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HRC Subcommittee Review of Police and Fire Hiring Practices 
 

Executive Summary 
 
 

A Subcommittee of the Human Rights Commission was formed at the request of Mayor 
Meyera E. Oberndorf and City Manager James K. Spore to review and evaluate current 
hiring practices in the Virginia Beach Police and Fire Departments and make 
recommendations to strengthen recruitment and hiring of minorities in these public safety 
agencies.  The Subcommittee included members of the Human Rights Commission and 
the Police, Fire, and Human Resources departments. 
 
It was hoped that through the work of the Subcommittee, the following desired outcomes 
could be achieved: 

��Greater understanding and interest in the public safety professions 
��New ideas for recruitment and retention of employees 
��More flexible hiring process 
��Increased numbers of minorities1 and women2 employed 

 
The Subcommittee met to review and analyze the hiring practices of the Police and Fire 
Departments and to discuss its recommendations.  Information that was analyzed 
included Police and Fire minority utilization, departmental availability of positions, 
departmental recruitment strategies, position qualifications, Police and Fire selection 
processes, police officer and firefighter salaries, cultural and social issues, Police and Fire 
promotion processes, and the City’s Workforce Planning and Development Program. 
 
Both departments have a genuine interest and desire in increasing the number of 
minorities within their organizations and have made major efforts toward this goal.  
However, like many jurisdictions across the country, they have been unable to hire 
sufficient numbers of qualified minorities.  
 
The Subcommittee believes that accomplishing the desired outcomes will take much time 
and effort and cannot be realized “over night”.  This can be seen in its recommendations.  
These include: 
 

1. The departments should seek new ways to become more attractive to minority 
groups. 

2. The departments should study why certain applicants do not continue through the 
entire selection process and whether there is anything that can be done to 
encourage them to continue.  

                                                 
1 For purposes of this report, minorities include all racial/ethnic groups other than Caucasians who are non-
Hispanic.  This includes African Americans, Hispanics, Asians, Native Hawaiian/Pacific Islanders, 
American Indian/Alaskan Natives and combinations of these groups. 
2 It is important to note that the focus of this study is minority recruitment and hiring.  However, many of 
the recommendations made in this report also support the recruitment of hiring of women, another positive 
outcome. 
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3. Increase the presence of minorities in both the departmental recruitment videos as 
well as at every stage in the selection process to encourage minority candidates to 
continue in the process. 

4. Review the selection processes to determine if adjustments can be made in the 
administration of the written examination, which is the greatest disqualifier of 
minorities, or if there are alternative selection tools that could be used.  Also, 
review the background disqualifiers. 

5. Study the promotion processes currently in place to determine if changes could be 
made, which would provide greater access to minorities, while continuing to 
assess valid, job-related selection criteria. 

6. Review the benefits package, particularly those within the Police and Fire 
departments, to determine if improvements or changes are needed that are more 
attractive to minorities. 

7. City administration and City Council should provide funding to support the 
efforts of equal employment opportunity and diversity in the Police, Fire, and 
Human Resources departments. 

8. Each department should develop a workforce plan utilizing the City’s Workforce 
Planning and Development Program. 

9. Both departments and the City need to work on the image of the professions in the 
community.  The Police Department, in particular, needs to continue to work on 
its image as a positive member of the community. 

10. The departments and the City should continue to conduct diversity training for 
employees as well as institute other activities to increase the cohesiveness of  
employees regardless of gender or race. 

11. The City, the employees, the citizens, and the minority groups must work together 
to change the City’s image and the minority community’s perception.  Citizens 
and community groups, especially minority community groups, should work with 
the City and both departments by providing assistance in developing new ideas as 
well as referring qualified applicants.  In return, the City must show real progress 
and commitment toward improved representation. 

 
The Police and Fire Departments have realized a number of accomplishments in their 
efforts to increase minority representation, demonstrated by increases in the hiring 
percentages of minorities in both departments, during the last five years.  However, more 
work still needs to be accomplished.  The minority population of the City is rapidly 
expanding and will continue to do so in the future.  New recruitment efforts and hiring 
practices will be needed to provide the desired representation for the public safety 
agencies of the future.       
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HRC Subcommittee Review of Police and Fire  
Hiring Practices 

 
 

Purpose 
 

The purpose of the Subcommittee is to review and evaluate current hiring practices in the 
Virginia Beach Police and Fire Departments and make recommendations to strengthen 
recruitment and hiring of minorities in these public safety agencies. 
 

Background 
 
In June 2004, the Office of the City Attorney received a letter from the Department of 
Justice indicating the Department’s intent to conduct an investigation into the hiring 
practices of the Virginia Beach Police and Fire Departments. 
 
Since the letter was received, both departments have continued to institute proactive steps 
to enhance their hiring practices and to ensure recruitment efforts successfully reach all 
applicant groups.  On October 7, 2004, in an effort to expand this initiative, Mayor 
Meyera E. Oberndorf and City Manager James K. Spore requested that the Human Rights 
Commission “HRC” form a subcommittee to review the hiring practices of both 
departments and provide recommendations to strengthen their recruitment and hiring of 
minorities.    
 
