
March 5 2001 

TO: Honorable Board of Supervisors 

FROM: Sherrff Don Horsley U ti 

SUBJECT: Accelerated Field Traininu Proaram 

RECOMMENDATION: That your Board a) Adopt an Ordinance amending the FY 
2000-01 Salary Ordinance adding two Deputy Sheriff posttions in the Shenff’s 
Tralnlng Unit to provide accelerated field tralnlng of newly hired Deputies In all 
Bureau s of the department, and b) approve an Appropnation Transfer 
transfernng $64 722 In Public Safety Sales Tax revenues to fund these two 
posttlons as well as the cost of a dedicated law enforcement recruitment analyst 
(previously approved by amended Salary Ordinance) in the Employee and Public 
Services Department 

Hiring Environment and Update 

Across the Bay Area and in San Mateo County, law enforcement agencies are facing a 
cntical staffing situation The strong private sector labor market which IS drawing from 
our traditional applicant pool, combined with a lack of affordable housing for young 
persons entering the market; increasingly long commutes from areas where affordable 
houslng does exist, a work force with a large number of employees at or very near 
retirement age; and stiff competitlon from other Bay Area/Central Valley law 
enforcement agencies facing similar staffing shortages has created one of the most 
difficult recruitment environments ever faced In our department’s long history 

Working closely with Employee and Public Services (EPS), our recruitment team was 
supplemented by the addition of one recruitment analyst rn EPS, approved by Salary 
Ordinance in the Fall who IS dedicated to full time recruitment activltles for the 
department The joint Sheriff/&S recruitment team has done a remarkable lob in 
attempting to fill what often seems like an unending stream of sworn position vacancies. 
In developing our outcome-based management plans for the coming year, we have 
worked with EPS to document the workflow and candtdate volume required to ultimately 
fill a peace officer pos&on For example tn 1999-00 we processed 417 Correctional 
Officer applicants through screening testing oral interviews background rnvestrgatlons 
and psychological screening In order to hire 20 officers - 6% of our starting pool 
Similarly, we screened 1 IO outside applicants for Deputy Sheriff to hire 14 officers 
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These applicant-to-hire percentages are comparable throughout the law enforcement 
Industry We have historically experienced our highest success In filling Deputy Sberrff 
vacancies from within the ranks of existing San Mateo County Correctional Officers - In 
1999-00 we ultimately hired 39% (12 officers) out of 31 Correctional Ofrfcers applying 
for Deputy positions This IS a remarkably high percentage by industry standards We 
have also accompllshed this hiring while essentially meeting our target of hiring 50% 
new female and/or mlnonty officers for the last three consecutive years as reported to 
the Board In our quarterly performance measures 

Trainincr Requirements and Challencles 

While we have worked closely with EPA and the County Managers Office for the 
resources to maintain our inittal hiring goals we have been less successful In keeptng 
pace with officer training requirements There are two levels of training for new peace 
officers - the initial formal mandated classroom training or Academy for both Deputy 
Sheriff’s and Correctional Officers. and the follow-up penod of on-the-job field training 
and evaluation of new cadets which IS conducted by specially trained and experienced 
veteran officers called Field Training Officers or in our institutions Jail Training Officers 
The formal Academy training IS State-mandated under either the Peace Officer 
Standards & Training (POST) program or the Standards & Training for Corrections 
(STC) program depending on classlficatlon and assignment Specific coursework and 
training hours are prescribed by State regulation and training expenses are partially to 
frilly reimbclrsed through these State agencies 

The follow-up Field Training Program (FTP) for new Deputies IS our largest concern 
and the area of our hlnng and training conttnuum most impacted by a lack of adequate 
staffing While not reimbursed through State agencies side-by-side training and 
evaluation of rookie officers by experienced veterans is practiced by virtually all law 
enforcement agencies for good reason Peace officers are granted extraordinary 
powers under the State Constitution and Penal Codes While formal Academy training IS 

vital there is no substitute for the expenenced guidance and cntrcal evaluation of new 
officers under the stress of actual conditions and situations encountered In the field or In 
a secure detention facility Satisfactory performance In a controlled classroom setting 
does not guarantee the level of situational judgement effective commumcation 
problem-solving ability and pnontlzatlon investigative and report-writing skill and control 
of a potentially volatile sftuatton whtch are required of any officer on a regular basis 
sometimes In situations of great stress where errors may have unpredictable 
consequences 

Our FTP program IS severely impacted While we have been graduating 18 to 22 new 
officers from the Academy per year and hfnng an additional ?2 to 14 lateral transfers 
under our accelerated hiring program, we can presently accommodate only about six 
officers at a time In our FTP program. As veteran officers retire, the pool of qualrfied 
potential FTP training officers has shrunk Moreover while Field Training Officers are 
pard a stipend equivalent to one pay step for the added training and responslbllity 
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involved It IS presently a voluntary duty taken on by officers with a regular assignment 
With longer commutes home and young famrlres our younger officers are less motivated 
to seek an FTP assignment Also since FTP officers are essentially doubling up a shift 
with the rook,e officer that uncovered shift assignment or boat must frequently be filled 
on an overtime basis Such assignment IS costly and conflrcts with our established 
overtime red&ion plan 

The impacts of an Inadequate FTP program are numerous First we have a pool of 
classroom-trained Deputies who have not fully completed their training and cannot be 
moved into certain high-risk assignments without completion of their FTP program for 
safety and lrabilrty reasons This In turn puts srgnrficant constraints on our ability to 
adequately schedule and staff our various facrlrtles and field operations Further, the 
new officers themselves become frustrated by their inability to rotate on a timely basis 
into traditional assignments such as Patrol and thus are more likely to be recruited by 
other agencies who have more accommodating field training opportunities We have 
lost potentially a dozen officers rn the last 2-3 years whose exit intervrews indicated 
frustration wtth the inabrlrty to receive an expected field assignment wtthrn a reasonable 
period of time Given the time cost and difficulty of recruiting new officers this IS an 
unacceptable level of attntron. 

