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CHAPTER 1tc \l1 "
CHAPTER 1

Introductiontc \l2 "Introduction
The Shasta County Sheriff's Office is presently experiencing what has become the norm throughout California with regards to funding the county jail operation.  According to studies done on the rising cost of incarceration, the cost of operating a California county jail has increased an average of 22 percent a year, while general revenues to pay these costs have increased only 11.6 percent.
  The only overall strategy for jail overcrowding is to build more jails, and the only fiscal response seems to be to raise taxes.  Regardless of who pays the bill, either costs have to be brought under control or a strategic plan developed to deal with the ever increasing amount of money needed to fund the county jail.

A brief historical look into the earliest county jails will provide a window through which will be seen some of the rationale for using county jails.  From the onset of the county jail, all manners of prisoners have been booked there.  Whether a city police officer or a state official arrests someone, they all are booked at the county jail.  In the County of Shasta for example, the City of Redding Police book almost fifty percent of the prisoners and pay only five percent of the costs associated with the care and custody of those inmates.  This five percent paid by the Redding Police Department comes in the form of booking fees charged for each prisoner booked at the jail.  There is an enormous outlay of funds required to build and operate the Shasta County Jail.

How can the burden of incarceration be equally shared by all of the agencies that use the local facility?  The initial response has been to increase taxes and propose bonds.  This type of strategy has met with marginal success as the voters are reluctant to pay more than that to which they are already committed.  In 1990, SB2557 was enacted allowing for imposition of booking fees.  Although county sheriffs welcomed the fees, a more realistic cost recovery system should have been developed which requires the sharing of costs for housing, feeding, medicating, court costs and transportation.

A possible avenue to explore in an attempt to control the costs of county jails is to move into privatization.  Allowing for the privatization of jails could relieve the burden of custody in several ways.  The most obvious benefit should be the reduction of costs associated with sworn personnel and the accompanying benefit packages.  If the jails were run by private enterprise, it could result in user agencies paying for actual costs associated with their own percentage of bookings.

Regionalization of custody efforts have been started in California on a very limited basis.  There is considerable information available which indicates that duplicating efforts in side-by-side agencies is not cost effective.  The sharing of resources to reduce duplication has resulted in cost reduction as evidenced by Las Vegas P.D. and the county creating a metropolitan department.  Smaller rural counties could pool their resources and create regional custody facilities.

County jails are larger and more complex than ever before.  The inmates housed are more hardcore and require a higher level of security which in turn increases costs.  Demographic changes indicate a California population of near fifty million by the year 2010, which will bring with it a rise in crime.  With the larger population and the decline in manufacturing, it is questionable whether California will be able to provide well paying jobs which could affect the stability of the local economies and increase joblessness.  The goal of this project is to examine the various systems in which custody is supplied and recommend a strategy to obtain the most cost effective system.  This project deals with dollar amounts and systems as opposed to improving the effectiveness of existing facilities.  It is hoped that after finding a fair and equitable means of spreading the costs, continual efforts will be made to address the effectiveness of the system.


Historical Backgroundtc \l2 "Historical Background
When someone mentions the word sheriff, many people think of the gunfights that occurred in the old west and associated images.  Most of our historical perspective of the sheriff=s office has come from television and the movies, and it=s almost impossible to think of them existing in any other place in time.  The office of the sheriff actually has quite an ancient history dating back between 1,000 and 1,200 years into the middle ages, all the way up to our own high tech era.

In order to actually appreciate the activities that the sheriff's office is involved in, its long and diverse history must be presented.  What follows is a brief overview of the past twelve centuries of the role of the sheriff.

Approximately twelve hundred years ago, the country we now call England was inhabited by small groups of Anglo-Saxons who lived in smaller communities called tuns.  The word tun is the source of the modern English word town.
  Each one of these tuns was divided into groups of families called tithings.  Each tithing had ten families in it and ten tithings or one hundred families would elect its own chief.  The Anglo-Saxon word for chief was gerefa, which was later shortened to reeve.

Over the next two hundred years many changes occurred to the system of tithings and hundreds.  A new unit of government was formed, called a shire, where the groups of hundreds banded together.  These shires were, in fact, the forerunner of the modern day county.  As each hundred was led by a reeve, each shire had a reeve also.  In order to differentiate between these two leaders, the more powerful of the two became known as the shire-reeve.  This, of course, became the modern English word sheriff.  The duties of the sheriff, then as today, are to be the keeper or the chief of the county.

Although the tuns generally ruled themselves by electing their own sheriffs, government became centralized and a single ruler, the king, took control.  The king distributed large areas of land to nobles, and the nobles would appoint sheriffs for the counties they now controlled.  Those areas not given to noblemen fell under the jurisdiction of the king whereupon he would appoint his own sheriffs in those areas.  Among the various duties of the sheriff, he also became the chief tax collector.

There was a general uprising in 1215 where many of the noblemen forced the king to sign what we now know as the Magna Carta.    This document gave more power to the people in regards to governmental action.  This Magna Carta also mentioned the name sheriff in it nine times.
  Because the office of the sheriff was mentioned in the Magna Carta, it increased in importance and became a very prestigious position.

In the 1600s, settlers from England began to occupy the United States and brought with them the office of the sheriff.  The first American counties were established in Virginia in 1634, and records show that one of these counties elected a sheriff in 1651.
  This particular sheriff was chosen by popular vote, although most of the other colonial sheriffs were appointed by governors.  In the United States, as it was in England, these newly elected and appointed sheriffs were expected to act as law enforcement officers, as well as a tax collectors.  Some of the new duties that now accompanied the office were overseeing jails and work houses.

Prior to the advent of workhouses and actual jails where law breakers were held in custody, different forms of punishment were used as deterrents.  Generally flogging, the pillory, branding and whips were used to dissuade criminals from breaking the law.

As Americans began to move westward, they took with them the concept of county jails and the office of the sheriff.  The sheriff was desperately needed to establish order in the lawless territories  where power belonged to those with the fastest draw and the most accurate shot.  Here it is said that the sheriffs fell into two categories, the quick and the dead.  During the heyday of the wild west, sheriffs became legendary figures and were accredited for exploits into which fact and fiction were woven.  Regardless, the fact remains that the sheriffs have played important roles throughout many centuries and they are still making history in current law enforcement.

In the United States there are more than 3,000 counties and most have a sheriff.  Most of the states have established the authority for the sheriff in the state constitutions, although some have allowed for the office by an act of the Legislature.  Alaska is the only state in which the office of the sheriff does not exist.  There are also only two states, Rhode Island and Hawaii, that appoint rather than elect the office of the sheriff.

