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FOREWORD 

1'his study is the first effort to collect and analyze information abollt till' I,.'X

perience of Multi-Agcncy NaI'cotics Units. As such, it offen; both a status ft'port 
and a guide for future programs to bridge jurisdictional boulltlades and marshal law 
enforcement resources against a specific problem such as drug abuse. 

The theme that emerges is diversity: a number of crcative pattel'11s exist for plan. 
ning and operating such units. The National Institute hopes thut this Prcs!.!riplive 
Package wiil be useful to other officials in conducting cooperative law enforcement 
programs, whatever their specific nature and goals. 

. '. 

PAUL CASCARANO, 
Assistant Director 
National Institute of Law 

Enforcement and Criminal lustke 
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ABSTRACT 

This Prescriptive Package on the organization, administration, and operation of 
a multi-agency narcotks (MAN) unit was developed by the International Associa
tion of Chiefs of Police as part of a grant from the National Institute of Law En
forcement and Criminal Justice, LEAA. As part of the year-long project, MAN 
units throughol1t the country were identified and ql~eried regarding unit charac
teristics and local demographic factors. Twelve of the responding MAN units were 
selected for site visits. Based on the information derived from visiting these units 
and from condllcting additional research, the manual was prepared primarily to 
assist police administrators who are interested in establishing a MAN unit and 
those who are currently operating such squads. The manual examines the strengths 
and weaknesses of the units studied and recommends certain procedures and 
policies that can be used to facilitate successful MAN unit operations. Variations 
of practice in the formation, operation, and administration of the units are traced 
to differences in the perception of the narcotics problem on the part of law en
forcement agencies, related governmental institutions, and the general public. 
Overall, the effectiven~ss of MAN units was found to be a function of their 
responsiveness to local needs. 
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GOT A MOMENT? 

We'd like to know what you think of this Prescriptive Package. 

The last page of this publication is a questionr.aire. 

Will you take a few moments to complete it? The postage is prepf.tid. 

Your answers wilJ help us provide you with more useful Prescriptive Packages. 
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CHAPTER I. INTRODUCTION 

The illegal distribution and use of narcotics has 
become increasingly difficult to control in the past 
decade. Although efforts have been made toward 
control of the drug problem at the federal, state, and 
local levels, it is clear that a morc comprehensive ef
fort must be made. One way of en'iancing this effort 
is through the utilization of Multi-Agency Narcotics 
(MAN) Units. The use of MAN units allows local 
police departments and sheriff's offices to apply their 
combined resources more effectively to the narcotics 
problem. Utilizing this approach, they can coordinate 
their investigative efforts, establish uniform enforce
ment priorities, participate in undercover operations, 
supplement the narcotic efforts of smaller depart
ments, and conduct trans-juriSdictional investiga
tions. 

Traditionally, the jurisdictional independence i~ild 
desire for autonomy of local police departments have 
resulted in duplication of effort, haphazard coor
dination, and sometimes, a lack of cooperation, This 
situation is often complicated by competition and 
friction among police departments, jurisdictional 
limitations, and shortages of manpower and equip' 
ment. 

Police departments that have desired to consoli
date their narcotic control efforts have faced a 
serious handicap-there is virtually no solid body of 
knowledge on MAN unit drug enforcement. The 
usual procedure followed by departments interested 
in establishing a MAN unit has been to request in
formation from a few departments participating in 
MAN unit programs. Although there are advantages 
to receiving first-hand advice, information obtained 
from only one or two sources is apt to be parochial, 
reflecting only the local characteristics of a single 
department or MAN unit. 

What has not been available to interested depart
ments is a comprehensive view of MAN units which 
reflects the full range of variations in their organjza
tion and administration. Recognizing the need for in
formation of this scope, the project director, under a 
LEAA grant, surveyed and visited MAN units across 
the country to obtain data about their establishment, 
struct'Jre, and operations. 

This project was intended to research the tech-

niques and procedures that are used throughout the 
country to organize, admlnister, and operate MAN 
units so that recommended administrative practices 
for units could be described. This is not an opera
tional manual, the type of document. that explains 
how t.o conduct a. surveillance or how to us(' a 35 mm 
camera. U nit operations are discussed, but only in
sofar as t.hey are affected by general policies. 
Although it is highly desirous that this manual be an 
all inclusive document on MAN units, thc financial 
and time con:Jtraints that have been placed On the 
project prohibit this. In spite of thcse limitations, this 
manual offcts a basic bociy of knowledge that w<\s 
heretofore non-existent. 

The mmmal was written with several groups of in
tended readers in mind. One group consists of police 
administrators who are contemplating the formation 
of (I, MAN unit in their regions. Another group com
prises the individuals who are prcsent.ly involved in 
the planning and organizing of a unit. The third 
group consists of those administrators who at'C cur
rently responsible for the administration and opera
tion of a MAN squad. Although thesc individuals 
have already faced and resolved many of the prob
lems usually encountered in the initial planning and 
organization of a unit, they can still learn much from 
what other units around the country are doing. A 
fourth group is the instructors and students in both 
thi'! police training and academic setting who may 
find this manual useful in their studies of narcotics 
enforcement and the consolidation of criminaljustice 
services. 

In October, 1974, a survey questionnai.re was sent 
to MAN units throughout the country identified by 
LEAA, DEA, state criminal ju~tice planning agen
cies, Impact Cities and Pilot Cities Program Direc
tors, the International Association of Narcotic Of· 
ficers, and the International Association of College 
and Univcrsity Security Directors, Of the 200 ques
tionnaires mailed, 107 responses were received, and, 
based on information gathered during this project, it 
is estimated that there are between 115 and 150 MAN 
units currently operating in the U.S. Appendix A 
contains a copy of the questionnaire. 

One of the earliest findings from the questionnaire 



and the subsequent. site visits was that vnits through
out the country operate under a great variety of en
vironmental factors and utilize various practices and 
proc(~du,.es. This variance encompasses both the ad
ministration and operation of the unit. A unit's 
method of operation is usually adopted because of its 
suitability for the local conditions of the area. This 
allows units to address narcotic problems in terms of 
the uliique character of their respective communities 
and is the primary reason that the concept of a MAN 
units works so effectively within a complex of local 
goycrnnwnls. 

Another measure of the unit's effectiveness is its 
fl.'sponsiveness to local needs. State anu federal nar
cotic agencies cannot always assist local police de
partments for a variety of reasons. A MAN unit, on 
the other hand, will respond to requests concerning 
even the lowest level of pushers. It is this type of 
responsiveness that enhances the support of local 
departments for the unit: 

That the structure and function of MAN unit.~ 

have been designed to reOect local concerns can be 
inferred from the following descriptions oi their 
characteristics drawn from the nationwide survey. 

• The units ranged in size from one agent to 63 
agents. 

• Some units hire agents while others assign agents 
from local departments. 

• U nits operated in rural, metropolitan, industri
alized or suburban areas, or any combination of 
these. 

• Some jurisdictional areas encompassed one 
county, others encompassed as many as six counties; 
still other units operated in two states, 

• The units operated in jurisdictions with popula
tions ranging from 55,000 to 6,000,000. 

• Most units handled only narcotics cases while 
others were additionally entrusted with the inves
tigativ,; responsibility for major crimes. 

• Some units had very little contact with federal 
narcotic agents, while others had federal agents in
tegrated into the unit. 

• Many squads detached themselves physically 
from the local police. departments; a few were in
tegrated with vice, intelligence, and/or organized 
crime sections of the department. 

• The majority of units operated autonomously 
while in a few instances units were coordinated by a 
statewide coordinating agency. 

• Some units selected their agents haphazardly; 
others used a range of screening techniques that in
cluded polygraph examinations. 
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In sum, the questionnaire was important in gaining 
a national picture of the character of MAN units in 
the United States. 

Recognizing the great variety of MAN unit opera
tions, the project director selected 12 units to be 
vis~ted that incorporated major variations within 
their organizational structures and operational prac
tices. The units chosen for site visils were: 

MAT Narcotic Strike Force 
Brookfield, Ohio 

Multi-County Narco Bureau 
New Philadelphia, Ohk, 

Metropolitan Narcotic Squad 
Lansing, Michigan 

Quad City Metropolitan Enforcement Group 
Rock Island, Illinois 

Metro Narcotic acd Dangerous Drugs 
Enforcement Group 

Mt.. Prospect, Hlinois (Cook County) 

San Diego Integrated Task Force 
San Diego, Calif'ornia 

Stockton/San Joaquin Metropolit<ln Task Force 
Stockton, California 

Metropolitan Area Narcotic Squau 
Tucson, Arizona 

Las Cruces-Dona Ana County 
Metropolitan Narcotic Agency 

Las Cruces, New Mexico 

Cameron County Organized TaskForce 
Brownsville, Texas 

Southwest Region Crime Squad 
Fairfield, Connecticut 

Broward County MEG/Organized 
Crime Division 

Ft. Lauderdale, Florida 

The distinguishing characteristics of the units se
lected for on-site visits are as follows: 

1. Because San Dj,ego is adjacent to the Mexican 
border and the area is a point of entry for drugs 
distributed throughout the country, federal DEA 
agents there are integrated into the local MAN unit. 
Due to the desire for local autonomy and DEA policy 
regarding command factors, the unit has two c~ 
directors. 

2. The Lansing area unit was sele::ted because 
its jurisdiction includes a major university with over 
40,000 students and several junior coUeges. 



3. The Quad Cities unit was selected because of 
the hlter-state enforcement problems that. prevail 
among participating agencies that operate .in two 
states. 

4. The Cook County unit's jurisdi.ction, which 
covers a population base of sj:,' million persons, 1s 
unusually decentralized, operating out of three of
fices in the county. 

5. Because Stockton is the only large city in its 
county, the Stockton area unit is integrated with that 
city's organized crime, intelligence, and vice units. 

6. Las Cruces was chosen because the ,?rea has a 
small population and is separated from other met
ropolitan areas. Therefore, its agents are easily iden
tifiable by the drug population, and the unit must 
hire civilian agents to assist the assigned agenis. 

7. The Tucson area squad is near the Mexican 
border and is, therefore, a distribution point for 
drugs entering the country. The unit has agents 
assigned to an airport detail that concentrates on 
shipment cases. 

8. The Cameron County Unit was selected be
cause it has multiple functions which include auto 
theft j gambling, vice, and loan 1>harking. 

9. The Broward County Unit, due to local prob
lems with organized crime, is integrated with a 
cooperative, organized crime unit. 

It was also determined that an important factor in 
the organization of a MAN unit is the type of law en
forcement cooperation that exists in the regional 
area. -In areas where local agencies had cooperated to 
a high degree in the past, the establishment of a unit 
seemed a mere extension of such cooperation. For ex·· 
ample, in the Lansing-East Lansing area, the two de
partments of these cities, as well as several of the 
local sheriff's offices, had signed a mutual aid agree
ment in the 1960's because of the racial riots and 
campus unrest that were prevalent then. Dming the 
late 60' s and early 70' s the loc:al departments, sher
iff's offices, and the campus police assisted each 
other on varioud occasions. There was little difficulty 
encountered regarding the things that often present 
obstacles to cooperative efforts, such as wages, over
time pay, or compensatory time for officers assisting 
another agency. This past cooperation greatly facili
tated the formation of the unit in 1970. 

Because the agencies in the Quad Cities (Rock 
Island, Moline and East Moline in Illinois, and 
Davenport in Iowa) had for some years been con
ducting periodic meetings to discuss local problems 
and to exhange information on criminal activity, the 
local need and desire to form the unit were strong 
enough for local officials to induce the attorneys 

general of thc two states to waive the s~alC 1"(. ... 

qf,lircl11ents that impcded the establishment of the 
utlit. Tllll1s, the format.ion of a MAN unit in this arcn 
was not unusual; rathcr, it: was pal'!. nf an on-going 
program of coopcration and cOOI'dimllion amqog 
police departments, 

Thc M.A.T. unit in OhiO also b(;ncfitcd frolll a 
history of cooperation among the local policc of
ficials. For the ten years previous to the unit's forrnn
tion, loc'al p·olice adlllinistratol's had held .regular 
meetings to discllss commOIl problems and 10 facili· 
tate intel'action among local agencies. This, ill tUrIl, 
facilitated the formation of t.he l\-1AN unit. Because 
the participants of these mcetings included police ad
ministrators from adjacent jurisdictions in eastern 
Pennsylvania, the unit enjoys strQi;g cooperation 
[rom nearby Pcnnsylvania jurisdictions. 

The lesson of these examples is obvious. A history 
of cooperation amr)l1g local agencies is impOrUtllt in 
facilitating the organization of MAN units. On the 
other hand, there are usually ::.:;vere problems ell
countered in prcsenting this concept. of a cooperative 
venture where J ;lCre has been IiHle Coopct'llt.ion 
among departmcnts in the past. The Heed to actively 
try to create a cooperative attitude among partici
pating agencies complicates the task of organizing a 
MAN unit. 

The distribution of MAN units generally follows 
the distribution of population in the United States. 
There are concentrations of units on the West Coast, 
particular.!y bl California; the East Coast, &pecially 
around New Jersey and New York; and the Midwest., 
in Ohio, iVlichigan, and Illinois. The states with the 
most MAN units are California with 29, Michigan 
with 14, and Ohio with 13. The following informa
tion, obtained from the survey responses, gives a 
general picture of MAN units across thc country. 

It appears that the first unit was formed in Fair
field, Connecticut, in May, 1968. The following year 
there were five units formed across the country. In 
1970, the birthrate of MAN units increased dramat
ically-17-and subsequently, the rate has becn 25 in 
1971,23 in 1972, 24 in 1973, and 19 units during the 
first 9 months of 1974 (Figure 1). 

• The sizes of the units ranged from several one
agent squads to 01le unit with 63 agents. Figure 
2 shows the units by number of personnel. The 
greatest number of units (29) were in 7-9 agent 
category. The second highest number (27) in the 
4-6 group, and the third (24) in thc 10-14 
group. All in all, the units with a maximum of 
15 agents made up 79 percent of all units. AI> 
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FIGURE 2 

NUMBER OF UNITS BY SIZE 
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proximately one-third of all units (30.5 percent) 
had fewer than seven members. 

• There was no correlation between the sizes of 
the units and their conviction rates for either 
users or pushers, although as expected, the 
larger the units, the greater were the number of 
arrests. 

• Generally speaking, the narcotic enforcement 
experience of MAN unit directors increased 
with the size of the units. For example, the 
directors in the 1-3 member units had an 
average of 4.8 years' experience while those in 
the 30-39 and 40-49 categories had an average 
of 11.3 and 11.5 years respectively. 

• In every size category, unit directors indicated 
that the greatest problem encountered in 
organizing and operating the unit related to the 
lack of sufficient manpower for the unit to 
operate effectively. 

• Most of the personnel assigned to the units 
came from the municipal police departments. 
The next largest group came from county sher
iffs' offices, which was followed by agents 
from state agencies. Federal agents were the 

fourth largest group represented by MAN unit 
personnel. 

• According to the survey, offenders in the 18 to 
21 age group were most frequently arrested by 
MAN units. Those individuals in the broader 
age group of 22-30 were the next most fre
quentlyarrested. 

