

The second capability analysis rating sheet
completed by the group was directed at the future
adaptability of the agency. This analysis indicates
that the C.H.P. usually takes a strategic

approach to change. The C.H.P. is, with the lone
exception of resources, willing to seek change

rather than adapt to it or reject it.

RESOURCES

CALIFORNIA: California is a rapidly growing state
both in terms of population and economic resources.
California is very fortunate in having a diverse
economic base and a skilled well-educated work
force. A combination of employment opportunities,

cultural advantages, educational programs, and an
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excellent climate ensure that California's
population will continue to grow. Due to its
location on the Pacific Ocean and on the northern
border of Mexico, the population is racially mixed,
with a Spanish-speaking and Oriental growth rate

that exceeds other ethnic groups.

California is well known for its recreational and
cultural programs. The state is blessed with
numerous lakes and mountain ranges as well as major
metropolitan areas that are very socially and
culturally progressive, such as Los Angeles and San

Francisco.

The state, at one time, had an extremely advanced
highway structure. This situation has gradually
worsened over the years as extremely cost-conscious
politicians were elected. Currently, the highway
structure is insufficient to accommodate the huge
volume of average daily traffic flow in the major
metropolitan areas. Individuals commuting to work

in the San Francisco or Los Angeles areas routinely
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experience gridlock on the freeway systems and
expect to spend two to three hours in a one-way
commute to work. Additionally, the cost of housing
in those areas is extremely high. However, this is
offset somewhat by higher salaries in those areas
when compared to the rest of the state and

especially the nation.

THE CALIFORNIA HIGHWAY PATROL:

California Highway Patrol is a large statewide
traffic law enforcement organization. The
Department employs approximately 5,000 uniformed
members and over 2,000 non-uniformed support
employees. The Highway Patrol has gained a
reputation as being an aggressive, hard-working
Department that is usually the forerunner concerning

traffic law enforcement within the nation.
As previously mentioned, the Department is

continually faced with assuming additional

responsibilities with little or no staffing or
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equipment increase. This again is created by the
extremely conservative fiscal attitude in state

government.

Generally speaking, the California Highway Patrol is
responsive to the needs of the people of California
and able to sufficiently use existing resources

to carry out its mission.
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B.

(@]

alifornia Highway Patrol Mission Statement

1) GENERAL. The California Highway Patrol, as a
principal criminal justice agency, has established
the following purpose and objectives toward which

the resources of the Department will be directed.

2) PURPOSE. To ensure safety, security, and service to

public.

3) OBJECTIVES.

a. Accident Prevention. To minimize the loss of

life, personal injury, and property damage
resulting from traffic accidents.

b. Emergency Incident/Traffic Management. To

minimize exposure of the public to unsafe
conditions resulting from emergency incidents,
impediments, and congestion.

c. Law Enforcement. To minimize crime.

d. Assistance. To assist other public agencies.

e. Services. To maximize service to the public in

need of aid or information.
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MISSION STATEMENT FOR RECRUITMENT

Produce a system that: provides fully qualified
candidates in sufficient numbers; is systematic in
its approach; provides the applicant with a
potential for success and motivation; is attractive
to the candidate; stresses career versus job with
proper incentives; recruits and promotes for now and
in the future (elementary, junior high, high
school); achieves an equitable applicant and
workforce balance (women and minorities); is
equipped with necessary and properly directed
resources (fiscal and personnel); and is supported

by Executive Management and acceptable to oversight

agencies.

C. Execution

1)

Stakeholder Identification

In order to identify possible support or resistance
to the alternative policies developed, the same
study group brainstormed as many stakeholders as
possible. A stakeholder is any group or individual
who might be affected by, or who might attempt to

influence, the issue or the approach used to address
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the issue. The group identified the foilowing

stakeholders:

The Governor

State Legislature

The Bargaining Units (Specifically California
Association of Highway Patrolmen, C.A.H.P.)

Departmental Managers

Women's Advocate Groups

State Personnel Board

California Highway Patrol Executive Management

California Highway Patrol Managers

California Highway Patrol Supervisors

P.0.S.T.

Minority Advocate Groups

Other Employee Organizations and Labor Unions

Some stakeholders were identified as possible "snail
darters." A snail darter is a non-obvious
stakeholder who might have a serious effect on the

implementation of any phase of the program.
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2)

After a general discussion, the group narrowed the
list to the following most important stakeholders:
The Governor

The Legislature

The Public

C.H.P, Executive Management

The Primary Employee Organization (C.A.H.P.)