The Subcommittee, chaired by the HRC Chairperson, William Dyson, includes HRC 
Commissioners and representatives from Fire, Police and Human Resources.  The 
Subcommittee was charged with providing its findings and recommendations to the 
Mayor within 90 days of the joint request by the Mayor and City Manager. 
 

Subcommittee Members 
 

William A. Dyson, Chair  (HRC) 
Alicia Fernandez-Bobulinski   (HRC) 

Dr. Agnes H. Moon  (HRC) 
J.P. Godsey  (HRC) 

Sylvia Nery Strickland  (HRC) 
Captain Sandi Baum (Police) 

Master Police Officer Keith Gonzales-Jordan  (Police) 
Miriam Manning   (Human Resources/Police Services) 

Firefighter Paula Wirth (Fire) 
Master Firefighter Joseph Grandison, Jr.  (Fire) 

Cathy Anderson  (Fire) 
Fagan Stackhouse   (Human Resources) 
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The Subcommittee’s facilitator was Cynthia Whitbred-Spanoulis.  Additional individuals 
from Human Resources, the City Attorney’s Office, and Media and Communications 
provided staff support.  
 
 

Desired Outcomes 
 
The Subcommittee agreed upon the following as desirable outcomes of its work for the 
City: 

��Greater understanding and interest in the public safety professions 
��New ideas for recruitment and retention of employees 
��More flexible hiring process 
��Increased numbers of minorities and women employed 

  
 

Review Methodology 
 
The Subcommittee met on four occasions: October 29, November 19, December 10, and 
January 6.  Current hiring practices of each department were reviewed and discussed, as 
well as many practices of other departments from across the country.  The Subcommittee 
also discussed “current reality” in recruitment and hiring in the departments including 
cultural, salary, and other barriers that might affect recruitment of minorities.  Members 
of the Subcommittee conducted research on salary issues, educational requirements, 
testing, career progression, minimum requirements, and recruitment techniques.  
Recruitment materials and videos were analyzed as well as departmental resources 
available for recruitment.  Also, citizens and African American members of the Police 
Department who attended the meetings were given an opportunity to provide thoughts 
and comments.   
 
The Subcommittee also reviewed the racial/ethnic composition of the departments and 
promotions that occurred over the past five years, including comparisons with the 
relevant labor market3 and underutilization4 of minorities.  Additionally, the 
Subcommittee compared the percentages of minority groups within the departments to 
the percentages of those groups within the City.   
 
The Subcommittee’s review was comprehensive and provided a number of findings and 
recommendations.  The notes of the Subcommittee meetings are found in Appendix A.  
All materials reviewed are available for reference at the Department of Human 
Resources.   
 
 

                                                 
3 The population group from which applicants for a position are drawn is the relevant labor market.  
Appropriate levels of minorities exist in an organization when the minority group percentage in the 
organization is approximately the same as the percentage of the relevant labor market.   
4 When the percentage of a minority group does not equal that found in the relevant labor market, 
underutilization of that group exists. 
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Findings 

 
Police and Fire Minority Utilization:  The Fire Department has 425 fire personnel.  Of 
this number, 109 are in the fire command ranks of fire captain, fire battalion officer, fire 
district officer, fire deputy chief and fire chief.  Approximately 6.3% of the command 
officers are minorities.  African Americans comprise 0.9%, Hispanics 1.8%, Asians 
1.8%, and Native Americans 1.8% of the total command officers (See Table 1).  There 
are 316 firefighters in the ranks of firefighter recruits, firefighters and master firefighters.  
Of these firefighters, approximately 8.9% are minorities with 5.1% African American, 
2.2% Hispanic, 1.3% Asian, and 0.3% Native American5 (See Table 2).   Representation 
of African Americans and Hispanics in both the firefighter and command officer ranks 
are not reflective of the relevant labor market (See Table 5).  The same is true of Asians 
in the firefighter ranks. 
 

Table 1 Table 2 

Racial Composition of the Va Beach 
Fire Command Ranks*

93.7%

0.9%

1.8%

1.8%

1.8%

White African American

Hispanic Asian

Native American

Racial Composition of the Va Beach 
Firefighter Ranks**

91.1%

5.1%

2.2%

1.3%

0.3%

 
  *Fire Captain, Fire Battalion Officer, Fire District Officer, Fire Deputy Chief and Fire Chief 
  **Firefighter Recruit, Firefighter and Master Firefighter 

 
 
 
The Police Department has 766 sworn police personnel with 124 in the command ranks 
of police sergeant, police lieutenant, police captain, police deputy chief and police chief.  
Approximately 9.6% of these 124 are minority with 5.6% African American, 0.8% 
Hispanic, 1.6% Asian and 1.6% Native American (See Table 3). There are 642 police 

                                                 
5 Data effective 10/11/04 
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officers in ranks of police officer recruit, police officer and master police officer.  Of 
these police officers, approximately 16% are minorities.  More specifically, 10.3% are 
African American, 2.7% are Hispanic, 2.5% are Asian, and 0.5% is Native American6 
(See Table 4).  Representation of African Americans and Hispanics in both command and 
police officer ranks are not reflective of the relevant labor market (See Table 5).  
Likewise, Asians in the police officer ranks are not represented at the desired level.  
Statistics for both departments are found in Appendix B. 
 