The issue of funding county custody continues to pit county governments against both state and city governments.  Historically, counties assumed responsibility for custody as other local governmental entities had not yet come into existence.  States and cities have evolved, while counties continue to shrink in population, tax base, and importance.  A thorough examination needs to be done which accurately reflects each governmental entity=s responsibility in sharing the cost of county custody.  The future of county custody facilities depends on this examination, as well as maintaining workable relationships between governments.


CHAPTER 2tc \l1 "CHAPTER 2

Looking Toward the Futuretc \l2 "Looking Toward the Future
In order to organize and plan for greater cooperation among local governments, the nominal group technique (NGT) was employed.  The purpose of the technique is to enhance productivity, increase participation and reduce errors in group decisions.  It is especially useful for problem identification, problem solving and program planning.

The NGT consisted of panel members with diverse backgrounds and perspectives who, after much discussion, formed a consensus selecting only the most crucial issues related to this project.  This group of participants was selected for their expertise in both law enforcement and civilian areas of government.  

The panel consisted of the following individuals:

1. A county financial analyst

2. A regional law enforcement chief

3. A city manager

4. An assistant county administrative officer

5. An assistant city manager

6. A manager from a local police department

7. A local innovative businessman

8. A law enforcement administrative aid

The composition of the group was carefully orchestrated to avoid getting a homogeneous group that would simply reinforce accepted ideas.  The idea was to create a more heterogeneous group which would provide different perspectives on the issue being researched.  At the onset of the meeting, careful definitions of events and trends were given, followed by a discussions relating them to the topic.  After all of the participants were on the same sheet of music so to speak, the formal NGT was initiated.  

The first step was to solicit a silent generation of ideas in writing.  Next, there was a round robin listing of the ideas on flip charts.  A brief discussion was initiated and each idea on the chart was clarified.  There was a preliminary vote on the priorities, both silent and independent.  There was a discussion of the preliminary vote followed by a final vote on the priorities.  The same procedure was followed for both trends and events.  The final step in the process was to produce a summary event table, a summary trend table, and a cross impact analysis table.

Trendstc \l3 "Trends
The group was given ample opportunity to think about trends that they felt would affect the issue in some substantial way.  After committing their ideas to paper, they gave their ideas one by one to the entire gathering.  A list of thirty-one trends was then identified by the participants.  Trends have a general direction or course and have a past, present or future.  They can be quantitative or qualitative, and can be quantified.   The members of the NGT Panel were able to, after much discussion, refine these trends down to six which they felt were the most significant.  

· Longer sentencing imposed by law enforcement

· Stock market crash causes recession

· Crime rates and decriminalization

· Cost of facilities with dwindling revenues

· Amount of money spent on front-line law enforcement disproportionate

· Jail housing fees

The following trends will be examined and used to forecast possible scenarios.  There are always competing issues when attempting to recognize important critical issues.  The panel attempted to look at the usual in unusual ways.  The impact of the following trends were considered and thought was given to anticipate future problems.

Trend 1BLonger sentencing imposed by law enforcement 

The panel believed that mandatory sentencing laws were going to adversely affect the ability of many counties to provide for an adequate custody division.  More money is being pumped into front-line law enforcement and the officer on the street, but not a lot of support in the form of custody and new jails and prisons.  With more violent offenders being arrested, judges must follow mandated legislation and sentencing.  The effect is that the legislature has taken the human element out of sentencing.  It is being reduced basically to a numbers game.  Although some believe that these guidelines are too inflexible and often too harsh, the result is that we are putting more people in jail and for longer periods of time.  The panel felt strongly that these mandatory sentences would only continue to make funding for custody far more difficult in the future.

Trend 2BStock market crash causes recession 

Members of the panel felt strongly that Americans were spending more than they were earning.  The panel also brought up that over ninety percent of the economy is now based on consumer spending.  It was a general feeling that this is not a sustainable economy.  In 1928 and 1929, there was a great deal of optimism and prosperity throughout America.  The group felt that there were great similarities between the pre-depression era and now.  Consumerism creates a lot of revenue through sales tax for local governments.  If there was a downturn, it would effect local governments in a negative manner.

Trend 3BCrime rates and decriminalization

Most of the group believed there was a general trend to decriminalize and lessen the impact of many penal code violations.  They saw this trend as felonies being reduced to misdemeanors, and misdemeanors being reduced to infractions, and infractions being dismissed, all in the arena of plea bargains.  They also felt certain criminal acts would continue to be decriminalized such as drug possession and drug use.  They focused their attention on a number of drug related criminals in prison and local jails.  The group felt there was a trend to reduce the number of people being incarcerated by lessening the criminal penalties for certain drug related crimes.

Trend 4BCost of facilities with dwindling revenues

There was quite a bit of lively debate in regards to the cost of construction and operating expenses connected to the custody of prisoners.  The debate centered on whether or not the citizens in this area could afford the cost of building and staffing these jails, as well as incarcerating criminals.  There was also a secondary debate which took place with a discussion centering on the confusion of whose responsibility it was to actually fund these jails, being that of the local governments or the state.  Several of the members of the panel likened the costs of custody to a cancer.  It was pointed out that this cancer is eating away at the budgets of local county government.  As populations grow, more and more people are incarcerated which causes enormous outlays of money to build and operate more jails.  It was also brought up that cities are negatively impacting county expenditures and revenues.  Expenditures are evidenced by the overcrowded jails due to an increase in city law enforcement activity.  The revenue impact relates to the distribution of sales and property taxes which occurred due to increased incorporation and annexation activity.

Trend 5BAmount of money spent on front-line law enforcement disproportionate

The group was in agreement that there has over the past few years been a huge increase in law enforcement activity on the front end, the front end meaning one time monies for putting more officers on the streets without monies being spent to incarcerate criminals on the support side.  The federal and state governments have offered grants which have supplied local jurisdictions with additional officers for patrol ranks, as well as school officers, alcoholic beverage control officers, etc.  On the other side, there has been little or no monies spent for building new custody facilities in which to house the ever increasing numbers of suspects arrested and put in jail.  Individuals within the group pointed out that there have been an ever increasing number of bookings from municipalities into the county jail system.  Group members pointed out that there have been well over thirty to forty new cities created throughout the state through annexations which have diminished the county tax bases and the ability to manage the city generated workloads in law enforcement.  There was a great concern that California counties are unable to get ahead of the curve and that monies taken from the counties are being redistributed to the cities.  The irony is that the county retains responsibility for countywide services that cover the newly incorporated cities, which also include the courts, corrections, etc.

