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CHAPTER 1

Introduction

Lately, it seems as if every meeting between two or more police leaders results in a discussion about how many management positions will be vacant in the near future because of retirements.  Recent changes in the Public Employee’s Retirement System (PERS), the first in three decades, have made this situation even more fluid.  Mass retirements from large agencies, such as the Los Angeles Police Department or the Los Angeles Sheriff Department, each boasting an authorized strength of over 8,000 sworn personnel, could create a situation of some significance.  Mass retirements, especially retirements of administrative and management staff, create a critical problem for medium size agencies like the Buena Park Police Department.  


Leaders within the public sector, contemplating retirement in the near future, are looking at their organizations and wondering who will fill their shoes.  The situation of filling leadership vacancies with qualified personnel becomes even more problematic because many candidates for management, administrative and executive law enforcement positions have just recently been promoted to the rank of sergeant and have not had enough time to develop in supervisory positions.  For years, agencies would promote one or two individuals and then have lengthy periods between promotions.  Now, agencies are promoting entire eligibility lists.  In the Buena Park Police Department for example, three lieutenants and three sergeants were promoted the same month.  This means that all of the managers and half of the supervisors in the Patrol Bureau are inexperienced in their respective positions.  This situation is not restricted to the Buena Park Police Department, or medium size agencies, but is apparently widespread.  The tenure of leaders within law enforcement agencies, coupled with some very dynamic changes in our retirement system, has created significant challenges for retiring law enforcement leaders. 


Jobs Available, a monthly publication listing employment opportunities in the public sector, has listed more and more vacant leadership positions within law enforcement agencies each month.  Additionally, it is becoming more common to find announcements for subordinate leadership positions, including lieutenant and sergeant vacancies, listed in the publication.  While articles on the leadership void in a variety of organizations can be found in magazines and newspapers, the problem is also being discussed at local levels.  At the March 2000 Orange County Law Enforcement Commander’s Meeting, which we attended, the guest speaker was George Yamamoto of PERS.  His topic was “The Impact of the 3% @ 50 formula on law enforcement organizations.”  Mr. Yamamoto emphasized the potential impact of changing formulas by stating that when the Governor granted the 3% formula to state employees, 800 California Highway Patrol officers, of various ranks, filed for retirement.  


In an agency of over 6,000 sworn officers, like the California Highway Patrol, 800 retirements represents approximately 13% of the agency.  This could create a tenuous situation for the California Highway Patrol, but with thousands of individuals to draw from, candidates for promotion are readily available.  In a medium size law enforcement agency, described by POST as agencies having between 50 and 150 sworn officers, the retirement of 13% of the sworn employees is much more significant.  In the Buena Park Police Department, because many individuals close to retirement age are in leadership positions, a retirement factor of 13% translates to the entire administrative and management staff.  This is no longer a situation, but a major problem.  This project will analyze the history behind this problem and suggest methods and strategies that will enable a medium size law enforcement agency to transition through the coming changes in leadership.  

The roots of this problem started on August 6, 1945.  President Harry S. Truman and American technology brought an abrupt end to World War II, which had kept a major part of American men away from home since 1941.  Within days after two atomic devices were dropped on the cities of Hiroshima and Nagasaki, the Japanese surrendered and hundreds of thousands of American servicemen started returning to their homes and loved ones.  These veterans dutifully began to procreate and in 1946 alone, there were 3,411,000 births.  This boom continued between 1946 and 1964,and 75.8 million births were recorded.  These individuals are affectionately referred to as Baby Boomers. (Baby Boomer Headquarters, WWW.BBHQ.COM, 1999).


There is no need to go into the intrinsic personality differences or other unique attributes of Boomers, but their impact as stakeholders in the problem at hand is extremely significant.  In 1964, baby boomers represented about 40 percent of the population of the United States.  In other words, in 1964, more than a third of the population in this country was less than 19 years old.  This enormous group of individuals was graduating from high school, and either entering the workforce, or delaying commencing a career to attend college or serve in the armed forces because of the Vietnam Conflict.  With college and/or Vietnam wrapped up in the late 1960s, Boomers started their careers.  Many of these individuals entered law enforcement in the late 60s or early 70s.  


While retirement is 10 to 12 years away for the baby boomers who chose to work in private industry, those who chose careers in public safety will retire a decade earlier.  In fact, the first group of baby boomers born in 1946 reached 53 years of age last year.  Fifty- three is a magic age for public safety employees because it is the most common age for individuals under the Public Employees Retirement System (PERS) to reach their maximum benefit.  Many of these individuals are currently occupying leadership positions within law enforcement agencies statewide.  While private industry is contemplating a leadership void within the next dozen years, we in public safety are faced with it now.  


Law enforcement is somewhat unprepared for the mass exodus of leaders we are facing and the prospect of filling those vacancies.  In his article “The Competition for Cops”, Chief Rob Dailey, of the Cloverdale Police Department, said: 

Finding excellent candidates is a necessity.  Retaining experienced police officers is crucial.  The actual dollar cost is substantial every time a department has to replace an officer.  The hidden costs of the loss of experience, productivity, training and knowledge make retention of officers a top priority. (Dailey, 1999, p. 21).

Chief Dailey was talking about hiring and retaining entry-level police officers.  What are the hidden costs of the loss of experience, productivity, training and knowledge when it comes to replacing a lieutenant, captain or police chief?  Why have agencies waited until now to address this issue?  Many leaders of law enforcement agencies are looking at their organizational charts and asking “who will run the shop when we retire?”  Because law enforcement leaders have been incumbent in their positions for many years, they have not sufficiently prepared for their exit, nor have they adequately mentored those who will assume leadership roles in the future.  The enormous age and experience gap between the staff officers and rank and file officers is substantial.  Retirements, which have already commenced, and mass hiring frenzies, have exacerbated the problem.  The retirement of three lieutenants, two unexpectedly, and the subsequent promotion of three managers and three supervisors, jolted the administration of the Buena Park Police Department in April of 2000.  Captain Gary Hicken, the Operations Commander of the Buena Park Police Department, was discussing the leadership of the Patrol Bureau, which now consists of three new Watch Commanders and three new patrol sergeants, with less than a year of supervisory experience, and three seasoned sergeants.  He said, “Your project is happening here and now.” (Gary Hicken, 2000). 


Looking beyond 2005, the problem will only get worse.  Those who will fill positions as leaders retire may have no pool of potential leaders to draw from.  A forecast in a recent publication, Trend Letter, stated:

The labor force in the United States, Europe and Canada is not growing quickly enough to meet the demand for workers, a trend that can be followed into the next decade.  As baby boomers retire or reduce their work hours, there will not be enough young workers to replace them.  By 2013, labor-force growth in the United States will be at zero. (Trend Letter, 2000, p. 1).


The difficulty in finding qualified leaders to fill vacancies at the top of a medium size police agency becomes even more crucial when it comes to finding a new chief of police.  The 23rd Annual California Police Chief’s Conference in Monterey, California, really brought this issue into focus.  On February 16, 2000 a special panel was convened to explore the issue of “Future Police Chiefs:  Who Is Going To Fill Our Shoes?”  The panel included:



Tom Esensten, a consultant



Richard A. Hughes, a consultant



Susan Manheimer, Captain, San Francisco PD

David Mora, City Manager, Salinas



Robert W. Murray, Vice President, DMG-MAXIMUS



Robert G. Norman, Chief of Police, Foster City


The session started with the premise that recent recruitment efforts suggest that there are fewer candidates willing to vie for the position of police chief.  The panel explored many reasons for the professed decline in the number of candidates for executive positions in law enforcement agencies, with each panel member suggesting a variety of causes and remedies.  While the proposed solutions were germane to the background of the panel member, one central theme prevailed; agencies should grow their own leaders.  The personnel procurement specialists, Murray and Hughes, challenged cities to provide incentives and contracts to lure candidates from outside the agency.  Contradicting this method of finding suitable candidates, Chief Robert G. Norman made a very profound comment.  He said, “The thing you lose when you go outside [for candidates] is legacy, and legacy is all important to an organization.” (Norman, 2000).  Tom Esensten offered the most insightful and viable suggestion.  He exclaimed, “If an agency has to look outside for a Chief of Police, the agency has failed woefully.” (Esensten, 2000).