 Table 3 Table 4 

Racial Composition of the Va Beach 
Police Command Ranks*

90.4%

5.6%

0.8%

1.6%

1.6%

White
African American
Hispanic
Asian
Native American

Racial Composition of the Va Beach 
Police Officer Ranks**

84.0%

10.3%

2.7%

2.5%

0.5%

 
  *Police Sergeant, Police Lieutenant, Police Captain, Police Deputy Chief and Police Chief 
  **Police Officer Recruit, Police Officer and Master Police Officer 

 
 
 
 
Both departments have made major efforts to recruit minorities and females into their 
agencies over the past few years (See Tables 5, 6, 7, 8, 9, 10).  While there have been 
improvements, these efforts have not been sufficient to match the increases of minorities 
in the labor market and community. 
 
 
 
 
 
 
 

                                                 
6 Data effective 11/1/04 
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 Table 5 

Racial Comparison of Police and Fire Department to the Relevant Labor 
Market (RLM)

0.0%

50.0%

100.0%

P
er
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g

e

RLM 70.2% 24.1% 2.6% 1.1% 0.3%

Fire 91.8% 4.0% 2.1% 1.4% 0.7%

Police 85.1% 9.5% 2.3% 2.3% 0.7%

White
African 

American
Hispanic Asian

Native 
American

 
  Source: 2000 Census Data  
 
 
 
 Table 6  

Racial Comparison of Police and Fire Departments to the Va Beach 
Population

0.0%

50.0%

100.0%
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n
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e

Population 71.4% 19.0% 4.2% 5.0% 0.4%

Fire 91.8% 4.0% 2.1% 1.4% 0.7%

Police 85.1% 9.5% 2.3% 2.3% 0.7%

White
African 

American
Hispanic Asian

Native 
American

 
  Source: 2000 Census Data 

 
 
 
 
 
Availability of Positions:  The departments differ greatly in the need to recruit for vacant 
positions.  In the past five years, the Fire Department has hired approximately 170 
firefighters.  Of these, 10.5% are minorities. Of the total new firefighters, 4.1% are 
African American, 3.5% are Hispanic and 2.9% are Asian.  Aside from this spike in 
hiring, there have been few opportunities for increased hiring in the Fire Department.   
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 Table 7 
 

Racial Composition of New Hires in 
the Fire Department (1999-2004)

89.5%

4.1%

3.5%

2.9%

0.0%

White African American

Hispanic Asian

Native American
 

 
 
 
 
 
Turnover in the Fire Department is approximately 3%.  Most of the attrition found in the 
Fire Department is a result of retirements. Once hired, individuals tend to stay with the 
department until retirement.  Other vacancies occur as a result of newly budgeted 
positions to meet the City’s commitment to National Fire Protection Association (NFPA) 
staffing standards or as new fire stations are opened and must be staffed.  The department 
continually participates in recruitment activities; however, it administers an applicant 
process approximately every 18 months to develop a list of individuals who have 
successfully completed all aspects of the hiring process (eligible list).  This list remains in 
effect for approximately 18 months.  The department receives more than 700 applications 
for each applicant process and hires individuals from the eligible list for the two 
academies the department holds each year.  However, because of a reduction in the 
number of individuals retiring over the next few months, the department projects that it 
will only need to hold one academy during 2005. 
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 Table 8 

Comparison of Racial Composition of the Fire Department 
1997-2004

0.0%

10.0%

20.0%

30.0%

40.0%

50.0%

60.0%

70.0%

80.0%

90.0%

100.0%

P
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n

ta
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e

1997 94.0% 4.0% 0.9% 0.6% 0.6%

2004 91.8% 4.0% 2.1% 1.4% 0.7%

White
African 

American
Hispanic Asian

Native 
American

 
 
  
During the past five years, the Police Department has hired approximately 379 police 
officers (including recruits) of which 16.1% were minorities; 8.7% of the hires were 
African American, 4.5% Hispanic, 2.6% Asian and 0.3% Native American. 
 
 Table 9 

Racial Composition of New Hires 
in the Police Department (1999-

2004)

83.9%

8.7%

4.5%

2.6%

0.3%

White African American

Hispanic Asian

Native American
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The Police Department maintains an active list of vacancies, usually 30 or more positions 
at any one time (55 vacancies at the time of this report).  Most of these vacancies result 
from employee turnover, which averaged approximately seven percent this past year.  
Voluntary resignation is the predominant cause of employee separation.  The availability 
and attractiveness of federal and government contractual positions have increased 
significantly since September 11, 2001, and the department continues to experience the 
impact of this new trend.  In addition, the department expects a large number of 
retirements during the next few years, as many of the command staff (middle 
management level) will be retiring.  Since the mid-1990’s, the department has also 
received 10-15 new, grant-funded positions nearly every budget year.  All of these factors 
contribute to the number of vacancies carried by the department.  While employee 
turnover in the Police Department is not excessively high, it is important to remember 
that the first nine months of a new recruit’s career are spent in training.  The organization 
does not begin to see a return on its investment in a new employee until the tenth month 
when independent patrol work begins.  

 
The department accepts applications for police officer or police officer recruit on a 
continual basis and receives over 1,000 applications annually.  There is no need for a 
long-term eligibility list as all applicants who pass each phase of the process, and who do 
not voluntarily withdraw, are considered for employment.  Applicants selected are placed 
in the Police Training Academy that is conducted twice a year.  
 