Trend 6-Jail Housing Fees

The panel had quite a bit of expertise in the area of county and state funding.  Several of the administrative officers in the group pointed out that the cost of local custody had risen at a rate of more than twice than that of the state reimbursements.  This disparity resulted several years ago in the creation of booking fees to try and make up the difference in the counties= loss of revenue.  Many of the group members advocated a move towards housing fees which more accurately compensated the county during an inmate=s stay in a local facility.  

The following events were chosen according to their impact and potential to occur.  These events have a positive or negative impact on the issue.  Thought was given to identifying or even causing events to happen when considering potential impact on trends.

Eventstc \l3 "Events
The process for forecasting events was the same as for the forecasting of trends.  Events happen in the future and may have a significant impact on an issue.  The group was given time to commit its ideas to paper and then gave them to the group one by one.  The group was able to identify thirty events that they believed would have an impact on the funding of custody in the year 2005.  The top six events are listed as follows.

· A significant change in the state and local tax structure

· Legislative changes allow the state to take over the care and custody of county prisoners which had historically been mandated to the counties

· The state brings school funding up to the national average

· A large amount of one-time money is presented to law enforcement

· The state reneges on promise to return vehicle license fees

· The city and county form a partnership to manage the care and custody of prisoners

Event 1--Significant change in state and local tax structures

With virtual unanimity, the focus group participants complained about the relationship between state and local government tax structure.  Some of the members refer to the county=s relationship with the state as a puppet on a string or a step child.  One of the more significant questions brought up was whether a California county could properly be called a local government any more.  With the existing tax structure, the county is really an extension of the state government or actually acts as a middleman between the citizens and the state.  Members of the group had no love for state mandates, especially underfunded ones.  The main discussion of the group, however, did concern itself with limits on local revenue authority.  Members argue that discretion over raising revenues was central to the county supervisors ability to carry out their local priorities.  The bottom line was that the shifting of property tax away from county governments to the state is still a major matter of concern.

Event 2--Legislative changes allow the state to take over the care and custody of county prisoners which had historically been mandated to the counties

The group seriously wanted to reexamine how government is funded.  The issue of local control came up due to the inability of local governments to raise money and their dependency on the state funding.  If the state merely treats the counties as an extension of the state government, then why don=t they take over the county jail system.  If this was to happen, the California State Constitution, as well as legislation, would have to be changed to allow for the traditional mandates of the sheriff maintaining the county jail.  This would, however, place the state in the position to directly manage the county jails instead of placing the burden on the county and under funding custody as has happened in the past.  This would, in fact, untangle inter-governmental complexities and eliminate a lot of the overlap in service responsibilities between the local and state governments.  

Event 3--The state brings school funding to national average

California is presently experiencing a heated competition between education and corrections as both draw their funds from general fund money.  The group pointed out that public education funds for grades kindergarten through 12 are mandated under law to receive money from the general fund.  The burning question at this time is how much would it cost to bring California's per pupil spending to the national average.  According to the group members, there is the belief that schools have been underfunded for years, and that due to Proposition 13, California is getting further and further behind the curve.  Prior to Proposition 13, most of the pupil funding came from local government property taxes.  Today in the post-Proposition 13 era, local communities contribute less than one third.  Now there is a move afoot to put ballot initiatives in front of the people to bring the per pupil spending up to the national average.  Members pointed out that the California Teachers' Association say it would cost 4.8 billion dollars to bring California to the national average.

Event 4--A large amount of one-time money is presented to law enforcement

The group members were pretty much in agreement that it has become vogue lately for the federal and state government to offer one-time monies for front-line law enforcement.  Whether it is the pledge of the President to put 100,000 more officers on the street or the state offering grants for school resource officers.  These one-time monies are generally used for front-line law enforcement; e.g., officers on the street driving a vehicle.  According to members of the group a good example of this one-time monies will be the tobacco settlement money that will soon be coming to the local governments.  These tobacco fund monies, which will start somewhere in midyear 2000, will cause a flurry of excitement as to how the money should be spent whether put into general fund monies or for specific programs.  The tobacco money, not withstanding one-time monies given to law enforcement, is a short term fix without paying attention to the stable funding base that law enforcement needs.

Event 5--State reneges on promise to return vehicle license fees

The group pointed out that there is presently a huge surplus of money in the California general fund.  The Governor has chosen to reduce the vehicle license fees by seventy-five percent in two stages which will cost 3.6 billion at it full implementation in 2002 to 2003.  The money that was raised from vehicle license fees had been returned to the cities and counties in various percentages would now be returned from money in the general fund.  The group believes that the government=s projections for future budget surpluses are overly optimistic, and felt that, should hard times fall, the state could possibly cut back the amount of general fund assistance to local governments.  The money received by local governments from vehicle license fees and soon general fund monies is used to fund mental health, social services and health programs.  Should the general fund monies allocated to local governments be cut back, this would inevitably affect the quality of law enforcement within those regions.

Event 6--The city and county form a partnership to manage the care and custody of prisoners

The NGT group consisted of several city managers, as well as county administrative officers.  All agreed that the City of Redding had the largest share of bookingsBsome 4,100 in 1998 alone which was near fifty percent of that year=s bookings.  The Sheriff=s Office, Anderson Police Department, State Highway Patrol, Parole and Probation Departments, and various regional law enforcement agencies booked the other fifty percent.  Booking fees had been initiated but were not covering the actual housing fees needed to run the local jail facilities.  The group speculated that the City of Redding would form a partnership with the county and together pool their resources to create an additional custody facility.  The revenue received for the housing of inmates would more accurately reflect the total cost of maintaining a custody facility.

Cross-Impact Analysistc \l2 "Cross-Impact Analysis
After the discussion of trends and events, a cross-impact analysis was done.  This process, part of the NGT, is a further means of measuring the relationship between variables.  It is used as a tool to forecast and identify how trends and events will affect each other, how much influence they have, and if outcomes will be more or less likely to occur.

Each member of the NGT panel was supplied with a matrix with the trends and events that had been chosen.  At the intersection of each trend and event, a numerical rating suggesting the impact was generated.  These impacts could be positive or negative, accompanied by a numerical rating.  Low impacts could be ignored, as well as most medium impacts, although they should be reviewed at a later stage.

By asking a series of questions, the NGT panel felt that event number two, state control over local custody, had the possibility of having the greatest impact on all of the trends discussed.  The possibility of the state taking over county custody would remove a layer of bureaucracy, lessen the negative impact on local budgets, and have a significant positive impact on all of the trends discussed.  Although event number two had the only real positive impact on the matrix, the NGT panel felt that there was little chance of actually influencing the state to intervene in this matter.

