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INTRODUCTION 
 

In July 2016, the City of Winslow, Arizona commissioned the Police Executive Research Forum 

(PERF) to conduct an organizational review of the Winslow Police Department (WPD).  PERF’s 

review was broad in scope and examined WPD’s policies and practices across a variety of areas, 

including officer training, resource deployment, internal leadership and communication, agency 

transparency and accountability, use-of-force tactics and training, and engagement with the 

community.  

 

Although the request for this review was made in the wake of a March 2016 shooting incident 

involving a WPD officer, the purpose of this study was not to investigate that or any other 

specific incident.  Instead, PERF was asked to perform a broad assessment of WPD’s overall 

policies, practices, and organizational structure, with the goal of assisting the department as it 

strives to improve the delivery of police services and meet the needs of the community. 

 

WPD’s desire to improve these areas is in line with recommendation 1.3 of the President’s Task 

Force on 21st Century Policing, which states that law enforcement agencies should establish a 

culture of transparency and accountability in order to build public trust and legitimacy.1 

 

WPD has already taken several important steps towards making positive changes within the 

department. For example, in 2016 Winslow City Manager Stephen Pauken brought in Chris 

Vasquez, a retired police chief and sheriff, to serve as WPD’s Interim Police Director.  Under 

Mr. Vasquez’s leadership, WPD has begun implementing an array of reforms to its policies and 

practices. 

 

Throughout the duration of this project, PERF found that WPD personnel, Winslow city 

officials, and community members were supportive and dedicated to working together as they 

move forward.  Overall, the members of the WPD demonstrated a strong commitment to their 

work, and the recommendations in this report aim to ensure that WPD personnel will have the 

support, guidance, and tools they need to better serve the City of Winslow. 

 

About the Winslow Police Department 
 

The WPD is a full-service police department that serves the City of Winslow, Arizona.   

Winslow is located in the northeastern portion of Arizona and has a population of approximately 

9,600 people.2  As of 2010, the racial and ethnic composition of Winslow’s residents was:3 

 

 53.4%  White 

 32.8%  Hispanic or Latino 

 25.7%  American Indian/Alaska Native 

                                                           
1

 President’s Task Force on 21st Century Policing (2015). Final Report of the President’s Task Force on 21st Century 
Policing.  Washington, DC:  Office of Community Oriented Policing Services.  
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf . 
2 U.S. Census Bureau, http://www.census.gov/quickfacts/table/PST045215/0483930.  
3 Ibid. 

http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
http://www.census.gov/quickfacts/table/PST045215/0483930
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 5.7%  Black or African American 

 5.2%  Two or More Races 

 1.0% Asian4 

 

At the time of PERF’s review, WPD was comprised of approximately 21 sworn officers.  The 

department is divided into a Criminal Investigation Division (CID) and a Patrol Division, each of 

which is led by a lieutenant.  The CID includes two criminal investigators who report to a 

sergeant, and the Patrol Division is comprised of four sergeants who each oversee two to three 

patrol officers and patrol corporals.5 Civilian personnel include a Communications Supervisor, 

five dispatchers, a records clerk, a crime scene technician, an Animal Control Officer, and three 

animal shelter attendants.  

 

The violent crime rate in Winslow is relatively low.  Most criminal activity involves property 

crimes, such as larceny and theft.   

 

Winslow is neighbored by both the Navajo Nation Reservation and the Hopi Reservation, and 

many residents of the Navajo Nation work and attend school in Winslow.  WPD works closely 

with the Navajo County Sheriff’s Office and provides office space for sheriff’s deputies at WPD 

headquarters. 
 
 

Project Scope and Methodology 
 

PERF conducted a broad assessment of WPD’s policies, practices, organizational structure, and 

delivery of police services.  As part of this review, PERF was charged with completing the 

following tasks: 

 

 Identifying the WPD’s core business practices and functions, including those related to 

crime prevention and investigations, responding to requests for services, and engaging 

the community to solve crime, violence, and disorder problems. 

 

 Reviewing the organizational structure of the WPD, including elements related to 

policies, training, internal and external communications, organizational efficiency, 

decision making, accountability mechanisms, and delivery of services. 

 

 Reviewing the WPD’s use-of-force policies, procedures, and training, including the 

incorporation of de-escalation tactics and techniques. 

 

 Developing findings and recommendations, to be presented in a report to the City of 

Winslow. 

 

 

                                                           
4 The U.S. Census Bureau notes that percentages add to more than 100 because “Hispanics may be of any race, so 
also are included in applicable race categories.” 
5 At WPD, patrol corporal is a promotional position between the ranks of patrol officer and patrol sergeant. 
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PERF used the following methods to collect information regarding WPD’s policies and 

practices: 

 

Policy review:  PERF reviewed the WPD’s organizational charts, as well as the WPD Policy 

Manual (adopted August 2016), which governs all department practices, including use of force.  

PERF also reviewed relevant laws, regulations, and training requirements related to WPD 

operations. 

 

Interviews and on-site observations:  The PERF team conducted a site visit to Winslow in 

September 2016.  PERF also conducted one-on-one interviews with approximately 30 WPD 

personnel and Winslow city officials, including: 

 The Winslow Mayor and City Manager 

 Winslow City Council members 

 The Winslow City Attorney 

 The Interim Director of Police Services 

 The Patrol Division and CID lieutenants 

 Patrol sergeants 

 Patrol officers  

 CID investigators 

 WPD’s School Resource Officer 

 The Communications Supervisor and dispatchers 

 WPD’s evidence technician. 

 

During the site visit, PERF also attended a Winslow City Council meeting and a working group 

meeting with the Navajo Nation Human Rights Commission.   

 

Community focus group:  In order to better understand the relationship between the WPD and 

the community, PERF held a focus group of approximately 15 residents from Winslow and the 

Navajo Nation.  The focus group was held in the evening hours to accommodate participants’ 

schedules.  Participants were selected to represent a diverse cross-section of the community and 

included local business leaders, leaders from the faith community, representatives of the local 

media, leaders from the Navajo Nation, and other concerned residents.  During the focus group, 

participants were asked to discuss crime and disorder issues facing Winslow, their perceptions of 

the WPD, and recommendations for improving relationships between police and the community. 

 

This report presents the findings that emerged from PERF’s review and provides 

recommendations for how the WPD can strengthen its policies and practices in order to 

better serve the community.  PERF shared several of these recommendations with WPD 

leaders throughout the duration of this project, and this report describes the reforms that 

WPD has already begun implementing, based on those discussions.  The recommendations in 

this report are based on current research and reflect progressive policing practices that have been 

effectively adopted in other police agencies.  
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Crime and Disorder in Winslow 
The violent crime rate in Winslow is relatively low.  Members of the community, Winslow city officials, 
and WPD personnel all told PERF that the primary concerns facing the city involve alcohol-related issues, 
such as public intoxication.  This is a common problem for towns that border reservations where alcohol 
is banned, as it is on the Navajo Nation Reservation, and it affects the quality of life for residents of 
Winslow and the reservation alike. 6 
 
Community members and WPD personnel agree that many of these alcohol-related problems are a 
result of addictions and other medical issues that require a comprehensive public health response.  
However, the lack of local social services available to assist individuals with alcohol addictions – along 
with the fact that alcohol consumption and intoxication often take place in public view – means that the 
responsibility of responding to these issues often falls on the WPD. 
 
When officers respond to a call regarding a publicly intoxicated individual, their options are fairly 
limited.  Often, the only offenses that the individual is committing involve misdemeanors, such as 
purchasing alcohol while intoxicated or drinking in public.  Many residents and officers agree that 
arresting individuals for these low-level, nonviolent offenses is a short-term solution that does not 
address the larger addiction issues.  Additionally, arresting and booking an individual, transporting the 
individual to the jail – which is 30 miles away – and securing a bed space at the jail create burdens on 
the city and the WPD in terms of manpower and financial costs. 
 
There is one privately-run alcohol detoxification facility in Winslow, but admission is voluntary and the 
facility can only provide short-term services.  Officers also sometimes take individuals to the local 
hospital when they are in need of acute medical treatment, but this is also a short-term solution.  There 
are no long-term or inpatient alcohol treatment facilities in the city.   
 
PERF learned that the community has made several attempts to strengthen the availability of services 
for people struggling with alcohol addictions.  For example, city officials have explored partnering with 
the Navajo Nation and with other nearby communities to develop a more comprehensive, long-term 
response to the alcohol problem.  However, addressing this complex issue will require a great degree of 
coordination among the various stakeholders – as well as financial resources that are not readily 
available – and so officials have yet to find a workable solution. 
 
In the meantime, questions remain about the role that the WPD should play in addressing the city’s 
alcohol-related issues.  Some members of the community believe that the police should be doing more 
to “clean up the streets,” such as increased arrests of people who are drinking in public.  However, many 
members of the WPD –as well as many Winslow residents – feel that this enforcement approach is a 
short-term solution that is not feasible given the WPD’s current resources.   
 
PERF learned that the WPD often attempts to address the problem by engaging in actions that go 
beyond the traditional law enforcement role.  For example, many WPD officers offer assistance to 
people they encounter on the streets, including providing blankets, coats, and food and water, or 

                                                           
6 Darryl Wood (2010).  A Review of Research on Alcohol and Drug Use, Criminal Behavior, and the Criminal Justice 
System Response in American Indian and Alaska Native Communities. 
https://www.ncjrs.gov/pdffiles1/nij/grants/231348.pdf. See also Timothy Williams, At Tribe’s Door, a Hub of Beer 
and Heartache, New York Times (March 5, 2012), http://www.nytimes.com/2012/03/06/us/next-to-tribe-with-
alcohol-ban-a-hub-of-beer.html.  

https://www.ncjrs.gov/pdffiles1/nij/grants/231348.pdf
http://www.nytimes.com/2012/03/06/us/next-to-tribe-with-alcohol-ban-a-hub-of-beer.html
http://www.nytimes.com/2012/03/06/us/next-to-tribe-with-alcohol-ban-a-hub-of-beer.html
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offering to take the person to the local detoxification facility.  In addition to providing help to people 
who need it, these types of efforts are important for building stronger relationships between the WPD 
and the community. 
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SECTION I.  WPD POLICIES AND PROCEDURES 
 

PERF began this project by reviewing the Winslow Police Department’s (WPD) written rules, 

policies, and procedures that pertain to the use of force.  Specifically, PERF reviewed WPD’s 

use-of-force policy (WPD Policy 300), the control devices and techniques policy (WPD Policy 

302), the electronic control weapons policy (WPD Policy 303), and the officer-involved 

shootings and death policy (WPD Policy 304).    

 

The purpose of PERF’s policy review was to determine whether WPD’s use-of-force policies 

were aligned with progressive practices and national standards regarding use of force.  PERF 

also examined whether WPD’s policies were sufficient to give officers a clear understanding of 

the rules, expectations, and guidelines regarding use of force. 

 

This section presents recommendations for how WPD can strengthen its policies in general, 

as well as specific recommendations for strengthening its use-of-force policies.  This section 

also highlights existing policy reforms that WPD has already started to implement. 

 

General Policy Recommendations 
 

At the time of PERF’s review, WPD had recently purchased a policy manual from a company 

that provides custom policies to law enforcement agencies.  WPD employees told PERF that the 

department worked closely with the company to develop the policy manual.  PERF’s review of 

the policy manual found that overall it is sound, it provides clear instructions, and that it contains 

policies that incorporate several progressive policing practices.   Additionally, the policy manual 

is tailored to reflect Arizona laws and regulations. 

 

However, the policy manual is also more than 600 pages long, and, according to WPD 

employees, it contains several policies that are not applicable to WPD’s operations (e.g., it 

includes a policy regarding license plate readers, which WPD does not use).  Several employees 

told PERF that as a result, some areas of the policy manual can be confusing and difficult to read 

and digest.   

 

 Reform implemented:  WPD is in the process of streamlining its policy manual so that it 

more concise and user-friendly.  To accomplish this, WPD is eliminating policies that are 

not applicable to WPD, and is pulling out some policies to group into operational 

manuals, which will be separate documents.  These operational manuals will cover items 

such as the field training officers (FTOs), professional standards and discipline, and how 

to conduct employee background investigations. As a result of these efforts, WPD has 

already reduced the policy manual by 175-200 pages.  Going forward, WPD should 

continue to review all policies and procedures to ensure that they are applicable to 

WPD’s needs, resources, and operations. 

 

In addition to revising the existing policy manual, WPD should take steps to ensure that its 

policies fit into an overall strategic plan for the agency’s mission and goals.  Engaging in 

strategic planning would benefit WPD as it moves forward. 
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 Recommendation:  WPD should explore ways to strengthen strategic planning with 

respect to its overall goals, mission, culture, direction, and policies.  Although it is likely 

impractical to hire a full-time person to oversee strategic planning and policy 

development, WPD should work with Winslow city officials to identify whether there is 

someone available to assist with strategic planning on a part-time basis.   

 

Later in this report, PERF provides recommendations for ensuring that employees are following 

agency policies (see the “WPD Accountability Systems” section) and for promoting transparency 

with respect to agency policies and practices (see the “Building Strong Community 

Relationships” section). 

 

 

WPD Policy 300 – Use of Force  
 

In reviewing WPD Policy 300, which governs use of force, PERF identified positive elements 

and areas that could be strengthened.   

 

PERF has spent more than two years studying police use of force from a national perspective.  

The culmination of this work was the release in 2016 of PERF’s 30 guiding principles on use of 

force,7  as a well as a comprehensive training guide focused on integrating communications, 

assessment, and tactics (ICAT).8  These materials also present a new tool to support decision-

making in the field, including during critical incidents.  This five-step tool, known as the Critical 

Decision-Making Model (CDM), is designed to help officers think critically about various 

situations and make decisions that are more effective and safe.  (For more details about PERF’s 

30 guiding principles, ICAT, and the CDM, please see the sidebar at the end of this section.) 

 

PERF’s review of WPD’s use-of-force policies, practices, and training reflects this research, as 

well as the expertise PERF has gained through conducting dozens of reviews for other law 

enforcement agencies throughout the country that are similar to this report to Winslow. 
 

WPD Policy 300.1.1 (Definitions) 
 

Current WPD Policy.  WPD’s current policy includes the following two definitions: 

 Deadly Force:  Force reasonably anticipated and intended to create a substantial 

likelihood of causing death or very serious injury. 

 Force:  The Application of physical techniques or tactics, chemical agents or weapons to 

another person.  It is not a use of force when a person allows him/herself to be searched, 

escorted, handcuffed or restrained. 

                                                           
7

 Police Executive Research Forum (2016). Guiding Principles on Use of Force. 
http://www.policeforum.org/assets/guidingprinciples1.pdf. 
8 Police Executive Research Forum (2016). ICAT:  Integrating Communications, Assessment, and Tactics. 
http://www.policeforum.org/assets/icattrainingguide.pdf.  
 

http://www.policeforum.org/assets/guidingprinciples1.pdf
http://www.policeforum.org/assets/icattrainingguide.pdf
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Policy Analysis.  WPD’s current policy does not include definitions for several key terms, such as 

proportionality, de-escalation, and less-lethal force.  These terms reflect concepts that PERF 

recommends WPD incorporate into its policy, and they should be clearly defined at the outset.  
 

Recommended Policy Changes.  PERF recommends making the following changes to 300.1.1 

(Definitions): 

 

 Recommendation: WPD should add a definition of “Proportionality” to this section.  

The definition should state that proportionality involves officers:  (1) using only the level 

of force necessary to mitigate the threat and safely achieve lawful objectives; (2) 

considering, if appropriate, alternate force options that are less likely to result in injury 

but will allow officers to achieve lawful objectives; and (3) considering the 

appropriateness of officers’ actions. The concept of proportionality does not mean that 

officers, at the moment they have determined that a particular use of force is necessary 

and appropriate to mitigate a threat, should stop and consider how their actions will be 

viewed by others. Rather, officers should begin considering what might be appropriate 

and proportional as they approach an incident, and they should keep this consideration in 

their minds as they are assessing the situation and deciding how to respond. 

Proportionality also considers the nature and severity of the underlying events.9 

 

 Recommendation:  WPD should add a definition of “De-escalation” to this section.  

The definition should emphasize proportionality, the use of distance and cover, tactical 

repositioning, “slowing down” situations that do not pose an immediate threat, calling for 

supervisors and other resources, and similar actions and tactics.10  

 

 Recommendation:  WPD should change the definition of “Force” to “Less-Lethal 

Force.”  The definition of “Less-Lethal Force” should state that less-lethal force is force 

other than that which is considered deadly force.  Less-lethal force is distinguishable 

from deadly force in that it is not intended or reasonably likely to result in death or 

serious injury in most cases.  Less-lethal devices include OC spray, electronic control 

weapons (ECWs), pepperball guns, bean ban shotguns, and batons. 

 
 

WPD Policy 300.2 (Policy) 
 

Current WPD Policy.  WPD’s current policy includes the following language:  “The Department 

recognizes and respects the value of all human life and dignity without prejudice to anyone.”   

 

Policy Analysis.  WPD’s inclusion of this language in 300.2 is a progressive policing practice.  

The first principle outlined in PERF’s Guiding Principles on Use of Force states that “the 

                                                           
9 See PERF, Guiding Principles on Use of Force, pp. 38-40. 
http://www.policeforum.org/assets/guidingprinciples1.pdf.   
10 Ibid, pp. 54-65. 

http://www.policeforum.org/assets/guidingprinciples1.pdf
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sanctity of human life should be at the heart of everything an agency does.” 
11  As part of that 

principle, PERF notes the importance for all agency mission statements, policies, and training 

curricula to emphasize the sanctity of all human life and the importance of treating all persons 

with dignity and respect.  
 

Recommended Policy Changes.  None.  WPD should maintain this policy. 

 

WPD Policy 300.2.1 (Duty to Intercede) 
 

Current WPD Policy.  WPD’s current policy includes the following language:  “Any officer 

present and observing another officer using force that is clearly beyond that which is objectively 

reasonable under the circumstances shall, when in a position to do so, intercede to prevent the 

use of unreasonable force.  An officer who observed another employee use force that exceeds the 

degree of force permitted by law should promptly report these observations to a supervisor.”   

 

Policy Analysis.  WPD’s inclusion a duty to intercede is a progressive policing practice.  The duty 

to intervene is one of the 30 principles outlined in PERF’s Guiding Principles on Use of Force, 

which states:  “Officers should be obligated to intervene when they believe another officer is 

about to use excessive or unnecessary force, or engaging in other misconduct.  Agencies should 

also train officers to detect warning signs that another officer might be moving toward excessive 

or unnecessary force and to intervene before the situation escalates.”12 
 

Recommended Policy Changes.  None.  WPD should continue to enforce this policy. 
 
 

WPD Policy 300.3 (Use of Force) 
 

Current WPD Policy.  Section 300.3 outlines WPD’s standards regarding the basis for use of 

force, including how decisions to use force must be made. WPD’s policy states: “Officers shall 

use only that amount of force that reasonably appears necessary given the facts and 

circumstances perceived by the officer at the time of the event to accomplish a legitimate law 

enforcement purpose.  The reasonableness of force will be judged from the perspective of a 

reasonable officer on the scene at the time of the incident.”  The policy goes on to note that 

evaluations of reasonableness must take into account the fact that officers must often make 

“split-second decisions” about the amount of force that reasonably appears necessary, with 

limited information and in circumstances that are “tense, uncertain, and rapidly evolving.” 

 

Policy Analysis.  This language meets the legal requirements under the U.S. Supreme Court’s 

ruling in Graham v. Connor,13 which establishes a general standard of “objective 

reasonableness” regarding police use of force.  Objective reasonableness represents the legal 

                                                           
11 Ibid, pp. 34-36. 
12 Ibid, pp. 41-43.   
13 Graham v. Connor, 490 U.S. 386 (1989). http://caselaw.findlaw.com/us-supreme-court/490/386.html. 

http://caselaw.findlaw.com/us-supreme-court/490/386.html
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standard by which police use of force is judged by the courts, and it is critical that any use-of-

force policy articulate that standard. 

 

However, though Graham outlined broad principles for how the objective reasonableness 

standard should be applied, the Supreme Court ultimately left it up to individual police agencies 

to determine how to best incorporate those principles into their own policies, training, and 

tactics.  The Court stated, “Determining whether the force used to effect a particular seizure is 

‘reasonable’ under the Fourth Amendment requires a careful balancing of the ‘nature and quality 

of the intrusion on the individual’s Fourth Amendment interests’ against the countervailing 

governmental interests at stake. … Because the test of reasonableness under the Fourth 

Amendment is not capable of precise definition or mechanical application, … its proper 

application requires careful attention to the facts and circumstances of each particular case, 

including the severity of the crime at issue, whether the suspect poses an immediate threat to the 

safety of the officers or others, and whether he is actively resisting arrest or attempting to evade 

arrest by flight.” (Emphasis added.) 

 

Graham is the common denominator across the United States; all police agencies must have use-

of-force policies that meet Graham’s standards.  Neither PERF nor anyone else (other than the 

Supreme Court itself) can alter that precedent.  However, many police departments have chosen 

to go beyond the bare requirements of Graham.  For example, many police agencies have 

detailed policies and training on issues such as shooting at moving vehicles, rules on pursuits, 

guidelines on the use of Electronic Control Weapons, and other use-of-force issues that are not 

mentioned in or required by Graham. 

 

Furthermore, new concepts in use-of-force policy and practice, such as the “tactical pause,” often 

reflect expectations of American communities about police use of force, particularly in assessing 

whether force in any given situation is not only legal, but also is necessary, proportional, and 

ethical. In this sense, use-of-force policies and practices currently employed by many police 

agencies seek to go beyond the minimum legal standard established in Graham. 

 

Given these principles, WPD can strengthen its policy by adding language to this section that 

more clearly defines the basis for using force.  This language should go beyond the minimum 

legal standard established in Graham, and reflect key concepts such as de-escalation and 

proportionality.  These concepts should also be incorporated into all WPD’s policies, practices, 

and training on use of force.   

 

Recommended Policy Changes.  PERF recommends making the following changes to 300.3 (Use 

of Force): 
 

 Recommendation: WPD should adopt de-escalation as formal agency policy, and 

language should be added to this section to reflect this approach.  The policy should state 

that de-escalation is the preferred, tactically sound approach in many critical incidents. 

