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LEADS PROJECT

POLICE RECORDS AND DATA SYSTEM STUDY
CITY oF PHOENIX, ARIZONA

FINAL REPORT
VOLUME I
PROJECT DESCRIPTION

This project was supported by LEA Grant No. 050 awvarded
by the Attorney General under the Law Enforcement
Assistance Act of 1965 to the City of Phoenix, Arizona.
Persons or organizations undertaking such projects
under Government sponsorship are encouraged freely to
express thelr professional judgment, findings, and
conclusions. Therefore, views or opinions stated in
this document do not necessarily represent the official
position or policy of the U. §. Department of Justice.
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SECTION A
CITY APPLICATICN AND GRANT

On June 2, 1966, the City of Phoenix submitted an application to the
Office of Law Enforcement Assistance, U. S. Department of Justice, for the
purpose of obtaining Federal funds to conduct a police records and data
systems study.

The formal grant application submitted to OLEA consisted of:

A. The completed grant application forms.

B. Estimated project budget including budget narratiwes.

C. A project plan and supporting-data.

The application and proposal submitted envisioned a research study of
approximately 12 months/durgtion, whieh would require financial assistance
of $92,485. The City of Phoenix agreed to contribute $51,211 of "in-kind"
services consisting of staff assistance, advisory persénnél and office
facilities, sup?lies and equipment.

The total cost of the study, through: both City aﬁ&:Fédéral funding, was
estimated to be approximately $143,696.::. .

The Officelof Law Enforcement Assis%ance approve&;;he City of Phoenix
propésél and agreed to provide the necessary funds. Thg éroject was desig-~
nated LEADS (Law Enfofcement Assistapce Development étuay) and an advlisory
committee was selected.

| In the original proposal'fo'OLEA, thé'City of Ehoeﬁi%ié£aééd that the
services of a consulting firm would be obtained to éirect and coordinate
the préoject. To this end, specificat;ons for thé.bféject scope wére

detailed and sent to nine major consulting firms with a request for a sub-

-mission of proposals. Seven of these firms responded. Of these, four were

eliminated 4as they did not meet the overall standar@é required. The remaining

f—a




three firms were interviewed by the LEADS Advisory Board for the purpose
of clarifying proposals and presenting the staff that would be responsible
for managing the study. |

The Advisory Board recommended éhe firm of'Griffenhagen—Kroeger, Inc. of
San Franclsco as beiﬁg the most qualified and on August 12, 1966, this recom-
mendation was presented to the City Council for the approval which-resulted
in a contract being awarded to Griffenhagen-Kroeger, Inc. to manage the study.

The Office of Law Enforcement Assistance concurred with the contract with
the consultant firm and awarded grant number 050, as authorized by the Law
Enforcement Assistance Act of 1965 (PL 89-197).

The study was undertaken with the anticipation of a project duration of
12 months, However, it soon became apparent that the LEADS tasks could not
be completed in this length of time. In July of 1967, an application for a.
four-month extension of time was submitted to OLEA as provided for in the
grant. OLEA approved the extension and re-scheduled the project completion
date to January 15, 1968. A further extension to April 30, 1968, was granted
for the preparation, review and printing of the final report.

The City's application for grant and grant award documents follow.

()
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U.S. DEPARTMENT OF JUSTICE
OFFICE OF LAW ENFORCEMENT
ASSISTANCE

APPLICATION FOR GRANT

Application is hereby made for a grant under the Law En-
forcement Assistance Act of 1965 (PL 89-197) in the amount
and for the purposes indicated in the following application.

. (Leave Blank)
Application Number

Date Received

1. Short Title of P;-(')j.c(:l: ( f')f; not exceed one typed line)

. .Police Records and Data System Study

2. Type of Application: (Check one)

Gd Original [ Revision

[J Continuation of Grant No. ... . ...

3. Projeet Duration:

Total length . .12 __  months

From . .6.weeks after grant

Through 12 months thereafter

4. Total LEAA.Sup})ort S-ouwgl;t : W((-Iohr;.m;).lélve f;r_tﬂl“[);c.:j'evci«)

g 02,485

5. Request for First Year: {Projects exceeding 16 mos.)

Not Applicable

S

0. Appliv}mt Ag}cncy or Institution (Name, address, and
telephone)

City of Phoenix

901 Municipal Building

251 West Washington
Phoenix, Arizona 85003
Telephone No. 602-262-6721

7. Project Director (Name, title, address, and telephone)
Gordon Selby, Police Captain

Field Services Bureau
Police Department

City of Phoenix

17 South Second Avenue
Phoenix, Arizona 85003

Telephone No.
602-262-6166

8. Finineial Officer (Name, title, address, and telephone)
John L. Williams
Finance Director
911 Municipal Building
251 West Washington
Phoenix, Arizona 85003
Telephone No. 602-262-6201

9. Official Authorized to Sign Application (Nume, title,
address, and telephone) '
Robert Coop, City Manager
901 Municipal Building
251 West Washington
Phoenix, Arizona 85003
Telephone No. 602-262-6241

10. Type of Agency or Institution:

=& Publid-ocal Government [} Private nonprofit

11. Federal Tax Exemption Determination

[} Yes, Date Not {\EpjicableD No [ Pending

12. Assurance of ‘(.Ic;xvil;linr\ce With Civil Rights Act of 1964

B e

The Applicant hereby agrees that it will comply with Title VI of the Civil Rights Act of 1964 (P.1. 88 352) und all requice-
ments ithposed by or pursuant to Regulations of the Department of Justice (28 CFR-Part .. . ) issued pursuant to thar title, 1o the
end thut nu person shall on the ground of race, color, or national origin be excluded from participation in, be denied the benefis
of, or he otherwise subjected to - diserimination under any program or activity for which the Applicant receives Fediral finaneial
assistance from the Department; and gives further assurance that it will promptly take any measures necessary to effectuate this
commitment, ag more fully set forth in the Department’s Grant Conditions herctofore furnished to the Applicant.  This assuranee
shall obligate the Applivant for the period during which Federal financial assistance is extended to it by the Departiment anlh s
given in consideration ol and for the purpose of obtaining the grunt for which application is hereby made, and the United States

shall have the right 1o seck judicial enforcement of this assurance.
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APPLICATION FOR GRANT .

Buidget Categories—LEAA Funds 1st

Personnel ‘(Employccs and Consultants)

Travel (Transportstion and Subsistence) .

“Supplies, Communications, and Reproduction
' [iquipment o
Other: | Miscellancous
lndirg('f Costs

ASSISTANCE
13. Budget Summary for Total Project (omit for projects of less than 16 months duration)
Year 2d Year Yea}ieyond I\?Ic(i)nths Totals
o | .. NOT_APPLICABLE __ .
e e e e o —— (Broject duratfion.less_than __
SOOI ISR 1< 35 1112 1 V-1 B —

”'|‘()!l-l| LEAA Funds »Reque_sl('.’d‘w -

,k Total Grantee Contribution - ' :

14. Explanation of Grantee Contribution, Describe nature,
specified in Item L3 or Budget ltem F, page 3.

The estimated City of Phoenix "in kind"
is $51,211. See continuation page "2a"
contribution.

U —— e

N | l ]

sources, and project utilization of the Grantee Contribution as

contribution for the proposed project
ior itemized total budget of grantee

The budget of the grantee contribution reflects that Police Captain G. Selby,
City staff Project Director, and two Secretary II's will devote full time to

the project.

The balance of the City staff listed as part of the grantee con-

tribution will be available to the Project Director as the study progresses

and a defined need arises for theilr assistance.

It is the intent of the City

of Phoenix to assign top prilority emphasis to the proposed project to guarantee

successful completion of the study.

+

15, Federal Support. . Will other Federal support he available| 16, Federal Submissions.

for any part of this project? Yes . __ No _.X_.

If yes, identify and explain

Have other Federal agencies been
contacted for assistance on this or similar projects?

Yes .. No X . Kt yes, identify and indicate
status

R T

17. Applicant’s Agreement

1t ig understood and agreed by the Applicants (1) that any grant received as a reault of this application shall be subjet to
the Grant Conditions and other_policivs, regulutions, and rules iswiied by the Department of Justice for the administration of
grant projects under the [nw Enforeement Assistance Act of 1965 (2) that funds awarded are to be expended only for the
purposes and actlvities covered by the Applicant's approved plan and budget; (3) that the grant may he terminated in whole or

in part by the Auornuy_ General or his dcsign(_-c at any time; and (4) that appropriate grant records und accoints will be
muintained and made wvailable, for audit as preseribed by the Department,

R e R — -

D DS gune 2, 1966
19. Total Pages in Application: 26

i Shmmtnn iy by Hotoml b s 4 iy 2K bk e

P o

20. Signature of Authorized Official

.......

Continuation Sheet =—- ' == Item 14

Estimated Budget

CITY OF PHOENIX IN-KIND CONIRIBUTION

Total
Percent Annual Fringe Annual In-Kind
Personnel of Time Salary Benefits Salary Contribution
1. Employees:
Police Captain (G. Selby) 100%  $9,792  $2,291 $12,083 $12,083
Two Secretary II (Unknown) 100% 4,056 507 4,563 9,126
Police Lieutenant (C. T. Blaine) - 25% 8,496 497 8,993 2,248
Police Lieutenant. (F. Kurth) 25% 8,496 497 8,993 2,248
Police Sergeant (L. Hicks) 25% 7,056 413 7,469 1,867
Police Sergeant (H. Ennis) 25%2 . 7,056 413 7,469 1,867
Police Sergeant (R. Murphy) 257 7,056 413 7,469 1,867
Police Lieutenant (J. Allen) 257 8,496 497 8,993 2,248
Administrative Assistant II
(A. Pasquan) 25% 11,232 351 11,583 2,896
Computer Programmer II (J. Hanna)  25% 7,056 221 7,277 1,819
Police Administrative Intern
(D. Aultman) - 25% 5,880 184 6,064 1,516
Systems and Procedure Analyst I ' ~
(D. Willis) 25% 6,456 202 6,658 1,664
Total Personnel 841,449
Travel - Provision for City staff travel is included on Page 3 -~ Item B
and Page 4 - last sentence of paragraph 5.
Supplies
Postage $ 400
Telephone & Telegraph 1,600
Office Supplies 1,300
Total Supplies " 3,300
Other
Office Space Rental
1,400 sq. ft. at $3.60 per
sq. ft. for 12 months (includes
custodial and maintepance services) $ 5,040
Of fice Equipment Rental
2 - Standard Electric Typewriters
at $25 ea. per month for 12 months 600
2 - 10 Key Adding Machines at
$18.50 per month for 12 months 222
1 - Friden-STW1l0 Calculator at
$50 per month for 12 months 600
Total Other 6,462
Total Grantee Contribution $51,211




Continuation Sheet -~ -—- Items A through E

Form LEA-! o, iy
(K4, 4 15 66) B '

;1"1?»“* 1.' U.S. DEPARTMENT OF JUST'CE APPLICATION FOR GRANT ,ﬂ The following itemized request for the total amount of funds requested from
EQJQ ‘ ﬁﬁ OFFICE OF LAW ENFORCEMENT ‘ | - the Office of Law Enforcement Assistance was prepared in consultation with

Detailed Project Budget
(% Complete Project

Geiffenhagen-Kroeger, Inc., general management consultants. Their estimate

Period from 6 weeks after grant

of direct and indirect costs relate to charges allowed by Federal audit and are

R e (T g T

e

e . , . 12 months thereafter
[, I'Q_x‘r;;t}_q’zngr Only ({’rOJPCtS exceeding 16 months) Through b = e used as the basis for the City of Phoenix to request funds from the Office of
o R Percent of Annual Requested Cuteg il :
Time ; queste uu)“uy 3 1 L Enf cent A ¢
A. Personnel (Employees and ('anu_ltz:rlt_s_)%m__ Devated Sulary B “of OLEA otul L St aw bkntorcemen ssistance
(l ) Employees (list each position) _ T B .
o o - Itemized Request for Total Funds from LEAA
e s — For Services of General Management Consultant
Not Applicable _ ‘
R ' Direct Labor Costs
— . ) S— General Supervision, Executive Vice President $ 2,500
(2) __C-flt.pglnlte\nts (list by individual or type)
- Project Manager 18,000
S __G_enenal_Managemgnt_QQnsultam: -
(See Continuation Sheet ''3a'" for Systems Analyst 15,000
. itemized total budget)
- (8) FICA, Retirement, etc. (employees only) Police Specialist 2,500
{ RS, i . = §32,300 olice Specialis ,
....... S Feat lalist. 0
B. 'I‘ruvel (Trunaportnhon and Subsnstcnrc) (Ttemize) pecial Features Specialis 2,500
R Clerical (home office 1,800
o General Management Consultant ( ) e
__(See Continuation Sheet "3a' for $42,300
. ... _itemized total budget) ’
R - : 10,000
$10.000 Travel and Subsistence 0,0
:f‘wﬂgf;;}‘l_n‘&‘,"("o;ﬁ“rﬁuméyanq e Reprodustion Tiamize) Overhead (807% of Direct Labor) 33,840
Fixed Fee 6,345
Wy i
Part of "in~kind" grantee contribution Total Amount Requested from LEAA $92,485
— 5 -
D Other (F E;]Tﬁ)?ﬂéﬁt, Mnscellaneoua and Indirect Cosis) (Itemize)
....., o (}gngral Management: Consultant:
_M_N___;.L.MOvethead (807% of Direct Labor) 33,840
e e 2_.. TFixed Fee 6,345
T (See Continuation Sheet "3a" for itemized
) total budget) ! $ 40,18_5’3_“‘
l 5 T ut.tl Anmm_)gﬂ!!mmu zniéguries A through D above) 7 ﬁ—éhz-:z-g‘?’]
[T Total G LG umu.c uomrmuuon v (Page 2, ltem 14) T 1 $51,211 |
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'P‘ %x U.S. DEPARTMENT OF JUSTICE APPLICATION FOR GRANT

}f%} OFFICE OF LAW ENFORCEMENT |

NS ASSISTANCE

Budget Narrative

Begin below and add as many continuation pages (4a, 4b, etc.) as may be needed to complete the required justification
and explanation of the project budget.