Two of the events which had minimal impact on the matrix dealt with state and local tax structure and one-time dollars to law enforcement.  Although considered important, panel members felt that these events would not impact the trends in the immediate future.


Scenariostc \l2 "Scenarios
Scenario building is a technique used to identify the driving forces and the plausible trends dealing with a specific issue.  Scenarios are utilized to understand a situation rather than predict the future.  The following three scenarios are imaginative pictures of potential futures.  The attempt here is to point out genuine concerns with respect to the funding of county custody.  It is hoped that these scenarios represent different ways that the future may unfold.

Closely aligned with scenario building is the question of strategic vision.  It is important to know which of the scenarios is closest to how history will actually happen.  How will these scenarios affect our organizations and constituents?  Will our decision making hierarchy be able to function in all of the scenarios?  How can we adapt to these changes if we see them coming?  These scenarios can be a form of early warning signals.  In order to help create the kind of world we desire to live in, steps should be taken to address problems today to avoid a crisis in the future.

Shasta County was selected as the setting for the following scenarios.  The County is a hub of activity located approximately 2-1/2 hours north of Sacramento.  It has been described as the spokes of a wheel as Interstate 5 runs north and south and Highway 299 runs east and west, with other smaller highways running off in several different directions.  Shasta County has a population of approximately 175,000 with approximately half of that population living in the City of Redding.  The Cities of Anderson and Shasta Lake both have populations of approximately 9,500.  

In Shasta County there are three enforcement agencies, those being the Shasta County Sheriff's Office with 150 officers, the Redding Police Department with 75 officers, and the Anderson Police Department with 14 officers.  The City of Shasta Lake has 10 officers who are assigned from the Sheriff's Office which involves a contract for law enforcement services.

The following three scenarios are based on trends and events generated by the NGT Panel.  Cross-impact analysis was also utilized as trends and events do not occur in a vacuum.   These trends and events may not be independent and the cross-impact analysis can produce different scenarios.  These scenarios were designed to present possible outcomes based on pessimistic, surprise-free, or optimistic scenarios.

Pessimistic Scenariotc \l3 "Pessimistic Scenario 

It was like waiting for the inevitable.  The economy had flourished in the last three decades of the 20th Century.  People were making money.  The stock market was soaring and the quality of life had improved all over the country.  Cities and counties all over the United States were experiencing a healthy growth rate and things were looking rosy.  With the stock market crash of 2004, the county had been thrown into a recession which now was manifesting itself in hard times for most areas of the county.

The State of California for many years had been dealing with large surpluses in the general fund.  Taxes were cut, educational spending was up, and vehicle licensing fees had been cancelled in favor of returning monies to the local governments out of the general fund.  With the economic downturn, the State lost revenue and had reneged on its promise to return the general fund monies to local jurisdictions.  This event alone created a shortfall of more than twelve million dollars to the county.

The chief didn't see it coming.  Neither did the sheriff or any of the administrative personnel with whom they worked.  They had all been experiencing a ride on the economic upswing.  There were those throughout the nation who had seen the possibility of a stock market crash and had planned accordingly.  These visionaries who had stayed ahead of the curve were able to now ride out the downswing with minimal damage to their organizations.

With the downturn came a drop in production, a rise in unemployment and a dwindling tax base.  The counties were the first governmental entities to suffer when the state began to cut back on funding.  The trickle-down effect was now in full swing.  The board of supervisors called upon the sheriff to cut back twenty percent of his budget in an effort to keep the county solvent.  The sheriff could remember several years back having been tasked with similar problems and was now faced with either cutting services or cutting personnel.  The bottom line was that simply cutting services would not reduce his budget enough to meet his target of twenty percent.

In order for the sheriff to reach a twenty percent cutback in his budget, he opted to close the top floor of the jail and lay off approximately fifteen people.  This meant that approximately 150 inmates were released prior to serving their complete sentences and went out into the community.  It also guaranteed that the jail, now at only 2/3 capacity, would only be able to book and release new inmates.  The choice of which inmates to keep and which to let go became one of selecting the least violent to release into the community.  

The local Cities of Redding and Anderson were also hit by problems associated by the economic downturn.  However, their plight was not nearly as bad as the county's as they did not depend on state funds to the extent that the county did.  The city police departments were able, through attrition, to cut back a few positions and were just not able to expand to the degree that they desired.  Much of the aggravation that the city police departments felt was in the fact that they were no longer able to book nonviolent and/or misdemeanor prisoners.  This caused the city police departments, as well as the county sheriff's patrol division, to issue citations to all misdemeanors, as well as some nonviolent felons for crimes committed in the community.  Soon the amount of nonappearing defendants became staggering and warrants began to pile up.

The county custody system, although laboring under a heavy load, had been working in the society for which it was designed.  Created in the 19th Century it was the perfect fit for the demands of that time.  People who broke the law were put in jail.  When we ran out of room in the jails, we built more jails.  The problem was that the industrial age and the penal system that accompanied it was simply not designed to take us into the 21st Century.  The old system of simply locking up a wrongdoer had been held sacred by the leaders of the county.  Those leaders had invested in that era=s institutions and had a lot of staying power.  This system of custody will be around for a long time and many people will be able to continue living very comfortable lives by remaining tied to it. 

Surprise-free Scenariotc \l3 "Surprise-free Scenario
Lieutenant Dale Dixon arrived at work as the custody facility manager at his usual time of 0700 hours.  He had fallen into a routine that did not necessarily make him happy, nor did it make him unhappy.  He greeted his secretary with the usual small talk and then secreted himself in his office, closing the door behind him.  Over the past five years, Lieutenant Dixon had been struggling with a rising inmate population, dwindling state funds, and a future that did not appear very bright.  He picked up his morning correspondence and read that over the weekend fifteen inmates had been released prior to serving their sentences due to the Superior Court cap.  

Lieutenant Dixon walked out and poured himself a cup of coffee which his doctor had advised against drinking and then proceeded to the booking areas.  He observed several of the local city officers booking prisoners in the sallyport and stopped to visit.  He approached city officer Johnson and made small talk, discussing recent fishing trips and the continued upwards spiral of the stock market.  Officer Johnson asked him if there was room to book old Duffy, whom had been arrested for the 42nd time this year for being drunk in public.  Lieutenant Dixon advised they might be able to hold him for a few hours in one of the ground level units, but that no long term arrangements could be made.