• Other information from the survey simply af
firmed what one might reasonably expect of 
MAN units. For example, the size of the unit 
increases as the jurisdictional population in
creases. The same is true of unit size and the 
unit budget. 

The generalization that can be made from the sur
vey and the site visits is that the policies, procedures, 
and methods used by MAN units today are of a wide 
variety. This variety is based on the necessity of units 
to meet the special needs of the local communities 
served. For this reason, the manual does not seek to 
develop a single model for MAN units, for to do so 
would be counterproductive, if not futile. The value 
of this manual lies in its discussion of the variety of 
methods that units use in their operations, thereby 
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giving unit planners an overview of how units cur
rently work. Where prudent; the author has made 
recommendations regarding the adoption of policies 
and procedures. In marlY cases, however, only the 

6 

director and planners of a MAN unit will know local 
conditions, restrictions, and limitations and, there
fore, only they will be able to make decisions on the 
adoption of policies. 



CHAPTER II. PLANNING 

A. The Planners 

Although local chiefs provide the impetus for the 
establishment of a MAN unit, the direct responsibili
ty for its organization is usually vested in others. 
Typically, one or two command officers with admin
istrative andlor planning experience from the major 
departments involved are designated as the planners. 
They are entrusted with the specific responsibility for 
formulating unit plans. These planners should con
tinuously consult with others who are familiar with 
narcotic operations, supervision, and administration 
so that the initial assessment of needs is accurate. 
Preferably, the individual designated to be the direc
tor of the proposed unit should become involved in 
the planning process at the outset. The unit director, 
therefore, should be selected concurrently with the 
planners. Ideally, the director should make a major 
contribution to the planning process, since the deci
sions made at this time will have a profound effect on 
the unit's eventual administration and operation. 

When the selection of the director is to be made, as 
ITIany of the participating chiefs as possible should be 
consulted and allowed to influence the selection 
process. This ensures that the unit is started with the 
maximum participation of local chiefs. The task of 
planning a MAN unit is complex and difficult, and 
the chiefs should be encouraged to contribute their 
planning and administrative experience. This type of 
input is critical because the planners will have to for
mulate budgets, fiscal management procedures, for
mal cooperative agreements, and unit rules and regu
lations. In addition, these officials are able to point 
out those aspects of unit operation and administra
tion that, because of local conditions, ~7.y cause 
problems later. The factor of ego involveme ... \s also 
important. By participating in the planning process, 
local department officials will have a personal stake 
in the unit's success or failure. 

It should be recognized, however, that all local 
departments may not desire or be able to actively par
ticipate in the planning process. Some department 
heads may feel that the community does not have an 
uncm;;rollable narcotic problem. Consequently, they 
may be reluctant to become directly involved at the 

start. Nevertheless, their advice and general support 
should be solicited. 

The planners should also be held accountable to 
those local chiefs who are directly interested in 
creating the unit. Th~ planners should be requited to 
submit periodic progress reports to this group of 
chiefs throughout the preliminary organizational 
process. This will allow local administrators to stay 
abreast of what is being done. Only in this way can 
these chiefs effectively guide the planning process so 
as to ensure the creation of a MAN unit shaped to 
meet their needs. 

B. Estimating the Narcotic Problem 

One of .the initial steps in establishing a MAN unit 
is to verify that jt is needed. The planners must show 
that the local narcotic problem is of the nature and 
sufficient in magnitude t6 warrant the ",rcation of a 
MAN unit in the area. Unless the problem is found to 
be prevalent in several interrelated municipal and 
county jurisdictions, the need for a unit should be 
questioned. 

Planners must be able to obtain the following in
formation from local police departments, drug en
forcement agencies, and community orga!lizations: 

• Number of narcotic cases investigated by de
partments within a region. 

• Number of local narcotic and drug-related ar
.rests during a particular period. 

• Number of complaints related to narcotics 
received by departments. 

• Number of other crimes committed by narcotic 
and drug users. 

• Number of overdoses reported to departments 
or to local hospitals. 

• Number of residents or out-patients at local 
drug rehabilitation centers. 

• Amount and types of drugs police officers have 
encountered in the communities. 

• Estimates by school officials of drug activity in 
the schools. 

• Attitudes of the community toward drug prob
lems, as indicated by newspaper articles, edito
rials, and expressions of public concern. 
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• Estimates of addicts and drug abusers in the 
area made by local rehabilitation centers. 

Thi!) information should be compiled so as to allow 
valid inferences to be made about the overall pattern 
of illicit narcotics sale, distribution, and use through
out the area of immediate concern. 

Unreported crime should also be taken into con
sideration. Because many narcotic violations go un
reported, it is very difficult to estimate all the illicit 
narcotic activity in a region. Consequently, statistical 
information may be misleading. Another complicat
ing factor is the different priority given to narcotic 
enforcement by the various departments. In fact, 
some community members may insist that the prob
lem exists in the larger cities within the local area but 
not in their towns. Law enforcement officials, there
fore, may have to prove that the problem is area
wide. In one particular instance, a county prosecutor 
and some local chiefs were interested in starting a 
unit, while members of adjacent smaller communities 
did not believe that their towns had a narcotic prob
lem. To overcome this problem, the prosecutor's of
fice started making undercover buys throughout the 
area for several months. After a sizable number of 
buys were made, the skeptical individuals were 
shown the cases that had been made against of
fenders in their respective jurisdictions. By proving 
that drug abuse was not an isolated problem, wide
spread agreement was reached on the formation of a 
unit. 

c. Determining Goals and Obiectives 

In many instances, planners formulate the goals 
and objectives of a MAN unit while they are preoc
cupied with th\~ need to obtain a grant to establish the 
unit. Thus, at the outset, there may be a temptation 
to justify the creation of their unit by simply adopt
ing the stated goals and objectives of existing MAN 
units. In spite of the fact that this practice may serve 
as a convenient shortcut to obtaining funding, the 
planners should resist this temptation. They should 
go through the necessary effort to formulate goals 
that are truly based on local needs. Admittedly, there 
are similarities in the fundamental objectives of 
MAN units. However, if a unit is to be responsive to 
the unique needs of a locality, specific goals and ob
jectives should be formulated on the basis of local 
realities. 

Formulation of unit goals and objectives will 
center on the resolution of problems which im
pede effective narcotic enforcement in the local 
area. The problems that typically have prompted 
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local departments to establish MAN units are as 
follows: 

• Increased drug activity and the appearance of 
new sources of supply in the area. 

• Increased publicity about the narcotics problem. 
@ InabJlity of police officers to actively pursue in

vestigations outside their respective depart
ment's jurisdiction. 

• Lack of cooperation among local law enforce
ment agencies. 

• Inability of local departments to obtain equip
ment and material needed in narcotic enforce
ment. 

• Inability of lo\!al police officers to undertake 
undercover assignments because they are too 
well-known within their own jurisdictions. 

• Lack of uniformity in setting narcotic enforce
ment priorities. 

• Inability of small police departments to assign a 
narcotic specialist to work on narcotic investi
gations and take advantage of the benefits of 
specialization. 

• Insufficient manpower assigned to the narcotic 
function even in large departments with narcot
ic sections. 

• Inability to set up an area-wide intelligence 
system to gather information on narcotic 
suspects. 

• Inability of single police departments to obtain 
state and federal funds to assist the local nar
cotic enforcement effort. 

• Lack of uniform training of local narcotic offi
cers so that they can undertake effective en
forcement efforts. 

After the problems are identified, the planners 
must formulate the action needed to resolve them. 
For example, the primary goal of the unit will be to 
reduce the amount of narcotics and narcotic-related 
activity in the area. To achieve this goal, the follow
ing objectives must be attained: 

• Allow local narcotic officers assigned to a 
MAN unit to pursue their investigations 
throughout the designated jurisdiction 
regardless of individual (municipal and county) 
jurisdictions. 

• Coordinate the investigative efforts of all 
departments, including state and federal nar
cotic agencies, against narcotic suspects in the 
area. 

• Enhance cooperation among the local law en
forcement agencies by establishing (1) a unit in 
which they will invest manpower and resources 



and (2) a governing board to supervisr. the unit 
and meet on a regular basis. 

• Solicit and obtain the funds necessary for pur
chasing equipment and material~ and share 
such equipment with all local agencies through 
(1) its use within the unit and (2) its loan to local 
agencies when needed. 

• Enable local narcotic officers to participate in 
undercover assignments by having an officer 
who may be too well-known in his own jurisdic
tion work in adjacent jurisdictions. 

• Establish narcotic enforcement priorities in the 
unit and the participating departments by di
recting unit efforts against the large-volume 
sellers while allowing the departments to direct 
their efforts against street-level pushers and 
users. 

• Provide manpower and equipment to those 
departments which cannot assign any full-time 
personnel to narcotic enforcement. 

f! Supplement the narcotic efforts of those 
departments that lack adequate manpower to 
ha'ldle the number <lnd types of narcotic cases 
in their jurisdictions. 

• Establish an area-wide intelligence system to ac
tively gather information and intelligence on 
narcotic activi ty. 

• Facilitate the use of federal and state monies to 
assist with narcotic enforcement in the local 
area. 

I[> Facilitate the exchange of information among 
local police departments by allowing them to 
channel all information relative to narcotics 
through the unit. 

• Enhance local narcotic enforcement by pro
viding systematic, formal and informal training 
for local narcotic officers. 

• Facilitate the collection and provision of 
narcotic-related information to appropriate 
non-police agencies such as county and state 
health departments and rehabilitative agencies. 

Other objectives that unit planners view as part of 
the goals of the unit should also be incorporated. For 
example, if it is intended that the unit will provide 
drug education to the public, this objective should be 
listed. 

D. Determining Costs 

Traditionally, planners of a MAN unit have re
ferred to other units of similar size and scope to 
determine the initial cost factors for the unit. As a 
matter of expediency this may be very useful. H ow-

ever, every local situation tends to be different and 
merely copying another area's operation may (I) 
perpet.uate the mistakes of the other unit, (2) en
courage a unit to adopt methods and procedures 
which are not suitable to it, and (3) hinder the plan
ners from considering and formulating other policies 
and procedures which other units overlooked or dis
missed. In essence, an eclectic approach is needed. 
While planners should consider funct.ions and pro
cedures that can be adapted to local conditions, 
they must also think in terms of how they can im
prove on another unit's methods of doing things, or 
what new techniques and procedures the unit. could 
use to do a better job in narcotic enforcement. This 
does not mean that a new unit cannot learn from an 
~stablished unit. The planners should consider the ex
perience of MAN squads and other multi-agency 
units such as major crime or intelligence squads. 
However, accuracy in estimating costs can best be ac
complished by determining individual unit needs ill 
terms of manpower, facilities, equipment,· and con
fidential funds. 

1. Manpower. The cost factor for manpower is 
not difficult to assess after the anticipated number 
and ranks of unit personnel are determined. Witb 
this information, the planners can take into account 
the differences in wage scales among the participat
ing departments and the different ranks within any 
given department. There are many reasons why an 
accurate cost estimate for wages is needed. 

• The wages may be considered an in-kind con
tribution from local departments. 

• Some unit grants that cover part or all of per
sonnel costs require this estimate. 

• If funding is ended, the cost for local govern
ment funding is known. 

• The unit can defend itself publicly on a cost ef
fective basis if challenged. 

All things considered, it is sound management to an
ticipate all cost factors for an organization. 

If civilian agents are to be hired to staff the unit, 
the planners must take that factor into consideration 
because the costs involved in using civilian agents will 
probably be lower than those in using agents assigned 
from participating police departments. Additionally, 
the cost of clerical and support staff cannot be over
looked. 

2. Facilities. The planners must decide whether the 
unit is to be housed within one of the local police 
departments or in a separate facility. If the unit is 
located in a police department, the cost to the host 
department must be fairly evaluated so thet it can be 
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credited with an in-kind contribution. If the unit 
operates from a separate office, certain other cost 
factors must be determined. For example, the rent 
for the facility (including average annual rent in
creases) and the costs of making modifications must 
be considered. These costs will depend on the size of 
the office, the inclusion of security devices and alarm 
systems, and the cost of utilities. If free parking fa
cilities are unavailable, the cost for private parking 
must be taken into account. 

3. Equipment. The types and amounts of equip
ment and materials that the unit will need to pur
chase or lease will depend upon things such as the 
size, structure, operation, and location of the unit. 
The number of binoculars, cassette recorders, and 
vehicles, for example, will depend on how many 
agents are in the unit and the number who are assign
ed to operational, supervisory, or support positions. 
Locating a unit in a separate facility means that the 
unit will have to purchase or lease equipment such as 
paper shredders, photocopy machines, telephones, 
and perhaps furniture and general office supplies. If 
the unit is maintained in a police department, the ma
jority of these items can be borrowed or taken as an 
in-kind contribution from one of the departments. 

Some funding agencies expect a unit to purchase 
the majority of its equipment during the first year of 
operation. In such cases it is incumbent upon the 
planners to determine the equipment which the unit 
will need over its lifespan before obtaining first year 
funding. There are no easy solutions to this problem. 
U nit planners must simply exercise great care in en
suring that their estimates of unit equipment are as 
accurate as possible. 

In initially considering equipment costs, care must 
be taken to avoid the purchase of unnecessary equip
ment. Some units may be tempted to buy video tape 
equipment or movie cameras which will never be 
used. The possibility of borrowing specialized, 
infrequently-used equipment from local departments 
should be considered before a decision is made to 
purchase such items. 

Purchase of equipment with local funds can be ac
compllsned through the pooling of money from the 
contributing departments or by having each depart
ment contribute money designated for the purchase 
of a specific item. The former is perhaps the better 
method from the standpoint that it allows the direc
tor more flexibility in setting purchasing priorities. 
However, the latter m~thod allows local departments 
to determine what they initially purchased so they 
can retrieve the item if the unit disbands. 

The possibility of obtaining needed equipment 
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through a centralized purchasing procedure of a city 
or county should be explored. There are 'several di
rect benefits in purchasing equipment in this manner: 
buying in bulk produces price advantages; uniformi
ty in quality is assured through the use of recognized 
standard specifications; transactions may be better 
handled by individuals who are familiar with the 
equipment to be purchased and the purchasing pro
cedures; there is a saving in time and effort on the 
part of the unit. 

I t should also be kept in mind that there are times 
when individual purchasing may be more economical 
and efficient, such as when items of small value are 
intermittently purchased from local vendors. Such 
simplified buying procedures for small purchases 
may not only reduce administrative costs but may 
yield advantages which include (1) increasing the ven
dor's feelings of personal responsibility for providing 
service for equipment, (2) eliminating the need for 
the prior purchasing of equipment and its storage, 
and (3) reducing the lead-time necessary for obtain
ing equipment. 

In summary, a unit may derive many benefits 
through centralized buying but should determine 
whether it will actually reduce cost, time, and effort. 
Advantages of decentralized purchases of certain 
items should also be recognized. 

4. Confidential funds. Confidential funds which 
are used in undercover operations will generally be 
obtained from three sources: the project grant; local, 
state, and federal law enforcement agencies; and 
private groups such as the chamber of commerce or 
local community service organizations. Whether or 
not a unit will be able to obtain money from these 
private sources depends on local community condi
tions, such as the attitude of these groups toward the 
narcotics problem, the community's trust in the un,it, 
and the need of the unit for money. 