 Table 10 

Comparison of Racial Composition of the Police Department 
1994-2004

0.0%

20.0%

40.0%
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80.0%
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1994 86.5% 9.8% 1.4% 1.5% 0.9%

2004 85.1% 9.5% 2.3% 2.3% 0.7%

White
African 

American
Hispanic Asian

Native 
American
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Recruitment Strategy:  Both departments have comprehensive recruitment strategies.  
Both provide local and national advertising through targeted publications and the 
Internet.  Both attend job fairs, locally and out-of-state, at high schools, colleges, and 
military installations, as well as events sponsored by the Chamber of Commerce and 
other organizations.   Both have distributed brochures and information to colleges, civic 
leagues, minority organizations, churches, and military installations where potential 
applicants might be found.  There have been promotional stories in newspapers and on 
television and special news releases.  Both departments have recruitment videos to appeal 
to prospective applicants.  These videos include minorities and women in the respective 
departments.  
 
The Police Department is planning a Black History Month Police Expo in February to 
encourage minority candidates to pursue a career in law enforcement. They also have a 
recruiting team of police officers who are identifying new recruitment methods.  The 
department has also implemented an officer referral program where current employees 
can receive a $500 bonus for referring a candidate who is then employed by the 
department as a police officer and has successfully completed the probationary period.  
The department is also exploring a special recruitment program through local African 
American churches, as well as ways to gain media attention for the minority recruitment 
issue, and promote minority participation in the Ride Along Program.  Efforts are 
underway to expand advertising through the development of recruitment materials to 
include posters, brochures, and a new video.  The department is developing a cadet 
program to captivate the interest of potential applicants under the age of 21 and not yet 
eligible to apply for the position of police officer.  This program will serve as a formal 
mentorship program while the potential applicant completes college level courses in 
criminal justice and other training activities designed to prepare them for the academy 
experience. 
 
Currently, the department has 19 officers assigned to the Professional Development and 
Training Command.  These individuals are responsible for coordinating officer in-service 
training, managing and coordinating the academy, and administering the recruitment and 
hiring programs.  While the primary recruiting officer is a Caucasian male, he routinely 
schedules minority and female officers from other commands to staff recruitment events.  
Recently, an African American sergeant has been assigned to be supervisor of this office.  
The Command “borrows” staff from other commands when needed.  The recruitment 
budget is not adequate to support ongoing and aggressive recruitment activities. Funding 
for recruitment is “borrowed” from other activities to cover travel expenses, extra 
printing, advertising and other costs. 
 
The Fire Department has no designated uniform staff for recruitment, testing or staffing 
and no designated budget to pay staff recruitment travel and other expenses.  Although 
the Fire Department has training academy staff, the work of these individuals is devoted 
to the academy and continuous in-service training. The staff members responsible for this 
function are borrowed from fire stations and other units as needed.  Minorities and 
women are also included when recruiting.  The Fire Department will continue to reach 
out to the community through their weekly Frontline Firefighter video program on the 
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City’s public channel, which encourages individuals to attend the free volunteer 
academies. It also holds “open house” sessions for interested applicants.  The department 
will continue to develop new recruitment materials to include posters, brochures, and a 
new department video. If additional funding is provided, the department anticipates 
expanding their advertising efforts.  See Appendix C for recruitment information. 
 
Qualifications:   To apply for both firefighter recruit and police officer recruit, there are 
only a few minimum requirements.  Firefighter recruits must be 18 years of age at the 
time of employment, possess a valid Virginia or North Carolina driver’s license, be a 
high school graduate or have a GED.  Police officer recruits must be 21 years old and a 
U.S. citizen at the time of employment, possess a Virginia or North Carolina driver’s 
license or be able to obtain one, and be a high school graduate or equivalent.  However, 
for both positions there are also areas where the applicant’s background will be reviewed 
and the applicant may be disqualified.  These areas include criminal history, traffic 
violations, drug usage, dishonorable discharge from the military, and untruthfulness or 
intentional withholding of information on the application or during the selection process.  
See Appendix D for position qualifications. 
 
Selection Process:  The selection processes for both police and fire positions are detailed 
and require several months to complete.  However, this time frame is necessary to assure 
that qualified individuals are selected for the positions where public trust is essential.  
Applicants for both positions are provided detailed instruction and information about the 
respective processes.  Both processes include written examinations, a physical agility test, 
a polygraph, a background investigation, an interview before a board, a physical 
examination and a psychological review.  Police applicants must also pass a video 
examination called the Behavioral Personnel Assessment Device (BPAD) that evaluates 
judgment, problem-solving and interpersonal skills.  The Police Department allows 
applicants to begin the selection process one year prior to their availability for 
employment.  Police also hires individuals who have been successful in the process up to 
two months prior to the academy start date to provide them additional opportunities to 
prepare for the academy and to become oriented to the workings of the department.  This 
new program is designed to reduce attrition during the academy.  Specific details of each 
step of the process are found in Appendix E. 
 
