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Part One 

A Futures Study 

What Impact Will Automated Fingerprint Identification Systems (AFIS) have on California 

law enforcement by the year 1999? 

Part Two 

Strategic Planning 

• A Strategic Plan for a moderate sized police department to prepare for the changes that will 

result from AFIS technology. 

• 

Part Three 

Transition Management 

Definition of a management structure to assign roles, assess implications, and implement 

the Strategic Plan. 



• 

• 

• 

THE Th1P ACT OF AUTOMATED FINGERPRINT SYSTEMS ON CALIFORNIA 
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by 

KEN FIELDS 
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1989 

The use of fingerprints for the identification and successful prosecution of criminal suspects 
has been an important part of California law enforcement since 1905. The Department of 
Justice maintains a central ~gerprint file that includes all arrested persons and convicts. 
Until recently, all searches of that central file were done manually. This was a time 
consuming, expensive, and less than perfect process. 

Recently, the central fingerprint file and access to it have been automated. This allows 
participating agencies the ability to input fingerprints into the system and search the 
database via computer. The automation process has increased severalfold the probability 
of a successful fingerprint search. As technological advances allow for faster searches in a 
real time fashion and as the size of the automated database increases, the number of criminal 
suspects identified by the system will continue to rise. 

This study evaluates the impacts of the automation process on law enforcement by using 
accepted futures research methodology. Future trends and events were forecast by a 
modified conventional delphi group and a cross-impact analysis was done to predict the 
effects of the chosen events. Based upon the results, three scenarios were developed to 
examine a nominal, normative and hypothetical future. 

Using the nominal scenario as a model, a strategic plan was developed to make best use of 
available resources in preparing for the changes that will occur as a result of fingerprint 
automation. The stakeholders in the change process are identified, and a WOTS up analysis 
was done to assess areas of strength and weakness. Using a modified policy delphi, policy 
alternatives and implementation strategies were identified. 

Finally, a model was developed to assist management in the transition process from the 
present situation to implementation of the strategic plan. The critical mass was identified, 
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and a readiness/capability analysis was done to assist in the change. Based on that analysis, 
a management structure is recommended to direct the transition process. 

The research indicates that four trends will increase in the next ten years: Prison 
overcrowding, new technology for suspect identification, illegal immigration, and 
community support for law enforcement. The research further indicates that four highly 
probable events will affect law enforcement in the next ten years: Mandatory fingerprinting 
to get a driver's license, portable laser fingerprint scanners, DNA process to identify 
suspects, and ~ve-scan print searches required for all firearms purchases will all impact the 
AFIS issue. 

The nominal scenario portrays a future in which prisons are well above maximum capacity, 
courts are overwhelmed with cases, and parolees are flooding the streets of the local 
jurisdictions. A strategic plan is developed to respond to the predicted events. Six alternative 
strategies are recommended at the local level and several are presented, targeted at the State 
level. Based on a group decision, the strategy of prioritizing misdemeanor criminal offenses 
is chosen as the most likely strategy to assist the local jurisdiction in responding to the 
scenario. 

Finally, a transition management plan is proposed which will assist in the implementation 
of the strategic plan. The key players, or critical mass, are identified and each is analyzed 
for their readiness to commit to the strategy and their capability to impact it. A management 

.: .r 

• 

structure is defined and specific tasks are presented which, in a sequential manner, will • 
result in the success of the overall plan. 
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• Introduction 

The patrol officer initiated a h'affic stop of the vehicle for expired registration tags. The 

driver was unable to provide a driver's license or any other form of identification, saying 

that he had left his wallet at home. The officer asked the driver to accompany him to his 

patrol car. The driver complied and both men walked to the patrol car. 

The officer opened the passenger door and removed a small electronic box which was 

connected to the car by a coiled "we. The officer asked the driver to place his right thumb 

into the opening in the box, which he did. Moments later, the officer asked the driver to 

return to his vehicle. 

Within two minutes, the officer received a computer generated printout in h~s vehicle .. 

• The printout was the driver's history on the individual that he had stopped. It showed a 

valid driver's license and no outstanding warrants. 

• 

Ten years ago, the above scenario would have been considered science fiction from the 

year 2000. Today, the automated fingerprint system technology has progressed to the point 

where this scenario will be commonplace in the next five years. The ability to live-scan an 

individual's fingerprint, transmit it to an automated fingerprint system, and receive a 

response within a matter of minutes is fast becoming a reality. 

Automated fingerprint systems are going to have a profound impact on the criminal 

justice system in California and nationwide. The implementation of Cal-Id, and similar 

systems in other jurisdictions, has taken a labor-intensive, time-consuming, and expensive 

1 



process and changed it into a quick and accurate means of identifying someone from their 

complete or partial set of fingerprints. 

This research paper will take an in-depth look at automated fingerprint systems and the 

impact that those systems, will have on California law enforcement in the next ten years. 

The paper wilHocus on several specific sub-issues which will be evaluated. Because of time 

and space constraints, there are also several other sub-issues that, although pertinent, will 

not be a part of the research. 

The rapid advances in computer technology during the past decade have made possible 

the automated fingerprint systems that are available today. As that technology continues, 

the ability to use a laser beam to scan an individual's fingerprint, digitize it, and store it is 

today becoming a reality. As this live-scan technology'becomes implemented, a number of 

questions are raised as to the overall fOCllS of automated fingerprint systems and their 

impact on the criminal justice system and on the civil and individual rights of the members 

of our society. 

The following sub-issues will be studied: 

(1) How will law enforcement deal with the increase in arrests and 

prosecutions that are an expected result from automated 

fingerprint systems use? 

(2) What are the constitutional issues that will be raised concerning 

2 
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• 
(3) 

the storage and use of an individual's fingerprints? 

What impact will DNA fingerprinting have on the use and value 

of conventional fingerprints as a means of identifying criminals? 

There are also several sub-issues that come to mind which will not be studied. These 

include the funding for the automated systems, the training requirements for keeping 

personnel proficient at system use, and the vast issue of the private sector use of automated 

fingerprint systems and their access to the government data base. Each of these sub-issues 

are important and could be the subject of additional research .. 

This research project will consist of three distinct sections. Section one will include a 

background on the issue and, using accepted futures methodology, will project the impact 

• of a set of defined trends and events on the issue. Three scenarios will be developed, based 

upon the futures research, which will portray a nominal, normative and hypothetical future 

of law enforcement in California. Section two will cover the strategic planning process in 

which the impact offuture trends and events will be anticipated, and a strategic plan will 

be developed which makes best use of available resources in preparing for the changes 

which will occur as a result of fingerprint automation. F~a11y, section three will develop 

a model to be used in the transition management process. This model will serve as a guide 

to take us from the present situation to implementation of the strategic plan. Based on the 

model, a management structure will be recommended to direct the transition process. 

• 
The research will look beyond the technological issues involved in fingerprint auto­

mation. Many of these issues have been solved or are in the process of being solved. There 
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will be, however, a discussion of the history of the automation process, the current level of 

the technology, and a look ~to the advances which will be made in the next ten years. The 

real focus of the research will be on the immediate and future impact of that technology on 

the law enforcement community in California. The strategic plan and transition manage­

ment model will be developed for a medium-sized police deparbnent to implement. Al­

though concentrating on a mediu..rn-sized police deparbnent, for planning purposes, many 

other areas of the criminal justice system will be h--npacted. Tnese include the criminal court 

system, probation and parole, the prison system and the statewide criminal justice infor­

mation systems. The basic futures research presented here can be applied to those areas in 

order to develop plans and management models which will best prepare them for the 

changes to come. Because of the broad nature of the issue and the number of jurisdictions 

involved, this paper will include the various State level agencies in the strategic planning 

and transition management models. No single agency can prepare for the changes that 

will come without considering the multitude of other players involved. 

4 
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Background 

To fully appreciate the impact that automated fingerprint identification systems (AFIS) 

will have on law enforcement, it will be necessary to look at the traditional methods for 

classifying and searching for fingerprints. These traditional methods have been used for 

nearly a centuryl to classify and index fingerprints. What began in 1903 as a means for the 

New York Civil Service Commission to ensure that the applicants for jobs were not having 

someone else take the civil service tests for them, quickly became the most positive means 

of identifying a suspect in a crime2
• 

Fingerprints offer an infallible means of personal identification. For this reason, their 

use has supplanted every other method for the positive identification of an individual. 

From the time of an individual's birth, all other characteristics of an individual may change, 

but fingerprints do not. Based upon the unique and unchanging patterns of ridge 'detail 

on each individual's fingers, law enforcement agencies throughout the world have estab-

lished fingerprints as the universal method for verification of identity and to ensure the 

integrity of criminal records systems3
• To support this premise, criminal record repositories 

and identification bureaus have been established at all levels of the criminal justice system. 

During the past century, these repositories have become massive, requiring a labor-inten-

sive process in order to match a latent fingerprint with one in the data base. 

There are two types of fingerprint files. The largest is comprised of rolled ink impres-

1 FBI Advanced Fingerprint School Manual, U.S. Department of Justice, no date, p. 8. 
2 Automated Fingerprint Identification Systems:Technology and Policy Issues, U.S. Department of 

Justice, April 1987, p. 2. ' 
3 

ibid, p. 2. 
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sions of all ten of an individual's fingers and is commonly known as a ten-print card. 

Typically, these cards are prepared at the time of an individual's. arrest and can be used to 

verify his identity and determine if he has a prior criminal record. The constitutionality of 

maintaining an arrested person's fingerprints on file has not been an issue in the past, even 

though the arrested person has not been convicted of a crime. This will be an important 

point later in the discussion as the issue of maintaining fingerprint files of all citizens is 

presented. Why does an arrested, but not convicted, person's rights differ from those of the 

average person? 

The second main source of ten-print cards comes from certain employment or licensing 

applications which want to determine if the individual has a criminal record that would 

bar him from being hired or receiving the license in question. Again, the constitutionality 

of maintaining these fingerprints on file has not been an issue. 

The second type of fingerprint file is composed of "latent" fingerprints which are the· 

result of criminal investigations. These latent fingerprints are generally located at crime 

scenes and can be found virtually anywhere. There are many methods for locating these 

prints, the most common of which is using carbon black powder to define the ridges of the 

print. Typically, these latent prints are of poor quality and may only be co~posed of a 

portion of an individual's finger. Recent advances in crime scene investigation have 

provided the ability to locate latent prints that went previously Undetected. These methods 

include the use of ninhydrin, cyanoacrylates (super glue), and lasers. These methods will 

be discussed in depth in the futures portion of this paper. 

It quickly became apparent that trying to search through the entire fingerprint file in 
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• attempting to match a latent print would not be practical. The number of ten-print cards 

that were retained grew rapidly, and the process of examining each card in order to 

determine if it matched the latent print at hand was a very labor intensive process. As the 

ten-print file grew, the probability of finding a match in that file decreased to the point 

where it was highly improbable, if not impossible. 

In 1901, Sir Edward Henry devised a system of fingerprint classification that was to 

become the predominant system of classification up to the present time. The Henry system, 

as it became known, assigns each finger to one of two basic fingerprint types known as the 

whorl and non-whorl. Each finger was assigned to a category and given an alphanumeric 

designation reflecting its pattern characteristics. This basic classification system yielded 

1,024 possible categories that a personts fingerprints could fit int). This system provided a 

• means of reducing the number of ten-print cards that an examiner would have to search in 

order to try and match a latent print. However, as the size of the repositories grew, the 

system becanle too difficult to manage. The FBI now has about 23 million criminal 

fingerprints on file and California has 7.5 million 4. It is obvious that the basic Henry system 

could not handle file sizes that were so large. In order to keep up with the increase in file 

sizes, the basic Henry system was modified by adding sub-categories to allow for an 

increased number of ten-print cards. The portion of fingerprints in the most common 

fingerprint classification category has decreased from 25 percent in the original system to 

about 6 percent currently. However, 6 percent of the files in the FBI or California 

repositories are still a very large number of print cards to search. 

• 4 ibid, p. 3. 
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The Henry system has an inherent limitation in that it classifies all ten-prints of an 

individual as one unit. Since one latent print can not be searched as a unit, the value of the 

system in matching latent crime scene prints to a ten-print card in the file is minimal. Such 

"cold searches" as they are called, rarely result in a match. 

In order to fully assess the impact of AFIS systems, a review of the current manual 

process is necessary. As noted, the fingerprint repository in California is made up of 

ten-print cards that were obtained from criminal arrestees, from employment applications, 

or licensing submissions. These cards are then searched against the data base to determine 

if the individual is already on file. The process begins with a name search of the individual 

against a master name index. The fingerprints of successful name matches are then 

examined by a technician to determine if there is an exact match. If there is, then this is 

• 

considered as positive identification of the individual. In California, approximately 47 • 

percent of arrested personss are identified by this relatively quick and inexpensive means. 

If the results of the' name search are negative, the fingerprints are classified by a 

technician and a "technical search" is conducted to ensure that the person has not used an 

alias to escape identification. Although the search is limited to a specific classification type, 

the manual search process is time consuming and expensiv~. In large fingerprint files, 

hundreds of ten-print cards must be searched in attempting to match the individual's prints. 

The technical search of the data base yields another 8 percent of the prints identified, 

5 Tracking Juvenile Recidivists, California Department of Justice, August 1985, pp. 36-37. 
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bringing the total identification rate to 55 percent.6 

Non-criminal or applicant fingerprints that are submitted for employment or licensing 

purposes yield diff~rent results. The FBf estimates that only about 5 percent of employ­

ment and licensing applicants have criminal records. Another 1.5 percent are identified by 

a technical search, bringing the total to 6.5 percent. This means that 95. percent of applicant" 

fingerprint cards must be manually searc~ed, and the traditional hit rate on those cards will 

only be 1-2 percent. For this reason, most non-criminal justice cards are processed by name 

search only, thus easily allowing the use of an alias to avoid detection by the system. 

The situation, as just described, represented the system in use in California until very 

recently. The process was time consuming, expensive and less than accurate. The prob-

ability of matching a latent print from a crime scene to one of the ten-print cards on file was 

next to zero. The value of the fingerprint repositories was not in identifying suspects of 

crimes, but of ensuring that once a suspect was arrested, he wouid be positively identified 

by his fingerprints. As also seen, applicants for employment and licenses would only be 

identified if they gave their true names, and then only 5 percent of the time. Overall, the 

impact of fingerprints on the criminal justice system was minimal. True, personnel were 

assigned to identification bureaus, files were maintained, ~d fingerprints were used to 

identify known suspects, but the ramifications of these functions were small compared to 

overall criminal justice activity and cost. The advances made in computer and imaging 

technology during the last ten years are going to completely alter the status quo, and the 

6 ibid,p. 3. 
7 A Study to Identify Criminal Justice Information Law, Policy and Management Practices, prepared for 

the FBI by SEARcH Group, Inc., September 1984, p. 58. 
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impact of fingerprint automation will be the greatest change that law enforcement has seen 

in the last century. 

In 1973, the Office of the Attorney General in California began a study to determine the 

feasibility of automating the State's central fingerprint file. The size of the State file had 

grown tremendously, and the number of requests for fingerprint searches placed a burden 

upon the State's resources. Projections indicated that the situation would continue to 

decline to the point where furnishing timely and accurate information would not be 

possible. 

The study concluded that automating the State's fingerprint file was technologically 

possib~e and economically sound. However, the study also concluded that the then 

currently available systems would not be adequate to accomplish the goals that were set 

forth. Significant improvements in computer and imaging technology were expected and 

the study recommended that the State wait until more advanced systems were available. 

The State did undertake a pilot program in 1976 as a proof-of-concept vehicle. This program 

proved successful, and a limited capacity system was purchased in 1979. The Department 

of Justice operated this limited capacity system from 1980 to 1985. 

This first-generation Automated Latent Print System (ALPS) began serving nine coun­

ties in the State and was eventually expanded to serve 52 counties. Because of the storage 

limitations of the system and the time it took to search for print matches, the .system was 

not practical to do cold searches for latent prints. This defeated one of the prime goals of 

the system which was to be able to identify a criminal suspect from his or her latent 

fingerprint. In that endeavor, the new ALPS was not much better than the manual system. 