Once this theory was open for discussion, the panel expanded upon the idea.  Chief Norman stated “Many police officers entering the profession are content and better suited to remain within the rank and file, while others strive to lead.  We should expand upon the opportunities for motivated and talented individuals to apply their skills along their career paths.” (Norman, 2000).  The entire panel agreed that the time to begin training future leaders is when they are hired.

While the suggestions of multi-year contracts and providing housing for candidates are unique and innovative solutions, the entire panel agreed with Captain Manheimer that the simple process of training and mentoring employees with leadership abilities and desires benefits the employer, the employee and the agency.  No agency looks at a new employee, as he or she begins their first day at work, and believes that this person is the next lieutenant, captain or Chief of Police.  Even the personnel procurement specialists agreed that Manheimer’s suggestion that “Agencies should survey new employees for potential leadership qualities early and start early on and continue to develop them to avoid unfilled vacancies at the top in the future” makes a great deal of sense. (Manheimer, 2000).  

The selection, training and development of candidates for entry-level supervision, the role of sergeant, are as critical as the selection of administrators.  Writing for the Beretta Leadership Bulletin, Edward J. Werder said, “It is the police sergeant who transmits the values, standards and culture of the department to the men and women under their supervision.  Clearly, the role of the sergeant, or first-line supervisor, is the most important and influential position within any law enforcement organization.” (Werder, 1998, p. 1).  In his article “The Great Sergeant”, Werder went on to say:

It is extremely important for sergeants to realize the importance of the position they hold within a law enforcement agency.  In simple terms, no law enforcement agency can function well without good sergeants.  Unfortunately, many sergeants never receive any formal training before or after assuming their position.  Traditionally, we have allowed the individuals selected as sergeants to learn the job by observing others and by making mistakes. (Werder, 1998, p. 1).

Additionally, the role of first-line supervisor is not always clearly defined for the newly promoted sergeant by the organization.  Thus, the eager new supervisor is poorly trained to accept his new responsibilities and is not clear on how and where he fits into the organizational structure.  “Law enforcement agencies, through a combination of organizational values, policies, rules and regulations, and culture, define the role the sergeant will fill within the organization.” (Werder, 1998, p.1).


The failure to prepare future leaders to fill the positions of retiring baby boomers seems to be almost universal.  A recent article published in the Life and Work section of the Orange County Register echoes the comments made by Chief Norman.  Dave Murphy, a writer for the San Francisco Examiner, wrote the article after interviewing William C. Byham.  Byham is the chief executive of Development Dimensions International in Bridgeville, Pennsylvania.  He is currently authoring a book entitled Grow Your Own Leaders. The author said, “Companies aren’t developing new leaders.  Hiring top management from outside can cost more and lead to loyalty problems.  So try training from within.” (Murphy, 1999, p. 10).  Dave Murphy gave four reasons that companies should do a better job developing leadership from within.  Each of these is extremely applicable to a police agency.  He stated,  “Although organizations have good reasons to bring in people from outside, doing so may lead to four problems:     

· Resentment from long-time employees who didn’t get promoted.

· The high cost of recruitment and replacement.

· The possibility of failure.

· Decreased loyalty.” (Murphy, 1999, p. 10).

He added, “Some companies kid themselves by having a list of successors on the chain of command, knowing deep down that those people don’t have the skills or training to take over.” (Murphy, 1999, p. 10).

Writing for Police Chief Magazine, Laurie L. Bergner, Ph.D., stated:

Many departments find themselves in the unenviable position of having very few potential leaders to choose from when it comes time for promotion.  If they wish to promote from within the department, this leaves them with only one option: to promote officers who have shown no great potential as leaders and hope they will do better with training.  This is an unfortunate situation.

With few leadership positions available, every position is an essential component of a department’s excellence.  Once promoted, supervisors are almost never demoted, so departments must work with whomever they promote, regardless of their quality.  If those promoted are not good leaders, few management positions remain for needed leaders.  And a lack of real leaders in the command structure leaves administration in a poor position to provide the leadership needed to build overall departmental excellence. (Bergner, 1998, p. 16).

In the article written in November of 1998, Dr. Bergner went on to say:

A critical reason departments find themselves with a poor pool of managerial candidates is that top administrators wait until testing day to see who looks good for promotion.  They tend to begin developing and training managers based upon who does well on the promotional test – a strategy that is unlikely to pay off.  Instead departments need to understand that developing and training officers into competent leaders begins at the beginning, on the very first day of an officer’s career. (Bergner, 1998, p. 16).

These observations by Dr. Bergner closely resemble the

revelations made by Dr. Stephen Vicchio during a presentation at Command College.  Dr. Vicchio gave 11 examples of things law enforcement does poorly, one of which was the promotional process.  He said that it is ludicrous to post a leadership vacancy six weeks before a promotion and have three leaders from another agency, who know virtually nothing about the agency or the candidates, pick future leaders through an oral board process.  If law enforcement is not ready to address the inadequacies of the process itself, it is clear that we must at least change the focus from the selection of leaders to the creation of leaders.       

Law enforcement agencies have historically strived to promote the best possible candidates into leadership roles.  This dilemma of trying to maintain the cultural integrity of an agency by promoting from within, or seeking a more qualified candidate from outside will repeat itself many times in the next five years.   


To examine the urgency of this problem as it affects a medium size police agency, we need only to examine the organizational chart of the Buena Park Police Department.  Our agency has an authorized strength of 94 sworn police officers.  The rank structure includes an administrative staff comprised of the Chief of Police and two captains.  The middle management staff includes six lieutenants and a civilian records manager.  The supervisory staff is comprised of 14 sergeants.  Currently, it is anticipated that each of these leaders will retire between now and 2005, with the possible exception of six of the sergeants.


There will be no captains to become the Chief of Police, or lieutenants to become captains, as is the normal trend.  Assuming that all six of the remaining sergeants are capable of assuming the duties of a lieutenant, there will still be three vacancies at the very top of the command pyramid.   If two of the current sergeants are able to move effectively through the lieutenant position, and become captains, there will still be no candidate for Chief of Police.  Of even more concern is the need to prepare several individuals for the role of first-line supervisor within five years, knowing that some of these individuals may have to make a double jump through the rank of sergeant to the rank of lieutenant by 2005.  With the current requirement of three years as a police officer to test for sergeant, and two years experience as a sergeant to test for lieutenant, this seems impossible.  While this problem of mass attrition due to baby boomer retirements affects all law enforcement agencies, small, medium and large, it can be especially devastating to small and medium size police departments.  Using the Buena Park Police Department as an example, one third of the agency is comprised of leaders preparing to retire, and one third is comprised of newly hired officers with less than five years of experience.  It is essential that the preparation of these newly hired individuals to assume leadership roles begin immediately.