Behind Officer Johnson was Officer Davenport also from the city with two warrant arrest suspects in tow.  Officer Davenport explained to Lieutenant Dixon that these two individuals had failed to appear in court on three separate occasions and had warrants ordering them to be booked with no cite and release privileges.  Just then, farther down the sallyport, a fight broke out between Officer Fitzgerald from the City of Anderson and a suspect he had in custody.  The suspect had slipped the cuffs and was now choking Officer Fitzgerald who was quickly turning blue.  A number of the custody deputies ran over and subdued the suspect, successfully rescuing Officer Fitzgerald from being choked unconscious.  

I approached Officer Fitzgerald and advised him that we would keep the suspect in custody although we would have to release one of the theft suspects he had brought in yesterday in order to make room.  Lieutenant Dixon felt his stomach begin to get a little queasy, probably due to the coffee, and returned to his office.

Lieutenant Dixon remembered back in 1999, about five years ago, when he had been able to participate in the opening of an annex which housed sentenced prisoners.  It had been a good move at that time as it housed several hundred inmates who had been sentenced and would serve out their sentences performing community services, etc.  The annex, which had been open for about two years, had closed in 2001 and then had reopened in spring of 2003, having to close again in 2005.  Lieutenant Dixon said aloud, "We just can't get a break" and thought about the dire fiscal straights in which the county usually found itself.  Lieutenant Dixon knew he was able to book the violent prisoners but felt bad that nonviolent offenders had to be released.  There seemed to be enough room in the jail for violent offenders, although the climate in the jail became less like a jail and more like a prison.

He stared out the windows as he scanned over the Internet news wire viewing that his stocks were continuing to go up and the economy seemed fairly strong.  Another new bid to build a medium security facility had been turned down by the public and the county directly north of us opted not to put in a state prison.  Lieutenant Dixon thought of that group of people referred to as NIMBYS, which stands for not in my back yard,  continually voted down money for corrections and additional jail bed space.  It seems that everybody wanted offenders put in jail, but no one wanted to foot the bill or have a jail located near them.

Lieutenant Dixon had been working for the county for approximately 28 years.  In those years, he had seen the smaller jail replaced with a larger jail and the population more than double.  He wondered about arresting offenders and putting them in jail for punishment and thought of the analogy of pruning a tree.  He knew that when something was broken you didn't merely trim off a few of the branches, but had to go to the root of the problem.  Lieutenant Dixon=s problem was that he did not really understand what the root of the problem was.  He opened his top drawer and like most administrators over fifty, pulled out the most recent Public Employee Retirement System retirement schedule which now included a 110 percent retirement at 52.  He leaned back in his chair, gazed out of the window and said, "twenty-four months."

Optimistic Scenariotc \l3 "Optimistic Scenario
Shasta County, after a decade of fiscal crisis, has emerged as "THE" place to live according to a recent Harris poll.  The quality of life has improved so much that businesses are relocating to the Redding area and a home-building boom is in progress.  How did the county pull out of its slump you ask?  Well simply stated, the solution to the long-term problem of how to fund mandated county custody was discovered and resolved.

Back in the 1990s, the issue of how to adequately fund county custody was raging in most of the northern rural California counties.  For years these counties had seen their tax base eroded by the ever increasing size of local municipalities.  With the passage of Proposition 13, the county lost a considerable amount of tax revenue and control over its discretionary funding.

Early in the 21st century, the City of Redding changed its name to McConnell in honor of the McConnell Foundation which has continually made gifts of money to the city for all manners of infrastructure improvements as well as the arts.  The new City of McConnell was growing by leaps and bounds and had a population of over 100,000 as it entered the twenty-first century.  Since the City of Shasta Lake had recently voted to become part of the City of McConnell, the geographic boundaries of the new City of McConnell has almost doubled.

By the year 2004, the City of McConnell was prospering and the County of Shasta was feeling the pinch of dwindling tax dollars and increasing demands on its mandated services such as the county jail.  Since losing the City of Shasta Lake contract with its 1.4 million dollar budget, the Sheriff's Office had to lay off twelve deputies and again close the Sheriff's Detention Annex which released more than six hundred inmates back into the community without finishing their sentences.  

Prosperity in the City of McConnell brought with it a double-edge sword.  The city kept increasing its number of front-line law enforcement personnel.  The police department had grown from 80 to 120 officers over the past few years by means of state and federal grants adding officers on the street to police the ever expanding city population.  These officers were arresting more law breakers and the percentage of McConnell P.D. bookings had grown to account for almost seventy-five percent of the annual bookings at the county jail.

The year 2005 saw many changes in state and local government and a redistribution of revenue.  First of all, the State of California, under the new Republican Governor, acknowledged its responsibility to increase its funding to county jails.  The cost of operating the county jails had risen at twice the rate of government reimbursement which had a dramatically negative effect on the counties= discretional funds.  This, in turn, prevented the county from adequately compensating its existing employees creating a hiring and retention dilemma.

The second breakthrough came when the City of McConnell reached an agreement with the County of Shasta to reimburse the county for jail housing fees.  The city felt that since they booked over seventy-five percent of the prisoners in the county jail that they should share in the jail costs to some extent.  Cities have a vital stake in making sure they will have space in the jail when it is critically needed.  The fee that the county now charges the city per prisoner is $71.52 per day.  It is not called a booking fee, but more properly reflects the county costs for keeping offenders in the total system.  As the city now books 7,500 prisoners a year, the county sheriff is receiving over $500,000 in revenue.

With the compensation now being given to the County of Shasta from the proceeds of the housing fees, the Sheriff was able to embark on a number of projects that had been in planning for years.  The Sheriff was able to use a large tract of county-owned land and set up a medium security facility with an attached work release and annex area.  The actual construction of buildings was financed through state and federal grants and the installation was staffed with both sworn and nonsworn employees.  The new facility houses over six hundred inmates and takes a considerable pressure off of the main booking facility at the jail.  Local law enforcement officers were able to arrest offenders instead of merely writing them tickets.  

The ability to actually arrest and book offenders in the county jail caused a large decrease in the local crime rate.  The results of a lower crime rate were not lost on the local business community as sales started to increase, reflecting a rise in the standard of living.  The County of Shasta and City of McConnell partnership became a model for other cities and counties to emulate.  The city/county partnership, or metropolitan area as it was now called, had more political clout when dealing with the state on issues of custody and reimbursed tax monies.