10 
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Finally, in 1983, fingerprint automation was given the highest priority by the Attor~ey 

General's Office.s At the same time, the technology became available to create an ALPS 

system which would have the storage capacity and the ability to quickly search a large data 

base in order to find a match to a latent print obtained from a crime scene. The California 

Identification (Cal-Id) system was born. 

One of the critical components of the Cal-Id system is the Remote Access Network 

(RAN). This network allows the various county and municipal jurisdictions in the State to 

have access to the system. This provides them with a means of conducting a latent print 

search, eitl:1er from their own facility, or from a nearby facility that "has a Local Input 

Terminal (LIT) to the system. The unified statewide system ensures that all agencies will 

have access to the central fingerprint data base. 

At about the same time as California was exploring the AFIS options available, the FBI 

was doing the same thing at the federal level. Their Automated Identification System (ArS) 

was to become the world's largest on-line fingerprint system.9 At the present time, phase 

ill of the AIS is complete and on line. The size of the FBI automated data base is currently 

growing at the rate of 4000 new records per day.10 

Many other states and local jurisdictions in the U.S. have also automated their 

fingerprint files. The significance of this is that the number of automated ten-print cards 

on file nationwide continues to grow at a rapid pace. As the size of the data base grows, 

s 
Status Report:Califomia Identification System and Remote Access Network for Calendar Year 1988, 
California Department of Justice Report, January 1989, pA. 

9 
U.S. Department of Justice, FBI Newsletter 89-2, July 1989, p.l. 

10 'b'd 1 1 1 ,p .. 
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the probability of matching a latent print to a ten-print card on file increases. Of course, it 

will be necessary for all of the systems nationwide to be able to interface with each other 

and transmit search requests to each other for the criminal justice system to realize the full 

impact of fingerprint automation. Currently, there is no standard format for the storage of 

automated fingerprints. Each individual system's manufacturer has its own specifications 

for the manner in which prints are stored. However, the National Bureau of Standards has 

established a standard format for the transmission of digitized fingerprints. ll Once imple-

mented by all manufacturers, this standard will facilitate the exchange of information 

between the various systems in use. 

The real benefit from AFIS/ ALPS systems is the speed at which they can search the 

fingerprint data base and the accuracy with which they can do it. The computer actually 

• 

carries out a mathematical search of the data base, rather than comparing the stored images. • 

This search is conducted by an AFIS system component called a matcher. The matcher can 

conduct the search at the rate of 500-600 prints per second. The search is conducted in 

parallel, with several matchers, each taking a portion of the. data base. As the size of the 

data base increases,f the number of matchers can be increased so that the overall perfor-

mance of the system d~es not degrade. The average search time for a ten- print-to-ten-print 

search is so rapid that a data base of 500,000 records can be searched in a matter of minutes. 

Latent print searches of the same data base will typically take a half hour or less. 

The results of the search assigns a score to each possible candidate match. Based upon 

this score, the technician can determine the probability of an exact match in the system. If 

11 On-Line Exchange of Fingerprint Identification Data, FBI Law Enforcement Bulletin, December 1987, • 
pp. 14-16. 
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• the score does not reach this threshold, the system will provide a list of prints which are 

similar to the submitted one. In either case, the technician must examine the prints himself 

to determine if an exact match has been made. Currently, the AFIS systems in use are 

producing approximately 98 percent12 accuracy in matching ten- print cards. The accuracy 

for latent prints is somewhat less because there are usually fewer identification points with 

which to work. 

The latest technological advance in AFIS systems is image storage and retrieval. The 

digitized images of ten-print cards are stored on optical disks and can later be recalled and 

presented on a video screen. This allows a fingerprint technician the ability to compare a 

latent print with the matches that the system has found, in a real- time mode, without 

having to have a hard copy of the ten-print card. The speed and efficiency with which the 

• technician can process latent prints is greatly increased through this process. 

• 

Finally, the advances made in facsimile technology have had an impact on AFIS systems. 

The latest generation of facsimile machines can transmit fingerprint images over standard 

phone lines with enough resolution to ensure that the search accuracy of the AFIS system 

will not degrade. This allows smaller jurisdictions to transmit fingerprints to an input site 

without having to actually take the ten-print card or latent print there to be processed. Also, 

this provides an immediately available means of conducting a print search within another 

state or through the FBI. Although time consuming, this is currently the only means of 

conducting a search.outside of one's own system. 

i2 
Proceedings of a SEARCH Group National Conference on Automated Identification Systems, SEARCH 
Group Inc., February 1986. 
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A discussion on the history of automated fingerprint systems would not be complete 

without a brief paragraph on the status and future of DNA fingerprinting. The technology 

for DNA identification of criminal suspects is just now emerging. There are three different 

processes whkh can be used to match a sample of a person's tissue with that which has 

been located at a crime scene. Two of the three require about 1 drop of blood or small 

amount of tissue and the third requires only minute amounts of tissue. The technical 

aspects of the process are beyond the scope of this paper, but the likelihood of having a 

duplicate DNA match amongst the population is one in 10 billion.13 

The DNA process has led to 12 convictions across the nation for various crimes; however, 

none of them as yet have been in California. This number is bound to increase rapidly as 

the process becomes more widely used and accepted by the courts. One interesting note is 

• 

that the California Attorney General's Office plans to store 5000 DNA prints on file obtained • 

from sex offenders while in custody. 14 This appears to be the beginning of a new repository . 

for criminal information and presents some constitutional questions as to the legality of 

maintaining files on information obtained from a person's tissue. This issue will be 

discussed at greater length in the futures portion of this study. Another issue to be discussed 

is whether DNA prints will eventually make conventional fingerprints obsolete as a means 

of identifying a person. The oils, perspiration, and minute amounts of tissue left by a 

person's finger when it touches anything will be able to be DNA printed and thus will 

positively identify the person without ever looking at fingerprint ridges, whorls or loops. 

13 Genetics Meets Forensics, Bioscience, January 1989, p. 6. 

14 'b'd 6 1 I ,p. . 
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• The Future 

Between the years 1983 and 1988, the California Crime Index indicated that the number 

of offenses reported increased by 3.3 percent. IS Of 935,520 offenses reported in 1988, 72 

percent were crimes against property. This 72 percent was broken down into 407,555 

burglaries, or 60.5 percent, and 265,975 motor vehicle thefts or 39.5 percent.16 

During the same period in 1988, the number of arrests for property crimes was 202,053. 

This equates to an arrest for about one in three property crimes in California. Of those 

arrested, 57.8 percent were eventually convicted of a crime. 17 This means that for every six 

reportable property crimes in California in 1988, only one conviction was obtained. 

The significanc~ of the s~tistics presented above is not in what they represent for the 

• year 1988, but what they may represent for the year 1993 or 1998. The number of unsolved 

burglaries and vehicle thefts, if solved, would have a significant impact on the entire 

• 

criminal justice system in California. The widespread use of AFIS systems, in conjunction 

with a data base of significant size, has the potential of reducing the number of unsolved 

property crimes to the extent that the entire criminal justice system in California would feel 

that impact. 

I have chosen to center the discussion around burglary and vehicle theft for several 

reasons. In all cases, some form of property is touched by the suspect. Unless he is wearing 

15 
Crime and Delinquency in California, 1988, Office of the Attorney General, Bureau of Criminal 
Statistics, May 1989, p, 2, 

16 'b'd 3 1 1 "p, , 

17 'b'd 20 1 1 "p. . 
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gloves, a latent fingerprint is left behind. Although we may not have the ability to locate, 

develop and lift that latent print 100 percent of the time, it still exists. What if we could 

locate every latent fingerprint at a crime scene? Since the conviction rate for crimes against 

property is very poor, there is much room for improvement. What if 90 percent of all 

burglaries and vehicle thefts were solved and the evidence was so strong that all of those 

cases led to convictions? This research will attempt to answer those questions as they apply 

to California law enforcement in the next ten years. 

A futures wheel or impact wheel as it is sometimes called, is a tool for examining the 
t 

impact of a particular issue or event on its sphere of influence. The wheel graphically 

presents the first, second, third, and so forth, order impacts that may occur if the primary 

issue or event were to occur. The value of such a representation is that it allows the reader 

• 

to project beyond the issue at hand and look at the sub-issues that may be impacted by the • 

chain of events as they might occur. Each of these sub-issues, in. turn, can spawn additional 

sub-issues, and so on. An in-depth study of a particular issue requires an analysis of these 

first- and second-order sub-issues. 

Figure 1 represents a futures impact wheel for the issue of automated fingerprint 

identification systems. In developing the wheel, the following question was asked. What 

will be the impact of AFIS on California law enforcement in the next ten years? In 

answering this question, four major areas of impact were identified. An examination of 

each area will assist in understanding the overall impact of AFIS on law enforcement in the 

next ten years. 

One expected consequence of widespread AFIS use will be a substantial increase in the 

16 
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number of arrests that are made Statewide for criminal acts. The immediate effects of this 

increased workload will be felt first by the local jurisdictions that must provide the staffing 

and facilities to handle the arrested persons. Detectives will be required to fully investigate 

more ca,ses as previously unknown suspects become known. More of the detective's time 

will be spent in court, as the cases are first filed and then as they are presented in court, 

through the preliminary hearing, pre~trial motions, and finally the trial process. Of course, 

all of this additional work will require clerical support and additional jail support. As 

suspects are identified and warrants of arrest are obtained, the number of officers involved 

in serving those warrants must increase. Finally, all of these increases require funding, and 

hence local jurisdictions can expect their fiscal requirements to increase at a pace consistent 

with the workload increase. 

• 

As the number of persons arrested for various offenses increases, so will the number of • 

prosecutions. The currently congested court calendars will become further backlogged as 

the number of criminal filings increases. This will necessitate additional District Attorney 

support to present the cases and additional judges and court rooms to hear the cases. Again, 

clerical support for the increase will be necessary. Because fingerprints provide positive 

identification of a person, the number of convictions can also be expected to increase at a 

like rate. This will mean more opportunity for plea bargaining and the resultant lighter 

criminal sentences. Finally, the already overcrowded prison system will be pushed to the 

point where more and more convicts will receive early paroles. With more convicts on the 

street;: the entire process becomes cyclical and continues to feed on itself. 

The area of civil liberties and the constitutionality of fingerprint data bases requires a 

• 
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more subtle review. Currently, all automated fingerprint data bases are made up of arrested 

persons and persons who have applied for jobs or licenses that require a background 

investigation. This severelyUmits the probability of an AFIS making a hit on a latent print. 

, Clearly, the larger the number of fingerprints on file, the greater the chances of finding a 

match. If everyone's fingerprints were on file, then we would expect to solve all crimes L.l 

which a latent fingerprint was found. In the days before AFIS, there was no motivation to 

have such a large data base because a manual search of the files was not possible. Current 

and future technology will make it possible to search a huge data base' in a matter of 

minutes. The question becomes whether or not the courts or the public will allow for the 

maintenance of fingerprint files on all citizens. In 1987, Homestead, Pennsylvania, had a 

series of six attacks on women. The local police were able to locate latent fingerprints from 

at least one of the crime scenes. They knew the suspect was black, and in an attempt to 

locate him, they asked each male black in the community to submit to fingerprinting in 

order to try and match the latent print. The community was in an uproar about the invasion 

of privacy, but most men went along with the request. As James Lieber, of the Pittsburgh 

American Civil Liberties Union said that ''blacks must relinquish their privacy or become 

suspecr!.18 The Homestead incident limited the request to a specific race, but that was only 

because the race of the suspect was known. 

Some of the ramifications in the civil rights arena include more constraints being placed 

on law enforcement by the courts, more lawsuits for violation of civil rights and possible 

political unrest. If public dissatisfaction becomes too visible, then reduced funding for AFIS 

systems is sure to follow. This entire area of civil rights ",lill be discussed further as the 

• 18 F.Trippett. Trying to Trace A Rapist, Time Magazine, September14,1987, p. 28. 
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results of the futures research are presented. 

Finally, there is the consideration of the priva.te sector making use of the available 

technology and requesting access to the fingerprint data pase in the same manner as they 

have access to driving records and vehicle registration records. The live-scan technology 

thatis emerging will allow for personal identification systems which are based on a person's 

fingerprints. In order to write a personal check at the supermarket, we would no longer 

have to present any form of identification other ~an our thumb, which would be inserted 

into a live-scan fingerprint reader. Within seconds, our identity would be·confirmed and 

the check processed. There are many other areas in the private sector where the same 

technology would be applicable. Increased costs for all goods and services would be one 

logical outgrowth of the technology. 

The field of futures research attempts to provide a view into the future in which the 

probability of certain events occurring is greater or less than if they were to randomly occur. 

The research does not attempt to predict the future, but rather offers alternative futures· 

upon which policy decisions can be made in order to better plan for the changes which may 

occur. 

This research will provide several alternative views of the future of law enforcement in 

California in order to provide policy makers with amodel which they can use to best prepare 

their agencies for the changes which will occur in the next ten years because of the use of 

automated fingerprint systems. The methodology used in preparing these alternative 

scenarios is known as a modified conventional delphi. This is a process in which a group 

of knowledgeable individuals are asked to predict the levels of various trends and events 

20 
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• that may influence the issue being studied. It is clearly understood that their predictions 

will be imperfect, but the collective judgment of a group will generally be more accurate 

than that of anyone individual. 

For the purposes of this research, trends will be defined as any measurable changes in 

dir~ction for a particular issue that cannot be defined with a specific time of occurrence. 

The value of the trend Will vary over time, but the trend itself will always be present. For 

example, prison overcrowding would be defined as a trend since it can have measurable 

chru."1ges in direction, but does not have a specific time in which we can say that it has 

occurred. Events, on the other hand, are defined as having a specific time. of occurrence 

and are easily characterized as having occurred or not. The prison population reaches 125 

percent of capacity would be an event, as there is a measurable indicator which would allow 

• us to say that the event has occurred. 

• 

A group of eleven individual's from various facets of law enforcement throughout the 

State of California was chosen to participate as the modified conventional delphi panel for 

this research. The group included a chief of police from a medium-sized agency (110 

sworn), representatives from the identification bureaus of two large agencies (4000 plus 

sworn), and representatives from the Criminal Justice Coordinating Committee of a large 

county in California, from the State Attorney General's Office and from the Cal-Id Advisory 

Committee. Finally, two automation specialists from local police agencies rounded out the 

group. 

The research panel was mailed a questionnaire that described the intent of the research 

and provided a background on the issue and sub-issues to be studied. They were asked to 
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provide their forecasts on a list of ten trends and ten events that they were given. The trends 

and events had been previously identified as having a potential influence on impact of AFIS 

in the State. The identification process included a scan of the literature on the topic, keeping 

in mind the STEEP (sociological, technical, enviro~enta1, economical and political) impact 

model and a brainstorming session with several individual's who were knowledgeable on 

the issues related to AFIS. This process produced a list of trends and events which were 

then reduced to ten of each for the purposes of the research. Appendix A presents the ten 

trends, and Appendix B presents the nine events that were felt to 'have two necessary 

qualities; one was that they be real-world possibilities and not far-fetched, and two, that 

they would have an impact on the issue of AFIS: 

The panel was asked to complete the questionnaire and return it via the enclosed return 

• 

envelopes. Ten of the eleven original packets that were sent out were returned. The • 

modified conventional delphi process requires that the results of the first round mailing be 

tabulated in some form and a second round mailing be done which allows the participants 

to view the results of the group and modify their own responses, if they choose, based upon 

the group results. The responses from round one were summarized for the second mailing. 

The summary showed the high, low and median responses for each trend and event. Based 

upon that summary, the five trends and events that were identified to have the greatest 

potential impact on AFIS were chosen for the second mailing. This mailing also included 

a cross-impact analysis form. In completing the form, the participahts were asked the 

following question, "If each event listed were to actually occur, how would that influence 

the levels of each trend presented and how would that affect the probability of occurrence 

of each of the other events listed?" 

22 
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The.second mailing was done and nine replies were received in a timely period. The 

balance of the futures research section is based upon the prediction of those nine 

individual's as to what the future may be for the specified trends and events. 

Figure 2 represents the results of the delphi process for the five identified trends. For 

each trend, the group was asked five questions. Using 100 as a base level for to day's level, 

what was the level of the trend five years ago and what will be and what should be the 

level of the trend five and ten years from now. 