The following is an explanation of the direct labor costs shown.

The item for general supervision by the Executive Vice President is for approxi-
mately one-man month of professional time 4irect1y allocable to the planning of the
project and evaluation of results, as distinguished from general administrative
support, the latter being covered as a part of overhead costs.

The salary shown for the Project Manager and Systems Analyst are on the basis
of one year at full time. |

‘Amounts shown for the Police Specialist and the Special Features Specialist
are based on an estimated 25 working days each at $100 per day each.

The item fof clerical serv?ce at the home office is included on the assumption
that not all of the work may be done in Phoenix where clerical help will be provided
§ by the City,. but that some of it will be doné at conéultant's home dffice. This is

bésgd'on an estimated four months at $450 per month.

Travel and subsistence is difficult to forecast precisely. It is intended to cover
reimbursement for actual and nécesgary expense incurred by this staff in part while
working in Phoenix on travel status away from headquarters, and in part while travelihg
to other cities througbout the United States, either for consultation‘concerning current
projects in police record improvement or in consultation with leading producers of
electronic data equipment. Consultant will bear cost of travel of accompanying City

representatives in latter case.

-
¢
i
i
i,

However,; the $10,000 estimate is based on the following-Two-man teams (one
from consultant firm and one from Phoenix project staff) will make 3 trips to
Washington, D. C., 1 to Chicago, 2 to Los Angeles, San Francisco, or Seattle,
and 2 trips to New York City at a cost of.$5,924. Consultant staff will make
4 rd, trips from San Francisco to Phoenix at a cost of $1,798. The

Vice President of the Consultant firm will make 6 rd. trips from San
Francisco to Phoenix (once every two months during project) at a cost of
$827, Thesé costs total $6,549 of which §5,723 is actual ticket cost;

the balance of $826 is based on a total of 53 days in travel time at an
estimated subsistence cost of $16 per day.

It i3 also estimated that the consultant staff will be in per diem status

in Phoenix for 219 days at $16 per day for a total additional cost of $3,504.
These two figures total $10,053 which was rounded to $10,000 on the budget

sheet.
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. . Continuation Sheet --
Continuation Sheet -- A ’ S

—— legal and accounting expense, new business activities, clerical and stenographic work,

*, ‘ tt o
Overhead includes the items set forﬁh in the accompanying excerpt from "Cost Princi - general accounting, personnel, office and drafting room supplies, depreciation of
ples” which has been an appendix to Federal contracts under which consu}tant's have pre~ - - buildings, office and drafting room furniture and equipment and/or amortization of

viously and are currently operating. The rate of 80% is based on the most recently com- a ”“""Il

gz

pleted audit, conducted for the Office of Eéonomic Opportunity by the Defense Contract utilities, nom-allocable time of engineers, draftsmen and other technical employees."
Audit Agency, East Bay Branch, Building 178, Treasure Island, San Francisco, California k
94130. This audit, completed in March'1966, résulted iﬁ a report rate of 79.7%.

The fixed fee is based on consultant's normal practice inJFederal contracts, provid—-
ing a fixed fee of approximately 157 of direct labor costs.

Consultantvwill bill overhead at a provisional raﬁe of 60% subject to audit to estab-
lish true applicable rate estimated not to exceed 86% indicated by exact audit.

Excerpt from "Cost Princip}es" appendix to Federal contracts. under which G-K has

operated:

; "(b) Allowable overhead items will normally include those indirect expenses

of the Contractor's home office which are properly allocable to the contract by

A methods in accord with those generally accepted accounting principles which are

f applicable under the circumstances. The objective sought in such allocations is L_ "

; to distribute fairly and equitably to the contract, on the basis of the benefif ;ﬁﬁ%i“ﬁ__
% réceived or in proportion to the cause of the incurrence of the expense; a reason- et

f able share of the cost of each allowable item of indirect expense. Diréct costs ﬁm@“f”rr—

which are not allowable as such shall not be allowable as indirect costs.

; : "(c) Examples of items which are allowable may include reasonable salaries paid

? to partners, principals, officers and other direct employees; social security taxes,

workmen's compensation insurance, payments under established pension, retirement,

group health, accident and life insurance and incentive payment plans, and vacation,

holidays and severance pay, sick leave and military leave pay all to the extent that o m.

! .
: oy S
such items are not included in the direct costs authorized by the contract; also .
lg étﬂmu,!-u
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U.S. DEPARTMENT OF JUSTICE
OFFICE OF LAW ENFORCEMENT
ASSISTANCE

APPLICATION FOR GRANT e et

Project Plan and Supporting Data

This section constitutes the heart of the grant application. 1tis the applicant’s detailed statement of the project—its aims,
precisely whut will be done, who will be involved, and what is expected to result,  Together with the project budget, it con-
stitutes primary evidence to OLEA of the soundness of the project, the care and planning that has gone into its formulation,

andd-the responsibility and qualifications of the applicant and others who will be involved in carrying it out.

Attach to this sheet as many additional pages (8" x 10%4" or 814" x 11" sheets—nol legal size) as may be needed to com-
plete the deseription of Project Plan and Supporting Data. Where the applicant wishes to append documents as supple-
mental information and these cannot readily be placed on coatinuation shects, they should be listed on the last page of the

Plan and 12 copies furnished with the application for staff and panel review.

LR R KN

Begin this section with a brief summary of the total project not to exceed 200 words in Jength.
This project is to be concerned with the modernization of police records and
data systems, using the latest concepts -- including new means of oral and
physical communication -- to reéduce the complexity and time required of the
field officer for records purposes; to provide the field officer with more
comprehensive and more timely information; and to provide a more complete and
accurate record to improve local administration, coordination of police activity
among the jurisdictioms in the metropolitan area, and submission of required re-
ports to State and l'ederal authorities.
The proposed records and data systems will improve capacity for meeting all ; -
present operating, analytical, and reporting requirements, and, in addition, [
will enable the authorities to relate the specific steps they take to results
produced. e e
The project will combine the experience and understanding of needs provided by el e
the Phoenix Police Department and neighboring agencies with the broader exper- :
lence of a general consulting organization. ia~ﬁjwv——
e
The total amount of funds requested from the Office of Law Enforcement Assistance Q o
1s $92,485. In addition, the "in kind" contribution by the City of Phoenix is ! Wfﬁ o
estimated at $51,211. PR S
L‘f,.-“F»az el
. . » - .t R BT R T S SOV i sae LR, Ce R e ';‘!:! ‘""""' “‘" ) :‘
Ovganize the remainder of the Project Plan and Supporting Data as per instructions for this section, under the following
headings: L Goals: 1. Methods; 1Y, Resulis; 1V, Resources, ; o EEL G HOTORTR R
U.8, GOVERNMENT PRINTING OFFICE 2in-081 L;v iy Ia"
1’22 B, —

Continuation Sheet -

1. GOALS

The goals sought take on an added significance in the background of
unusually vapid growth in Phoenix and the surrounding area within the past
decade.

In 1956, the City had an area of 36 square miles and an estimated popula-
tion of 185,000. Téday, the City area totals 242.5 square miles and has a
population of 505,666, according to a special census as of October 16, 1963.

Phoenix has moved from the 99th largest city in the United States in 1950
to the 29th largest U. S. city according to the 1960 census. It is anticipated
that the population will reach 662,000 in 1970; 851,000 in 1975; and 1,083,000
in 1980, |

The Police Department and police activities have necessarily expanded

accordingly.  Since 1950 the number of police patrol cars has been increased

from 20 to

31. The number of traffic signals installed has increased from 85

| 2]

in 1950 to 336 in 1966.

In 1956, major crimes totaled 6,900 as compared to the past year's totals
of 30,673 major crimes and 16,384 traffic accidents. In the same period, the
number of police employees has increased from 264 to 810 and Police Department
expenditures have increased from $1,611,855 to $7,868,000.

A new Municipal Courts Building was opeqed in July 1861, filling an urgent
need for additional traffic court facilities.  Five full-time magistrates now
are avallable to handle court appearances and traffic violations procedures have
been revamped. A computer was installed in July 1965,

The need is imperative to take full advantage of the most modern

equipment and methods to cope with this growth trend.




Continuation Sheet -

This project is to be concerned with the modernization of police records
and data systems, using the latest concepts —— |
physical communication -~ to reduce the complexity and time required of‘thg
field officer in creating records; to provide the field officer with more com-
prehensive and more timely information; to provide a more complete and accurate
record to improve 1ocalvadministration, coor&ination of police activity among
the jurisdictions in the metropolitan area, and submission of required reports to
State and Federal authorities.

As the law and the courts' interpretation of the law restricts the means
by which the police can gather evidence and apprehend, hold, and build a.case
against a suspect, it becomes ihcre;singly important that all available per-
missible information be used with maximum effectiveness.

Despite political considerations that may cause separate but immediately
adjacent political subdivisions to continue to maintain their separate existence,
the practical requirements of the war on crime require the centralization and
correlation of‘information and its complete and rapid dissemination back to
all of the law enforcement agencies in the area. The criminal element plans
and conducts its activities without regard to political boundary lines; the
police need the intelligence and data systems to enable them to match this far-
ranging activity.

Phoenix and its nearby neighbors seek to create a records system‘which
will improve capacity for meeting all present operating, analytical, and
reporting requirements and, in addition, which will enaﬁle the authorities to
relate the specific steps they take to results produced. The proposed plan
should close the gap between when a given measure is taken (i.e. a greater
concentration of manpower at a’éiven time and place), and the time when the

i

results of that action, if any, are evident.
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It also seeks to relate individual case data more specifically to the
other available information about the persons and properties involved.

It is sometimes said that police and other departmental records tend
mainly to show how busy the organization has been. We seek instead to be
able tc determine how successful it has been in its mission.

A primary goal is to improve the value of the records system to the officer
in the field. A police récord system ought to be a source of information to
be used in planning the st}ategy and tactics for crime prevention and law
enforcement, Preserving a record of what has happened and providing such
data in a form to satisfy State and Federal reporting’requirements should
be a by-product rather than the‘main purpose of the records. system.

Whenever a person or place or object has come to the attention of the
police for any reason, the hecessary identifying information and relevant
circumstances should become a part of the record under a system which makes
it quick and easy to put the data into the system, provides a speedy and
flexible cross-check against all other relevant information already on file,
affords an automatic feedback if the latest information in correlation with
earlier records requires immediate attention, and otherwise have the data
available for any future reference, including future cross-checks with other
data which may come in relating to the same person, place, or object.

There is always latent in any police record system a great deal of un-
correlated intelligence. If upon a given occurrence, the records‘could be
immediately scanned and correlated, more cases would be solved, more effective
arrests made, fewer wanted persons temporarily in the hands of the police on
minor charges would be inadvertently released, and there would probably be

more lives saved.

15
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Electronic systems, properly designed, will enable the Police Department
to correlate each new bit of data with all else in the files and thereby assist
in the solution of crimés, in Anticipating potential crimes through recognizing
emerging patterns of behavior by individuals, and in warning a police officer
in the field that a vehicle he is about to apﬁroach is stolen, or that a person
he is interrogating is wanted or is known to be dangerous.

The police officer in the field can benefit from the proposed plan, if
it fulfills its expectation, because he will have to devote less time to
creating records or checking them When he needs information; he will get instant
responses and more complete information when he needs it; he will be better
warned in dangerous situations; and he will benefit generally from the fact

that the war on crime will be better planned and better waged.
IT. METHODS

The City of Phoenix as a sponsor of this project will utilize its own
resources and those of the State of Arizona, the County of Maricopa, and
surrounding suburban cities to gain the widest possible base of information

and to demonstrate the advantages of the resulting new record system, both

<
1

for a major city police department and for neighboring and cooperating agencies.
The interest and cooperation of many of these agencies has already been ex-
pressed and is evidenced by accompanying letters.

Without necessarily committing the project. to this at this point, it may
also be possible to gain the cooperation of more distant cities, such as
Flagstaff, Tucson and Yuma to demonstrate both tﬁe feasibility of more remote
communication linkages, and to gain for all participants the advantage of
sharing information about the movement of criminals between the metropolitan

center and more distant outlying areas.
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In addition to maximum participation by interested cooperating agencies,
the work plan for this proposed project contemplates that the services of a
general management consulting organization will be utilized to bring iqto play
in this undertaking a broader view of police records requirements, a‘broad
experience in inter-governmental relationships, a thorough understanding of
new equipment and techniques, and the added specialized staff that neither
the City nor any of the other nearby participating agencies are able to pro-
vide. The consulting organization will, in turn, be expected to supplement its
staff, as necessary, with speclalists in particular equipment and techniques,
and its own advisors in police administration.

The City of Phoenix will furAish appropriate staff and clerical assistance
and office facilities to the general management consulting organization. That
organization, however, will be responsible for overall direction and coordinaticﬁ,
of the study in relation to all other consulting agencies or individuals.

Coordination and direction of the overall study by the general management
consulting organization‘will be kept under close review by an advisory committee
consisting of the City Manager, Assistant to the City Manager, Police Chief and
Research and Budget Officer. The advisory committee will be appointed by the
City Manager to serve in this capacity through the implementation and documen-
tation of the model records and data system to be provided unaer ﬁhis project.

The filrst step in the project, after its authorization and organization of
the committee dand staff, will be for the consulting organization to undertake
a thorough analysis of the information and records requirements of a metro-
politan police department; not starting with the question of how to coﬁvert
present systems to more efficient machines, but rather making a completely
independent determination of the kind of information needed for departmental
operations, for crime prevention and for law enforcement, for analytical,

operational, and reporting purposes. Due emphasis will be given both to the
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requirements of the City as the administrator of a police department; and to
the requirements of the officer in the field as the representative of that
department in relations with the general public‘and in confrontation with the
potential and known criminal.