Stakeholder Assumption
In order to anticipate the positions of each of the
major stakeholders, certain assumptions must be
made. The following assumptions were made for each
stakeholder based on past behavior of that
particular stakeholder and the current situation:
The Governor
- Supportive of new recruitment teéhniques
to attract qualified females into non-
traditional employment.
- Would resist any new allocation of
resources to new recruitment programs.
- Would support a reallocation of existing
resources providing it would not create

any adverse public reaction.
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The State Legislature

Supportive of nontraditional female
recruitment efforts.

Would resist allocating any new funding
to recruitment programs.

Will support the C.H.P. reallocating the
existing resources to new recruitment
programs provided that there is no
discernible impact on special interest
groups within their area of

responsibility.

The Public

Would resist any new program that would
be perceived as resulting in an
increase in taxes.

Generally supportive of affirmative
action programs aimed at establishing a
balanced workforce for sex and
ethnicity.

Perceives safety and service while on
the state highway system as the top
priority for the California Highway

Patrol.
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C.H.P.

Executive Management

Supports new recruitment strategies that
can be accomplished with existing
recruitment funding and staffing.

Will resist new strategies which require
additional funding unless it is clearly
demonstrated there is a high likelihood
the new program will be successful.

Will resist any recruitment strategy
that is predicated on an erosion of

existing entry level standards.

Primary Employee Organization (C.A.H.P.)

Will resist any reallocation of
resources that will adversely impact
existing pay, benefits, or workihg
conditions.

Will support innovative recruitment
programs targeting females providing the
programs do not result in delaying the
refill of vacant traffic officer
positions.

Generally will resist any erosion of

entry-level standards.
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Recommended Strategy

A composite group of five Departmental employees was
then used to rate each alternative policy as to its
desirability and feasibility using the "Rating Sheet
for Policy Delphi." The total scores for each

alternative is shown on pages 59 and 60.

After discussion and taking into consideration the
situation, mission, and stakeholder assumptions, the
following specific policy recommendations were

developed:

a) The Department should hire a professional
recruitment firm to provide an in-depth needs
assessment of the California Highway Patrol's

Recruitment Program.

Pro: This policy alternative would provide a
fresh objective look of the Department's
Recruitment Program from an outside subject-

matter expert.
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b)

Con: The primary negative associated with this
policy alternative would be the cost. The money
necessary to pay the consultant would most
likely have to be redirected from some other

existing program.

The C.H.P. should merge existing recruitment and
public affairs resources and place greater
emphasis on recruitment at the elementary and

high school level.

Pro: The primary benefit to this policy
alternative would be the enhanced communication
and cooperation between these two essential
programs which would result in greatly increased
recruitment exposure with a limited reduction in

public affairs emphasis.

Con: The primary negative associated with this
alternative are administrative and training
concerns related to the merging of these

programs.
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P.0.S.T. should assume a more active role in
recruitment with specific reference to
marketing law enforcement as a viable career

alternative to young people.

Pro: Reaching young people as soon as possible
to plant the seed of a law enforcement career in
their minds would be beneficial to all

California law enforcement.

Con: 1In addition to the obvious fiscal
restraint problems, it would be difficult for
P.0.S.T. to produce generic advertising which is
equally fair to small, medium, and large

departments.

The C.H.P. must reevaluate the existing
grooming and uniform standards for female patrol
officers in order to help assist in maintaining

the femininity of female officers.
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Pro: It is essential not only for the
recruitment but also for the retention of
females that they do not perceive a loss of
femininity associated with a career in law

enforcement.

Con: C.,H.P. administrators must ensure that
grooming and uniform standards present no
occupational safety concerns and do not diminish

the professional appearance of C.H.P. officers.

63



RATINGS FOR POLICY DELPHI

Each member of the group rated the policy alternative according

to its feasibility and desirability using the following scale:

FEASIBILITY
Definitely Feasible - 3
Probably Feasible - 2
Probably Infeasible - 1
Definitely Infeasible - 0

DESIRABILITY
Very Desirable - 3
Probably Desirable - 2
Probably Undesirable - 1

Definitely Undesirable -0

The scores were then totaled with each alternative having a total

possible score of 15 in feasibility and 15 in desirability.

combined maximum score is 30.

as follows:

The

The totals for each alternative is

# Alternatives Feasibility Desirability Total

1 Restrict recruitment 9 6 15
advertising to women's
publications

2 Recruit through college 10 10 20
Career Development Centers

3 Participate in job fairs 10 10 20
sponsored by female
organizations

4 The Department should hire 10 15 25

a professional recruitment
firm to provide an in-depth
needs assessment of the
California Highway Patrol's
Recruitment Program
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10

The C.H.P. should merge 11
existing recruitment and

public affairs resources

and place greater emphasis on
recruitment at the elementary
and high school level