The five trends are: 

Prison Overcrowding 

New Technology for Suspect Identification 

illegal Immigration 

Community Support for Law Enforcement 

Overall Crime Rate 

For each trend, the results of the delphi were compiled into high, low and median 

responses. These are presented in Figure 2 as indicated. A graphic representation and 

discussion of each trend will provide some insight into their predicted future and impact. 

Each graph of the individual trends shows the high, median and low responses of the group. 

The range of the responses is easily identified and becomes the most important factor ~ 

judging the validity of the group's work. The two key portions of the graphs are what will 

be the level of the trend (nominal), and what should be the level of the trend (normative) 

in the next five and ten years? 

23 
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• TREND EVALUATION RESULTS 

LEVEL OF THE TREND 
(Today=100% ) 

TREND STATEMENT 
5 5 YEARS FROM 10 YEARS FROM 

YEARS TODAY 
NOW NOW AGO 

WILL BE SHOULD BE WILL BE SHOULD BE 

Prison Overcrowding 100-80 100 150-120 100-75 150-90 95-75 
80 125 90 125 90 

New Tec1mology for Suspect Identification 75-50 100 150-95 150-95 180-97 200-97 
70 120 150 135 165 • 

Illegal Immigration 100-75 
100 

125-80 100-40 175-75 100-40 
80 125 75 125 80 

Community Support for Law Enforcement 95-80 
100 

115-81 125-85 125-80 125-90 
90 100 110 120 125 

Overall Crime Rate 98-80 100 120-79 90-80 150-80 90-75 
90 100 90 100 80 

Note: The dual entries in each cell indiczte the high-low responses and the number directly underneath represents the median response. 

Figure 2 

.' 
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Figure 3 shows consensus among the panel members on the issue of prison overcrowd-

in,g. It is clear that prison overcrowding has continued to rise for the past five years and is 

expected to do so at an increased pace in the next ten years. The panel also clearly indicates 

that the level 'of prison ov~rcrowding should be much lower in the next ten years than it is 

expected to be. This trend has a subtle relationship to the impact of AFIS on California law 

enforcement. As the prisons become more and more overcrowded, it can be expected that 

more prisoners will receive early paroles due to the pressure placed upon the system to 

create more space for new arrivals. As these persons are returned to society, history has 

clearly shown that they will begin to commit crimes again. Widespread use of AFIS will 

accelerate the identification and prosecution of these in~vidual' s and the prompt return of 

them to prison. This will place additional burdens upon the prison system, forcing more 

early releases; thus, the process feeds on itself. Unfortunately, many other aspects of the 
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criminal justice system are impacted in the process. Local law enforcement, courts, 

prosecutors and the criminal records systems will all feel the burden of the additional 

workload as the cyclical process continues to grow in intensity. The net result moves 

towards an overload of the entire system. 

NEW TECHNOLOGY 
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Figure 4 presents the panel results on the issue of new technology being used to assist 

in suspect identification. Again, there was close consensus among the panel members. It 

is interesting to note that they felt the expected level of the trend in the next ten years is 

just about where it should be. A continued, moderate amount of rise in the trend level is 

expected into the next century. The influence on AFIS can be easily predicted. As the 

technology continues, live-scan fingerprinting will become a reality, first in the jails within 

the State, and then expanding to the police vehicles. Technological advances in data 
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compression techniques will allow for the transmission of fingerprint information over the 

radio frequencies. The ability to locate and lift latent prints will increase as additional laser . 

technology becomes available, with the ultimate goal of being able to scan a latent print 

directly at a crime scene by some sort of laser gun, similar to the way in which bar codes 

are scanned today. As all of these technological advances become available, the value and 

success of AFIS will continue to increase. 

ILLEGAL IMMIGRATION 
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Figure 5 portrays the panel's feelings on the illegal immigration issue. Again, there is a 

fairly consistent response. The level of the trend is expected to continue its upward path 

into the next century. The panel would like to see illegal immigration reduced to about 80 

percent of the current level which would place it at the same level it was five years ago. 

Interestingly, none of the panel members suggested that illegal immigration should be at 
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a zero or near zero level in the next ten years. There appears to be the realization that illegal 

immigration will continue at a fairly high level regardless of the steps taken to prevent it... 

The basis for the success of AFIS is the data base on which it draws to make comparisons. 

In the case of illegals committing crimes, it can be predicted that many of their fingerprints 

will not be in the data base, at least for first time offeDders. Also, once identified, locating 

and arresting illegals is made more difficult by their lack of permanent status. Many simply 

return to their homes south of the border once they feel that they have been identified. 

Overall, illegal immigration can be expected to have a negative influence on the effective-

ness, and hence the impact of automated fingerprint systems. 
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Figure 6 

Figure 6 is the panel's response on the predicted levels of community support for law 

enforcement in the next ten years. The panel was less consistent on this prediction than on. 
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the previous ones. There was general agreement that the level of the trend would be 

upward, but the range of responses was quite varied. Some felt that the trend would be 

downward while it should be upward and surprisingly, one felt that the trend was upward 

and should be downward. As the graph depicts, there is an overlap between the will be and 

should be responses indicating overall uncertainty on the part of the group. Community 

support for law enforcement has a direct bearing on the funding for law enforcement 

related programs. As indicated, the impact of AFIS will be on the entire range of law 

enforcement and criminal justice jurisdictions, and it can be expected that all' of them will 

require increased funding to hire the necessary support personnel to handle the increased 

workload. If community support declines or shifts to other arenas, the impact of AFIS will 

be felt much stronger by these jurisdictions as they ny to meet the increased workload with 

little or no additional support. 
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Finally, Figure 7 depicts the trend levels for the overall crime rate in the next ten years. 

The panel was again consistent on this trend, although more so for what should be rather 

than for what will be. The median response shows an expectation that the crime rate will 

remain the same for the next ten years, but the range is quite varied. The high response 

expects a 50 percent increase in the crime rate while the low response expects a 20 percent 

reduction. Based upon the most recently available statistics, the crime rate appears to be 

going up at a modest pace. 19 The panel was very consistent on their predictions for where 

the crime rate should be. A reduction of ten to twenty percent over the next ten years is 

their best estimate of where the crime rate should be. The impact of AFIS is dependent 

directly upon the crime rate. As more crimes are committed, more suspects will be identified 

through the AFIS process, and more will be arrested and sentenced to prison. With a 

continued rise in the crime rate, it would appear that more individuals are becoming 

involved in criminal behavior which means there will be a greater number of first time 

offenders. The ideri~cation of these first time offenders by their fingerprints will depend 

upon the direction taken by the State in attempting to increase the size of the data base and 

hence the probability 'of matching their fingerprints. 

The trend levels, as predicted by the group, can be used to forecast an overall picture of 

California law enforcement in the next ten years. The group was also asked to fQrecast the 

probability of a set of events occurring during that same time period. The events, if they 

were to occur, could have an influence on the levels of the identified trends. 

In forecasting events, the panel was asked to predict the year in which the probability 

19 Crime and Delinquency in California, 1988, Office of the Attorney General, Bureau of Criminal 
Statistics, May 1989, p. 2. 
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of the event first exceeded zero, the probability of the event five and ten years from now, 

and the positive and negative impacts on the issue if the event were to occur. As in the case 

of the b.'end statements, the panel was first mailed a list of ten events which they were asked 

to rate. After their initial responses were calculated, the five events with the most significant 

probability were chosen and the panel was given the second mailing. The results of the 

second mailing were compiled and they are presented in Figure 8. 

The five event statements are: 

Mandatory fingerprinting required to get a driver's license 

An fingerprint systems nationwide are linked together 

Portable latent print laser scanner can retrieve virtually all crime scene prints 

DNA process allows positive identification of virtually all suspects 

Live-scan print search required for all firearm purchases 

For each event, the results are presented as the high, low and median responses. Again, 

as with the trend statements, each result for the event statements are also presented in a 

graphic form. A discussion of each event in detail will offer insight into their impact on the 

issue. As with the trends, the range of responses becomes the more important statistic in 

the overall evaluation process. 

Figure 9 depicts the panel responses on the issue of mandatory fingerprints required to 

get a driver's license. There was fairly consistent group response on this issue with the first 

year of greater than zero probability being 1992. The group felt than in the next ten years, 

the probability of the State requiring fingerprints to get a driver's license will be 80 percent. 
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• EVENT EVALUATION RESULTS 

.' 

IMP ACT ON TIlE ISSUE 
PROBABILITY IF TIlE EVENT 

OCCURRED 

-. 

EVENT STATEMENT 
YEA.1:1. TIIAT 5 YEARS 10 YEARS PROBABILITY FROM FROM POSITIVE NEGATIVE FmST 

NOW . NOW (0-10) (0-10) EXCEEDS 
ZERO 

(0-100) (0-100) 

Mandatory fingerprinting required to get a 1994-1990 95-30 100-50 10-8 1-0 
driver's license. 1992 70 80 10 0 

. • All f'mgerprint systems nationwide are linked 1998-1990 90-10 100-20 . 10-9 0-0 
together. 1993 30 55 10 0 

.. 

Portable latent print laser scanner can retrieve 2005-1990 75-10 90-25 10-6 4-0 
:virtually all crime scene prints. 1992 50 75 10 0 

DNA process allows positive identification 2009-1990 50-2 90-25 10-6 1-0 
of virtually all suspects. 1993 40 70 10 0 

Live-scan print search required for all firearm 2000-1990 80-10 90-20 10-8 1-0 
purchases. 1992 50 85 9 0 

Note: The dual entries in each cell indicate the high-low responses and the number directly underneath represents the median response. 

Figure 8 
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This prediction is significant from several aspects. One is that it will provide a means for 

the fingerprint data base to grow rapidly. As the group predicted, this will have a positive 

impact on AFIS as the possibilities of obtaining a latent print match will increase substan-

tiallyas the data base grows. The group chose to ignore any negative impacts on the issue 

by the occurrence of this event, but there is definitely a need to examine the negative 

aspects. Currently, all ten~print cards on file are obtained from arrestees or applicants. 

There has been little discuss~on on the issue of civil rights pertaining to the State maintain-

ing those files. If the ~tate requires fingerprints to obtain a driver's license, the civil liberties 

and privacy rights of all individuals will be in question. The key question is whether or not 

the maintenance of a person's fingerprints on file is any different than maintaining their 

name, address, birth date, or other personal information. This will be a question of the court 
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system to answer, and their response will have a profound effect on the impact of AFIS 

throughout the State. As stated, the success and impact of AFIS is directly dependent upon 

the size and quality of the fingerprint data base. The panel has concluded that the benefits 

to the citizens far outweigh the loss of a portion of their individual privacy. 

Figure 10 presents the panel resul~ for the probabi~ty of all fingerprint systems 

nationwide being linked together into one large network. The panel responses varied 

widely on this event indicating uncertainty on their part. This is probably due to the 
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technical nature of the question and the lack of widespread knowledge on the subject. 

Currently, there are three predominant vendors in the AFIS arena. Each of them uses a 

different format and protocol for processing and storing their binary data. In order for the 

34 

• 

• 

• 



• 

• 

• 

systems to be able to communicate with one another, the vendors must agree upon and 

provide the software that will convert one system's format to another's. This has yet to 

occur and may be difficult to promote. The immediate solution is to use the transmission 

standard that the National Bureau of Standards has provided so that latent prints could be 

sent from one system to another as images, and then be searched in that system's data base. 

The group felt that if this event were to occur, it would have the maximum positive impact 

on the issue. One day, conceivably, a latent print could be entered into any state or local 

system, and that print would be transmitted to every other system in the country to locate 

a match. ,The impact of that technology on law enforcement nationwide would be stagger­

ing. 

The panel responses to the probability of a portable latent print scanner being available 
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to lift latent prints is presented in Figure 11. Again, there is a wide range of responses from • the panel. The technological nature of the question makes it difficult for the panel to come 

to a consensus. However, the panel does feel that by the year 2000 there will be a portable 

scanner available for crime scene use. The technology that currently is used to read bar 

codes, and that will be used in the near future to live-scan fingerprints, could certainly be 

expanded to live-scan latent prints. Based upon the last two events occurring, an inves-

tigator could examine a crime scene with a laser scanner which would automatically read 

any latent prints found. The scanner would then transmit those prints to the local AFIS 

which in tum would transmit them nationwide. Before the investigator even left the crime 

scene, he would have a positive identification on tlle latent prints. 
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The panel's prediction for the availability of DNA technology to identify a suspect is 

presented in Figure 12. The pant:~l responses were varied, but had more conformity ,on this 

event. They felt that the event has' a 70-percent probability by the year 2000 and that it will 

have a very positive impact on the AFIS issue. The interpretation of these results depends 

upon one's definition of DNA identification systems .. The actual term that is being used 

today is "DNA finge)'prmting.,,2D This implies that although the technology is different, 

DNA is really a form of traditional fingerprinting. This is true if one defines fingerprinting 

as using an individual's unique physical characteristics as a means of positive identification. 

DNA certainly fits this definition as the actual chemical make-up of an individual is used 

to define a unique set of characteristics that will positively identify him. On the other hand, 

if one defin~s DNA fingerprinting as totally different from traditional fingerprinting, then 

it is quite possible that traditional fingerprints will become meaningless as we move into 

the 20th century. The DNA process is in its infancy at the present time. It is slow, labor 

intensive and costiy, just as fingerprint identification was ten years ago. However, as the 

technology advances, DNA identification can replace fingerprints as the primary means of 

positive identification of an individual. The impact of this would be as great, if not greater, 

than that of AFIS technology today. 

Finally, Figure 13 presents the group responses on the issue of live-scan fingerprint 

searches required for all firearm purchases. This is an area in which the private sector use 

of the automated data base becomes apparent. The group median predicted an 85 percent 

probability that this will occur in the next ten years. This is one possible use of AFIS as a 

crime reduction tool. If criminals were totally prevented from purchasing firearms (even 

• 2D R Lewis. Genetics Meets Forensics, Bioscience, January 1989, p. 6. 
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though they used an alias and were dishonest on the application form), the impact would 

be an overall reduction in the crime rate. Also, the system would allow for positive 

identification of the individual who purchased a firearm, and thus make the solution to a 

crime using that firearm an easier task. If the firearm program was successful, it could be 

expanded to other areas of the private sector, such as banking and credit cards, where it 

would also have an effect on reducing the crime rate. The privacy and civil rights issues 

also come into play in trying to establish this type of use of the data base. There is currently 

a move in California to restrict public access to the Departt.nent of Motor Vehicles files 

because of the privacy issue. This is again a subject for the court system to decide. 

To this point, we have reviewed the results of the delphi panel's predictions on the five 

• 

• 

trends and five events that could have an impact on AFIS during the next decade. There is • 
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• also the possibility that each of the events could have an impact on the remaining four 

events and on all of the trends. As the event is played out, it may influence the level of a 

trend or affect the probability of one or more of the remaining events taking place. The 

cross-impact analysis is designed to predict this interaction amongst events and tren~s. 

As part of the second mailing, the delphi panel was sent the cross-impact evaluation 

form. Mer co~pleting the trends and events forms for the second time, the panel members 

were asked to complete the cross-impact analysis. For each of the five events, the members 

were asked two questions. One was to predict how the occurrence of each event would 

affect the probability of the other events occurring, and the second was to predic~ how the 

occurrence of each event would affect the predicted levels of the five trends. The responses 

could either be a positive or negative number based upon the direction that would be taken 

• by each.other event and trend as the current event unfolded. 

• 

The results of the cross-impact analysis were compiled into high, low and median 

responses and are presented in Figure 14. The group responses were fairly consistent over 

the entire range considering the technological nature of some of the ev:ent statements. An 

examination of the responses for each event statement will provide an overall picture of 

their cross-impact influences. For the purposes of this analysis, an event is defined to have 

a significant influence on another event or trend if the expected change in that event or 

trend is 20 percent or greater. 