Both Police and Fire positions have a large number of individuals who apply, but fail to 
participate in the selection processes.  For firefighter applicants, this is approximately 
30% of the applicants and for police officers, this percentage is closer to 50%.  The 
reason for the high percentage of low participation is currently unknown.   
 
Additionally, the written examinations for both positions disqualify a larger number of 
applicants than any other aspect of the process.  This can be attributed in part to the 
written examination being one of the early phases of the process and because there are 
larger numbers of applicants at this stage. Both departments have made efforts to 
diminish the negative impact of the written examination on minority applicants. The 
examination used by the Fire Department is a reading comprehension test and candidates 
are provided a study guide and given four to six weeks to study for the examination. All 
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questions on the examination are taken from the reading materials.  The Fire Department 
added an additional examination, the Work Styles Inventory, that measures traits required 
to maintain effective relations with coworkers in the stations and the public.  
 
The Police Department allows applicants who fail the examination to retake it at the next 
available testing.  While the Police Department previously provided applicants with study 
information to help them understand the type of problems on the examination, they now 
make a special study guide available.  Since the most difficult part of the police test is the 
math section, the department began providing more detailed practice information.  
Additionally, the time limit for this section has been increased from 20 to 30 minutes.  
The department is also considering offering a special study session in math to help 
applicants prepare for the examination.   
 
Both departments have reviewed the background disqualifiers for criminal history, traffic 
violations, drug use, etc; but do not feel these should be changed.  The Fire Department 
also provides practice tests for the physical agility test.  Women and minorities have been 
selected to assist in working with fire applicants during the practice testing to provide a 
more supportive atmosphere.  The Police Department is considering implementing a 
similar program. 
 
Comments from police minority staff attending the Subcommittee meetings indicate they 
believe more visibility of minorities in recruitment and selection process activities will 
improve the number of minorities applying and successfully completing the stages of the 
selection process.  They comment that lack of minority presence at these stages when 
they were hired made them question whether they should continue in the process.  Efforts 
are already underway to implement this change. 
 
Salary:  The annual entry salary for both firefighter recruit and police officer recruit is 
$34,857.  Upon graduation from the respective academies, these employees’ salaries 
increase to $36,622.  Both departments provide the highest entry salaries among the 
regional public safety departments.  
 
In a study by Police Planning and Analysis of police officer salaries in cities across the 
country, the results indicate the Virginia Beach compensation for officers is very 
competitive when factoring cost of living into the analysis.  The study found that, using 
equalized salaries, Virginia Beach salaries are competitive and that the recruit starting 
salary is slightly higher compared to the average for eight other jurisdictions selected for 
their high median incomes and located in Texas, Colorado, California and North 
Carolina.  
 
This study also found that salaries for mid-level management police positions in Virginia 
Beach were slightly lower than the average for the three local cities of Norfolk, Virginia 
Beach and Chesapeake.  The study referenced a 2003 International City/County 
Management Association “ICMA” study of salaries that noted Virginia Beach salaries 
overall ranked above 70% of the other cities surveyed.  This included approximately 
1,640 localities with populations ranging from 9,800 to over 1,000,000.  The study also 
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indicated that Virginia Beach maximum salary ranges tend to be higher than average, and 
the minimum salary ranges tend to be above average. 
 
An internal Fire Department salary study based on information derived from ICMA 
studies of 23 other departments indicates similar results to those of the Police study.  
Virginia Beach Fire Department salaries are competitive with fire departments serving 
similar populations in the United States and within the Hampton Roads market.  

 
Based upon the data sources used, the base pay for a firefighter in   
Virginia Beach is above both the mean and the median pay of  
departments included in the sample, and placed above the 75th  
percentile of firefighter pay nationwide.7 

 
However, the study also found the “pay for fire officers generally falls below the 50th 
percentile locally and nationally.”  Appendix F contains copies of these studies. 
 
Cultural/Social Issues:  Minority community members’ perception of the Police 
department, as well as the department’s perception of the community, creates a number 
of the problems with recruitment of minorities.  Minorities do not see the Police as 
providing assistance to their communities and often times see the officers as a negative 
force because they must enforce regulations.  Young people from minority communities 
do not want to enter a field where they may find themselves having to choose between 
friends, family and the law enforcement profession.  Frequently, community members 
feel they do not receive the same quality of service as other wealthier communities.  The 
Department, in turn, sees the minority communities as those where there are constant 
issues and strife.  Until these relationships change, there will continue to be problems 
with police recruiting from the minority communities. 
 
Promotional Processes:  Both departments have complex promotion processes that strive 
to evaluate multiple dimensions of the candidates’ competencies, knowledge, skills and 
abilities, which provides useful information in making promotional decisions.  Multiple 
steps are used in the processes, including multiple choice written examinations, in-basket 
examinations, work and educational background evaluations, essay style written 
examinations, and oral interviews before special review boards.  Varying amounts of 
service are required before employees are allowed to compete for each of the positions.  
For example, police officers must have served six years and be a master police officer 
before they can compete in the process for police sergeant.  Based on a combination of 
the results of each phase of the process, a list of individuals who will receive further 
consideration (eligible list) is presented to the respective chief.  In the instance of fire 
captain and police sergeant, the chiefs must choose one of the top five candidates.  
However, for positions such as police lieutenant, captain and deputy police chief, and fire 
battalion officer, district officer and deputy fire chief, the Police and Fire chiefs have the 
option of choosing from anywhere on the final list of candidates.  Consistent with 
national trends within public safety agencies, all processes are “closed” to individuals 
outside the department regardless of the individual’s professional background.  Both 
                                                 
7 Virginia Beach Fire Department Salary Benchmarking  (See Appendix F) 
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departments require individuals to progress up the ranks from the basic police officer or 
firefighter positions.   
 