The policy should require officers to receive training on key de-escalation principles. 

Many agencies already provide crisis intervention training as a key element of de-

escalation, but crisis intervention policies and training must be merged with a new focus 

on tactics that officers can use to de-escalate situations. De-escalation policy should also 
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include discussion of proportionality, using distance and cover, tactical repositioning, 

“slowing down” situations that do not pose an immediate threat, calling for supervisory 

and other resources, and related concepts.  

o For example, the Seattle Police Department’s policy states that “When safe under 

the totality of the circumstances and time and circumstances permit, officers shall 

use de-escalation tactics in order to reduce the need for force.”14 
 

PERF’s recommendations regarding proportionality are discussed below in relation to WPD 

Policy 300.3.2 “Factors Used to Determine the Reasonableness of Force.”  
 
 

WPD Policy 300.3.2  (Factors Used to Determine The Reasonableness of Force) 
 

Current WPD Policy.  This section outlines the specific factors that WPD officers should consider 

when determining whether to apply force, and for determining whether the officer’s force was 

reasonable.  The policy lists 17 factors, including the immediacy and severity of the threat to 

officers or others, the subject’s mental state or capacity, the effects of drugs or alcohol, and the 

availability of other options and their possible effectiveness. 

 

Policy Analysis.  As discussed above in relation to 300.3 “Use of Force,” the determination of 

whether force is reasonable should include a calculation of whether the officer’s response was 

proportional to the threat being faced.  The test for proportionality includes examining factors 

such as the nature and severity of the underlying threat, as well as whether the officer’s actions 

will be viewed as appropriate given the totality of the circumstances.15    
 

Additionally, policies that provide officers with guidance on when force is reasonable should 

incorporate a decision-making framework that officers can apply during critical incidents and 

other tactical situations.  PERF’s Guiding Principles on Use of Force introduced the Critical 

Decision-Making Model (CDM), a five-step tool that is based largely on the National Decision 

Model that has been used effectively in the United Kingdom for many years, and that is similar 

to the thought process used by the New York City Police Department’s (NYPD) Emergency 

Services Unit (ESU).16  The CDM is designed to meet the needs of U.S. police agencies seeking 

a better way to teach officers how to think critically about various situations and how to make 

decisions that are more effective and safe.  The CDM guides officers through the process of:  

collecting information; assessing the situation, threats, and risks; considering police powers and 

agency policy; identifying options and determining the best course of action; and acting, 

reviewing, and re-assessing the situation.  The CDM is one of the key elements of PERF’s ICAT 

training, which is an integrated approach to use-of-force training that incorporates critical 

thinking, crisis intervention, communications, and tactics.17  (For more details on training, see 

the “WPD Training Needs” section of this report.)  

                                                           
14 http://www.seattle.gov/police-manual/title-8---use-of-force/8000---use-of-force-core-principles  
15 See PERF, Guiding Principles on Use of Force, pp. 38-40.   
16 Ibid, pp. 79-87.   
17 See PERF, ICAT:  Integrating Communications, Assessment, and Tactics, pp. 27-32. 
http://www.policeforum.org/assets/icattrainingguide.pdf. ICAT Training is available on PERF’s website at 
www.policeforum.org/icat. 

http://www.seattle.gov/police-manual/title-8---use-of-force/8000---use-of-force-core-principles
http://www.policeforum.org/assets/icattrainingguide.pdf
http://www.policeforum.org/icat
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Finally, some police agencies have faced situations in which an officer uses deadly force against 

individuals who posed a danger only to themselves, such as a person threatening suicide or 

experiencing a mental health crisis.  Even though it may seem obvious that this not the 

appropriate course to take, some agencies have found it useful to include language in their 

policies that explicitly prohibits officers from using deadly force against individuals in these 

situations. 

 

Recommended Policy Changes.  PERF recommends the following changes to 300.3.2 (Factors 

Used to Determine the Reasonableness of Force): 
 

 Recommendation: WPD should add language to this section stating that force used by 

officers should be proportional to the threat. In assessing whether a response is 

proportional to the threat being faced, officers should consider the following factors: 

o Whether the level of force is necessary to mitigate the threat and safely achieve a 

lawful objective;  

o Whether there is another, less injurious option available that will allow the officer 

to achieve the same objective as effectively and safely; and   

o Whether the officer’s actions will be viewed as appropriate given the severity of 

the threat and the totality of the circumstances. 

 

 Recommendation:  WPD should adopt the Critical Decision-Making Model (CDM) to 

help guide the decision-making of officers in the field.  The CDM should be incorporated 

into policy language, and officers should receive training on how to apply the CDM in 

their daily work.  As noted above, information about the CDM can be found in PERF’s 

Guiding Principles on Use of Force and ICAT: Integrating Communications, Assessment, 

and Tactics.  PERF can provide additional information about this tool as needed. 

 

 Recommendation:  WPD should add language to this section that prohibits the use of 

lethal force against individuals who pose a danger only to themselves and not to other 

members of the public or to officers. Officers should also be required to consider the use 

of many available less-lethal options in these situations.  Officers should be prepared to 

exercise considerable discretion to wait as long as necessary so that the situation can be 

resolved peacefully.18   
 
 

WPD Policy 300.3.4  (Carotid Control Hold) 
 

Current WPD Policy.  WPD’s current policy states that, while “the proper application of the 

carotid control hold may be effective in restraining a violent or combative individual,” the use of 

this technique should be subject to certain conditions given the potential for injury.  The 

conditions include:  the officer having successfully completed department-approved training in 

the use of the carotid control hold; that the technique can only be used when the subject is violent 

or physically resisting; and that the technique should generally not be used with pregnant 

                                                           
18 See PERF, Guiding Principles on Use of Force, p. 48. 
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women, elderly individuals, obvious juveniles, and individuals who “appear to have Down 

syndrome or who appear to have obvious neck deformities or malformations, or visible neck 

injuries.”  The policy also provides that all individuals who have been subject to the carotid 

control hold must be promptly examined by paramedics or medical personnel, that the officer 

shall inform anyone taking custody of the subject that the carotid control hold was applied, and 

that the officer must promptly notify a supervisor and document when the technique is used. 

 

During interviews with WPD personnel, PERF learned that WPD officers learn the carotid 

control hold as part of their AZ POST training, but that the academy is moving away from 

teaching this technique.  PERF also was told that WPD’s practice is to not use the technique 

unless lethal force is justified. 

 

Policy Analysis.  Some police agencies treat the carotid control hold as lethal force and prohibit 

its use except in situations in which lethal force is authorized.  This is the position taken by the 

U.S. Department of Justice (DOJ) in several of its recent consent decrees with police agencies.  

For example, the DOJ’s consent decrees with the City of Albuquerque (2014) and City of New 

Orleans (2013) both state that “neck holds” (which are defined to include carotid restraint) “shall 

be considered lethal force” and that the police departments “shall explicitly prohibit neck holds, 

except where lethal force is authorized.”19   Furthermore, other agencies, such as the New York 

City Police Department and Philadelphia Police Department, forbid the use of these techniques 

in any circumstances, due to safety concerns.  

 

Recommended Policy Changes.  PERF has traditionally recommended the prohibition of any type 

of neck restraint due to the limited occasions in which it is generally used and the extensive 

training and skill required to perform it effectively.   If the WPD decides to continue the use of 

the carotid control hold, it must ensure all officers are trained and tested yearly on the technique 

and that policy and training are revised so that it is authorized only in situations in which 

lethal force is authorized.  
 
 

WPD Policy 300.4.1  (Shooting at or from a Moving Vehicle) 
 

Current WPD Policy.  WPD’s current policy on shooting at moving vehicles states in its entirety:  

“Shots fired at or from a moving vehicle are rarely effective. Officers should move out of the 

path of an approaching vehicle instead of discharging their firearm at the vehicle or any of its 

occupants. An officer should only discharge a firearm at a moving vehicle or its occupants when 

the officer reasonably believes there are no other reasonable means available to avert the threat 

of the vehicle, or if deadly force other than the vehicle is directed at the officer or others. 

Officers should not shoot at any part of a vehicle in an attempt to disable the vehicle.” 
 

                                                           
19 United States v. City of Albuquerque, Settlement Agreement (2014), 
https://www.justice.gov/sites/default/files/usao-nm/legacy/2015/01/20/DOJ-
ABQ%20Settlement%20Agreement%20EXECUTED.pdf;  
United States v. City of New Orleans, Consent Decree Regarding the New Orleans Police Department (2013), 
http://www.laed.uscourts.gov/Consent/NewOrleansDecree.pdf.  

https://www.justice.gov/sites/default/files/usao-nm/legacy/2015/01/20/DOJ-ABQ%20Settlement%20Agreement%20EXECUTED.pdf
https://www.justice.gov/sites/default/files/usao-nm/legacy/2015/01/20/DOJ-ABQ%20Settlement%20Agreement%20EXECUTED.pdf
http://www.laed.uscourts.gov/Consent/NewOrleansDecree.pdf
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Policy Analysis.  Many police agencies have adopted strict prohibitions on shooting at or from a 

moving vehicle when the vehicle itself is the only “weapon” being used against officers. For 

example, agencies with this policy include the following:  the New York City Police Department 

(which adopted it in 1972); the Boston Police Department; the Cincinnati Police Department; the 

Denver Police Department; the Philadelphia Police Department; and the Washington, DC 

Metropolitan Police Department.20  Some agencies have found that the number of police 

shootings was significantly reduced by enacting this type of absolute prohibition. 

 

Although the language of WPD’s policy is a bit unclear, WPD personnel told PERF that their 

understanding is that department policy prohibits officers from shooting at or from a moving 

vehicle unless there is justification for lethal force against the person, not the vehicle.  In other 

words, they said that this practice would only be justified if someone inside the vehicle was 

shooting at the officer or otherwise presented a justification for lethal force. 
 

Recommended Policy Changes.  PERF recommends the following changes to 300.4.1 (Shooting 

at or From Moving Vehicle): 

 

 Recommendation:  WPD should clarify that shooting at or from a moving vehicle is 

prohibited unless someone inside the vehicle is using or threatening lethal force by means 

other than the vehicle itself.  This is a progressive policing practice that has been adopted 

in many police agencies, including the New York City Police Department (NYPD), and 

adding this clarification will bring WPD’s policy in line with what appears to be the 

standard practice engaged in by its officers. 
 
 

WPD Policy 300.5  (Reporting the Use of Force) 
 

Current WPD Policy.  WPD’s current policy states:  “Any use of force by a member of this 

department shall be documented promptly, completely and accurately in an appropriate report, 

depending on the nature of the incident. The officer should articulate the factors perceived and 

why he/she believed the use of force was reasonable under the circumstances.” 

 

Policy Analysis.  PERF’s Guiding Principles on Use of Force recommend that police agencies 

document “all uses of force that involve a hand or leg technique; the use of a deadly weapon, 

less-lethal weapon, or weapon of opportunity; or any instance where injury is observed or 

alleged by the subject.  In addition, agencies should capture and review reports on the pointing of 

a firearm or an Electronic Control Weapon at an individual as a threat of force.”21  The reason 

for requiring reporting in these circumstances is to help agencies identify areas for improvement 

with respect to policies and training, and to promote accountability and transparency within the 

agency. 

 

                                                           
20 Discussion and citations available in Guiding Principles on Use of Force, p. 44-47. 
http://www.policeforum.org/assets/guidingprinciples1.pdf 
 
21 PERF, Guiding Principles on Use of Force, pp. 48-49.   

http://www.policeforum.org/assets/guidingprinciples1.pdf
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Interviews with WPD personnel revealed that officers are indeed required to report and 

document any use of force that goes beyond “soft hands,” including when they point a weapon at 

someone as a threat of force.  One employee told PERF that having strong reporting protocols 

are important, as officers tend to be more thoughtful about how they apply force when they know 

it will be documented.  WPD’s reporting policy and practices reflect progressive policing 

practices and should be continued.   

 

Recommended Policy Changes.  None.  WPD should continue to enforce this policy. 
 
 

WPD Policy 300.5.1  (Notification to Supervisors) 
 

Current WPD Policy.  Section 300.5.1 provides a detailed list of seven specific circumstances in 

which a supervisor must be notified “as soon as practicable” following the application of force.   

 

Policy Analysis.  This section is cumbersome, and the policy could be read to exclude situations 

that, while not specifically included in the list of seven items, should require supervisory 

notification.  This section could be adequately captured in a more concise, user-friendly 

statement. 

 

Additionally, this section does not require supervisors to respond to critical incidents prior 

to force being used. Many police agencies have found that dispatching a supervisor to the 

scene of a critical incident can reduce the likelihood that deadly forced will be used.  There 

is often a short period of time between when an officer is dispatched to a scene and when 

force is used, so supervisory response should be prompt.  Some police agencies have trained 

their dispatchers to go on the radio and specifically ask patrol supervisors if they are en 

route to certain high-risk calls. 
 

At PERF’s 2016 meeting on use of force, former San Diego Police Chief William Lansdowne 

noted that there is typically about a 15-minute window of time from when a call comes in 

regarding a critical incident, and when first shots are fired.  “If you have a system set up within 

your organization that gets a supervisor to the scene early on, within the 15-minute window, your 

chance of having an officer-involved shooting – getting someone hurt, your officer or the person 

– is reduced by about 80% because they can manage the situation as a team,” Chief Lansdowne 

said.22 

 

WPD’s current policy does require supervisors to respond to calls when they “reasonably believe 

there is a likelihood” that an electronic control weapon may be used (Section 303.8).  However, a 

similar requirement is not explicitly included in WPD’s general use-of-force policy. 
 

Recommended Policy Changes.  PERF recommends the following changes to 300.5.1 

(Notification to Supervisors): 

 

                                                           
22 Ibid, p. 63. 
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 Recommendation: WPD should condense the list of seven specific situations requiring 

supervisory notification into a single, concise statement.  The statement should require 

officers to notify supervisors regarding all uses of force that involve a hand or leg 

technique; the use of a deadly weapon, less-lethal weapon, or weapon of opportunity; or 

any instance where injury is observed or alleged by the subject.   

 

 Recommendation: WPD should add a requirement that supervisors immediately respond 

to any scene: where a weapon (including firearm, edged weapon, rocks, or other 

improvised weapons) is reported; where a person experiencing a mental health crisis is 

reported; or where a dispatcher or other member of the department believes there is 

potential for significant use of force.  
 

 

WPD Policy 300.6 (Medical Considerations) 
 

Current WPD Policy.  Section 300.6 provides instructions for providing medical assistance to 

subjects involved in force situations.  It states:  “Prior to booking or release, medical assistance 

shall be obtained for any person who exhibits signs of physical distress, who has sustained 

visible injury, expresses a complaint of injury or continuing pain, or who was rendered 

unconscious.  Any individual exhibiting signs of physical distress after an encounter should be 

continuously monitored until he/she can be medically assessed.”  The policy states that medical 

assistance may include an examination by fire personnel, paramedics, hospital staff, or medical 

staff at the jail.  This section of the policy does not explicitly require officers to render first aid to 

subjects. 

 

Policy Analysis.  Many police agencies explicitly require officers to render first aid to subjects 

and to promptly request medical assistance as soon as it is safe and practical to do so.  This 

requirement demonstrates that agencies respect the sanctity of human life, a principle that should 

underscore all agency policies, training, and tactics.23   

 

WPD does include a first aid requirement in a separate section of its policy manual, Section 434 

(Medical Aid and Response).  Section 434.3 states:  “Whenever practicable, members should 

take appropriate steps to provide initial medical aid (e.g., first aid, CPR and use of an automated 

external defibrillator (AED)) in accordance with their training and current certification levels.  

This should be done for those in need of immediate care and only when the member can safely 

do so.” 

 

Recommended Policy Changes.  PERF recommends making the following changes to Section 

300.6 (Medical Considerations): 

 

 Recommendation:  WPD should add language to Section 300.6 that requires officers to 

render first aid to subjects who have been injured as a result of police actions, and to 

promptly request medical assistance as soon as it is safe and practicable to do so.  This 

                                                           
23 Ibid, p. 43.   
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language can be based on the language included in Section 434.3 of WPD’s policy 

manual. 
 

 

WPD Policy 300.7 (Supervisor Responsibility) 
 

Current WPD Policy.  This section outlines supervisors’ duties when responding to and reviewing 

use-of-force incidents.  Section 300.7.1 (Sergeant Responsibility) states:  “The Sergeant shall 

review each use of force by any personnel within his/her command to ensure compliance with 

this policy and to address any training issues.”   

 

Policy Analysis.  It is important that use-of-force review does not stop at the level of sergeant.  

Lieutenants should also review every force report for personnel under their command.  Although 

WPD’s policy does not explicitly state that lieutenants should review use-of-force reports, 

interviews with WPD personnel revealed that it is standard practice for them to do so.  At the 

time of PERF’s review, the lieutenants were typically responsible for determining whether the 

sergeant’s findings and recommendations for administrative discipline (if applicable) were 

appropriate. (Additional information about the policies pertaining to use-of-force investigations 

is located at the end of this section.) 

   

Recommended Policy Changes.  WPD has made the following reforms to its use-of-force review 

process:   
 

 Reform implemented:  WPD has taken steps to further strengthen its use-of-force 

reporting and has revised its use-of-force report form.  The department has also 

established a more comprehensive review process for use-of-force reports.  Pursuant to 

this process, officers submit use-of-force reports to their sergeants, who pass the report 

up to the lieutenant.  The lieutenant works with the chief of police to review the officer’s 

report and any other documentation and determine whether the force was justified and in 

compliance with WPD policy.  When force is determined to not be justified, WPD 

leaders take a deeper look into whether the incident reflects a problem with training, 

discipline, accountability, etc.   

 

In addition to these reforms, PERF recommends that WPD make the following changes to 

Section 300.7 (Supervisor Responsibilities): 

 

 Recommendation:  WPD’s policy should be updated to clearly and explicitly outline the 

department’s new process for use-of-force reviews, as described above in the “Reform 

implemented.”  This will formalize the process into policy, including the requirement that 

lieutenants must review all use-of-force reports for officers within their command.   
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WPD Policy 300.9 (Use of Force Analysis) 
 

Current WPD Policy.  Section 300.9 states:  “At least annually, the Patrol Lieutenant should 

prepare an analysis report on use of force incidents.  The report should be submitted to the Chief 

of Police.” 

 

Policy Analysis.  Collecting and analyzing information regarding use-of-force incidents is a good 

practice.  It is also a good practice to ensure that this information is regularly reviewed by top 

agency leaders, including the chief of police.  However, according to interviews with WPD 

personnel, traditionally this policy has not been followed and the chief of police has not regularly 

received a use-of-force analysis.   

 

Recommended Policy Changes.  WPD has made the following reform to its use-of-force analysis 

process: 

 

 Reform implemented:  To ensure compliance with Section 300.9, WPD has instituted a 

new practice that requires the chief of police to receive a use-of-force analysis report both 

on a monthly and annual basis.  It is important that this practice continue under the new 

chief of police.  WPD leaders should use information in the reports to identify areas 

where more training or guidance as needed.  Leaders should also regularly review 

whether certain officers are repeatedly involved in force incidents, and should take 

appropriate steps to address these officers (e.g., additional training, counseling, 

disciplinary actions). 

 

In addition to this reform, PERF recommends that WPD make the following changes to Section 

300.9 (Use of Force Analysis): 

 

 Recommendation:  To promote transparency and accountability, WPD should make the 

annual use-of-force analysis available to the public, such as by posting it on the agency’s 

website.  (For more information about promoting transparency, see the “Building Strong 

Community Relationships” section of this report.) 

 

WPD Policy 302 - Control Devices and Techniques  
 

This policy provides guidance on the use and maintenance of control devices, such as batons, 

tear gas, and oleoresin capsicum (OC) spray and pepper projectiles.24   

 

 

 

                                                           
24 Although electronic control weapons (ECWs) are also typically considered a type of control device/technique, 
WPD has a separate policy to govern ECWs (WPD Policy 303  - “Conducted Energy Device”). Having a separate 
policy for ECWs makes sense for WPD, as ECWs have different requirements for training, usage, etc. than the 
control devices discussed in WPD Policy 302 (batons, tear gas, OC spray, etc.). 
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WPD Policy 302.4.1 (Sergeant Responsibilities) 
 

Current WPD Policy.  WPD’s current policy states:  “The Sergeant may authorize the use of a 

control device by selected personnel or members of specialized units who have successfully 

completed the required training.” 

 

Policy Analysis.  The responsibility of determining which personnel are authorized to use and 

issue a control device should fall to the chief of police (or the chief’s designee), not the sergeant 

level. Although sergeants might be able to provide input based on the knowledge and experience 

gained as front-line supervisors, the final decision should rest with the chief of police. 

 

Recommended Policy Changes.  PERF recommends that WPD make the following changes to 

Section 302.4.1 (Sergeant Responsibilities): 

 

 Recommendation:  WPD should change this policy so that the chief of police (or chief’s 

designee) is responsible for authorizing the use of a control device, rather than the 

sergeant. 
 
 
 

WPD Policy 303 - Conducted Energy Device  
 

WPD Policy 303 governs the use of Conducted Energy Devices (hereinafter referred to as 

Electronic Control Weapons, or ECWs, as recommended below, except when citing directly to 

WPD policy language).  All WPD patrol officers carry ECWs, and data provided by WPD 

showed that ECWs were deployed in nearly half (47%) of the department’s use-of-force 

incidents between 2014 and 2016. 

 

PERF’s review identified several opportunities for strengthening WPD’s ECW policy.  

(Additional recommendations for strengthening ECW training and tactics are discussed later in 

this report.)  The recommendations included in this section are largely based on the report 2011 

Electronic Control Weapon Guidelines, which was released by PERF and the Department of 

Justice’s Office of Community Oriented Policing Services (COPS Office) in 2011.25  That 

publication provides a set of guidelines for ECWs that address policies, training, use, medical 

considerations, reporting and accountability, and public information and community relations. 