The analysis made of requlrements in Phoenix will be checked by the con-
sultants by discussions with other major law enforcement agencies in the
country.

Upon agreement among the consultants, the advisory committee, the Phoenix
Police Department, and the cooperating agencies as to information and data
objectives, the consultants will proceed with the general design of a system
which can best serve these needs; utilizing the most modern of known equipment
or, Lf possible, the new generations of equipment neaving the market, with
Speéial attention to means to facilitate input and output, to reduce the time
required of the officer in the field to make reports, andkutilizing the media
of communilcation now available or which could be made available between the
record system and the man in the field.

Following this general systems design, the consultants, in cooperation
with the others, will make determinations about the feasibility of.utilizing
existing computer and allied equipment used by the City of Phoenix; and as
other alternatives, will consider the possibilities of contracting for computer
time elsewhere, or acquiring other equipment particularly suited to law enforce-
ment needs. | |

On the basis of whatever decision 1s made about equipment, consultants
will then direct and assist and participate in tge application of the proposed
design to a substantial sample of each kind of information required to go into
the system in order to test the feasibility of the plan.

The system design and the mechanisms for input and output will be further

refined on the basis of experience until a workable plan can be demonstrated.
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At that point, the City of Phoenix will make its decision about whether
it can fully implement the plan immediately on its own resources, whether to
seek additional grants to facilitate moving ahead, or whether to defer it until
local financing is possible. Independently of that choice, the final report
resulting from tnis project will describe the resulting model and all of its
equipment and systems requirements in sufficient detail that it can be adapted
to the use of other police departments.

The total term proposed for this project is one year., The several stages
will overlap to a substantial extent, but it is generally estimated that the
first three months will be required to reach final conclusions about new
concepts and objectives, the middle six months will be required for the develop-
ment of systems, and the final three months for testing, revision, and prep~

aration of the final report.

III. RESULTS
Evaluation

A highly important aspect of this study must be the development of
evaluation techniques. These should be of two principal kinds:

The first is the evaluation of change itself, concerned with how the
new systems meets the expéctations of greater speed, flexibility, and versa-
tility in correlating information. Exactly what the evaluating‘method will

, i
prove to be is hard to predict, for it depends in part on the kind of new
systems yet to be devised. |

Some criteria are obvious, such as comparative man-hours and other costs
entailed in preparing a monthly report to the FBi, and the time beyond the
close of the reporting period required to complete the report, both before

and after the system 1s developed. This leads to the incidental observation

that, given compatible systems and equipment, a 'report" in the traditional
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sense may no longer be fequire& at all, since the Phoenix computer could
communicate directly with the FBI's equipment.

Other more telling criteria for measuring and deciding the benefits of
change would have to be devised as the work proceeds. The facts of public life
life being what they are, some part of this evaluation will have to relate |
to relative costs, but to a far greater extent, the emphasis will be on
relative benefits, particularly in making the man in the field a more fully
effective protector of the public.

The second set of measures of effectiveness do not relate to change
of records system but to changes in police strategy and tactics that better
information would make possible. When‘better, more comple;e and more timely
records are available, the Police Department will utilize this intelligence
to change the deployment of its manpower and equipment, based on its better
informed judgment. By including these changes in the s?stem, and by re~
lating them to the occurrences toward which the redeployment is directed,

the Department can get instant feedback to show whether a change of practice

produces the anticipated results. If not, further changes can be made until

the right combination is found to assure the right result.
The evaluation techniques to be developed, therefore, will be concerned
as much with how the Department is better able to do its total job as it is

with how 1t is better able to do its record keeping job.

ksggpificance

The significance of this project is described in the goals it seeks to

attain. It proposes to apply imaginative thinking and to adapt the latest

in equipment and data systems concepts to meeting the organizational, analytical,

and reporting requirements of a metropolitan police department in a rapidly

growing part of the country. It intends in this development to recogg;ze that

20
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a single city should neither restrict its records to its own information nor
to its own use. It should develop a plan utilizing modern communication
linkages which will both obtain information from and provide results to the
other agencies in the area with which it must cooperate in the war on crime,
The result of this undertaking 1s intended to be a working model of a
modern police information system which can be installed and used by the City
of Phoenix in cooperation with as many of its neighbors as find it possible
to participate, Qith the details of the system descr}bed in such detail that
it will require little adaptation or effort to suit it to ahy other department
having comparable interests and problems.

Continuation

If the project fulfills its expectations, the City of Phoenix expects to
transform the model into full operation. Whether this can be done in the fiscal
year immediately following the completion of the project or whether it will
require some phasing because of expense entailed, is a question to which there
is no answer until the scope and cost of the system is known. If necessary,
the City will seek further Federal or fuundation support to bridge the gap, but
it confidently expects that the resulting system will be well within the re-
gources of the City within a relatively sho;t time after the project has been
completed.

Dissemination

As indicated in foregoing references, it is intended tﬂét the project
will result in a report fully describing the.equipment and systems in such
detail that it could be readily used by other police departments., The re-
sulting report will be prepared in sufficlent quantity in order that it can
be distributed upon request to qualified organizations or institutions. In

addition, we would assume that the general results will be of sufficient
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{nterest that the consultants, collaborating with City officials, will develop
popular versions of the findings and recommendations to be published in pro-

fessional journals and the publications of associations of local governments and
their officials.

IV. RESOURCES

Qualifications and Facilities of Grantee

PR O Rt iR

The principles and practices of council-manager government have been firmly

established in Phoenix since 1950. This fact is nationally recognized as being
the direct result of active and progressive citizen participation in city

government.

As an example of administrative continuity since 1950 -~ the same city
manager selécted by a reform City Council in 1950 remained in office over 11
years, despite the fact that he served under five diffefrent mayors and 27
different Counéil members. This provided a continuity in management that
proved invaluable, considering the tremendous growth of the city.

A continuing emphasis on citizen participation in government has brought
two All-America Awards to Phoenix during the period betwéen 1950 and 1966.
Citizen participation in municipal affairs is encouraged wherever possible.
Citizens' committees are used to advise the City Council and the administra-
tive staff on specific problems as well as to develop public understanding of
proposed projects.

A number of citizens' a&visory committees.have performed yeoman service

to the City and to the community in general. Excellent examples of these are

the 1957 and 1961 Phoenix Growth Committees, the Citizens' Bond Advisory Committee,

and numerous citizens' groups participating in the various anti-poverty activities

sponsored by Operation LEAP, a department of the City of Phoenix organizatiom.

22
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From 1957 to 1962, citizens showed theilr faith in city government by
approving $173,000,000 in bonds for necessary improvements in facilities and
services. One of the first projects completed as part of the 1957 bond pro-
gram was construction of a jall compound with a capacity for 750 prisoners.

The $300,000 facility relieved over-crowded facilities at the downtown jail.

As part of the bond program, a new Municipal Building and Council Chambers,

part of a City-County complex was completed in the spring of 1963. Construc-
tlon of a new multi-million dollar Police and Courts Building is tentatively
planned for 1968-69, with architectural work to begin in fiscal year 1967-68.
This building will be lcocated on one of the six blocks of the City of Phoenix-
Maricopa County Governmenﬁal Center.

City Councils since 1950 have refra}ned from establishing quasi-
independent boards, commisgions or authorities with the responsibility for
administration of specific municipal functions. The philosophy of City
Councils has been that the greatest regponsiveness to citizens' needs come
when policies are egpablishea by the elected representatives of the people
and carried ohtvbQ an administrative organization under the direction of a
trained and experilenced city manager.

Since 1950 City Councils have demonstrated their understanding of the
respective roles of the City Council and the City Manager and have established
harmonicus working relationships with the Manager. The résult has been that
the Council has been effective in carrying out its legislative and policy~
making duties and the Manager has been effective in his administrative duties.

Blessed with energetic and interested citizens, willing to give of their

time to solve tremendous problems of growth and development, Phoenix faces an

éra of unlimited development.

23




Continuation Sheet -

The direct grantee in this case is the City of Phoenix and, more particﬁ—
larly, its Police Department. Having undergone the rapid growth described
earlier, the Department.is thoroughly familiaf with the problems of a metro-
politan department and the needs for developing a more modern record system.

Within tﬁe last ten years the Phoenix Police Department has been given
numerous awards for outstanding achievemgnts. Some of these awards are:
I.A.C.é. Traffic Enforcement Supervision; National Safety Councils-Fleet
Safety Award; National Police Officers Safety Award and several other awards.

Probably the most important achievement of the Department has been the
emphasis toward the improvement of organizational effectiveness. Within the
past six years three major reorg;nizations have taken place in an effort to
improve overall efficiency. In this respect it has been the desire to im-
prove the administrative as well as the operational functions of the depart-
ment with increased emphasis being placed on crime prevention activities.

The following is an example of the educational background, past employ-
ment and experience of the varlous City staff members that will be available
to assist the general management consultant group.

Police Captaln (G. Selby) - Project Director

Twenty years wiéh Phoenix Police Department. Graduateﬂof the F.B.I.
National Police Academy. ICMA (Municipal Police Administration Studies).
Various additional studies in law enforcement and related fields. Various
assignments with the department. Currently the command officer in charge of

the Field Services Bureau that includes the Records and Identification Section.

Police Lieutenant (I.»Blaine)

Ten years éf service with Phoenix Police Department. Graduate of
Northwestern University Traffic Institute (Police Administration). College
studies at Phoenix College and Arizona State University. Various assignments

with Department, currently Budget and Personnel Officer.
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Police Lieutenant (F. Kurth)

Thirteen years with Phoenix Police Department. I.C.M.A. (Municipal Police
Administration Course), work on various assignments in the Department, (i.e.
Budget Officer, research projects, and reorganization surveys).

Police Lieutenant (J. Allen)

Nineteen years with Phoenix Police Department, nine of which were in the
capacity of Records and Identification Supervisor. Experienced in computer and
data processing applications along with business and office methods. Member of
International Association of Identification plus the Advisory Group to I.A.C.P.
Committee on Uniform Crime Reports.

Police Sergeant (L. Hicks)

Twelve years with Phoenix Police Department. B.S. in Political Science
from Arizona State University. Currently enrolled in Masters program, School
of Police Administration, Michigan State University. Various assignments with
the Department.

Police Serpeant (H. Ennis)

Six years with Phoenix Police Department. Various assignments with the
Department. Currently enrolled at Northwestern University Traffic Institute.

Administrative Assistant II (A. Pasquan)

B.S. degree in Folice Administration from Michigan State University.
M.A. degree in Public Administration from Wichita State University. Police
Chief, El Dorado, Kansas (five years)ﬂ Graduate of the F.B.I. National Police

Academy. Administrative Assistant with the City of Phoenix Division of Research

and Budget (6 years).
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Police Administrative Intern (D. Aultman)

B.S. in Education from Ohio Northern University. M.S. in Police Adminis-
tration from Michigan State University. Administrative Intern with Phoenix
Police Department (1 year).

Computer Programmer II (J. Hanna)

Employed with the City of Phoenix for three years. College studies at
Phoenix College. 1IBM training. Computer Programmer II with City of Phoenix

(one year).

Systems and Procedures Analyst I (D. Willis)

Employed with the City of fhoenix Division of Research and Budget for
one year. Education and previous experience devoted to paperwork simplifica-
tion, systems and procedures analysis and forms control. |

Since a large part of the responsibility for the dire;tion, coordination,
and execution of this project is proposed to be entrusted to an independent
consulting o¥ganization,,qhat organization's qualifications are of equal or
greater importance. This grant application has been prepared in consultation
with Griffenhagen—Kroegér, Inc., specialists in public management. -

The following synopsis of experience of Griffenhagen—Kroeger, Inc., is
included to show the general criteria for ‘the selection of an independent
management cdnsultihg organization. The general management consulting organi-
zatlon chosen fof this project will be required to have a similar. background
of‘experience.

Griffenhagen-Kroeger has existed in its present form since 1959, when it
was formed from two organizations, Griffenhagen & Associates, founded in 1911,
and Louls J. Kroeger & Associates, founded in 1945. This total organization
represents a wide and varied experience in public administration, including

quite specific experiences related to this project.
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In broad terms, Griffenhagen~Kroeger, Inc. has many years of experience
in organization and systems for national, state, and local governments. Its
general organization and systems studies have included police agencies, ranging
from the national constabulary and intelligence agency of the Philippines to
such local agencies as‘the police departments of Los Arigeles and Long Beach,
California, and the Sheriff's office of Santa Clara County, California. |

It has had other experiences limited specifically to police department
organization and methods, including concentration on records, of which recent
examples have been in Lubbock, Texas, East Orange and Linden, New Jersey, and
San Luls Obispo and Union City, California. A similar study is about to be
undertaken in Orange, New Jersey.

In its work with police departments, Griffenhagen-Kroeger, Inc. has used
its general administrative analysts, combined with experienced police admin-
istrators. It regularly utilizes the services of John Holstrom, retired Chief
of Police of Berkeley, California, and former President of the International
Association of Chiefs of Police, and, on other occasions, uses an active Police
Chief on loan from his department.

In this instance, there is required an added element of experience in
and understanding of modern data systems and equipment. 1In that respect,
Griffenhagen~Kroeger, Inc. as a member of The Diebold Group, can draw on the
diversified experience of John Diebold and Associates, leading international
consultants 1in data processing. of particulaf importance to this project is

that the current Diebold Research Program provides information about the nature

and stages of development of new generations of computers and associated equipment.

In addition to drawing on the staff and resources of its affiliate?
Griffenhagen-Kroeger, Inc. has its own staff specialists in data processing as

applied to public administration. Recent assignments include consulting with

27




i

Continuation Sheet —

the Lockheed Space and Missiles Company in that organization's widely publi-
éized application of aerospace industry techniques to governmental information
problems; a review of the total data systems of New York City; and assistance
to the States of New York and California. The most recent data specialist
added to the Griffenhagen-Kroeger, Inc. staff has come immediately from an
asglgnment in behalf of his former emplﬁyer for the Department of Justice of
the State of California

Staff and Staff Organization

The City, as the direct 8rantee, wlll designate as project director,
Captain of Police, Gordom Selby, Field Services Bureau. The City will also
designate an advisory committee whose role has been previously discussed. =

Other City staff to bé provided during the term ‘of the pProject are 25%
of the time of a Police Captain, a Police Lieutenant, a Police Administrative
Intern, an Administrative Assistant 1I, and two Secretaries II, and 50% of the
time of a Computer Programmer IJ.