Requiring mandatory fingerprints to obtain a driver's license will have a significant 

effect on three other events, but not on any trends. The positive influence on linking 

systems together, portable scanners, and live-scan for firearms' purchases was to be ex-
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• CROSS-IMPACT EVALUATION RESULTS 

IF TIllS 
EVENT HOW WOULD THE PROBABILITY OF THE WOULD THE LEVEL OF TIIESE TRENDS 
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OCCURRED 
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Note: The dual entries in each cell indicate the high-low responses and the number directly underneath represents the median response. 
Numbers in 0 are negative. 
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• pected. If fingerprints were required for all drivers in the State, the size of the fingerprint 

data base would increase substantially. Each of the affected events relies on that data base 

to be successful. As the size of the data base grows, more and more pressure would be 

placed upon the State to make the best use of it in reducing the crime rate. All three of these 

reactor events are likely candidates for funding under that scenario. The trend with the 

highest expected change as a result of this event occurring is prison overcrowding. This is 

also expected as the other technologies come into widespread use and the arrest rate climbs. 
$" 

Linking all fingerprint systems together is seen by the panel as the most influential actor 

event. It has a significant influence on three other events and on four of the five trends. 

Again, the panel's predictions are as expected. Mandatory prints for a license, portable 

scanners and live-s<;an firearms purchases are all positively impacted. As the fingerprint 

• systems around the nation are linked together, the size of the data base grows in huge 

proportioI).s. The results of this expansion have already been discussed. It is interesting 

• 

that the panel feels the linking of print systems would put pressure on the State to require 

fingerprints to obtain a license. The civil rights issue could be overshadowed by the 

momentum oflinking systems together and the subsequent benefits that would be realized. 

The four trends that are impacted are also as expected. Prison overcrowding will rise as 

will funding for new technologies. The overall crime rate will be substantially reduced 

(remembering that a positive change in crime rate represents a reduction) and community 

support for law enforcement will increase by 50. percent as the public is presented with 

constant media stories of solved crimes and reduced crime rates. 

. The use of portable latent print scanners is also a strong actor event, though not quite. 
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as strong as linking systems together. Again, the panel results are as expected. The group 

realized that all of the technological events are tied together and that the o~currence of one 

will have a positive influence on the occurrence of the others. Again, the success of all of 

these advances is dependent upon the size and quality of the fingerprint data base. 

Community support for law enforcement skyrocke~ again with the media publicity of 

success in reducing the crime rate. 

The panel seemed to underestimate the potential impact of DNA fingerprinting on the 

five trends. As shown, DNA has no impact on the other events, but it shows a more mild 

increase than expected in the trend levels. It appears that the panel felt the overall impact 

of DNA technology, at least during the next decade, will be less than that of AFIS. This may 

be due to the fact that the DNA identification technology is just now emerging and has not 

• 

been put to widespread use to date. Also, there may be a lack of understanding of that • 

technology and its potential use in identifying an individual from a very minute sample of 

his tissue. I would expect that this same question asked five years from now would evoke 

a much stronger response from the panel. The panel did note that the strongest area of 

influence would be on community support for law enforcement. This reinforces the notion 

that law enforcement is a prime concern with the community and any efforts that are made 

in combating the crime rate should be well publicized to obtain the maximum benefit 

through community support. 

Finally, the panel felt that live-scan firearm purchases were the least influential of the 

five events. It had a minimum effect on the other four events and likewise for four of the 

five trends. Again, community support gets a strong boost by our efforts in controlling gun 
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purchases. The greatest impact of this event, and one which the panel really wasn't able 

to comment oni was that it brings access to the data base to the private sector. This becomes 

a privacy-rights issue again, which may be overshadowed by the public demand for greater 

control of firearms. 

As stated, the strongest actor event was linking all fingerprint systems together, and it 

must be considered in establishing policies and priorities for the next decade. That single 

event would have the greatest overall positive impact on law enforcement of all the issues 

studied. The strongest reactor in the group was community support. This is not surprising 

and reinforces the belief that the public is acutely aware of law enforcement issues, has the 

ability to understand them, and wi11lend support for those programs that are seen as a 

means of reducing crime and ensuring their safety. 

The results of the futures research that was conducted have been presented in a graphic 

fonn in order to evaluate the results and make assumptions about the future, while 

presenting the data in an easily digested form. There is, however, a great deal of data to 

assimilate, and it ~ay be difficult to keep track of all aspects of the results at one time. The 

futures scenario is a tool which allows the researcher to present the results in an integrated 

fashion. By bringing together a large number of projections and synthesizing a verbal 

picture of what the future may look like, the futures scenario provides an easily understood 

framework from which the astute manager can begin to formulate a strategic plan that will 

make best use of his resources in dealing with the future impacts of an issue. 

There are a variety of scenario types that can be developed, each with its own value and 

focus. The ultimate goal of each is to provide the reader with a picture of the future that is 
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based upon the data and integrates that data into a well-thoughtout portrait of the 

implications for the future. This research will present three different scenarios, each 

focusing on a different portion of the results of the delphi panel. Scenario one will present 

a nominal future which, based on the data, will present a projection of ~hat the future "will 

be" like in California law enforcement in the next ten years. Scenario two will present a 

normative future, which is again based on the data, but presents a projection of what the 

future "should be" in the next ten years. Finally, scenario three will be a hypothetical future 

which will take a look at what the future of law enforcement in California in the next ten 

years "could be." 

What will the future be? 

The year is 1998 and law enforcement in California looks somewhat different that it did 

ten years ago. There have been some tough times for administrators throughout the State. 

A dwindling tax base, combined with continued inflation, has made fiscal issues a top 

priority in everyoneFs agenda. The .limited resources available at the State level have been 

allocated into a few top priority programs. The impact of those programs has been 

contributing to the overall mediocre situation throughout the State. 

In 1992, the State legislature made it mandatory for aU persons to be electronically 

fingerprinted when they applied for a driver's license. A live-scan laser fingerprint reader 

is used to scan an applicant's fingers and transmit the data to the State's central optical disk 

repository. The whole process is quite painless and takes no more than 30 seconds. At first 

there was a public outcry against the process as an invasion of privacy. The American Civil 

Liberties Union filed suit and several cases made their way through the appellate courts. 
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• Finally, the State Supreme Court ruled that th~ keeping of electronic fingerprints on file is 

no more an invasion of privacy than any other form of record keeping. With that green 

light, the legislature moved ahead quickly with a full-fledged program, the intent of which 

was to have the fingerprints of every person in the State, aged 16 and above, to be on file. 

The technological advances made in the last several years in optical disk compression 

techniques have made this all possible. 

The Cal-Id system is fully implemented, with each county and many local jurisdictions 

having a local input terminal (LIT). As the size of the fingelprint data base has grown, the 

number of suspects identified by their latent prints has also jumped rapidly. This has placed 

a burden on the smaller agencies as they don't have the manpower necessary to properly 

investigate each case. The District Attorney's offices have been flooded with cases which 

• are based on fingerprint identifications. Court calendars have become even further back­

logged, and defense attorneys are now requesting trials for all of their clients in an attempt 

to further bog the system down. The speedy trial legislation of the 1980's has long since 

• 

been repealed. 

The overall crime rate has remained about the same, but advances in laser technology 

have produced a portable laser scanner that can read latent prints directly and transmit 

them to the Cal-Id system. This has caused a rapid increase in the clearance rate. Also, the 

use of DNA fingerprinting is becoming more widespread as the cost drops. The cpurts have 

clearly ruled that the results of the DNA process are admissible as evidence. The focus now 

is on techniques for locating and preserving the minute amounts of body tissue that are 

needed for the analysis. Of course, unlike traditional fingerprints, there is no data base to 
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search for a match and the process will only be useful if a suspect has been identified. 

One would think that community support for law enforcement would be way up, but 

there are some negatives in the picture. No one took the prison overcrowding issue of the 

late 198<Ys seriously, and little was done in the way of new construction or improved 

housing techniques. The focus was on prisoners having to pay their way through prison, 

by working in various trade and manufacturing plants that the State established. When 

the full impact of AFIS hit in 1994, the prison population began to soar. Typical prisons 

were operating at 200 percent of capacity, or more. Prisoners were being given early paroles 

just to make room for the new arrivals. A flood of serious offenders was paroled to the 

streets in 1995, and the public was not happy. Firearm sales were up, and because of the 

live-scan fingerprint process being required to ptlrchase any firearm in the State, the Cal-Id 

system was feeling the crunch of too many inquiries. 

The prison issue is now at the forefront of everyone's agenda. One legislator wants to 

buy Alcatraz prison from the National Park service and open it immediately to house the 

most serious offenders. Unfortunately, as the State finally allocates sufficient funding for 

prison construction, other areas of the l.'riminal justice system will suffer from reduced or 

no funds. Several upgrades to the Cal-Id system have been placed on hold and no efforts 

are currently being made to link Cal-Id with the FBI system. The subtle costs of technology 

have finally caught up with us, and the future is uncertain. 

What should the future be? 
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• The Department of Corrections for the State of California was elated. It was the first 

time since the early 1970's that the prison population in California was below the rated 

capacity of the prison system. In fact, 1999 was to be a banner year for the Department as 

the last of nine new prisons built in the 90's was to be completed. The most startling fact 

in the midst of all of this success was that the conviction rate for criminal behavior in 

California was at an all-time high, and the crime rate was at an all-time low. 

The success was not due to anyone individual or department, but was due to a Statewide 

effort by all facets of law enforcement in California to really make an impact on crime in 

the State. It all began in the late 1980's with the widespread installation and use of the 

Cal-Id system. Funding had been forthcoming from the State for a Statewide network of 

LIT sites so that all jurisdictions would have equal access to the system. At first, all of the 

• then current ten-print cards were purged to update their validity, and then all were loaded 

into the Cal-Id data base. All new ten-print cards obtained from arrestees were added to 

the data base promptly as they became available. The Cal-Id governing boards had the 

insight to realize that the size and quality of the data base would be the single most 

• 

important factor in the success of the Cal-Id system. 

In 1990, the first of the live-scan fingerprint readers was installed in a local jail. This 

scanner was able to read all ten fingers of an arrestee and transmit the data to the main 

system in about 30 seconds. Not only was this easing the pressure on local jailers and their 

workload, but it was allowing top quality prints to be entered directly into Cal-Id without 

having to use an LIT site. This freed up the LIT technicians Statewide to spend more of 

their time doing latent-print searches. 
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Late that same year, the legislature approved plans for installing live-scan fingerprint • 

readers in all Department of Motor Vehicle offices and making it mandatory for all driver's 

license applicants to provide their fingerprints via the scanner. As soon as the law was 

passed, the ACLU filed a class-action suit against it as an infringement of privacy rights, 

but the now very conservative State Supreme Court ruled in favor of the legislation. Within 

four years, virtually every drivers fingerprints were on optical disk at the State repository. 

In 1993, the first of the live-scan fingerprint readers was installed in a patrol car. The 

Cal-Info system was fully functional and provided the means of transmitting fingerprint 

data over the radio net and handled the interface to the Cal-Id system. At first the response 

time was rather slow, but that improved as more experience was gained with the systems. 

This interface of systems allowed the fieJd officer the ability to positively identify an 

individual in a matter of minutes. The ultimate goal of Cal-Info is to provide the officer • 

with wants or warrants on the individual and any other information which may be 

pertinent and of value to him. 

Live-scan technology was expanded to other areas. First, it was used in the purchase of 

firearms to positively identify the purchaser. It was quickly followed by use in the banking 

and credit industries as a means of positively identifying persons using credit cards and . 

writing checks. As a result, the overall fraud rate in the State has dropped by 80 percent. 

This has helped in the reduction of the prison population. 

One of the most beneficial technological advances was the widespread use of the 

portable laser scanner to locate crime scene latent prints. This device will not only locate 

virtually all latent prints, but will read them directly and transmit the stored information • 
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• directly to Cal-Id for a latent print search. This, coupled with advances in DNA teclmology, 
.t 

has made it almost impossible for a person to commit a crime in the State and not be 

identified. 

The combined effect of all of these advances is that the crime rate has been reduced 

substantially, and'as the crime rate went down, so did the prison population. Community 

support for law enforcement is at an all-time high, and the per capita spending on law 

enforcement related matters is at an all-time low. The strategic plans of the last decade have 

been well worth while. 

What could the future be? 

~~ Attorney General had called the meeting in response to the growing dissatisfaction 

• with law enforcement in 1998. The public perception was that law enforcement had become 

a political issue, and everyone involved was looking-out for their own best interests. To try 

• 

and get a feel for local law enforcements position, the Attorney General asked ten Chiefs 

of Police to participate in to day's conference. 

Chief Johnson, the president of the Cal Chief's Association, began the presentations. 

He is the Chief in a predominantly bla~k community. His concerns centered on civil rights 

and how the Cal-Id system has brought the vision of the world presented in H. G. Well's 

1984 to fruition. It began in 1992, after the legislature passed a law requiring mandatory 

fingerprinting for all drivers in the State. At the same time, live scanning of fingerprints 

from patrol cars became a reality. The public, especially the minorities, felt like their 

constitutional rights were being abused. Police officers were concentrating the use of the 
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new equipment on the intense crime areas which happened to be composed of minorities. • 

This left the impression that the legislation and technology had been used as a means of 

controlling the black and hispanic populations. Many members of those communities 

refused to renew'their driver's licenses when the expiration date arrived. This proved to 

be a nightmare for the police and courts as Citations were issued in increasing numbers for 

an expired license. These citations became warrants when the person did not appear as 

promised and overloaded the system. Johnson said community trust and support from his 

jurisdiction was at a minimum. 

Chief Elwood, from northern California, spoke on the issue of corruption in State 

government. The technological advances in the last ten years had paved the way for graft 

to creep into the criminal justice system. The amounts of money involved in contracts for 

Cal-Id, live-scan, DNA research, and laser technology were such that certain politicians had • 

taken advantage of the opportunity for their own benefit. It was also alleg~d that some 

members of the Department of Justice had received "favors" as a result of their recommen-

dations on equipment and vendors. Huge sums of money were at stake, and the temptation 

was great at all levels. 

Chief Crawford sits on the nationwide FBI c~mmittee which is attempting to link all of 

the fingerprint systems nationwide into a single network. He said that the support from 

the vendors has been minimal. ~ey do not want to standardize on data fO,rmats as they 

feel they may lose their edge on the competition. The original intent of the Cal-Id system 

has been lost in the political bickering. Realizing that a lot of money would have to be 

allocated to prison construction as a result of Cal-Id, some politicians began backing off 
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• their support for the system and recommended scaling down the overall system. They were 

trapped by their own. shortsightedness. They didn't want to spend the money early on in 

the program to relieve the prison congestion, and now it was going to take its toll. Many 

were looking for a quiet way to put Cal-Id on the ''back burner." 

Several Chiefs spoke on the DNA issue. In the mid 90's, recombinant genetics and a few 

unfortunate mutations were in the forefront of the news. It was an era where the word 

"gene" evoked fear from the public and disdain from the politicians. All of the groundwork 

that had been laid, and all of the money that had been spent on the technology were being 

defeated by public distrust in that technology. There had been talk of a tissue data base, 

similar to the fingerprint data base, in which each citizen would be required to deposit a 

small sample of blood for DNA fingerprinting. All support was lost when the driver's 

• license issue erupted. 

• 

One Chief, from a jurisdi-::J;ion bordering Mexico, complained of the massive illegal 

immigration problem that still existed. His community was overrun with sanitation, 

shelter, and food problems as the illegals had no where to go. The Federal government, in 

an attempt to maintain good relations with Mexico and the Central American nations, had 

removed much of the emphasis from the immigration issue. It was left to the local 

jurisdictions to deal with the problem. Crime among the illegals was rampant, and Cal-Id 

was of no use in locating the perpetrators as their fingerprints were rarely on file. 

The Attorney Genera1listened to all of the presentations and then summarized their 

comments. Their dissatisfaction centered on the mishandled Cal-Id system and its ramifica­

tions into all areas of law enforcement. Prison overcrowding, technology, cooperation 
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between states and the Federal government were all important issues. The most important 

issue that surfaced, according to the Attorney General, was the lack of public trust and 

confidence in law enforcement and its leaders. Until that issue is dealt with, very little else 

can be accomplished. It was time to de-emphasize technology and build confidence in the 

law enforcement community. 
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Strategic Planning 

The future of law enforcement in California in the next decade, as it is impacted by 

automated fingerprint systems, has been defined in three separate scenarios in the futures 

section of this research. The scenarios provide an insight into how the trends and events 

that may affect law enforcement in the next ten years, may impact the operations of the 

various agencies involved. 'The intent of the three scenarios is to provide a basis for the 

strategic planning process. Strategic planning is a process in which the policy makers for 

an organization use all of the available information to formulate a probable future scenario, 

and then use that expected future as the basis for the long-range planning in the organiza­

tion. 