The position of master police officer is a career progression for individuals in the police 
officer position.  These individuals must pass a written examination on the administrative 
and operational general orders and must have completed the equivalent of six years with 
the department.  
 
Police sergeant is the lowest level promotional position with supervisory responsibilities.    
Since 1999, there have been 56 promotions to sergeant.  Six of these were African 
Americans, two were Asian, and one was Native American.  The current eligible list has 
two African American males remaining.  There are at least 16 African Americans eligible 
to participate in the next process that is scheduled to occur in 2005.   Individuals must be 
master police officers, have six years of Virginia Beach police service and possess an 
associate’s degree in order to compete for this position. 
 
There have been 27 promotions to police lieutenant since 1999.  Of these, two were 
African American and one was Asian.  One Native American remains on the eligible list. 
The next process for lieutenant will be held in 2006.  Four African American sergeants 
are expected to be eligible for this process.  Candidates must have a bachelor’s degree 
and four years service with the Virginia Beach Police Department as a police sergeant to 
be eligible to compete for police lieutenant. 
 
Eleven promotions to police captain have been made since 1998.  None of these were 
minorities.  Neither of the two African American lieutenants eligible to participate in the 
2004 process chose to do so.  Police captain requires a bachelor’s degree and two years 
experience as a lieutenant with the Virginia Beach Police Department prior to competing 
for the position.     
 
With reference to the deputy police chief position, only three promotions have been made 
since 2000.  None were minorities.  No process for deputy chief is expected in the near 
future.  This position requires a bachelor’s degree and two years experience as a captain 
to be qualified to compete. 
 
Master firefighter is also a career progression for individuals in the fire service.  These 
individuals must successfully complete the Master Firefighter Career Path Program and 
have six years of career fire service with a minimum of four years in the Virginia Beach 
Fire Department.  There have been 51 master firefighter career progressions in the past 
five years; five were African American and one was Asian.   
 
There have been 61 fire captain promotions in the past five years.  Of these, one was 
African American, two were Hispanic, and two were Asian.  There are currently two 
African Americans on the eligible list.  The position requires candidates to have six years 
Virginia Beach Fire Department service as a firefighter, be a master firefighter and 
complete the Captain Career Path Program.  In 2006, candidates will also be required to 
have an associate’s degree to compete in the process. 
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Fourteen individuals were promoted to battalion officer in the past five years.  Only one 
minority was eligible and promoted, a Native American.  Beginning this year, candidates 
must have an associate’s degree, two years service as a Virginia Beach fire captain, and 
completion of the Battalion Officer Career Path Program.  This promotion process is 
currently being conducted.  One African American is participating. 
 
There have been three promotions to fire district officer in the past five years. 
There were no minorities eligible for this position.  To compete in the promotion process, 
employees must have two years as a Virginia Beach fire battalion officer and a bachelor’s 
degree. 
 
There have been two promotions to deputy fire chief since 2001.  There were no 
minorities eligible for this position.  To qualify for this position, individuals must have 
two years service as a Virginia Beach fire district officer and a bachelor’s degree. 
 
Workforce Planning and Development Program:  The Department of Human Resources 
coordinates this program.  It is designed to assist departments in determining the 
workforce needs of their organization, both currently and for the future, as well as a 
strategy for achieving these needs.  This program provides departments with step-by-step 
instructions for analyzing what the department’s future workforce should be, including 
needs for workforce diversity and specific knowledge, skills and abilities, competencies 
and training/educational needs for individual employees to meet the challenges of the 
future.   
 
Currently, departments are voluntarily developing workforce plans that extend outward 
for five to eight years.  This is an excellent tool to decide knowledge, skills, abilities, and 
competencies that are needed for the future.  It can also serve to assist in planning for 
race and gender balance.  It is a great tool that can be a genuine asset to planning and 
supporting departmental strategic efforts.  The Fire Department is scheduled to complete 
its plan over the next several months.  
  
The Fire Department has increased their leadership training through several avenues.  
Every new supervisor attends the City’s 40-hour Leadership Training, and all supervisors 
attend a minimum of 16 hours of in-service training which deals with management, 
personnel and organizational behavior issues.  Many of those classes are addressed by 
outside experts in their field.  This year, the department established a 48-hour Officer 
Development Program for newly promoted officers.  The department is also involved in a 
pilot mentorship program for newly promoted captains during their first supervisory year. 
 
While the Police Department has not yet drafted a formal workforce plan, it has expanded 
its leadership training programs to include offering the Westpoint Leadership course to 
supervisors (four sessions completed to- date), sponsoring a speaker’s series on various 
leadership themes, and providing a 40-hour sergeant preparatory class, followed by 80 
hours of field training for newly promoted sergeants. 
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Recommendations 
 
Both departments have a genuine interest and desire to increase the number of minorities 
within their departments.  Even prior to receipt of the Department of Justice letter, both 
departments were working diligently to attract minority applicants.  The departments 
have increased their efforts in recent years, and as a result have increased their 
representation of minority groups.  The departments are to be commended for their 
efforts.  The Subcommittee’s recommendations to continue to improve minority 
representation in the public safety agencies include the following. 
 