Looking realistically at the issue of funding county custody, it can be readily observed that there have been few in roads made to address the problem.  Booking fees were instituted but did not adequately address the problem of housing inmates.  The direction taken by this project will involve conflicts of value and will not be easily resolved.  It will take a strategic plan with the participants having the ability to adapt, challenge and act. 


CHAPTER 3tc \l1 "CHAPTER 3

Strategic Plantc \l2 "Strategic Plan
Embracing an Optimistic Futuretc \l3 "Embracing an Optimistic Future
After it is decided that a change must take place, how does one go about changing the direction of local and state organizations?  Concentrating on priorities and enhancing internal coordination will create additional staffing concerns.  However, if accountability and control are to exist, then problems need to be explored and planning must take place.

The ability of an organization to adapt to a new environment depends on its ability to look into the future.  Looking into the future and trying to bring that vision to bear on today's decisions is a key to facilitating a paradigm shift within organizations.  Several of the trends and events examined in the NGT sessions need to be examined in order to see what impact they could have on the stated issue.  It is important to have the ability to encourage these trends and events while moving toward a vision of a desirable future.  It is equally important to prepare for potential problems that future scanning indicates we could encounter.  

The California public schools have been suffering from a funding crisis for many years.  Low test scores, crowded classrooms, and funding well below the national average are hot issues facing the present state government administration.  Since the passage of Proposition 13 in 1978, California's per-pupil spending has dropped from 23rd to 37th in the United States.
  For the first time in many years, education is replacing crime as the top issue facing Californians.

There is a move afoot to put a California ballot initiative in place to raise educational support up to the national average of about six thousand two hundred dollars a year per pupil.
  This huge increase in spending from the state general fund could have a negative effect on the amount of money returned to county governments and law enforcement agencies.  Education and law enforcement compete for tax dollars in the general fund monies and any increase in one can cause the other to suffer.

Still another issue involving the state general fund has county administrators wringing their hands.  Due to a budget surplus in California, the Governor is reducing the vehicle licensing fees (VLF) by seventy-five percent in two stages, at a cost of 3.6 billion at full implementation in 2002 and 2003.
  This budget surplus is primarily due to a strong economy and the 1992 property tax shifts which left the state budget 2.2 billion better off than it would have been in the absence of the shifts.

The Governor has promised to return the counties' allocation of VLF monies from the general fund.  The potential problem here is that any downturn in the economy could result in a reduction of revenues which could result in a state general fund deficit.  Most of the VLF money, soon to be general fund money, will be returned to the cities and counties.  This backfilling will reduce the amount of general fund expenditures available to other programs such as school funding.

In 1929 Irving Fisher, an economics professor at Yale, stated "The nation is marching along a permanently high plateau of prosperity."
  Less than five days later, the bottom dropped out of the stock market marking the beginning of the great depression.

During the same time period, Herbert Hoover was elected President.  He is quoted as saying that America was nearer to the final triumph over poverty than ever before.  An editorial in the New Years Eve edition of the New York Times on January 1, 1929, stated "It has been twelve months of unprecedented advance, of wonderful prosperity.  If there is any way of judging the future by the past, this new year will be one of felicitation and hopefulness."  The optimism was genuinely there during the early months of 1929.   For five years prior to 1929, the stock market had been characterized by rising prices.  Many people were investing in the stock market because of high dividends, increased personal savings, lack of stock market regulation, and there was a psychology of consumption.

The stock market, not housing starts, or sales of goods, or the health of banks, was viewed as the primary economic indicator in the United States during that year.  During 1929 stock prices were totally out of proportion to actual profits of companies.  During the month of October, sell orders started to come in and there was general panic.  On Monday, October 28, there was a huge wave of selling orders.  The next day, October 29, 1929, was called Black Tuesday and marked the beginning of the great crash.

No one can deny that our economy runs in cycles.  As we look into the future, we should be expecting that the good times will slow, if not skid to a halt.  The national economy has been doing well ever since the Vietnam war helped to spur the economy with vast amounts of spending.  There are striking similarities between 1929 and the year 2000.  We need to have our organization prepared for a downturn in the economy, for if we don=t prepare for the future someone else will do it for us.  

The previous information regarding trends and events, as well as the potential problems in state funding, points out the need to work together.  Futurity, or the concept of looking ahead, causes us to examine strategic issues which mainly come from the background.  They appear as little whispers and soon move forward to become critical issues.  Counties, cities, and states working as partners can ask why and how, then work together to formulate answers before it's panic time.  Forming partnerships are not without pitfalls, but creating a shared vision and common direction can create a bond between stakeholders and should be examined.

The Decision to Partnertc \l3 "The Decision to Partner
The decision to form a partnership between a municipality and county to prepare for increased funding needs for custody should be given careful consideration.  The following factors need to be considered.  Assumptions and perceptions, to include criticism, of those impacted by the partnerships should be carefully considered.  The stakeholders must examine emerging trends and future events outlined in the previous section.

Stakeholder Analysistc \l3 "Stakeholder Analysis
Public safety should be the top priority of local governments.  Keeping local jails fully functional has a direct affect on the quality of life in any community.  So what importance do stakeholders attach to local custody facilities?  Careful examination of their interest, support, or opposition will indicate what their perceptions are.  Although these perceptions are often based on assumptions, it does add insight and enable leaders to make more informed decisions.  The following is a list of questions that stakeholders would consider.

· If county government has merely become an extension of the state government and has the mandated responsibility of maintaining a county jail, why should they shoulder the burden when there is inadequate funding?

· How important is it to have an adequate custody facility in any community?

· What priorities should be attached to having an adequate custody facility?

· What impact does an inadequate custody facility have on the local quality of life?

· Could you support a partnership between the county, the city, and community to provide an adequate custody facility?

· What alternatives would you offer to help in the funding of county custody?

· Do you believe that local cities as stakeholders should commit themselves financially in order to assure an adequate custody facility?

The following individuals or groups may be impacted by the above issues.  These same individuals or groups can also impact these issues and be significant players when developing a strategic plan.  Examining and trying to forecast their beliefs will assist in developing a desirable and winning outcome.

Sheriff's Office employees may hold the following beliefs:

· Employees who work for the county have often thought they were treated unfairly due to the lower pay scales that go with their jobs compared to those in the cities.  The rationale has been that because of mandated services by the state, the county has been unable to adequately compensate its employees.  County employees would welcome any assistance from a city to help share the burden of funding county custody systems.  

City police officers may hold the following beliefs:

· City employees are generally paid more for the same services performed by a county officer.  City police officers would be very cautious when endorsing a system that may impact the amount of revenues that their city would have available for compensation.  