 

The PERF/COPS Office guidelines were cited in a 2016 decision by the U.S. Court of Appeals 

for the Fourth Circuit, which held that “[i]mmediately tasing a non-criminal, mentally ill 

individual, who seconds before had been conversational, was not objectively reasonable.”26  In 

response to the Pinehurst decision, several agencies in jurisdictions within the Fourth Circuit 

                                                           
25 Police Executive Research Forum and COPS Office (2011).  2011 Electronic Control Weapons Guidelines. 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weap
on%20guidelines%202011.pdf  .  
26 Armstrong v. the Village of Pinehurst, No. 15-1191.  January 11, 2016. 
http://www.ca4.uscourts.gov/Opinions/Published/151191.P.pdf . 

http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.ca4.uscourts.gov/Opinions/Published/151191.P.pdf
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amended their use-of-force and ECW policies to reflect the ruling and the PERF/COPS Office 

guidelines. 

 

PERF’s review found that WPD’s ECW policies are largely aligned with the progressive 

practices outlined in the 2011 guidelines.  The recommendations below are intended to address 

the few areas of WPD’s ECW policy that could be strengthened.  
 

ECW Terminology 
 

Current WPD Policy.  Throughout this policy, WPD refers to an ECW as either a “conducted 

energy device” or by the brand name, TASER.   

 

Policy Analysis.  The PERF/COPS Office guidelines recommend a change in terminology from 

“Conducted Energy Device” and other similar terms to “Electronic Control Weapon.”   This 

change is recommended in order to “reflect the reality that these tools are less-lethal weapons 

that are meant to help control persons who are actively resisting authority or acting 

aggressively.”27   

 

Recommended Policy Changes.  PERF recommends the following terminology changes: 

 

 Recommendation:  WPD should revise its policy to replace all references to “Conducted 

Energy Device” or “TASER” with the more descriptive and appropriate term, “Electronic 

Control Weapon (ECW).”  This change will help clarify that ECWs are in fact weapons 

that carry a risk of harming persons, including fatal injuries in some cases.  The change 

should be made throughout WPD’s policy manual and in all other orders, directives, and 

training curricula which reference such devices. 
 
 

WPD Policy 303.5 (Use of the Taser) 
 
Current WPD Policy.  Section 303.5 provides instructions on ECW application, including special 

deployment considerations and what actions should be taken following use.  The introduction to 

this section states:  “The Taser has limitations and restrictions requiring consideration before its 

use.  The Taser should only be used when its operator can safely approach the subject within the 

operational range of the device.  Although the Taser is generally effective in controlling most 

individuals, officers should be aware that the device may not achieve the intended results and be 

prepared with other options.” 

 

Policy Analysis.  As noted in the PERF/COPS Office guidelines, “ECWs are not harmless or risk-

free, and ECWs should not be used in situations where alternative options, including other types 

of force or verbal de-escalation techniques, are more appropriate.”28  Thus, it is important for 

                                                           
27

 PERF and COPS Office, 2011 Electronic Control Weapons Guidelines, p. 8.  
28 Ibid, p. 12. 
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officers to have strong guidance, both in policies and training, that teaches them to avoid 

immediately resorting to ECWs before first considering other options.   

 

Additionally, though Section 303.5 notes that officers should “be prepared with other options” 

should the ECW not achieve the intended results, the policy does not provide detail about what 

those options should be.29  It is critical that officers understand that an ineffective ECW 

deployment does not mean that officers should automatically move to their firearms.  As noted in 

PERF’s Guiding Principles on Use of Force, “Under the Critical Decision-Making Model, an 

ineffective ECW deployment should prompt officers to re-assess the situation and the current 

status of the threat, and to take appropriate, proportional actions.  In some cases, that may mean 

tactically repositioning, getting together as a team, and assessing different options.”30 

 

Recommended Policy Changes.  PERF recommends that WPD make the following changes to 

Section 303.5 (Use of the Taser): 
 

 Recommendation:  WPD should strengthen the introductory language of Section 303.5 

to reflect the risks of deploying ECWs and the importance of considering whether 

alternative options, including other types of force or verbal de-escalation techniques, 

would be more appropriate prior to deploying the ECW.   WPD should also clarify what 

options officers should consider when an ECW deployment is ineffective, emphasizing 

that an ineffective ECW deployment does not mean that officers should automatically 

move to their firearms. The policy should stress that officers should re-assess the 

situation and the current status of the threat and determine which actions are appropriate 

and proportional. 
 

WPD Policy 303.5.1 (Application of the Taser) 
 

Current WPD Policy.  WPD’s policy states:  “Mere flight from a pursuing officer, without other 

known circumstances or factors, is not good cause for the use of the Taser to apprehend an 

individual.” 

 

Policy Analysis.  According to progressive policing practices, whether a subject is fleeing should 

not be the sole justification for using an ECW against the subject.  Instead, personnel should 

consider the severity of the offense, the subject’s threat level to others, and the risk of serious 

injury to the subject before deciding to use an ECW on a fleeing subject.  Thus, WPD’s current 

policy is aligned with progressive practices and should be maintained. 

 

Recommended Policy Changes.  None.  WPD should continue to enforce this policy. 
 
 

                                                           
29 Studies that have tracked the effectiveness of ECWs have illustrated the limitations of these devices.  For 
example, of the more than 1,100 times that Los Angeles Police Department (LAPD) officers deployed ECWs in 2015, 
the ECW was effective in subduing subjects only 53% of the time.  Los Angeles Times, One of the LAPD’s preferred 
weapons to help officers avoid shootings often doesn’t work. (April 1, 2016), 
http://www.latimes.com/local/crime/la-me-lapd-tasers-20160401-story,amp.html.  
30 PERF, Guiding Principles on Use of Force, p. 67.   

http://www.latimes.com/local/crime/la-me-lapd-tasers-20160401-story,amp.html
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WPD Policy 303.5.2 (Special Deployment Considerations) 
 

Current WPD Policy.  This section states:  “Because the application of the Taser in the drive-stun 

mode (i.e., direct contact without probes) relies primarily on pain compliance, the use of the 

drive-stun mode generally should be limited to supplementing the probe-mode to complete the 

circuit, or as a distraction technique to gain separation between officers and the subject, thereby 

giving officers time and distance to consider other force options or actions.” 

 

Policy Analysis.  WPD’s policy guidance regarding the use of ECWs in drive-stun mode is 

generally aligned with the PERF/COPS Office ECW guidelines.  Those guidelines state:  “The 

primary function of the drive stun mode, when not used to complete the circuit, is to gain subject 

compliance through the administration of pain.  Using the ECW to achieve pain compliance 

may have limited effectiveness and, when used repeatedly, may even exacerbate the 

situation by inducing rage in the subject.  For these reasons, agencies should carefully 

consider policy and training regarding when and how personnel use the drive stun mode, and 

should discourage its use as a pain compliance tactic.  Drive stun has an applicable but limited 

purpose that should be taught, explained, and monitored through ECW training and field use.”31 

 

Although WPD’s policy regarding the use of ECWs in drive-stun mode is sound and aligned 

with progressive policing practices, the department must take steps to ensure that officers are 

trained on this policy and that it is reflected in actual practice.  Data provided by WPD revealed 

that half of all documented ECW uses between 2014 and 2016 involved the device being used in 

drive-stun mode, which may suggest that the use of drive-stun mode is not as limited as may be 

contemplated by WPD’s policy.   

 
Recommended Policy Changes.   
 

 Recommendation:  PERF recommends that WPD strengthen its ECW training to ensure 

that officers understand the limitations of drive-stun mode and when it is appropriate to 

use.  When reviewing use-of-force data, WPD leaders should examine the frequency with 

which the drive-stun mode to determine whether additional training or discipline is 

needed. 
 
 

WPD Policy 304 – Officer-Involved Shootings and Deaths 
 

WPD Policy 304.1 (Purpose and Scope) 
 

Current WPD Policy.  Section 304.1 states that the purpose of this policy is “to establish policy 

and procedures for the investigation of an incident in which a person is injured as the result of 

an officer-involved shooting or dies as a result of other action of an officer.”  (Emphasis added.) 

The policy outlines the process for both the administrative and criminal investigations. 
 

                                                           
31 PERF and COPS Office, 2011 Electronic Control Weapons Guidelines, p. 14.  
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Policy Analysis.  When investigating officer-involved shootings, it is important that the 

investigatory focus be on the officer’s intent to use lethal force, and should not depend on the 

officer’s marksmanship or random chance.  Thus, WPD Policy 304 should be expanded to 

include investigations of all officer-involved shootings, regardless of whether the subject is 

injured or dies as a result of the shooting.  WPD’s current policy does state that “in other 

incidents not covered by this policy, the Chief of Police may decide that the investigation will 

follow the process provided in this policy.”  However, this language is somewhat vague, and it 

should be clarified to explicitly require that all shootings be investigated, whether contact or non-

contact, according to this policy. 

 

Recommended Policy Changes.  PERF recommends that WPD make the following changes to 

Section 304.1 (Purpose and Scope): 
 

 Recommendation:  WPD should revise this section to require all officer-involved 

shootings be investigated according to the processes outlined in Policy 304.  This 

includes non-contact shootings that did not result in injury or death. 
 
 

WPD Policy 304.5.5 (Involved Officers) 
 

Current WPD Policy.  WPD’s current policy 304.5.5(d) states that a licensed psychotherapist 

shall be provided by the department to each WPD officer involved in a shooting or other incident 

that results in a death, and may also be provided to any other affected WPD members upon 

request.  The policy states that interviews with a licensed psychotherapist will be considered 

privileged and that a separate fitness-for-duty exam may also be required. 
 

Policy Analysis.  PERF’s prior work on officer wellness has found that in many police agencies 

there are still many barriers to officers seeking help for mental and emotional health issues.32  

For example, officers may perceive seeking help as a sign of “weakness” that can lead to job-

related consequence, and the police culture of bravery and toughness may create a stigma that 

prevents officers from coming forward when they have a problem.33   

 

PERF has found that one way to address these barriers is for police agencies to require critical 

incident counseling for any officer involved in a traumatic event, such as an officer-involved 

shooting, prior to the officer returning to duty.34  By mandating immediate counseling, agencies 

are ensuring that officers are getting the help they need to prevent and address issues such as 

post-traumatic stress disorder (PTSD).35  And by requiring everyone involved in these incidents 

to participate in counseling, it can reduce the stigma associated with seeking help.36 

 

                                                           
32 Police Executive Research Forum (2015). Labor and Management Roundtable Discussions: Collaborating to  
Address Key Challenges in Policing. Washington, DC: Office of Community Oriented Policing Services. http://ric-zai-
inc.com/Publications/cops-p325-pub.pdf, pp. 25-29.  
33 Ibid. 
34 Ibid. 
35 Ibid. 
36 Ibid. 

http://ric-zai-inc.com/Publications/cops-p325-pub.pdf
http://ric-zai-inc.com/Publications/cops-p325-pub.pdf
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Recommended Policy Changes.  PERF recommends that WPD make the following changes to 

Section 304.5.5 (Involved Officers): 

 

 Recommendation:  WPD should revise this section to explicitly require all officers 

involved in a shooting or other incident that results in a death to meet with a licensed 

psychotherapist.  The officer’s sergeant should be responsible for arranging this session 

and it should be scheduled two to five days after the incident, if possible, and certainly 

before the officer returns to duty. 
 
 

PERF’s Guiding Principles on Use of Force and ICAT Training  
 
PERF’s work on use-of-force issues goes back decades, and in 2014 PERF began a series of new research 
and policy development projects regarding use of force, following a series of high-profile uses of force 
that occurred across the country.  This research was intended to help police agencies rethink their use-
of-force policies, practices, and training, with the goal of increasing the safety of people in the 
community as well as the safety of Winslow officers. 
 
The culmination of this work was the release in 2016 of PERF’s 30 guiding principles on use of force,37 as 
well as a comprehensive training guide focused on integrating communications, assessment, and tactics 
(ICAT).38

  These materials were developed using information gathered from a wide range of sources, 
including a national survey of police agencies regarding use-of-force training; numerous national 
conferences that brought together hundreds of police executives, community members, federal justice 
officials, and other experts from across the country; onsite field studies of multiple police agencies, 
including Police Scotland, the New York City Police Department Emergency Service Unit, and the Police 
Service of Northern Ireland; and focus groups with trainers and leaders from a cross-section of police 
agencies from the U.S. and abroad.   
 
PERF’s Guiding Principles on Use of Force.  PERF’s set of 30 “Guiding Principles,” released in March 
2016, reflect research and progressive practices in the key areas of use-of-force policy, training, tactics, 
equipment, and information needs.   These Guiding Principles are designed to provide officers with 
guidance and options, and to reduce unnecessary uses of force in many situations, particularly during 
incidents that do not involve suspects armed with firearms.  (Police have limited options for de-
escalation when they encounter criminal offenders brandishing firearms, but often police can “slow a 
situation down” and avoid the need for using lethal force when they encounter situations such as a 
mentally ill person who is holding a knife, throwing rocks, or otherwise behaving erratically, but is not 
brandishing a gun.) 
 
The Guiding Principles cover four key areas:   

 Policy:  Thirteen of the 30 principles deal with policy issues, starting with adopting a policy 
statement that the sanctity of human life should be at the heart of everything a police agency 
does.  Other guidelines call for police agencies to do the following: 

                                                           
37

 Police Executive Research Forum (2016). Guiding Principles on Use of Force. 
http://www.policeforum.org/assets/guidingprinciples1.pdf. 
38 Police Executive Research Forum (2016). ICAT:  Integrating Communications, Assessment, and Tactics. 
http://www.policeforum.org/assets/icattrainingguide.pdf.  
 

http://www.policeforum.org/assets/guidingprinciples1.pdf
http://www.policeforum.org/assets/icattrainingguide.pdf
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o Adopt de-escalation as agency policy;  
o Establish a “duty to intervene” when officers witness another officer using excessive 

force or engaging in other misconduct, or when they see warning signs that an officer 
may be on the verge of using unnecessary force;   

o Prohibit firing at moving vehicles; and  
o Establish documentation and reporting requirements for use-of-force incidents. 

 Training and Tactics:  Eleven of the principles relate to training and tactics in use of force.  A 
major focus is on de-escalation strategies (especially communications); using distance, cover, 
and time to “slow a situation down,” gather more information, communicate with the person, 
and assess options while protecting everyone’s safety; ensuring a strong supervisory response; 
and training as teams when possible. 

 Equipment:  Four of the principles pertain to equipment, in particular less-lethal options such as 
chemical spray and Electronic Control Weapons.  PERF also recommends that agencies make 
greater use of personal protective shields to increase officer safety during certain types of 
incidents. 

 Information Exchange:  The last two principles involve training for call-takers and dispatchers, 
who play a critical role in gathering information and communicating key information to 
responders; and educating family members of people with mental illness on what to report 
when they call 9-1-1, so that officers will know more about the person they will be 
encountering.  
 

The report on PERF’s 30 Guiding Principles also presents a new tool to support decision-making in the 
field, including during critical incidents.  This five-step tool, known as the Critical Decision-Making 
Model (CDM), is based largely on the National Decision Model that has been used effectively in the UK 
for several years.  The CDM is designed to meet the needs of U.S. police agencies seeking a better way 
to teach officers how to think critically about various situations and how to make decisions that are 
more effective and safe. 
 
ICAT Training Guide.  In conjunction with the 30 Guiding Principles, PERF developed “ICAT: Integrating 
Communications, Assessment, and Tactics,” a training guide that represents a new way of thinking about 
use-of-force training for American police officers.  ICAT takes the essential building blocks of critical 
thinking, crisis intervention, communications, and tactics, and puts them together in an integrated 
approach to training.  ICAT is anchored by the Critical Decision-Making Model and is designed to 
enhance both officer and public safety by providing officers with more tools, skills, and options for 
handling critical incidents, especially those involving subjects who are in crisis but who are not armed 
with firearms.  The cornerstones of ICAT include slowing incidents down in order to avoid reaching a 
point where there is a need to use deadly force, upholding the sanctity of life, building community trust, 
and protecting officers from physical, emotional, and legal harm. 
 
In October 2016, PERF released an ICAT Training Guide that is comprised of six modules: 

 Introduction to ICAT 

 Critical Decision-Making Model 

 Crisis Recognition and Response 

 Tactical Communications 

 Operational Safety Tactics 

 Integration and Practice 
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The ICAT Training Guide includes model lesson plans, scenario-based training exercises, PowerPoint 
presentations, case study videos of use-of-force incidents, and other resources.  The Training Guide was 
developed with the help of a Working Group comprised of more than 60 professionals representing law 
enforcement agencies and other organizations from across the country.  A panel of 10 policing experts 
reviewed a draft of the Training Guide, and the training was pilot-tested in six sites throughout the 
country in August and September of 2016.  Feedback from the expert review and pilot sites was 
incorporated into a final report, which was released in October 2016.   
 
In December 2016, PERF held a national meeting on how to implement ICAT Training.  This meeting, 
which was held in New Orleans, was attended by more than 400 individuals representing more than 160 
police agencies. In 2017, PERF held another ICAT training session in Baltimore, in which 150 police 
officials from across the country learned how to implement ICAT.  Another session is being planned for 
late April in Los Angeles. 
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SECTION II.  WPD PERSONNEL AND SCHEDULING CHALLENGES 
 

Many police agencies across the country are struggling to build and maintain a fully-staffed 

workforce of qualified, diverse officers and civilian personnel.  This section discusses issues 

related to WPD’s workforce, including its diversity and the personnel and scheduling challenges 

that WPD faces. 

 

Workforce Diversity 
 

It is important that police agencies reflect the diversity of the communities that they serve.  

PERF found that WPD’s workforce, though not perfectly representative of the racial 

demographics of Winslow as a whole, is fairly diverse racially. 

 

The graph below depicts the racial demographics of all WPD employees (both sworn and 

civilian), WPD sworn personnel, and all residents of the City of Winslow.  WPD data is from 

2016 and was provided by WPD.  The Winslow data is from the 2010 U.S. Census.39  

Demographic categories reflect those used by both WPD and the U.S. Census Bureau. 

 
Racial Demographics of WPD and Winslow  

 
As this graph illustrates, WPD employs a fairly representative number of Native 

Americans as compared to the population of Winslow as a whole.  Of all WPD employees, 

28.6% are Native American, whereas Native Americans comprise 25.7% of Winslow’s 

                                                           
39 U.S. Census Bureau, http://www.census.gov/quickfacts/table/PST045215/0483930. 

51.4% 52.2%

34.5%

17.1% 17.4%

32.8%

28.6%
26.1% 25.7%

2.9%
4.3%

5.7%

All WPD Employees WPD Sworn Employees City of Winslow

Caucasian Hispanic or Latino American Indian/Alaska Native Black/African-American

http://www.census.gov/quickfacts/table/PST045215/0483930


30 
 

population.  Slightly more than half of WPD’s workforce (both sworn and civilian) is 

Caucasian, around 17% is Hispanic/Latino, and approximately 3% is Black/African-American. 

 

Although WPD has a fairly diverse workforce, it should continue to make efforts to recruit and 

hire candidates who reflect the diversity of Winslow, with a particular focus on the Hispanic and 

Black/African-American communities. 

 

WPD Personnel Levels 
 

WPD has an authorized capacity of 34 personnel, which includes 25 sworn positions and nine 

civilian positions.  At the time of PERF’s review, the Criminal Investigations Division (CID) 

was comprised of four people:  a lieutenant,40 a sergeant, and two investigators.  The Patrol 

Division was comprised of 17 people:  a lieutenant, four sergeants, four patrol corporals, six 

patrol officers, and two patrol officers in training.  There were two vacancies in the Patrol 

Division.  The nine civilian positions were fully staffed, including an administrate assistant, a 

Communications Supervisor, five dispatchers, a records clerk, and a crime scene technician. 

 

WPD personnel told PERF that the staffing counts do not reflect the fact that, at any given time, 

there are a number of people who are unavailable to work due to injury, illness, or extended 

leave.   

 

Additionally, PERF learned that WPD’s current training practices for new recruits can also 

contribute to authorized positions remaining unfilled. Although WPD is free to send new recruits 

to a number of academies within the state, the department typically chooses to send its recruits to 

one academy, the nearby Northeastern Arizona Law Enforcement Training Academy 

(NALETA).  When there is not an opening at NALETA, recruits must wait for a spot to open up. 

As a result, there is often a backlog of new officers who are unable to work, as it can sometimes 

take up to a year for a new recruit to go through the process of hiring, academy training, and 

field training. (For more information about the academy training, see the “WPD Training Needs” 

section of this report.)   

 

 Recommendation:  In order to reduce the staffing backlog, WPD should make it a 

standard practice to send new recruits to other accredited academies when there are not 

immediate vacancies at NALETA.  The department should also ensure that new officers 

are hired far enough in advance so that significant staffing gaps do not occur while 

waiting for recruits to go through the hiring and training process. When making decisions 

about when new officers will need to be hired, WPD can look at historical data regarding 

the department’s average turnover rates to determine future staffing needs, rather than 

waiting for a vacancy to occur.  

 

 

                                                           
40 The CID lieutenant retired during the course of this project, and the position was vacant at the time of this 
report. 
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Impact of Personnel Levels 
 

As is common in many police agencies, most WPD employees believe that the department’s 

current staffing levels create challenges that make it difficult for personnel to perform their 

duties.  The scope of this project did not include a formal staffing study, so this report does 

not take a position on whether WPD’s staffing levels are appropriate.  Instead, this section 

discusses the perception among WPD employees regarding the department’s staffing levels 

and presents a recommendation for how WPD can properly assess staffing needs moving 

forward. 
 

During interviews, WPD employees described several ways in which they believe the 

department’s staffing levels impact officers’ abilities to do their jobs.  For example, some WPD 

employees said that the there is typically only enough staff available to allow for one sergeant 

and one officer to be on patrol at any given time.  Compounding this problem is the fact that the 

jail is located 30 miles away, so the department often has to call in off-duty officers to perform 

jail transport in order to avoid leaving an officer alone at the station to handle incoming calls.  

 

Some WPD employees believe that this shortage of available patrol officers has made it difficult 

for officers to promptly respond to calls for service or to engage in proactive policing efforts.  

They said that it can also create safety issues, such as when officers need backup in emergency 

situations but none is available.  Additionally, they said that other WPD personnel, including 

patrol sergeants and CID investigators, have routinely had to step in to help handle calls for 

service, which detracts from their availability to perform their usual duties.   