This literature review clearly shows that organizations have not sufficiently prepared individuals to assume leadership roles.  Literature on leadership within law enforcement agencies indicates that we have been woefully lax in preparing officers to assume leadership positions within our agencies.  Experts in the field of government, police administration and executive procurement will establish that law enforcement managers, in general, are unwilling and unprepared to become police chiefs.  Experts from the Public Employee’s Retirement System will raise serious concerns about the impact of pending changes in the PERS system.  The members of the Nominal Group Technique panel will echo these concerns, adding their beliefs that shortages of qualified personnel entering law enforcement will exacerbate the situation for years to come.  Competition between agencies for qualified law enforcement candidates will be keen.  This belief is also reflected in literature reviews.  In an article for Western City Magazine, Rob Dailey, Chief of Police for the City of Cloverdale said:

California’s cities are facing a crisis in their efforts to provide law enforcement services to their communities because there is a huge demand for thousands of new police officers to meet the needs of a constantly growing population.  Simultaneously, a serious shortage of qualified and committed police officer applicants has resulted in unprecedented efforts by police departments to hire experienced officers from other police departments. (Dailey, 1999, p. 21).  


This project will examine issues relating to the preparation and selection of individuals within a medium size police agency to fill vacant leadership positions within their agencies.  The Buena Park Police Department will be used as a model for the project.  The selection of candidates from outside the agency will also be explored, but the primary emphasis will be on the retention and development of current employees.  Both internal and external stimuli, including a variety of trends that have occurred or will possibly occur in the future, as well as anticipated events, will be considered.  Three scenarios will be developed, including an optimistic scenario, a pessimistic scenario and a surprise free scenario.  This project will facilitate movement toward the optimistic scenario.  Using this project as a guide, law enforcement agencies will be able to fill leadership vacancies with qualified personnel from within their agencies.  

CHAPTER 2

Nominal Group Technique


To fully examine the issues, a Nominal Group Technique was utilized.  The Nominal Group Technique is a sophisticated form of brainstorming, which allows a team to come to consensus on issues, problems or solutions.  It accomplishes this by completing individual importance rankings into a team's final priorities.  Benefits of the Nominal Group Technique include:

· It builds commitment to the team’s choice through equal participation in the process.

· It allows every team member to rank issues, without being pressured by others.

· It puts quiet members on an equal footing with more dominant members.

· It makes a team’s consensus (or lack of it) visible; the major cause of disagreement can be discussed. 

The creators of the Nominal Group Technique describe the process in their book, Group Technique for Program Planning: 

The Nominal Group Technique, or NGT, is a simple but effective technique for structuring small group meetings that cancels many of the negative aspects of dealing with groups of individuals.  Developed by Andre H. Van de Ven in 1968, NGT was derived from social-psychological studies of decision conferences, management science studies of aggregating group judgments and social-work studies of problems surrounding citizen participation in program planning. (Delecq, Van de Ven and Gustafson, 1975).


The Nominal Group Technique includes four steps: 

· Silent generation of ideas.

· Round-robin recording of those ideas.

· Discussion.

· Prioritization.

Delbecq, Van de Ven and Gustafson described how the NGT process works:

The technique works by inducing a sense of group responsibility and commitment, which imposes a burden upon all participants to produce their share of the necessary tasks.  It also encourages the generation of minority opinions and ideas. (Delbecq, Van de Ven and Gustafson, 1975).

Nominal Group Technique Panel

A Nominal Group Technique panel was convened at the Buena Park Police Department on January 12, 2000.  Panelists were chosen for their interest in the subject being explored as well as their diverse expertise.  Panelists included:



Administrative Aide




Los Angeles County Office of Education (LACOE)



Battalion Chief




Orange County Fire Authority



Police Lieutenant




Buena Park Police Department



Director of Human Resources




Knott’s Berry Farm



Police Lieutenant




Downey Police Department



Police Captain




Buena Park Police Department



Police Officer




Buena Park Police Department



Human Resources Manager




City of Buena Park



Manager of Staffing and Training




Knott’s Berry Farm

An initial briefing was conducted, outlining the panel agenda, with a brief discussion regarding the retirement system for public safety employees, the differences in sizes of California law enforcement agencies and the configuration of staffing levels of the Buena Park Police Department.

Trends


In the first round panelists identified 36 trends that might impact the issue.  A trend is defined as the general course or prevailing tendency or inclination. (Webster, 1992, p. 1510).  The word trend has its origin in the Old English Trendon, to revolve. (Microsoft Encarta, 1999).  

To identify anticipated trends that might impact our issue, a private vote was conducted and each panelist discussed the trends identified in the first round.  After the discussion phase, panelists were given the opportunity to change their vote on the trends.  Ultimately, seven trends were identified and examined.  

After identifying and agreeing upon the seven most important trends, panelists were first asked to evaluate the trend line by considering the rate at which the trend was changing.  Panelists were asked to rate the trend on a numeric scale from 0 to 200, for four separate points in time; five years ago, present, in five years and in ten years.   In an attempt to standardize the results we assumed the value for the present to be 100.  Panelists were instructed to estimate the significance of the trend on the issue.  For example, our first trend dealt with a manager’s knowledge of technology.  The panelists gave average values of:  66 five years ago, 100 today, 154 in five years and 184 in ten years.  This means that a manager’s knowledge of technology was less significant five years ago, but will become even more critical over the next ten years.

The panelists were also asked to estimate the relative importance of the trend; how important and/or how much impact will the trend have on the issue.  For the purposes of this exercise, panelists were asked to give a relative value on a scale of 1 to 10.  This figure is listed in the column titled Concern.  The panelist’s scores were then evaluated in two fashions.  The Trend Average Summary Table contains the average of the scores.  The Trend Median Summary Table contains the median of the scores.  The specific trends are discussed following the tables.

	
	
	Trend Average Summary
	
	

	
	
	
	
	
	

	 
	-5 Years
	Today
	+5 Years
	+10 Years
	Concern (1-10)

	Trend 1
	66
	100
	154
	184
	7.8

	Trend 2
	51
	100
	128
	155
	6.2

	Trend 3
	34
	100
	139
	165
	7.1

	Trend 4
	96
	100
	139
	158
	8.1

	Trend 5
	59
	100
	138
	164
	6.8

	Trend 6
	48
	100
	139
	169
	6.4

	Trend 7
	32
	100
	144
	162
	6.4


	
	                 
	Trend Median Summary
	
	

	
	
	
	
	
	

	 
	-5 Years
	Today
	+5 Years
	+10 Years
	Concern (1-10)

	Trend 1
	70
	100
	150
	180
	8

	Trend 2
	50
	100
	125
	150
	7

	Trend 3
	25
	100
	130
	175
	7

	Trend 4
	90
	100
	125
	150
	8

	Trend 5
	50
	100
	130
	175
	7

	Trend 6
	50
	100
	125
	160
	7

	Trend 7
	30
	100
	150
	160
	6


Discussion of Trends


The discussion after the initial and private vote provided a considerable amount of discussion and sometimes argument.

Trend 1: Level of manager’s knowledge about technology


Technology is growing exponentially.  Twenty years ago, there were an estimated 50,000 computers in the United States.  Now, they install that number daily.  In contrast, the managers of today’s law enforcement agencies have been in place for many years.  The technological comfort level of our leaders has grown slowly and gradually over the years, but has not kept up with technology.  The modern manager who does not know his way around Excel or PowerPoint is severely disadvantaged.  


  These new trends and rapid advances in technology will undoubtedly impact the future selection of leaders in law enforcement agencies in the future.  Many of the baby boomer managers in their final years are intimidated by technology, while the employees entering the workforce today find using a computer natural and comfortable. 