Field Trainina Reauirements 

The proscribed period of field trarnrng is 16 weeks for brand new Deputy Sheriff’s and 4 
to 8 weeks for lateral transfers from other agencies In an effort to streamline the 
process we have already reduced these time periods several weeks in the last two 
years However, there IS a mrnrmum period of time required to effectively train and 
evaluate a new officer under different situations rn the increasingly complex and legally- 
driven environment of 21” century Calrfornra law enforcement - and a distinct Ilability 
associated with inadequate evaluatron 

Moreover once completing side-by-side training our officers are typically required to 
work alone, with regular but physically removed supervision On patrol we have one 
Deputy per vehicle often one Deputy per beat. In the direct supervision Maguire 
Correctional Facility, one officer guards up to 64 inmates per pod Except in hrgh-nsk 
cases or large-volume transportatron inmate transportation details are frequently 
conducted by one Deputy LikewIse our Sergeants typically are working a beat or 
caseload themselves, without the ability to devote full time to super-v&ton and 
monrtonng It is important then, to be certain a new officer IS fully ready to work alone 

Recommended Solution 

A practical solutron drscussed with the County Manager IS the addrtion of two Deputy 
posrttons wtthin the ShenWs Training Unit These would not be officers wtth an asstgned 
shrft or workload in another operating program but would be specifically dedicated to 
the FTP program Since the two Deputies would not be filling a specific operational 
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post there IS no need for backfrlllng their positron on ovet-trme or otherwise, and as 
dedicated FTP program officers we would also avoid the penodrc recrurtrng Issues with 
volunteer Field Training Officers The two new FTP posrtrons would naturally be filled by 
transfer of experrenced Deputies qualified for FTP assignment while two remalnrng 
vacancies elsewhere would be filled with new employees who could then be promptly 
cycled into a new field tra m-g slot 

Performance Goal Depending on the whether the candidate IS a brand new officer or a 
lateral agency transfer (thus the duration of the FTP period) each Deputy can train 
between 3 5 to eight new Deputies per 52-week year With two assigned Deputies we 
can thus train a total cycle of seven to 16 new Deputies per year Added to our existing 
SIX FTP slots we can then process a total of approximately 34 Deputies through field 
training annually which would essentrally elrmrnate the backlog and allow new Deputies 
to move promptly from either Academy (new hires) or inrtral hire (lateral transfers) 
directly into field training and evaluat on 

If approved we will report to the Board during this coming June budget hearing and 
annually thereafter on our officer tratnrng status and actrvrtres 

Fiscal Impact 

The cost of the additional two Deputy positions is $30 417 for the balance of this fiscal 
year assumrng a hiring date in mid-May and would represent an annual 12-month cost 
of approximately $199 034 Additronally the recommended Appropriation Transfer 
establishes an lntrafund Transfer of $34 305 to reimburse EPS for the cost of a 
recruitment analyst added midyear which would have an annual cost of $86 851 
thereafter Funding IS available from increased revenue wrthrn the Public Safety Sales 
Tax Fund which IS transferred to offset the FY 2000-01 costs noted above and will be 
included In future year budgets. There is no net cost to the County General Fund for 
this recommended action. 

cc Mary Welch Director of Employee and Public Services 



ORDINANCE NO. 

BOARD OF SUPERVISORS COUNTY OF SAN MATE0 STATE OF CALIFORNIA 

********************************t******************* 

AN ORDINANCE AMENDING FISCAL YEAR 2000-2001 SALARY ORDINANCE 
ADOPTED AUGUST 8 2000 

The Board of Supervrsors of the County of San Mateo State of Californra 
ordains as follows 

-. 

SECTION 1. Part 12 of the Ordinance 03987 IS amended as indicated 

ORGANIZATION 30000 SHERIFF’S OFFICE 

1. Item HO60 Deputy Sheriff IS Increased by 2 posrtions for a new total of 278 
positions. 

SECTION 2. This Ordinance shall be effective 30 days after enactment. - 
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ustr’lcatlon (Attach Memo of Necessary) 

To fjnance the Accelerated Field Training Program, including two Deputy positions 
(F'IO Instructors) as well as reimbursement to EPS for recruitment enhanced services, 
for the balance of 1;Y 2C30-Of. 
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BOARD OF SUPERVISORS, COUNTY OF SAN MATEO, STATE OF CALIFORNIA 

RESOLUTlON TRANSFERRING FUNDS 

RESOLUTION NO. _ 

RESOLVED, by the Board of Supervisors of the County of San Mateo, that 

WHEREAS the Department herernabove named rn the Request for Appropriahon, Allotment or Transfer of Furt 
has requested the transfer of certam funds as described In sard Request; and 

WHEREAS, the County Controller has approved said Request as to accountmg and avatiable balances and ii- 
County Manager has recommended the transfer of funds as set forth hereinabove: 

NOW, THEREFORE IT IS HEREBY ORDERED AND DETERMINED that the recommendatrons of the County !-!I 
ager be approved and that the transfer of funds as set forth in said Request be effected. 

Regularly passed and adopted this day of , i9-. 

Ayes and in favor of said resolution: 
C?I.w.~s.a,‘n~r‘.. 

Noes and against said resolution: 
.SiltwrviAnrs: -. 