 

WPD employees also believe that low staffing levels make it difficult for the department to 

maintain clear and consistent shift schedules.  They said that instead of having a standard system 

for scheduling patrol officers, people just fill in as needed and as their availability allows. As a 

result, officers’ schedules are unpredictable and often vary from day to day.   

 

In addition to creating problems with service delivery, WPD employees told PERF that these 

personnel and scheduling challenges have had an impact on officer wellness and agency morale.  

Personnel said that they frequently work 60-hour weeks, and that this workload – combined with 

the unpredictability of the shift schedules – has created safety and wellness concerns related to 

exhaustion and burnout.  PERF also learned that personnel often do not have time to attend 

necessary training, a problem that is discussed in more detail in the “Officer Training” section of 

this report. 

 

 

 Recommendation:  WPD could take a number of steps to assess its personnel needs and 

explore how to better meet these needs.  For example, in order to better understand its 

officers’ workload, WPD should review historical data regarding calls for service and 

response times.  This will require implementing the proper technological tools necessary 

for capturing this data, such as an adequate computer-aided dispatch (CAD) system. (For 

more details about the department’s CAD system, see the “WPD Accountability 

Systems” section of this report.)  Personnel decisions should also factor in time 

unavailable due to injury, illness, leave, or training. With a modern CAD system, WPD 
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will be able to analyze its workloads and staffing needs, and consider the potential 

benefits of staffing increases. 

 

Additionally, a useful resource that WPD could consult is A Performance-Based 

Approach to Police Staffing and Allocation, a 2012 publication from the U.S. Department 

of Justice’s Office of Community Oriented Policing Services (COPS Office) and 

Michigan State University.41  WPD could use this resource to better evaluate its 

personnel needs and explore necessary changes.   

 

WPD also should strive to develop and maintain standard, consistent shift schedules.  

When determining how to deploy officers across shifts, the department should review 

data regarding the times of day when most calls for service are likely to occur.  Shift 

schedules should be made clear to officers and should be as consistent as possible. 

  

  

                                                           
41 Jeremy M. Wilson & Alexander Weiss, A Performance-Based Approach to Police Staffing and Allocation, COPS 
Office and Michigan State University (2012), http://a-
capp.msu.edu/sites/default/files/files/041218461_Performance_Based_Approach_Police_Staffing_FINAL100112.p
df.  

http://a-capp.msu.edu/sites/default/files/files/041218461_Performance_Based_Approach_Police_Staffing_FINAL100112.pdf
http://a-capp.msu.edu/sites/default/files/files/041218461_Performance_Based_Approach_Police_Staffing_FINAL100112.pdf
http://a-capp.msu.edu/sites/default/files/files/041218461_Performance_Based_Approach_Police_Staffing_FINAL100112.pdf
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SECTION III.  WPD TRAINING NEEDS 
 

PERF’s review of the Winslow Police Department (WPD) included an assessment of the 

department’s current officer training practices. Based on interviews with WPD personnel, as well 

as discussions with staff from the Northeastern Arizona Law Enforcement Training Academy 

(NALETA), PERF developed a number of recommendations to strengthen WPD training, both 

for new recruits and for experienced officers.   

 

A number of these recommendations are designed to address current training gaps in critical 

areas, such as de-escalation and crisis intervention.  The recommendations also seek to ensure 

that new recruits are provided with the tools they need as they transition from the training 

academy.  Without consistent and thorough training, the other recommendations outlined in this 

report will be difficult to implement. 

 

This section discusses PERF’s findings and recommendations across three primary areas:  recruit 

officer training, in-service training, and additional training for dispatchers and specialized units. 

This section also presents a number of training reforms that WPD is already in the process of 

implementing. 

 

Recruit Officer Training 
 

Academy Training 
 

In Arizona, the minimum training requirements for police officers are established by the Arizona 

Peace Officers Standards and Training Board (AZPOST).42  Although WPD is allowed to send 

new recruits to any AZPOST-accredited academy throughout the state, PERF learned that the 

vast majority of new WPD recruits are sent to the Northeastern Arizona Law Enforcement 

Training Academy (NALETA),43 which is located nearby in Snowflake, Arizona. 

 

NALETA is an 18-week program that offers a standard AZPOST curriculum.  NALETA 

conducts written evaluations of recruits every four weeks, as well as a final evaluation at the end 

of the academy, for a total of five evaluations.   

 

Interviews with NALETA staff suggest that WPD officials have been increasingly working 

closely with academy staff when making decisions about a recruit’s future with the department.  

For example, PERF learned that WPD officials meet one-on-one with NALETA staff if an 

immediate concern arises when a recruit is in the academy, and have at times dismissed recruits 

in situations in which the academy identifies a significant problem.  

 

Currently, WPD does not provide any sort of standard orientation or formal department-specific 

training to recruits upon their graduation from the academy.  Instead, recruits immediately begin 

                                                           
42 Arizona Peace Officers Standards and Training Board, https://post.az.gov/.  
43 Northeastern Arizona Law Enforcement Training Academy, http://natc.info/northeastern-arizona-law-
enforcement-academy/  

https://post.az.gov/
http://natc.info/northeastern-arizona-law-enforcement-academy/
http://natc.info/northeastern-arizona-law-enforcement-academy/
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field training after leaving the academy.  As a result, many WPD personnel told PERF that they 

felt confused and unprepared as they transitioned from the academy.   

 

For example, several officers said that they never received formal training on WPD policies and 

procedures.  Some officers said that they did not even receive basic information about what to 

expect on their first day with the department, such as which day they should report for duty or 

what they were supposed to wear. Several people told PERF that this transition would have been 

easier if WPD had provided an initial orientation, or if they had been assigned a WPD field 

training officer (FTO) while still in the academy to act as a resource for any questions the recruit 

may have.   

 

 Recommendation:  WPD should implement a formal orientation process for new 

recruits after they graduate from the academy and before they begin the field training 

program. This process should include a comprehensive review of WPD’s policies and 

procedures, an overview of the field training program (and what will be expected of 

recruits during field training), instructions on how to complete reports and other WPD 

forms, information regarding wellness resources (e.g., counseling and mentoring 

programs), and basic information about items such as WPD facilities, shift schedules, 

chain of command, and uniform and equipment requirements.  During the orientation, 

new recruits should also receive training on how to respond to critical incidents and 

situations involving people in crisis, including training on critical decision making, de-

escalation techniques, crisis intervention response, and communication techniques. This 

training is part of PERF’s “ICAT: Integrating Communications, Assessment, and 

Tactics,” which is presented in more detail below during the discussion on in-service 

training needs.44
   

 

 

 Recommendation:  Although recruits should not begin field training prior to leaving the 

academy, each new recruit should nonetheless be assigned to a FTO prior to academy 

graduation.  The purpose of this is to give recruits a designated resource and point of 

contact at WPD resource that can provide basic information and answer questions prior to 

the recruit’s first day on patrol assignment.  FTOs should meet with recruits in the week 

before to their graduation from the academy in order to provide information and answer 

questions. 

 

 

PERF also learned that WPD does not currently have a training coordinator who is responsible 

for overseeing recruit training. Assigning someone to this role is important for ensuring that 

recruit training is consistent and for strengthening communication with academy staff. 

 

 Recommendation:  WPD should assign one supervisor to serve as the training 

coordinator for new recruits.  The training coordinator should help develop and deliver 

the new-recruit orientation and should regularly communicate with academy staff to learn 

of any training issues and obtain feedback from instructors on what was taught during 

                                                           
44

 Police Executive Research Forum (2016). ICAT:  Integrating Communications, Assessment, and Tactics. 
http://www.policeforum.org/assets/icattrainingguide.pdf. 

http://www.policeforum.org/assets/icattrainingguide.pdf
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class.  This will help reduce any mixed messages the recruits may receive and help 

improve coordination between academy and FTO training. 
 

 

Recruit Officer Field Training 
 
Upon graduating from the academy, WPD recruits are assigned to complete approximately three 

months of field training.  Most WPD recruits are assigned to three or four different FTOs, one 

for each phase of the field training program, which is a common practice for police agencies. 

WPD has a designated FTO coordinator, typically a sergeant or a corporal, who oversees the 

program.   

 

Prior to completing field training, recruits are expected to meet various benchmarks; e.g., 

conducting 10 traffic stops and 10 field interviews. Recruits are scored on various performance 

measures using a scale of one to five, and recruits who score in the three-to-four range are 

typically passed through the program. AZPOST does not provide mandates for field training, and 

the content and structure of field training programs is left up to individual departments.  

 

FTO Selection and Training 
 

WPD employees said that the department does not use a set of standard, objective criteria for 

selecting FTOs, and that often officers are appointed as FTOs without being asked if they would 

like to serve in that position.  Several people said that they were hesitant to serve as FTOs, even 

though FTOs and the FTO coordinator each receive two hours of overtime per week.  This 

reluctance is due in part to the fact that WPD has not traditionally sent its FTOs or the FTO 

coordinator to formal FTO training, and officers fear being held accountable for performing a job 

for which they are not properly trained.   

 

 Reform implemented:  Since the time of PERF’s initial review, WPD has sent its FTO 

coordinator to a FTO certification course, where the coordinator received training on how 

to coordinate the field training program.  WPD has also identified additional people to 

serve as FTOs, and the department now has three certified FTOs on staff.  WPD officials 

have also strengthened the FTO coordinator’s authority to make decisions regarding the 

program.  

 

 Recommendation:  As the WPD continues to revise its FTO selection process, it should 

take steps to ensure that the best officers are chosen for the position. FTOs should be 

chosen based on a set of standard criteria that includes experience, past performance, and 

a willingness to serve.  The department should consider additional incentives for FTOs to 

encourage more experienced officers to apply.  For example, one incentive could be 

adding points to the promotional process and /or specialized unit selection process for 

officers with FTO experience.  Another incentive may be using the FTO experience as a 

prerequisite or priority qualification for various training programs.   
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 Recommendation:  In-service training for FTOs should be provided every other year, 

depending on the number of training classes.  This will ensure that FTOs receive updates 

on new training philosophies and techniques.  It will also allow academy staff to evaluate 

FTOs to ensure that they should remain in the program. 
 
 

Field Training Standards and Coordination 
 

According to WPD personnel, WPD’s field training program has traditionally lacked the formal 

standards and coordination necessary for ensuring that recruits receive consistent, thorough field 

training.   

 

For example, recruits are supposed to have formal meetings with their FTOs and the FTO 

coordinator every two weeks throughout the program.  However, several people said that these 

meetings rarely actually occurred, and that as a result, recruits did not receive adequate feedback 

on a regular basis.  PERF was also told that FTOs were not using a set of standard criteria to 

assess recruits, which made it difficult for the department to know whether recruits were 

prepared enough to complete the program.  Additionally, several personnel said that they were 

taught different – and often inconsistent – practices from each of their various FTOs, which led 

to confusion about what the proper protocols are.  

 

As a result of these issues, many WPD officers felt that the field training program did not 

adequately prepare them to work on their own.  Some employees said that they completed the 

program before they had actually received many of the training requirements they were supposed 

to meet per department policy, and several people felt that they had been pushed through the 

program before they were ready, simply in order to fill vacancies for officers on the street. 

 

 Reform implemented:  During the course of this project, PERF shared many of its 

findings regarding field training with WPD officials.  Recognizing that this was an 

immediate need that should be addressed, WPD is now taking steps to restructure its field 

training program.  For example, the department is revising its FTO manual to ensure that 

the proper policies and protocols are in place, and is working to improve accountability to 

ensure that these policies are followed.  WPD’s FTO coordinator has sought guidance 

from other departments when revising the department’s FTO manual.45 

 

 Recommendation:  As WPD revises its field training program, it should focus on 

implementing a consistent process for ensuring that recruits are provided adequate 

feedback and preparation.  The department should require that FTOs formally document 

                                                           
45 For additional guidance on developing field training programs, including examples of field training program 

policies and practices, see the following resources:  International Association of Chiefs of Police (IACP), Best 
Practices Guide:  Field Training for Today’s Recruits, http://www.theiacp.org/portals/0/documents/pdfs/BP-
FieldTrainingforTodaysRecruits.pdf; PERF, A Problem-Based Learning Manual for Training and Evaluating Police 
Trainees (2004), https://ric-zai-inc.com/Publications/cops-w0150-pub.pdf;  J.T. Haider (1990), Field Training Police 
Recruits: Developing, Improving, and Operating a Field Training Program, (Springfield, IL: Charles C. Thomas 
Publisher).  
 

http://www.theiacp.org/portals/0/documents/pdfs/BP-FieldTrainingforTodaysRecruits.pdf
http://www.theiacp.org/portals/0/documents/pdfs/BP-FieldTrainingforTodaysRecruits.pdf
https://ric-zai-inc.com/Publications/cops-w0150-pub.pdf
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their bi-weekly meetings with recruits, and this documentation should be included in 

personnel files and be reviewed as part of the process for evaluating FTOs.  

 

 Recommendation:  The FTO manual should include a standardized field training 

curriculum that is consistently used for all new recruits.  The curriculum should include a 

set of benchmarks and requirements that officers must meet in order to complete field 

training, and no recruit should be allowed to pass the program without meeting each of 

these requirements. The manual should also set forth a standardized process for assessing 

recruits, including the criteria used for assessment and the evaluation scoring process.  

These items should be reviewed with all new recruits at the beginning of the program.  

 

Additionally, some WPD employees said that there were frequently gaps in communication 

between FTOs and department leaders regarding recruit performance issues.  For example, PERF 

was told about occasions in which an FTO documented a performance or behavioral issue 

demonstrated by a recruit, but that no further steps were taken by the department to address the 

issue. 

 

 Recommendation:  The FTO manual should clearly state the formal process for 

addressing any potential performance or behavioral issues identified by a recruit’s FTO.  

The manual should provide guidance for each step of the process, including:  instructions 

for how FTOs should document and report problems they observe; who in the chain of 

command should be notified of these issues and how notification should occur; and the 

progression of steps that should be taken to address the issues (e.g., additional training, 

counseling, etc.).  Any FTO report that triggers this process should be reviewed and 

signed by the chief of police.   

 

 

In-Service Training 
 

Overall In-Service Training 
 

In addition to reviewing WPD’s recruit officer training, PERF also examined the in-service 

training opportunities available to experienced WPD officers.  PERF learned that historically 

WPD has not taken a strategic approach to in-service training.   WPD personnel said that the 

department has typically offered little in-service training beyond the mandatory minimum 

training required by AZPOST, and that while officers are sometimes sent to outside training 

courses, these courses are not always relevant to the type of work that officers do, nor do they 

provide training in the specific areas that officers need.  As a result, many WPD employees feel 

that they are lacking training in core areas such as supervision, accountability, communication, 

and report-writing.   

 

 

 Reform implemented:  WPD has begun taking steps towards a more strategic and 

meaningful approach to in-service training.  For example, the department is working to 

build a training calendar to help coordinate yearly training requirements and 
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opportunities.  Additionally, WPD plans to solicit feedback from employees on what kind 

of in-service training they would like to have, which will help the department to better 

assess its training needs.  WPD is also focusing on expanding opportunities for in-house 

training.  As part of this, WPD should send additional experienced officers to become 

certified as general instructors through the instructor certification course offered by the 

County. WPD should also explore general in-service training opportunities that are 

available locally.  For example, PERF learned that the Navajo County Sheriff’s Office 

conducts several training courses that WPD officers are invited to attend, and in-service 

training is also available at the Northeastern Arizona Law Enforcement Training 

Academy (NALETA) in Snowflake.   

 

 Reform implemented:  PERF learned that WPD recently held a Blue Courage46 training 

course for all sworn officers.  This two-day course, which is provided through a 

partnership with the U.S. Department of Justice’s Bureau of Justice Assistance, the 

National Law Enforcement Officers Memorial Fund, and the International Association of 

Directors of Law Enforcement Standards and Training, uses a dynamic learning process 

and focuses on areas such as stress management, resiliency, engagement, and improving 

agency culture. Several other Arizona law enforcement agencies, including the Maricopa 

County Sheriff’s Office, the Mesa Police Department and the Phoenix Police 

Department, have received Blue Courage training.   
 

The remainder of this section discusses specific training areas that WPD should address as it 

seeks to strengthen its in-service training opportunities.  

 

De-escalation and Crisis Intervention Training 
 

In the wake of several high-profile incidents involving police use of force, many police agencies 

across the country are working to revise their use-of-force policies, training, and techniques.  

One progressive practice that many agencies have adopted is the use of de-escalation techniques 

when confronted with a potential use-of-force situation.  De-escalation techniques can include 

the use of verbal skills to bring a peaceful conclusion to a potentially confrontational event, 

which is critical when dealing with subjects exhibiting erratic or dangerous behavior due to a 

crisis such as medical impairment, mental illness, or the influence of alcohol or drugs.   

 

As discussed earlier in the “WPD Policies” section of this report, PERF recommends that WPD 

adopt de-escalation as an agency philosophy.47  This means ensuring that officers receive 

specific training in de-escalation techniques, along with training on how to respond to people 

who are in crisis.  De-escalation training is also supported by action item 2.2.1 of the President’s 

Task Force on 21st Century Policing Report, which states that policies for training on use of force 

should emphasize de-escalation and alternatives to arrests in situations where appropriate.48 

                                                           
46 Blue Courage website, http://bluecourage.com/.  
47 See PERF, Guiding Principles on Use of Force, p. 40. 
48

 President’s Task Force on 21st Century Policing (2015). Final Report of the President’s Task Force on 21st Century 
Policing.  Washington, DC:  Office of Community Oriented Policing Services.  
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf.  

http://bluecourage.com/
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
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PERF learned that WPD officers do not currently receive de-escalation or crisis intervention 

training as part of their in-service training.  Training in these areas is critical for improving how 

officers respond to people in crisis, which will help protect the safety of officers as well as 

members of the community.  This is particularly important in Winslow, where officers frequently 

interact with people who are under the influence of alcohol.   

 

 Recommendation:  WPD should provide de-escalation and crisis 

intervention/communications training to all sworn personnel. The training should focus 

on ensuring that officers are equipped with the skills they need to effectively respond to 

and communicate with people who are in crisis, with the ultimate goal of resolving these 

situations peacefully.  PERF can help WPD identify training opportunities that would 

meet the needs of the department.  

 

PERF can also share with WPD information regarding ICAT: Integrating 

Communications, Assessment, and Tactics a training guide that PERF developed with the 

assistance of police agencies from around the country in 2016 and that represents an 

integrated way of thinking about use-of-force training for police officers.49
  ICAT 

incorporates essential elements of de-escalation, crisis intervention, communications, and 

tactics into an integrated approach to training. ICAT is centered on a Critical Decision-

Making Model, a new tool that officers can use to analyze complex situations and 

evaluate their various options for responding to potentially dangerous incidents. PERF 

has released ICAT nationally, and in December 2016 held a conference in which more 

than 400 police officials from approximately 160 departments were trained in how to 

incorporate ICAT into their own training programs.  ICAT is a companion to PERF’s 30 

Guiding Principles on Use of Force,50 which are designed to provide officers with 

guidance and options, and to reduce unnecessary uses of force, particularly in situations 

that do not involve suspects armed with firearms.  (For more information about the 

Guiding Principles, the CDM, and ICAT training, see the “WPD Policies and 

Procedures” section of this report.) 

 

PERF can introduce WPD to the ICAT concepts through a remote training session, 

during which PERF staff would walk WPD officials through the ICAT modules and 

training materials. Additionally, all of the ICAT training materials are available on 

PERF’s website:   http://www.policeforum.org/icat.  

 

 

Firearms Training 
 

According to interviews with WPD personnel, officers are required to qualify on their firearms 

on an annual basis.  Firearms training is currently conducted by two WPD supervisors, who are 

certified firearms instructors.  WPD employees said that firearms instruction typically consists of 

                                                           
49

 PERF, ICAT:  Integrating Communications, Assessment, and Tactics, 
http://www.policeforum.org/assets/icattrainingguide.pdf. 
50PERF, Guiding Principles on Use of Force, http://www.policeforum.org/assets/guidingprinciples1.pdf  

http://www.policeforum.org/icat
http://www.policeforum.org/assets/icattrainingguide.pdf
http://www.policeforum.org/assets/guidingprinciples1.pdf
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performing simulated shooting exercises once per year.   Several employees said that they would 

like to have more guided practices at the range, so they can be corrected on their mistakes and 

learn proper techniques.  In response, WPD is now emphasizing that the department’s certified 

firearms instructors be available to go to the range with officers on a one-on-one basis to provide 

individualized guidance and support. 

 

 Reform implemented:  WPD has developed a new policy that covers when officers fail 

to qualify on their firearms.  Pursuant to this policy, when an officer first fails to qualify, 

the officer is required to undergo remedial classroom training with a firearms instructor 

and then is tested again.  If the officer again fails to qualify, the officer is put on 

administrative duty (which includes removal of the officer’s gun and badge), undergoes 

additional remedial training, and is tested again.  If the officer still does not qualify, he or 

she will be terminated.  

 

 Recommendation:  WPD should ensure that officers receive tactical scenario-based 

firearms training at least one time per year as part of the department’s in-service training 

requirements.  Scenario-based training will be well received by officers and is critical to 

ensuring that the department is preparing its officers for critical incidents, including 

active shooter situations, potential cross-fire situations, and use of concealment and 

cover.  Officers should receive tactical training alongside the people with whom they will 

be responding to calls, such as members of their squad and sergeants who accompany 

officers on calls for service.  
 

Less-Lethal Weapons Training 
 

In addition to their firearms, all patrol officers carry TASER-brand electronic control weapons 

(ECWs), batons, and chemical pepper spray.  Some officers also carry beanbag shotguns, and the 

department also has a pepper-ball projectile device that is accessible only by the sergeant and 

corporal who have been trained on it.   

 

According to WPD personnel, ECW training is done in-house and occurs every two years.  Two 

WPD supervisors have participated in train-the-trainer courses with TASER and are able to 

conduct ECW training.  (For PERF’s recommendations on additional training regarding the use 

of ECWs in drive-stun mode, see the “WPD Policies and Procedures” section of this report.) 

 

Several employees told PERF that they would like more training on ECWs and less-lethal 

weapons overall, but the staffing levels and workload make it difficult to schedule training time.  