Trend 2: Women in management


The number of women in law enforcement is extremely small, compared to the number of women in the private sector workforce.  Therefore, the number of potential female candidates for leadership positions is minute.  However, the trend of women in law enforcement is transitioning into having female candidates successfully compete for supervisory and management positions.  

Trend 3: Competition among agencies for qualified managers


For decades, it has been a common and acceptable practice to seek candidates for police chief from outside of the organization; most other leadership positions were cultivated from within the organization.  Small and medium size law enforcement agencies have recently experienced a shortage of suitable candidates for vacancies in leadership positions.  It is becoming more and more common to find agencies seeking qualified candidates for vacant captain, commander, lieutenant and even sergeant positions from outside the organization.  As more baby boomer leaders retire, the crunch for candidates will grow and so will the competition between agencies.

Trend 4: Economic changes


Driven by the economy, the public sector tightens and loosens its financial belt in cycles.  The state, counties and cities of California are currently in the middle of an economic upswing, which will undoubtedly become a downswing at some point.  Unfavorable economic trends tend to make employees stay on the job, refraining from retiring, until times are better.  “Economic cycles for public entities generally change every seven years” according to Buena Park City Manager Greg Beaubien.  “We are currently in the fourth year of this latest upswing.” (Greg Beaubien, 1999).  If we experience bad times economically in the next three to four years, our leaders may postpone their departure through retirement.

Trend 5: Changes in hiring standards


Since our focus is on finding qualified candidates for leadership vacancies by 2005, the entry-level employees hired today will have little impact on the issue.  However, most leadership literature emphasizes that organizations should begin training employees to become leaders when they are hired.  Additionally, the possibility of hiring leaders from outside the agency may become a reality within the next five years.  If the leadership gap between first-line supervision and management is too great, the medium size law enforcement agency may have to seek candidates for leadership positions from outside.  

Trend 6: PERS retirement politics evolving


For three decades, the Public Employee’s Retirement System (PERS) has offered a 75% cap on retirements and a 2 % @ 50 formula.  This meant that public safety employees would reach their maximum benefit at about 52-55 years of age with 28 to 31 years of service.  It took years to move from that formula to the new formula granted by Senate Bill 800, introduced by Senator Dunn on February 25, 1999.  The bill became law in January of 2000.  PERS now allows safety employees to retire at an 85% cap.  This generally causes employees to stay on the job for an additional three to four years to receive a higher benefit.  


PERS has allowed agencies to opt for a 3% @ at 50 formula which would cause employees to reach the 85% cap in a shorter time frame.  Many California agencies are currently in negotiations for the new formula.  “On December 30, 1999, the Roseville Police Association (RPA) reached an agreement that included the new retirement benefit of 3% @ 50.  Mike Doane, RPA president, believes his was the first local police association to negotiate this benefit for its members.” (Lucero, 2000).

Plans are in the works for 90, 95 and even 100 percent caps on retirements for public safety employees.  Incentives for leaving or staying are changing rapidly and are having both positive and adverse effects on filling leadership positions.  PERS currently has over $129 billion in assets and is moving to disperse these funds to its contributors.  Depending on the mechanism adopted to do this, leaders may depart rapidly or stay for several years.

Trend 7: Availability of leadership experiences


Leadership roles in law enforcement have moved from the traditional para-military rank structure to less formal and less traditional models.  Special units, such as Community Based Policing and Problem Oriented Policing units have empowered employees to perform in leadership roles without attaining traditional promotions.  At the California Police Chief’s Conference, Captain Susan Manheimer of the San Francisco Police Department was part of a panel discussing the lack of qualified candidates for police chief positions.  She made a very astute observation that in each agency, there is only one police chief position and a limited number of high management positions.  She suggested that agencies make every effort to encourage the development of informal leadership expertise, as well as to mentor formal career development.  Manheimer was obviously aware of the limitations for upward mobility in her own agency.  She was recently selected as the Chief of Police in the nearby city of San Mateo.  

Medium size and smaller police agencies, with limited opportunity for movement, can accomplish this in a number of ways.  Mandatory rotation of assignments, the creation of special units, and delegation of responsibilities to officers who are subordinate to supervisors can enhance the development of leadership qualities.            

Events

In the next round panelists identified 72 events that might impact the issue.  An event is described as anything that happens or is regarded as happening; an occurrence, especially one of importance.  An event is something that occurs in a certain place during a particular interval of time (Webster, 1992, p. 494).  Some words to describe an event are found in Microsoft’s Encarta.  Encarta describes an event, or anything that happens, as an occurrence, episode, incident, circumstance, phenomenon, experience, shift, phase or accident.  A notable happening is described as a catastrophe, mishap, mistake, experience, milestone, triumph, miracle, adventure, crisis, misfortune, situation, disaster, emergency, or something to write home about.  Law enforcement has and will continue to experience all of these events, often simultaneously. (Microsoft Encarta, 1999).

A private vote was conducted and each panelist discussed the events he or she identified in this round.  After the discussion phase, panelists were given the opportunity to change their vote on the events, as they did in identifying trends.  Ultimately, seven events were identified and examined.    

After identifying and agreeing upon the seven most important events, panelists were first asked to provide their estimate in years of the earliest possible date in which the event would occur.  They were then asked to estimate the likelihood, expressed as a percentage from 1 to 100, that the event would occur sometime within the next five years, and the likelihood the event would occur sometime within the next ten years.  

Panelists were then asked to decide whether the event would have a positive or negative impact on the issue.  A positive impact would make it easier to fill management positions with qualified applicants.  A negative impact would make it more difficult to fill these positions.

In the final portion of the exercise, the panelists were asked how important and/or how much impact would the event have on the issue.  To estimate the relative importance of the event, panelists gave a relative value on a scale of 1 for low impact to 10 for high impact.

The panelist’s scores were then evaluated in two ways.  The Event Average Summary Table contains the average of the scores.  The Event Median Summary Table contains the median of the scores.  The specific events are discussed following the table.

	
	
	Event Average Summary
	
	

	
	
	
	
	
	

	 
	Year >0
	+5 Years
	+10 Years
	Impact (+ or -)
	Impact (1-10)

	Event 1
	2
	92
	100
	-
	8.0

	Event 2
	5
	47
	73
	+
	7.1

	Event 3
	5
	43
	79
	+
	5.8

	Event 4
	4
	58
	77
	+
	6.0

	Event 5
	5
	31
	58
	+
	7.1

	Event 6
	4
	42
	75
	-
	6.2

	Event 7
	8
	16
	51
	+
	6.0


	
	
	Event Median Summary
	
	

	
	
	
	
	
	

	 
	Year >0
	+5 Years
	+10 Years
	Impact (+ or -)
	Impact (1-10)

	Event 1
	2
	100
	100
	-
	8.0

	Event 2
	5
	50
	75
	+
	7.0

	Event 3
	5
	50
	80
	+
	5.0

	Event 4
	4
	50
	90
	+
	6.0

	Event 5
	4
	25
	50
	+
	7.0

	Event 6
	4
	50
	70
	-
	7.0

	Event 7
	7
	0
	50
	+
	6.0


Discussion of Events

Event 1: 3% @ 50 mandated


In January of 2000, Governor Gray Davis made a major change in the formula used to determine the retirement award for all public safety employees.  He had previously granted an 85% cap for state employees, citing their long endurance without a salary increase as justification.  Municipal safety employees under PERS remained under the 75% cap and 2% @ 50 formula until January of 2000, when the 85% cap became state law.  When the governor changed the formula for state employees to 3% @ 50, he also allowed that municipal safety employees could have this formula at the discretion of the individual cities.  