1.  The departments should seek new ways to make their departments more attractive to 
minority groups.  Both departments and the Department of Human Resources should 
conduct a national study to determine those “best practice” jurisdictions.  Difficulty 
recruiting minorities for public safety positions is a national concern.  While gains have 
been made, they have not resulted in attaining a desirable representation of minorities.  
This issue is intensified in the City of Virginia Beach because of the City’s rapidly 
expanding minority populations. 
  
A number of new recruitment ideas were discussed among the Subcommittee members.  
The use of recruitment posters in high schools was suggested, as well as a new cadet 
concept for Police to attract individuals before they are eligible to apply.  The placement 
of recruitment kiosks in the malls throughout the City would provide a better opportunity 
for the public to learn more about the jobs and assist in changing the department’s image.  
A number of minority police officers have already volunteered their time to help staff 
these kiosks, as well as actively support the recruitment of other minorities in the 
community.   
 
Expansion of current programs was also discussed.  An expansion of college and military 
recruitment programs could increase the numbers of minorities who are hired because 
these individuals have a greater likelihood of successfully completing the selection 
process.   Additional expansions of existing programs such as “Official for a Day” 
(school youth shadow employees for a day to learn more about City employment), the 
Seatack mentoring program for youth (currently includes 20+ police officers among the 
citizens working with at-risk youth in the Seatack community), and the Votech Police and 
Fire Program for students will also attract students to the fire and police programs. 
Expansion of the Police Youth Academy and Fire education and prevention programs 
could also serve to attract and stimulate youth interest in public safety fields.  The Fire 
Department also has volunteer support technician and firefighter academies that can be 
expanded to attract additional applicants.   
 
2.  It is recommended that the departments study why certain applicants do not 
continue in the selection process and whether there is anything that can be done to 
encourage them to continue.  The Subcommittee’s review indicated that a large number 
of applicants are lost in the process between the time they complete the initial application 
and the beginning of the selection process.  A number of these applicants are minorities.  
While some applicant withdrawal can be expected, this level is excessive.  Currently, the 
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departments do not know why this occurs. Further study is needed to determine if 
something can be done to reduce this level of applicant withdrawal. 
 
3.  It is recommended that the selection process be reviewed to determine if the written 
examination could be administered at a different phase of the process or whether 
different tests or alternative selection tools could be used.  Also, it is recommended that 
the background disqualifiers be reviewed again since there is some variance among the 
local jurisdictions.   The Police Department is encouraged to continue to consider its 
idea of providing a math review for applicants prior to the examination.  Even though 
the written examinations are valid for the positions, they are excluding a number of 
minorities from further consideration in the process.  The math section of the Police 
written examination is an area where many applicants may lose the skill if it is not used.  
 
4.  Increased presence of minorities in the departments’ recruitment videos would 
encourage more minorities to seek the City as a possible employer.  Additionally, 
increasing the use of minorities at every stage of the selection process would also 
encourage minority candidates to continue in the process and assure them that 
Virginia Beach is a place they want to work.  The Police Department is also 
encouraged to continue its efforts to recruit through African American churches.  Both 
departments have comprehensive recruitment strategies and recruitment videos that 
include some minorities.  It is important for all people to feel they can belong in an 
organization.  When minorities see other minorities playing important roles in an 
organization, they realize this is a place where they have an opportunity to grow.  
 
5.  It is also recommended that the departments and Human Resources study the 
promotion processes that are currently in place to determine if changes could be made, 
while continuing to assess valid, job-required selection criteria.  The traditional 
promotion process restricts participants to those meeting service requirements within the 
organization.  This practice may deter career-minded individuals from applying because 
of the long waiting period before promotion eligibility.   
 
6.  While entry salaries appear to be among the best in the country, and are the best in 
Hampton Roads, the City should review the benefits package, particularly those 
provided within the Police and Fire Departments. The Subcommittee reviewed police 
and fire salary studies and found Virginia Beach to be very competitive with jurisdictions 
from across the country.  However, benefits play an important role in attracting 
applicants and retaining employees for the entire workforce by making the City a more 
desirable workplace.  Such benefits include flexibility in shift schedules, leave for 
educational purposes, support for off-duty jobs, mentor programs, and special stress 
management courses.  While the City offers some of these programs, such as a tuition 
reimbursement program and an Employee Assistance Program that provides counseling 
to employees, the continual review of other employee-friendly programs is advisable. 
7.  It is recommended that City administration and City Council make equal 
employment opportunity and diversity a priority in the upcoming budget. Without 
proper resources, the City cannot meet federal grant mandates for equal employment 
opportunity and diversity, attract sufficient numbers of minority applicants or retain 
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those minority employees it has. It is recommended that City administration and City 
Council make this a priority in the upcoming budget.  Both departments, as well as the 
Human Resources Department, have minimal staffs and resources devoted to equal 
employment opportunity and diversity issues and the recruitment of minorities.  Most of 
the federally funded grants received by the City (particularly those for Police and Fire), 
require management of citywide equal employment opportunity and diversity programs. 
The Human Resources Department has one person managing equal employment 
opportunity and diversity for the entire City as only a small part of assigned 
responsibilities.  Additional staff and resources for Human Resources are needed to 
ensure equal employment and diversity programs are implemented and meet the 
requirements of the federal grants.   Funding is also needed in the Police and Fire 
Departments to enable them to recruit minorities, reduce the time required in the selection 
process for applicants, and increase the number of minority applicants available for hire.   
 