The consulting organization will provide general direction through 1its
Executive Vice President, Mr. Louis J. Kroeger, who has directed the organi-
zation's activities for 20 years in the full scope of its professional services
to government. My, Kroeger, in addition to his 20 years in consulting business
has had extensive state and Federal administrative experience, Principally as
Personnel Director for the State of California, as Executive Officer for the
Rationing Department of the Office of Price Administration, and ﬁifector of

Administrative Services for that organization.

is definitely established. It will, however, provide a Project director

immediately responsible for the work in their behalf, who will be qualified
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in government organization and systems analysis, together with other specia
. The
in systems analysis, in data processing, and in police administration

extent of this service is shown in the proposed budget.

Cooperating or Participating Agencies

As previously indicated, participants will include the City of Phoenix,

v he City
the consulting organization, an advisory committee to be appointed by t
a y y h
Manager, the Arizona Highway Patrol, the Sheriff of Maricopa County, and the
4
i others
Police Departments of Scottsdale, Mesa, Tempe, and Glendale, with perhaps

whose interests can be attracted to the project.

The interest of the other agencies just identified is evidenced by

accompanying coples of letters from them.
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Pelice Departm%nt
1 Police Captain (Project Director and Coordinator for the City).

1 Police Identification Supervisor (Police Lieutenant)..
Introduction

3 - Police Sergeants.

The project was'organized to provide the law enforcement understanding :
1 Police Administrative Intern.

and experience of the Phoenix Police Department combined with the management
1 Secretary.

and information systems experience of Griffenhagen-Kroeger, Inc., a public
Other City DLepartments

administration consulting organization. In addition to its staff competence,

1 Systems and Procedures Analyst.

the consulting firm also provided additional sperialists in police adminis-
1 Computer Programmer.

tration, procedures development, communications, and records management. | o 'TOTAL

The consultant was made responsible, under the terms of the contract with :
Other Contributions

e R
the City, for the overall direction and successful completion of the study. :
‘ . : s B Throughout the project, a considerable amount of time was devoted
The progress of the study was periodically reviewed by an advisory .
; o A S — by various members of the Phoenlix Police Department and other City
committee selected and appointed by the City Manager and consisting of the ; - ‘
R departments., Additionally, the Phoenix Junior College police
following representatives of the City of Phoenix management: e
, ; science students devoted several hundred man-hours of effort
I3
The Chief of Police. i b
_ during the data collection and analysis phase of the project. .
The Finance Director. T
) _ The project organization was composed of a management and direction level
The Research and Budget Officer.
e e consisting of the assigned Police Captain and the consultant's project manager.
The Assistant to the City Manager (who acted as chairman).
e e The day~to-day work progregs and ultimate design of the system was the
The primary objective of the advisory committee was to provide a continu- , ,
T s responsibility of the consultant's Information Systems Specialist. The work
ous review of the project progress and to insure the development of a workable = <= w "
production was primarily done by the Police Identification Supervisor (at
system resulting from the study. R .
- the early stages of the project) and the three sergeants assigned as staff.
Project Staffing ‘ N , ,
o The consultant's other staff was brought in for only limited periods of timé
The Phoenix Police Department served as the principal contributor of
G on special assignments.
staff to the study. The City contributed office space and supplies for the . - ;
. : T e It 1s interesting to note that, with few exceptions, the Police Depart-
duration of the study. The following City of Phoenix personnel were assigned o |
' - ment staff brought no previous experience in systems design or procedures
to the project: - -
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analysis to the project. However, as an indication of the competence and
analytical resources existing in the department, these officers produced a
final result that would normally be considered difficult or impossible for
an inexperienced staff. All officers concerned exhibi?ed imagination and
inventiveness in approaching the day-to-day problems of the project even
though most §f the staff had had no previous preparation in dealing with

these kinds of problems.
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Staff Training

In order to obtain the greatest benefit possible of the understanding
and experience provided by the police department personnel, the consultant
vprovided initial training in systems analysis, procedures writing, work flow
charting and .computer orientation. Also, the LEADS staff and other selected
members of the police department attended a condensed in-house course on
COBOL (COmmon Business Oriented Language) to afford a Petter understanding
of problem definition and computer programming. In ad&ition, the consultant
conducted a computer systems orientation seminar for the police department
administrative personnel. And, as a part of the continuous training through-
out the project, the>police staff was exposed to various systems and'equip~
ment presentatiods and demonstrations.

The training was not one-sided. The Chief of Police had selected the
department's staff contributions with care‘in that a variety of departmental
operations experience was represented. The consuléant's‘staff can be said

to have received a series of intensive courses in police sclence and tactics

.?’during the course of the préfect. With rare exceptions, all required
Information regarding depatimental operations was immediately available te

. the consultant in the persons of the competent officers:éssigned to the

project.
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STUDY METHODS AND SCHEDULES

Introduction

The study began on a full-time basis on September 19, 1966. Prior to
this, the City of Phoenix staff devoted considerable time to preparing
office space and obtaining office equipment. The personnel to be assigned
to the project were selected and the necessary adjustments were made within
the department to permit these assignments, and on September 12, and 13,
1966, the LEADS staff met to discuss general project goals and establish a
tentative work schedule for an initial two months of orientation. The first
advisory committee meeting was held on September 19, 1966, to establish
working relationshipé and to define specific areas of ;esponsibility. A
tentative project schedule for ﬁhe first phases of the study was presented
by the consultant and repor;ing requirements were adopted.

At this stage of the p?oject, pnly the most general of goals had been
established by a combination of thé thinking that went into the City's
application for grant and the conspltant's probosal.v Fﬁ;tunateiy, no
attempt had been made to date to pfé;st¥p9ture the progress of tﬂe study
and its methods or to specify minﬁéeiy-iéé-objecti§és. Quite wisely, ﬁhe'
City permitted the consﬁltanb4thé}5p§ottdﬁity to exﬁériment and innovate
to the greatest degree possible co.the eqé that a réglly different and
imaginative result would be'obtainéa;' Iﬁis asproach has its hazards, thé
most deleterious of which is that ag'inéfdinate‘amount of time can be spent
on experimenting with concepts witﬁ'n; ffogfess being made toward a concrete
result. Some of this did occur and spmevfaISG starts were made, however,
without an initial périod of trial and erfor and search for new concepts?

the final result might have suffered.
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A third aspect of the orientation was to make the members of the Phoenix

Police Department aware of the scope and objectives of LEADS and to solicit
Study Methods

their assistance in the development of the system. This was accomplished by:
The project was conducted in four major stages:
1. Conducting meetings with all departmental supervisors and adminis-
1. Orientation.
trators at which project goals were outlined and cooperation was
2. Creation of an Information Base.
' solicited,.

3. System Design.
o 2. Distributing to each member of the department a personal memo

4. Documentation,

_ regarding the project and containing a request for assistance when
These stages are listed for the purposes of reporting. Actually, the

needed.
work at any one stage considerably overlapped that of other stages. Due e e
The appraisal of other law enforcement systems and the achievement of
to the many design details, ranging from the simple to the complex, some were T e . . :
: an awareness of regional and metropolitan problems was accomplished by a
’being developed during the orientation period and many were not finally i o
. o o e e o serles of two-man team visits (one consultant and one police-department
adopted until documentation was underway. g
AP representative) to the following Arizona agencies:
Orientation o .
» e 1 The police departments of:
The project staff turned early attention to the appraisal of the available o
Flagstaff
existing information on other law enforcement systems of relevance to the e e
, Glendale
objectives of the 'study. Two purposes were involved: ST
e v Kingman
1. The staff should not expend time designing systems that were
o ' Mesa
already in existence elsewhere or, conversely, attention should be )
- Scottsdale
devoted to designing systems that did not exist if law enforcement
o Tempe
progress was to be made. N
‘ . Tucson
2. The identification of problems or difficulties encountered by bl
- Yuma
others in system design would contribute to the elimination of ' i .
S W 2, The Maricopa County Sheriff's Department
similar pitfalls during the project progress.
‘ e 3.  The Arirona Highway Patrol
A second aspect of the project orientation was to achieve an awareness ° . -
T e and to the following agencies outside of Arizona:
of general records and communicatlons problems that existed in Arizona law —_— .-
enforcement agencles that might have an interest in the system to be designed e
for Phoenix. : — i ;
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1. In California:
Alameda County PINS System
California Bureau of Identification and Investigation
California Highway Patrol Headquarters
Los Angeles Police Department
Los Angeles Sheriff's Department
2. In New York:
New York City Police Department
New York State Identification and Intelligence System
3. In Washington, D.-C.:
Federél Bureau of Investigation (NCIC)
International Association of Chiefs of Police
Office of Law Enforcement Assistance
4. Elsewhere:
Chicago Police Department
Institute for Telecommunications Science and Aeronomy,
Boulder, Colorado
5t. iouis Police Department
In making the team visits in other states, some specific pieces of
information were to be obtained in addition to any other system details that
could be learned. Specific information sought included:
1. Descriptions of hardware, schematics and the computer languages
used.
2. Available project reports or studies about sysﬁems.
3. All possible information about conversion and implementation

problems.
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4. The extent of ties with other data banks.

5. Cooperative arrangements with other user agencies.

6. Potential improvements and novel links.

7. . General descriptions of systems.

8. System additions being projected.

9. Personnel, space, and other special requirements for existing and

proposed systems.

These trips were deemed to be of value to the project. Areas of progress
and problems, as experienced by the agencies visited, were called to our
attention and discussed. The information gained was to be utilized through-
out the progress of the study.

Creation of an Information Base

Before a system design could be started, it was imperative to create an
information base that would be as comprehensive as possible to achieve within
the time allocated to this aspect of the project. While a considerable amount
of general design information was obtained through the accumulation of
published materials and through the team visits reported above, it was
necessary to build a base of specific elements of information that would
eventually become the building blocks for the eventual system design. It was
also necessary to be aware of the state of the technological arts in order
that the system design be as advanced as possible.

To achieve the latter, contacts were made with equipment manufacturers
who were known to have advanced equipment or equipment in the development

stage. The result of these contacts are contained in a ''state of the art"

‘report prepared during the course of the project. This report is included

in the appendix‘of this volume.




This catalog, which became a primary source of information during

the design phase of the project, is described in detail in the
To build an information base, several steps were taken: :

next section of this volume,
1. Questionnaires were distributed to all police department personnel

3. All procedures in the police department, which involved an exchange‘
with a request for submissions that would identify communications

of information, were intensively studied and documented. All
- and operating problems, and informational needs. In other words,

together, some 90 procedures were originally isolated for study
the individual officers and their supervisors were being asked
although subsequent analysis reduced this to a limited number
what, to them, were needed pieces of information in order to be '

of basic input procedures. These input procedures are described in
effective.
Chapter 1, Section A of Volume II.
The response consisted of some 1,000 submissions containing
System Desipn .

informational needs and detailing:

: The system design (detailed in Volume II of this report) was achieved
- the nature of the information needed
) through a series of steps:

- when it was needed ,
, : 1, With the information elements catalog and with the identification
- who needed it ;
of major operational procedures, the major system and sub-system
- who should supply it
; blocks ¢ould be selected for further analysis and development.
- why it was needed
i The eight major system blocks tentatively selected for either
- how it was to be used
manual improvements or computer application were:
Several hundred hours were contributed by departmental person-
' - Stolen Property Information
nel -.to this effort.
- Directory and References Indices
2. ' A definitive information elements catalog was created by:
- Personnel, Accounting and Property Resources
a. - Analyzing every department form and abstracting and classi- _
- Deployment and Incident and Crime Information Processing
fying each piece of information on the form. Some 187 report - |
. - Communications Operations and Procedures
forms were identified, containing 3,774 pieces of information .
‘ : - Warrant Information Input and Retrieval
(some later found to be overlapping), containing, in turn,
' - Extra City Interface
52,451 characters.

- Police-Court Information Exchange

b. Supplementing.the elements taken from the forms with elements

contained in the departmental submissions discussed above,
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The work was then directed to identifying and describing procedures
for each of these system blocks. First, current procedures were
written; secondly, improved procedures were devised and documented
(including process flow diagrams) and thirdly, tentative conclusions
were reached regarding éhe relative importance of each procedure
and its adaptability to an automated data process. (Non-essential
or lgss important procedures were dropped from further consideration.)
Record and record transaction or activity volumes were computed to
serve as a basis for determining the scope of conversion and
implementation problems and the equipment capacities that would be
requirec. ‘ .

Data processing equipment capabilities were explored énd related

to the various blocks of information that had to be input, stored,
retrieved and communicated.

Tentative system configurations were designed for each inquiry and
response operational area.

Preliminary implementation studies were conducted to test the
cost/benefit possibilities of each major system segment,

Input forms were devised and input and response formats were
designed for thé final system.

The effect of the tentatively defined system on the organization

of the police department was analyzed and reorganization patterns

were developed.
Basic conversion requirements were isolated.

The final design was started, based upon the previous analyses and
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the resolutlon of experimental alternatives, and system configura-
tions and equipment specifications were prepared.

Final conversion costs were calculated and cost comparisons between
the present and proposed system were prepared.

Implementation schedules were developed.

During the design stage of the project, it was determined that the develop~

ment of a novel system employing the City's computer would be possible with

a relatively small expenditure of design and programming time.

This proposed system offered a number of advantages and features:

1.

Currently available data (through dispatch punch cards) could

proviée a data base.

Computer time to process the system would not be significantly
greater than the present police department production time.

It would provide a significant improvement in the information

available for command officers.