On the average, it will take a public safety employee a little over three years to increase their retirement award from 75% to 85% on the 2% @ 50 formula.  On the 3% at 50 formula, this is not the case, and many employees with many years of service can retire at the maximum benefit shortly after their 50th birthday.  In a small or medium size police department, accelerating the retirement of personnel with tenure could be devastating.  For example, most of the leaders of the Buena Park Police Department will be eligible to retire at maximum benefit in less than two years if the 3% @ 50 formula is adopted.  Another panel member at the California Police Chief’s Conference, Consultant Richard A. Hughes, observed that PERS is following a trend that is completely opposite to what is going on in private industry.  President Clinton has suggested that the age of retirement under Social Security be extended from 62 to 70 or 75.  Mr. Hughes suggested than PERS reconsider the 3% @ 50 formula in favor of a 3% at 60 or 70 formula.  Instead of creating an incentive to retain baby boomer leadership, PERS is enticing us to leave earlier than scheduled.

Event 2: Stock market crashes


The Nominal Group Technique panel felt strongly that the current economic upswing would not continue until 2005.  The group surmised that some sort of crash of the stock market would occur, possibly in the form of the economic recession experienced in the late 1980s.  Economic hard times create a great deal of change in public safety organizations.  They also impact retirement decisions in a number of ways.  Many individuals who are ready to retire will hang on to their positions, waiting for better times to accept a fixed income. 

Event 3: Hiring of civilian managers in police agencies


This has always been an option, and is occurring sporadically around the state.  It is somewhat frowned upon by police unions and managers alike, as it reduces available opportunities for promotion.  Our NGT panel was divided on this option, with the panelists from private industry very much for civilianization and the sworn panelists very much opposed.  However, everyone was in agreement that if we experience crippling shortages of sworn leaders, this might be a viable option.  


The panel discussed this issue thoroughly, debating whether this was actually an event or a trend.  It was eventually decided that while there is an overall movement to fill some management positions in law enforcement agencies with civilians, medium size agencies would probably not view this issue as trendy in the next five years.  The panel felt that medium size law enforcement agencies might replace retiring leaders with civilian counterparts on a limited, one-time or temporary basis.  This could be done on a contractual arrangement without permanently impacting the organizational structure.  

Factually, a civilian manager can be brought onboard already possessing the necessary skills for the job.  Civilian managers retire later and often move about within their field, never vesting in an expensive retirement system like their sworn counterparts.  

Event 4: PERS lifts the 1,000 hour restriction on retirees

The recall of talented individuals to work on a part-time basis has become commonplace recently.  Several agencies have utilized interim chiefs to fill vacancies during a search for a new leader.  Seasoned investigators have been brought back to complement incumbent, inexperienced investigators during complex investigations.  The downside of this is the restriction imposed upon retirees by PERS.  No one receiving a PERS retirement may work over 1,000 hours per year without affecting his or her retirement benefits.  With the impending shortage of qualified leaders and government pressure to extend the retirement age, it is very possible that PERS might lift this restriction.

Event 5: Reduction in leadership positions


Since the Nominal Group Technique panel anticipated a financial doom and gloom scenario by 2005, they also felt that many medium size police agencies would flatten their rank structure.  Eliminating a leadership position significantly impacts the necessity to find a qualified candidate to fill it.  Should a reduction in leadership positions come to fruition, it would be incumbent upon the agency to provide other sources of self-fulfillment for upwardly mobile individuals.  

Event 6: POST mandates baccalaureate degrees for police    managers


Educational requirements for promotion are as different as the police agencies that create them.  Some agencies require some college, but no degree, while others require baccalaureate or graduate degrees.  While POST is very specific in dictating the level of training for California police officers, it has yet to establish an educational criterion for police promotions.  The panel strongly believed that there would be a minimum educational level established for police managers within the next five years.  While a higher standard of education would add to the professionalism of police management, such a requirement would definitely shrink the pool of potential candidates.

Event 7: PERS extends retirement benefits to 100%


As the 85% cap extended the length of service by an average of three years, so would an available cap of 100% extend retirement dates for many police leaders.  This change would be extremely beneficial if the retirement formula changes from 2% @ 50 to 3% @ 50.  Since the Governor is moving in this direction for state employees, and municipal entities seem to follow shortly behind the state, the panel felt that this event was inevitable.  

Cross-Impact Analysis

A second panel consisting of police administrators and managers from the Buena Park Police Department was convened to determine what effect a particular event would have on a specific trend and to assign a numeric score to describe the relationship.  Scoring was done by consensus, and remarkably, there was little difference of opinion.  Initially, there was some confusion as to whether a relationship should be scored as positive or negative.  The panel was instructed to score a relationship with a positive number if it would make filling vacant leadership positions with qualified candidates less difficult, and with a negative score if it would make filling the positions more difficult.  The range of scoring was from a negative five to a positive five.


A score of 0 would mean that the relationship between an event and a trend would produce no significant impact on the issue of filling leadership positions with qualified personnel.  As the scale decreased toward a negative five, or increased toward a positive five, so would the significance of the impact of the event on the trend decrease or increase.  For simplicity, the panel of managers used the following descriptive scale:



O = No significant impact



1 = Slight impact 



2 = Moderate impact



3 = Significant impact



4 = Very significant impact



5 = Critical impact

Using these simple values for the levels of impact of an event on a trend, it is easy to compare the relationship between them.  

Number of Trends

	Number of Events
	T-1
	T-2
	T-3
	T-4
	T-5
	T-6
	T-7

	E-1


	+1
	+1
	-2
	+2
	0
	+2
	0

	E-2


	0
	-1
	+2
	+2
	0
	+2
	-1

	E-3


	+3
	+3
	+2
	+3
	0
	+1
	+1

	E-4


	0
	-1
	+2
	+3
	0
	0
	-2

	E-5


	0
	-2
	-1
	+2
	0
	0
	+2

	E-6


	+4
	+3
	-2
	0
	0
	-1
	-2

	E-7


	-2
	-2
	0
	+1
	0
	+1
	-2


The panel of police managers contemplated the potential impact of anticipated events upon possible trends.  According to the panel, the single most significant impact of an event upon a trend was the anticipated future requirement by POST for police managers to possess baccalaureate degrees.  Interestingly, the panel felt that this event would have the most significant positive impact on the level of technological knowledge possessed by managers and the potential for more women in police management positions.  Yet the anticipated requirement for police managers to possess college degrees was seen as having a negative impact on all other trends, making it more difficult to fill leadership vacancies.

The potential event of placing civilian managers into leadership vacancies in law enforcement agencies was also seen as having a highly positive impact on all trends, especially those related to technical knowledge and the promotion of female candidates.  This was the only trend that was seen by the panel as having a positive impact on all events.  This was extremely unusual since, unlike the Nominal Group Technique panel, all members of the cross impact analysis panel were sworn police managers. This event was generated and supported by the civilian members of the Nominal Group Technique panel, yet this panel of sworn officers felt that the use of civilians to fill vacancies could dramatically impact the selection of future law enforcement leaders.

The panel agreed that Trend 5, changes in hiring standards, would occur within the next five years, but none of the events would have any significant impact on that trend.  This is because personnel hired now would not be part of the pool of candidates for leadership vacancies within the next five years.   The panel projected a positive relationship between every event and Trend 4, economic changes.  Although the Nominal Group Technique panel anticipated an economic downswing in the next five years, the panel of managers felt that the economy would allow leaders to direct resources toward programs designed to develop leadership skills of potential candidates. 