PERF found that WPD would indeed benefit from providing additional training on less-lethal 

weapons.   

 

First, additional training would help expand the options available to WPD officers.  For example, 

the primary reason why only some officers carry beanbag shotguns, and why only two WPD 

personnel have access to the pepper-ball projectile, is because they are the only ones who have 

been able to receive training on these items.  Second, ongoing training will help ensure that 

officers receive the most up-to-date information and are comfortable using newer models of 

these weapons.  For example, WPD’s old model of ECW required the trigger to be pulled twice, 
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but the new model only requires it to be pulled once.  PERF learned that when using the new 

model in the field, some officers inadvertently reverted to pulling the trigger twice, simply 

because that was the practice they were used to.   

 

 Recommendation:  ECW recertification should occur at least annually and should 

consist of physical competency and weapon retention, agency policy, technology 

changes, and reviews of local and national trends in ECW use.  Similar to firearms, ECW 

training should include de-escalation and scenario-based training.  Very often, ECWs fail 

because the probes fail to penetrate clothing or otherwise make a connection, so 

instructors should specifically discuss and train officers about what to do when the ECW 

is ineffective.  Instructors should discuss options the officers can turn to, such creating 

more distance, re-positioning to better cover, consideration of other less-lethal tools, and 

re-engaging in communication efforts.51 
 

Bias and Cultural Sensitivity Training 
 

As noted in the President’s 21st Century Policing Task Force Report, it is important that police 

officers understand the unique needs and characteristics of minority communities.52  This is 

particularly true in a diverse community such as Winslow, where as of 2010 nearly 33 percent of 

residents identified as Hispanic or Latino, and nearly 26 percent identified as American Indian or 

Alaska Native.53  Being sensitive to cultural differences – and recognizing and addressing 

implicit bias – can help a police agency build trust and be more responsive to the needs of 

everyone in the community.54 

 

PERF was told that WPD personnel do not receive any implicit bias or cultural sensitivity 

training outside of what is taught in the academy.  The President’s Task Force recommends that 

police personnel receive ongoing training in these areas, both as new recruits and during in-

service training.55 

 

 Recommendation:  WPD should explore providing additional training on diversity and 

on identifying and countering implicit bias as part of its in-service training.56  Although 

the training should be tailored to meet the unique needs and circumstances in Winslow, 

                                                           
51 PERF and COPS Office, 2011 Electronic Control Weapons Guidelines, 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weap
on%20guidelines%202011.pdf. 
52 Final Report of the President’s Task Force on 21st Century Policing, 
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf.  
53 U.S. Census Bureau, http://www.census.gov/quickfacts/table/PST045215/0483930. 
54 Final Report of the President’s Task Force on 21st Century Policing, 
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf, p. 10-11. 
55 Ibid, pp. 58-59. 
56 For additional information regarding training on fair and impartial policing, please see the following resources:  
Fair & Impartial Policing, LLC (an organization led by Dr. Lorie Fridell and Anna T. Laszlo that provides implicit bias 
training to patrol officers, supervisors, and command-level staff), http://www.fairimpartialpolicing.com/training-
programs; COPS Office (2016). An Assessment of the San Francisco Police Department:  Executive Summary, 
Findings, and Recommendations.  Collaborative Reform Initiative.  Washington, DC: Office of Community Oriented 
Policing Services. https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf.  

http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
http://www.census.gov/quickfacts/table/PST045215/0483930
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
http://www.fairimpartialpolicing.com/training-programs
http://www.fairimpartialpolicing.com/training-programs
https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf
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the U.S. Department of Justice’s Office of Community Oriented Policing Services (COPS 

Office) has recommended that such training should cover the following general topics:57 

 Implicit bias awareness and skills for promoting bias-free policing 

 Definition of cultural competence 

 Disparate treatment, prejudice, and related terms and their application in law 

enforcement 

 History of various cultures and underrepresented groups in society 

 Self-assessment of cultural competency and strategies for enhancing one’s 

proficiency in this area 

 Culturally proficient leadership and law enforcement in communities. 

 

A few members of the community also expressed concerns about the language that some WPD 

officers use when discussing residents who are struggling with drug and alcohol problems.  They 

worry that some officers can be insensitive when discussing these issues and that they may not 

always recognize that alcohol and drug addiction is a disease.  An understanding of substance 

abuse and alcohol-related issues is particularly important for WPD officers, who often encounter 

people struggling with drug- and alcohol-related problems. 

 

 Recommendation:  Although PERF found that many WPD personnel were sensitive 

towards this issue and did recognize that addiction is a disease, it might be useful for all 

personnel to receive additional training in the area of substance abuse and addiction.58   

This includes the physical and psychological bases for addiction, as well as how to 

respond to people in crisis due to substance abuse issues. This type of training is 

recommended by the President’s 21st Century Task Force Report, which states, “It is 

important that officers be able to recognize the signs of addiction and respond 

accordingly when they are interacting with people who may be impaired as a result of 

their addiction.”59  

 

 

Additional Training Needs 
 

In addition to new recruit and in-service training, PERF identified other areas in which WPD’s 

training could be improved.   

 

                                                           
57 COPS Office. 2016. An Assessment of the San Francisco Police Department:  Executive Summary, Findings, and 
Recommendations.  Collaborative Reform Initiative.  Washington, DC: Office of Community Oriented Policing 
Services. https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf, p. 22. 
58 Many police agencies work with their local and state public health organizations to develop training sessions 
focused on educating officers on issues regarding substance abuse and addiction.  Often, this training can be 
offered by public health partners.  For examples of these partnerships, see PERF. 2016. Building Successful 
Partnerships between Law Enforcement and Public Health Agencies to Address Opioid Use.  Washington, DC:  Office 
of Community Oriented Policing Services.  
59 Final Report of the President’s Task Force on 21st Century Policing, p. 57    
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf. 

https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
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Investigations Training 
 

To ensure that detectives are equipped with the knowledge and skills to conduct effective 

investigations, it is important that they receive thorough, ongoing training in areas such as 

investigative techniques, forensics, interrogations and interviews, digital evidence, and managing 

witnesses and informants.60  , WPD investigators should be receiving ongoing training as 

recommended below.  

 

 Recommendation:  All WPD investigators should receive ongoing investigations 

training.  Training should focus on establishing the skills and techniques necessary for 

conducting effective investigations, and should cover the following topics: 

 Departmental investigative policies and procedures 

 Case management and documentation 

 Crime scene management 

 Report writing 

 Interrogation and interview skills 

 Basic forensics, including DNA, ballistics, fingerprints, and trace analysis 

 Evidence collection and submission 

 Cell phone, computer, and internet investigations 

 Surveillance techniques 

 Managing witnesses and informants 

 Interactions with crime victims’ families 

 Constitutional law and the legal requirements involved with investigations 

(e.g., obtaining warrants, Brady requirements, evidentiary rules)  

 How to testify and present cases in court 

 Steps detectives can take to prevent the potential for wrongful convictions, 

such as how to properly record witness statements and assess and utilize 

eyewitness testimony and other evidence 

 Case review processes 

 The use of technology to further investigations, as it applies in Winslow (e.g., 

tracking social media for investigations; eTrace, NIBIN, and other firearms 

tracking technologies; smartphone and computer forensics;  

“Stingray” cellphone tracking technology; license plate readers; facial 

recognition software and other video-related issues; cybercrime investigative 

tools; and other technologies) 

 Other basic investigative techniques. 

 

 
 

                                                           
60 Carter, David L. (2013), Homicide Process Mapping:  Best Practices for Increasing Homicide Clearances, 
Washington, DC:  Bureau of Justice Assistance. 
http://www.iir.com/Documents/Homicide_Process_Mapping_September_email.pdf. 
 

http://www.iir.com/Documents/Homicide_Process_Mapping_September_email.pdf
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Training in Crime Scene and Evidence Processing 
 

WPD employs one civilian crime scene technician, who is responsible for collecting and 

processing physical evidence from crime scenes.  PERF learned that the technician’s training in 

crime scene processing included attending a week-long training course and learning from the 

previous WPD crime scene technician; otherwise, the technician was primarily self-taught.  The 

agency has identified additional advanced training classes that cover topics such as crime scene 

photography and blood spatter evidence, which would be useful to the technician’s work.  

However, these courses often involve expensive fees and travel costs that are difficult for the 

WPD to afford. 

 

 Recommendation:  As part of its training needs assessment, WPD should strive to 

ensure that the crime scene technician receives some form of annual refresher training 

that reflects changes in science, technology, and the law. 

 

WPD employees also said that officers do not receive consistent training on how to properly 

secure and manage crime scenes.  This can create problems with crime scene processing, 

evidence preservation, and chain-of-custody issues.  For example, some WPD employees said 

that patrol officers do not consistently maintain a crime scene log, nor do they receive consistent 

training on updated crime scene processing procedures.   

 

PERF was told that the crime scene technician has met with officers, both one-on-one and in 

groups, to informally train them on proper evidence collection, packaging, and documentation 

procedures.  Although this type of coordination is a strong practice, it should be supplemented by 

formal, consistent training for patrol officers on how to perform these tasks. 

 

 Recommendation:  To ensure that crime scenes are consistently and thoroughly secured 

and managed, WPD should develop a standardized work sheet for patrol officers to use 

when responding to crime scenes.61  The worksheet could include a checklist of all tasks 

that must be completed, notes regarding any essential information gathered (e.g., 

witnesses identified, evidence collected, etc.), and space to record information about the 

people, conditions, and circumstances at the scene.  WPD leaders should seek input from 

CID investigators and the crime scene technician when developing this checklist. 

 

 Recommendation:  WPD should require patrol officers to receive ongoing training in 

crime scene processing and management.62  Topics should include: departmental policies 

and procedures for securing and preserving a crime scene, maintaining a crime scene log, 

locating surveillance cameras and other evidence at the scene, conducting initial witness 

canvasses, and other aspects of initial case investigation and crime scene management.  

Although officers typically receive basic crime scene training while at the academy, this 

training should be reinforced through updated formal training as needed.  The crime 

scene technician should also continue to informally work with patrol officers to make 

                                                           
61 See Carter, David L. (2013), Homicide Process Mapping:  Best Practices for Increasing Homicide Clearances, 
http://www.iir.com/Documents/Homicide_Process_Mapping_September_email.pdf.  
62 Ibid. 

http://www.iir.com/Documents/Homicide_Process_Mapping_September_email.pdf
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sure they understand proper crime scene processing protocols.  Roll call training can be 

another method for disseminating this information to officers. 

 

Dispatcher Training 
 

WPD dispatchers receive a 12-week training course through APCO (Association of Public-

Safety Communications Officials) International, which is a national organization that provides 

training, technical assistance, advocacy, and outreach for public safety communications 

professionals.63  WPD’s lead dispatcher operates as the training officer.  In addition to the APCO 

training, dispatchers receive some ongoing training on an as-needed basis; for example, if a new 

system or protocol is implemented.   

 

According to WPD employees, there is some room for improvement with respect to dispatcher 

training.  For example, dispatchers have limited training on identifying someone in crisis. 

Additionally, neither the Communications Supervisor nor the lead dispatcher have received 

supervisor training. 

 

 Recommendation:  WPD should work to ensure that dispatchers are fully integrated into 

the crisis intervention regimen. Dispatchers play a critical role in the response to 

incidents involving mental health crises. WPD’s personnel need to be trained in how to 

recognize a call from an emotionally disturbed person or about such a person, to ask the 

right questions and develop more information about the crisis event, and to quickly relay 

the appropriate information to responding officers. 

 

 Recommendation:  All Communication supervisors should receive basic supervisory 

training.  Supervisors should be taught skills related to human resource management, 

conflict management, department responsibilities, bias and sensitivity, and decision 

making skills.   

 

 Recommendation:  Similar to sworn personnel, all Communication personnel should 

receive training in the Critical Decision-Making Model (CDM) and how it applies in their 

role.  The CDM is a logical and straightforward thought process that is intended to help 

public safety personnel make better decisions and manage critical events. 

  

                                                           
63 APCO International, https://www.apcointl.org/index.php.  

https://www.apcointl.org/index.php
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SECTION IV.  WPD LEADERSHIP, INTERNAL COMMUNICATION, 
AND FAIR AND CONSISTENT STANDARDS 
 

During PERF’s review of the Winslow Police Department (WPD), one common theme that 

emerged was the belief among many WPD personnel that the agency’s culture has not always 

reflected strong notions of leadership, fairness, and internal transparency.  To illustrate this, 

WPD personnel point to examples such as a lack of strong guidance and supervision, gaps in 

internal communication, and inconsistent standards with respect to hiring, promotions, and 

discipline. 

 

These types of concerns are central to the concept of “internal procedural justice.”  Procedural 

justice is one of the key concepts discussed by the President’s Task Force on 21st Century 

Policing.64  As described in the Task Force’s Final Report, procedurally just behavior involves 

treating people with dignity, fairness, and respect, as well as giving people a “voice” in the 

processes that affect them.65   

 

In policing, internal procedural justice refers to the ways in which these principles are applied 

within a police agency, by department employees, to the benefit of other employees and the 

department as a whole.66  External procedural justice refers to the way in which officers apply 

these principles when they interact with members of the public.67 

 

Importantly, research has shown that there is a link between internal and external procedural 

justice.  When police officers are treated with dignity, fairness, and respect within their agencies, 

they are more likely to treat people in the community the same way.68  Interviews with many 

WPD personnel support this link between internal and external procedural justice.  For example, 

some personnel said that when camaraderie and trust within the WPD is low, that is reflected in 

how officers interact with people in the community. 

 

This section discusses how the principles of internal procedural justice could be applied to 

strengthen three areas within the WPD:  (1) leadership and supervision; (2) internal 

communication; and (3) fair and consistent standards for hiring, promotions, assignments, 

                                                           
64

 Final Report of the President’s Task Force on 21st Century Policing,   
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf.  
65 Ibid, pp. 9-11. 
66

 PERF (2015). Implementing a Comprehensive Performance Management Approach in Community Policing 
Organizations: An Executive Guidebook. Washington, DC: Office of Community Oriented Policing Services, 
https://ric-zai-inc.com/Publications/cops-p331-pub.pdf; PERF (2014). Legitimacy and Procedural Justice: A New 
Element of Police Leadership. 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural
%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf, pp. 4-5;  Police Executive Research 
Forum (2015). Critical Response Technical Assessment Review:  Police Accountability – Findings and National 
Implications of an Assessment of the San Diego Police Department. Washington, DC:  Office of Community 
Oriented Policing Services, https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf, p. 55. 
67 Ibid. 
68 Final Report of the President’s Task Force on 21st Century Policing, pp. 9-11.  
 

https://ric-zai-inc.com/Publications/cops-p331-pub.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf
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and officer discipline.  This section also discusses how investing in updated equipment can help 

improve agency performance, build morale, and promote professionalism. 
 

Agency Leadership and Supervision 
 

A police department’s top leaders play a critical role in determining the agency’s overall culture 

and vision.  These leaders demonstrate their priorities – as well as their expectations – through 

the policies they enact, the standards they set, and the accountability systems they put in place.  

The behaviors and attitudes modeled by an agency’s leaders signal to personnel what is 

acceptable, and will shape how officers interact with their supervisors, members of the 

community, and one another.69   

 

Effecting change within a police agency thus requires having strong, innovative leaders who are 

committed to identifying challenges and making positive reforms.70  Leaders should be forward-

thinking and skilled at strategic planning, and should be able to effectively communicate with a 

variety of audiences.  They should recognize the importance of advocating for the needs of their 

officers, yet also prioritize holding officers – and themselves – accountable for their performance 

and behavior.71  Police leaders should also be committed to applying the principles of procedural 

justice and treating people inside and outside of the agency with fairness, dignity, and respect.   

 

 Recommendation:  As WPD builds its leadership team, it should focus on employing 

innovative, forward-thinking leaders who are committed to making positive changes to 

WPD’s culture, operations, and relationship with the community.72  WPD leaders should 

have a solid understanding of Winslow’s unique needs and resources, and should strive to 

improve transparency, fairness, and communication within the department.  

 

 Recommendation:  WPD should also explore sending senior-level personnel (lieutenants 

and above) to a leadership training program.  These intensive programs, which provide 

promising future leaders with the skills and training they need to become more effective 

managers, can help boost participants’ professional development and expose them to new 

ideas and strategies to take back to their home agencies.73  Additionally, they provide an 

opportunity for top agency officials to identify and reward people with leadership 

abilities, and can make officials more conscious of other ways to develop leadership 

within their agencies.74  Examples of national-level leadership training opportunities 

include PERF’s Senior Management Institute for Policing, the FBI National Academy 

                                                           
69 PERF, Legitimacy and Procedural Justice: A New Element of Police Leadership. 
70 Police Executive Research Forum, Leadership Matters:  Police Chiefs Talk About Their Careers (2009), pp.5-6. 
71 Ibid. 
72 Ibid. 
73 Police Executive Research Forum, Good to Great Policing: Application of Business Management Principles in the 
Public Sector.  U.S. Department of Justice Office of Community Oriented Policing, 2007, 
https://perf.memberclicks.net/assets/docs/Free_Online_Documents/Leadership/good%20to%20great%20policing
%20-
%20application%20of%20business%20management%20principles%20in%20the%20public%20sector%202007.pdf, 
pp. 26-31. 
74 Ibid. 
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and the Northwestern University Center for Public Safety’s Executive Management 

Program. 

 

The Role of Supervisors 
 

Front-line supervisors also play a key role in providing both formal and informal guidance to 

officers.  Supervisors interact with officers on a daily basis; they often act as trainers and 

mentors; and they pass along institutional knowledge regarding how things are done within an 

agency.  Therefore, it is critical that front-line supervisors demonstrate appropriate behaviors, 

that they fully understand proper protocols, and that they have the tools and training they need to 

provide officers with clear direction and accountability. 

 

PERF found that, although WPD’s supervisors are largely talented and dedicated to their work, 

there are some ways in which supervision could be strengthened.  For example, PERF learned 

that there is often confusion regarding the proper chain of command.  Some officers are not 

certain to whom they directly report, and as a result, they do not know whom they should 

approach if they have a question or problem.  Some personnel also feel that they receive 

conflicting directives from various supervisors, which creates confusion and a lack of trust. 

 

 Recommendation:  WPD should implement a clear chain of command, with officers 

organized into squads that are led by an assigned sergeant.  The chain of command 

should be made clear to personnel and should be reinforced by top leaders. At the time of 

PERF’s on-site review, WPD was unable to routinely assign officers on a platoon staffing 

schedule (i.e., a single sergeant and all of the officers that he or she supervises work the 

same schedule). To mitigate the impacts of WPD’s problematic deployment schedule, 

PERF recommends that WPD require monthly meetings among the patrol lieutenant and 

all patrol sergeants to share information and discuss overall performance, the 

performance and behaviors of individuals, and strategies for improvement.  

 

Several WPD employees also expressed a desire for supervisors to be more available to provide 

basic guidance, answer questions, and offer feedback on how the employee is doing.  PERF also 

learned that some supervisors are significantly behind in reviewing and submitting reports.  This 

sets a poor example for officers and makes it difficult to hold officers accountable for promptly 

completing their own reports.  (For more details about WPD’s reporting process, see the “WPD 

Accountability Systems” section of this report.) 

 

 Reform implemented:   As part of an overall effort to improve employee accountability, 

WPD officials have met individually with first-line supervisors to discuss expectations 

and signal that they will be held accountable for performing their supervisory duties.   

 

 Recommendation:  In addition to these informal meetings, WPD should implement 

formal mechanisms for strengthening supervision.  WPD policies should clearly define 

expectations for supervisors and set forth requirements that supervisors must meet.  

Policies should mandate timelines for supervisor report writing and review, and 

supervisors should meet with their direct reports at regularly-defined intervals (e.g., once 
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per month).  Holding regular meetings will help supervisors provide critical guidance and 

feedback to their subordinates, and enable them to proactively identify and address 

concerns before they become serious.75 

 

 Recommendation:  Supervisor performance evaluations should include specific 

measures for assessing whether supervisors are meeting these requirements and should 

assess the supervisor’s ability to “connect with, develop, and lead his or her 

subordinates.”76  (For more details about performance evaluations, see the “WPD 

Accountability Systems” section of this report.) 

 

PERF learned that there are two primary reasons for these gaps in supervision and guidance.  

First, a shortage of patrol officers means that supervisors are often asked to fill in and help 

handle calls for service, which can take away from the time they would otherwise spend 

performing supervisory duties.  (For findings and recommendations regarding staffing, see the 

“WPD Personnel and Scheduling Challenges” section of this report. 

 

Second, WPD’s front-line supervisors receive very little formal or informal supervisor training.  

Though some WPD personnel have attended supervision courses taught through AZ POST, they 

do not receive updated, ongoing supervisor training, nor do they receive the kind of on-the-job 

training and mentoring that provides hands-on experience in how to be an effective supervisor.  

Many supervisors expressed a strong interest in receiving additional supervisor training. 

 

 Recommendation:  WPD should ensure that front-line supervisors receive consistent 

supervisor training.  Training should be received initially upon promotion to supervisor, 

and should then be offered on an ongoing basis to ensure that supervisors obtain up-to-

date information and instruction.  WPD should also implement an on-the-job supervisor 

training/mentoring program, through which new supervisors are paired with an 

experienced supervisor for a period of time (similar to field training for new recruits, 

except for a shorter period).  Additionally, WPD should ensure that any civilian 

personnel who have direct reports (e.g., the Lead Dispatcher, the Communications 

Supervisor) also receive regular supervisor training as well. 

 

 

Internal Communication 
 

Communication within a police agency is important for promoting internal procedural justice and 

for providing personnel with the information they need to effectively perform their duties.  

PERF’s review found several areas in which WPD’s formal information-sharing mechanisms 

could be improved in order to better facilitate cross-agency communication and coordination.   

 

                                                           
75 PERF, Critical Response Technical Assessment Review:  Police Accountability – Findings and National Implications 
of an Assessment of the San Diego Police Department, 
https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf, pp. 39-41. 
76 Ibid, p. 43. 

https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf
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Communication about Policies, Initiatives, and Personnel 
 

Many WPD employees said that they are not always made aware when there is a new policy or 

initiative, and that they feel out of the loop about the overall goals and direction of the agency.  