· City police officers would welcome the ability to book prisoners instead of merely citing them in the field.  City police officers have a stake in the community and in order for them to adequately do their jobs, they need the ability to book offenders without the burden of a superior court cap and a revolving door policy in the county jail.  

County residents may hold the following beliefs:

· County residents, whether living in the city or county areas, would like to have a community free of crime and the ability for all its law enforcement officers to lock up wrongdoers.  

· City and county residents may feel, however, the state, whose job it is to return property tax money for local custody, is doing an inadequate job and they are now being made to shoulder the burden.

City administrators may hold the following beliefs:

· City administrators are well aware the county is mandated to keep and maintain a county jail.  City administrators would believe that assisting in the funding of local custody would set a precedent and create a tremendous political problem. 

· City administrators would also believe that monies spent on local custody would take away from their ability to spend monies on other programs.

County administrators may hold the following beliefs:

· County administrators believe that their ability to adequately run the county has been hampered by mandated programs and the loss of property tax revenue.  They also are aware that there has been a rise in the cost of custody while the reimbursement for this has lagged during the past several years. 

· County administrators are also aware of several trends and events in California that may affect their funding base--one of those being the vehicle licensing fees and the possibility of a much larger share of the general fund going to education.

The league of cities may hold the following beliefs:

· They would believe that any partnership between the city and county in financing local custody systems would place them into the same bind as the counties. 

· They would also wish to push for a political settlement between the counties and the state in order to create a workable local custody system without their participation.

California State Association of Counties (CSAC) may hold the following beliefs: 

· CSAC understands the disparity of the mandated custody situation.  There is a growing gap in the amount spent on custody and the amount reimbursed by the state. 

· CSAC has pushed for booking fees and is also interested in seeing housing fees initiated to share the burden of custody.

A snail darter is defined as a group or individual who has some influence over the issue, but it is not known whether it will be positive or negative.  A snail darter for a partnership in the funding of local custody could be any group that would be adversely effected by the cities= participation.  Just as the NIMBY philosophy exists with the building of new prisons and jails, it could also surface in political action groups within the city.  These city-based action groups could feel a threat to the money spent on programs by the city and could possibly create stumbling blocks for any partnership.  These political action committees (PACs) could include the parks and recreation department, board of education, and other city-based or city-dependent unit.  These city political action groups may not want to see the advantages of having an adequate custody facility and would only be able to see that existing programs might be threatened.


Strategic Planning - a Structured Approachtc \l2 "Strategic Planning - a Structured Approach
How do we look into the future and try to control the turbulence that we will encounter.  We will need to bring our anticipations of the future into the present to enable us to make informed decisions.  When embracing future trends and events, we will need to recognize the anxiety felt by stakeholders as we try to create an inspiring vision of the future.  One way to lessen the impact of the turbulence and change is to develop a strategic plan.

There exists a tremendous need in the local community for stability and consistency in maintaining local custody facilities.  For over twenty years, the county has suffered from budget shortfalls causing the closing of several custody facilities.  The idea of partnership is fairly unique in California and will bring with it feelings of loss of control and uncertainty to local agencies.  In order to mitigate these negative energies, introduction of several strategies will be used to create a vision of a desirable future.

In uncertain times, planning for increased funding of county jails literally means hanging on to what you've got.  Revenue and taxation have been a part of jail funding problems since the passage of Proposition 13 in 1978.  Shasta County receives only 13 cents of every property tax dollar collected in the county while the state-wide average is 33 cents.
  The following strategies were developed to deal with the above situations.  

1 Establish a PAC to work with CSAC.  There is a move to establish new revenue for local governments in the form of a quarter cent sales tax increase.

1 Using the PAC, work closely with CSAC and bring political pressure to bear on the Legislature regarding the Educational Revenue Augmentation Fund (ERAF).  There are currently thirteen measures being introduced to return property tax revenues to counties and cities previously allocated to the ERAF.  

Other strategies not dealing solely with tax issues were developed.  We truly need to be in the early detection business by constantly watching Legislative actions.  The below strategies were developed to facilitate rather than impede implementation.

1. Set up a coalition of implementors, advocates and interest groups to closely monitor the vehicle licensing fee changes over to general fund monies.  The return of these monies to local governments is imperative for counties and cities to continue functioning.

2. Build a coalition between the local sheriff's office and schools in regards to the per-pupil funding issue.  If the ballot initiatives pass raising spending levels to national averages, local governments could suffer. 

In order for all parties to share in the vision of a partnership and local custody, a proper accounting of the concept of housing fees must be explored.  A clear picture of the quality of life in the community is important for all stakeholders.  This notion of a partnership, whether rational or not, needs to be justified.  The following strategy was developed to approach the issue of a shared vision.  

2. Establish an advisory group of all stakeholders to fully acquaint them with the reasoning and justification for the fees. 

2. Set up a system for feedback to ensure all concerned agencies have the ability to express concerns.

2. Bring together the executive staff of the effected agencies and fully explain the history and methodology for the implementation of housing fees.  

Housing fees could be the first step to obtaining a desired future.  All over the nation there are stores surfacing in regards to jail overcrowding and county sheriffs closing facilities due to lack of funds.  In state prisons, inmates only serve half of their sentences and in county jails, they serve less than half.  Early releases allow criminals to run free, which in turn adds to the increasing crime rate.

If the advisory groups can objectively look at the problems with county funding, then they can make sensible recommendations to the local agencies' executive staff.  If the executives from local agencies decide in unison to support local custody, it will be the first step towards addressing the issue of funding county custody.  It is going to cause financial hardships to local agencies, but with a strategy in place, plans can be made to minimize hardships.

The strategy to prepare for increased funding needs for custody facilities is critical to the existence of rural counties.  The county needs to emphasize the importance of the issue as the quality of life in the county.  The Cities of Redding and Anderson, as well as the City of Shasta Lake, need to understand the importance of a viable county jail.  They need to recognize their role in maintaining the health of the community.


Strategy For Transition Managementtc \l2 "Strategy For Transition Management
Wayne Gretsky once said that he is effective as an athlete not because of his ability, but because he skates to where the puck is going to be.
  This ability to anticipate, to get there before the problem and prevent it is key to a successful transition in an organization.  This concept of transition management takes into account the stakeholders and should create a vision of the future.  What follows are critical ingredients of a successful organizational change process. 