The SMEAC model offers a means of structuring the strategic planning process. It 

represents the Situation, Mission, Execution, Administration, and Control portions of the 

strategic plan. A closer examination of each portion will present a clearer picture of the 

entire process. 

Situation is an auditing process which looks at the external and internal influences that 

can and will affect the strategic plan. It is composed of the WOTS UP analysis and the 

Strategic Assumption Surfacing Technique (SAST). Both of these will be discussed in detail 

as they relate to the planning process. 

Mission is an attempt to formalize the broad purpose and intent of the organization. 

The mission statement can be at a macro or micro level. The macro level speaks to the overall 

purpose and objectives of the organization, while the micro level addresses the specific issue 
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at hand. The micro statement" should fit the model and be consistent with the overall macro 

statement. 

Execution is the examination and selection of strategic plan alternatives that are 

designed to address the issue at hand. The Modified Policy Delphi will be used to present 

and choose the best suited alternatives. 

Administration provides the detail necessary to implement the strategic plan that ha.s 

been chosen. Items such as timelines, resource needs and specific action steps will be 

presented here. This section provides the base support for the transition management plan. 

Control defines the feedback system that will be used to monitor the progress in the 

implementation process of the strategic plan. 

There are some fundamental differences between strategic planning and the traditional 

long-range planning to which we have become accustomed. The long-range plan tends to 

define goals and objectives for performance over a period of time, but it does not present 

the specific steps that are necessary to achieve those goals and objectives. The strategic 

plan, on the other hand, allows for the development of specific action steps that will guide 

the organization in the immediate future in the proper direction to meet the objectives of 

the plan. The future is used as a means of improving the decisions that are being made in 

the present. The strategic plan also looks at the organization in the context of the real world 

and does not assume that all of the organizational activities are conducted in a vacuum. 

The environment plays a part in the constraints that are placed on the organization in trying 

to achieve i~ goals. 
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Finally, the strategic plan must involve individuals from all levels of the organization. 

The individuals who will be affected by the changes will be the most valuable in providing 

input into the planning process. This allows managers the opportunity to do long-range 

planning while still functioning in the realm of participatory management. The end result 

• will be a plan which is easier to institute, more effective in impact and helps bring the 
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organization together. Figure 15 depicts the strategic planning process and the factors that 

will influence the decisions that are made. 

The organization that will be examined in formulating a strategic plan is a mid-sized 

police department in a city of 100,000 population. The city functions under a City 

Manager/City Council form of government, with most of the" administrative functions being 

carried out by the City Manager's Office. The city covers 17 square miles and is located in 

the eastern portion of Los Angeles County. The strategic plan will be based on the nominal 

scenario as presented in the futures section of this paper. 

The community is still predominantly white, middle class, but it has been shifting in the 

last several years. There has been an influx of Black and Hispanic residents, and more 

recently the Asian community has grown significantly. Most of the residents are middle 

class, but there are several upper-class housing tracts in the eastern portion of the City. The 

areas surrounding the City are considered, for the most part, as lower middle-and lower­

class housing tracts. 

The City is bisected by Interstate 10, which is a major route out of and into the Los 

Angeles area. The freewayprovides easy access to the community, both for legitimate visits 

and for the criminal element. Two large regional shopping centers are located along the 

freeway and contribute significantly to the City's sales tax base. Recently, several automo­

tive dealerships have been located along the freeway in an effort by the City's Redevelop­

ment Agency to further increase the sales tax base . 

. The Police Department consists of about 114 sworn officers and 40 civilians. There are 
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three major divisions in the Department consisting of the patrol, investigative and ad-

minstrative functions. Each division is headed by a division Commander. The Department 

has its own jail facility with sufficient room to house 40 prisoners. Currently, only pre-

arraigned persons are kept in the facility making it a Type I jail. 

The Department has a Local Input Termi~al (LIT) site to the Cal-I~ system. Many 

surrounding agencies use the site for their Cal-Id input and latent print searches. The jail 

will receive one of the automated laser print scanners, with direct access to Cal-Id, as soon 

as they are available. 

I 

• ,. _____________ W_O __ TS __ U_P_A_N_lA_~L_Y_SI_S __________ ~ 

• 

ENVIRONMENT 

Opportunities: 

Technological Advances 
Public Support 
Reduced Costs 
Reduced Crime Rate 
Political Action 

Threats: 

Public Perceptions 
Political Pressure 
Prison Overcrowding 
Court Overcrowding 
Civil Rights Issues 

ORGANIZATION 

Strengths: 

Increased Crime Solving Potential 
Reduced Technician Workload 
Reduced Jailer Workload 
Re-Exam Organizational Structure 
Expedite Background Investigations 

Weaknesses: 

Increased Caseload 
Training Issues 
Jail Housing Overcrowding 
Additional Staffing Needed 
Local Funding IssU\'~s 

Figure 16 
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Situation 
« 

The WOTS UP analysis looks at the external and internal influences that may affect the 

organization and the planning process. The factors in the environment (external) are seen 

as either Opportunities or Threats to the organization's goals and the internal organiza­

tional factors are seen as Strengths or Weaknesses that Underlie Planning. 

In completing the WOTS UP analysis, both sworn and non-sworn members of the 

Department were interviewed and asked how AFIS would affect their job performance. 

They were asked to look at the internal Departmental functions that could be affected and 

also, to look at the environmental factors that influence their jobs and that would also be 

influenced by AFIS. The results of the survey are presented in Figure 16. 

• 

There were several key environmental or external opportunities that were identified by • 

the group. The first was the potential for further and more dramatic advances in the 

technological aspects of AFIS. The live-scan technology was identified as the next major 

area of advancement. When live scan is in place in our jail facility, the overall workload 

for the jailers will be reduced. The jailers currently do three ten-print and one palm-print 

card on virtually all arrestees. This process can take as much as 15 to 20 minutes per arrestee. 

The live-scan technology, as predicted, will reduce this time down to less than five minutes. 

In addition, the information will be digitized and transmitted to Cal-Id automatically, 

reducing the workload for the fingerprint technicians. Looking into the future, as live scan 

becomes available in the patrol cars, the field officer will be more efficient in identifying 

persons and in locating any outstanding wants or warrants for that person. While being 

an opportunity, this will also be an internal weakness as the workload for officers, jailers 
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• and clerical staff is increased with the increase in arrests. 

The group felt that Statewide, the overall crime rate would begin and continue to 

decrease as the impacts of AFIS were felt. This would be expected as more and more persons 

who were committing crimes were identified and incarcerated. As the crime rate fell, 

several benefits would be apparent. One would be the increase in support for law enfor-

cement. At the local level, this would be translated into additional funding for law 

enforcement or at least a reduction in the budgetary cuts that have bUcome common in local 

jurisdictions throughout the State. Public support for law enforcement will also promote 

political action both at the local and State levels. Support from the political arena is. 

mandatory for such programs as Cal-Info, Cal-Photo, and specialized local programs, such 

as concentrated drug enforcement. The shift in public opinion as to the effectiveness oflaw 

• enforcement will have a significant influence at the political level. 

• 

The group also felt there would be a reduction in the costs associated with fingerprint 

processing at the State level. AFIS technology will have a significant impact on the ability 

of State criminal record bureaus to handle their ever increasing workload.21 At the local 

level, this will mean faster response times from the State, and more accurate information 

being returned. As will be discussed later, the background investigation process will be 

expedited as a result. 

Many of the opportunities in the environment can also be potential threats under the 

right circumstances. Increased public support can easily be lost as the public perception of 

21 Automated Fingerprint.Identification Systems: Technology and Policy Issues, U.S. Department of 
Justice, April 1987, p. 18. 
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law enforcement can be negatively impacted by AFIS. As the number of prosecutions and 

convictions increase and the prisons become more overcrowded, more and more prisoners 

will be paroled early. The public will perceive this as an overall lack of effectiveness of the 

criminal justice system. The media will promote the perception with articles on repeat 

offenders, haIn-vay houses and the like. The State Parole Office can expect a large increase 

in their workload as more and more persons are paroled. This must mean additional 

funding for parole functions at the same time as public support for the prison and parole 

systems will be at a low. Locally, the number of persons who are on parole and living in 

the community will increase. This will mean an increased workload for officers as parolees 

can be expected to require more attention than the general public. Halfway houses in the 

community will be viewed in a negative light by the public. This 'will put additional 

. pressure on the local agency to do something about the local parole situation. 

Additional prisons will need to be built to house the increasing numbers of convicts and 

a battle can be expected in trying to find suitable locations for the prisons. The local 

jurisdictions can expect to lose public support as the issue of where to locate new prisons 

is debated. 

The overcrowding of court calendars will also be an external threat. With that over­

crowding comes lighter sentences and probation in lieu of jail time. This will worsen the 

public perception of the crimin~ justice system, with all of the ramifications already 

mentioned. Also, employee morale can be negatively affected as officers see their arrestees 

receiving little, or no jail time for their convictions. The quality of prosecutions, in all but 

the most publicized of cases, will suffer which may have an influence on our investigators 
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to do a less thorough case preparation before bringing it to the District Attorney. The net 

effect will be a reduction in quality throughout the system. 

Finally, the civil rights issues that AFIS raises will be a large threat in the environment.. 

The ramifications are clear as the Supreme CQurt rules that the AFIS database is too broad 

or can't legally use such a wide criteria for placing fingerprints into the system. With a 

ruling like that and the subsequent vast reduction in the size of the database, the overall 

effectiveness of AFIS will be reduced and may even be eliminated. Again, this impacts 

public perception, political support, and funding issues. 

The internal organizational strengths that would surface as a result of AFIS were 

identified by the group. The increase in crime solving ability was foremost among the 

strengths. As AFIS becomes fully implemented, the ability to solve virtually all crimes in 

which fingerprints are located becomes a reality. The positive effects on community 

support, positive media coverage, and an overall increase in the morale of the organization 

would be realized from a very high crime clearance rate. This in turn would allow officers 

to spend more time on the "servicell functions that we carry out, such as family mediation, 

community education, and dispute resolution. 

There would also be a reduction in the workload of several positions in the organization. 

The jailers, as alreajy mentioned, would be freed from the time consuming and mundane 

process of providing multiple fingerprints on every arrestee. The live-scan fingerprint 

reader will give them more time to attend to prisoner needs, conduct inspections and 

complete their paperwork. This would also relieve some of the clerical workload currently 

carried by the staff in the records bureau. The fingerprint tec~icians at the Department 
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would also be freed from the mundane process of inputting each ten-print card into the 

Cal-Id system. With live-scan and direct input into Cal-Id, the technician can spend more 

time working with crime scenes and latent prints. The live-scan latent print reader will, as 

predicted, allow the technician to locate virtually all latent prints at a crime scene. The 

additional time available to the technician will further increase the overall effectiveness of 

AFIS. 

As the workload in the organization shifts, an examination of the overall organizational 

structure will be necesfiary. This is seen as a strength by the group as a means for the 

organization to adapt and grow to the changing environment. Some positions may be 

eliminated or reduced, while others will be increased to compensate for the chru'Lging work 

levels. 

One final strength would be an improvement in the background investigation process. 

Currently, the Department must submit ten-print cards for all potential employees to the 

State and wait for a manual search of the repository in an attempt to locate a match. The 

process is slow and less than accurate. With the full Cal-Id implementation, the background 

investigator can submit prints directly to Cal-Id and get an immediate response. This will 

speed up the process and insure that the information obtained is accurate. 

There are also internal weaknesses that were identified by the group. First is the 

increased caseload for detectives. As the number of persons identified by Cal=Id increases, 

so will the caseload for investigators. Each case will still require a thorough preparation, 

even though the suspect has been identified by fingerprints. As the nominal scenario 

predicts, defense attorneys will put pressure on the system by taking all cases to trial in an 
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attempt to save their clients. This will mean that investigators will be spending additional 

time in court and have less time to prepare their cases. The net result will be a need for 

increased staffing in those positions related to case preparation and investigation. 

As the advances in technology continue, the Department will be required to train its 

personnel in the use of the new equipment. Live-scan readers, latent print scanners and 

the associated radio and computer equipment will require that the Department keep current 

in training and maintain accurate records of that training. Court cases may depend on the 

level and currency of the training provided for the personnel using the equipment. 

A major internal weakness identified revolves around the local jail and its future role in 

the agency. Currently, the jail houses pre-arraignment arrestees only. These persons are 

turned over to the County jail system when they appear in court. As the State prisons and 

County jails become more and more overcrowded, the local agencies will be forced to house 

their own prisoners for extended periods of time. Increased jail population fosters increased 

costs and staffIng needs. Poor public relations will ensue as more and more persons are 

released from jail on citation because there is no place to house them. Morale will also 

decrease as officers see their arrestees on the street before their shifts end. 

The Department will require additional staffing at all levels to keep up with the 

increased workload. Oerical support, computer support and administrative support will 

- all need to be increased to provide adequate levels of service. This will require increased 

funding and support from the political structure in the City. Poor public perceptions of law 

enforcement will force the agency to justify the fiscal needs in a hostile political climate. 

Astute planning will be required to offset the ever worsening public perceptions. 
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The final step in the situational analysis is the strategic assumption surfacing technique 

(SAST). The intent in this section is to identify the stakeholders in the operations of the 

Police Department and then identify the basic assumptions under which each stakeholder 

is operating. For the purposes of this discussion, a stakeholder is defined as any individual 

or group that might be affected by or might attempt to influence the operations of the Police 

Department. One particular type of stakeholder is the snaildarter, defined as one who, by . 
surprise, can have a negative effect on the overall operation. 

The following stakeholders have been identified as having two key characteristics. One 

is that they are influenced by or can influence the operations of the Police Department and 

two is that they will play an important part in the Department's response to the AFIS issue 

over the next decade. 

(1) General Public 

(2) Police Administration 

(3) City Manager 

(4) Police Union 

(5) City Department Heads 

(6) Business Community 

(7) Court System 

(8) District Attorney 

(9) City Council 

(10) Employee Associations 

(11) State Legislature 
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(12) Governor 

(13) DeparanentofJustice 

(14) Media 

(15) Civil Rights Activists 

(16) Private Vendors 

Each of the identified stakeholders will operate on the issue with a basic underlying set 

of assumptions. While we cannot know for certain each stakeholder's assumptions, it 

would be valuable to anticipate under which assumptions each might be operating. This 

will provide the framework under which we can attempt to predict their behavior and 

modify our strategic plan to anticipate their actions. The basic assumptions for each 

stakeholder are: 

(1) General Public: Concerned about their safety arid what it will 

cost them. Easily influenced by the media. Crime is theirtop~most 

priority, and they expect something to be done about it. They 

expect prompt and courteous service fr?m the police. 

(2) Police Administration: Basic assumption is maintenance of the 

status quo. Concerned about reducing the crime rate, but cautious 

about new technology. Does not trust the media. Dedicated to 

providing the best service for the available funds. Issues such as 

prison overcrowding and court congestion are not their problem 
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and should be handled at the State level. 

(3) City Manager: Most cost conscious of the group. Wants the 

Police Department to be part of City government and work with 

other Department Heads. Concerned about poor public 

perceptions of government. Feels the police may have too much 

power and authority in the community. 

(4) Police Union: Prime concern is the number of sworn officers 

approved, for the Department and the workload they carry. Will 

see AFIS as increasing their overall workload and will expect more 

positions and increased salaries. 

(5) City Department Heads: Concerned about the amount of money 

the Police Department gets from the General Fund and the lack of 

influence they have on that figure. AFIS will require additional 

funds to be shifted to .the Police Department at the other 

DepartmentS expense. 

(6) Business Community: Will expect the police to use AFIS to reduce 

the impact of crime on the businesses in the community. Pressure 

will be applied to allow access to the State fingerprint data base. 

Will expect more officers assigned to fraud type cases. 

. (7) Court System: Will be overrun with cases and will attempt to 

arbitrate them away. Sentences will be lighter and trials will be 
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expedited. Any cases prepared by the police which are not rock 

solid will be rejected. There will be friction between the court 

system and law enforcement. 