They said that WPD does not hold regular department-wide meetings or briefings to discuss 

these issues, and that, although information is sometimes shared through email, there is no 

follow-up to ensure that personnel received and understand the message. 

 

Some people also told PERF that they often do not receive information about basic personnel 

matters that affect them.  For example, officers do not always get advance notice before a 

supervisor goes on leave, and one supervisor learned of an officer’s promotion through Facebook 

rather than through internal channels.   

 

Additionally, some personnel said that a lack of coordination and communication among 

supervisors and top leaders can lead to inconsistent information being passed down the line.  

They also said that this lack of coordination can result in confusion about scheduling issues; for 

example, when an officer is scheduled for training but the officer’s supervisor is not notified. 

 

 Reform implemented:  WPD has established weekly command staff meetings and 

monthly supervisor meetings, which is a good practice that will help facilitate better 

communication among agency leaders.  These meetings should continue, and WPD 

should take steps to ensure that the information shared during these meetings is 

communicated to officers. 

 

 Reform implemented:  WPD’s interim director has begun sending a monthly 

department-wide email to update personnel about what is going on in the agency.  This 

“chief’s message” includes information about new and future initiatives, reforms, and 

agency goals.  WPD’s new chief should continue this practice, and supervisors should 

ensure that officers received the email, and discuss any questions they may have. 

   

 Recommendation:  In addition to the chief’s monthly email, WPD should hold regular 

department-wide meetings to ensure that all members of the department are made aware 

of significant issues within the agency.  These meetings should be held any time there is a 

change in policy, a new initiative is launched, or there is a major personnel change.  

Supervisors should hold follow-up meetings with their direct reports to ensure they 

understand what was discussed and to answer any questions. 

 

 Recommendation:  WPD should regularly solicit input from personnel regarding 

policies, practices, and reforms.  This will help promote internal procedural justice and 

give personnel a voice in the issues that affect them.  Input could be solicited through a 

department-wide feedback form that, although not required, could be completed by 

anyone in the department.  WPD could also hold focus groups that include a cross-section 

of agency personnel, both sworn and civilian, representing various ranks and units. 
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Communication about Crimes and Incidents 
 

PERF also learned that there are ways in which WPD could improve how information about 

crimes and other incidents is shared with personnel.  For example, WPD employees said that 

inconsistent and staggered shift schedules made it difficult to hold regular roll call briefings at 

the beginning of each shift, and that as a result, patrol officers do not always receive timely 

information about incidents that occurred while they were off duty.  In at least one case, an 

officer only learned about a shooting after hearing it through the media.   

  

 

 Recommendation:  The WPD should consider the use of a daily activity report 

completed by the patrol supervisor at the end of each tour that can be shared with other 

department personnel.  This activity report can be as simple as an email to department 

personnel.  Other agencies have successfully used software tools, such as Microsoft 

SharePoint, to capture and share department information.   

 

According to several personnel, overall there is inconsistent communication between the Patrol 

Division and the Criminal Investigation Division (CID).  Coordination between these units is 

critical, both for strengthening criminal investigations and for ensuring that patrol officers have 

information to help them perform their functions.  For example, officers who patrol 

neighborhoods on a daily basis may have contacts who could provide vital information about an 

investigation.  Additionally, PERF was told that there is sometimes a lack of understanding 

between these divisions regarding each other’s roles and responsibilities, which can lead to 

tension and make coordination difficult.   

 

 Recommendation:  CID investigators should regularly attend daily briefings to share 

information about crimes and investigations.  Patrol and CID supervisors should also 

work together to identify strategies for improving coordination between their two units, 

and coordination should be reinforced through policies and messages from agency 

leaders. 

Communication with Dispatch 
 

PERF also found that communication between officers and dispatchers could be improved, 

particularly with respect to the information that dispatchers provide to officers responding to 

calls for service.  For example, PERF learned that officers sometimes receive inconsistent 

information from dispatch when they are responding to a call, and they often respond to calls 

without knowing the history of prior calls to the address.  These communication gaps can create 

officer safety and public safety issues.   

 

Part of this problem stems from dispatchers not having the information they need to pass along to 

officers.  For example, PERF learned that the history of prior calls at an address should be 

available through WPD’s computer-aided dispatch (CAD) system, but that the current CAD 

system is unreliable for providing this information.  (For more information about the CAD 

system, see the “WPD Accountability Systems” section of this report.)   
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Additionally, a lack of regular daily briefings means that dispatchers are not receiving consistent 

information about incidents.  PERF was also told that dispatchers sometimes relay information to 

officers via the telephone, rather than over the radio, which leads to supervisors not always 

knowing where their officers are. 

 

 Recommendation:  All Communication personnel should be included on the 

department’s daily activity report.  Patrol sergeants should be routinely checking in with 

dispatchers to address any daily concerns or needs when a Communication supervisor is 

unavailable.  In addition, dispatchers should be gathering and relaying as much 

information as possible to officers, particularly regarding prior calls for service at the 

location, suspect names and known priors if available, potential weapons or other officer 

safety risks, and any indications that the officer may be facing someone experiencing a 

mental health crisis.  

 

 

Fair and Consistent Standards  
 

One key aspect to internal procedural justice is ensuring that there are fair and consistent 

standards for hiring, promotions, assignments, and discipline.77  Having fair and consistent 

standards is important for setting clear expectations for personnel and for promoting 

transparency with respect to processes and decision-making.    
 

Hiring, Assignment, and Promotion Practices 
 

WPD Hiring Process 
 

Traditionally, the hiring process at WPD has been based on a point system that takes into 

account applicants’ education and experience (including military experience), as well as their 

performance on a physical fitness test, a written examination, and an oral interview.  Applicants 

are ranked according to the points they receive for each element, and the chief of police makes 

the final hiring decision.  Once a candidate is selected, he or she receives a background check 

that is conducted by a member of the department.  PERF was told by WPD employees that in the 

past, the background check process was largely cursory and may have resulted in important 

information being overlooked. 

 

 Reform implemented:  WPD has restructured its background investigation process to 

ensure that investigations are conducted thoroughly and according to consistent 

standards.  WPD created a manual that provides resources and details on how to conduct 

a proper background check, including who should be contacted and which questions 

                                                           
77 See PERF, Legitimacy and Procedural Justice:  A New Element of Police Leadership, 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural
%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf, pp. 4-5. 

http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
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should be asked.  WPD also sent three employees to a course on background 

investigations offered by AZ POST.   

 

Assignment and Promotion Process 
 

One of the most common concerns raised by WPD employees was that assignments and 

promotions were not being carried out according to fair, consistent, and transparent standards.    

Several people told PERF that historically there has not been a competitive process for 

assignments and promotions, and that instead WPD officials hand-selected candidates based on 

subjective and unclear criteria.   

 

For example, WPD employees said that when an opportunity for an assignment arose, there was 

no letter of interest sent throughout the department, no formal application process, and no set of 

clear qualifications that the person must meet in order to receive the assignment.  Additionally, 

several people said that the criteria for receiving a promotion were inconsistent and frequently 

changed without notice or explanation.  Many personnel felt that these practices encouraged 

favoritism and prevented qualified people from receiving assignments and promotions.  

 

 Reform implemented:  WPD has established a new policy for promotions and 

assignments.  The goal of this policy is to ensure transparency, fairness, and a 

competitive process that is consistently applied for all employees.  A copy of this policy 

will be provided to officers so they will be clear on the standards and expectations.  WPD 

leaders also met with the two employee associations, the Arizona Conference of Police 

and Sheriffs (AZ COPS) and the Fraternal Order of Police (FOP), and encouraged them 

to use their offices to challenge the processes if they are not being followed.   

 

PERF also learned that traditionally the city’s Human Resources (HR) Department has not been 

involved in the hiring or promotion process.  Getting input from the city’s HR Department would 

help provide an important check on the process and facilitate consistency and fairness.   

 

 Reform implemented:  Pursuant to WPD’s new policy, Winslow’s City Manager and 

HR Department will be involved in the hiring and promotional processes.  The HR 

Director will review the testing process to ensure it is fair and consistent and will sit on 

the board that conducts oral interviews with candidates.  Per this policy, the City 

Manager will have final approval over promotions based on the chief of police’s 

recommendations.  

 

Disciplinary Practices 
 

Several WPD employees told PERF that there is also a lack of fair and consistent standards in 

the department’s disciplinary practices.  This contributes to a perception among many personnel 

that “different rules apply to different people,” which erodes morale and creates confusion about 

what constitutes acceptable behavior.   
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Additionally, several people said that there is generally a lack of follow-up when agency leaders 

are notified about potential disciplinary issues from field training officers or others within the 

department, and that internal affairs investigations have not been rigorous.  They said that this 

can make people hesitant to report potential concerns, as they feel that nothing will be done.   

 

 Reform implemented:  WPD has restructured its internal affairs procedures and has sent 

two employees to an internal affairs investigations course.   WPD is also taking steps to 

ensure that potential disciplinary issues are properly documented, so that the department 

will have the documented support they need to take action pursuant to Arizona’s Peace 

Officers Bill of Rights.  According to several WPD personnel, these steps have helped 

improve the disciplinary process by identifying potential issues that may have previously 

been overlooked.   

 

PERF also learned that the city’s HR Department is not consistently involved in WPD 

disciplinary matters.  Although the HR Director is notified when a WPD employee is terminated, 

the HR Department is not routinely kept apprised of any ongoing and serious performance 

issues, nor is it aware of any progressive disciplinary measures that have occurred.  Involving the 

HR Department in disciplinary matters, since the WPD does not have its own human resources 

component, is important for ensuring that the process is fairly and consistently followed. 

 

 Recommendation:  Whenever WPD documents a violation or a performance issue that 

may lead to future discipline, it should send a copy of this documentation to the city’s HR 

Department.  The HR Department should also receive documentation regarding any 

progressive discipline measures that WPD has enacted for an employee.  The 

performance and disciplinary records in the HR Department’s employee files should 

match those in WPD’s files. 

 

Concerns about WPD’s disciplinary process were also expressed by several members of the 

community, who feel that there is a general lack of follow through on disciplinary matters.  

When the community does not believe that a police department is properly holding personnel 

accountable, it can undermine the department’s legitimacy and damage community trust.   

 

 Recommendation:  WPD should take steps to improve transparency with respect to 

disciplinary matters. (For additional information regarding improving agency 

transparency, see the “Building Strong Community Relationships” section of this report.) 

This could include writing an annual report, to be made available on the department’s 

website, which would identify the number of citizen complaints and how they were 

resolved, as well as the number of use-of-force incidents and whether they were within 

the parameters of WPD policy.  

 

 

Investing in Agency Resources and Infrastructure  
 

Ensuring that employees have adequate resources, such as updated uniforms and equipment, 

signals a willingness on the part of city and agency leaders to invest in the department.  Investing 
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in these resources not only helps improve agency performance, but also helps to build morale 

and promote professionalism.   

 

For example, WPD personnel said that there are an insufficient number of updated computers 

available to facilitate timely report-writing and submission, and that the radios do not always 

function or get adequate coverage.  PERF also learned that many of the department’s vehicles are 

old and in disrepair, and that some vehicles are not equipped with security mechanisms for 

transporting subjects.   

 

Additionally, employees told PERF that the department needs to upgrade its resources for 

processing crime scenes, including providing additional space to securely process vehicles, 

investing in technology such as laser scanners, and purchasing a mobile crime scene vehicle that 

is equipped with crime scene processing tools.   

 

WPD personnel also said that the department does not have a uniform allowance, and that 

employees often do not wear standard, matching uniforms when they make public appearances.    

 

 Recommendation:  WPD should conduct a resource needs assessment and prioritize 

investing in the tools, equipment, and technology necessary for strengthening agency 

functions and promoting professionalism.  WPD should develop a plan for addressing 

these needs, both presently and as the needs change moving forward.  When conducting 

the needs assessment, WPD leaders should solicit personnel from throughout the 

department. 

 

 

The Importance of Internal Procedural Justice 
 
Procedural justice is one of the key concepts discussed by the President’s Task Force on 21st Century 
Policing.78  As described in the Task Force’s Final Report, procedurally just behavior is based on four 
central principles: 

1. Treating people with dignity and respect 
2. Giving individuals ‘voice’ during encounters 
3. Being neutral and transparent in decision-making 
4. Conveying trustworthy motives. 

 
In the field of policing, “external procedural justice” refers to the way in which officers apply these 
principles when interacting with members of the public.  Research has shown that external procedural 
justice is critical for strengthening police legitimacy and enhancing the public’s trust in the police.79   

                                                           
78

 Final Report of the President’s Task Force on 21st Century Policing,  
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf, pp. 9-11. 
79

 PERF, Legitimacy and Procedural Justice:  A New Element of Police Leadership. 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural
%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf, pp. 4-5; PERF (2015). Implementing 
a Comprehensive Performance Management Approach in Community Policing Organizations: An Executive 
Guidebook. Washington, DC: Office of Community Oriented Policing Services, https://ric-zai-
inc.com/Publications/cops-p331-pub.pdf; Final Report of the President’s Task Force on 21st Century Policing, pp. 9-
11. 

http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Leadership/legitimacy%20and%20procedural%20justice%20-%20a%20new%20element%20of%20police%20leadership.pdf
https://ric-zai-inc.com/Publications/cops-p331-pub.pdf
https://ric-zai-inc.com/Publications/cops-p331-pub.pdf


56 
 

 
Similarly, “internal procedural justice” refers to the way in which these principles – treating people with 
dignity, respect, and fairness – are applied within a police agency, by department employees, to the 
benefit of other employees and the department as a whole. 

80
   Recommendation 1.4 of the President’s 

Task Force on 21st Century Policing states:  “Internal procedural justice begins with the clear articulation 
of organizational core values and the transparent creation and fair application of an organization’s 
policies, protocols, and decision-making processes.”81   
 
Examples of how police leaders may apply aspects of procedural justice within their agencies include: 

 Ensuring that disciplinary systems are fair,  

 Soliciting officers’ views about major policy issues,  

 Creating meaningful paths for career advancement, and  

 Encouraging collaboration and strong relationships between employees and supervisors.82
    

 
Applying the principles of internal procedural justice can help improve organizational culture and create 
a safe and healthy working environment for all members of a police agency.83

   Research has shown that 
officers are more likely to show initiative, to view management’s actions as legitimate, and to voluntarily 
comply with departmental policies when they are given a voice and are active participants in the 
decision-making process.84

    
 
Additionally, there is an important link between internal and external procedural justice.  As the 
President’s Task Force report states:  “[O]fficers who feel respected by their organizations are more 
likely to bring this respect into their interactions with the people they serve.”85

  Thus, by promoting the 
principles of fairness, dignity, and respect within the agency, police leaders provide an example of how 
officers should treat people outside of the agency in the same manner.   

 
 

  

                                                           
80

 PERF, Legitimacy and Procedural Justice:  A New Element of Police Leadership, pp. 4-5;  
PERF, Critical Response Technical Assessment Review:  Police Accountability – Findings and National Implications of 
an Assessment of the San Diego Police Department, p. 55. 
81 Final Report of the President’s Task Force on 21st Century Policing, pp. 9-11. 
82 PERF, Legitimacy and Procedural Justice:  A New Element of Police Leadership, pp. 4-5; 
Final Report of the President’s Task Force on 21st Century Policing, pp. 9-11. 
83

 Ibid. 
84 Ibid. 
85

 Ibid. 
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SECTION V.  WPD ACCOUNTABILITY SYSTEMS 
 

The President’s Task Force on 21st Century Policing recommends that, in order to help 

strengthen police legitimacy and improve public trust, it is essential for police agencies to 

establish a culture of accountability.86  This includes putting mechanisms in place to ensure that 

the agency is operating according to the highest standards, and that employees at all levels are 

held accountable for following department policies and procedures. 

 

PERF’s review of the Winslow Police Department (WPD) identified several areas in which the 

department’s accountability mechanisms could be strengthened.  Some of these mechanisms are 

related to ensuring that there is adequate leadership and supervision within the agency, which is 

discussed in more detail in the “Agency Leadership, Internal Communication, and Standards” 

section of this report. Others involve putting formal systems in place to ensure that there is 

proper evaluation of agency and employee performance.  

 

This section provides recommendations for strengthening WPD’s accountability 

mechanisms across four areas: reporting and records management; assessing employee 

performance; inspections and audits; and communication with external agencies.   
 

Reporting and Records Management 
 

Having strong reporting and records management protocols helps ensure that police agencies are 

properly collecting and documenting key events and incidents.  This data is important not only 

for improving accountability and transparency, but also for providing important information that 

can assist with service delivery.   

 

Reporting Process 
 

PERF’s review found that there are several ways in which WPD’s current reporting process 

could be improved.  For example, WPD employees said that they do not have access to mobile 

data terminals or laptop computers, and so they must draft incident reports on one of three 

department computers located at WPD headquarters.  PERF was told that being unable to draft 

and submit reports in the field can delay the timely submission of reports and create an additional 

administrative burden on officers. 

 

 Recommendation:  WPD should explore investing in mobile data terminals or laptops 

that officers can use to write and submit reports in the field.  This would help improve the 

efficiency of the reporting process and reduce the amount of time that officers spend on 

administrative tasks.  These remote technologies should be linked to WPD’s electronic 

systems and databases. 

 

                                                           
86 Final Report of the President’s Task Force on 21st Century Policing, 
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf. 

http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
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Several WPD employees said that the quality of officers’ incident reports is often inconsistent, 

and that sometimes reports are missing key information that is needed for investigation and 

follow up.  Although PERF learned that report writing is a topic covered during recruit training, 

many WPD personnel said that additional guidance would be useful to improve the reporting 

process. 

 

 Recommendation:  Officers should receive additional guidance on report writing as part 

of their new recruit training.  This training should include basic instructions on what 

should be included in a report, the report submission process, and specific WPD policies 

and protocols for report writing.  As this training is developed, WPD should seek input 

from the department’s Criminal Investigations Division (CID) regarding what 

information would be useful to be included in officer reports for the purpose of criminal 

investigations.  To reinforce proper reporting protocols, report writing should be included 

as an element on which officers are assessed during field training. 

 

After drafting an incident report, officers submit it to their sergeant for review and approval.  

Reports are then submitted to WPD’s Records Department, where they are filed in hard copy 

form.  Several WPD employees said that there are often significant delays in the time between 

when an incident occurs and when the report is given to the Records Department, creating a large 

backlog of reports that have not been submitted.  According to WPD personnel, this delay is due 

in part to employees not being held accountable for timely report submission and approval.   

 

 Reform implemented:  WPD has taken steps to address the issue of late reporting and 

ensure that all incident reports are submitted to the Records Department within 10 days.  

For example, the department has instituted clear time frames for when reports must be 

completed by officers and submitted to their direct supervisors (by the end of the work 

week for misdemeanors; by the end of the day for felonies).  Additionally, the Records 

Department must now send WPD’s interim director a report that details all of the reports 

that were taken, when they were submitted to supervisors for approval, and when they 

were submitted to the Records Department. If the interim director identifies missing 

reports or reports that were submitted to the Records Department after more than 10 days, 

he notifies officers and supervisors that they will be held accountable.  Moving forward, 

these practices should be mandated by WPD policy to ensure they are continued when a 

new chief of police comes on board.   

 

 Recommendation:  In addition to a monthly report as described above, there should also 

be a process in place that enables Records Department personnel to request missing or 

late reports through an officer’s supervisor, rather than directly through the officer (as is 

current practice).   
 

WPD personnel said that CID investigators receive a copy of felony incident reports only after 

the report has been submitted to the Records Department.  Several people said that this process 

results in a delay between the time when a felony occurs and when investigators first see the 

incident report, which can impede investigations.   
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 Recommendation:  WPD should implement a protocol that requires CID to receive a 

working copy of felony reports at the same time that the report is submitted to the 

Records Department. 

 

Records Management 
 

WPD personnel told PERF that there are several challenges with the department’s current 

CAD/RMS.  For example, they said that WPD’s system is not linked with the city’s system, 

which can undermine coordination with other city agencies.  They also said that the electronic 

records system is lacking, which makes it difficult to track cases and have the information they 

need when they respond to calls or other incidents.  (For more information about the CAD 

system and its role in dispatch communications, see the “WPD Leadership, Internal 

Communication, and Fair and Consistent Standards” section of this report.) 

 

 Reform implemented:  WPD is working to implement a new CAD/RMS that 

department leaders feel will address several of the functionality issues that exist with the 

current system.  This new system will be part of a regional CAD/RMS that includes other 

law enforcement agencies throughout Navajo County.  WPD is in the process of 

finalizing the switch to the new system and will be providing training to personnel once it 

is in place.  As the department moves forward in these efforts, it should ensure that its 

CAD/RMS system reliably captures data that dispatchers can identify and relay to 

officers when there is a history of prior calls at an address to which the officers are 

responding. 

 

 Reform implemented:  In an effort to improve organization, WPD has developed a 

central filing system for administrative, personnel, and internal affairs documents.  These 

files are now centralized in the Chief of Police’s office, and access to the files is 

controlled and limited. 
 

Crime Data Reporting 
 

WPD is required to report crime data to the FBI as part of the Uniform Crime Reporting (UCR) 

program.  The department is also required to report annual crime data to the Arizona Department 

of Public Safety (DPS).  WPD personnel told PERF that officers have had training on how to 

classify crimes for the purposes of UCR, and that supervisors are supposed to correct any 

classification errors when they review officers’ incident reports. 

 

According to several WPD employees, however, typically there have been several gaps in the 

department’s crime data reporting process.  For example, they said that WPD is often behind in 

its annual reporting to DPS, and that UCR data is sometimes missing or misclassified.  They said 

that personnel are rarely held accountable for correctly classifying and reporting data, which 

contributes to these reporting issues. 

 

 Reform implemented:  WPD is taking steps to improve the accuracy of UCR data and to 

eliminate late reporting to DPS.  Most importantly, WPD leaders have signaled to 
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personnel that these reporting issues are unacceptable and that they will be held 

accountable if these issues are not corrected.  PERF was told that as a result of this 

increased emphasis on accountability, WPD has greatly improved the timeliness and 

accuracy of its crime data reporting.  WPD leaders said that reporting will continue to 

improve as the department’s CAD/RMS is updated.  Moving forward, WPD should 

ensure that crime data reporting requirements are formally outlined in policy, that officers 

are routinely trained on how to correctly classify incidents, and that personnel are held 

accountable for proper classification and reporting through performance evaluations and 

discipline.   

