Part 2: Developing Your
Collaborative Plan

There are over 500 law enforcement agencies across the state. The New
York State Police Reform and Reinvention Collaborative (the Collaborative)
was designed to bring each community together with its local police agency to
chart its individual course forward. Your most important task in this
Collaborative is to ensure a healthy, productive engagement and fostering a
relationship of mutual trust between the police and the community - including
all segments of the community. In some localities, that relationship is already
strong. In others, it is frayed or broken. Each community will have to approach
this task in a way tailored to its unique experiences and needs, and will come

to its own shared vision of the role of law enforcement.

The rest of this guidebook includes information and resources on the best
ideas available on developing a modern police force, which will inform your

community’s discussions and decision making.

While some localities have already started to develop a plan, this Part
provides organizing principles that may be helpful in designing your process,
along with a suggested 4-phase timeline for bringing stakeholders to the table,
facilitating productive conversations, and successfully developing and ratifying
a redesigned police force by April 1, 2021, as required by Executive Order No.
203 (reprinted as Appendix A).
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Key Organizing Principles

Bring Your Community to the Table

The Governor’s Executive Order specifically requires an inclusive, open and

transparent process. The Executive Order identifies some of the Kkey

stakeholders who must be involved:

Membership and leadership of the local police force;

Members of the community, with emphasis on areas with high numbers
of police and community interactions;

Interested non-profit and faith-based community groups;

The local office of the district attorney;

The local public defender; and

Local elected officials.

Beyond this group, you should ensure that participants bring to your process a

broad range of the perspectives, experiences, knowledge and values of your

community.

Specifically, you should consider engaging:

Residents who have had interactions with the police;
Residents who have been incarcerated;

Any local police unions;

Local education officials and educators;

Local neighborhood, homeless, and housing advocates;
LGBTQIA+ leaders and advocates;

The Local Health Department and healthcare leaders and advocates;
Mental health professionals;

Business leaders;

Transportation and transit officials; and

Legal and academic experts.
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Run an Open and Transparent Process

In addition to incorporating a diverse group of community members, you
should keep the public informed throughout the process. The Police Reform
and Reinvention Collaborative was designed to enable all members of the
community to participate in reimagining the role of law enforcement. Your
process will not be successful if it simply restates the current functions,
strategies and operations of the police department, without deep and probing

consideration of the perspectives of those who seek reform.

The Collaborative emphasizes transparency. All draft plans must be
posted for public comment before finalization. Further, the chief executive must
certify that the community was engaged in this process and the local legislative
body ratified the plan. Transparency is essential to ensure that the plan reflects

a shared vision for the future of law enforcement. Transparency entails:

e Making planning and deliberation meetings public.

Polling and surveying the public for their views on specific issues, if
feasible.

Providing periodic updates as the planning process moves forward.
Engaging local media.

Making all research materials public.

Having a plan to incorporate public comment feedback in the final plan.
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Suggested Workplan
Aug Sept Oct

Listening Draft Initial % Public Revise &
& Learning Proposals 4 Comment Ratify

Community Engagement

Phase 1: Planning (August-September 2020)

Create an operations plan: Create a work plan for your process and identify
staff to manage the information gathering and plan development. Many
localities have already begun this process. If appropriate, hire any external
consultants or facilitators. You can also develop a preliminary list of the critical
issues that need to be addressed through the plan development process, based

on the material provided in Part 1 of this guidebook.

Coordinate with neighboring localities: Consider whether aspects of this
process can be done in conjunction with neighboring localities. In some areas a
countywide process may be useful during parts of this process, bearing in mind
that each locality will need to solicit meaningful input from its own community

and develop an individual plan tailored to its own needs.

Convene key stakeholders: Identify local leaders who can work closely with

you to facilitate conversations with key constituencies in the community.

Assess where you are now: Gather information on how your police

department currently operates including data, policies, procedures, prior
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complaint history, budget, contracts, equipment, etc. Share this information
with the public. This self-assessment will help focus the conversation on what

you and your community want to change.

Phase 2: Listening and Learning (September-October 2020)

Listening Sessions: Conduct listening sessions with the public. You may want
to organize these sessions thematically or focus on meeting with individual

stakeholders separately.

Engage Experts: This guidebook provides you with a starting point. Engaging
with the experts and resources referenced in this guide may help you consider
difficult issues more fully. It may be efficient for neighboring jurisdictions to

coordinate in finding research useful for the region.

Request Comments and Information: All localities will release their draft
plans for public comment before completing this process. However, you may
want to collect public feedback early in your plan development, especially from
people unable to or uncomfortable with joining public meetings. Consider

posting questions or prompts asking for written comments or suggestions.
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Phase 3: Draft a Plan (November-December 2020)

Identify areas of focus: After evaluating the current state of your law
enforcement agency and getting feedback, identify what issues or areas are in
need of change. Breaking down and organizing issues to be addressed allows

decisions to be made in a more manageable way.

Identify measurable goals: In the areas identified as needing reform, identify
what success will look like in the short- and long-term. Articulating measurable
goals will help focus your policy development, allow you and all stakeholders

to assess outcomes, and identify needed adjustments in the future.

Draft a reform and reinvention plan: Decide what format your final product
will take. You may choose to solicit suggested language from stakeholders to
help facilitate drafting and to see different stakeholders’ positions in writing.
Consider articulating not just the policy changes but your vision for what these

changes will accomplish. Make sure to include how you will measure success.

Keep the public engaged: If the public has the opportunity to share proposals

and hear deliberations, the public comment period will be more productive.

Phase 4: Public Comment and Ratification (January-March 2021

Release your draft plan for public comment: Executive Order No. 203
requires that these plans be posted for public comment. Consider diversifying

the ways the public can share feedback, in writing and at events.
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Educate the public: When releasing your draft, think about how you and other
key stakeholders involved in the development can explain the proposals to the
public. Consider holding events, engaging the media, or publishing an op-ed in

the local newspaper.

Revise the plan to Incorporate public comment: Ensure the public comment
is addressed in a meaningful way in your final plan. Consider how you will
address those comments which are not adopted and those that highlight areas
of tension and disagreement among members of the community or between

community members and the police.

Ratify the plan: After public comment and finalization of a plan, the Executive
Order requires that the local legislature adopt or ratify the proposal. Build in

sufficient notice and time for this to occur before the April 1,2021 deadline.

Certify with New York State: Submit your certification (included here in
Appendix B) that your locality has met the requirements of Executive Order No.

203 to the Division of the Budget by April 1, 2021.

Going Forward

After the plan is adopted, there will still be important work to do. You
will need to implement the plan and communicate progress reports and metrics
to the public. You will need continuously to monitor and respond to community
concerns with the police. Public engagement should not end on April 1, 2021.

The Collaborative is an important step in your continual process of building,
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maintaining and strengthening the relationship between your police

department and your community.
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