To determine the amount of confidential funds 
needed during the first fiscal year, the planners of the 
unit will have to evaluate certain factors. They 
should examine current drug prices and the size of 
buy» that federal, state, and other local agencies are 
making in the area. Other MAN units in that general 
region should be contacted for information. The fig
ures of other agencies, however, should not be readi
ly adopted as the unit's own. These figures may have 
to be increased or decreased according to local condi
tions. For example, the size and volume of drug buys 
will be greater in areas which have a larger popula
tion, although drug prices will be lower. A MAN unit 
serving an area that is a distribution point may be 
making a greater number of buys of higher quantities 



than a unit in another city of equal size. Comparisons 
therefore should be made cautiously. 

Almost all of the units surveyed during the site 
visits operated with at least $25,000 in annual con
fidential funds. This included small units consisting 
of 6 or 7 agents. In spite of these amounts, units had 
to be careful about. how every dollar was spent. Even 
units in rural areas making cases of $20 or $30 buys 
had difficulty making confidential funds stretch. For 
example, one small unit of less than 8 agents spent its 
$25,000 and had to request an additional $16,000 
from the participating agencies. 

U nits are often able to make as many buys as their 
funds permit. Therefore, encountering a unit which 
has "too much" confidential money is unimagin
able. The amount of confidential money a unit will 
have is often determined by the' granting agencies 
based on perceived MAN unit needs. The Ohio Ad
ministration of Justice Division, for example, 
originally allotted MAT units in the state an annual 
allowance of $5,000. Over a period of two years, the 
amount was raised to $10,000 and then $25,000 be
cause of the increased needs of the units. It is safe to 
assume that a unit will have to approach the sponsor
ing agencies for additional funds sometime during its 
lifespan. This possibility should be thoroughly dis
cussed by the planners and local chiefs to determine 
if, and how much, additional funds can be counted 
upon by the unit if it prematurely. runs out of con
fidential funds the first year. 

5. nJining. In considering the training costs for a 
unit, the amount and type of training to be given unit 
agents must first be determined. Obviously, the es
timates that are made should be reasonable and 
based on an evaluation of the level of narcotic train
ing of the narcotic officers from local jurisdictions. 
It may be that they have already received narcotic 
training and do not need further training to effective
ly carry out these unit assignments. Other police of
ficers assigned to the unit may not have had any nar
cotic training and will have to be sent to an appropri
ate school. This is especially true of civilian agents 
with no previous police experience. The amount of 
training they will receive is often determined by the 
narcotic training programs available in the region or 
state. Thus, estimates of training costs can also be 
primarily based on the costs of these schools. 

E. Methods of Funding 
1. State and Federal funding. Funding of MAN 

units is derived from the following sources: local 
funds, funding by state planning agencies (SPAs) 
using federal block grants, and direct funding from 

LEAA. through di~cretionary grants. Although the 
latter category of funding is made directly by LEAA, 
the grants are monitored jointly by the LE.AA Re
gional Office and the stat.e planning agencies. The 
majority of the units were funded by two sources
LEAA and local. resources. Of 102 units, 83 were 
funded in part by LEAA; six of these were funded 
totally by that agency. 

Funding by some state planning agencies is based 
on a step-down plan where a unit will get 90%of its 
necessary operating monies from the SPA the first 
year. This percentage then decreases every year unlil 
the end of the predetermined funding cycle, when 
local agencies are expected to furnish all funding. 

It appears that the larger cities are able to maintain 
unit operation after their state or federally funded cy
cle ends because they can make a substantial contri
bution toward the support of the unit. Units which 
service areas containing almost all small departments 
usually cease operations altogether after the end of 
the step-down funding because the financial burden 
to the departments becomes too great. These small 
departments, however, may have a more urgent need 
for consolidated services. 

If the funding is made through the state planning 
agency, the period of funding may vary from state to 
state. Many of the units visited were funded for a 5-
year period, while a number were funded for a three 
year span. The percentage of state funds versus local 
matching funds may also vary, since a state planning 
agency may establish any particular formula it 
wishes. 

One of the factors which may facilitate the funding 
of MAN units at the present time is the emphasis that 
LEAA places on the consolidation and coordination 
of local law enforc(:ment efforts. 

A weak area in the total administration of MAN 
units was in foreseeing and preparing for their ter
mination. Directors should be able to determine, 
after the unit has been operating for a few years, 
whether or not it will continue to operate under local 
funding. Certainly a director should know if the local 
departments are able and willing to support the unit 
twelve months before federal or state funding ceases. 
If he determines that the local departments cannot 
financially support the unit, preparations must be 
made to phase out the unit during the last 12 or 6 
months of its operation. Records, files, and equip
ment will have to be distributed to the units ac
cording to an agreed-upon formula. 

Seven of the units in the mail survey reported that 
they were funded completely by local departments. 
Some units had an option to use external funding but 
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did 110t do so, whiJe a few others used federal or state 
funds to aC::QYlreealy additional personnel. Although 
differences in priorities and policies of state planning 
agend!!s had much to do with these policies, often the 
chief reason for these differences was the preference 
of Icj,cal law enforcement officials. Some local de
partnlentS prefer that a unit operate independent of 
the cx(emal constraints imposed by state or federal 
fiscal guidelines. 

Total lo:al funding of units must be facilitated by 
the refinenlent of the unit to the point that it operates 
with minimal manpower and financial resources. The 
Lansing Unit, for example, operates with 12 agents 
and a budget of approximately $27,000 excluding 
wages. Since manpower costs are usually the largest 
expense that units have, a locally funded unit must 
operate with a minimum number of agents. 

Where confidential funds in whole or in part are 
contributed by the individual police departments, the 
contributions should be based on the population of 
the various jurisdictions, since this offers the most 
equitable method of sharing costs. As an example, if 
it is determined that a unit will receive $20,000 in 
undercover funds and the largest city within the jur
isdiction has 400/0 of the population, then it will pro
vide 40°"/0 or $8,000 of the confidential funds. The 
sheriff's office will pay for its population in the unin
corporated areas of that county and in those towns to 
which it furnishes police services. Other towns and 
villages will likewise be asked to pay their portion. 
Extremely small communities may pay a small, flat 
rate. 

This money should be placed in a special unit ac
count to be drawn as needed. Replenishment of this 
fund can be done at specified intervals or shortly 
after an expenditure is made. For example, in the lat
ter case, if a unit makes a buy in a particular city, the 
police department can reimburse the unit for the ex
penditure upon verification that that amount was ex
pended for a particular buy in that community. This 
allows the unit to maintain the account at a suffi
ciently high level. 

Where units are locally funded, wages, including 
overtime pay, should be paid by the agent's depart
ment. The director and the unit should not assume 
responsibility for any of the administrative aspects of 
the payroll function except to keep records of the 
amount of regular and overtime hours that the agents 
work. 

If a local department provides office facilities for 
the unit as an in-kind contribution, a unit will typi
cally save $3,000 to $4,000 a year in rent and utilities. 
Occasionally, separate facilities for the unit can be 
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obtained from one of the municipalities or counties 
in the area. Such facilities may be loaned to a unit on 
a rent-free basis or rented at a nominal cost. One 
unit, for example, operated from a participating 
police agency's sub-station in a rather remote area, 
While another unit operated out of a local fire station 
annex. 

F. Soliciting Participation of Local 
Departments 

Inducing all local departments to participate in the 
unit is important for several reasons. Optimal effec
tiveness in multi-jurisdictional narcotic enforcement 
necessitat.es total involvement of local agencies. Since 
the narcotic problem generaily is spread over an en
tire area., there can be no soft spots in terms of en
forcement. The increase in efficiency of operation 
which is brought about by this type of participation 
enables units to attack the narcotic problem at the 
source rather than on the street. Total participation 
of all departments also reduce., the amount of invest
ment that. each department must make, thereby re
ducing the cost for each individual participant. 

It should be understood by the planners that not all 
departments will be able to contribute manpower, 
material, or funds. This is primarily true of smaller 
departments. Th~ moral support and assistance in 
furnishing information and intelligence which small 
department.s can provide will ultimately be important 
to the success of the unit. To obtain such cooperation 
and moral support, the planners must be able to sell 
the MAN unit concept to others. The benefits of a 
MAN unit should be pointed out to the the local 
chiefs and to community leaders. Any objections re
garding its implementation should be d1scussed open
ly. For example, a common objection of police ad" 
ministrators toward assigning officers to a unit is 
that departmental manpower is depleted. The best 
counter-argument to this objection is that by con
tributing manpower a department does not really 
lose an officer, but instead gains the services of the 
ten or eleven specialized agents who are assigned to 
the unit. Whenever a department needs assistance, 
the entire squad will be at its disposal. 

Another objection to joining a unit is the desire for 
departmental autonomy. Traditionally, the Ameri
can system of law enforcement has been based on the 
belief that local police departments are more respon
sive to the local needs of a community. By participat
ing in MAN units, local departments are relinquish
ing some control of their personnel. However, 
through representation on the governing board and 



participation in decisions regarding how agents arC 
used and how operations a(e conducted, the local 
chief maintains adequate control over his assigned 
officers. 

G. Soliciting Participation of local 
Colleges and Universities 

Local colleges and universities should be encour
aged to assist and participate in MAN unit opera
tions. A college can contribute funds, equipment, or 
manpower from its campus security department. Re
sponses to our questionnaire revealed that seven 
units had campus security officers serving as agents. 
The greatest number of campus officers in a unit was 
three in a unit of over 60 agents, while two other 
units had two campus officers each. Interestingly, six 
of the seven units with these types of agents were in 
the7 to 14 agent-per-unit range. In the cases of the 12 
units visited, one college gives $10,000 annually; an
other lends portable radios to a unit; and a third as
signs an officer to a squad. In the most ideal situa
tion, th~ local college will be able to contribute man
power aliO funds, while at minimum it may only be 
able to give cooperation and moral support to the 
unit. 

Unit directors in locales with colleges and univer
sities recognize that part of their drug and narcotic 
problems originate on these campuses. Since a unit 
may frequently have to go onto the campus to make a 
buy or to intercept a shipment, cooperation with the 
university administration can make the unit's task 
much easier. Whenever possible, units should have 
local college officials or campus security directors 
serve as members of the governing board. 

Concomitantly, a director must also be aware of 
the public relations efforts that the unit must make in 
its relationship with local colleges. Because of their 
attempts to be responsive to students, college admin
istrators are usually very sensitive to law enforcement 
efforts, especially covert operations, which are made 
on campus. This may be the primary reason that 
some campus officials, although they wish to actively 
participate, will make financial contributions to the 
unit instead of involving campus security officers in 
covert operations. Therefore, a unit should coordi· 
nate its activities with a representative or liaison of
ficer from the college in order to avoid claims that 
the unit is conducting covert operations within the 
campus without the knowledge of campus officials. 

H. Sources of Advice and Technical 
Assistance 

Planners of a MAN unit can obtain assistance 
from a variety of sources including other MAN units. 

They can visit other units to gain an ul\derstanding of' 
how they arc organiZed, structured, and otJcnHed. 
The tucson area squad, for example) has. been host 
to a Illunber of planners who have conducted inror~ 
mation gathering visits. r n some cases these planners 
have procured grnnt money to defray the expense of 
such visits. 

I n other cases, directors of' established units can be 
asked to visit locales where units are being organized 
to provide on-site assistance. This is cOll1mon prac
tice, for example, in Ohio, where personnel of vari
ous units frequently assist each other. The DEA in its 
10-week Police Agent's School offers locnl officers a 
6- to 8-hour class) taught by a MAN unit director, 011 

MAN unit concepts and operations. In one particular 
instance, a police chief was sent throughout the 
United States to give talks to local law enforcement 
officials. In this case, Chief Frank Virgulak of Ihe 
Norwalk, Connecticut, Police Department was in
strumental in establishing one of the nrst MAN units 
in the country .in 1968. During the first several years 
of the unit's operation, he visited various parts of lhe 
country to explain MAN unit operations. 

By selecting "professionalll MAN unit direct.ors 
(individuals who have previously served as directors 
of other units), the planners obtain experienced men 
who bring with them proven knowledge and capabili
ty in the administration and operation of a MAN 
squad. 

Another source of assistance is the state planning 
agency. In states which have other MAN units, SPA 
personnel who are familiar with their organizational 
and planning problems may be able to save a new 
unit many problems and headaches. A planning 
agency can help the unit with the establishment of 
fiscal checks, unit evaluation methods, equipment 
procurement, and records management. 

The planners of a unit might also consider con
tacting other non-narcotic cooperative squads, such 
as organized crime and vice units, which operate in 
the local region. These types of units can be visited to 
obtain information on how the units were organized, 
how they operate, and the problems that they have 
encountered. Local departments served by these units 
can provide information on local conditions and 
areas of difficulty that are likely to affect the MAN 
unit. 

State and federal narcotic enforcement agencies 
are a very helpful source of assistance because they 
can assist the unit in determining the training needs 
of its personnel and the schools which are available 
to the unit. In the area of equipment procurement, 
these agencies can recommend the types of equip-
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ment needed and the manufacturing firms from 
which to purchase this equipment. Unit planners can 
also examine other areas such as records systems and 
the evaluation methods used by these agencies. 

I. Pre-Orlgln Publicity 

There are some advantages in the systematic Use of 
pre-origin publicity. For one thing, it will help make 
the public aware of local narcotic problems and the 
overall need for establishing a MAN unit. Publicity 
can help to generate the public support that may be 
needed by the unit if controversy about its operations 
develops. Finally, this type of pUblicity can result in 
greater active cooperation from individual citizens 
and local community groups. 

Pre-origin publicity should discuss such things as 
the extent of the local narcotics problem, the number 
of seizures made by local departments, estimates of 
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the amount of narcotics coming into the area, the 
number of arrests and cases of overdoses j the need 
for cooperation among the local police agencies, 
jurisdictional restrictions and the diffusion of the 
narcotic enforcement effort that impede narcotics in
vestigations, and the role of the MAN unit in the 
solution of these problems. Public attention should 
be focused on the following specific benefits of MAN 
unit operations: consolidation of manpower and re
sources; receipt of federal and state money for fund
ing assistance; the ability to continue investigations 
from one jurisdiction to another; the setting of real
istic priorities such as concentrating on wholesale 
dealers; and the rendering of assistance to smaller 
communities to facilitate narcotic enforcement in 
those locales. Finally, other MAN units which have 
been established and are functioning well can be 
pointed out as examples of what a unit can accom
plish. 



CHAPTER III .. ORGANIZATION 

A. Types of MAN Units 
Multi-agency narcotic units can be classified by 

organizational make-up into three groups: the 
"pure" MAN unit, the city! county unit, and the 
civilian staffed unit. 

The most prevalent type of squad, the "pure" 
unit, is composed of assigned officers representing a 
relatively large number of local departments. The 
local departments may also contribute money and 
equipment. The main strength of this type of unit lies 
in the number of participating local departments. 