 

 

Assessing Employee Performance 
 

In order to promote accountability, it is important that police agencies regularly review and 

address employee performance issues.   In many cases, performance evaluations are the only 

formal mechanism for assessing employee actions and behaviors, and thus they serve as an 

important tool for managing performance and ensuring that officers are held accountable.87  

Regular performance evaluations can also help supervisors proactively identify problems and 

take corrective action, such as recommending additional counseling or training. 

 

PERF’s review identified several ways in which WPD’s employee evaluation process could be 

improved.  For example, several WPD employees said that the process is inconsistent, and that 

whether the department even conducts evaluations varies from year to year.  PERF also learned 

that when WPD does conduct evaluations, it uses a basic form from the city’s Human Resources 

Department (HR) that is applicable to all city employees, rather than performance metrics that 

are specific to the roles, responsibilities, and skills required of WPD personnel.  Several people 

also told PERF that evaluations are not considered particularly important because they are not 

tied to any incentives (e.g., raises) or accountability measures (e.g., progressive discipline).  

Finally, PERF learned that the quality of WPD evaluations often varies greatly from supervisor 

to supervisor, and that more training is needed to ensure that all supervisors are conducting 

evaluations properly and consistently. 

 

 Recommendation:  WPD should establish a consistent process for regularly reviewing 

and addressing employee performance.  Performance evaluations should occur at least 

annually and should be formalized in agency policy.  In addition to completing the 

standard city HR evaluation form, WPD leaders should work with the city’s HR 

Department to develop a WPD-specific evaluation form that includes a set of standard, 

objective criteria that are tailored to the jobs performed by WPD personnel.  Supervisors 

                                                           
87 PERF (2015). Implementing a Comprehensive Performance Management Approach in Community Policing 
Organizations: An Executive Guidebook. Washington, DC: Office of Community Oriented Policing Services, 
https://ric-zai-inc.com/Publications/cops-p331-pub.pdf; PERF, Critical Response Technical Assessment Review:  
Police Accountability – Findings and National Implications of an Assessment of the San Diego Police Department, 
https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf, see pp. 41-42 for a discussion 
regarding the importance of performance evaluations in police agencies. 

https://ric-zai-inc.com/Publications/cops-p331-pub.pdf
https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf
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should be trained on how to properly conduct evaluations, which should be based on the 

following: 

o A review of the employee’s incident reports, case files, and other relevant 

documentation.  Supervisors should ensure that all documentation is complete and 

up to date, and that the employee’s work is thorough and compliant with WPD 

policies. 

o The supervisor’s personal assessment of the employee’s skills and abilities, based 

on the supervisor’s interactions and observations. 

o A self-assessment prepared by the employee, which may include items such as:  

accomplishments during the review period, challenges faced during the review 

period, areas for improvement, goals, etc. 

o Basic employee evaluation criteria, such as taking excessive leave, any 

disciplinary actions or complaints against the employee, etc. 

 

 Recommendation:  WPD should establish a formal, consistent process for addressing 

performance issues that are identified during the evaluation process.  If an employee’s 

evaluation indicates a performance problem, WPD should consider implementing the 

following general process: 

o The employee’s first-line supervisor should work with the employee’s lieutenant 

(or equivalent level of supervisor for civilian personnel) to identify the problem 

and create a plan for addressing it.  At this phase, absent any obvious disciplinary 

issues (untruthfulness, insubordination, etc.), the focus of the plan should be on 

offering guidance and direction, not discipline. The plan may include: 

 Additional training courses 

 Counseling, when appropriate 

 Mentoring or additional on-the-job training. 

o The supervisor should then discuss the issue and the proposed plan with the 

employee.   

o If the problems continue, or if the employee refuses to comply with the proposed 

plan, then WPD’s disciplinary process should be used. 

o This process should be applied consistently for every employee and be 

documented in WPD policy. 

 

In addition to traditional performance measures, the President’s Task Force on 21st Century 

Policing recommends that police agencies evaluate officers on their efforts to engage and build 

partnerships with members of the community.88  A 2015 report released by PERF and the U.S. 

Department of Justice’s Office of Community Oriented Policing Services (COPS Office) also 

noted the importance of this measure and stated, “By institutionalizing the practice of community 

engagement in personnel performance reviews, the department demonstrates that it values these 

skills and reinforces the importance of collaborative partnerships with the community to address 

crime.”89 

                                                           
88 Final Report of the President’s Task Force on 21st Century Policing, pp. 43-44. 
89 PERF, Critical Response Technical Assessment Review:  Police Accountability – Findings and National Implications 
of an Assessment of the San Diego Police Department, 
https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf, p. 41.  See also PERF (2015). 
Implementing a Comprehensive Performance Management Approach in Community Policing Organizations: An 

https://www.sandiego.gov/sites/default/files/legacy/police/pdf/perfrpt.pdf
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 Recommendation:  WPD should consider incorporating community engagement 

measures into its officer evaluation process.  This includes documenting and measuring 

officers’ community outreach activities in the evaluation.  These measures should seek to 

assess officers’ efforts to conduct outreach and build partnerships within the community.  

Adding this component to the evaluation process would hold officers accountable for 

their community engagement efforts and demonstrate that WPD is prioritizing building 

strong community relationships.  (For more information about WPD’s efforts to 

strengthen community engagement, see the “Building Strong Community Relationships” 

section of this report.) 

 

Inspections and Audits 
 

One key component of a strong accountability framework is regular review of police agency 

policies, training, operation, and supervision.90  Police agencies should have internal systems for 

monitoring various aspects of their operations to detect weaknesses that need correcting.   And 

many police departments also are subject to various types of external review, including special 

boards or commissions that are charged with reviewing certain aspects of police operations, such 

as their internal investigations.  

 

In their seminal book on police accountability, Sam Walker and Carol A. Archbold state that 

“both internal and external review have organizational change as their overall goal,” and caution 

that oversight bodies must focus on identifying and addressing systemic issues that exist 

throughout the agency.91   

 

Internal Inspections 
 

Routine internal inspections are an important accountability mechanism.  Inspections can help to 

determine whether a department’s procedures and policies are being properly implemented, 

whether resources are used wisely, and whether there are any deficiencies in areas such as 

training, morale, and supervision.  Police agencies can benefit significantly by having a 

comprehensive and robust inspections process.   

 

At the time of PERF’s review, WPD’s internal inspections were generally limited to routine 

uniform and equipment inspections conducted by sergeants.  WPD did not have a robust internal 

process for reviewing whether department policies, standards, and procedures are appropriate 

and effective, or whether they are being properly followed.   

 

                                                           
Executive Guidebook. Washington, DC: Office of Community Oriented Policing Services, https://ric-zai-
inc.com/Publications/cops-p331-pub.pdf.  
90 Samuel Walker and Carol A. Archbold, The New World of Police Accountability (second edition), Thousand Oaks, 
CA: SAGE Publications, 2014. 
91 Ibid, p. 179. 

https://ric-zai-inc.com/Publications/cops-p331-pub.pdf
https://ric-zai-inc.com/Publications/cops-p331-pub.pdf
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 Reform implemented:  WPD is working to develop a system to capture and record 

productivity at the department, division, and individual employee levels.  The goal is to 

be able to run reports that can identify division and officer activity and outcomes.  

Limitations with WPD’s current CAD/RMS have made it difficult to implement this 

reform; however, as discussed above, the department is in the process of switching to a 

new system that should better facilitate these efforts.  In the meantime, supervisors in 

WPD’s Criminal Investigation Division (CID) manually capture CID data, including 

caseloads and clearances for individual detectives and for the unit. 

 

 Recommendation:  WPD should conduct routine internal inspections that cover all 

aspects of the department, including operations, facilities, administration, files, 

information systems, personnel, and reporting practices.  As WPD does not have a 

separate inspections unit, the chief of police should designate a supervisor to conduct 

inspections as part of his or her standard duties during normal work hours. Inspections 

can be spread out over the course of one or more years; for example, the inspector might 

review records during the first quarter, policies and procedures in the second quarter, etc.  

 

External Audits and Oversight 
 

Currently, WPD does not employ any formal external oversight mechanisms. At the national 

level, there is much debate regarding the effectiveness of external oversight. Critics of external 

oversight argue that police agencies are better equipped to review and control their own internal 

problems, as “the involvement of citizens without intimate knowledge of law enforcement 

procedures and legal limitations will only muddle the review process.”92  On the other hand, 

proponents of external oversight maintain that it is necessary to provide a check on the 

significant power and authority exerted by police agencies, and that it is “imperative that 

members of the public have a means of redress if officers abuse their powers and seek protection 

from scrutiny behind the . . . blue wall of silence.”93 

 

External oversight can take several forms: 

 

Civilian Review Board.  One example of external oversight is the civilian review board, which is 

typically comprised of a group of citizens authorized to conduct investigations of serious 

misconduct allegedly committed by a jurisdiction’s police officers.  Some civilian review boards, 

such as the Office of Municipal Investigations in Pittsburgh and the Citizens Complaint 

Authority in Cincinnati, arise from agreements with the U.S. Department of Justice.  

 

Independent Police Auditor.  Another example of external oversight is the independent police 

auditor, who is usually an employee of the city.  Unlike civilian review boards, which investigate 

individual complaints, police auditors often focus on the broader organizational problems that 

may underlie individual incidents.94  Police auditors can perform several different functions, 

                                                           
92 Joe Farrow & Trac Pham, Citizen Oversight of Law Enforcement: Challenge and Opportunity, Police Chief, Vol. 
70:10 (October 2003).     
93 Ibid. 
94 Walker and. Archbold, The New World of Police Accountability, pp. 179-185. 
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including reviewing complaints and internal affairs investigations; auditing police operations; 

reviewing department policies; and examining arrest and use-of-force data to identify trends and 

patterns.95  This oversight can help agencies identify and address broad organizational problems, 

such as gaps in policy, training, and supervision.96 

  

Ombudsman.  Additionally, the use of an ombudsman or other highly-respected professional (for 

example, a retired judge or prosecutor) can be an effective tool to review an agency’s internal 

investigations and ensure accuracy and transparency in the process.  The process could be done 

quarterly, biannually, or annually, depending on the number of cases involved.   

 

 Recommendation: WPD should adopt an annual external police oversight mechanism to 

conduct a review of all internal affairs investigations.  The U.S. Department of Justice 

has routinely mandated the creation of an external oversight component in consent 

decrees and memoranda of agreements during the past 15 years.  DOJ consent decree 

documents serve as excellent references for the considerations involved in establishing an 

oversight mechanism.97   

 

Quality Assurance 
 
In addition to conducting regular department-wide inspection, WPD should assess the 

department’s performance through follow-up phone calls with individuals who have had recent 

contact with WPD officers (e.g., crime victims, people who call for service).  WPD sergeants 

could conduct callbacks with a random sample of individuals each month to gauge citizen 

satisfaction and quality of police service. Responses could be measured over time to gauge 

community perceptions of WPD on an ongoing basis.  
 

 Recommendation:  WPD should establish a quality assurance mechanism to assess 

community perceptions regarding the department’s performance.  Each month, WPD 

should randomly select five-to-10 individuals who have had recent contact with officers, 

and WPD sergeants should conduct telephone calls with these individuals.  During the 

calls, sergeants should ask questions regarding the interactions that can be used to 

measure perceived legitimacy, professionalism, and community satisfaction.   

 
 

Coordination with External Agencies 
 

Local governments are comprised of many individual agencies that, though they operate 

separately and play different roles, must work together in order for the government to function 

smoothly.  Coordination between local agencies requires communication and transparency, 

                                                           
95 Ibid. 
96 Ibid. 
97 DOJ Civil Rights Division legal documents regarding law enforcement agencies are available online at 
https://www.justice.gov/crt/special-litigation-section-cases-and-matters0#police and 
https://www.justice.gov/crt/special-litigation-section-archives-0.  

https://www.justice.gov/crt/special-litigation-section-cases-and-matters0#police
https://www.justice.gov/crt/special-litigation-section-archives-0
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which can help promote accountability and provide important checks and balances for each 

agency. 

 

PERF’s review found that traditionally there has not been strong coordination between WPD and 

the other local government agencies and officials in Winslow.  People both inside and outside the 

WPD told PERF that the department could do a better job of communicating with other local 

agencies and officials about department policies, practices, and personnel decisions.  Although 

city officials said that they do not need to be informed about WPD’s day-to-day operations or 

minor personnel matters, it would be helpful if WPD provided more information about overall 

crime issues within the community, major personnel and policy changes, and new WPD 

initiatives and reforms. 

 

Many people interviewed by PERF said that increased communication and transparency could 

help strengthen WPD accountability, improve the city’s trust in the department, and ensure that 

WPD does not act in isolation from the rest of the city government.  (For a discussion about how 

WPD could strengthen transparency with respect to the general public, see the “Building Strong 

Community Relationships” section of this report.)  For example, it is currently WPD’s practice to 

send a representative to City Council meetings.  This practice can help improve information 

sharing and raise the department’s awareness of what is happening in the community, and it 

should be continued going forward. 

 

 Recommendation:  As discussed in the “Agency Leadership, Internal Communication, 

and Standards” section earlier in this report, WPD should ensure that the city’s Human 

Resources (HR) Department is more involved in WPD’s hiring, promotional, and 

disciplinary processes.  This is important for ensuring that these processes are fair and 

consistent, for promoting accountability and transparency, and for keeping the city’s HR 

Department apprised of any potential liability issues related to city personnel. 

 

 Recommendation:  WPD should provide a monthly report to the Winslow City Council 

that provides information regarding ongoing crime issues in the community, new WPD 

programs and initiatives, the department’s community engagement efforts, and officer 

use-of-force incidents.  WPD should also provide the local prosecutor’s office with a 

quarterly report detailing any significant evidentiary or personnel concerns that may 

potentially impact prosecutions. 
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SECTION VI.  BUILDING STRONG COMMUNITY RELATIONSHIPS  
 

Strong police-community relationships are critical for improving the community’s trust in its 

local police department, for strengthening police legitimacy, and for forging partnerships that can 

help police agencies more effectively address crime and disorder in the communities they serve.  

In order to build these relationships, police agencies must make a concerted effort to engage with 

members of the community and to treat everyone they encounter with dignity and respect.   

 

One of the cornerstones of the President’s Task Force on 21st Century Policing is the importance 

of seeking input from the community regarding police operations and reform measures.98  As 

part of its review of the Winslow Police Department (WPD), PERF sought feedback from the 

community during a focus group with approximately 15 residents from Winslow and the Navajo 

Nation.  Participants were selected in order to represent a diverse cross-section of the community 

and included local business leaders, leaders from the faith community, representatives of the 

local media, leaders from the Navajo Nation, and other concerned residents.  Focus group 

members were asked to discuss crime and disorder issues facing Winslow, their perceptions of 

the WPD, and recommendations for improving relationships between police and the community. 

 

This section summarizes the feedback from the focus group and provides recommendations for 

how WPD can strengthen its engagement with the community, its transparency to the public, and 

its responsiveness to the community’s needs.  This section also discusses recent steps that WPD 

has taken to improve police-community relationships. 

 

Community Engagement 
 

Focus group participants described several positive efforts that WPD has made to engage with 

community members.  For example, several people said that they have witnessed WPD officers 

go out of their way to help people they encounter on the street, many of whom are struggling 

with alcohol problems and have nowhere to go.  They said that officers often provide people on 

the street with food, water, and blankets, and that officers even know these people by name and 

appear to have a good rapport with them.  Additionally, focus group participants also said that 

WPD often distributes toys to families in need during the holidays.  They said these kinds of 

actions demonstrate compassion and signal that WPD genuinely cares about people in the 

community who are struggling. 

 

Members of the community focus group also had overwhelmingly favorable opinions about 

WPD’s School Resource Officer (SRO).  Residents of both Winslow and the Navajo Nation 

attend Winslow High School, and focus group participants from both places agreed that the SRO 

has had a positive impact on the lives of youths in the community.  They said that the SRO is a 

strong visible presence in the community and is highly engaged and devoted to his work.  

They were also impressed with a policing course that the SRO established at the local high 

school, which was attended by the children of many focus group members.   

                                                           
98 Final Report of the President’s Task Force on 21st Century Policing,  
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf. 
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Despite these positive examples, many focus group participants said that WPD should develop 

additional community engagement initiatives.  They said that the types of initiatives discussed 

below could help promote better police-community relationships and strengthen the 

community’s perception of the department. 

 

Community Liaison 
 

Several community members said that it would be useful for WPD to designate a community 

liaison to coordinate the department’s community engagement efforts.  They said this could help 

formalize some of the unofficial outreach that officers are already doing and provide a 

centralized point of contact for community members. 

 

 Recommendation:  The WPD employee who is designated as the Public Information 

Officer (PIO) should be responsible for coordinating the department’s community 

engagement efforts.  PERF’s recommendation regarding the PIO is outlined below in the 

discussion regarding agency transparency. 

 

Chief’s Advisory Committee 
 

Many police agencies have established various forms of a chief’s advisory committee. Such 

committees typically are comprised of police leaders and a diverse cross-section of leaders from 

the community.  These committees usually meet on a regular basis (e.g., once per quarter), and 

participants share information about what is going on in the community and discuss new police 

department policies, initiatives, and reforms.   

 

In providing police leaders with a direct line to the community, chief’s advisory committees 

offer many benefits.  They give community members the opportunity to provide input on the 

department’s policies and programs, which is consistent with action item 1.5.1 of the President’s 

Task Force report, which says that agencies should involve the community in the process of 

developing and evaluating policies and procedures.99  These committees also provide a formal, 

consistent method of community engagement, which will help build stronger relationships and 

facilitate key partnerships between police and the community.  Additionally, seeking the 

community’s input can help strengthen its support for the police department, which will help the 

department be more effective. 

 

 Recommendation:  WPD should establish a chief’s advisory committee.  Committee 

members from WPD should include the chief of police, the Patrol and CID lieutenants, 

and a patrol corporal or officer.  Committee members from the community should 

include a diverse cross-section of 10 to 12 leaders from Winslow and the Navajo Nation.  

The committee should meet on a regular basis (e.g., at least twice per year).  The focus of 

the meetings should be on sharing information, providing updates on new department 

                                                           
99 Ibid, p. 86. 
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policies and initiatives, and giving community leaders an opportunity to provide input 

and feedback. 

Community Engagement Programs 
 

During the community focus group, several participants said that WPD could improve its 

engagement and outreach by becoming more active in community events and functions.  Many 

people pointed to WPD’s past involvement in the Special Olympics Law Enforcement Torch 

Run as an example of an activity that had a positive impact on both the WPD and the 

community.  They said that participating in these types of programs can raise the department’s 

visibility and signal that they are truly focused on – and part of – the community.  Focus group 

participants also suggested that WPD could partner with community organizations and other 

local agencies to develop and implement engagement programs.   

 

 Reform implemented:  WPD has begun implementing several programs aimed at 

improving community engagement and outreach.  For example, the department has 

started a “Coffee with a Cop” program, which brings police officers and community 

members together to informally discuss issues over a cup of coffee.  WPD also 

coordinated a coat drive for the homeless and runs a “Shop with a Cop” program, which 

involves officers helping disadvantaged youth shop for and purchase holiday gifts.  WPD 

also hosted an educational meeting about domestic violence prevention for members of 

the community.  WPD should continue these engagement programs and explore 

additional ways to increase outreach to community. 

 

 Reform implemented:  WPD is exploring ways to strengthen its partnerships with other 

local agencies and civic organizations.  For example, WPD is looking to potentially 

partner with the local fire department to develop a program that will help assist elderly 

residents who are homebound and in need of medical care.  WPD is also working to 

partner with a local community group to start a “Senior Phone Patrol,” through which 

elderly residents will receive a phone call once per day and, if they do not answer, will 

receive a welfare check from WPD officers.  WPD is also exploring potential partners to 

help implement a “Crime Free Multi-Housing Program,” which is designed to help 

prevent and reduce crime, drug abuse, and gang activity at rental properties.100 

 

Community Forums 
 

Several focus group participants told PERF that they would like WPD to hold community forums 

or town halls as a way to engage directly with members of the general public.  They said these 

types of forums would allow WPD to share information about what is going on with the 

department, as well as give community members an opportunity to provide feedback and voice 

their concerns. 

 

 Recommendation:  WPD should hold community forums on a regular basis (e.g., once 

per quarter).  Unlike a chief’s advisory committee, these forums should be open to all 

                                                           
100 International Crime Free Association, http://www.crime-free-association.org/multi-housing.htm.  

http://www.crime-free-association.org/multi-housing.htm
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members of the public to attend.  Community forums should be scheduled in the evening 

hours to accommodate work schedules, and they should be held at various locations 

throughout the community.  The forums should be designed to strengthen the 

relationship between WPD and the community by promoting better information-sharing 

and engagement. 

 

Volunteer Programs 
 

Focus group participants also said that currently WPD does not regularly facilitate volunteer 

programs, such as Neighborhood Watch.  They said the department has put on a citizen police 

academy that was well-received, and that they would like to see WPD offer additional similar 

volunteer opportunities.  The focus group participants said that these types of programs can help 

engage community members and demonstrate the positive aspects of police work.   

 

 Recommendation:  WPD should consider expanding its volunteer programs, including a 

Neighborhood Watch program.  PERF learned that WPD has been exploring the 

possibility of implementing a Neighborhood Watch program as part of its reform efforts, 

but that the department is still looking for resources to help fund these types of programs. 
 

Community Policing Strategies 
 

Several people in the community focus group said that WPD could strengthen engagement by 

adopting community policing strategies, such as foot and bike patrols.  They said that these 

patrols would enable officers to walk around neighborhoods, stop into businesses, and get to 

know people in the community.  They also believe that foot and bike patrols would help increase 

police visibility, which could help deter some of the crime and disorder problems facing 

Winslow.   

 

 Recommendation:  As staffing and resource allocation allow, WPD sergeants should 

encourage officers to conduct foot and bicycle patrols as often as feasible.  These efforts 

should be initially focused in high-activity areas, such as neighborhoods with high 

concentrations of businesses, as well as any events where large numbers of people will 

be present. 