Scenarios


Three scenarios are presented in this project.  The first is a worst case, or pessimistic scenario, the second a best case, or optimistic scenario, and the third, a probable or surprise free scenario.  The strategic plan will make every effort to move the probable outcome toward the optimistic scenario.  

Pessimistic Scenario

All of the ranking officers at the Buena Park Police Department are baby boomers and are 50 years of age or older.  It is projected that the chief, both captains, five of the six lieutenants, the civilian records manager, and eight of the 14 sergeants will retire within five years.  In fact, the exodus has already begun with the service retirement of one lieutenant, the medical retirements of two additional lieutenants, and the announcement by the Chief that he will retire at the end of 2000.  Only five of the six sergeants who will potentially stay beyond 2005 are considered acceptable candidates for advancement.  Mathematically and chronologically, there will not be enough qualified in-house candidates to fill all of the leadership vacancies.  The Buena Park Police Department has not gone outside the agency for supervisory or management personnel in over three decades.  

When Governor Gray Davis granted the 85 percent cap on PERS retirements for all safety employees, it seemed to give California police agencies a little room to breathe.  In order to reach the 85 percent mark under the 2% @ 50 formula, most of the staff of the Buena Park Police Department would have to commit to three to four additional years of service.  This would postpone some of this year's and next year's planned retirements until 2005, enabling the agency to prepare a number of individuals to promote to and through the rank of sergeant.  

In our pessimistic scenario, PERS has to unload some of its excess funds, so the 2% @ 50 formula is changed to the 3% @ 50 formula recently given to state employees.  With this formula, the time needed to attain the 85 percent cap is reduced again by approximately three years.  The leadership staff members of the Buena Park Police Department reassessed their retirement dates.  In this worst scenario, the Chief of Police decided to depart in December of 2000.  The senior captain, who was expected to assume the position of Chief of Police, decided not to agree to the three-year commitment desired by the City Council, as he will reach his 85 percent cap in two years.  The second Captain felt the same way and declined the position.  A nationwide search for a chief was conducted.  The new Chief of Police was brought onboard in October of 2001.  No moved up as a result of the chief’s departure.

As the end of 2001 approached, the new chief had been on the job for about three months and the two captains and several lieutenants were not comfortable with his leadership style.  Both captains and four lieutenants announced their intention to retire on the last day of December 2001, as did the civilian records manager.  Six of the senior sergeants have retired throughout the year and because most of the baby boomer officers have retired, some veterans of only a few years of experience have been promoted to the rank of sergeant.  They will not be eligible to test for a lieutenant position for nearly two years.  One of the two remaining lieutenants had 28 years of service when he was promoted from the rank of sergeant to replace one of the lieutenants who departed in 2000.  He was not happy in his position and will attain top step on his pay scale in February of 2002.  He announced that he would retire on February 28, 2002.  

Because of some rapid changes in PERS, the Buena Park Police Department now has a new Chief of Police, no captains, three inexperienced lieutenants and six inexperienced sergeants.  The remaining sergeants are either not acceptable candidates for the position of lieutenant or are close to retirement and not willing to test and postpone their departure.  To exacerbate this problem, the Buena Park Police Department has recently gone through a major hiring spree, and approximately two-thirds of the officers below the rank of sergeant have less than five years of experience.  Very few officers are ready to accept the responsibility of supervision at this time.  

In 2002, at the end of a seven-year economic upswing, the city of Buena Park was faced with some severe budgetary problems.  Coupled with a major leadership void, the City Council of Buena Park decided to flatten the organization to save money.  The new organizational chart eliminated the two-captain structure in favor of a single assistant police chief position.  In addition to the loss of the second captain position, one of the six lieutenant positions was eliminated.  The five remaining lieutenants were designated as commanders and two civilian managers were hired to assume the duties of the eliminated captain, lieutenant and the retired civilian records manager.  While this plan saved some money and eased the burden of finding suitable sworn management candidates, it caused significant ill will among the officers, supervisors and managers of the Buena Park Police Department.   

Optimistic Scenario

In January of 2000, Governor Gray Davis granted the 85 percent cap for all public safety employees currently under the Public Employee’s Retirement System (PERS).  This effectively extended the retirement dates for most leaders employed by the Buena Park Police Department an average of three to four years.  Subsequently, PERS authorized all PERS subscribers to adopt the 3% @ 50 formula, which enables those employees to leave three to four years earlier, negating the effects of the 85 percent assembly bill.  

However, it was left entirely to the governing bodies of individual cities and counties whether or not to adopt the 3% @ 50.  The City of Buena Park declined to adopt the available formula in order to buy some time to transition new leaders at the Buena Park Police Department.  The State of California created legislation that increased the cap on PERS retirements from 85 percent to 100%.  This move gave those anticipating retirement an incentive to stay a few years longer to achieve a higher cap.  Anticipating the leadership void that will be created by planned retirements of the management and administrative staff, the Buena Park Police Department had begun preparing individuals for promotion within the department.  The leaders of the Buena Park Police Department have been working together to stagger their retirement dates to reduce the impact of their departure.  Additionally, the department had begun a mentoring program, the Leadership Workshop, to prepare police officers for their transition into supervisory roles.  During subsequent promotional processes for the rank of sergeant, candidates were screened for their potential for promotion to the next rank of lieutenant within two to three years.  

Anticipating the implementation of a requirement of higher education levels through POST, the administration of the Buena Park Police Department recently changed its educational requirements for promotion to the rank of lieutenant.  In three years, lieutenant applicants will be required to possess a baccalaureate degree, with emphasis on obtaining a master’s degree within three years of promotion.  Fortunately, the labor agreement signed in 1999 included significant increases in both reimbursement for educational expense and compensation for degrees earned.  It is strongly believed that the preparation of employees as they begin their careers, combined with changes in mentoring and preparing supervisors for transition into management will create an acceptable number of in-house candidates to fill future leadership vacancies.  

The Chief of Police decided to depart in December of 2000, after mentoring the senior captain for nearly a year.  The senior captain assumed the position of Chief of Police and agreed to a three-year commitment, planning to retire in December of 2003.  This allowed time for the newly promoted lieutenants to grow and prepare for promotion to a captain’s position.  One of the senior lieutenants was promoted to the rank of captain in December of 2000, when the chief retired.  This left one seasoned captain to assist the new Chief of Police while the new captain was trained.  The new captain agreed to stay with the new chief for three years.  The other three senior lieutenants agreed to stagger their retirements one year apart.  The first lieutenant will depart in December of 2001, and the last in December of 2003.  This will allow the group of sergeants to move into management positions one at a time, and facilitate training and mentoring of new lieutenants and captains.  

The Leadership Workshop, designed to mentor potential candidates for sergeant positions, was started in 1998.  Thirty officers have completed the program and many are ready for promotion to first-line supervisor.  Several of those individuals have the potential of promoting to the rank of lieutenant within a few years of becoming sergeants.  

Because of these efforts, in 2005 there will be one senior captain and one captain with four years of tenure who can compete with outside candidates for the anticipated chief’s vacancy.  Several lieutenants will be ready to promote to the rank of captain and there will be a cadre of sergeants ready to promote to the rank of lieutenant.  

Surprise Free Scenario

It is projected that the Chief of Police, both captains, five of the six lieutenants, the civilian records manager, and eight of the 14 sergeants will retire within five years.  In January of 2000, Governor Davis granted the 85% cap for all public safety employees currently under the Public Employee’s Retirement System (PERS).  This effectively extended the retirement dates for most leaders employed by the Buena Park Police Department an average of three years.  Subsequently, PERS authorized all PERS subscribers to adopt the 3% @ 50 formula, which enables those employees to leave three to four years earlier, negating the effects of the 85% assembly bill.  However, the state also imposed a 100% cap on PERS retirements, allowing public safety employees to stay longer for a larger retirement percentage, if they so desire.