In the city/ county squads, there are usually two ac
tive participants, the county sheriff's office and the 
major police department in that county. Although 
another police department, the State Attorney's of
fice, or the state police may contribute an agent, the 
bulk of unit manpower comes from the sheriff's of
fice and the major police department. The utilization 
of city/county squads is necessary in some areas, 
since there may be no other departments with suffi
cient resources to contribute manpower, money, or 
equipment. In some regions, the sheriffs office pro
vides services to many small towns and villages that 
cannot or do not maintain police departments. Thus, 
the burden for maintaining a MAN \lnit rests on the 
two major agencies. 

The third type of MAN unit employs civilian or 
hired agents who do not necessarily have previous 
police experience. In two of the civilian units visited, 
one squad hired agents who did not have police ex
perience, while the other used agents with previous 
law enforcement experience. A third unit, the Las 
Cruces area squad, had four civilian agents who were 
hired strictly to make undercover buys and supple
ment the full-time agents. The fact that agents are 
hired and, therefore, local departments are not rep
resented on the unit staff by assigned officers is the 
only major distinction between these units and those 
with assigned agents. In both types of units, depart
mental participation is characterized by the follow
ing: (1) local departments may contribute money and 
equipment, (2) the unit director usually comes from 
one of the local departments, (3) the local chiefs par
ticipate on the governing board, and (4) a coopera
tive relationship in the area of narcotic enforcement 

exists between the unit and the police departments. It 
is recognized, however, that directors or units with 
hired agents may have a gre~\ter problem in obtaining 
cooperation from local departmcnts than the direc
tors of "pure" MAN units. 

B. legal Basis of Units 

The legal basis of MAN units can generally be 
established through (1) a formal, cooperative agrce:
ment signed by the participating department.s, (2) the 
swearing in of officers [rom variOlls departments as 
deputies of the counties where the unit. will have jur
isdiction, and (3) state legislation that aut.horizes t.he 
formation of the units and the agents' operations 
throughout a region or state. 

1. Formal agreements. Formal cooperative 
agreements among departments give a unit a sound, 
legal basis for its operations. Such agreement.s 1'01'

mal1y recognize that MAN unit officers have juris
dictional authority. The agreement also formaJly 
provides unit officers with life, health, and liability 
insurance and other personnel benefits While they are 
working outside their communities. Further, the use 
of written documents requires the participating agen
cies to consider and plan various aspects of unit ad
ministration and operation. 

It is important that these agreements do not in
clude items that are readily susceptible to change. For 
example, neither the exact amount of the budget nor 
the names of the unit personnel should be included in 
the agreement. Of the units visited, two had formal 
written agreements--the Las Cruces unit and the 
Southwest Regional Crime Squad in Connecticut. 
The latter's agreement was formulated by the Con
necticut Statewide Coordinating Council for use by 
all five regional squads operating in the state (Ap
pendix C contains the Connecticut agreement). 

The following are subject areas that should be in
cluded in a unit agreement: 

• Parties executing the agreement and the date. 
• Reasons, justification, and authority for exe

cuting the agreement. 
• The general purpose of the squad, i.e., narcotic 

enforcement and related activity in the local 
area. 
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• The composition, name, and meetings of the 
governing board; rotation of members, if 
applicable. 

• Selection of board chairman. 
• Purpose and schedule for board meetings. 
• Equality of votes of board members. 
• Reports to and from the board. 
• ApPointment of the unit dir'!ctor. 
• Appointment of unit personnel from partici~ 

pating agencies. 
• Assignment of temporary or short~term person

nel. 
• Responsibility for paYment of salaries of unit 

personnel and provision Dr health benefits. 
• I ndemnification of unit personnel against 

losses, damages, and liabilities f\rising from 
services with the unit. 

• Conferring powers, duties, privileges, liabilities, 
and immunities on unit agents in all munici
palities. 

• Notification of local departments of pending or 
accomplished anests in their respective munici
palities. 

• Booking of, and responsibility for, arrested 
persons by the local departments. 

• Responsibility for evidence seized by the unit. 
• Notification of lor.al departments of search 

warrants obtained on any local suspects. 
• Responsibility for news releases relating to ar

rests within a participating municipality. 
• Assesment of local agencies for monies needed 

for operating expenses. 
• Responsibility for establishing procedures for 

conduct of financial matters. 
• Seizures of vehicle, watercraft, or aircraft by: 

the unit. 
• Settlement by the board of disputes between 

participating departments stemming from 
operations and activities of the unit. 

• Duration of the agreement. 
• Recall of agents and equipment. 
• Termination of agreement by some or al1 of the 

participating departments. 

2. Commissioning oj agents in multi-jurisdictions. 
MAN unit agents can also be sworn in by the sheriff's 
office, permitting them to work throughout the 
county as commissioned deputies. In cases where unit 
operations cover several several counties, the agents 
can be deputized in each county. In the Multi-County 
Unit, for example, the unit agents are sworn in as 
county deputies in six countles. hi other units, such 
as the Las Cruces squad, agents may be sworn in as 
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county deputies in addition to being covered by a 
cooperative agreement. In the San Diego unit, which 
was composed of city, county, and federal agents, 
the city and federal agents were sworn in San Diego 
County. 

3. State Ifl~islation. A state may enact legislation 
that authorizes municipalities to form cooperative 
units. For example, in Connecticut a state act, House 
Bill No. 5467, allows two or more municipalities to 
enter into an agreement to form a regional crime 
squad to combine police investigadve services for the 
enforcement of state narcotic and drug laws and re
,lated criminal activity. The bill also authorizes unit 
agents to perform squad investigations in any munic
ipality, with the same .. powers, duties, privileges, 
and immunities" as the police officers from those 
municipalities. In addition to this legislation, each of 
the five regional crime squads which operate in the 
state has a formal, written agreement. 

On occasion, there may be other legislation 
through which :?i unit may function. For example, a 
state may have a statute giving local officers authori
ty t.o operate anywhere in the '3tate, so long a:> they 
are assisting a state police officer. Assignment of one 
state trooper to a MAN unit, therefore, authorizes 
the local agents to operate within any jurisdiction in 
the state. Such legislation should not be relied upon, 
however, as a legal basis for unit operations because 
(a) if the state police cease to work with the unit, the 
legal basis for the unit ceases to exist, and (b) such a 
weak basis could be challenged by another party. 

4. Units operating in two States. One of the units 
visited, the Quad City Unit, operated in two different 
states-Illinois and Iowa. The unit's jurisdiction in
cluded four counties, one in Iowa and three in Illi
nois. The four main cities in the area are Davenport 
(Iowa), Moline, East Moline, and Rock Island (Illi
nois). To enable the unit to operate in both states, the 
Attorney General's offices of the two states waived 
the residency requirements for unit agents in each 
state and ensured that the agents were covered with 
liability insurance by their respective departments 
regardless of where they worked. In addition to these 
actions, every agent was then sworn in as a deputy in 
the four counties within the two states. 

The procedure followed by these two states in neu
tralizing obstacles to unit operations demonstrates 
how other units can operate in similar circumstances. 
The waiving of state requirements is essential because 
it facilitates the swearing in of agents in two or more 
states and ensures the legality of unit operations in 
the two states. The legality of units operating in this 
way has not been chall('aged. 



C. Governing Boards 

Ten of the 12 units visited by the project director 
had a governing board, while 84 of the 104 units that 
responded to the survey questionnaire reported that 
they maintained such boards, an overall rate of81 %. 
Depending on the units, these boards have been re
ferred to as governing boards, supervisory boards, 
and boards ofchieh. For the purposes of this man
ual, the term" governing board" will be used. 

Nationally, most unit governing board!> are com
posed of either all police administrators or a com· 
bin at ion of police chiefs and court officers, and 
non-law enforcement professionals such as college 
administrators and city government officials. For ex
ample, the MAT unit in Ohio had several judges and 
probation officers on the board, while the board of 
the Las Cruces unit included five city council 
members. 

The primary advantage of placing civilians on the 
board is that their presence assures the public that a 
MAN unit is not a sub rosa, uncontrolled operation. 
Accountability by th~ squad to a higher police and 
civil authority may allay the fears of some civilians 
who question the utilization of MAN units. A t the 
same time, having city government officials on the 
board may be beneficial to the unit by generating 
support for the unit where it is important-at the ex·· 
ecutive level of city government. If city officials serve 
on the board, their enthusiasm and support can be of 
gwat benefit to the unit should it encounter adverse 
publicity or problems in the continuation of funding 
after its state or federal funding cycle. 
Th~ rnt:mbership of the board should include as 

rtial,:Y ::>( the local chiefs as practical, recognizing that 
too many members may make the board unmanage. 
able. Usually, units are able to accommodate most 
local chiefs in the unit. However, in those units where 
all area chiefs cannot be included, a rotational system 
should be implemented. The system should allow the 
departments that make major contributions of 
manpower, equipme.nt, and funds to the unit to have 
constant representation. The participation of other 
departments should be rotated so that even. the 
smallest ones participate and are represented. De
pending on the number of local departments, this 
rotation could be done every 12 months. A chairman 
of the board should be selected or elected by the 
board members. The position of chairman, depend
ing on local preference, can be permanently desig
nated or rotated among the members. 

One of the purposes of the governing board is to 
give advice and guidance to the director. Special 

problems thut thc;(\ircctor enCQtl.htcrs, cspcdaUy 
those which involv~ 10c~1 departments, should be 
brought up for discUlssion and resolution. The board 
:~hould also cnSHl'C Hlat the unit is opl,lratcd nnd ad
minist.ered llS originally intended. nonre! members 
must playa rna]\)l' role itl the evaluation of the unit 
by examining unit activities, accomplishments, Hnd 
faililfcs and by giving advice OJ) how to improve l\J)it. 
pl!rformance in spedfic areas. 
. The board should be involved in (he planning 
process arId the formulation of unit policy when such 
pollcy conCerns major areas of unit adtninistrntio!) 
and operation. These arcas include working relation. 
ships of the unit and participating dcpnr!mcnts, 
selection of personnel, ai1.d the enforcement policy of 
the unit. The areas which would not be the focus of 
board action would be those which are operational in 
nature. The governing bonrd should also be entrusted 
wit.h the resporjsibiJity for discharging a ditcctol' for 
apPtopriatc reasons. 

Although it is typical for a unit t.o maintain con
stant communication with board members during the 
course M unit operations, regular board meetings 
should be held. The frequency of the meetings, ob· 
viously, is dependent Oil local factors, althCitlgh 
monthly meetings seem to be typical for most llnits. 
During these meet>.ng.>, the unit director should brief 
the board on pertinent. facets of unit operation and 
administration, such as expenditutes j purchaseS of 
equipment, arrests and buys, cases inial.ed, COllrt 

dispositions, personnel turnovers, discipHnary ac
tions, and any special problems which the unit en
counters. 

D. Multi·Functi(mal Units 

Approximately one quarter of the MAN units rc
sponding to the written questionnaire indicated that 
they had investigative responsibilities in addition to 
those involving narcotics cases. Twenty·six un5ts 
(240/0) responded that their additional responsibilities 
were in the following areas: 

• All Part I Crimes (10 units) 
• Organized Crime ( 3 units) 
• Gambling ( 3 units} 
• Burglary and Theft ( 2 units) 
• Armed Robbery and Burglary ( 2 units) 
• Vice Organized Crime & Intelligence ( 1 unit) 
• Pro;titution and Gambling { 1 unit) 
• Vice ( 1 unit) 
• Burglary ( 1 unit) 
• Fugitive Apprehension ( 1 unit) 
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• Gambling, Auto Theft and Counterfeiting 
( 1 unit) 

Another thirty-eight units indicated that they would 
investigate non-narcotic violations when requested to 
do so. 

Two of the units visited had additional investi
gative areas assigned to them. The Stockton/San 
Joaquin Unit was integrated into the Vice, Organized 
Crime, and Intelligence sections of the Stockton 
Police Department. The unit operated under two 
separate grants. The Cameron County Squad investi
gated all vice and auto theft cases, although it con
sisted of only five agents, including the director. 

The major problem faced by multi-functional units 
results from the overextension of effort coupled with 
unrealistic expectations held by local chiefs. The 
units suffer from manpower shortages when they are 
forced to utilize personnel in various types of inves
tigations. In the case of units with the sole responsi
bility for narcotics investigation, most cases are ini
tiated by the unit; very few are turned over to it. This 
is in contrast to other investigative units \Vhich re
ceive most cases by referral. Therefore, a multi-juris
dictional felony unit will usually be inundated with 
requests for assistance. Local chiefs will expect the 
unit to pursue to conclusion each serious case re
ferred to it. 

Another problem area for these units is that of pri
ority·selection. Because of manpower shortages, a 
unit director must decide what areas of investigation 
warrant first consideracion. He may decide to con
centrate on narcotics, gambling, or burglary, for ex
ample. Typically, however, the director's decision 
will be influenced by the priorities of the local chiefs, 
and he may find unit priorities changing as the chiefs 
are subjected to local public pressure. 

Clearly, a director and the governing board must 
initially agree on the areas that will receive top priori
ty in unit enforcemenL Failure to do so may create a 
chaotic situation where unit efforts are expended in 
too many directions at one time, weakening the ad
vantages of specialization. 

E. Statewide Narcotic Intelligence 
Networks 

One organization that can be of major assistance is 
a statewide narcotic intelligence unit. In states where 
such a unit exists or where a state narcotic agency has 
assumed the responsibility for this function, MAN 
units have been able not only to obtain pertinent in
form8.tion, but also to contribute information that 
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has proved useful to other units. In states such as 
Illinois, Michigan, and Texas, state enforcement 
agencies assist in collecting and diss~minating nar
cotic information and intelligence. In Connecticut, 
the statewide Coordinating Committee collects all in
telligence from each of the five regional units and 
disseminates it to the others, thus ensuring that there 
is no duplication of effort in case investigations. 

The California Narcotics Information Network 
(CNIN) was established to collect and disseminate 
narcotic information and intelligence-its scope of 
activity does not include general intelligence. The 
goals that it has prescribed for itself are: 

o To promote the exchange of confidential nar
cotics information and intelligence regarding 
individuals involved in illicit narcotic traffic, 
which is not normally obtainable through regu
lar police channels. 

• To provide for the collation and correlation of 
such information and intelligence. 

• To pla~e emphasis on enforcement and intelli
genCl~. relating to criminals and traffickers in 
large quantities of narcotics and dangerous 
drugs. 

• To provide for the dissemination of informa
tion regarding fugitives and narcotic suspects 
who are considered dangerous. 

• To encourage the development of personal rela
tionships and trust among CNIN members, 
thereby increasing the exchange of confidential 
narcotics information. 

• To increas~ the number and quality of signifi
cant arrests and prosecutions for narcotic vio
lations and related offenses. 

In addition to narcotic units in California, CNIN 
has also accepted units from Nevada and Arizona as 
network members. 

Information on mspects is distributed under re
strictions that are imposed by the submitting unit. 
According to the desire of the submitting agency, the 
CNIN will: 

• Release information on a suspect to all bona 
fide CNIN members. 

• Release the name of the submitting agency only 
to another CNIN member requesting informa
tion on a suspect. 

• Notify the submitting agency that another 
agency has made an inquiry about a particular 
suspect. 

• Release all inJormation from an agency on a 
suspect only to specific agencies listed by the 
contributor of that information. 