It could be easily fitted into the ultimate design of the ALERT

system.

This system, called "AID" (Analysis of Incidents and Deployment),

provides field commanders of the department with the ability to assign police

personnel to all areas of the City based upon computer predictions of man-

power needs. To achieve this capability, a data base was compiled by

creating a punched card ("Dispatch Card") each time a police unit was

dispatched on a call or on a citizen's recuest for service. Based on 12

months (or longer if desired) previous history of these dispatches, command

officers may request a computer printed map indicating for any day, shift,

beat, etc., the percentage of police manpower which would be required in

45




any area of the City at any time of day. Twenty-one of these maps can be
produced for any forthcoming week, one for each‘shift pf each day.

Also, by this same system, reports and graphs may be produced, either on
request or cyclically, to provide statistical data as to crime volumes, time
of occurrénce, and locations which will assist the department command in
efficiently deploying manpower,

Certain other required statistical reports can also be produced by the
system, such as the FBI Uniform Criﬁe Reports, City administration reports
and others.

This system was fully 'programmed and put into operation during the course
of the project. The‘details of this sub-system are_degcribed in Chapter 2
of Volume II of this report.

Documentation

The project results were documented in three parts:
1. A project summary report containing these section headings:
a. The Grant
b. 6bjectives of the froject
c. Project Organization and Staffing
d. Staff Development
e. Project Methods and Results
f. Demonstration System (AID)
g, System Implementation
2. Volume I (this volume)
3. Volume II containing these chapters and sections:

Chapter 1 - System Description

46

Section A - Source Data Procedures
Section B = Processing Procedures
Chapter 2 - Demonstration System (AID)
Chapter 3 - System Configurations, Specifications and
Implementation

System Configuration and Equipment Specifications

Section A

Section B System Conversion
Section C - Implementation Schedules

Police Department Organization and Staffing

1

Section D

These documents were reviewed by the Office of Law Enforcement Assistance

and printed by the City of Phoenix.
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' SECTION D
INFORMATION ELEMENTS CATALOG

One of the significant products of LEADS was an information elements
catalog containing, in a varlety of classifications most, 1f not probably
all, of the pieces of information required for communications in a police
department. While the catalog contains some aefects, the most pronounced
being a considerable number of element duplications, still the catalog
became an important design resource during the project.

As a first step in providing the catalog, all departmental forms
(187 forms) were gathered and identified with associated files (291 files).
Secondly, each element of information on the forms was, abstracted, listed,
and coded. Thirdly, all the idea and information needs submissions from
police department personnel (1,000 contributions) were analyzed and struc-
tured as elements, sets, and files for comparison with existing information
content.

In order to classify the elements, a method was developed for recording .
the elements on a form and at the same time supplying other information
regardihg the elements that would be valuable in the identification cf
data sets and files. To promote the uniform recording of element information,
an instruction sheet (LEADS Set-Element Chart Guide), a form (LEADS Set~-
Element Chart), and a code system (LEADS Code Sheet) were prepared. These
documents are preseated on the following pages.

Because of the sheer volume of the work in recording the information
elements from almost 200 forms, the assisténce of the police science
students attending Phoenix Junior College was requested and provided.

A majority of these students were members of the Phoenix Police Department.
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The LEADS staff accomplished the editing, logging, and assignment of

element code numbers on the set-element sheets and prepared the data processing
procedures including detailed report formats. The raw data was then sub-
mitted to the City's Computer Services Section for processing.

These catalogs of information provided a comprehensive collection of law
enforcement information element content, file location and volume. These
catalogs provided one of the bases for the ALERT system design and will con-
tinue to be valuable reference volumes during the implementation effort.

Following the data recording forms and instructions are samples of the
LEADS information elements catalog. The samples show the last page(s) of
each catalog‘as the complete catalogs are too volumiﬁous for publication in

this report.
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LEADS SET-ELEMENT CHART GUIDE

PURPORE::

In order to design a model law enforcement information and communications system, it is
necessary to use a total systems analysis approach. ' The technique developed by the
Phoenix LEADS Staff involves the determination of ewisting and required elements of
information, present flow of information, and current reports storage and handling
activities. The atlached Set-Element chart provides a formal ccllection document

from which this information can be converted to punched cards. The information
collected will be processed to determine interrelationships of data flow, storage
volume, and file duplication. Further analysis will provide observations concerning
the blocks of information from which a detailed design of an optimum law enforcement
information and communications system can be developed.

DEFINITIONS:

The Dats Flement is the smallest portion of basic information, i.e. stock number,
license number, name, etc.

The Dats Set is a combination of data elements as utilized in forms, records, or reports.’
The Dgte File is an aggregation of data sets accumulated for a definite usage.

The Data Block is a combination of structured or unstructured files related by some
gross subject classification, i.e. people, objects, time, dollars, etc.

INSTRUCTIONS

D S Boxes Left to Right
1. Set # Enter 3 digits of set ldentification coding as directed by LEADS staff.

2, File # Enter the 3 digit file code from the code sheet to indicate the file
in which this document is placed.

3. Source Enter the 2 digit activlity code from the code sheet to indicate the
creating activity for this document.

4. Dest. Enter the 2 digit activity code from the code sheet to indicate the
destination of thils document once it leaves the above source.

5 Freq. ~ Enter the 1 diglt transactlon frequency code from the code sheet.

6. - I0G Enter the 1 digil IOG code from the code sheet to indicate whether

this document ls an input into the pollce department from a field
officer or outside activity, an output from a police department
activity, or generated (created) within the police department.

7. Act. Enter the 2 dilgit activity code ffom the code sheet to indicate
the activity of major use of this document.

8. App. Reserved for data processing use.

9. Dem. (1st digit) - Enter the 1 digit code from code sheet to indicate whether
set exists or is needed.
(2nd digit) - Enter the 1 diglt code from code sheet to indicate whether
set involves persons or objects.

10, Name Print the official name of the document in 25 characters using clear
abbreviations as needed.
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LEADS SET-ELEMENT CHART Page___of, |
LEADS SET-ELEMENT CHART INSTRUCTIONS (Continued) DATA SET : —r
_ set f1l1le Flsource |dest, [IreQ, [1,04P,]8CT,]a _d_jgf Name (Frint )
D Element (Bo to ) )
DATA ELEMENTS
“. Description
Element # Enter 1 left hand digit indicating major purpose of element as : il no,chd A/N dem| Name

lis’«.d on code sheet. Code supervisor will complete the box after
z remainder of form is completed, '

No. Char. Enter the maximum number of characters for the box on theé document Ny
being described.

A/N Enter the 1 digit code from the code sheet to indicate whether the
box will contain entirely mmeric, entirely alphabetic, or a
combination of characters.

Dem, Heserved ~ Do not enter.

Name Print the official name of this document box in 25 characters

using noun(s).

Description Print an appropriate word to describe the element nane, i.e.
License-Auto, License-Drivers, etc. . :
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LEADS CODE SHEET

FUNCTTONAL ACTIVITY CODKS

10
11
12
13
1/
15

20
21
22
23

30
31
32
33

40

50
51
52

53

60
61
62
63
64
65
0,6
67

r/
89

99

Administrative Bureau

Background Investigation (Personnel)
Budget and Payroll

Training

Planga

Rango and FMirenrms

Special Invesligations Bureau
Intellipence Dolail

Narcotics Detail

Vice Detail

Community-Relations Bureau
Internal Security
Community

Internal Inspecticns

Patrol Bureuau

Traffic Bureau
Hit and Run Detail
Warrant Detail
Enforcement Detail

IField Services Bureau
Records and lIdentification
Property

Police Lab

Detention

Complaints

Communications

Jail

Compound

General Investigations Bureau. -
Burglary Detail '

Forgory Detail

Fugitive-Liaison Detail

Robbery Detail

Thef't/Burglary from Auto Detail
Persons Detail

Auto Theft Detail

Homicide Detail

Night Shift Dotail

County/City Prosecutor

County Sheriff's Office
Non~Government

Courts

Motor Vehicle Divigion

Other Low I'nf'orceoment Agencies
Fire Department

"Bl

City Govermment

State Government

‘General Phocnix Police Department Activity

B A e B T T ——
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TRANSACTION FREQUENCY

BIoonPHwn =

Yearly
Quarterly
Monthly
Weekly

Daily

Hourly
Non-Scheduled
Immediately

INPUT/OUTPUT/GENERATED (10G)

1 Input

2 Output

3 Generated
DEM, (1st Diyrit)
1 Exists

2 Need Now

3 Later

DEM, (2nd Digit)
1 Persons

2 Objects

3  Both

ELRMENT # (Loft hand digit)

1 Namg:

2  Physical/Personal Description
3 Location or Address

4 Property Information

5  Department, Information
6 Date and Tine

7 Processing Elemonts
'8 Identification Numbers
9 Criminal Tactics

0  Other

A/N__ALPHABETIC NUMERIC

1 Alphabetic

2  Numeric

3 Combinatiou
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LEADS Report Number I L

Files Locatilon Cataloeg

This catalog lists the 291 Phoenix Police Department files by
locatioﬁ, iﬁdicating for each file the functional location within the
department (see the "Fﬁnctional Activity Codes" part of the LEADS Code
Sheet), the accumulated quantity of documents, the average monthly document
An overall

increase, and the average monthly number of file transactions.

total of these quantitative fields is produced at the end of the catalog.
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LEADS REPORT NO 1

EXISTING FILE. STATUS

50
700
70C
700
250

15

21

12

35408

25
20
25
70

1+5C0

18 0GC0OG 001 500

SET FILE SCE DES FQ IC ACT APP DEM ELEMT CH A/N CC ‘NAME
94 75 0 BICYCLE AUCTION FILE 700
95 75 0 BICYCLE LICENSE # FILE. 915000
%6 75 .0 BICYCLE SERIAL # FILE- 91,000
97 75 0 BICYCLE NAME FILE . 914000
98 75 G BICYCLE RELEASED FILE 75000
- 210 75 -0 RCPT-FOR.BIKE - LIGENSES. 1,000
211 75 0 LOG STOLEN=BIKE DTL 250
212 75 0 LOG RECOVERED BIKE DTL 145
2879245
w

3202 90 O APPLS POLICE RESERVE 15000

203 90 0 LOGS POLICE RESERVE
274 30 O PERSONNEL POLICE RESERVE 1,600
2000
227 99 O OVERTIME REQUESTS 185060
ELEMENT SET FILE 291 896849955

FILE 291
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LEADS Report Number 2

File Set Element Analysis

This catalog depicts the 3,773 elements of information grouped and

sub~totaled by file and set within. A grand total is provided for all

files and all sets., The analysis matrix appears throughout the run indi-

cating the following:

1. The associated set number.
2. The associated file number.
3. The functional activity source.

4. The functional activity destination.

5. The frequency of reporting.

6. The input/output status.

7. The functional activity of major use.
8. The demand code (i.e. exists, need now, etc.).
9. The person, object, or both code.

10. The element number.
11. The number of characters.

12. The alpha-numeric indicator.
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FILE~SET~E FMENT ANALYSIS

Z
SET FILE SCF DES FG IO ACT APP DEM ELEMT CH A/N (CC NAME
215 999 61 87 T 2 87 13 10020 25 1 2 NAME
215 099 61=-87 7 2 87 13 203(6. 1 2 2 SEX
215 999 61 87 7 2 87 13 20C22 2 2 2 AGE
215 999 61 87 T 2 87 13 20040 30 3 2 F P CODF
215 999 61 87 T 2 87 13 20041 25 1 2 NAME
215 999 6} 87 T 2 a7 13 60043 6 2 2 DATE
215 999 &1 87 7 2 a7 13 60044 6 2 2 DATE
215 999 41 87 7 2 87 13 6p058 6 2 2 DATE
215 099 61 87 7 2 87 13 70358 25 1 2 OFFENSE
215 99 61 87 7 2 87 13 70362 1C 2 2 DISPCSITION
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ELEMENT ANALYSIS

LEADS REPORT NG 3

ACCUM QTY AV MO INC Ay MO TRAN

NAME

SET FILE 5CE DES FQ 10 ACT APP DEM ELEMT CH A/N CC

DESCRIPTION

APPLICANT

7 1 11 11 90006 25 1 2 NARCOTICS

11

16 226 63

TYPE

20 11 90006 1 2 2 NARCOTICS

3

7

20 20

62 291

SUBJECT TYPE

20 11 90006 50 1 2 NARCOTIC

3

7

20 20

62 291

DESCR

2 M0

1

13 90010 &0

2 61

7

128

5 82 82

DESCRIPT

2 M

12 12 72 13 90010 50 1

183 208

2 NARRATIVE

99 99 7 1 99 11 90010 99 3

230 998

13 90011 25 3

CHK CASHNG ID

2 MO0

7 1 70

5 &40 63

176

CIRCUMSTANCES

2 DEATH

3

13 30012 25

87

3

87

217 53 61

OFFENSE

2 TYPE

7 2 88 11 90013 10 13

61

222 27 61}

350

CH

12

ELEMENT

CH 52,451

3,776

ELEMENT

CH 52,451

3+774

ELEMENT

LEADS Report Number 4

Elements Alphabetic Catalog

This catalog lists the elements (smallest unit of information) alpha-

betically, indicating the following information for each element:

1. The associated set number.

2. The associated file number.

3. The functional activity source.

4, The functional activity destination.
5. The frequency of reporting.

6. The input/output status.

7. The functional activity of major use.
8. The demand code (i.e. exists, need now, etc.).
9. The person, object, or both category ccde.