It was left entirely to the governing bodies of individual cities and counties whether or not to adopt the 3% @ 50 formula.  The City of Buena Park entered negotiations with the labor association of the Buena Park Police Department and agreed to adopt the 3% @ 50 retirement formula in exchange for an across the board reduction in salary of 4%.  The new plan was implemented in July of 2000 and a dozen tenured employees of various ranks filed for retirements between December of 2000 and December of 2001.  Leadership positions vacated by retirements due to the new PERS formula will include four of the six remaining lieutenant positions, the civilian records manager, and eight of the 14 sergeant positions.   The Chief of Police is not included in this group as he had already reached his 85 percent cap and had announced his retirement plans for December of 2000.  
 
In December of 2000, the current chief retired and the senior captain assumed command, with a three-year commitment to the City Council.  One of the senior lieutenants was selected to fill the captain’s vacancy, also committing to a three-year commitment, and three of the other lieutenants retired by the end of 2001.  One of the sergeants filled the lieutenant vacancy created by the promotion of a lieutenant to the rank of captain in December of 2000.  The sergeants, who placed second, third and fourth on that promotional process, assumed the lieutenant positions as they were vacated during 2001.  By 2004, the new chief and both captains will retire.  In the near future, P.O.S.T. will mandate that all police management personnel possess a minimum of a baccalaureate degree.  The candidates for the position of lieutenant will have ample time to obtain the mandatory college degrees, and the potential sergeants will be able to gain sufficient supervisory experience in three to four years.  Their transition will be aided through the mentoring available through the Leadership Workshop.  The primary problem will be that the senior lieutenants are baby boomers and will be tempted to retire rather than work for pennies on the dollar.  The new lieutenants will have only a few years of tenure as managers and may have had only limited experience as sergeants.  It is possible that the Buena Park Police Department will have to look outside of their agency to fill two captain positions along with the Chief of Police vacancy.  This could drastically change the culture of the organization.  If efforts in mentoring and planning are ineffective, the Buena Park Police Department may have to adjust to the loss of legacy and the changes in culture brought on by large scale hiring of outside leaders in 2005.   


Any of these three scenarios can become a reality by 2005.  The common factor in each scenario is the departure of leaders through retirement.  The projected timeframe can and probably will shorten or lengthen with changes in the PERS system.  Law enforcement agencies have little control over that aspect of the situation.  What is painfully clear from the research is that no one is doing a good job of preparing organizations in either public or private sectors to fill leadership vacancies.  Implementation of mentoring programs has been slow and sporadic and emphasis on advanced education has been somewhat insignificant in law enforcement agencies.     


Many experts sited in this project have voiced seemingly sound opinions that we can impact this problem through strategic planning and mentoring.  The Nominal Group Technique panel has projected a somewhat optimistic period over the next five to ten years that should allow us to create a future modeled after the optimistic scenario.    


Law enforcement organizations are deeply set in tradition and usually behind the curve of innovative management techniques compared to private industry.  However, because we are faced with retirements at least a decade ahead of private leaders, we have a unique opportunity to not only shape our future, but to pioneer new trends in leadership.  Bringing the desired future to the present should not be difficult and involves empowering our subordinates and developing leadership skills within our organizations.  It will require personal commitment by mentors and candidates for promotion, and support from the organization in the form of dollars for training and advanced education.

CHAPTER 3

Strategic Plan


In developing a plan to ensure that leadership vacancies are filled with qualified individuals from within the organization, there are two primary options to consider.  First, the agency can work toward retaining the present leaders.  Secondly, the agency can develop new leaders to assume the vacancies as they occur.  The optimum strategic plan will include a little of both of these strategies.  Both trends and events can be affected by external and internal stimuli, some of which the agency can cause or alter, and some of which are beyond the control of the agency.  


Two major stakeholders in this issue are the Public Employee’s Retirement System (PERS) and Governor Gray Davis.  Both of these external stakeholders seem to be moving rapidly toward earlier retirements for public safety employees.  Therefore, we must assume that the surprise free scenario is guaranteed to occur, and the pessimistic scenario is likely to occur.  It is in our best interest to direct our energy into developing leaders to replace those who retire, rather than to rely on the retention of existing leaders.  


Additionally, the issue must be looked at from the perspective that there are some things the agency can do to impact the scenarios, and some things that they cannot do.  For example, the management staff of the agency can strongly suggest that the city not grant the 3% @ 50 formula, which would allow many leaders to retire earlier than anticipated.  Yet agencies have little or no control over the changes in retirement percentage caps granted by state law.  A successful strategic plan should include collaboration and cooperation with city administrators.  For example, the 1999 labor agreement between the City of Buena Park and both the Police Association and the Management Association included lucrative incentives to return to formal education.  

The administration of the Buena Park Police Department recognized that there would be a large number of retirements and subsequent promotions over the next few years.  We have been conducting workshops to prepare officers for promotion into first-line supervisory roles.  The Leadership Workshop was developed to mentor candidates and define the role of a new supervisor prior to promotion.  Agencies willing to commit to a program of this nature can not only mentor candidates before promotion, but can also provide an environment which enables individuals to decide prior to accepting promotion if a leadership role is what they really anticipated.   

The potential benefit of leadership development has apparently been recognized by other law enforcement agencies.  Since this project began, the Los Angeles Sheriff’s Department has started a leadership development workshop for Deputy Sheriffs.  Ironically, it very closely mimics the curriculum of the Buena Park Police Department Leadership Workshop, even though no information was exchanged between the two agencies.  In July of 2000, the administration of the Orange Police Department solicited assistance in the creation of a leadership workshop for their officers.  This is a clear indication that the concept of developing leaders from within our organizations through a structured program of mentoring is seen as a sound investment.    

 The next phase is to organize the current leadership as a group to plan their exit to minimize the impact on the organization.  It is difficult enough for an organization to adjust to unanticipated retirements, such as those caused by medical reasons.  Leaders must be candid with each other about their retirement plans to ensure a smooth transition of leadership.  The key to surviving the leadership crunch resulting from baby boomer retirements may very well be good, old-fashioned teamwork.          


For simplicity, the strategic plan for filling vacant leadership positions in any medium size police agency should be threefold:

1. Begin preparing employees to assume leadership roles when they are hired and continue to mentor and train them throughout their careers.

2. Encourage employees to acquire additional formal education.

3. Coordinate efforts among existing leaders to stagger their departures to reduce the impact upon the organization. 

Transition Management


The first step is to develop leadership skills early in the employee’s career.  The most significant move toward developing formal and informal leaders at the Buena Park Police Department started two years ago.  The Leadership Workshop, facilitated by leaders within the city and police department, was attended by nearly 30 police officers.  The workshop not only guides participants through the mechanics of successfully completing a promotional process, but also teaches leadership skills they can use even if they do not promote.  Until the end of 1999, this unique project was one of only two such programs in the entire United States utilized by law enforcement agencies to mentor potential first-line supervisors.  The other is the Field Training Sergeant (FTS) program, which has been conducted since 1994 by the Louisville Division of Police in Kentucky.  Like our workshop, the Louisville program has received rave reviews.  Of the Louisville program, creators Colonel Douglas Hamilton and Lieutenant Barbara Warman said:

(The program was( developed to prepare and train a prospective sergeant to become a competent first-line supervisor before he is actually promoted and faced with the challenges of a supervisory role, the FTS program provides training to and evaluation of prospective sergeants (those who are on the current civil service promotional list), as well as probationary sergeants, who have already received their promotions.  Ideally, the training is provided prior to actual promotion. (Hamilton and Warman, 1997, p. 28).