The benefits of such a narcotic intelligence net
work are obvious. Information regarding drug traf
fickers can be centralized and disseminated when 
needed to the participating agencies. At the same 
time, the network gives an agency the opportunity to 
check with other units about narcotics operations 
that may be of mutual interest. 

F. Agencies for Coordinating MAN Units 

Some states have discerned a need for the coor
dination of MAN units. In a few case~, !lew agencies 
have been formed to coordinate the efforts of units, 
such as in the case of Connecticut. In others, an ex
isting agency has been entrusted with the responsi
bility; for example, in Illinois, the State Bureau of In
vestigation monitors the units. In Ohio, a third alter
native is utilized-a non-governmental association 
has been formed by the units to enhance the exchange 
of information and cooperation among units. 

The Statewide Enforcement Coordinating Com
mittee (SECC), formed in 1971, was recognized by 
Connecticut General Assembly legislation in 1973. 
The role of the Committee is to coordinate and mon
itor the operations of the five regional MAN units 
t.hat serve the State of Connecticut. The responsi
bilities of SECC include the following: 

• Development of standard operating procedures 
and policies. 

• Allocation of funding and resources for the 
squads. 

• Creation and centralization of an intelligence 
system. 

• Evaluation of squad performance. 
• Procurement of federal and state funds and 

their dissemination to the squads. 
• Development of inter-local agreements among 

the towns within each of the five regions. 
• Conduction of in-service training programs for 

squad agents. 
• Conduction of narcotic training programs for 

police officers to enhance local departmental 
ca!'lability in drug investigation. 

• Improvement of coordination and liaison 
among the squads and other law enforcement 
agencies. 

• Procurement of undercover vehicles and fleet 
insurance for the vehicles. 

• Development of a management information 
system to provide SECC with information on 
the operations and general performance of the 
squads. 

• Publication of a monthly newsletter reporting 
the activities of the squads and SECC. 

• Participation of SECC staff on the Connecticut 
Drug Advisory Council sub-committee to con
tribute information and expertise. 

• Submission of monthly and annual reports to 
the State Drug Advisory Council on the re
gional squads' activitie~. 

The Committee is composed of two chiefs of police 
from each squad region, two chiefs-at-Iarge, two rep
resentatives of the state criminal justice planning 
agency, the Commissioner of the State Police, the 
State Director of Adult Probation, a DEA special 
agent, and the University of Connecticut Security 
Director. The professional staff of SECC includes an 
Executive Director, an Assistant Director for Intel
ligence, and the Assistant Director for Planning, 
Development and Evaluation. 

Before the SECC was formed, there were serious 
difficulties encountered in the coordination of nar
cotic enforcement efforts among the existing regional 
squads. Operating procedures and policies, enforce
ment priorities, financial administration procedures, 
and public information policies needed to be stand
ardized. An agency was needed that could provide 
support services, establish an inter-squad intelligence 
system, and serve as a liaison with external law en
forcement agencies. Participating chiefs who were 
surveyed by the state planning agei.<::y reported that 
the major benefits derived from SECC's role were 
improved flow of information and communication, 
more efficient administration and operations, and 
improved response to requests for service. 

An organization such as SECC offers a viable solu
tion to the problems encountered in establishing 
uniformity and standardization of procedures for 
organizing, administering, and operating MAN 
units. Certainly, the concept works very well in Con
necticut, a small state. In a large state, an agency like 
the SECC should be established on a regional basis. 

The people involved in the formation of SECC and 
in getting the appropriate legislation passed were able 
to agre-e on objectives. Other states may not be so 
fottunate. Other chiefs may not wish to lose any local 
autonomy while participating in a MAN unit pro
gram. Loss of autonomy also applies to unit direc
tors. For example, in the Connecticut system, an
ticipated buys involving large purchases by one of the 
squads must be approved by SECC since it is con
cerned with fiscal administration. The SECC con
cept, however, can be modified to suit the needs of 
the individual states. 

Another approach to the coordination of MAN 
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units entails statewide evaluation. The MAN units in 
illinOIs are monitored by the Illinois Bureau of In
vestigation. Although the procedure there involves 
the evaluation of administrative and operating ac
tivities by the Bureau, previous approval to spend 
confidc[\tial funds, make purchases, or coordinate its 
cfforts with other MAN units or law enforcement 
agencies is not needed. 

Most MAN units would benefit from a regional or 
statewide coordinating and monitoring agency. As 
the funding of MAN units by state and federal agen
cies increases, so does the possibility that there will 
be greater insistence that MAN units work with re
gional or statewide coordinating agencies. 

Still another way of achieving a measure of coor
dination among units was found in Ohio. Personnel 
from approximately 13 MAN units in the state 
organized the Narcotics Association of Regional 
Coordinating Officers of Ohio (NARCO). The ob
jectives or the Association are to: 

• Promot.e coordination and cooperation in nar
cotic enforcement. 

• Encourage and promote the MAN unit concept 
of narcotic enforcement. 

• Provide exchange of intelligence and successful 
operational techniques. 

Membership in the Association is open to all nar
cotic invest.igators ·and prosecuting attorneys in
volved in narcotic cases; however, other non-voting 
police officers are also invited to attend meetings. 
Association officers consist of a President, Vice 
President, Secretary, and Treasurer. Meetings, held 
bi-monthly at different locations throughout the 
state, typically have an agenda that includes the 
participation of outside speake~s on narcotic sub
jects, granting awards for local police officers who 
make outstanding narcotic arrests or investigations, 
and discussions of topics that are of concern to the 
state MAN units represented. 

The significant achievement of NARCO is its pro
vision of a forum for discussion of problem areas af
fecting the units and the exchange of information on 
operational and administrative matters. Not only is 
there the exchange of intelligence and information 
through informal conversations before and after the 
meetings, but also the members remain in contact 
after they return to their respective units. The Asso
ciation has done much to enhance positive interac
tion among the units and in selling the MAN unit 
concept to others. The NARCO concept is one that 
other units may consider in the absence of an offi
cial vehicle to facilitate interaction among narcotics 
officers. 
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G. Unit Facilities 

The decision whether to locate a unit within a 
department or whether to use separate facilities de
pends on a variety of factors including the amount of 
funds available, geographical settings of the various 
departments, and the availability of either type of 
facility. For this reason, the author makes no recom
mendations as to which facility best serves the needs 
of a unit. The advantages and disadvantages of both, 
however, should be examined. 

A major advantage in using departmental facilities 
is the savings to a unit in cash outlay. The unit is able 
to accept the use of a facility and various types of 
equipment and supplies as an in-contribution from a 
particular department. Another advantage is the en
hancement of cooperation and support between unit 
agents and other officers. There is more personal 
contact among all officers and the unit's responsi
bilities will be better understood. When a unit is 
located within a major department, it has access to 
the department's records, files, lock-up and commu
nication facilities. Such support factors may still be 
available when a unit physically separates itself from 
the department. However, the loss qf regular int~r
personal contact necessarily detracts from the 
strength of the relationship between department and 
unit personnel. 

One of the major disadvantages in using depart
mental facilities, however, is the difficulty en
countered in maintaining agents' undercover identi
ties. If agents are seen entering and leaving a police 
department almost daily, their identities will be 
known to narcotic suspects within a short period of 
time. In a separate facility, the movement of unit per
sonnel is less conspicuous. 

Where a unit is located in a local police station, 
there may also be a tendency for departmental ad
ministrative officers to interfere with unit opera·· 
tions. When a unit is quartered with other investi
gative squads, which is typical, the unit director has 
to answer directly to the chief, who is a board 
member, while working for the commander of the in
vestigative bureau. This l:reates a violation of the 
principle of unity of command since the director now 
has two bosses. Although the chief's authority is un
questionable, it is the bureau commander to whom 
the director may go for advice in making everyday 
decisions. If a unit has separate facilities, however, it 
is organizationally sound for the director to commu
nicate directly with the chief without going through 
the bureau commander. In addition, a unit operating 
out of a department usually has to com.ply with the 



rules, regulations, and policies of the chief and the 
bureau commander, which may inhibit the opera
tions of the unit. 

If a unit must be maintained in a police station, it 
should consider locating its office in the police sta
tion of a small, fairly remot.e community. This will 
assist in removing the unit from an area where agents 
are likely to be seen by drug suspects. 

The primary advantage in using a separate facility 
is the security, in terms of visibility, that it. gives to 
unit operation. There are three main aspects to this 
security. The first is keeping outside knowledge of 
the unit's location to a minimum. This means t.hat 
marked squad cars should not visit t.he unit office 
and informants or suspects should not be brought to 
the office. A post-office box or false mailing address 
should be used by unit personnel, and the facility 
should be situatcrl so that agents cannot be readily 
seen entering and leaving the office by the public, 
especially during late evening hours when the heavy 
traffic of unit personnel could arouse curiosity. 

Second, a burglar alarm system will have to be in
stalled and connected to the nearest police agency, 
and, if possible, set to ring the director's and his 
assistant's home phone with a recorded message. The 
local department or sheriff's office should be asked 
to regularly check the premises in an inconspicuous 
manner. 

The layout of the office should also offer security 
factors such as the following: 

• If it is at ali possible, there should be only one 
entrance to the office situated so that no one 
can inadvertently or intentionally walk into an 
office. 

• The reception area where a secretary can work 
should be separated from the work areas of the 
office. 

• The records section should be situated so that 
the files are not the target of an easy daylight 
burglary. 

• There should be a separate room or enclosure 
which can be locked at night for the storage of 
records. 

The importance of security is exemplified by the 
experiences of some of the units which were visited. 
Three units experienced burglary attempts, one of 
which was successful. In that !'lstance, records and 
files were taken. In the other two cases, the per
petrators did not know they were breaking into a 
MAN unit. These incidents demonstrate the need for 
physical security of unit offices. 

An additional security factor that the director will 
have to consider in using a separate facility is the 

character and integrity of office maintenance person
nel. Whether maintenance is provided by the owners 
of the building or by outside contractors, the persons 
who clean the unit office should be investigated for 
criminal involvement. The local policy agency alld 
the IlHl.intenance company can be contacted for in
formation about the emploYees. Even the investiga. 
tion of the company's employees, however, may 
draw unwanted attention to the unit.. Maintenance 
crews should not have keys to the office, and unit 
personnel should be present when the cIe~llling crews 
are in the office. 

H. lock-Up Facilities 

Prisoners should never be detained in unit offices 
or facilities. Arrangements shou((\ be made with local 
departments for the provision of lock- up facil.ities for 
suspects arrested by the unit. In an unincorporated 
area Or a town with no detention facility, the arrestee 
should be taken to the county jail. Where warrants 
against unit suspects are given t.o local departments 
to serve, the issue of lock-up facilities docs not arise. 

A difficulty that may be encountered in lIsing local 
departmental facilities is that the unit is often unsuC· 
cessful in having local booking or arresting officers 
collect the necessary data about an arrestee. For ex
ample, if the unit needs personal history forms filled 
out on arrested narcotic suspects, many small depart
ments cannot or may not take the time to get the in
formation for the agents or take special photographs 
of the suspect for the unit. Thus, units may have to 
dispatch cover agents to the local departments during 
the booking of prisoners or shortly thereafter 1:0 ob
tain the information and pictures it desires. 

J. Decentralization 

Decentralization was found in two units visited
the Cook County and the San Diego units. The ex
perience of the Chicago unit shows some local condi
tions that justify decentralization for a MAN sq uad. 

This Cook County unit operates in a 1,200 square 
mile area having a population of more than 
6,000,000 persons. To get a team of agents from the 
north side of the county to the extreme soutb side 
may take up to several hours, depending on traffic 
conditions. Given the size of the popUlation 
throughout the county, the illicit drug and narcotic 
activity in the north, central, and south areas of the 
county is sufficient to warrant maintaining severa! 
teams in each area. Moreover, with a personnel com
plement of 52 agents and 9 clerical employees, it 
would be rather difficult for the unit to operate sub 
rosa from one office facility. 
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Because of these local factors, the unit maintains 
one central office and two sub-stations. The unit is 
divided into three groups, each under the command 
of a group leader. There is one group and several 
clerical staff members assigned to each office. The 
main office also maintains an office room for each of 
the other two groups so that they can operate out of 
it whenever the need arises. Evidence is kept in the 
main office only, as are all unit records, excluding ar
rest records. Although arrest records are kept in 
the main office, the groups also maintain duplicate 
arrest records arising from cases in their respective 
areas. 

Decentralization does not necessarily mean that 
each group has exclusive operational territories. 
Allowances were made for the fact that a narcotic in
vestigation or even a narcotic buy may be initiated in 
one place and terminated in another, distant locale. 
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There are efforts made by the unit director, however, 
to coordinate unit operations. Weekly meetings of the 
director, the intelligence officer" and group leaders 
are held. Afterwards, the group leaders meet with tIle 
team leaders. A telecopier is' used by all offices to 
facilitate the interchange of reports, rosters, logs, 
and forms among all units, thus reducing the need to 
hand-carry administrative and operational written 
material from one office to another. 

Each unit can best evaluate its particular need for 
decentralization. Often, geographical and population 
factors and costs are important determinants. Main
taining sub-units means extra costs for office equip
ment and supplies, and a substantiaj loss in time for 
maintaining communication, contaci, and exchange 
of information. In addit\on, decentralization can 
also create problems with regard to operations coor
dination. 



CHAPTER IV. ORGANIZATIONAL 
POLICY AND PROCEDURES 

A. Enforcement Policy 

A statement of the enforcement policy of a unit is a 
matter that requires the mutual agreement of all the 
law enforcement agencies involved. If it is not dis
cussed and agr~ed upon at the outset, it will cause the 
unit's director many problems after the unit is in 
operation. A MAN unit can concentrate on high
volume pushers, street-level pushers, or users. The 
first two types of offenders should be the targets of 
MAN unit efforts, although target selection depends 
on the environment in which the unit operates. Given 
the amount of drug activity in most parts of the 
United States, units usually do not have the time to 
work cases against users. Indeed, the majority of 
units do not even have time to investigate street-level 
pushers. In most of the sites visited, the enforcement 
efforts of the unit were directed against the high
volume pusher. 

1. Classification of narcotic suspects. The volume 
of sales that distinguishes one type of pusher from 
another is hard to quantify and varies from region to 
region. What may be a "big" pusher in one region 
may be a relatively small one in another. For exam
ple, in one unit visited near the U.S.-Mexican border, 
a buy attempt would not be made against a mari
juana pusher unless he could deliver over several 
hundn:d pounds of marijuana. The reason was not 
that the unit was uninterested in small dealers, but 
that there were so many marijuana pushers dealing in 
500 or 1,000 pounds that the limited manpower of 
the unit could not be used to investigate "small
time" dealers. In other regions, however, someone 
pushing several pounds of marijuana a week is re
garded as a big dealer. 

Another factor that complicates categorizing drug 
dealers is that, at the street sale level, users are usual
ly pushers and vice versa. A user generally buys more 
than he uses with the intention of selling the extra 
portion to support his habit. , 

To facil~tate the collection and dissemination of 
narcotic information, the California Narcotic Intel
ligence Network breaks down individuals involved in 

narcotics activHy into five highly detailed cat.egorics, 
(See Appendix D fot a definition of these categories.) 
The Stockton/San Joaquin unit; classifies drug and 
narcotic offenders into three categories-major nal'~ 
co tic traffickers, street dealers, and addicts. The 
following represent the criteria for each category: 

Major Narcotic Trafficker 
• Heroin-25 dime bags or an ounce 01' more. 
• Marijuana-one kilogram or more. 
• Cocaine-an ounce or more. 
• Any hashish oil or laboratory equipment. 
Street Dealer 
• Any lesser quantities than those mentioned 

above offered for sale. 
• Any non-user in possession of the above. 
• Marijuana in lots of over two-thirds 01' a 

pound, but less than two pounds (approximate
ly 300-900 grams). 