 
 

Agency Transparency and Information Sharing 
 

During the community focus group, several participants made recommendations for how WPD 

could improve transparency and better provide information to the public.  These 

recommendations include actively engaging the local news media, providing more information 

after critical incidents occur, using social media, and responding more promptly to requests for 

information.  
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At the outset, WPD should ensure that it is transparent with respect to its policies, practices, and 

outcomes.  Making policies, data, and investigation reports publicly available is one way to 

strengthen transparency, as is noted in action item 1.3.1 of the President’s Task Force Report:  

“Law enforcement agencies should make all department policies available for public review and 

regularly post on the department’s website information about stops, summonses, arrests, reported 

crime, and other law enforcement data aggregated by demographics.”101   

 

 Recommendation:  To promote greater transparency, WPD should post its policies, 

general orders, internal affairs reports, crime and arrest data, use-of-force data, and other 

relevant information on the department website.  These items should be regularly 

updated, with a link to policies and data featured prominently on the website’s home 

page. 

 

Engaging the Local News Media 
 

Winslow does not have its own print newspaper, so most local news is disseminated through the 

local radio station or a citizen-run Facebook forum that is followed by thousands of residents.  

Focus group participants said that WPD does not actively engage with these outlets, and instead 

puts out official department news through the print newspaper in nearby Holbrook, Arizona.   

 

Focus group members said that a more proactive engagement with news media and social media 

would enable WPD to share positive information about what it is doing, which would help 

improve the community’s perception of the department.  For example, several focus group 

members said they were unaware of WPD’s efforts to provide food and blankets to people they 

encounter on the street, and that WPD should take steps to share these kinds of positive stories 

with the community. 

 

 Recommendation:  WPD should designate a Public Information Officer (PIO) to 

coordinate communication with the public and news media.  The PIO should work with 

the chief of police to develop an overall communications strategy that emphasizes 

sharing information promptly with the local radio station and citizen-run Facebook page.  

(Additional recommendations regarding WPD’s use of its own social media sites are 

discussed later in this section.)   The person designated as the PIO should possess 

outstanding communication skills (both verbal and written), be familiar with social 

media platforms, and be able to clearly express the goals and initiatives of the 

department.  The PIO should receive media and communications training that is 

specifically designed for police department PIOs. 
 
 
 
 

                                                           
101 Final Report of the President’s Task Force on 21st Century Policing, 
http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf, p. 13. 

http://www.cops.usdoj.gov/pdf/taskforce/taskforce_finalreport.pdf
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Sharing Information about Critical Incidents 
 

Many focus group participants believe that WPD did not effectively handle its public response to 

a fatal officer-involved shooting that occurred in March 2016.  They said that WPD should have 

done a better job of engaging the community to answer questions and provide information about 

what happened, which would have helped people understand the issues involved and possibly 

calmed some of the emotions caused by the incident.  Focus group participants said it would be 

helpful if WPD explained its use-of-force policies and training, as well as its protocols for 

releasing information and engaging with the community following a serious incident. 

 

 Recommendation:  WPD’s policies and practices should reflect a culture of 

transparency, particularly when it comes to sharing information regarding a critical 

incident.  Decisions about whether to publicly disclose information should be based on 

what is in the best interests of the community as well as officer safety, and should take 

into account “the impact that disclosure has on public safety, agency transparency and 

accountability, and police-community relationships.”102   

 

 Recommendation: WPD’s policies should clearly state the information release protocols 

that must be followed after an officer-involved shooting or other serious incident occurs.  

The policies should outline what information will be released, when and how it will be 

released, and any conditions upon release.  PERF has developed guidelines for releasing 

information following an officer-involved incident, which are described in the PERF 

report, Review of Information Release Policies and Procedures of the Fairfax County 

Police Department. 103  For example, PERF recommends that during the first 24-48 hours 

immediately following an officer-involved shooting or other serious incident, a police 

agency should publicly disclose preliminary facts about the incident, preliminary 

information about the officer involved (e.g., rank, length of time with the department, 

any history of other officer-involved shootings, etc.), and an estimated time frame for 

how and when further information will be released.  PERF also recommends that police 

agencies release the name of the involved officer within two to five days following the 

incident, unless a formal threat assessment reveals a credible threat exists against the 

officer or the officer’s family.  WPD should take these PERF guidelines into account 

when developing its own information release policies and protocols.   

 

 Recommendation:  WPD should make it a standard practice to hold a community town 

hall meeting shortly after an officer-involved shooting or other critical incident occurs.  

The meeting should be open to all members of the public and should provide participants 

with an opportunity to voice concerns and ask questions.  Holding a community forum 

following a critical incident is considered a progressive policing practice.104 

 

                                                           
102 Police Executive Research Forum (2016).  Review of Information Release Policies and Procedures of the Fairfax 
County Police Department.  http://www.fairfaxcounty.gov/police/inside-fcpd/pdf/perf050516.pdf, p. 7.  
103 Ibid.   
104 COPS Office. 2016. An Assessment of the San Francisco Police Department:  Executive Summary, Findings, and 
Recommendations.  Collaborative Reform Initiative.  Washington, DC: Office of Community Oriented Policing 
Services. https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf, pp. 14-15.  

http://www.fairfaxcounty.gov/police/inside-fcpd/pdf/perf050516.pdf
https://ric-zai-inc.com/Publications/cops-w0817-pub.pdf
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 Recommendation:  WPD should create outreach materials that are designed to educate 

the public and the news media about its use-of-force policies and protocols.  The 

materials should include information about how force incidents are investigated, the 

department’s information release protocols, policies and standards for use of force, and 

what factors officers are required to consider prior to using force.  WPD should 

disseminate these materials during community forums and should make them available 

online and at WPD headquarters.  Disseminating educational materials regarding use of 

force is considered a progressive policing practice.105 

 

Using Social Media 
 

Using social media to share information with the public is a progressive policing practice that is 

effectively used in many police agencies.106  Sites such as Facebook and Twitter can offer a 

direct line of communication between police agencies and the community, and thus can be a 

useful platform for providing real-time alerts regarding public safety emergencies and crime, for 

soliciting crime tips from the public, for notifying the public about upcoming events, and for 

sharing information about new department programs and initiatives.107   

 

WPD maintains a Facebook page, which the department uses to post public safety 

announcements and share information about upcoming events.  At the time of PERF’s review, 

WPD did not have a designated staff member responsible for overseeing the Facebook page 

content.  Several different people within the department were allowed to post items without 

review or approval, and as a result, there was little control or oversight regarding what was 

posted on the department’s page.   Additionally, participants in the community focus group said 

that at that time, WPD’s use of its Facebook page was fairly limited, and that they would like to 

see the department communicate more information through social media. 

 

 Reform implemented:  WPD has expanded its use of Facebook and now uses the site to 

post information about crimes, safety and crime prevention tips, and crime and call 

response data.  The department also uses the site to request assistance from the public in 

identifying and locating suspects involved in local crimes.  Additionally, WPD uses the 

Facebook site to post information about upcoming community events, like its “Coffee 

with a Cop” program and a firearms safety course, and to highlight positive stories about 

people inside the department and within the community.  WPD has also created a 

protocol for ensuring that all content is reviewed and approved by one of two designated 

staff members before it is posted to the Facebook site.  These are all positive steps 

towards effectively using social media.  WPD should ensure that the department’s social 

media protocols are stated in written policy.  This includes protocols both for the 

department site and restrictions on what WPD personnel can post on their personal social 

                                                           
105 Ibid.  
106Police Executive Research Forum (2013). Social Media and Tactical Considerations for Law Enforcement. 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Technology/social%20media%20and%20tactic
al%20considerations%20for%20law%20enforcement%202013.pdf; Police Executive Research Forum (2015).  Labor 
and Management Roundtable Discussions:  Collaborating to Address Key Challenges in Policing.  https://ric-zai-
inc.com/Publications/cops-p325-pub.pdf.  
107 Ibid. 

http://www.policeforum.org/assets/docs/Free_Online_Documents/Technology/social%20media%20and%20tactical%20considerations%20for%20law%20enforcement%202013.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Technology/social%20media%20and%20tactical%20considerations%20for%20law%20enforcement%202013.pdf
https://ric-zai-inc.com/Publications/cops-p325-pub.pdf
https://ric-zai-inc.com/Publications/cops-p325-pub.pdf
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media accounts, to avoid posts that could reflect badly on the police department.   

 

Responding to Public Information Requests 
 

Public access to police records is governed by Arizona’s public records statute, A.R.S. §39.108  

Members of the public can request police reports and other public records from WPD using a 

department-specific records request form, which PERF learned was created in 2016.  According 

to interviews with people inside and outside WPD, many requests that are submitted to WPD are 

first sent to the Winslow City Attorney for review and redaction.  Several community members, 

as well as some city officials, told PERF that the process for requesting information from WPD 

is cumbersome and confusing.  They also said that WPD’s response to public records requests is 

often slow, with long delays between when the request is submitted and when the information is 

received.   

 

 Recommendation:  WPD should work with the City Attorney to develop a streamlined 

and efficient approach to handling public information requests.  That process should be 

cited on the department’s web page and made known to department staff.  When 

individuals submit a public information request, they should be made aware of the 

process, so that they can better understand how long it will take before they will receive a 

response. 

 
    

Responding to Community Needs 
 

At the community focus group, participants expressed mixed feelings about how well WPD 

officers respond to the community’s needs.   

 

For example, some people said that officers are always very quick to respond to calls for service, 

while others said that the response is slow and inconsistent.  And while some focus group 

participants feel that WPD should do more to address intoxicated people on the street, many 

people said that this problem involves issues related to addiction and a lack of social services, 

and is largely outside the police department’s control.   

 

 Recommendation:  As WPD reviews its staffing needs, it should examine whether patrol 

officers are deployed effectively to ensure a prompt response to calls for service.  This 

will involve examining historical data regarding calls for service and response times, 

which will require implementing the proper technological tools necessary for capturing 

this data.  For more details about this recommendation, see the “WPD Personnel and 

Scheduling Challenges” and “WPD Accountability Systems” sections of this report.  

 

Additionally, some members of the focus group said that a few WPD officers tend to make faulty 

assumptions based on race and ethnicity when responding to calls; for example, assuming that a 

person of color at the scene is a suspect, rather than a victim. Other focus group participants said 

                                                           
108 A.R.S. §39-.101 to 221, http://www.azleg.gov/arsDetail/?title=39.  

http://www.azleg.gov/arsDetail/?title=39
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they had not experienced or witnessed this sort of behavior.  The “WPD Training Needs” section 

of this report describes additional diversity and bias training that PERF recommends WPD 

personnel receive to ensure they treat all members of the community with fairness and respect. 

 

Finally, some focus group members expressed concerns about the level of follow-up that WPD 

provides to crime victims and witnesses.  They described several examples of cases in which 

WPD failed to provide timely follow-up information regarding an investigation, and they said 

that many people in the community are frustrated with what is perceived as a lack of 

communication regarding cases. 

 

 Recommendation:  Once a case is received by WPD’s Criminal Investigations Division 

(CID), the CID supervisor should conduct a follow-up call to the involved victim to 

explain the investigative process moving forward, answer any questions from the victim, 

and inquire whether the victim has any further information to provide.  In addition to 

providing important outreach to victims, this process will also allow CID personnel to 

identify and prioritize leads for follow-up. 

 

 
 

 
 
 

 

 
 

 

 

  



75 
 

CONCLUSION 
 

The Winslow Police Department (WPD) is committed to strengthening accountability and 

transparency, improving service delivery, and building stronger relationships with the 

community it serves.  This commitment is evidenced by WPD’s consistent cooperation with 

PERF’s independent review, as well as by an array of reforms that WPD has already 

implemented regarding its policies, practices, and community engagement efforts.   

 

Throughout the duration of this project, WPD leaders, along with leaders from the City of 

Winslow, were open to new ideas and willing to explore innovative solutions to challenges.  The 

findings and recommendations in this report reflect input not only from these leaders, but also 

from personnel from all levels of the WPD, as well as from members of the community.  Giving 

these stakeholders a voice is critical to promoting procedural justice and ensuring the perceived 

legitimacy of reforms that are made. 

 

This report identifies several areas where WPD’s policies and practices are already aligned with 

progressive policing practices.  For example, WPD’s workforce largely reflects the diversity of 

Winslow, which is a goal that many police agencies across the country struggle to achieve.  

Additionally, WPD’s use-of-force policy contains a strong statement regarding the sanctity of all 

human life, a duty for officers to intervene when observing another officer using force that is 

beyond that which is objectively reasonable, a general prohibition against shooting at or from 

moving vehicles, and strong use-of-force reporting protocols.  These policies are aligned with the 

progressive practices detailed in PERF’s 2016 national report, Guiding Principles on Use of 

Force.109  

 

This report also presents a number of recommendations for how WPD can strengthen its policies 

and practices across a variety of areas, including officer training, resource deployment, internal 

leadership and communication, agency transparency and accountability, use-of-force tactics and 

training, and engagement with the community.  WPD has already begun taking steps to 

implement positive changes in many of these areas, and these reforms are also highlighted in this 

report. 

 

Policies and Procedures 
 

PERF made a number of recommendations for how WPD can strengthen its written policies and 

procedures, particularly those related to officer use of force.  For example, PERF recommends 

that WPD adopt de-escalation as a formal agency policy, and that its use-of-force policy be 

revised to reflect this approach.  This includes adding definitions for proportionality and de-

escalation, adopting the Critical Decision-Making Model (CDM),110 and providing additional 

guidance on using distance and cover, tactical repositioning, “slowing down” situations that do 

                                                           
109 PERF, Guiding Principles on Use of Force. http://www.policeforum.org/assets/guidingprinciples1.pdf.   
110 Ibid; See also Police Executive Research Forum (2016). ICAT:  Integrating Communications, Assessment, and 
Tactics. http://www.policeforum.org/assets/icattrainingguide.pdf. ICAT Training is available on PERF’s website at 
www.policeforum.org/icat. 

http://www.policeforum.org/assets/guidingprinciples1.pdf
http://www.policeforum.org/assets/icattrainingguide.pdf
http://www.policeforum.org/icat
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not pose an immediate threat, and calling for supervisory resources to critical incidents, such as 

police encounters with mentally ill persons who are behaving erratically or dangerously.   

 

PERF also recommends several changes to WPD’s policies governing electronic control 

weapons (ECWs).  WPD should revise its policy to replace all references to “Conducted Energy 

Device” or “TASER” with the more descriptive and appropriate term, “Electronic Control 

Weapon (ECW).”  This change will help reflect the reality that these tools are less-lethal 

weapons that are meant to help control persons who are actively resisting authority or acting 

aggressively.111 PERF also recommends that WPD revise its policies to reflect the risks of 

deploying ECWs, the importance of considering alternative options prior to ECW deployment, 

and the idea that an ineffective ECW deployment does not mean that officers should move to a 

higher level of force.112 

 

WPD has already begun making several key changes to its policy manual, including streamlining 

and shortening the manual, removing policies that are not applicable to WPD, and creating 

separate, user-friendly operational manuals to cover items such as field training officers (FTOs) 

and conducting employee background investigations.  Going forward, WPD should continue to 

review all policies and procedures to ensure they are applicable to WPD’s needs, resources, and 

operations. 

 

Personnel and Scheduling Challenges 
 

It is critical that a police agency build and maintain a workforce whose staffing levels are 

adequate for providing effective and timely service delivery.  To help ensure that there are no 

hiring backlogs, PERF recommends that WPD review historical data regarding turnover rates, 

determine future staffing needs, and send recruits to an accredited academy as soon as an 

academy spot opens up, rather than waiting to send them all to the nearby Northeastern Arizona 

Law Enforcement Training Academy (NALETA).  PERF also recommends that WPD conduct a 

staffing study to determine the appropriate staffing levels that are needed. This review will be 

facilitated by WPD’s new Computer-Aided Dispatch (CAD) system, which will provide data on 

officer workloads.  PERF also recommends that the department strive to develop and maintain 

standard, consistent shift schedules that take into account the times of day when most calls for 

service are likely to occur. 

 

Training Needs 
 

PERF made several recommendations for strengthening training for new recruits, experienced 

officers, dispatchers, and specialized units.  For example, PERF recommends that WPD take 

steps to improve the transition process for new recruits coming out of the training academy, 

                                                           
111

 PERF and COPS Office, 2011 Electronic Control Weapons Guidelines. 
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weap
on%20guidelines%202011.pdf.   
112 Ibid. See also PERF, Guiding Principles on Use of Force. 
http://www.policeforum.org/assets/guidingprinciples1.pdf.   
 

http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.policeforum.org/assets/docs/Free_Online_Documents/Use_of_Force/electronic%20control%20weapon%20guidelines%202011.pdf
http://www.policeforum.org/assets/guidingprinciples1.pdf
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including implementing a formal WPD orientation course and assigning a field training officer 

(FTO) to recruits before they leave the academy.   

 

WPD is in the process of restructuring its field training program, which PERF identified as a 

pressing need for the department.  For example, WPD has identified additional people to serve as 

FTOs, has provided additional training to FTOs, and is revising the FTO manual to ensure that 

proper policies and protocols are in place.  PERF provided a number of recommendations for 

WPD to consider as it moves forward with improving field training.  These recommendations 

cover FTO selection and training, documenting FTO feedback, developing a standardized field 

training curriculum and benchmarks, and establishing a formal process for addressing problems 

identified by FTOs. 

 

PERF also made recommendations for strengthening WPD’s in-service training opportunities.  

Importantly, PERF recommends that WPD provide all sworn personnel with training in de-

escalation techniques and crisis intervention.  PERF can share with WPD information regarding 

PERF’s comprehensive new approach, “ICAT:  Integrating Communications, Assessment, and 

Tactics,”113
 which incorporates essential elements of de-escalation, crisis intervention, 

communications, and tactics into an integrated approach to training.  PERF also recommends 

that WPD officers receive tactical scenario-based firearms training at least once per year, 

electronic control weapons (ECW) training on an annual basis, and additional ongoing training 

on substance abuse and addiction, implicit bias, and cultural sensitivity.  

 

Leadership, Internal Communication, and Fair and Consistent Standards 
 

Several of PERF’s recommendations are designed to promote the concept of internal procedural 

justice by ensuring that all personnel are treated fairly, are given a voice, and are provided with 

the guidance and tools they need to effectively do their jobs.  For example, PERF makes several 

recommendations aimed at strengthening WPD leadership and supervision, including ensuring 

that personnel receive leadership and supervisory training, facilitating increased communication 

between supervisors and their direct reports, and establishing formal mechanisms for holding 

supervisors accountable for performing their supervisory duties.   

 

PERF learned that WPD has already taken several steps towards strengthening internal 

communication, including establishing weekly command staff meetings and monthly supervisor 

meetings.  WPD’s interim director has also begun sending a monthly department-wide email to 

update personnel about what is happening in the agency.  PERF also recommends that WPD hold 

regular department-wide meetings to discuss new initiatives and reforms and disseminate a daily 

activity report to all employees. 

 

WPD has also implemented a number of reforms aimed at ensuring that there are fair and 

consistent standards for hiring, promotions, assignments, and discipline.  For example, WPD has 

restructured its background investigation process, established a new policy for promotions and 

assignments, and incorporated the City’s Human Resources (HR) personnel into the hiring and 
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 PERF, ICAT: Integrating Communications, Assessment, and Tactics, 
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promotions process. Additionally, WPD has restructured its internal affairs process and sent two 

employees to training on internal affairs investigations.   

 

Accountability Systems 
 

It is essential that police agencies establish a culture of accountability to ensure that the agency, 

as well as individual employees, are performing according to the highest standards.  WPD has 

begun implementing a number of positive reforms to improve accountability, including taking 

steps to ensure prompt reporting of crimes and other incidents by officers, updating its 

CAD/RMS system, improving the accuracy of UCR data, and developing a system to capture 

and record productivity at the department, division, and individual employee level.  

 

In addition to these ongoing reforms, PERF made a number of recommendations designed to 

strengthen WPD’s reporting and records management, employee performance assessments, audit 

process, and communication with outside agencies.  For example, PERF recommends that new 

recruits receive additional training on report writing and submission as part of their orientation 

process, and that officers have access to mobile data terminals or laptops that would allow them 

to write and submit reports while in the field.  PERF also recommends that WPD establish a 

consistent process for reviewing and addressing employee performance, and that this process be 

formalized in policy and include measures to assess community engagement efforts.  

Additionally, PERF recommends that WPD implement routine internal inspections and adopt an 

external oversight mechanism, such as a police auditor or ombudsman, to provide a review of the 

department’s policies and practices.   

 

Building Strong Community Relationships 
 

Strong police-community relationships are critical for improving community trust, for 

strengthening police legitimacy, and for forging partnerships that can help police agencies more 

effectively address crime and disorder in the communities they serve.  WPD is taking a number 

of steps to improve community engagement, including establishing “Coffee with a Cop” and 

“Shop with a Cop” programs and coordinating a coat drive for homeless persons. WPD has also 

expanded its use of Facebook to conduct community outreach, and it is hoping to partner with 

other local groups to develop additional programs to help people in the community. 

 

PERF recommends that WPD explore additional initiatives for strengthening community 

outreach and engagement, such as holding regular public forums, expanding its volunteer 

programs, and establishing a chief’s advisory committee comprised of a cross-section of 

community leaders.  PERF also recommends that WPD adopt a culture of transparency by 

posting policies and data on its website, developing clear policies for when to release 

information following an officer-involved shooting or other critical incident, and holding a town 

hall meeting shortly after such an incident occurs.  These efforts should be coordinated by a 

Public Information Officer (PIO) who is skilled at communication and using social media. 
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Moving Forward 
 

WPD has already taken many positive steps towards reform, and the department can look to the 

recommendations in this report as a guide as it continues these ongoing efforts.  WPD leaders 

should also continue soliciting input from WPD personnel, Winslow officials, and community 

stakeholders – during the current reform process and beyond – to ensure that the department is 

meeting their needs.  

 

By strengthening its policies, practices, and training – and demonstrating a commitment to a 

culture of accountability and transparency – WPD is making important strides towards 

improving service delivery and building stronger relationships with the people of Winslow. 

 
 

 