(8) District Attorney: Will be pressured from both sides. Law 

enforcement will expect prosecutions for all cases with little 

negotiation. The court and prison systems will push for lenience, 

probation, and community service as sentences. The public 

influence will dictate the results. 

(9) City Council: Concerned mainly with their image and with 

re-election. Any negative -publicity is to be avoided. Crime is an 

important issue, but it will not overshadow everything else. 

(10) Employee Associations: The non-sworn employees will also be 

concerned about workloads. Higher salaries will be demanded. 

High turnover rates can be expected. 

(11) State Legislature: Controls the funding for AFIS, prison 

construction, and training through POST. Prime concerns are 

re-ele.ction and community support. Little concern for the 

problems of local agencies. Will not support any major changes 

in the system. 

(12) Governor: Prime motivating factor behind technology in law 

enforcement. Wants to have an impact on the crime rate. Will 
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(13) 

(14) 

(15) 

listen to local administrators and attempt to solve their problems. 

Wants law enforcement's support in the election process. 

Department of Justice: Will move ahead as quickly as possibk! 

with AFIS and related technology. Little concerns for the 

corrections issue. Can be a strong influence on District Attorneys 

and County courts. 

Media: Will take advantage of the situation -to make headlines. 

Much will be made of lighter court sentences and prison 

overcrowding. Will have the strongest influence on public 

perception and support. Must be taken into account when doing 

the strategic plan. 

Civil Rights Activists: A snaildarter who could bring the entire 

system to a halt. Strong pressure against invasion of privacy 

issues. Will resist the AFIS data base. Can slow the court system 

to a grinding halt. Will have a strong influence on public 

perceptions. 

(16) Private Vendors: The second snaildarter. Expect a lack of 

cooperation among vendors. Little likelihood for nationwide 

AFIS. Too much money at stake and too little governmental 

controls. ,.vill promote their systems with private business to 
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• access the AFIS data. 

One useful way of presenting the stakeholders and of analyzing their significance is the 

SASTMap 

CERTAIN 

Department of Justice 

Police Administration 

General Public 

Busines8 Community 
City Department Heads Civil Rights Activists 

City Manager 
Employee ~ations Media 

UNIMPORTANT------------------------r------------------------- IMPORTANT 

Dislrict Attorney 

• Governor 

Police Union 

Court System 

Private Vendors 
City Council 

State Legislature 

UNCERTAIN 

Figure 17 

SAST map. The SAST map plots all of the stakeholders on a single grid which shows their 

relative importance to the issue and'the degree of certainty given to the analysis 9f their 

assumptions. The map makes it easier to visualize all of the players and evaluate their 

potential influence on the strategic plan. 

• 
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Figure 17 shows the stakeholders identified in the previous discussion and their relative 

positions of importance and certainty. Several key factors become immediately apparent 

when looking at the map. One is that the elected officials, which include the Governor, 

State Legislature, and City Cou...ncil, are all important to the issue and are difficult to predict 

with any certainty. Any plan must take into account the fact that elected officials, although 

they may pledge support, can be expected to change their perspf'ctives many times as the 

mood of the public and media shift on an issue. 

A second key factor is that the civil rights activists and private vendors, both snaildarters, 

are very important to the successful implementation of the strategic plan. Alsp, there is 

uncertainty about the position of the private vendors which may change as the funding 

issues and political climate change. The civil rights activists are probably the most·impor-

• 

tant single stakeholder, and their assumptions are fairly certain. The implications are clear • 

that in order for any plan to be successful, the civil rights issue must be analyzed and dealt . 

with effectively. 

The media and public are also rated as very important to the implementation of the plan. 

There is an interesting situation involving the media and public. Their assumptions are 

rated with some degree of certainty, while the stakeholders which they s~pposedly in­

fluence, namely the elected officials, are rated with little certainty. The map indicates that 

special interest groups are probably responsible for the lack of certainty in predicting the 

actions of public officials and should be considered when developing the plan. Although 

too numerous to be considered as stakeholders, these special interest groups can be 

expected to influence the elected officials at least as much as public opinion and desires do . 
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Finally, the overall map distribution shows that all but three of the stakeholders 
~ 

assumptions are import~t to the organization in formulating the strategic plan. The three 

that are rated as relatively unimportant, should still be considered in formulating the plan, 

but with much less emphasis than the others. 

Mission Statement 

The Department has a mission. statement which is updated every year as part of the 

budget process. The mission statement for 1989-1990 is as follows: 

(1) Continue to maintain a safe environment throughout the 

community by providing high quality and responsive police 

services. 

(2) Continue to involve citizens in the crime prevention effort 

through Neighborhood Watch programs. 

(3) Continue to work with civic groups and other agencies in an effort 

to suppress gang and drug activity in the community. 

(4) Enhance employee development through specialized training, 

thus increasing our level of service to the community. 

(5) Further implement innovative technological advancements 

within the Department. 

In addition to the mission statement, the City has developed an organizational values 
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statement which reflects those values that the employees felt were most important in .. 
providing the best service to the community. This statement was developed by the 

employees and presented to all employees at an organizational values workshop. Though 

police departments are typically seen as being apart from the rest of City government, the 

values statement was well received by the Police Department personnel. Because of their 

importance to the entire City government, including the Police Department, the organiza-

tional values are presented here: 

(1) We are dedicated to service, committed to identifying and 

addressing individual and community needs, to enhance the 

quality of life in our city . 

. (2) ··We are a leader among cities. We are a progressive organization, 

reflecting pride, excellence, and strong leadership. 

(3) We believe in the value of teamwork. We are united in our efforts 

to support, respect, and encourage individual talents and 

contributions directed toward our mutual goals, within a caring, 

positive, and productive environment. 

(4) We encourage the open exchange of ideas and information among 

all employees t.o achieve effectively our common purpose. 

(5) We are committed to a climate of trust and openness and 

encourage personal and professio~al growth through meaningful 

participation, training, and timely recognition. Each employee's 
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• contribution is the key to our success. 
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6) We recognize the importance of change and challenge ourselves 

to be open minded and creative. We encourage innovation and 

recognize contributions towards this objective. 

(7) We are individually and collectively responsible for the sound 

management of all resources to ensure fiscal stability. 

(8) We take pride in ourselves, our orgaIrlzation, and our community, 

as we work together to deliver professional service to the people 

of our City. 

Neither the mission statement nor the organizational values statement relate directly to 

the Department's response to the impact of AFISi each sets the climate under which the 

Department operates. These underlying assumptions provide the guidelines under which 

the strategic plan will operate. 

Modified Policy Delphi 

As previously mentioned, the "what will be" scenario was chosen as the basis for the 

Strategic Planning Process. In that the topic of this study is primarily focused at the State 

level, it is anticipated that local jurisdictions will have littl~ input into the State planning 

process. As a result, the local jurisdictions should be developing a strategic plan that will 

anticipate the future state of affairs and make the best use of available resources as the 

events begin to unfold. The basis of this future state of affairs is the "what will be" scenario. 
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In addition to formulating policy alternatives for their mvn jurisdiction, it was also 

requested that suggested policy alternatives be prepared for the various State and County 

agencies that could have an impact on the issue and the planning process. The 'Strategic 

plan that has been developed will be presented in two parts. Section one will deal WitJ.l the 

local jurisdictions and their alternative plans for the future, and section two will deal with 

. the broader County and State jurisdictions and the suggested alternatives for their con-

sideration. 

The modified policy delphi is a process in which policy issues are examined by a group 

of.individuaYs, alternatives are suggested, and through a group process, a consensus is 

reached on the most appropriate policy strategy to implement. The feasibility and 

desirability of each alternative strategy are evaluated and a ranking score is assigned to 

.. 

• 

each. Based upon the scores, the two top choices and the most polarized choice are kept • 

for further discussion. At the conclusion of the discu!Jsion process, the three strategies are 

scored again, and the highest scorilLg strategy is chosen as the basis for the strategic plan. 

A group, consisting of the Chief of Police and his three Commanders, was chosen to 

participate in the modified policy delphi. The results of that process will be presented here 

and are the basis for the transition management section of this research. 

Local Strategies 

The following six policy strategies were distilled from a list prepared by the delphi panel. 

The thrust of each policy alternative was that the future state of the agency was known 

with some certainty and each alternative would provide the best means for allocating 
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• resources under those circumstances. 

(1) Prioritize misdemeanor crimes. 

(2) Major public relations campaign. 

(3) Personnel assigned to monitor local parolees. 

(4) Major lobby campaign at the State level. 

(5) More personnel assigned to the investigative functions. 

(6) Civilianize forensic positions within the department. 

A discussion of each alternative will provide an insight into how it prepares for the 

• future as predicted. 

• 

Prioritize misdemeanor crimes: The future scenario predicts that the court system will 

be heavily overloaded with extended trial dates. Also, the prison system is well above its 

rated capacity and is releasing prisoners just to to make room fo7.' the new arrivals. Each 

year, the Department arrests and processes a large number of persons for low grade 

misdemeanor property crimes, such as shoplifting. These cases require the same prepara­

tion and District Attorney action. as the felony cases and crimes against persons. It is 

suggested that an in-house process within the Police Department which will allow for the 

return of the stolen property and counseling of the offender, without taking the case to 

court, will ease the workload of all agencies involved. This process would be followed for 

a first or second offense only, with any ~ubsequent arrests being processed in the traditional 
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manner. 

Major public relations campaign: The scenario predicts that the public image of law 

enforcemr=nt will be at an all-time low. This is due to the large number of persons being 

paroled which the public will perceive as the criminal justice community not doing its job 

and flooding the streets with persons who should be in prison. The Department, in a 

pro-active move, could initiate a massive public relations campaign at all levels of the 

agency. Each employee who had contact with a citizen would take the time to explain the 

direction that law enforcement was going and the ramifications that direction was going 

to have on the community. The intent of the campaign would be to prepare the community 

for the situation as predicted and provide a buffer for the agency so that the negative 

perceptions by the public would not equate to budget cuts and an overall reduction in 

service levels. 

Personnel assigned to monitor local parolees: The Department would assign at least 

one officer, perhaps more, to monitor all of the parolees who are living within the com­

munity. The scenario predicts that the communities will be flooded with parolees who have 

been released early in order to make room for additional persons sentenced to prison. The 

parolees will be an additional burden to the Department on two levels. First, the com­

munity will expect the Department to protect them from the potential threat that the 

parolees pose, and second, the parolees will in fact commit additional crimes which the 

Department will be required to investigate. While there is a parole agent assigned to each 

parolee, much closer monitoring will be needed than can be provided by the local parole 

agent. 
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• Major lobby campaign at the State level: The City Council will need to make a 

commitment to expend funds in areas that will be applied towards a major lobbying effort 

by all local jurisdictions to force the State to build additional prisons, expand or upgrade 

the existing facilities, provide the additional personnel needed to support the facilities, and 

provide the support needed to monitor the increas~d level of parolees leaving the system. 

The feeling is that unless there is pressure put on the State, the prison issue will not be dealt 

with in a timely fashion. 

More personnel assiga"1.ed to investigative functions: With the success of the Cal-ID 

system, the number of cases that will need to be investigated and prepared for court will 

increase substantially. Although the overall crime rate may remain the same, the clearance 

rate will go up, and as it does, the workload for investigators will increase correspondingly. 

• In order to insure that the quality of the investigations does not suffer and the cases are 

handled in a timely manner, additional personnel will be needed. The probability is that 

• 

these will be new positions rather than a shifting of personnel from one area to another. 

Additional personnel equates to additional funding and all of the ramifications associated 

with that issue. 

Civilianize the forensic positions within the Department: Currently there are four 

persons within the Department that are certified to use the Cal-Id system. Only one of these 

is qualified to testify in court, and he is a sworn officer. The suggestion is that the forensic 

positions specify a non-sworn person to fill the position. In addition, all of the technicians 

would be trained sufficiently so that they would qualify as fingerprint experts and be able 

to testify in court. With the large number of cases being filed, based upon fingerprint 
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identification, more court qualified technicians will be required to keep up with the court 

calendars and to stay current with tlle workload at the agency. 

External Strategies 

Based upon their dis,cussions, the delphi group developed several alternatives which 

were intended to be applicable at the State level of strategic planning and policy formula­

tion. 

(1) Increase in in-house incarceration. 

(2) Criminal over civil priority in court. 

(3) Night and weekend court days. 

(4) Prison construction using prisoners as workers. 

(5) More emphasis on rehabilitation. 

All of the alternatives center on the judicial and penal phases of the law enforcement 

process. The feelings of the group were that the system would need to be able to handle 

the large increase in prosecutions and convictions and at the same time, do something 

positive to break. the cycle of parolees committing more crimes and being returned to prison. 

A brief discussion of each alternative follows. 

In-house incarceration: This is a technological solution to the overcrowding problem 

that has been used successfully in several jurisdictions. The prisoner has an electronic 

• 

• 

monitor attached to an ankle or wrist and is confined to his home. If he attempts to leave • 
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the residence, an alarm is sent to the local police department, and the prisoner will 

subsequently be confined in prison. This can be used with non-violent felons as a means' 

of confining them without taking .up a prison bed.. 

Criminal over civil court priority: The State must mandate that in all jurisdictions, 

criminal trials will take priority over civil cases. This could provide many more court rooms 

and judges to handle the increased criminal caseload, but of course, the civil calendar will 

suffer. 

Night and weekend court days: This has also been used on a limited basis to help relieve 

congestion in the criminal courts. Judges could be contracted to work the additional time, 

or local attorneys could be assigned to hear the preliminary cases. This process could free 

the normal courts from having to hear preliminary and traffic cases so that they could 

concentrate on the criminal hearings. 

Prison construction using prisoners as workers: This was suggested as one means of 

significantly reducing the costs associated with new prisons. All inmates in the prison 

system who qualified would be able to work on the construction projects and would be 

paid at a significant, but reduced rate. This would also have the benefit of preparing them 

for a job once they were paroled from prison. 

More emphasis on rehabilitation: The group felt that this was really the key to a 

successful program. Until the cycle of arrest, conviction, sentence, and parole can be 

broken, little impact could be made on the overall issue. This area requires prompt and 

significant attention at the·State level. 
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The delphi panel completed the process using the six alternative local strategies as • 

presented. For each strategy, the feasibility and desirability of the option were evaluated 

and the alternatives were placed in rank order. Based upon the group scores, the alternative 

that was chosen as the one which would have the greatest impact was the prioritization of 

criminal offenses. This strategy will be used as the basis for the transition management 

plan. 
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Transition Management Plan 

The delphi panel has established a policy direction that they would like to see the City 

institute. This strategy is based upon the predictions in the "what will bell scenario that 

would have a direct impact upon the local agency. These predictions include increased 

workloads for investigative and clerical staff, much increased congestion in the court system 

and prison system, and the expectation that the community '\o\rill receive an. increase in 

parolees as the number of persons released from prison increases. In response to these 

impacts, the panel felt that a prioritization of misdemeanor criminal offenses should be 

established: The proposed strategy will do several things towards reducing the impact of 

AFIS technology on the local agency. 

A description of the proposed plan and its implications will assist in understanding how 

it will reduce the negative effects of AFIS on the agency, and hopefully, on the entire system. 

The group felt that the number of criffiinal cases that could be filed in court would increase 

substantially as a result of full AFIS implementation. Since the agency only has a limited 

number of investigators to prepare, file, and testify on those cases, it was decided that certain 

low-grade offenses could and should be handled at th.e local level. The criteria decided 

upon was that of certain misdemeanor crimes wherein the suspect had no more than one 

prior offense. The majority of these crimes would fall into the shoplifting and simple assault 

categories. However, these two categories make up a substantial portion of the cases filed 

in court each month. 

If an individual qualified for the program and if the individual was cooperative ""rith 

• the investigator, a recommendation could be made that the property be returned or paid 
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for and the individual would be counseled and released. In the case of a simple assault, a 

counseling session would be scheduled with the suspect and victim with possible damages 

to be paid by the suspect. The individual would be expected to sign" a waiver which 

indicated that he had in fact committed the crime and would return or pay for the property, 

or pay the damages assessed. This form would be kept with his arrest file and could be used 

to indicate prior offenses, if needed. 