10. The element number.
11. The number of characters.
12. The alpha-numeric indicator.

An overall total of elements and characters is provided

this catalog.
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LEADS REPORT NO &
SET FILE SCE DES FQ

(]

16 226 63 11 7 1 11 11 60037 &

: 196 183 40 S0 T 1 80 i1 20228 15
b 23 73 63 63 71 1 1 11 00¢1232 23
1t 196 183 40 %0 7 1 80 11 00130 10
i 82 195 82 s0 7 2 580 13 20087 8
i 172 107 406 40 7 1 70 11 00012 1
i 23 73 63 63 7T 1 11 11 20029 15
1 20 226 82 11 7 1 1 11 50186 3
i 19 22% 99 11 7 1 11 11 20125 3
! 172 107 40 &0 7 1 70 11 20016 &
g 178 598 71 8% 7 2 711 13 20081 8
‘ 177 3% 82 71 7 1 71 13 20072 3
i1 85 82 71 7 1 7 15 20072 3

176 5 40 61 T 1 70 13 20025 3

176 5 40 61 7 1 70 13 20038 &

230 998 99 59 7 1 99 11 20104 9

142 3 99 73 7 1 65 11 40075 2

11 53 61 87 1 0 10 12 60038 2

231 S5 11 84 7 2 84 12 606104 4

145 139 65 66 7 3 56 12 20043 2

146 118 70 66 7T 3 66 12 20043 &

80 177 40 S0 7 1 50 i3 20043 2

192 5 40 61 T 1 716 11 20043 2

207 61 40 83 T 1 g3 11 20043 3

2!t 5 7T BA T 2 ga 12 20043 &

206 599 $3 83 7 1 g3 12 60056 &

80 177 40 50 7 i &G 13 40059 2

47 149 1% 1S 3 1 1% 11 50715 &4

19 225 99 11 7 1 11 11 60C53 2

226 225 99 89 7 1 89 11 20107 &
ELEMENT 3,778 CH 52,451

] ELEMENT 3,774 CH 524451
; ELEMENT 3,774 CH 52,451
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WORK CHARAT
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WwT
WY
wT
wT
wT
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YEAR
YEAR
YEAR
YEAR
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" SECTION B
PROJECT BY~PRODUCTS AND DERIVED BENEFITS

The existence of the LEADS project has had a considerable effect on
the Phoenix Police Department, producing valuable by-products that might
not otherwise héve occurred.: The most significant of these benefits is
the incfeased awareness on the part of members of the dgpartment (at all
activity and rank levels) of the potential inﬁerent in a highly automated
police records and communications system. And, this awareness involves

most of the department personnel. Early in the study, the LEADS staff

- encouraged suggestions and participation in the study by the department and

the response was siénificant. LEADS‘staff visits were made to all opera-
tional sections of éhe depa;tment'whicﬁ generated suggestions concerning
problem areas and operational improvgﬁéhts. Méking these contributions has
tended to make a number of departmeng ;ersonnel aware of the need to con-
tinualiy'evaluatellaw enforcementApr;éédures and opéfations. And,.of course,
the information gained~was of considéfable value to the LEADS staff in the
system design. | |
Other valuable by-products were»p?dduced because of the projectf
1. A class of departmental membé;s was selected to attend a two-
week cdmppgér programying:coérse. While no expert programmers
were prodﬁé;d, ﬁhe departmeﬁé now has some personnel with”a
fundamenta1>knowledge of;the way computers are made to work and an
awareness of the problems of converting a design to an operating
reality.
?. Severai members of the department have enrolled in college level
courses and some are devoting time to homé study courses dealing

with data processing and related fields.
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3.

A group of the department's top administrators attended a

computer usage seminar conducted at a local computer manufacturer's
plant. This seminar was made possible by the LEADS staff's

liaison with representatives of this company. The‘subjects

covered were strongly accented toward computer application in the
police field. The overall result of this training has been to
introduce key department members to new ideas and the tremendous
potentlal represented in the imaginative use of computers.

After a staff visit to the-California Highway Patrol Headquarters,
some additional impetus was given to promoting the department's
connection to the "AUTO STATIS" network. A teletype terminal has
subsequently been installed in the de?artment's communications
room, prpvid;ng an.bn-line,connection with the California system.
This system will ﬁe;intérfaced with the National Crime Information
Center‘in.Washingéo;; D. C;, thus mgking it possibie for Phoenix
officers to obtain information coneerning wanted persons, stolen‘
vehicles and property from all over: the United Staﬁes in only
seconds. The same.installation can be utilized to input.information
to these sysféhét éqhanéiﬁé tﬁe chanees of aﬁprgﬁending ﬁgnted
pefsons and.recdvéring stolen ﬁréperty.

The LEADS projecﬁ;has developed the AID (Analysis of Incidents and
Qpployment) systé@.;nd has thus left the departﬁent with a concrete
exaﬁple of a law éﬁforcement operations improvement. This system
becéme operational in July of 1967 and provides the department with

deployment forecasts and vital incident and crime analyses.
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After the implementation of this system was completed, the LEADS
staff conducted a training session explaining the purpose and
operation of the AID system. Thils tralning session was held for
administrators of our department as well as for interésted persons
from other law enforcement agencies. Since this session was
conducted, the Maricopa County Sheriff's Office has contacted the
LEADS staff and is considering implementation of the AID system

in their égency.

During the course of the LEADS study, a unified report form was
developed. This report form consolidated six forms used previously
by the department. The use of this form will be of convenience

to the reporting officers as well as increase the efficiency of

the department's reporting process. The report form will provide

a standard information format facilitating future information

input to the ALERT system. Future dévélopment of automated
scanning input devices would be faciiitated by the nation—wide.
adoption of such a reporting form.

The need for a reliable personal radio for officers, pfoviding
communication capability thié é&ay froﬁ fheir cars, was recognized
early in the study. Discussion of this need with the project’s
advisory committee resulted in the City's communications staff
being encouraged to devote time to the development of such a
device. !
Other suggestions for improved procedures in a variety of areas

have been generated by the study with some ideas having been
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implemented. Examples:

a. Consideration is being given to the transfer of the responsi-
bility for the custodial care of prisoners to the County.

b. A more efficient method of assigning officers to court days
was needed. One such method indicated the possibility of
éavings to the department of over 11,000 man-hours per year.

c. A more efficient method for the input of statistical infor-
mation to the department's existing data system was explored
with the result that ; duplication of effort and a costly key
punch operation was eliminated.

d. The traditio&al typing of officers' Incident Reports was
examined by the project staff. A resulting suggestion was to
use copy machines to dupiicate these handwritten reports. The
department has adopted this suggestion, causing a significant
speed-up in flow of reports as well as financial savings
caused by reduction of required clerical staff and recording
and phone devices.

A portion of these suggestions were by-products of the project's exchange
of ideas made possible by travel to other departments. - The adoption of the .
proposed changes by the department was facilitated by an increased receptive~-
ness towards new ideas:that had been generated by theldepartmgnt's participa-
tion in this study. The department's receptiveness tbwards new systems and
ideas; its awareness of future educational requirements; the willingness to
reevaluate existing programs, dlong with the understanding of the value to
be received by a constant exchange of ideas between cities and agencies, has

been promoted-by participation in this project.
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Finally, the participation in the study as part of the project staff
has developed new skills in the officers involved. The department now has
new resources in management analysis, in procedural analysis, and in systems

design.
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PROJECT CRITIQUE

Meeting Objectives

One measure of the success of a project is the degree to which original
objectives have been attained. From this point of view, it can be said that
this study has not been entirely successful. The explanation is that there
were two sets of objectives for this project:

1. The goals established in the grant application, and

2. The goals established by the staff at the beginning of the work.

The former have generally been met; the latter have not.

The two major goals estgblished in the grant application can be summariéed
as follows: '

1. The modernization of police records and data systems.:

?. The 1m§§qvement of the_&a;ue of the récords system to the officer

| in the:?ield. | o |

These goalsi%ave been achieved at least in'dgsign form and we have no
reason to believe that this design cannot be impiémented. A number of
improvements haj%ﬁﬁeen designed:

1. Almosﬁfgll,police records will be comﬁuter stored (o: be available '
throﬁgﬁ%étber types of high—speed,accgésing techniques) and.the
inforh;%ion can be rapidly correlatgd:and retrieved.

2. Stored information can be made avaiiéble to officers in the
field ih’sigﬁificantly reduced time.

3. The scope of the information available to a field officer almost
immediately will be considerably greater than before.

4. The method by which crime information is analyzed and reported

has been considerably improved.
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The receipt of complaints and the dispatch of assistance will
be accomplished with reduced tine and increased effectiveness.
The availability of investigative information will be revolution-
ized under the proposed system due to the mass of data on persons

and property that can be instantly accessed.

In addition to meeting most of the project design objectives, the study

produced an actual working system - AID. The AID system not only provides

a better information base¢ for manpower deployment, but it also provides a

working
On
project

l‘

system for analyzing crime and incident information.

the other hand,‘some goals set by the staff at the outset of the

have not been.entirely attained:
while some report consolidation and simplification.heve been
achieved, still the field officers' report preparation time has
not been significantly reduced.
While the communications time between the field officer and the
information system has been reduced we were not able to achieve
the ultimate of putting the officer directly on—line This is
less a system design problem than it is a technological problem.
The project did not, as we had intended, produce a truly metro-
politan system. There is, however, the potential for'any
surrounding city to tie-in to the ALERT system with key-set
terminals to receive limited persons or property information.
If this is done, we believe that there is a future potential for
developing a common comprehensive data baiik for all agencies

in the area providing the political complications can be overcome.
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Staffing Considerations

The original inteng}on was to have the consultant's statf provide overall
project guidance and téchnical resources with the City contributing staff
to do data gathering and analysis and to provide law enforcement operations
expertise. Ths principal staff contribution by the Citnyaskthefcontinuous
assignment of three officers, with this contribution being supplemented from
time to time by part-time personnel. |

While law enforcement expertise was required throughout the project, the
skills most requlred dy the study were those in the. areas of‘systems and
procedural analysis. As it night be assumed, the officers assigned to the
project were notlnecessarily skilled in these areas and it became apparent
that the City could not make available a full—ttme contribution from one
of its management enalysis and research sections. Due to the unavailability
of experienced analysts locall&, project progress might have‘been greater
if it had been the consultant's responsibility to supply all staff. And, one
might conclude that any future projects .involving systems analysis and design
would be best staffed by consultant experts in such work We, however, do
not draw this conclusion. While gome time was spent in training in systems
analysis, it was time well spent in that a staff resource capability was
being created during the course of the project that would be of future
benefit to the police department. This would not have ooeuured if the
consultant had performed all of the work.

Some problems were experienced by'the consultant in staffing and several
changes in staffing patterns occurred duting the project. While there were
a variety of reasons for the changes, the principal point involved is that

the consultant needed as much flexibility as might be possible in assigning
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Subiects for Additional Study

: During the course of the project, a number of problems arose which
his resources to the project. This was not the case, however, because the : Pred . )

t . t ted th ti f thi
original budget required of and submitted by the consultant in his proposal suggest future studies. Some of these are related to the objectives o ]

roiect: some represent the concern of the officers involved in the project
reflected a rigld staffing structure. This structure, and also the City's prodects ¢ P prod

4 ; _ , to see improvements in law enforcement techniques:
originally propesed staffing structure, turned out to be inappropriate at s d !

. 1. A reliable and inexpensive means by which an officer ma directl
various stages of the project and at least two grant amendments were re- P 4 d Y

communicate with the computer from his moving car needs to be
quired to adjust these patterns. In future law enforcement assistance F &

| : developed.
projects involving a considerable amount of experimentation and conjecture j

. d dt d d that will allow th
at the beginning regarding methods to be used, recognition of the need for : Inexpensive devices need to be develope at will allow the

frequent changes in staffing should be given by the grantor in the grant officer to be voleg-contacted by the compurer (or & dispatcher)

requirements. when he is out of his car and awayvfrop his radio.

3. Systems by which the computer can directly dispatch and deploy
field forces should be developed.

4. If the above systems can be developed, a study should be made on
the effects of this on manpower, the ''beat'" system, and other
deployment concepts now accepted as good practice.

5. The development of computer storage of fingerprints and photo-

graphs would considerably reduce the time required to check

records and produce a '"make."
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CREDITS FOR ASSISTANCE
The credit for the benefits the LEADS study will produce must be

shared by many individuals and agencies.

During the progress of the study, the LEADS staff was brought in contact

with dozens of agencies and hundreds of persons. Without exception, these
contacts proved to be fruitful and produced a heightened understanding of the
need for improvement in the records and communications functions of the law
enforcement agency.

Special mention must be made of the assistance given the project by the
LEADS Advisory Committee. These individuais shared the enthusiasm of the |
staff and cpntributed}significantly by their continuing' interest and coopera~-
tion. The staff was also encouraged by the intérest shown in the project
by the memberslof the City Council beforevwhom the staff was scheduled for
several progress réports. |

The Office of Law Enforcement Assistance, through its advisory an&
supporting role, also played a major part in bringing this study to a
successful conclusion. | ‘

This project owes its successful conclusiqn to:

The Mayor and members of the City'Coungil:

Mayor Milton H. Gréham |
Frank G. Benites

Jarrett S. Jarvis

Mrs. Sophia Kruglick

John F. Long

Frank P. Middleton

Dr. Morrison F. Warren
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Other Law Enforcement Agencies:

Arizora Highway Department Phoenix

City

The City Management:

Robert Coop - City Manager

Charles A. Esser - Assistant City Manager

The LEADS Advisory Committee:

Marvin A, Andrews - Assistant to the City Manager

1

Paul E. Blubaum «Chief of Police

Selden G. Kent - Research and Budget Officer

1

John M, Urle

Departments and Divisions:

Division of Accounts
Accounting Secgion

Computer Services Section

.~ City Courts

Magistrate's'dfﬁice
Court AdminiSEfétqr's Office
Communications Division

Engineering Division;

Quarter—SectiSdiMapping Sectioﬁ

Persohnel Departmeﬁgtff
Planning Department -
Drafting and Rép;oduction,
Purchaées and Stores Division
Duplicating Shdg

Research and Budget Division
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Director, Finance Department

Arizona Highway Patrol

California Highway Patrol

California State Bureau of Criminal

Identification and Investigation
Chicago Police Department
Detroit Police Department
Flagstaff Police Dspartment
Glendale Police Department
Kingman Police Depa;r tment
Los Angeles Police Departmeﬁgl
Los Angeles County Sheriff'sfﬁepartment
Maricopa éounty Sheriff's Office
Mesa Police Department o
National Crime Information'éépger
New York Police Department "?.
New York State Identificatiogféfstéﬁ

Oakland Police Department

‘Scottsdale Police Department9 

St. Louis Police Department
Tempe Police-Department
Tucson Police Department ‘

Yuma Police Department -
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Phoenix

Sacramento

Sacramento
Illinois
Michigan
Arizona

Arizona

California
Arizona

Arizona
Washington, D. C.