• Possession of over ten, but less than 25, dime 
bags of heroin, or any quantity over one-half 
ounce but less than one ounce. 

Addict 
• By marks, physical condition, and whl~re neces

sary, a urine test. 
• By admission of the arrestee. 

2 .. Enforcement priorities. In larger units or those 
units that encounter severe drug problems, the pri~ 
mary investigative effort should be directed toward 
the major pushers, while local departments direct 
their efforts toward the street-level dealers and users. 
Depending on local narcotic activity, it is possible for 
some MAN units to investigate both big pushers and 
street-level sellers, leaving the users to local agencies. 
MAN units should also handle those user cases where 
the users are an important source of information on 
narcotic activity and where the local departments 
may be unable to obtain information and coopera
tion from a defendant. Regardless of whether or not 
the unit handles cases involving users, local agencies 
must be constantly encouraged to turn over copies of 
case reports on arrested users. 

Occasionally, there may be instances of duplica
tion of effort in narcotics investigation. Local 
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acptlrtmcnts must be discouraged from working nar
cotic investlgations if it has been agreed that the 
MAN squad will handle all such cases. And conVerse
ly, unless enforcement polley is agreed upon from the 
very beginning, a MAN unit will be asked by the local 
chiefs to work cases inappropriately small in scope. 

Because the volume and type of drugs used varies 
among areas, it is important that units set priorities 
and objectives that they feel are appropriate for their 
respe(;tivc locales. This will help to ensure that the 
units actively pursue cases involving the various types 
of drugs on somc systematic, priority basis. Formula
tion of priority policy must include the participation 
of local chiefs. The policy should be reviewed after 
periodic evaluations as to the drugs that the unit and 
local departments encounter most frequently in the 
region. While there is a tendency to make a blanket 
recommendation about which drugs units should 
pursue most. actively, MAN units must be responsive 
to local conditions, problems, and preferences. 

The survey questionnaire asked the units to name 
the most prevalent drug in their locales. Of 102 
responses, 91 units specified marijuana, 7 units listed 
narcotics, 3 units named hallucinogens, and 1 unit 
listed stimulants. 

Marijuana, then, appears to be the most frequently 
encountered controlled substance. While it is dif
ficult to estimate what will happen if many states 
legalize or decriminalize marijuana possession, it is 
safe to say that. unless the distribution, sale, man
ufacture of marijuana are legalized, MAN units will 
continue to be concerned with anti-marijuana en
forcement. 

B. Participation in Non-Narcotic 
Operations 

Although the majority of MAN units are orga
nized and operated with narcotic enforcement as the 
sole objective, they are sometimes called upon to 
assist the local police departments in non-narcotic in
vestigations. In most cases, units comply when asked 
to assist in conducting such investigations since local 
departments have nowhere else to turn, and unit di
rectors realize the importance of maintaining good 
working relationships with these agencies. When 
asked how they handled the requests of local depart
ments to work non-narcotic cases, most directors re
sponded that they provided assistance but withdrew 
unit participation as soon as possible. Frequently, 
units become involved in non-narcotic operations 
because many pushers are involved in related crim
inal activity. It is common, for example, for a nar-
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cotic user also to be involved in various types of 
theft. Consequently, an agent working a narcotic 
case will also find himself investigating other types of 
crimes. 

While units should not go out of their way to ini
tiate non-narcotic investigations, when non-narcotic 
cases are encountered, units should investigate to the 
point where valuable information can be obtaint:d 
and then passed to the appropriate agencies. 

c. Manual of Procedure 

Agents are confused about what and how they 
should perform when policy and related directives 
are not written. An unwritten policy regarding some 
aspect of unit operation is susceptible to misinter
pretation and change on a daily basis, often depend
:ng on the supervisor who is issuing orders at the 
time. A manual of procedure, therefore, is an impor
tant item for MAN units. 

Of the 107 units that responded to the MAN unit 
questionnaire, 63 units indicated that they had a writ
ten manual of procedure" and 9 of the 12 units visited 
had such a manual. Most of the units, it seems, ap
preciate the need for a procedural manual. 

A manual of procedure is nothing more than an 
organized compilation of written directives. When a 
director and his assistants discuss the nature of in
formation about unit activities and the conditions 
under which it will be released to the press, they are 
making policy. When they issue orders or directives 
on this policy and consolidate these with other direc
tives into a single sourcebook, they are creating a 
manual of procedure. Of course, not all directives are 
incorporated into a manual. The directives that 
should be committed to writing fall into the' 'General 
Order" category; that is, those orders that deal with 
the entire unit.or a substantial part of it. The manual 
should be contained in a loose-leaf binder to facili
tate the revision of existing orders and the addition 
of others. 

The director and his staff are not the only ones 
who should assist in developing the unit manual. 
Unit planners should also make substantial contribu
tions. Some units have much of their policy detailed 
in the Joint Powers Agreement, while others have 
had their manual drafted by the local chiefs who 
originally planned the unit. 

Because unit agents represent different depart
ments and have been exposed to and governed by dif
ferent rules, a manual of procedure is of great im
portance to the unit and requires thorough planning. 
The Statewide Enforcement Coordinating Commit-



tee in Connecticut has developed a comprehensive 
manual because of its need to coordinate the activ
ities of the five MAN units in that state. (See Appen~ 
dix E lOr Connecticut's Standard Operating Proce
dure.) 

Vnits should also incorporate their rules and regu
lations into the manual of procedure. Like all orga
nizations, MAN units have a need to institute restric
tive rules to cover certain situations and areas of 
agent conduct where violation results in disciplinary 
action. Units must be careful that, in drawing up 
their rules and regulations, they do not simply copy 
those rules and regulations of the local departments. 
Unit rules must be suited to the particular needs of 
each MAN squad. At the same time, none of the unit 
rules should contradict those of the local depart
ments unless they have been cleared by the local 
chiefs. Local departments that assign agents should 
review the rules and regulations of the unit so that 
specific points of conflict can be discussed. This will 
help avoid misunderstandings after the unit is opera
tional. For example, a unit may not prohibit warning 
shots where a local department does. Preliminary re
view of this rule by all agencies will resolve the issue 
before it becomes a problem. 

Superfluous items should be omitted. Placing un
necessary restrictions on personnel inhibits their ini
tiative, discretion, and flexibility. Inclusion of items 
that are violated daily by all personnel without a sin
cere attempt to enforce them will only cause unit per
sonnel to formulate negative attitudes toward other 
rules and regulations that may be worthwhile. 

It is also advisable that the rules and regulations be 
submitted by the unit to the State's Attorney's Office 
or some other qualified party for legal review. This 
will ensure that the rules and regulations do not in
clude questionable restrictions that would make 
them vulnerable to successful challenges by police of
ficers or police unions and associations. 

D. legal Advisors 

None of the units visited employed their own legal 
advisor. They all relied on court officers, state's at
torneys, and county prosecutors as a source for legal 
advice. The Stockton/San Joaquin unit was excep
tional in that it had an assistant prosecuting attorney 
assigned to it on a part-time basis. The reasons that 
MAN units did not employ their own legal advisors, 
either part-time or full-time, were (1) the high cost of 
employing them and (2),.the availability of prosecut
ing attorneys. Realistically, the size of most units 
does not justify hiring one. The National Advisory 

Commission on St(~ndards and Goats I nnd the Inter
national Association of CIJicfs of Policc~ tcspcCtiVl'" 
ly recommend that departlllents of 200 and 250 offi
cers or (1)orc have a justifiable need :for full·tinH! lcgn'i 
advisors. 

The nced for legal advi.ce is not. irt question; it t;cr
tainly exists. Howevcr, when a unit needs II lcgtll 
opinion, the stale's aUorncy or his aSsiSltll'it is tlslInlly 
COHsuHed since they often are the only ones available, 
are knowledgeable of l.ocal cases) and will be in~ 
volved in the plea bargaining process. For these retl
Sons directors must strive to maintain a. cooperative 
relationship with the st.ate' s attorney and hill sta fr. 

Although there is a tendency for a unit and slate's 
attorney t.o work closely together, a unit should rc." 
[rain from taking state's attorneys along on raids and 
arresls unless absolutely necessary. The slale's at· 
torney, if present at a raid, can be summoned by the 
defense attorney as a witness, thereby preventing him 
from serving as the case prosecutor. 

E. Liaison Officers 

MAN units should encourage each police depart
ment to designate one of their officers as a Unison 
between the police department and the unit. Any 
contact between the two agcncies for operational 
purposes, such as the exchange of information and 
intelligence, can then be conducted through him. 
This officer should work either in narcotics or some 
other investigative function within the department. 
By utilizing a liaison officer, one particular in
dividual is contacted and asked for the information; 
he ensures that the information is obtained and re
layed to the unit. If the unit has any information for 
the department, it can contact the liaison officer 
directly, and he will be responsible for relaying it to 
the appropriate party. By the same token, the depart
ments should be encouraged to go through the same 
liaison officer when they need information or assist
ance from the squad. 

In small departments, the chief often designates 
himself as the liaison officer. This is understandable 
and also advantageous: the chief of a small depart
ment knows what is happening in his community; he 
is aware of all on-going operations within his depart
ment; and he is at the level of rank where he can en-

I "Police," National Advisory Commission on Standards and 
Goals, Government F:inting Office, Washington, D.C., 1973, p. 
285. 

2 "Guidelines for a Police Legal Unit," IACP, Gaithersburg, 
Maryland, p. 10. 
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sure that the cooperation or assistance requested by 
the unit is given. SimilarlY, in the larger departments, 
it is advisable that the Haison officer be of sufficient 
rank to obtain needed information and assistance for 
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the: unit. 
It is also adVlsabJe that local departments designate 

a standby or alternate liaison officer to be the contact 
person during absences of the regular liaison. 



CHAPTER V. STAFFING 

A. Unit Director 

1. Selection. When the establishment of a MAN 
unit is first contemplated, it. frequently occurs that 
the chiefs of the two or three major departments in
volved meet to select a mutually acceptable director 
for the organization. This is done so that the selected 
individual can immediately be charged with the re
sponsibility for unit planning and organization. 
While this type of selection process is expedient, it ig
nores the preferences and possible objections of the 
chiefs of participating smaller departments. Since the 
ultimate success of the MAN unit invariably depends 
on the degree of cooperation and coordination possi
ble among these departments, such a relatively nar
row and arbitrary selection process for unit director 
is not recommended. 

At the very least, a frank discussion among all of 
the participating chiefs should precede the selection 
process. Ideally, the responsibility for the selection of 
a director should rest upon the decision of all of the 
participating chiefs, although it is understood that 
this ideal is not always practical or even possible. For 
instance, the grants of several MAN units specify 
that the director be selected from one particular 
department, usually the largest participating depart
ment. The reasons are valid. The large departments 
furnish the office space and most of the personnel, 
vehicles, and equipment. In addition, their jurisdic
tional area usually contains most of the illegal nar
cotic activity in the region. In most cases, it is 
necessary for the narcotic enforcement function to be 
coordinated with other related units (e. g., vice and 
intelligence) operated by those departments. When 
such grant requirements exist, it is essential that all 
participating agency heads know why such condi
tions are in the grant. This philosophy of coopera
tion should also apply to the selection of unit super
visors. The director should select unit supervisors or 
team leaders from different agencies whenever possi
ble. 

2. Local versus external candidates. The selectors 
of a unit director may either assign a local officer or 
bring in an outsider. Where such an option exists, the 
advantages and disadvantages of each should be con
sidered. 

The strongest justification can probably be mudc 
for the choice of ,~ local officer. A local candidate 
usually has better knowledge of local problems find 
conditions and will be more familial' with criminal 
activity in the area. Even more important, the local 
unit director will personally know the chiefs and 
police officers with whom he will have to work. He is 
also likely to have personal contacts in the various 
police departments and within the; community who 
can give him information and general assistance from 
time to time. 

Selecting an outside candidate does have some ad
vantages. First, where the desired level of expcd<:r\cc 
and expertise is not to be found among local persoll
nel, an external search may yield a director with the 
desired MAN unit experience. An external candidate 
also tends to have a less parochial outlook since he 
has worked with different units and under different. 
local conditions, His willingness to move to a new 
location to command a unit is also a factor to COIl

sider. The search for an external candidate should be 
made by a committee appointed, or at least approved 
by, all participating chiefs, 

In units where MAN unit directors from outside 
the area have been selected, they have performed suc
cessfully. The main consideration, however, is that 
the chances of success be maximized by the selection 
committee. In the world of MAN units, cooperation 
and coordination of effort is one of the most impor
tant requisites for success and, personal qualities be
ing equal, a local man may be in a better position to 
promote cooperation among participating agencies, 

3. A dministrative skills, The ability of a unit 
director to handle administrative duties is crucial. 
His responsibilities include: establishing and main
taining record systems, purchasing equipment, budg
eting, maintaining fiscal checks, monitoring public 
relations, and maintaining coordination and com
munication with participating police departments. 

Ideally, candidates for the job of director should 
have both administrative skills and operational 
knowledge of narcotics enforcement. Selectors 
should look for a balance in the two abilities when 
evaluating candidates. Where no candidate is qual
ified in both areas, however, administrative ability 

27 



must be m1lked first because a director can Hot func
tion without it. Operational knowledge can be ac
quired more easily than can management expertise. 
A director with no previous~ narcotics experience can 
minimize his initial inv()~vement in operations, dele
gating certain duties to experienced subordinates un
til he learns mOre about narcotics enforcement. 

Notwithstanding this preference for administrative 
skills, the narcotics enforcement experience of a can
didate also should be evaluated. This type of exper
ience is important because of the differences between 
narcotic investigation and other police functions. 
Vice investigation is perhaps most closely related to 
narcotics work since it involves intelligence gather
ing, surveillances, undercover work, and the use of 
informants. General investigative experience is also 
helpful. While patrolmen may be unfamiliar with the 
work done in case preparation, an investigator or an 
investigations supervisor knows what: constitutes a 
good case in court. In order of preference, then, what 
should be sought in a MAN unit director after ad
ministrative ability is narcotic, vice, or general in
vestigative experience. 

4. The assistant director. Regardless of the unit 
size, someone should be designated as an assistant 
director. The selection for this position should be 
made by the director since he will have to depend 
heavily upon his assistant. The primary function of 
the assistant, aside from being in charge in the ab
sence of the director, is to assume a large portion of 
the workload usually done by the director. These ac
tivities include: reviewing daily reports and act.ivity 
sheets, general supervision of agents, making as
signments, controlling caseloads, and supervising 
operational work such as surveillances and buys. Just 
as important, the assistant acts as a buffer between 
the agents and the director by handling small prob
lems and answering the everyday questions of agents. 
In small units, which typically experience manpower 
shortages, the assistant can occasionally be utilized in 
an operational capacity by participating in surveil
lances, interrogations, and the debriefing of in
formants. 