The results of this program would be that a fifteen-minute counseling session would 

replace a full investigatiori, preparation for court, preliminary hearings, and jury or court 

trials. Investigators would be freed up to work on felony cases, and the burden on court 

" calendars would be reduced. By freeing up one or two investigators, more time could be 

spent on the parolee issue and on providing a feeling of security in the community. The 

net effect of this strategy would be the addition of several more officers on the Department, 

without incurring the associated costs. 

Critical Mass 

In order to develop a transition plan to implement this strategy, the group identified the 

critical mass of individuals whose support would be crucial in order for the plan to be 

successful. Each of the key participants will be evaluated as to their current commitment 

to the plan, the· minimum level required of them, and a strategy to be used with each 

member in order to ensure implementation of the plan. The critical mass was identified as 

follows: 
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• (1) Police Chief 

(2) City Manager 

(3) City Council 

(4) I?istrict Attorney 

(5) Police Union 

(6) Business Community 

(7) Commanders 

Six of the seven identified members of the critical mass, were also pr~viously identified 

• as stakeholders in the entire AFIS issue. Their passive, if not active, support of the strategic 

plan will be required in order for the plan. to be successful. A discussion of each member's 

views, their current position, expected position, and a means for moving them into the 

support arena provides the basis for the transition management plan. 

The Police Chief developed the strategy as presented here. He is a pro-active ad-

ministrator who realizes that unless some steps are taken to reduce thE;! impact of the 

increased workload, both the quantity and quality of his Department's work will suffer. 

After an in-depth analysis of the various alternatives as presented, he chose the option 

which would have the greatest impact on the issue. Although the option is a new and risky 

approach to law enforcement, he was not afraid to extend his agency into the new arena. 

Figure 18 is the Readiness/Capability chart. The chart is intended to show the critical-mass 

• 
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actors, their readiness to accept the changes that have been proposed, and their capability 

to implement the change. As indicated on the chart, the Chief is high in both readiness and. 

ca_pability. This is not to imply that he alone can implement the plan, but he will lead the 

other members of the critical mass in the direction of implementation. His influence will 

be used on several other members of the group to change their views on the proposed 

READINESS/CAPABILITY . 

Readiness Capability 
Actors 

High Medium Low High Medium Low 

Police Chief X X 

City Manager X X 

City Council X X 

District Attorney X X 

Police Union X X 

Business Community X X 

Commanders X X 

Figure 18 

changes. 

The City Manager is a politically conservative individual whose prime concern is the 

levels of service to the community and the outward appearance of his City to potential 

business interests that may be considering moving their offices into the jurisdiction. The 

City Manager is very responsive to the City Council, which at the present time is somewhat 

unstable. He has traditionally supported the Police Chief when innovative programs such 
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.' as drug enforcement teams, canine units, school resource officers and drunk driving teams 

were proposed. However, in this case the City Manager will be reluctant to lend his 

support. As Figure 18 indicates, the City M~ager has a medium readiness to accept the 

plan, but a high capability to impact it. He will be concerned that poer media coverage 

combined with low community support may have long lasting negative ramifications for 

the City. He will definitely expect to see strong business support for the plan before he 

commits himself. 

The City Council will be reluctant to support the program, probably on the basis that it 

is something new and controversial, and could adversely affect their tenure on the council. 

The City has a very active Chamber of Commerce whi.ch is very influential with the Council. 

It can be anticipated that at least some of the members of the Chamber will be strongly 

• opposed to the plan. This will translate into a lack of Council support. Figure 18 indicates 

that the Council has a low readiness to accept the plan and a high capabili,ty to impact it. 

• 

The media can also have a significant effect on the mood of the Council. If there is negative 

publicity about the program, the Council will lose whatever interest they had. They will 

not be persuaded by the cost savings that the program generates to an extent that cost 

savings alone will win their support. It will be up to the strong political forces in the City 

to generate sufficient support for the plan. 

The District Attorney, as indicated in Figure 18, will not be ready to a.ccept the new plan. 

This is due to the traditional role that the District Attorney's Office plays in the' law 

enforcement community. The D.A. is charged with two roles in our system. One is to 

evaluate the merits of a case against a person and to decide if the evidence is sufficient to 
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warrant a prosecution. The second is to actually present the case in court with the intended 

result being a successful prosecution. Subtley included in these roles is the responsibility 

to ensure that the accused individual rece~ves a fair and impartial trial. The plan, as 

outlined, removes the District Attorney from the loop and allows a suspect to admit his guilt 

without benefit of the District Attorney reviewing the evidence in the case. There exists 

the potential for alienation of a person's rights in this process, and the District Attorney will 

be strongly opposed. It will be necessary for the Chief and his staff to convince the District 

Attorney that those concerns will be closely monitored to ensure a fair and impartial 

program. There will be strong benefits for the District Attorney's office should the program 

be successful and be implemented Countywide, and it is these benefits that the Chief must 

use as his selling tools. 

• 

The Police Union will take a middle of the road stance on the issue. While the Union • 

cannot directly prevent the program from being initiated, their lack of support can be 

harmful in the public perception and Department morale arenas. The concern of the Union 

will be that new assignments and additional workloads may be added to investigative 

personnel as they take on the role of counselors, rather than the agency adding additional 

persOlmel to handle the increased caseloads. Also, the patrol officer may be reluctant to 

arrest suspects in misdemeanor cases, expecting that the person will be released with no 

prosecution. The Union may fear that the program would later be expanded to include 

traffic citations or low-grade felony cases. Overall Department morale could suffer if the 

Union became disenchanted with the program. The Police Commanders, who are also part 

of the critical mass, will have a key role in ensuring that the Union is kept fully aware of 

the program and its successes as well as any anticipated changes that may need to be made . 
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The business community, represented by the Chamber of Commerce, will be reluctant 

to give their support to the program. The City has a very strong Chamber that prides itself 

on strong support for law enforcement in the community. They also expect that persons 

arrested for property crimes against their businesses will be prosecuted to the fullest extent 

of the law. The members of the Chamber will not wantto see shoplifters go free with merely 

a counseling session. They will fear that as the program gains wide recognition, the number 

of shoplifters will increase and in fact, the shoplifter will be attracted to this community 

knowing that their chances of being prosecuted may be less than in surrounding areas. The 

City Manager will have to playa key role in persuading the Chamber to lend its .support, 

at least for a trial basis. There are benefits to the business community that can be used to 

sell the program. Investigators will have more time to devote to major crimes in the area 

and hopefully reduce the robbery and burglary rates in the community. Also, under the 

plan, the businessmen will have a greater likelihood of getting their property returned, with 

additional damages paid, than they currently do. As with the Police Union, the business 

community can not stop the program, but they can strongly influence overall community 

support. 

The three Police Commanders will be responsible to ensure that the program implemen­

~tion in the Department is successful. They must structure the details of the program to 

achieve the best possible benefits from the increased time that the investigators have. They 

are the primary liaison with the majority of the Department's sworn personnel and must 

convey a thorough understanding of the program to all members of the Department. The 

Commanders will be responsible for the actuaillnuts and bolts" details of the program, and 

once the program is working, they will be the liaisons with the outside agencies and groups 
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that are impacted by the program. As Figure 18 represents, they have a high level of 

readiness to support the plan and will be expected to feedback on any issues that surface 

as the details of the plan are placed into action. The Chief will be responsible for the political 

issues that surface while the Commanders will be responsible for the mechanical or 

technical issues. 

Commitment Planning and Negotiation 

In their book Organizational Transitions, Beckhard and Harris speak of specific inter­

vention strategies that can be used to create the proper :'conditions for commitment.,,22 The 

intent of the strategies is to give the administrator a set of tools to deal with resistance to 

change. The first step in the process is to plot the current commitment to the overall plan 

that each member of the critical mass has. Based upon an assessment of their respective 

commitments, a determination is made whether or not an individual member needs to 

change his commitment level and, if so, in which direction. Figure 19 displays the commit-

ment planning level for each member of the identified critical mass. The "X" portion of the 

chart represents their current commitment to the progra~ and the "a" portion represents 

the position that they should be in to best serve the implementation of the plan. It is the 

purpose of the intervention strategies to assist in moving an individual from his "X" location 

to his "a" location. A discussion of each member of the critical mass, and of the necessary 

position changes that are required for successful implementation of the plan, will provide 

the basis for the management structure that will be defined to supervise the overall efforts. 

22 Beckhard, R and Harris, R Organizational Transitions. Addison-Wesley Publishi~g Company, 1987, 
p.94. 
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.Commitment Planning 

Actors in 
Block Change 

Let Change Help Change Make Change 
Critical Mass Happen Happen Happen 

Police Chief XO 

City Manager X 0 

City Council X 0 

District Attomey X 0 

Police Union X 0 

Business Community X 0 

Commandets 0 X 

Figure 19 

• The Police Chief requires little discussion. The plan, as put forth, was his recommenda-

• 

tion to reduce the burden caused by the increased workloads as a result of AFIS technology. 

As seen in Figure 19, his current position and his expected position on the issue is to make 

it happen. The Chief will be the motivating factor behind the implementation of the plan 

within the Department, and he will be the major political influence with the other members 

of the critical mass that are external to the Department. The Chief will have three members 

of the critical mass to concentrate on. The City Manager, District Attorney, and Business 

Community will all need special attention to persuade them to at least let the change 

happen. The specific techniques for each will be presented in their respective sections. The 

Chief will expect that once the City M~ager has been convinced, he will be responsible to 

lead the Council in the desired direction. 

. 89 



As previously mentioned, the City Manager has traditionally supported the Chief in his 

innovative plans. He is a conservative manager who is very concerned with the image that 

the City conveys to both the public and the business interests. He is currently involved in 

a long- range plan to improve the overall image of the City and of the area in which it is 

located. The intent of his plan is to attract new business to the area in order to substantially 

increase the sales tax base of the City. Currently, sales tax provides for about one-fourth of 

the City's revenue and is the major contributor to the General Fund. In order for the City 

to remain solvent in the next few years, the sales tax base must be increased. The City 

Manager is also very concerned about the level of service that the community receives. He 

expects all employees to be responsive to community needs and provide the best service 

possible from their respective offices. 

I 

• 

With this background, the Chief will need to structure his presentation to the City • 

Manager in a way which will reinforce those two prime areas of concern. The Chief has 

two strong selling points. The first is that his plan will provide additional investigative time 

to follow up on the major crimes that strike the business community. High burglary and 

robbery rat~s within the business community can create an atmosphere of fear that will 

prevent new business from moving into the area. On the other hand, a good clearance rate 

and strong support of the business community by investigative personnel can create an 

atmosphere of safety and partnership that will attract new business to the community. The 

second selling point is the additional man power and time that will be available to create 

that same sense of safety and partnership within the community. The parolee issue can be 

dealt with using some of the available investigative tirrie, and the image of officers on the 

street maintaining close contact with this segment of the population will increase the overall 
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• feelings of safety within the community. The Police Department is a service organization, 

and every ~pportunity must be made to reflect that image to the public. 

The City Council will be the primary responsibility of the City Manager. The factors 

that motivate the Council are centered around their tenure in office and their image with 

the public. The City currently has an argum,entative Council which is split on most issues. 

This translates into a poor image for the City, both with the public and with the potential 

new business interests. This provides an opportunity for the City Manager to unify the 

Council around a couple of key issues and improve the overall image of the City at the same 

time. The City Manager will attempt to unify the Council around the benefits of the plan 

which Win enhance their positions in the community. As more emphasis is placed upon 

major crime investigation and as the public perception of a safer community is increased, 
. . 

• the Council will realize the benefits in increased support at election time, more positive 

media coverage, and renewed business interest in the area. In order for the plan to succeed, 

• 

the Council will only have to move into the "let it happen" category as shown in Figure 19. 

The risk to the Council is minimal because they will not necessarily be vocal or outspoken 

on the issue. By taking a subtle position, the Council will allow the plan to move forward, 

while placing themselves at minimum risk. 

Perhaps the most difficult of the commitment changes that need be made rests with the 

DistrictAttorney. Figure 19 shows that the District Attorney willneed to make a major shift 

in commitment level. Currently, the District Attorney will want to block the change. This 

is mainly due to the loss of control their office will have if they give up the total authority 

that the District Attorney's Office currently has. It is always difficult to get someone to 
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release a little bit of their authority and power. The Chief will be the primary negotiator 

with the District Attorney. He must be cautious not to let the discussions tum into.a power 

3truggle for authority to decide the ultimate dispositions of misdemeanor cases. Rather, the 

Chief must convince the District Attorney that this plan will free up his deputies to spend 

more time on the major cases and help remove the backlogs from the courts. The District 

Attorney is an elected position, and this plan can be used to improve the image of the office 

and provide good exposure in the media for the organization. The Chief will want the 

District Attorney to actively help the plan succeed. This may include training and support 

from deputies as well as promoting the program with other jurisdictions. Also, the Chief 

will expect the major cases which are filed with the District Attorney to receive more time 

and attention than the ctirrent workloads will allow. 

• 

The Police Union will be the primary responsibility of the three Commanders. The Chief • 

will provide the overall structure and expect the Commanders to carry the message to the 

officers. This will include a background.on the issue, the intent of the plan, the details of . 

its implementation, and a method for feedback on its successes and failures. Participation 

on the part of the Union will be important in all phases of the implementation. It will be 

crucial that the Union be included in the feedback loop so that they can feel as though they 

have a voice in the plan. The prime concerns of the Union will be the loss of possible sworn 

positions, the possible negative effects on overall morale, and the workloads of inves-

-
tigators. Each of these can be dealt with by the Commanders if an open line of communica-

tion is established and strongly supported. As Figure 19 indicates, the Union will be 

expected to commit to helping the change happen. Their support with the public, especially 

with the business cQmmunity, will be the most crucial influence on the overall perception 
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• of the plan. The Chief must be open to their suggestions and responsive to their needs. The 
ill 

atmosphere of honesty and support that is created with the Union on the issue will be 

transmitted to the public via the normal contacts that officers have with citizens. 

The business community will be another area that the Chief must devote much effort. 

He is currently well respected by the Chamber of Commerce, and they have supported 

many of his other programs. Education will be the key to success in this arena. The Chief 

must make the business community aware of the impacts thatAFIS technology has brought, 

the ramifications of those impacts for the business community as a whole, and the improve-

ments that will be realized with the implementation of the Chiefs plan. The Chamber will 

be receptive to an honest and logical approach, but will be reluctant to lend their full 

support. Fortunately, as Figure 19 displays, the business·community .. need only let the 

• change happen for the program to be successful. It can be expected that after the program 

has been in place for some time and has proved to be a success, the business community 

• 

will rally in strong support and be influential in assisting other jurisdictions in implement-

ing a similar plan. The strongest benefit to the business community is in the additional 

officers and timethat can and will be devoted to th?, major crimes that affect them. Through 

the education process, the Chief must also convince them that the suspect who is counseled 

and released is not getting away with something and will find himself in court if the offense 

were to occur again. The key here is to overcome the perception that persons who commit 

misdemeanors in this community will not be properly dealt with. Education and informa-

tion will provide the relief from that misconception. 

Finally, the Commanders will need little motivation from the Chief even though they 
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are crucial to the success of the plan. Figure 19 does indicate that because of their .. 
enthusiasm and support for the Chief, their current level of commitment is to make the 

change happen. The Chief will expect that they move into the "help it happen" category, 

at least until all of the political ground work for the plan has been laid. He does not want 

the Department to give the perception that everyone is strongly moving forward with the 

implementation of the plan until the timing is right. If the Commanders were to indicate 

that they are going to make the change happen, it might be perceived as an authoritative, 

rather than participative process. The Commanders will be dealing with the Union in all 

phases of the implementation and don't want to give the impression that things are moving 

forward/like it or not. Also, the Chief wants to maintain the strong perception that the plan 

is his and is under his control. The support that he develops in the political arena will hinge 

on his maintaining a strong, hands-on image 'through the entire process. 

Management Structure 

The Transition Management Plan and the players involved have all been defined. The 

next step in the process is to define a management structure that will be able to effectively 

put the plan into action. 41 this case, there will be several steps, decisions, or acts that must 

be accomplished in order to move forward with the implementation. Breaking the overall 

process down into its component parts provides a means for assigning tasks to individual 

players and for keeping the entire transition team informed on the status of the plan. 