        Of the success of their program, Hamilton and Warman said:

The program has exceeded the wildest expectations of the administrators in Louisville.  The course has been held annually since 1994.  Each of the training classes normally has 12 potential sergeants and two to four current sergeants in attendance.  It is taught by state-certified instructors from the department and related agencies.  The program includes a two-hour session in which the Chief of Police outlines what is expected of supervisors in the Louisville Division of Police. (Hamilton and Warman, 1997, p. 30).  

Our workshop, like the Louisville FTS program, begins with a two-hour session in which our Chief of Police outlines his expectations of a Buena Park Police sergeant.

The Buena Park Police Department conducted a promotional process to select candidates for supervisory positions in February of 2000.  The top 10 candidates of 13 competitors were graduates of the program.  The ratio of success for the minimal cost of such a program suggests that this is a very beneficial step for any agency desiring to develop leaders from within.


The second step in developing leaders from within the organization is to encourage personal development through formal education.  The Buena Park Police Department, like many small to medium size police departments, has been extremely lax in requiring formal education as a prerequisite to promotion.  The most recent labor agreement between the City of Buena Park and the police labor association included substantial increases in tuition reimbursement for educational endeavors.  The contract also rewards employees who possess baccalaureate, masters and doctoral degrees.  Repaying employees who attend school and then paying them additional salary once they have completed an educational program is a strong incentive toward educational development.  


As a final step, it is extremely important that a medium size police agency retain leadership talent until new leaders can be developed to fill vacancies.  With the attractive incentives to retire which are forthcoming from PERS, it will fall upon the ethics of the leadership staff to prepare the agency for their departure.  It is incumbent upon every administrator, manager and supervisor to work together as a team to avoid a mass exodus that could be devastating to the agency.   

CHAPTER 4

Leadership Implications


The issue of developing leaders to fill vacancies adapts well to the collaborative leadership model.  Divergent groups inside and outside of the organizations each have concerns and responsibilities if the desired future will be achieved.  While the movement by the Public Employee’s Retirement System (PERS) to give back to those who have contributed for many years is commendable, it moves proven leaders out of the organizations.  The need to mentor individuals to become leaders may have been realized too late and our efforts may not be sufficient to fill every vacant leadership position.  However, everything within our power must be done to bring our agencies into the desired future.  There is no profession that needs effective leaders more than police service.  Richard M. Ayres, Director of the Center for Labor/Management Studies in Fredericksburg, Virginia said:


The law enforcement community needs effective leadership as never before.  We desperately need strong leaders to deal with the dramatic increase in violent crime, the never-ending drug problem, civil disturbances, growing demands for customer service (coupled with fewer resources), and the need to manage effectively in a time of extreme rapid economic, social, and cultural change.

Challenging management philosophies, modern technology, and the increasingly critical challenges faced by law enforcement require that autonomy and decision making be pushed down the organization through the lowest levels - - so that leadership becomes the responsibility of people throughout the organization.  Today’s law enforcement agencies need strong leaders – and lots of them. (Ayres, 1994, p. 1).


The incumbent leaders of our organizations have little control over the external stakeholders who impact this issue through changes in retirement formulas and state agenda bills.  However, law enforcement leaders have the ability to give an enormous gift to their organizations and subordinates by preparing them to fill their shoes.

Budgetary Implications


The cost for the three recommended components of the strategic plan is not exorbitant and should fit within existing budgets.  Two Leadership Workshops have been completed at the Buena Park Police Department for the cost of a few books and notebook materials.  The mentors and participants donated their time.  

The city has already assumed the cost of the second component of the plan, which is to provide funding to encourage employees to further their formal education.  This amounted to 1,500 dollars tuition reimbursement per fiscal year, plus the cost of books, per employee.  An award of 120 dollars per month, in addition to the 240 dollars per month paid for baccalaureate degrees or advanced POST certificates, will be paid for graduate degrees under this labor contract.  The third component, the collaborative and structured plan for the departure of current leaders, is of no cost to the agency.

Recommendations

If small and medium size police agencies are to be successful in developing qualified internal candidates to fill leadership vacancies, it is essential that they create formal plans to develop the leadership potential of their employees.  New police officers should be actively encouraged to find appropriate mentors from among their peers and supervisors from the time they are hired.  
Staff must regularly reinforce the importance of mentoring, and questions regarding the topic should routinely show up during promotional orals.  The implementation of a formal program, such as the Leadership Workshop, can speed up this process and standardize the development of leadership within the organization. These programs can be used to cover a variety of topics including: organizational expectations, ethics, the role of a leader, effective resumes, and how to prepare for the various components of the promotional process.  

Formal education should be encouraged internally and through financial incentive.  Memorandums of understanding should include benefits that pay some of the costs for officers furthering their education.  Additionally, educational incentives should be paid to degree holders.  Meetings should be held with the current managers within the organization, to make them aware of the implications of mass retirements.  Leaders must agree to work together to plan staggered service retirements to minimize the impact of their departures.

Evaluation and Conclusions


If a medium size law enforcement agency is faced with a significant number of retirements as we move into the new century, there are some decisions to be made.  The agency can compete with other agencies attempting to attract talented individuals into their organization.  If the agency has an attractive enough package they might draw the best and brightest into their organization and hopefully the merger will work for both the employer and employee.  


On the other end of the spectrum, an agency can make a commitment to develop their own leaders and put some resources into mentoring, training and education programs.  The futures study portion of this project indicates that developing leaders from within the organization produces the best results.  To determine the potential value of formal mentoring programs in preparing desirable candidates, we can examine the documented success of the Field Training Sergeant program in Louisville.  On a local level we can evaluate the first promotional process at the Buena Park Police Department since the implementation of the Leadership Workshop.  This was, without a doubt, the best gauge for the success of the Leadership Workshop to develop leaders within the formal promotional process.  Of the 13 competitors, the top 10 candidates were graduates of the workshop.  Interviews with the successful candidates indicated that the mentoring they received in the workshop was the best preparation for promotion.  The success of these mentoring programs demonstrates that future programs will also be successful.  

The inclusion of tuition reimbursement in our latest labor agreement has prompted a number of individuals to return to college.  If and when the educational requirement for leadership positions, within law enforcement agencies, is increased – we will be ahead of the game.  Agencies willing to provide incentives for employees to further their education will realize the benefits for years to come.  The Nominal Group Technique panel anticipated that POST would require that police managers possess college degrees within the next five years.  Agencies that do not stress the importance of continued educational endeavors will find a shortage of qualified candidates for promotion in the near future.  

Two of the three transitions recommended through this project involve teaching our people.  As Lee Iacocca so eloquently put it:

In a completely rational society, the best of us would aspire to be teachers and the rest of us would have to settle for something less, because passing civilization along from one generation to the next ought to be the highest honor and the highest responsibility anyone could have. (Iacocca, 1984).  

The awareness created by this project has caused the incumbent leaders of the Buena Park Police Department to consider the implications of our departure through retirement.  No effective leader wishes to damage an agency they have poured their sweat and lives into for three decades.  It is clear that the most effective way to fill leadership vacancies with qualified personnel is to create your own leaders.  When their time is finally here, leaders will all feel a little better about handing off the torch to those leaders they have helped to create.  
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