Ingredient One-Planning and Organizationtc \l3 "Ingredient One-Planning and Organization
Stakeholders and their sphere of influences need to be identified and approached for support.  The first and most important issue is to explain the rationale for the change.  Necessity is still the mother of invention.  The sense of crisis, particularly in Shasta County, will be the catalyst to get the process started.  Stakeholders must be convinced that the change is imperative, not an option.  It is important to get by the denial stage and clearly define what is changing and what is not.  Understanding how the transition will be viewed by stakeholders is important as the world is not defined by any one organization.  

A diverse team of individuals selected from stakeholder agencies and groups should be identified and brought together.  This team would define three key concepts of vision, mission and goals for the project.  This initial team-building phase of the project would bring together the affected parties to examine such key questions as:

· Why are we doing this?

· What is the expected outcome?

· How long should the process take?

· Who should be involved?

· What should the process look like?

This initial clarification for the change in the affected organizations is designed to accomplish the following: first it will stop the nay sayers from thwarting a good idea before it gets started.  Secondly, acceptance of change is a process.  Organizational leadership must clearly communicate with the stakeholders, keeping in mind that during the process everyone is watching.  Lastly, we are reminded that "People see only what they are prepared to see."
  The stakeholders will not automatically comprehend all the impacts of the changed projects.  The changed leadership will prepare the stakeholders so they can see what is necessary to implement the change.

Ingredient Two-Implementationtc \l3 "Ingredient Two-Implementation
During this stage, the individual change projects will be discussed from the prospective of preparation and execution.  The four areas selected to move ahead with are:

· Monitoring vehicle license fees.

· Per-pupil school funding.

· Jail housing fees.

· City/county partnerships.

A specialized committee will be formed from all law enforcement agencies in the county.  Their specific task would be to become subject matter experts on the transition of vehicle license fees to the general fund, and any legislation or initiatives dealing with increased education spending.  This team will essentially be an information-gathering group responsible for keeping tabs on issues relevant to this project.  They will report to law enforcement executives and try to stay ahead of the curve when resources are needed to ensure continued county viability.

Jail housing fees and a partnership between the municipalities and Shasta County go hand-in-hand.  Once the idea is recorded, identifying how to knock down the barriers will begin.  Some ideas are best taught by example.  Counties in California have in the past nearly declared bankruptcy.  The City of Bend in Oregon had to give money to the Deschutes County Sheriff's Office in order to keep the jail from closing down and releasing hundreds of prisoners.

All law enforcement agencies, as well as representatives from businesses in the community, will be enlisted to ensure a broad spectrum of ideas.  This group will oversee a survey of the community to gain insight into the priorities presently in place.  The group shall disseminate information through special announcements, the media, and a newsletter to ensure the public has adequate information on the issues.  One of the objectives of the above committee will be to take advantage of the learning affect which will arise in this phase.  Since all stakeholders will be participating, hopefully this study of the transition of change will open a few eyes and move people off their positions.  

Ingredient three-Formalizingtc \l3 "Ingredient three-Formalizing
This project is a unique venture which should have a beginning and an end.  A mix of people, systems and techniques will be employed to carry the project to completion.  The committee studying tax structure and related issues will be an ongoing effort to monitor fiscal change relevant to the county.

It is recommended that the committee selected to gather information on housing fees be made up of the following agencies.  

· Shasta County Sheriff's Office

· Redding Police Department

· Anderson Police Department

· City of Shasta Lake

· U.S. Forest Service

· Bureau of Narcotics Enforcement

· Related law enforcement agencies

It is also recommended that the following stakeholder groups be included:

· California State Association of Supervisors

· League of Cities

· Redding Chamber of Commerce

· Related business concerns

This committee shall operate under the direction of the joint powers groups made up of one executive each from the City of Redding, County of Shasta, City of Anderson and the City of Shasta Lake.  A formalized study will produce a document reflecting the actual daily housing costs of keeping an inmate at the Shasta County Jail.  The committee will communicate information to the joint powers group regarding actual costs and community-wide implications.

The implications for leadership concerning this issue are critical.  The process will be one of change from the inside out.  One of the leaders in the joint powers group will have to be committed to a partnership and demonstrate extraordinary leadership in the transition.  This visionary leader will have to be credible and be trusted by all the other involved parties.  This transition will involve risk.  In order for all partners to willingly assume this risk, they must trust those around them to be there when there are setbacks.  All of the participants must be valued and respected at every step of the process.  If the teams, committees, and executive participants do not have a culture of that trust and mutual respect, the process will take on a theoretical and distant goal.  This trust foundation must be created to ensure future stability for county custody. 


CHAPTER 4tc \l1 "CHAPTER 4

Conclusiontc \l2 "Conclusion
Creating A Shared Visiontc \l3 "Creating A Shared Vision
The most important factor for executing change is to create a shared vision.  This vision should be shared by three groups; the change strategists, the change implementors, and the change recipients.  Coordination between these groups is essential if drastic changes are to be given a fighting chance.  These three groups lay the foundation and craft the vision.  They also develop the plan and try to make it happen.  Last of all, they will either adopt or fail to adopt the change plan.  The issue at hand deals with preparation for increased funding needs in the county jail system by the year 2005.  A parable comes to mind dealing with a frog.  It is said that if you put a frog into boiling water, it will jump out.  However, if you put the frog in the water and slowly heat it, the frog will stay and eventually die.  The lesson simply put is that we don=t see it coming until its too late.  If a partnership is to work, there must be not only a shared vision but also shared power.  All of these groups must be willing to protect the initiatives over the long term.

The issue of who is responsible for funding local county custody is not easily identified.  Historically, the counties were burdened with the task.  That fact is well documented in both federal and state constitutions, we well as state statutes.  Government bureaucracies on all levels have failed to come together on an issue that is a thousand years old.  So who will step forward and take the lead?  This responsibility could rest with municipalities as cities have surpassed counties as the centers for commerce and growth.

If cities will not take responsibility for their growths, then all of their political weight should be aimed at the state government.  The California Legislature is struggling with priorities in regards to funding.  Schools need more money, highways need to maintained, and the environment needs to be protected.   There is a relationship between all of these and all of them are important.  The hardest part will be in the prioritization.  The state needs to focus on the fact that funding for local jails is at a crisis stage.  

The difficulty in the change process will be convincing people that this is the way to go.  It is difficult to ask people to deal with tomorrow=s problems when they have problems today.  The idea of a partnership has to be sold.  They have to be convinced.  If these strategies can be implemented, then ten to fifteen years down the road we will be glad we made the effort and sacrifice.  Dr.  Robert Schuller offered a famous change quote as follows: "What would you attempt to do if you knew you could not fail?"
  It is with these words in mind that we go forward in an attempt to create a shared vision of the future.
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