The Responsibility Chart is a means of assessing alternative behaviors for each member 

of the critical mass in a series of actions constructed to bring about the desired change. Each 

member can be assigned one of five roles in each individual action item. The roles are 
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defined as follows: 

R = Primary Responsibility (not necessarily authority): This person is 

responsible for the decision or action item and for its 

implementation. He mayor may not have the authority for 

approval of the strategy devised. 

A = Approval (right to veto): The person has the final say so as to 

whether the strategy for implementation of the specific action is 

appropriate. 

S = Support (put resources towards): The person is expected to 

support the strategy and put their resources towards the 

successful implementation of the action. 

I = Inform (to be consulted before action): The person is to be 

consulted before the action is taken and should be kept apprised 

of its status. 

- - Not relevant to this item: This person is not a key player in this 

particular action. 

The initial responsibility chart is very broad in scope. Each of the decisions or actions 

that need to be made will in turn cause a multitude of furthp.! decisions or acti.ons to be 

taken. Each individual actor who is responsible for a particular action will need to create 

a responsibility chart for that specific action and indicate who their key players are and 
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----------------------------------------------------------~~. 

Responsibility 

Police City City District Police Busines;& 
Decisions/Actions Commander'8 

Chief Manager Council Attorney Union Community 

Broadly Define Plan R - - S - - S 

Assess LegallMues R A - S I - S 

. 
Determine City Position S R I - - - -

A88eIIIl Legal Ramifications S R S I S - I 

Propose Plan to Council S R S - - I I 

Determine Businesa Support R 5 S - I S I 

Establish Policy and Procedure A S I I I I R 

Personnel Training A I I S S I R 

Community Education R S , S S S S S 

Inform Media R S I I I I S 

Figure 20 

what roles they will take in the accomplishment of the specific goal. The intent is to layout 

a framework of actions that need to be accomplished before the plan can be implemented. 

Each member of the critical mass would be able to see their exact functions for any particular 

action and also see how they would interact with other members of the group. 

An examination of each specific action and its importance to the overall plan will provide 

some insight into the management structure that is to carry out the plan. Since he is the 

project director, all of the approval functions rest with the Chief of Police. Figure 20 

represents the responsibility chart for implementation of the prioritization of misdemeanor. 

crimes plan. 
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• As indicated in Figure 20, the decisions or actions that have been listed deal mainly with 

the broad aspects of the plan. The individual specifics will be defined by the individuals 

who will be responsible for the written plan itself. Because the strategy is a new concept 

in law enforcement and is apt to be met with opposition from several key groups, the focu~ 

of the m.anagement team will be on those areas. 

The first step is a broad definition of the plan and, as indicated, this is the responsibility 

of the Chief of Police. He will receive support from the District Attorney in assessing the 

legal issues and from the Commanders in doing the research and background material 

necessary to present a well-documented plan. Once the plan has been defined on P!lper, 

the next step is to do a detailed analysis of the legal issues involved. Again, the Chief will 

be responsible, but he has given up his approval authority to the City Manger. It is at this 

• point in the process that the Chief will want to discuss the plan with the City Manager, get 

his input, and if possible, his tentative approval. Support will again come from the District 

Attorney and from the Commanders. Finally, the Chief will choose this time to inform the 

Police Union of his intentions and ask for their preliminary input. 

• 

The next several steps will be the responsibility of the City Manager. He has reviewed 

the plan with the Chief and has giyen his approval. He will now want to begin the 

discussions with the City Council to get their initial responses. This is a sensitive process 

that could be disastrous to the entire strategy if not handled properly. The Chief will assist 

with any questions which the City Manager may have as the Council is briefed. The actual 

decision on whether to have a Council study session or to meet with each member of the 

Council individually is left up to the City Manager. 
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Assuming the Council is receptive to the plan, the City Manager will want a full • 

assessment of the legal ramifications for the City. One major concern will be potential City 

liabilityforfailing to prosecute an individual, especially if that same person commits further 

crimes. The City Manager will expect strong support from the Chief and the City Attorney. 

This is the first phase in which the Police Union will have an active role. The concern here 

is whether or not the Union will be motivatep. to me some type of legal action to block the 

plan, based on meet-and-confer issues. 

A formal presentation to the Council is the next step in order to get their approval for 

the plan. Council support will be needed in the next phase which is to try and establish 

support or at least acceptance by the business community. The influence of the Council 

members, many of whom are part of the business community, will assist in winning their 

support. The next section will discuss some of the technologies and methods that can be • 

used in this phase of the process to ensure success. 

Now that all of the key players are supporting or accepting the plan, the final phases of 

the implementation shifts back to the Police department. The Chief will have the ultimate 

authority to approve each phase, but his three Commanders will be responsible for the next 

two. The establishment of the written policies and procedures which will be distributed to 

all personnel and will become part of the Department manual rests with the Commanders. 

They will keep all of the key players informed of the progress as the details are worked out. 

The next step is training for all members of the Department to ensure that they 

understand the mechanics of the plan and the reasons for it. It is crucial that a feedback 

loop be established at this point 50 that once the plan is operational, the Depa.rtment will • 

98 



• 

• 

• 

have immediate access to feedback information about how the plan is working and any 

changes which need to be made. The real success of the plan will be in its acceptance by 

all members of the Department. 

The final two phases of implementation deal with education. The media will be used 

as a tool for educating the community as to the need for the plan, what they can expect in 

servic.e levels as the plan begins operation and where to go for further informa.tion if 

questions arise. All of the members of the critical mass will be expected to participate in a 

support role in presenting the material to the public. Every public contact provides an 

opportunity to explain and ensure an understanding of the plan. The media will be kept 

informed of the status of the operations as events unfold in a pro-active effort to keep the 

media in an informational, rather than adversarial role. 

Technologies and Methods 

The Chief has laid the proper foundation for the successful implementation of the plan. 

He has prepared his implementation strategy and has been faithful to it. However, he also 

realizes that all plans are apt to meet with at least some resistance and unexpected 

roadblocks. In this light, he has reviewed some of the technologies and methods available 

to him to assist the members of the critical mass in carrying out their specific functions in 

the implementation process. He has also examined how to make use of those technologies,_ 

where appropriate, to ease the transition process for the members. 

The follovling technologies have bl:::en identified and may be useful in the transition 

process: 
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Training: One common area of concern in all transitions is the fear and anxiety that can 

accompany the process. The root of much of this fear and anxiety can be found in a person's 

concern that he or she may not be able to learn or adapt to the new situation and may, in 

fact, fail in the transition process. The best means of ensuring that gross anxiety does not 

occur is to provide adequate training early on in the transition process. The sooner that 

one feels like he understands the changes involved and feels comfortable with the new 

procedures involved, the less likely he will be apprehensive about the change. 

Meetings: A lack of information is another means of creating fear and anxiety in 

someone, and it also fosters their belief that they are not important to the change process. 

It should be the project manager's goal to have an informed and involved organization. 

Every member of the organization should know what the change is about, why it is 

• 

occurring, and the role they will play in the transition process. One method for ensuring • 

thnt all of the members are kept informed is to have meetings at all levels of the organizatio~ 

to brief the members on the status of the change process and to answer any questions they 

may have about the change. This also provides an excellent opportunity to get feedback 

from the group and to assess the success of the implementation process. 

Team Development: There are very few change processes which can be accomplished 

by one person. Since, in most cases, a group of individual's will be intimately involved in 

_ managing the transition, it is imperative that they all be working as a unified force towards 

a common goal. The ease in which the m~mbers of the critical mass can exchange 

information among themselves and work together will be a measure of how successful the 

transition will be. The project manager must work towards developing a team concept with 
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• the critical mass and reinforce that concept throughout the transition process. He must be .. 
sensitive to the cues which can indicate that there is dissension amongst the members and 

take steps to remedy the situation immediately. 

Responsibility Chart: The responsibility chart can be used as a means of focusing each 

person's efforts in the transition process. Not only can it be used with the critical mass to 

indicate their areas of responsibility and support, but it can also be an excellent means of 

providing guidance to all members of the organization throughout the transition proce~ 

An organizational chart helps each member of the organization see where they fit into the 

overall operation and also gives them a sense of belonging to the group. Likewise, a 

responsibility chart can do the same thing during a transition period. It allows each member 

of the organization to see where they fit into the entire change process and allows them to 

• feel like they are part of the change, no matter how slight their involvement. 

• 

Pilot Project: It is very difficult to implement any substantial change in one large step. 

It is much easier to break the change down into a series of smaller steps that when complete, 

will combine to complete the entire project. If t1:}e change is substantial to the organization, 

a pilot project can be designed to test the viability of the steps involved in the process. 

Through the pilot project, information can be obtained on the methods. employed to 

implement the change, any modifications that need be made in the transition plan, and in 

fact, whether or not the transition plan will accomplish the end state that we have 

envisioned. It is a built-in feedback process that can better guide the management through 

the transition process. 

Experiment: The whole purpose of the transition management plan is to accomplish 
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something we have labeled "change." By definition, change means that we are going to be 

doing something different than was done before. This means that we are going to have to 

experiment with different methods and procedures until we find the ones that are most 

successful with and beneficial to the changed orgairlzation. We have determined that a 

need existed for the change and typically, the need revolves around a process that is 

stagnant and unproductive. Having committed to the need for the change, one must also 

be prepared to deviate from current practices and look to new and exciting means of 

accompHshing the goals. If one particular method is unsuccessful, it should serve as a map 

towards those that will bring success. 

Temporary Management Structures: In many cases, the traditional structure of an 

~rganization is not the one which is best suited to manage a substantial change. Established 

•• 

hierarchy and communication lines can prevent the needed information from being passed • 

in both directions. Part of the reasons identified for needing the change may be based upon 

the current management structure and a lack of communications between members. By 

defining a temporary structure to implement the change process, we are better assured of 

~stablishing new lines of communication and of obtaining a fresh approach to the process. 

Again, the key here is that we have already committed to the change process and are looking 

for the most beneficial means of accomplishjng it. 
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• Conclusion and Implications For The Future 

This research began with the question, "What will be the impact of automated 

fingerprint systems on California law enforcement by the year 1999?1I The focus of the study 

was not on the technology of automated fingerprint systems, but rather on the impacts that 

the technology will have. Currently, the Cal-Id system is operational Statewide and has 

been looked at as a model for other jurisdictions to follow in their establishment of AFIS 

systems. Many suspects have been ide~tified by the Cal-Id system and cases have been 

cleared that would have otherwise gone unsolved. There has been positive media coverage 

of the system and about some of the more noteworthy cases that have been solved. The 

most widely publicized :vas the arrest and prosecution of the "Nightstalker" in Los Angeles 

County. There is little doubt that the system can be a very effective tool for law enforce-

• ment. 

• 

There are, however, other issues that are raised by the technology and have yet to be 

answered. This research presented several of those issues and offered a strategic plan to 

best prepare for the impacts of one of t..hem. Ted.nologyis increasing at an astounding rate, 

but it is still only technology. The human interaction with that technology provides the 

basis for our understanding of the issues involved. Three of those issues were presented 

here: 

How will the criminal justice system deal with the increase in arrests and prosecutions 

that are an expected result from automated fingerprint systems use? 

What are the constitutional issues that will be raised concerning the storage and use of 
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an individual's fingerprints? 

What impact will DNA fingerprinting have on the use and value of conventional 

fingerprints as a means of identifying criminals? 

A futures research was conducted in an attempt to answer those questions. Based upon 

the results of the research, three scenarios were developed which portrayed three distinctly 

different futures for law enforcement in California in the next ten years. One of those 

scenarios was chosen as the basis for a strategic plan to' manage the changes which were 

going to occur. As the plan developed, it became apparent that most of the focus was to be 

at the State level, leaving little that the local jurisdiction could do to prepare for the changes. 

The strategic plan was thus presented in two parts. One would concentrate on the 

capabilities of the local jurisdiction and the other would make recommendations to the 

various County and State agencies that were in a position to manage the changes to come. 

In an effort to make this research applicable to my own agency, as well as others throughout 

the State, and in an attempt to provide some valuable and meaningful direction that those 

agencies could move in, I chose to develop a transition management plan that was targeted 

at the local level. This leaves the key transition plan for the State agencies to be done in a 

future study. 

Also, it became apparent that the sub-issues presented were too complex to all be 

answered in this paper. An in-depth discussion of each sub-issue was done, and the futures 

research included questions targeted at each of the sub-issues. Based upon the results of 

the futures research, one sub-issue became the focus of the strategic plan and transition 

management sections. While civil rights issues and DNA technology were deemed to be 
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important by the delphi panel, they f~lt the key issue was the increase hi. arrests and 

prosecutions and the negative effects it could have on the entire law enforcement com­

munity in California. 

The Strategic Planning Process was used to identify stakeholders, assess their positions 

and expectations, and develop a plan which would make the best use of resources in 

preparing for the future, as portrayed. The plan would be required to fit into the 

Department's overall mission, as defined by the mission statement, and be workable 

enough that a transition management plan could be developed to implement the strategy. 

A modified policy delphi group was use4 to develop alternative strategies and to distill the 

list down to the one which would have the greatest positive impact for the agency. This is 

not to say that the other strategies presented should not be discounted as offering additional 

• directions that the Department could move in to further prepare for the future. 

• 

The concept of prioritizing misdemeanor crimes was presented by the group as a new 

and innovative means of closing a criminal case. The strategy would allow investigative 

personnel to shift their focus to the more serious crimes and, at the same time, relieve some 

of the burden that is placed upon the District Attorney's Office and on the court system. 

Counseling and punitive damages would replace the traditional prosecution and sentenc­

ing phases of a case. The investigator would also take on the role of counselor in the 

clearance of these cases. This plan is intended for the first, or perhaps second time offender, 

with any subsequent cases being filed with the District Attorney for prosecution. It would 

also be expected that there would be little leniency for those individuals that had been a 

part of the program and continued to commit offenses. 
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A transition management plan was developed which would define a temporary 

management structure to place the strategic plan into operation. The critical mass of 

individuals, whose support was mandatory, was defined and each was given specific roles 

to play in the tr~sition process. Specific strategies were discussed and the expected 

scenario was played out as the individual steps of the transition plan were carried out. All 

that remains is an assessment of the overall strategy, its successes and failures, and a 

determination of whether or not it should remain as is, be modified, or be canceled as not 

accomplishing the goals which it intended to achieve. 

There rem?ins, however, a large number of implications for the future that could not be 

a part of this study. AFIS technology is here a,nd will continue to become more sophisti-

cated. What about the civil rights of individuals as we move ahead? What types of plans 

.. 

• 

and strategies will need to be aeveloped to deal with this issue? Will DNA technology open • 

up a whole new arena of issues that may come back to impact the AFIS issue? What will 

be done at the State level to overcome the overcrowding and parole issues? Who is going 

to take a lead role in making the normative scenario the vision of the future? 

These, and many other questions, will need to be answered if California law enforce­

ment is going to move into the 21st century as an effective and viable segment of the 

government structure. The strategies proposed here can be successful with the efforts and 

dedication of those involved. It remains to be seen what future strategies and visions are 

presented as directions for us to devote our energies. 
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• Appendix A 

Initial Candidate Trends 

Community Support For Law Enforcement 

Prison Overcrowding 

Overall Crime Rate 

New Technology For Suspect Identification 

• State Supreme Court Conservatism 

Media Publicity About Cal-Id 

illegal Immigration 

Law Enforcement Funding 

Public Support For Maximum Court Sentencing 

Public Perception Of Law Enforcement Success 
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AppendixB • Initial Candidate Events 

Supreme Court Rules Against Using Fingerprints For In-Field Identification 

State Allows Private Sector Access To Fingerprint Database 

Mandatory Fingerprinting Required To Get A Driver's License 

All Fingerprint Systems Nationwide Are Linked Together 

All Aliens Must Be Fingerprinted And Added To The Automated Data Base 

Portable Latent Print Laser Scanner Can Retrieve Virtually All Crime Scene Fingerprints • 
DNA Process Allows Positive Identification Of Virtually All Suspects 

Live-Scan Print Search Required For All Firearm Purchases 

Supreme Court Rules Fingerprint Data Base For Non-Criminals Violates Privacy Rights 
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