New York

~Albany, New York

- California

Arizona
Missouri
Arizona
Arizona

Arizona




Other Contributors:

Institute for Telecommunications Science and Aeronomy, U. S. Department

of Commerce, Eoulder City, Colorado

Louis J. Kroeger
Charles Rains
Albert Lopkwood
Virginia Burtt
Addison Fording

The Police Department:

Richard Newton

Jack Allen

David Haynes
Lowell Hicks
Donald Peterson ’
Daniel Aultman
John Kelley

M. Josefina Gamboa

Leona Reynolds

The Staff of the project included:

Police Sciences Division, Phoenix Junior College, Arizona

The General Electric Company, Information Systems Division, Phoenix

The consultant - Griffenhagen-Kroeger, Inc. - San Francisco:

General Supervisor

Project Manager
Information Systems Specialist
Procedures Analyst

Special Police Consultant

Captain -~ Project Coordinator

Lieutenant

Sergeant

Sergeant
Sergeant

Administrative Intern

Administrative Intern
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Secretary

Secretary
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APPENDIX

CITY OF PHOENIX PROJECT CRITIQUE

An Historical Overview of the "LEADS" Project

In June, 1966, when the City of Phoenix gsubmitted their application
for Federal assistance to engage in the "LEADS" study, it was with
limited past experience in an undertaking of this nature and complexity.

The "LEADS" project has proven invaluable as a broadening experience
for each and every person who participated in the study. The preparatory
planning, the development and organization of the project, the collection
and analyzation of data, and the final documentation each presented unique and
challenging tests. Each problem that confronted the staff was approached
boldly, critically analyzed and solved. |

Griffenhagen-Kroeger, Inc., public management consultants, were
selected for assignment to the project by virtue of their qualifications and
their submitted bid proposal, one of several such proposals from nationally
and internationally recognized consuiting firms., The selection procedures
used for retaining an administrative consultaut afé detailed later in this
report.,

The City of Phoeﬁix staff assigned t§ the project were well pleased with
the technical assistance and coordination provided byfihe~consu1tan:‘s;af£
and believed that the technical personnel provided by Griffenhagen-Kroeger,
Inc., were well qualified. The "LEADS" project and the final report, which
documents the study are, in every way, the product of the combined efforts of
the consultant and the City staff,

"At times during the course of the study there were differing opinions‘
between the consultant and the City ataff concerning goals, processes, and

work methods. We believe this to be a healthy and productive framework for a

83

':
i




project of this nature, as imaginative thinking and originality were encouraged
at the project's inception. However, as differences arose, they were objectively
considered and harmoniously resolved.

The working relationship between consultant, the City staff, the Advisory
Cnmmittee; and the Federal agency, was productive throughout the "LEADS"
project.

In all studies such as this, which involve agencies of differing purposes
and responsibilities, cooperative interaction is of utmost imporfance in develop~
ing a useful product.

The foregoing general comments are those which the City staff believe
shouid be a part of a critique of this study ﬁnd are indicative of the impres-
sions experienced throughout the project by the members.

Preparatory Organization

At the onset of the project, the City of‘Phoenix was faced with two imme-
diate det;rminations, that of providing facilities and that of selecting
staff‘for the project,

Adequate office space was?provided in thg Municipal Courts Building and
necessary office equipment was purchased. The office equipment provided was of
good quality and was adequate in guantity fo:‘ﬁhg gtaff members assigned.

The office facility consi;ted of some AQdfééuare féet in area and was
adequately illuminated. The atmosphere was qqnﬁucive to concentration and

study.

At one point in the project it was necessary to move the "LEADS" activity:
to another office within the same building.but the move was made quickly and
with little disruption or delay in work. The latter office facility was com=-

parable to the first.

The office facilities utilized during the course of the project were
located three blocks from the main Police Building. At first, it was thought
.that the distance between this location and the offices of the Police Department
would prove to be a disadvantage. Our experience, however, indicates that
some sepgration of the department and the research project's office is advis-
able., Regardless of intentions, :ﬁere is a natural inclination for the depart-
ment members to continue to rely on officers assigned to such a project to
assist in problems related to their previous assignments. While this cannot
practicably completely be prohibited, the separation of facilities reduces
this interruption.
| Staffing required greager consideration. Police Chief Paul E, Blubaum
andAMr. Albert Pasquan (at that time an assistaﬁt to the City Manager of
Phoenix) originally proposed the application for the study grant, 'The grant
proposal was then approved by the City Manager, Mayor, and City Council of the -
City of Phoenix, :

An Advisory Committee was appointed by the Cit& Manager to oversee and
advise the project staff in its direction and progress.
The Advisory Coﬁmittee consisﬁed of the following administrators of the
City of Phoenix:
Marvin A. Andrews, Assiatant to the City Manager
Paul E? Blubaum, Police Chief
Selderi G. Kent, Research and Budget Officer
John M. Urie, Finance Director
The Advisory Committee invited major consultant organizations to submit a

proposal outlining their capabilities and available resources which would
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qualify them to conduct the study. Several CPA firms also requested that they
be sent the materials required for a proposal. Proposals were invited from the

following organizations:

Systems Development Corporation Public Administration Service
Santa Monica, California Chicago, Illinois
Griffenhagen-Kroeger, Inc. Booz, Allen, and Hamilton

San Francisco, California San Francisco, California
Haskin and Sells John A. Donaho and Associates
Phoenix, Arizona Baltimore, Maryland

Ernst and Ernst Peat, Mafwick, Mitchell and Co.
Phoenix, Arizona Phoenix, Arizona

Price, Waterhouse and Co
Phoenix, Arizona ‘

In order to evaluate the individual proposals, certain standards or criteria
were established and built around the outline of informatien requested in the
letter to the consultants. During fhe initial review, four of the proposals
submitted were eliminated since :ﬁéf did ﬁot meet the overall standards initially
set forth to the same degree as di& the other three proposals. Price, Waterhouse
and Company, and Haskins and Sells were invited but did not submit proposals,

The three remaining consulting'organizations (Systems Development Corporation,
Erngt and Ernst, and Griffenhageanéoeger; Inc.) Qe;e interviewed by the Advisory
Committee for the purpose of clarifying their‘propogéls and présénting their
consultant staff who would be working full-time with the study,

The factors considered as beiﬁg of major importance were:

1. Overall background and qualifications of the firm in relation to its -

ability to conduct the proposed stu&y.

2. The firm's concept of the study and its proposed methods.

3. Qualifications of the staff and particularly the project director who

would work full-time on the project,
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Using these factors as the major selection criteria, the 'LEADS" project:
Advisory Committee recommended that the firm of Griffenhagen-Kroeger, Inc., be
appointed to conduct the study. This firm is part of The Diebold Group, one
of the leading international firms in data processing and advances in that
field. The gserviced of The Diebold Research Program were also used in this
study.

A factor that was thoroughly considered during the final selection of the

consultant, and that we believe was of utmost value in the success of the project,

was the ability of the consultant's project manager to communicate well with

the staff of the Police Department and the personnel of other City departments,

For this reason, we advise tﬁat other citles preparing to engage in such an
endeavor have the interested consultant firms afrange interviews of their pro-
posed project man#gers to determine if they and the departmept's administrators
are able to communicate well. |

During the course of the study, our staff felt that some continuity was
lost during periods that the éonsultant's project manager was absent from the
project, and for that reason recommend that consideratibp be given to pr;visions
that require his continual assignment for the duration of the project.

Police Chiéf Paul E, Blubaum selected the project sﬁaff members from the
Police Department with the approval sf the Advisory Committee.

Staff members other than police officers were selected by the Advisory
Committee,

The originally assigned Police Department staff members were as follows:‘

Captain Cordon Selby, a member of the Phoenix Police Department for

20 years. Captain Selby had worked in every phase of police work and
had aécended through the ranks from patrolman to his present position of
Captain anq/was exceptionally well versed on communications and records

functions. (Captain Selby fetired prior to the beginning of the project.)
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Lieutenant Jack Allen, had been a member of the Phoenix Police Department
for 19 years. Nearly fifteen years of his service had been in fhe capacity
of supervisor of the Records and Identification Bureau for the Pheoenix
Police Department and he 18 considered an expert in his field. Lieutenant
Allen's éxtenaive knowledge of the Records and Identification Bureau
procedures proved invaluable during the project.
Sergeant Lowell Hicks, at the time of asgignment, had’recently :eceived
his master's degree from Michigan State University. During the 13
years he had been a police officer for the City of Phoenix, he had been
assigned to every division of the Police Department.

Sergeant Hiéks, as a graduate ofAthe Northwestern Traffic Institute,
was extremely familiar with traffic records keeping.
Sergeant David Haynes had been a member of the Police Department for
eight years and was well versed on field and traffic reporting procedures

and their related problems.

Sergeant Don J. Peterson had been a policé officer for 14 years, 12 of
them as a member of the Phoenix Police Department. Sergeant Peterson
supplied the project with an accurate view of the field officers’ infor-
mational needs and reaources.v

Mr. Daniel Aultman and Mr. John Kelley both were Administrative Interns

‘with the City of Phoenix. Mr. Aultman was subsequently appoin:ed Police
Science Coordinator for Phoenix College, and in that capaclty was extremely
helpful to the study.
Mr. Kelley and Mr. Aultman both supplied the benefit of their expe-
rience in administrative procedures.
Obviously, the City staff was selected moét carefully and each staff member
had unique and valuable talents which encompassed a wide range of experience

and knowledge in law enforcement.
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Subsequent to the approval of the grant and prior to actually beginning
work on the project, Captain Selby fulfilled his service obligation to the
Phoenix Police Department and entered into retirement,

Captain Richard H. Newton was then assigned as Project Director.  Captain

Newton had been a member of the Police Department for 16 years and during this
time has worked in all major police functions in both line and staff capacity.
Captain Newton, at the time of his assignment as Project Director, was the
Captain in charge of the Field Services Bureau, This Bureau included the
Headquarters Section, Communications Section, and the Records and Identifi-
cation Bureau. The Project Director of such a study must have a varied bgck-
ground of police experience to be able to prbvide the consultants with the
information and direction to assist them in :heir phase of the study.

Other peraonngl (secretaries, computer programmers, and systems specialists)
were provided by the City of Phoenix as required throughout the project,
(Note: About midpoint in the project, Lieutenant Jack Allen also getired, as
had Captain Selby,)

Personnel changes during a study are generally undesirable, as they are
time-consuming in the necessary orientation of a newly-assigned staff member.

When selecting personnel for a project of this duration, administrators
should consider the individual's service obligation to the agency and assure
themselves of the person’s ability in this regard to complete the project to be
undertaken. Obviously, it is not always possible to predict illness or the
employee's voluntary termination of employment, but known factors should be
considered.

The Prodect Objectives

The purpose of the project, as originally stated in the grant, was to

"develop a model records and communications system for law enforcement."




o

The model system is to be documented and made available to other law
enforcement agencies throughout the United States. It is anticipated that the
pilot project and resultant model records and data systems will become a major
contribution to law enforcement and have a wide application throughout the
United States.

The adequacy of police records and data systems, and of written and verbal
communications through the use of records, are problems of major concern to
law enforcement throughout the United States. Specifically, the problems are:

1. The adequacy of the data used by the field officer.

2. The amount of time‘required of him in supplying information to the

records system,

3. The time element in receiving necesséry data from the system.

Although there are some new and valid methods being used by some police
departments, there has been no general trend to eécablish completely new
systems or even undertake a comprehensive evaluation of existing systems in use
by the law enforcement agencies. This is the basis for the City of Phoenix
project.

This project 1s concerned with the modernization of police records and
data systems, using the lategst -~ including new means of oral aad physical
communication =- to reduce the complexity and time required of the field officer
for records purposes; to provide the field officer with more comprehensive and
more timely information; and to provide a more complete and accurate record
to improve coordination of police activity among the jurisdictions of the metro-
politan area.

On first impression, these would appear to be very direct goals and ones
which could surely be studied ia depth during the original grant beriod of

12 months. Closéer examination of this field of study revealed a situation
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which was extresmely complex, with many fringe area problems, not the least of
which was the existing eight million-plus documents presently on file in the
Phoenix Police Department.

The‘problem of converting these files while maintaining their present use
and absorbing the ever increasing input of information into both the old and
new systems appeared overwhelming.

A great deal of consideration by both the consultant staff and City staff
was required to define the project goals and restrict them within time and
staffing limitations.

Needless to say, many areas of study which deserved greater consideration
were, in fact, touched on lightly due to the restricted'duratiqn of the project.

At time, certain specific study areas would branch into many other fields
and involve other agencies. The following examples are indicative of these
problem areas on which study depth was limited.

On studies of input of information, the court systems were vital in regard
to citaticns, warrants, and court functions,.
It was found that warrants and court functions involved constitutional
separation of court and state which involved other agencies and jurisdictions,

Some of these had legislative and others political overtones, with varying
degrees of cooperation which could be relied upon in formatting a reliable
information system. To create a workable system in these fringe areas would
have required political agreement between agencies or even legislative action,'
all of which would have been far too time~consuming for a study of this
duration.

blems appeared in consideration of criminal law information
and arrests and detention of criminals, Where municipal, county, and state

processes merged, problems concerning the interaction or exchange of information

between the agencies were involved.




One measure of the suécess of a project is the degree to which original
objectives have been attained. From this point of view, it can be said that
this study has not been entirely successful, The explanation is that there
were two sets of objectives for this project:

1. The goals established in the grant application.

2. The goals established by the staff at the beginning of the work.

The former have generally been met -- the latter have not.