Allow female police officer 8
lateral entry

Raise maximum age for 12
females
P.0.S.T. should assume a 12

more active role in
recruitment with specific
reference to marketing law
enforcement as a viable
career alternative to
young people

Provide child care 1

The C.H.P. must reevaluate 12
the existing grooming and
uniform standards for

female patrol officers

to help assist in maintaining
the femininity of female
officers
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ADMINISTRATION AND CONTROL

Since within the California Highway Patrol the
recruitment and public affairs functions are provided
within the Office of the Deputy Commissioner, overall
administration and control of the strategic plan will be
the responsibility of that office. The specific
implementation strategies will be developed in Section
Three. A timetable of the plan, resources needed, and
the evaluation criteria will be submitted by the Office
of the Deputy Commissioner and approved prior to
implementation by Executive Management. Preliminary
evaluation will be completed prior to the next budget

preparation in order to anticipate the future resources

needed,
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SECTION THREE - TRANSITION MANAGEMENT

Statement

The third objective is to develop the transition process by
which the plan developed in Objective Two is strategically

managed to produce the desired future scenario.

Methods: Identification

1. Critical Mass
2, Commitment Charting
3. Transition Management

4. Transition Management Structure

Methods: Implementation

A.

Critical Mass

Of the listed stakeholders, it is important to idéntify
the critical mass. This is defined as the minimum number
of key individuals whose support would assure success of
the policy and whose opposition would probably result in
failure of the change in policy. The critical mass was
identified through discussions with six C.H.P. managers
and consiséed of the following: the Governor, the
Legislature, the C.A.H.P., the Public, and the C.H.P.

Executive Management.
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Commitment Charting

The current estimated level of commitment for each
individual or group is shown on the following chart as
"0". Also listed is the commitment level needed for each

individual or group to assure success indicated by "X".

Help Make

Block Let It Change Change
Critical Mass Change Happen Happen Happen
The Governor 0 X
The Legislature 0 X
The Public 0 X
C.H.P. Executive Management 0 X
C.A.H.P. 0 X
(Current Commitment Level - 0)

(Required Commitment Level - 0)

Transition Plan

The transition plan that follows is designed to maintain
or advance the commitment of the critical mass
individuals to the level necessary to assure success of
the policies. The plan takes into consideration
previously listed stakeholder assumptions and identified

capabilities and resources of the C.H.P.
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Policy #1. The Department should hire a
professional recruitment firm to provide an in-
depth needs assessment of the California
Highway Patrol's Recruitment Program.

Through the competitive bid process, the C.H.P.
should retain the services of an established
firm specializing in recruitment needs
assessment. The company selected should have
an established track record in the field of
private and public sector recruitment. The
selected consultant must have the capability
and expertise necessary to do an in-depth
market analysis of the cultural and social
values and expectations of the relevant labor
pool. This could be done by a variety of
telephone or written survey techniques.r The
purpose of the needs assessment would be to
either validate or change the existing use of
recruitment resources both in terms of
advertising techniques, use of recruitment
personnel, and recommendations concerning the

retainment of qualified personnel once hired.
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Due to the intense nature of competition for
qualified females in non-traditional
employment, the C.H.P. must ensure that it has
the most progressive and effective recruitment
program available. The successful recruitment
program of the future will rapidly identify
changes in the cultural and social values of
the relevant labor pool, and, when possible,
adjust testing and selection processes and
terms and conditions of employment to
accommodate the changing value of present and
future employees. The money necessary to
perform this type of needs assessment which is
estimated to be in the $50,000 range will
necessarily come from future budgeted funds or
redirected Departmental resources. Ther
possibility exists that the California Highway
Patrol may not have the necessary in-house
resources to solve this complex recruitment
dilemma, and a fresh look into the problem of
state traffic officer female recruitment may
require a fresh look from an independent,

outside body.
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Policy #2. The C.H.P. should merge existing
recruitment and public affairs resources and
place greater emphasis on recruitment at the

elementary and high school level.

Due to the position of public trust bestowed
upon C.H.P. officers by the citizens of
California, it is essential that the high
degree of integrity of C.H.P. officers be
maintained. The entry-level testing and
selecticn process includes an oral interview
and comprehensive background investigation

to ensure that C.H.P. officers have not
compromised the public trust by any type of
criminal behavior, the most common of which are
controlled-substance abuse and theft. To
ensure an adequate pool of qualified applicants
for the California Highway Patrol in the year
2000, young people, through Departmental Public
Affairs Programs, must be made aware of the
importance of maintaining a clean record so

that they are not precluded from a career
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opportunity in the future. Public Affairs
Programs in the elementary and high school

ears, such as "Stop on a Dime,"
14

show Highway
Patrol officers as positive role models to the
young people of California from whom our future
workforce will be comprised. To ensure a
female focus, a liberal use of female role
models during these presentations is essential.
The earlier the C.H.P. can plant the seed of a
career as a Highway Patrol officer in the minds
of California's young people, the easier future
recruitment efforts will become. The use of
feminine appearing and acting female officers
will dispel any preconceived notion in the
minds of female students that they must give up
their femininity to become Highway Patrbl

officers.