In larger units there may be a need for designating 
someone to be an administrative assistant. Unlike as
sistant directors, the administrative assistants have 
no special rank or supervisory duties. However, be
cause of special" abilities, they are given a number of 
administrative duties, which include bookkeeping, 
budgeting, mopitoring and controlling expenses, 
writing and monitoring the MAN unit grants, pur
chasing, and controlling and maintaining equipment. 
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I n addition, these assistants can serve as cover agents 
on certain operations. 

B. Selection of Supervisors 

The selection of unit supervisors requires careful 
consideration. For example, the director must decide 
whether he will bring into the unit someone who is 
already a supervisor or "promote" someone who is 
capable of fulfilling the supervisory function. Ideal~ 
ly, a director should seek permanent supervisors 
from departmental narcotic sections or those who 
have had !1e,l"cotic experience. Where this is not possi
ble, however, it is recommended that unit agents 
familiar with narcotic enforcement and unit opera
tions be appointed as supervisors. Notwithstanding 
the problem of having someone supervise people who 
have been his co-workers, there are several advan
tages to this policy. First, as we ;lave mentioned, the 
director is assured that t.he supervisor has had nar
cotic experience and is familiar .with unit operations. 
The director can select someone he determines has 
leadership as well as administrative ability. Because 
leadership tends to be situational in nature, bringing 
in an outside supervisor from some other police func
tion does not guarantee supervisory capability in nar
cotic enforcement. High morale and individual in
centive can be maintained by rewarding agents 
through promotion within the unit. The director, if 
dissatisfied with an "in-house" supervisor, can re
assign him to agent status, thus avoiding a situation 
where he is stuck with a permanent sergeant who per
forms inadequately. This is important since sergeants 
in many small departments are operational personnel 
and do not have supervisory duties. 

A director should also anticipate that a police chief 
may wish to assign a sergeant to the MAN unit, a sit
uation that would force the director to "make" a 
position for the sergeant. The director should be firm 
in his insistence that no sergeants be assigned to the 
unit unless requested. This policy will also eliminate 
instances where an individual with the permanent 
rank of sergeant works as an agent and may even be 
supervised by someone with a permanent rank of 
patrolman. 

Another problem area in this selection process is 
the tendency to select the best agent to be a super
visor. Investigative ability is not the same as super
visory ability. A director must look beyond the 
former in making his selection. A probationary 
period will reduce the risks inherent in the whole 
selection process. 



CHAPTER VI. ADMINISTRATION 

A. The Command Structure 

1. Unity oj command. The principle of unity of 
cOIl;'Imand is that each individual is under the direct 
coznmand of only one superior. Unfortunately, the 
organizational structure of a MAN unit encourages 
violation of this principle. A unit's governing board 
is comprised of not one but a number of members to 
whom the director may have to respond individually 
outside of board meetings. In addition, one of the 
board members is likely to be the director1s superior, 
the chief of his department, and when the unit is 
located in a police department, the director may have 
to answer to an investigative bureau commander as 
well. 

Violations of the principle of unity of command 
notwithstanding, MAN units can and do operate 
under these potentially adverse circumstances. For 
example, .in the Lansing, Stockton, and Tucson 
units, the directors are under the command of a 
Bureau or Division Commander. Yet the directors 
answer directly to the department chief in many mat
ters. Despite this unorthodox relationship, units are 
able to operate smoothly and effectively mainly be
cause the directors serve under bureau commanders 
who understand the difficulty of their position. The 
commanders understand that there will be times 
when the directors have to go around them and di
rectly to the chiefs. Concomitantly, the director 
eliminates many difficulties by going through the 
commander whenever possible and by keeping the 
commander well informed, even jf only on an unof
ficial basis. 

When a ; 'nit operates out of a police department, 
the director ideally should report directly to the chief. 
Nonetheless, there should be close coordination be
tween the unit and the other investigative sections of 
that department because records and equipment must 
be shared and many narcotic investigations spill over 
into other enforcement areas such as vice. and orga
nized crime. 

Internally, a unit will also experience some diffi
culty in adhering to the principle of unity of com
mand because agents sometimes must answer bath to 
the director and to a chief or sheriff. If an agent is 
permitted to contact his chief at any time, or if their 
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discussions lead to unit administrative malletS, the 
authority of the ditector may be subverted. The easi
est way to avoid this problem is for the director to 
establish a structured chain of command und insist 
that it be followed by everyone, Thus, if an agent 
wishes to see his chief, he should notify the director 
or one of the supervisors and explain the reasons for: 
the desired meeting. 

tn many units visited, agents were expected to con
tact their chiefs on a weekly basis and brief t.hem Ori 

general activities. Although these units suffered no 
apparent problems as a result of this prnctice, the 
potential for difficulty is there. 

2. Delegation oj authority, The wide scope of 
duties and tasks for which a director is responsible 
makes it necessary that he delegate some of his au
thorit.y. As much as a director may want to be in
volved in all phases of unit operation and administra
tion, he simply cannot stretch his time and energy far 
enough to do this. Even in the small units w.it.h six or 
stven agents, such as the Cameron County and MAT 
units, the directors find it difficult to perform ad
ministrative, supervisory, and operational duties' as 
well as maintain inter-agency relationships and pub
lie. relations for the unit. 

Delegation of work by a director depends on (I) 
the number of his duties, (2) the availability of man
power, and (3) the capabiiity of unit personnel to 
assume some of the director's duties. Of the three, 
the first factor is the most important one. For exam
ple, ln the Lansing and Stockton units, the directors 
were in charge of investigative sections other than the 
MAN unit. It was necessary for them to rely heavHy 
on others to manage the unit. If sufficient manpower 
is available, the director can also cf.degate a substan
tial portion of the administrative. tasks such as budg
eting, bookkeeping, and purchasing. 

The leader of a unit must also considt~r training 
someone to assume the director's roie during any 
temporary or extended absence. This not only pro
duces continuity in unit operations but also allows 
subordinates to assume greater duties and gain ex
perience and expertise in various areas. 

3. Titles and rank. The titles of the officers in 
charge of the various units have included cornmand-



recorded agent reports, performing bookkeeping 
tasks; and purchasing various items and supplies. In 
addition, she may be called upon to glibly give some 
cover story on the telephone or perhaps search a 
female informant prior to a controlled informant 
buy. Hccau$c she will be required tel do a variety of 
jobs, flexibility Oli hcr part will be very important. 
Her hours may be irregular, and she will also have to 
be light~lipped regarding the information to which 
she has access. This ability to keep information to 
oneself must extend to internal matters so that she 
does not repeat what she overhears in a conversation, 
ror example, between a local chief and the director 
regarding one of the agents. 

Secretaries Can be recruited in a variety or ways. 
An ad placed in local or area newspapers without 
mention madc of the organization can be utilized. 
Requircments regarding the assortment of duties and 
irregular hours should be included in the ad to elim
inate those secretaries who desire specific duties and 
hours. U nit personnel can inform the secretaries 
working in the participating departments or in city 
government offices of the existing vacancy. A third 
alternative is to go to the waiting lists of secretaries 
who are trying to get employment with the various 
town governments or with participating police d~ 
partments and sheriff's offices. Often the secretaries 
on these lists have already been subjected to back
ground checks, particularly if they were considered 
for sensitive jobs. If a background check of a secr~ 
tarial candidate has not been made, however, the unit 
commander will have to conduct his own thorough 
background investigation. 

H. Specialized Personnel 

As in general law enforcement, there is also need 
for specialized personnel in MAN units. in the small
er units, an agent" :;pecializes" when he is assigned 
certain special functions in addition to his general 
duties. in the larger units, an agent can be assigned to 
full-time specialized functions. Some of these special
ized tasks are: evidence officer, intelligence officer, . 
intelligence analyst, and canine officer. While there 
are many advantages to making specialized assign
ments, the director must remember that there is also 
a point of diminishing returns. For example, the 
greater the increase of specialized positions, the 
greater is the depletion of the main body of general 
agents. In addition to this, the tasks of coordinating 

and supervising all unit functions become more diffi
cult. 

111 some units an agent is assigned to process all 
narcotic evidence. Evidence officers can ensure that 
evidence is securely stored and that all accompanying 
offense reports are complete so that the ca')es are 
ready for court. They can also monitor cases to make 
certain that evidence will be destroyed after the cases 
have gone to court. 

If someone cannot bl': assigned full time t.o the job 
of intelligence officer, it should be assigned as a 
part-time function to an agent, supervisor, or even 
the directOl' if the unit is a small one. Regardless of 
wbo performs as the intelligence officer, someone 
within the unit should process information as it 
comes in, ensuring that information is checked 
against existing unit intelligence and logged. This of
ficer should also see to it that pertinent information 
is disseminated to unit personnel and other appropri
ate agencies, and that needed additiohal information 
is gathered. Although thi$ position is a very impor
tant one, the director must make certain that the 
amount of intelligence work is sufficient to justify a 
full-time assignment. If not, then the intelligence of
ficer should be given additional duties. 

The primary functions of til,; analyst are to eval
uate information which has been gathered, make 
judgments based on that evaluation, and determine 
whether further information will be needed. If fur
ther information is required, the analyst must be able 
to determine how the additional information will be 
gathered: that is, whether it should be obtained 
through surveillance, an informant, or an undercover 
agent. 

The functions of an intelligence officer or analyst 
should be entrusted to individuals who possess the 
personal characteristics to do an effective job. These 
qualities include the ability to do without the more 
exciting aspects of narcotic enforcement. In other 
words, he must be content to handle routine, often 
tedious work. Simultaneously, however, he must 
have the initiative to go beyond the obvious and 
develop alternative solutions to a problem. This r~ 
quires an analytical and curious mind, the ability to 
look paH unimportant and irrelevant information 
and focus on the crucial aspects of a problem. A 
director should be willing to go outside the unit if 
necessary to hire a capable individual. This person 
may be a local police officer, or he may be a retired 
analyst or intelligence specialist from the military or 
other governmental agencies. 
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from several police agencies and, in addition, hired 
civilian agents who volunteer to assist the MAN unit 
as "special agents" at a salary of $500 a month, 
When originally interviewed, an attempt IS made to 
discourage participation by describing the dangers, 
lil>,{assment, and problems they will face as lInit 
agel)ts. If the pwspective agents cannot be dissuaded 
from their original intent, they are then considered 
for employment after a thorough background check 
is m~de. When hired, the civilian agent is assigned to 
one of the regular agents, who provides trr~ining, The 
new ernploy~e meets most of the cover agents, but he 
is not introduced to undercover agents. Despite the 
fact that he has arrest powers, a civilian agent is not 
allowed to make arrests or carry a weapon. 

Approval for employment of a civilian agent is 
made by the governing board of the unit. An ar
rangement is then made with the financial officer of 
the project so that the civilian agent can be paid 
through a fictitious name. The real identity, personal 
history, and social security information on the agent 
is kept secure in a safe, and is known only by the 
financial officer and unit personnel. The agent is 
hired for four months with the understanding that he 
will be terminated at the end of that period. 1 t is 
understood that after terminatio'u, he will testify on 
the cases he has worked. In some instances, where the 
civilian agent's identity is still secure, he may be 
rehired for another four months. The agent is re
sponsible for procuring his own insurance and hos
pitalization. 

Some units hire only agents who have had previous 
police or investigative experience. A unit commander 
should realize, however, that by hiring experienced 
officers he will have to pay wages that are compara
ble to local police departments. Thus, the savings in 
cost will be substantially reduced. At the stime time, 
the money for wages will have to come from the 
grant source and the local departments. While many 
departments will assign an officer to a unit, they are 
often reluctant to contribute $8,000 or $10,000 per 
year to pay for hiring an agent. 

F. Women in MAN Units 

Alth01Jgh opinions rer :ding the utility of females 
differed among directors, a female agent can be of 
great value to a unit. For example, in surveillances, a 
female alone in a car or with a male agent is less con
spicuous than one or two male agents in a car. Fe
male officers can be utilized in searching female 
suspects and informants used in controlled buys. 
Even in making agent-buys, female agents draw less 
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suspkion from a pllsher than docs H maJe tI(1,C!\t. 

When n felnale ageltt posins ns a q~irl fricnd" at;> 
companies a male agent in ~l buy. th(:n.: is uSHally jl~5S 
suspicion of the male agent. Size is the major elmw
back in utilizing females, accQrding to sotne tliroe
tors. Most agents; they (lrgile, would rather !wvo II 

male agent backing them tip in case of physical 
danger. If a malc agent. needs a female ns a cornpnn· 
ion in a btlY, detractors arglle, a [cula[e informant 
can be used. A problem wilh this argument is that (1) 
female informant.s ure nOt always avni!able, and (2) 
the reliability of an informant irl a tlu'c(ltening situa
tion is questionable. 

Another common criticism of the usc of female 
agents is the potential problem of intimmc relation
ships between male and female agents. Rc~distically, 
this objection is not valid. Certainly t.he snme poten
tial for this type of problem exists between tn~tlc 
agents and secretaries or female informnnts, yet these 
females are not excluded from unit work because of 
sex. The director and supervisors must set t.he motuJ 
tone for the unit. [f t.hey are adamant in prohIbiting 
any intimate relationship between maJe agents and 
female agents, the problem may be prevented. 

Perhaps the most seri.bus ptobJern in employblg 
female agents is that male agents tend to be over~ 
protective of them. Male agen.ts do not like to babysit 
female agents, and the females in turn resent patcr~ 
nalism. Overprotectiveness, however, arises from the 
social norms and attitudes learned by both mCI) and 
women since childhood. One cart safely predict that 
given current trends, this attitude will change 
throughout society. I n a M..<\N unit, the attitudinal 
change is generally very fast. After a period of time, 
a capable female agent is usually accepted as a regu
lar member of the team. Conversely, women agents 
tend to overcompensate in their attempts to prOve 
that they can .0,0 the work. Therefore, directors and 
supervisors must make certain that female agents do 
not unnecessarily place themselves in hazardous situ
ations. 

Of the .12 units visited, five employed female 
agents. Three of the units were those that also used 
civilian agents. It appears that civilian-staffed units 
use women more frequently than do officer-staff 
units for previously stated reasons. 

G. Secretariat ~ersonnel 

The position of a secretary in a MAN unit is a very 
important one. The secretary is responsible for regu. 
lar secretarial duties, such as handling written ~nd 
telephonic communications, typing written or tap0-



with no police experience. The relatively low cost is 
the most important factor to consider. The two units 
using these types of individuals paid them $500 a 
month. The agents were responsible for obtaining 
their own life insurance and hospitalization. For its 
money, the unit theoretically received 20 hours a 
week from each agent. In practice, however, the 
agents would voluntatily contribute significantly 
more time to their duties. 

Unlike assigned officers, civilian agents are not 
known to the drug crowd as police officers. They are 
especially valuable in a rural or small city regions 
where the majority of the local police officers are 
well-known by the population. Another advantage in 
the use of civilian agents is that they are usually 
employed with the understanding that their jobs are 
temporary. When they become known by local push
ers, they can be discharged. The director should 
make an effort to find them a job. It has been found 
that when an agent is discharged, he has little dif
ficulty finding another job with a different MAN 
unit in adjacent areas or elsewhere in the state. He is 
much better equipped than an assigned agent to 
transfer to another unit because he is usually young, 
single, and does not lose any seniority or fringe 
benefits. 