8.  Each department needs to develop a workforce plan utilizing the City’s Workforce 
Planning and Development Program.  The information obtained through the 
Subcommittee review and the recommended additional research will provide the 
framework for developing a strategy for creating the desired workforce of the future (for 
each department) that is diverse and inclusive of all minority groups.  Comprehensive 
planning with stated actions, coupled with the City’s Equal Opportunity Plan, can greatly 
focus minority hiring and promotional efforts.   
 
9. Both departments and the City need to work on the image of the professions in the 
community.  The Police Department, in particular, needs to continue to work on its 
image as a positive member of the community.  The image of the Police Department in 
the minority community, and particularly among youth, is not a positive one.  Department 
members often find themselves serving as the “face” of the City in enforcing decisions 
that are not supported by minority communities. From the public perception, Police and 
the City are the same entity and there is no differentiation between the decision-maker 
and the enforcer. Decision-makers must be mindful of the impacts of their decisions on 
all members of the community. 

 
The department has made a number of efforts to improve its image through its 
community policing programs and its school resource programs.  However, changing this 
image will take time and a great deal of effort.  The image of police officers coming into 
the home or neighborhood to arrest a parent, relative or friend can create a very negative 
impression on young people, even when they are doing what is proper and just.  This may 
influence parents who discourage their children as well as the young people who might 
otherwise seek police work as a desirable career.   

 
While the Fire Department has a positive image in the community, it is seen as a “blue 
collar” profession and often is not seen as a desirable career.  Both areas can offer many 
opportunities for rewarding careers with many benefits, both financial and emotional.  
 
The Police Department needs to project a positive image of the police force, emphasizing 
its work for the security and safety of families.  This can be accomplished through 
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audiovisual presentations at job fairs, community activities and at other public relations 
opportunities.  The Police and Fire Departments both need to publicize their many 
community services and volunteer work to remind citizens of the many positive things 
they do for the community.   
 
 10.  The departments and the City should continue to conduct diversity training for  
employees as well as institute other activities to increase the cohesiveness of  
employees, regardless of gender or race.  The Subcommittee discussed how difficult it is 
for an individual to work in an organization and be “different” from other coworkers 
regardless if that difference is gender or race.  It is very difficult to be the only minority 
in a fire station, precinct or work unit.  The departments have made many efforts at 
training their employees in diversity and equal employment opportunity; however, this is 
an area that requires continual sensitivity and efforts to assure inclusiveness of all 
members of the work group and organization.  
 
11.  The City, employees, citizens and minority groups must work together to change 
the City’s image and the minority community’s perception.  It is recommended that 
citizens and community groups, especially minority community groups, work with the 
City and both departments by providing assistance in developing new ideas as well as 
referring qualified applicants.  Also, these individuals and agencies should support the 
City and the departments when good faith efforts are made and provide positive 
feedback for accomplishments.  They should encourage members and community 
residents to see the departments and the City in a positive light rather than supporting 
the image of the City as one that excludes them.  In return, the City must show real 
progress and commitment toward the goal of improved representation within the 
departments as well as throughout the organization.  The City should make every effort 
to bring inclusiveness of minorities and minority groups to all aspects of government. 
During the subcommittee meetings it was learned that there is a perception, right or 
wrong, that minorities in Virginia Beach see the City as “exclusive” in its hiring and that 
it is a City where the majority has a better opportunity to thrive than the minority.  In 
order to make progress in the area of minority recruitment and retention in the Police and 
Fire Departments, as well as in the municipal government, this perception must change.  
Both departments and the City are fighting a losing battle in seeking applicants from the 
minority community if that community feels that these efforts are not genuine. This will 
be an almost impossible task if employees within the organization contribute to and/or 
enhance this negative image of the City.  Civic leagues, churches, community 
organizations, special interest groups, particularly minority special interest groups such as 
the NAACP, the Urban League, the 200+ Men, the Hispanic Community Dialog (HCD), 
the Hampton Roads Mexican American Council (HRMAC), the Young Filipino 
Professionals (YFP), and the Filipino American National Historical Society (FANHS) 
could play a major role in this effort.  
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Conclusion 
 

The findings and recommendations of the Subcommittee indicate that effort is currently 
being made to attract minorities to public safety work.  However, more effort is needed in 
order to improve the minority hiring practices in the Virginia Beach Police and Fire 
Departments.  This will require collective action on the part of all persons involved to 
design programs that will have a positive impact on the total Virginia Beach community.  
Changes must be progressive in nature, and the total impact may not be felt immediately.  
However, the objectives and programs, and working stages for their implementation, 
must be set in place to make Virginia Beach government more representative of the 
citizens they serve. 


































































































































