This policy alternative could be implemented
by combining existing recruitment and Public
Affairs Programs, and by reallocating
Departmental personnel to serve as role models

during presentations at various schools. This
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could be coordinated out of Division offices
using Area role models on a temporary basis

which would result in only a minimal loss of

road patrol hours.

Policy #3. P.0.S.T. should assume a more active
role in recruitment, with specific reference to
marketing law enforcement as a viable career

alternative to young people.

With most California law enforcement agencies
having recruitment difficulties and
experiencing female under-representation
females in the uniformed ranks, it is
appropriate that P.0.S.T. more actively assist
California law enforcement with its recfuitment
function. As mentioned earlier, it is
essential that we plant the seed of a career in
law enforcement as early as possible in the
minds of prospective future police candidates,
emphasizing the importance of maintaining a

clean personal history.
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P.0.S.T.'s role would consist of producing
generic recruitment advertising materials in
the form of informational video tapes, public
service announcements for television and radio,
and printed advertisements emphasizing the
positive aspects of a career in law
enforcement. These advertisements should
target the student population where the
candidates are likely to be obtaining the
necessary reading and writing skills for a

carecer with law enforcement.

No actual funding commitment by the C.H.P. is
necessary; however, a close liaison between
C.H.P. and P.0.S.T. management will be
necessary to get the program started. The cost
of producing the advertising materials would be
borne by P.0.S.T. through reallocation of
existing resources or by seeking a budget

increase for necessary funds.
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Policy #4. The C.H.P. must reevaluate the existing
grooming and uniform standards for female
patrol officers to help assist in maintaining

the femininity of female officers.

One reoccurring concern that consistently
surfaced during the data-collection and
brainstorming phases of this research project
was the concern of a loss of femininity when a
woman becomes a C.H.P. officer. An essential
element of the recruitment needs-assessment
previously mentioned would be to determine any
changes that could be made concerning
California Highway Patrol's grooming and

uni form standards to make them more acceptable
to female members of the relevant labor pool.
This will likely mean a more feminine-looking
uniform for female officers, a more liberal use
of makeup and jewelry, and a relaxation in the
length and style of the female officer's hair.
Obviously, any changes would have to be
consistent with good officer safety practices.
For example, a small clip-on style earring may
be acceptable when a larger earring through a

pierced ear would not.
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One major obstacle that must be dealt with in
the spirit of cooperation would be convincing
the C.A.H.P. that liberalized uniform and
grooming standards for females may not also
apply to males. This would most likely have to
be addressed by determining what contemporary
grooming standards are acceptable to the public
for both male and female officers and
liberalizing male and female grooming

standards concurrently.

The grooming-standards survey could be obtained
as a part of the initial needs assessment
previously mentioned, thus requiring no
additional monies and some personnel hours to
change Departmental policies concerning uniform

and grooming standards.
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Transition Management Structure

The person selected to be responsible for the management
of the transition plan will be the Commander of the
California Highway Patrol's Office of Equal Employment
Opportunity. This office is currently responsible for
coordinating the Department's Affirmative Action and
Recruitment Programs. This individual is under the
direct supervision of the Office of Deputy Commissioner,
thus ensuring rapid access to Executive Management. This
individual will make regular progress reports to the
Deputy Commissioner to add visibility to the project and

to ensure that sufficient resources are made available.

Supporting Technologies

The strategies used for a successful transition between
the development and implementation of a Recruitmeﬁt
Program will be developed by a Program Implementation
Team. This team will be chaired by the Commander of the
Office of Equal Employment Opportunity and consist of
representatives of public affairs, subject-matter
experts from the testing and selection process, and

individuals experienced in techniques of recruitment.
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The individuals selected must understand the program
development and possess a level of expertise in the
knowledge of recruitment methods, an ability to develop

and implement programs, and an ability to sell ideas.

The program using identified policy alternatives will be
organized through a team-building process within the
implementation team and will ultimately result in a
presentation to Executive Management concerning final

details on program administration, financing, and

staffing levels.