The two major goals established in the grant application can be summarized
as follows:

1. The modernization of police records and data systems.

2, The improvement of\the value of thevrecords system to the officer

in the field,

These goals have been achieved at least in design form énd we have no
reason to believe that this design cannot be implemented. A number of improve-
ments have been designed:

1. Almost all police records will be computer-stored (or be available
through other types of high-speed accessing techniques) and the
information can be rapidly correlated and retrieved.

2. Stored information can be made available to officers in the field
in sigﬁificantly %educed time.

3. The scope of the information available to a field officer will
immeciately be greater than before implementation of the project's
recommendations.

4, The method by which crime information is analyzed and reported has
been.coﬁsiderably improved.,

5. The receipt of complaints and the dispatch of assistance will be

accomplished with reduced time and increased effectiveness,

92

6. The availability of investigative information will be revolutionized
under the proposed system due to the mass of data on persons and
property that can be instantly accessed.

In addition to meeting most of the project design objectives, the study
produced an actual working system - AID, The AID system not only provides a
better information base for manpower deployment, but it also provides a working
system for analyzing crime and incident information.

On the other hand, some goals set by the staff at the outset. of the pro-
ject have not been entirely attained:

1. While some report consolidation and simplification has been achieved,
the field officers’ tepo?t preparation time has not been as signifi-
cantly reduced as was originally envisioned.

2. While the.communications time between the field officer and the
information system has been reduced, we were not able to achieve the
ultimate goal of putting the officer directly on-line., This is less
a system design problem than it is a technological problem,

3. The project did not, as we had intended, produce a truly metropolitan
system. There is, however, the potential for any surrounding city
to tie-in to the ALERT system with key~-set terminals to receive
limited persons or property information. If this 1is done, we believe
that ‘there is a future potential for developing a common comprehen-
sive data bank for all agencies in the area, providing the political
complications can be svercome.

The existence of the 'LEADS'" project has had a considerable effect on the
Phoenix Police Department, producing valuable by-products that might not other-
wise have occurred. The most significant of these benefits is the increased
awareness on the part of members of thd department (at all activity and rank

levels) bf the potential inherent in a highly automated police records and

93




communications system. And, this awareness involves most of the department

personnel,

Early in the study, the YLEADS" staff encouraged suggestions and

participation in the study by the department and the response was significant.

YLEADS" staff visits were made to all operational sections of the depart-

ment which generated suggestions concerning problem areas and operational

improvements. Making these contributions has tended to make a number of

department personnel aware of the need to continually evaluate law enforcement

procedures and operations. ‘And, of course, the information gained was of

considerable value to the "LEADS'" staff in the system design.

Other valuable by-products produced because of the project are as follows:

1.

A class of departmental members was selected to attend a two-week
computer programming course. While no.expert programmers were pro-
duced, the department now has some personnel with a fundamental knowl-
edge of the way computers are made to work and an awareness of the
problems of converting a design to an operating reality.

Several members of the department have enrolled in college-level
courses and some are devoting time to home—study courses dealing with
data processing and related fields.

A group of the department's top administrators attended a computer
usage seminar conducted at a local computer manufacturer's plant.

This seminar was made possible by the '"LEADS' staff's liaison with
representatives of this company. The subjects covered were strongly
accented toward computer application in the police field. The overall
result of this training has been to introduce key department members
to new ideas and the tremendous potential represented in the imagina-

tive use of computers and other data processing components.
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After a gtaff visit to the California Highway Patrol Headquarters,
additional impetus was given to promoting the department's
connection to the "AUTO STATIS" network. A teletype terminal has
subsequently been installed in the department's communications room,
providing an on-line connection with the California system. This
system is now interfaced with the National Crime Information Center
in Washington, D. C., thus making it possible for Phoenix officers
to obtain information concerning wanted persons, stolen vehicles,
and property from all over the United States in only seconds. The
same installation is utilized fo input information to the "AUTO
STATIS" network, eﬁhancing the chances of apprehending wanted persons
and recovering stolen property. ‘

The "LEADS" project has developed the AID (Analysis of Incidents and
Deployment) system and has thus left the department with a concrete
example of a law enforcement operations improvement. This system
became operational in July of 1967 and provides the department with
deployment forecasts and vital incident and crime analyses. After
the implementation of this system was completed, the 'LEADS' staff
conducted a training session explaining the purpose and operation of
the AID system., This training session was held for administrators

of our department as well as for interested persons from other law
enforcement agencies. Since this session was conducted, the Maricopa
County Sheriff's Office has contacted the "LEADS" staff and is con-
sidering implementation 6f portions of the AID gystem in their agency.
During the course of the "LEAbS" study, a unified report form was
develgped, Thias report formkcansolidated six forms used previously

by the department, The use of this form will be of convenlence to
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machines to duplicate these handvritten reports. The department

the reporting officers as well as increase the efficiency of the

has adopted this suggestion, causing a significant speed-up
department's reporting process. The report from will provide a

in flow of reports as well as financial savings caused by
gtandard information format facilitating future information input

reduction of required clericnl staff and recording and phone
to the "ALERT" system, Future development of automated scanning

. devices,
input devices would be facilitated by the nationwide adoption of

A portion of these suggestions were by-products of the project's exchange

such a reporting form.

of ideas made possible by travel to other departments. The adoption of the
7. The need for a reliable personal radio for officers, providing

o

proposed changes by the department was facilitated by an increased receptive-
communication capability while away from their cars, was recognized

ness towards new ideas that had been generated by the department's participation

early in the study. Discussion of this need with the project's
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in this study. The department's receptiveness towards new systems and ideas; its
Advisory Committee resulted in the City's communications staff '

awareness of future educational requirements; the willingness to reevaluate

g

being encouraged to devote time to the development of such a device.

. existing programs, along with the understanding of the value to be received by
8. Other suggestions for improved procedures in a variety of areas

2 e
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a constant exchange of ideas between cities énd agencies, has been promoted by
have been generated by the study with some ideas having been imple-

participation in this project.
mented.,

The Grant 'Demonstration'' Requirement

Examples are:

The demonstration system, AID (Analysis of Incidents and Deployment), we
a. Consideration 1s being given to the transfer of the responsi-

believe, was a practical undertaking and theffééults were impressive, especially
bility for the custodial care of prisoners to the County. A L

in view of its continuing availability and use. It would have been desirable,

b. A more efficient method of assigning officers to court days was

however, to have had a larger data base and ééésibly additional entry items
needed. One such method indicated the possibility of savings to o

with which to work.

the department of over 11,000 man-hcurs per year.

As a demonstration system, AID was unquestionably successful even though
C. A more efficient method for the input of statistical information '

manpower limitations at this time prevent fully exploiting its potential. The
to the department's existing data system was explored with the ‘

%
i _ _H

Phoenix City Council has approved the authorization of approximately 100 addition-
result that a duplication of effort and a costly key-punch

al police officers in the forthcoming 1968-69 budget year. The AID system
operation was eliminated.

indicated, graphically, the need for additional officers and may have been some-
d. The traditional typing of officers' Incident Reports was examined
: what instrumental in the additional manpower authorization.

: by the project staff. A resulting suggestion was to use copy
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mia > other agencies and municipalities can extract that portion of the system that
Work Methods mk
is applicable to their needs.
Decisions concerning direction, methods, procedures, and work assignments )
m The City of Phoenix realized benefits in training and experience through-
throughout the project were arrived at by means of conferences attended by the TR
o out the study and will profit to an even greater degree upon implementation
consultant staff and the City staff and were periodically reviewed by the Advisory ' '
' of the proposed system.

Committee. Participants were given the opportunity at the conferences to express

k ﬁy@ A true and total analysis of the value of the 'LEADS" project cannot be
thelr individual views to maintain an objective and productive course of study. '(!

stated nor will it be realized until such time as the recommended system is in
As a result of the conference decisions, the Project Director and Manager

use. Even on first implementation, the true economics will not be experienced.
would direct specific work assignments to individual staff members which were

. However, if one foresees the far-reaching advantages of the YALERT'" and AID
mest applicable to that member's area of knowledge, experience, and ability.
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systems, the value of the total project cannot be overestimated.
In a study of this nature, which at the onset was intended to delve into o

Eﬁé‘Future
new and untried concepts, this method of reaching decisions, providing direction

Of the suggestions for future study and development submitted by the "LEADS"
and assignment of work, we feel, has been quité satisfactory.

report, we believe the following will have the greatest impact on the future of
All data collected in the course of the study through contact with other ' N

. law enforcement:
agencies, from publications or as contributed by officers, staff members or

We feel that the vehicle status board proposal, already submittgd

private industry, was thoroughly documented and considered in conference fashion

by our City for future consideration by the Federal government, shoqld-be
as previously described. ‘

given priority for development by Federal law enforcement grant aggneigs.
Evalugtion and Analysis

This is a much needed law enforcement tool which will agsist citles in

Although the grant application stated certain general goals, as staff

providing efficient police service with minimum manpower .
efforts became more diversified throughout the study other possible goals were

Further progress should be attempted in enabling the officer in the

i

presentéd, Many of these, on consideration, were found to be not within the

field to have direct voice or imstrument contact with computer-stored
limits of the study and were rejected as not préctical.
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information.
There can be no question, however, that the originally stated objectives

For better officer availability and for the officer's personal safety,
were, 1n fact, achieved and that the later considered goals that were reached

the development of a smaller, lighter, ani more efficient personal radio
have contributed by giving added value to the project.

gshould receive priority in future grants.

The by-products of the atudy can certainly be considered in the form of

limited goals.

The final system submitted was developed in a form which can be used in

total or in part, and although directed specifically toward the City of Phoenix,
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Summary of Critique

The City staff of the "LEADS" project believe the following items should

be given consideration by the Office of Law Enforcement Assistance and by

agencies undertaking a project study of this nature:

1.

In the consideration of a contracted consultant and in the project
organization'plan, the work responsibilities of each agency or
organization involved should be clearly defined and the requirements
not only of staffing and facilities but of product should be specifi-
cally stated.

Selection of consultant and agency staffs should be based not only
on background and ability, but also on their continuing availability
to the project.

The consultant's project manager should meet the agency staff prior
to final consultant selection. It is advised that the project manager
be assigned to work on theé project full-time until its completion.,
Office space should be provided away from the Police Building.
Project staff requirements may vary at different stages réquiring
changes of portions of the agency staff. All assig?ments, when at
all possible, should be fuil;time and reliéQe those éssianed of
their normal departmental responsibilities.

Extensive consideration and deliberation must be given to defilning
the objectives of the study within limits of time, staffing, and
financing. The scope should be restricted to allow sufficient depth
of study.

It was found during the study that other agencies were engaged in
gimilar activities. Often a duplication of effort was resulting.

It would benefit all agencles so engaged to be made aware of the
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10.

progress of other related studies. A cooperative exchange of ideas
would be helpful to all concerned. It is suggested that the Federal

grantor should more actively promote and coordinate this interaction

between grantees.

As previously mentioned, not all project objectives have been

achieved. Although other contributory reasons might be cited, the
major cause 1s that the scope of study as described in the grant
application was greater than could be thoroughly dealt with within
the exiéting time and staffing limitations. Although now apparent,
this was not known during the early portion of the study and excessive
time was required in determining the areas to which the project
would devote its major efforts, This‘problem has been dealt with

as well as possible during the course of the project. Its mention
may causé othe:s to regtrict the sc§§e of their projects to more
manageable proportions. |

As described previously, our department's staff, by 1its involvemeﬁt
in this study, has bean exposed t0'q6nsiderable training in systems
and procedural analysis. This has been and will continue to be of
benefit to the department, This bépefit, however, should be weilghed
carefully by departments undeftaking»auch étudies as efforgs spent

in training do consume project time'and may cause project time to be
affected to a degree that it will upset the project's scheduling.

The LEAA Grant Guide amply expiains reporting requirements that must'
be followed during the course of the project. The reporting experience
during the "LEADS" project has shown th;t the reporting requirements
are not unreasonable or excessive. Final reporting requirements are,

however, not as easily understood. TFinal reporting obligations,

101

et g S R R e B S 3 i



11.

both narrative and financial, should be thoroughly understood at
the beginning of each project. This will avoid excessive time being
spent in researching project records for information that could have

been gathered and recorded during the course of the project.

| During the course of the project, the indefinite future of the Law

Enforcement Assistance Act and other legislation of that type has
affected the direction of this study. The inability to evaluate
future assistance by the government in implementation of recommenda-
tions that might be made by the project has made more difficult

the task of identifying the "Ideal" records and communications system,
We believe that without some sound method of evaluation of future
assistance, the "Ideal" system may become confused with a researching
department 8 opinion of its municipality's ability to devote funds for
implemention of their recommendations.

It has also been of concern to us during the study that city
governments will be affected by the uncertain possibilities of such
asgistance. Prior to expending larg2 sums oflmoney to develop systems
such as those recomﬁended gy‘this project, the inclination may be to
delay while exploring the possibilities of acquiring Federal funds.
Delays frequently may mean that the funos will not become available
until the next budget year at which time the possibility‘of Federal
funding may again present itself,

It appears that a gound and regulated systtm allowing all citieg
to know that assistance may be depended on and under what circumstances
would be of great benefit to projects of this type during the course

of study as well as at the time of implementation.
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In summation of the project critique, the following conclusions can be .

1.,

Participation in the "LEADS" project has produced a department-wide
increased awareness and open mindedness towards new ideas, systems,
and procedures.

Our department is better prepared for constructive changes, and
more active communication between our agency and other agencies now
exists.

The "LEADS" report furnishes us with an organized plan for the
modernization of our records and communications systems now as

well as for the future.

The participation of our department has not been free of problems, but

we have gained a great deal and believe this report, the product of our studies,

will be of benefit to all law enforcement agencies with the typical and involved

problems of planning the practical and efficient modernization of their depart-

ments.
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