Technology Conclusion

After the final recruitment strategic plan is approved by
the Department's Executive Management, an Informational
Bulletin will be prepared and distributed by the
implementation team to all Departmental employees

introducing the newly-developed plan.
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IV, CONCLUSION
The Recruitment Program, coupled with a quality testing and
selection process, is at the very root of determining the
California Highway Patrol's effectiveness. As mentioned
previously, the California Highway Patrol enjoys an extremely
high quality testing and selection process which ensures high
quality officers in the field. If the Highway Patrol is to
maintain control of its own destiny concerning recruitment,
testing, and selection, the C.H.P. must continue in its good-
faith effort to establish a workforce that is at parity with

California's labor force in terms of both sex and ethnicitv.

In the process of developing this study concerning female
recruitment for the C.H.P., it became apparent to me that the
C.H.P. must reflect current cultural and social standards of
the contemporary society. This means that females seeking
nontraditional employment must not feel their femininity is
threatened by accepting the employment and that the testing
and selection process produce individuals capable of

performing in the capacity of public trust given them by the

citizens of California.
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RESULTS
The desired future was defined by a scenario in which the
C.H.P. began its recruitment efforts with young individuals

who were not yet part of the relevant labor pool.

A strategic plan was then developed as a method of achieving
the future described in the desired scenario. The resulting
recommended general policy is:

1. The Department should hire a professional recruitment
firm to provide an in-depth needs assessment of the
California Highway Patrol's Recruitment Program.

2. The C.H.P. should merge existing Recruitment and
Public Affairs resources and place greater emphasis
on recruitment at the elementary and high school
level.

3. P.0.S.T. should assume a more active role in
recruitment with specific reference to marketing law
enforcement as a viable career alternative to young
people.

4, The C.H.P. must reevaluate the existing grooming and
uniform standards for female patrol officers to help

assist in maintaining the feminity of female

officers.
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A transition plan was developed in order to manage the
strategic plan during the change process. Due to the
commitment needs of the critical mass, the resource
limitations, and the "readiness for change" level of the
C.H.P., the transition plan included a transition team to
implement the change. The planned management structure of

the transition process was team building and mutual gain.

IMPLICATIONS

While this study was agency specific, the problem concerning
female police officer recruitment are wide spread within the
law enforcement community. This study presents policy
suggestions and could be used to enhance the Female
Recruitment Program of any large police organization. It
also suggests a method of how to develop strategic plans for

the recruitment and retention of female officers.
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END NOTES

1. John G. Berner, "P.0.S.T. Recruitment Project"

Memorandums to P.0.S.T. Advisory Committee Members
January 1988

2. Malcolm Morrison, "The Aging of the United States
Population: Human Resources Implications"
Monthly Labor Review
May 1983
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11,
12,
13.
14.
15.
l6.
17.
18.
19.
20.
21.
22.
23.
24,
25.
26.
27.

28.

29.
30.
31.
32.
33.
34,
35.
36.
37.
38.
39.
40.
41.
42,
43.
44,
45,

Deteriorating educational standards.
Increasing acceptance of nontraditional careers by job
seekers.,

Increasing competition for females from the private sector.
Salaries and benefits of police officers.
Economic climate.

Low rate of unemployment.

More female officers.

Oversight agency hiring sanctions.

Court ordered hiring sanctions.

Aging workforce.

Baby boom generation aging.

Assaults against police officers increasing.
The shrinking relevant labor pool.

Erosion of social and cultural values.

More crime.

Increasing gang activity.

Increasing drug usage.

Changes in narcotics laws.

Increased court interference in the hiring process.
Less military background of applicants.
Affirmative action mandates.

Level of life experience of recruits.
College enrollment levels.

Cost of police service.

Conservative fiscal environment politically.
Competition from public sector.

Competition from private sector.

Police retirement age.

Disability trend among police officers.
Student drug use.

Student crime rate.

Cost of recruiting.

Cost of training.

Privatization.

Maternity leave.

Day care.

Reduced housing availability in some areas.
The me generation.

Hiring of laterals increasing.

Hiring of more reserve officers.

Law enforcement image.

Increased cost of relocation.,

Breaking down of the family.

Increasing number of single parents.

Media representation of police misconduct.
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War.

Severe economic depression.

Major scandal.

Court ordered sanctions.

Salary caps imposed.

Retirement System goes bankrupt.
Polygraph becomes illegal.

Maximum entry age eliminated.

Minimum wage raised significantly.
College degree required for employment.

The relevant labor pool is used for affirmative
purposes.

Reduced work week - 32 hours.

Tax payers revolt.

Immigration quotas increased dramatically.
Immigration quotas decreased dramatically.
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