Single civilian agents are not hampered by family 
problems that may arise when a married agent has to 
work irregular hours or when he must drastically 
change his lifestyle to fit the role of an undercover 
agent. At the same time, the single civilian agent is 
able to participate in temporary transfers or assign
ments to other units or locations. 

The unit director will be able to hire female agents 
more readily if they are civilian agents. Hired female 
agents do not have to fulfill certain requirements im
posed by most police departments regarding height, 
weight, and physical agility. Also, the director does 
not have to compete for a female agent with other 
departmental units such as juvenile, investigation, 
and patrol. 

2. Disadvantages in the use of civilian agents. 
There are numerous disadvantages in using civilian 
agents with no previous police experience in a MAN 
unit. First, they have to be trained in all facets of 
police work. Not all police officers are trained in nar
cotics, but they do have training in other areas of 
police work which are closely related to narcotic 
work. Experienced police officers aTe familiar with 
criminal law, search and seizure, ir.terviewing, inter
logation, report writing, search warrants" and case 
investigation. These are subject areas in which ci
vilian agents will have to be trained. At the same 

time, it is likely that police officers assigned to the 
MAN unit will be those officers who have had nar
cotic responsibilities and experience in their own 
departments, elliminating the need for immediate, in
tensive training;. 

Generally, ciivilian agents do not have the police 
experience that an officer has acquired in dealing 
with both the law-abiding public and the criminal ele
ment. Police officers may respond to hazardous situ
ations more calmly because they have been exposed 
to them previously. The regular police officer also 
has learned to have the proper amount of respect and 
fear of certain situations. 

The civilian agent may be resented by regular 
police officers, upon whom he must count for in
formation. Civilian agents may not be considered 
real law en for-cement personnel by local police of~ 
ficers, thus hindering cooperation between the unit 
and local police officers. Civilian agents also will not 
have friends and personal contacts in the various 
police departments. 

If civilian agents are used, a strong, concerted ef
fort by the director must be made to establish sound 
rapport with the police agencies in the MAN jurisdic
tion. Again, it must be pointed out that these com
ments refer to those units which hire agents who have 
not had police experience. When hired agents have a 
~aw pnforcement background, these advantages and 
disadvantages generally do not apply. 

3. Recruitment and selection of civilian agents. 
Units which hire civilian agents without police ex
perience can recruit through personal contacts of 
unit personnel and from criminal justice programs in 
local colleges. An individual who is recommended to 
the unit can be quietly contacted by the director to 
see if he is interested in narcotic work. If he expresses 
interest, the cand{date can be interviewed to deter
mine his general interest in narcotic enforcement and 
his feelings on a variety of things, including the use 
of drugs and narcotics, their legalization, and his per
sonal use or experimentation with drugs. Before an 
agent is hired, a thorough background investigation 
should be conducted. Special attention should be fo
cused on his friends and acquaintances to prevent 
employing someone whose close friends may be in
volved in the use or sale of drugs. It must be stressed 
to the student that his candidacy for the job is to be 
kept confidential so that, if he is employed, his effec
tiveness in an undercover capacity will not be af
fected. 

It would be useful to examine the one unit that 
hired part-time agents to supplement assigned police 
officers. This particular unit uses assigned officers 

33 



in selection. Notwithstanding these examples, there 
are a number of reasons why married agents are im
portant to a unit. A married agent can be a stabilizing 
factor in the unit. The fact that he has a family to re
turn to may cut down on extra-curricular activities on 
his part. Moreover, he may tend to be more cautious, 
safety conscious, and career conscious than the single 
agent. In sum, a family can be a source of strength to 
an agent. 

It is sound policy for a unit director to interview 
the wives of agent-candidates. The most important 
question to ask the wife of a candidate is that of her 
feelings toward her husband's becoming a narcotic 
agent. It must be recognized that, if a wife is strongly 
against the idea of her husband working in narcotics, 
his problems at home may affect his work. 

The candidate's wife must be advised of some of 
the problems that she and her husband will encounter 
after he assumes his role as an agent. When an agent 
works undercover, he will have to assume a shabby 
appearance and Jive the lifestyle of people in that par
ticular sub-culture. In addition, he must pick up the 
language and develop the "rap" and jargon of the 
street, he must interact primarily with the people who 
are involved in the use or sale of drugs, and he must 
become adept at being devious. All these factors can 
have a detrimental effect on the agent, his personal
ity, and his family life. 

The social life of an undercover agent will be re
str.icted because he may not be able to participate in 
certain social events associated with his police depart
menL There may be some adverse reaction from an 
agent's neighbors, friends, and fellow police officers 
to his new lifestyle. The fact that he is still a police of
ficer working on special assignment does not prevent 
the transfer of people's views and opinions on the 
"long hair" segment of society to the agent. 

D. Screening Devices 

Despite the importance of personnel assessment in 
selection, no units were found to employ formal se
lection devices, such as personality tests; however, 
test utilization is recommended. When tests are not 
used, too great a burden is placed on the director's 
interviewing skills. Given the expense and complexity 
in administering the tests, units should rely on any of 
the local departments that utilize psychologists in 
their personnel selection process. The tests would be 
important in screening out individuals with psycho
logical problems. 

Polygraph machines are also useful in the selection 
of personnel. Two units required polygraph tests for 
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the selection of its agents: the Broward County unit 
and the MAT unit in Ohio. 

As part of the background checks on candidates 
seeking positions as civilian agents with MAT, the 
Ohio State Criminal Investigation Bureau asked the 
candidates polygraph questions relating to involve
ment in illegal activities. The Broward County unit 
has a more complex task. The unit utilizes assigned 
agents who frequently are selected by the department 
chief. Before they come to the unit, however, they 
are informed that they must submit to a polnraph 
and that, if they fail the test, they will not get the job 
and their chiefs will be told the reasons for rejection. 
At that point the agent has the discretion to withdraw 
from the selection process. A candidate is asked 
questions in the following areas: 

• Biographical and medical data. 
• Military history. 
• Financial background. 
• Reason for applying for the job. 
• Previous police service. 
• Personal knowledge of narcotics (use or sale by 

himself or members of his family). 
• Use of intoxicants, 
• Gambling habits. 
• Arrests or convictions relative to himself or 

members of his family. 
• Guilt in undetected crimes. 
• Acceptance, receipt, or solicitation of a bribe. 
• Reports and testimony as a police officer (false 

reports, perjury, harsh treatment of prisoners). 
• Other acts of misconduct. 
• Family approval (of the prospective job with 

the unit). 
By using the polygraph test, the director can 

simplify portions of the selection process. Much of 
the guesswork regarding the honesty and integrity of 
the candidate is eliminated. 

E. Civilian Agents 

The decision whether or not to utiEze civilian 
agents is a complex one. The question here is not 
whether civilian agents are useful. Their employment 
in the past has demonstrated their utility. Instead, the 
question is whether or not local conditions are COIl

ducive to hiring and using civilian agents. For exam
ple, it must be determined if the participating chiefs 
are favorable toward using hired agents and if there 
are enough qualified candidates locally to guarantee 
the MAN unit essential personnel. 

1. Advantages in using civilian agents. There are 
some very sound advantages in using civman agents 



tion. The point is not that corruption or dishonesty 
is prevalent., but that it may be unwise to place a 
heavily indcbted jndividllaJ in a tempting situation. 

A candidatc whose background cheGk indicates 
that he is of queStionable integrity should be elimina
ted, There is no room for such persOns in a MAN 
unlL They are a greater risk than the debHidden in
dividual, The financially burdened individual may 
cause the unit. problems; the person lacking in int.eg
rity will cause problems because he will have numer
ous opportunities to abuse the system. 

4. Investigative abillty. Another quality to look 
for in a candidate is sound investigative ability. To 
do this a unit director should examine the cases that 
the candidate has investigated and the case reports he 
has written. Specifically, he evaluates the candidate's 
capabilities in such investigative requisites as inter
viewing, interrogating, and report writing. 

If the candidate has previously worked as an inves
tigator, it is important to consider his ability in clear
ing cases, his perseverance in pursuing investigations, 
and his willingness to participate as a team member. 
In evaluating his commitment to the police effort in 
general and the investigative function in particular, 
attention should be placed on the training programs 
the candidate has attended and any extension or cor
respondence courses he has taken. 

The communicative ability of a candidate cannot 
be over-emphasized. An agent spends much time 
talking to people, not only on official police busi
ness, but also in "rapping" with informants. There
fore, the director should pay attention to the candi
date's ability to express himself verbally. 

The ability to make sound decisions should be ex
pected of the successful candidate. Like any other 
police officer, a narcotic agent must make split
second decisions based on limited information. An 
undercover agent inside a house trying to make a 
buy, for example, is making decisions that not only 
pertain to the success of a case but also to his own 
safety. At the same time, his cover agent must also 
make fast and difficult decisions as unforeseen cir
cumstances arise. Because so many of their opera
tions cannot be minutely planned, agents have a con
siderable amount of discretion. The probationary 
period of the agent will further enable the director to 
assess the agent's ability in decision making. 

A discussion of the amount of education required 
or desired of MAN unit agents opens up the same 
arguments as it does in the general selection of police 
officers. In the case of MAN units, the issue is usual
ly resolved by the general educational requirements 
and assignment policies of the various police depart-

ments contributing manpowl:r. Educational criteria 
should be balanced with training, general experience, 
and communicative and inventigative abilities. There 
should be a thorough evaluation of the duties to be 
performed by the agents and the specific qualities 
needed to perform these task!l. For example, a gener
al high school edw;ation a}:td specialized narcotic 
training are usually sufficknt for narcotic work. 
However, a specialized posifjon such as intelligence 
analyst or an administrative assistant who will write 
grants and perform budgeting duties may necessitate 
someone with more education. 

Because the physical requirements for MAN unit 
assignments are uwally no different from those of an 
ordinary police agency, the ~;election of unit per1>on
nel from participating polio;: departments poses no 
difficulty. MAN units will llot encounter the prob
lems that police departments do with regard to 
height, weight, physical agility, or eyesight require
ments. 

The most important physical aspect to be evalua
ted is the appearance of the candidate. A candidate 
should resemble as much as possible the type of char
acter whose role he will play. This will vary with the 
local drug scene and the enforcement policy of a par
ticular unit. For example, i:1l Tucson where the en
forcement efforts of the Ulilit are oriented toward 
dealers who sell to wholesale buyers, agents must 
look like buyers coming f;,om other parts of the 
country to buy multi-kilos of marijuana or multi
ounces of heroin. Converse]iy, the Lansing unit gen
erally requires agents to look like addicts or small 
buyers. 

Every department or agency has members who do 
not fit the publ'ic'3 idea of a "police officer." This 
along with the ability to.roit: play enables a candidate 
to be a very effiective agent.. Often, it is not only the 
appearance of thl! agent which may give him away, 
but also his total demeanor and conduct. Many po
licemen, after ~l certain number of years on the job 
behave and act like the public's stereotype of a police 
officer. 

5. Stability oj agent 's jamily life. Another consid
eration is the stability of the candidate's family life. 
Although some people may question the wisdom of 
considering the candidate's personal life, it is a very 
important factor, because narcotic work places ex
treme strain on an agent's family life. If a candidate's 
family life is unstable, it will probably deteriorate 
further if he becomes an agent. Some municipal po
lice agencies require that their narcotic agents be sin
gle. Other agencies view the stability of the candi
date's family life as the first factor to be considered 
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primary, and sometimes only, advantage in selecting 
a candidate who has had little or no experience in 
police work is that he is not known as a police officer 
by the local communitY and those involved jn drug 
activity. It should be r.emembered! however, that: a 
new recruit does not yet know police work and must 
be taught the basics that an experienced officer al
ready knows. The recruit must be given on-the-job 
training in general police procedures as well as in nar
cotic enforcement. Because he is inexperienced, he 
will require closer supervision. Placing a new police 
officer in narcotic work may adversely affect his 
long-term career. In many cases, young officers reas
signed from a MAN unit to patrol duties are unable 
to make the adjustment. The relative f1exibility in 
schedules and methods of operation are antithetic to 
the regimented work schedules, procedures, and pub
lic exposure of patrol operations. An experienced of
ficer knows what is to be encountered when he leaves 
the MAN unit and recognizes the type of adjustment 
that he will have to make when he gets reassigned to 
his department. A young recruit may not be aware of 
these factors. It is recommended that, if a recmit of
ficer is assigned to the unit, the duration of such as
signments should be as short as possible. 

Selecting a police officer with too much time on 
the job can also create problems. For example, such 
an officer may be too well known by the people in the 
community or local area to be used as an undercover 
agent. Because of his age, he may not pass as a user. 
His primary us'e might be as a cover agent, or on cer
tain occasions, he may be able to pass himself off as 
a "businessman" buyer. 

2. Personality. Versatility in an agent is also im
portant. An agent must be able to shift from one role 
to another very quickly. He must be able to unlearn 
certain idiosyncrasies of a police officer and adopt 
the characteristics of an addict or pusher. An in
depth interview of the candidate and some exercises 
in role-playing are essential in evaluating if the candi
date's personality is compatible with the duties of a 
unit agent. 

A unit agent should preferably be the type of indi
vidual who "got around" in his youth, who did a va
riety of things, who mixed with different crowds. As 
an agent, he will have to get along and communicate 
well with people from various backgrounds. If an 
agent has never worked, played, or lived around 
Blacks, Chicanos, or college students, for example, it 
will be very difficult for him to interact with them. 

A MAN unit director wants to select those candi
dates who have shown an interest in drug enforce
ment, although he should realize that there are candi-
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dates who have had little opportunity to demonstrate 
this interest. During the interview of the cnndidntt:'i 
the director should keep the following questions in 
mind. When the candidate had the opportunity to in
vestigate drug cases, did he simply report what was 
said to .him or did he make some effort to dig a .little 
further to verify the accuracy of the infor.mation? 
Did be take those extra steps in the investigation 
which would simplify the follOW-lip invest.igation for 
others? What kind of lnteUigence or infonnation has 
this officer passed on to the narcotic units or investi
gators in the past? Has he established a relationship 
with any of the narcotic officers or investigators in 
order to pass along or obtain information? What 
books or other material has he read to familiarize 
himself with the field? A candidate is not expected to 
know everything about narcotics before he comes to 
the unit, but his responses to such questiohs give an 
indication of his interest or lack of interest in drug 
enforcement. 

Closely related to the element: of interest js the can~ 
didate's commitment to his particular job and to Jaw 
enforcement in general. By talking to a candidate's 
superiors, a director can determine whether the can
didate is willing to make the necessary sacrifices in 
terms of time and effort to get the job done, This fac
tor may seem insignificant here, but it will become 
very important later when such sacrifices become an 
everyday part of the agtnt's life. While commitment 
is important, a candidate should not be overzealous. 
For example, an agent may want to pursue a case fur
ther than the team leader or director feels is appro
priate. The agent must be objective enough to see 
that, regardless of his personal feelings, the director 
has sound reasons for discontinuing the case. In ef
fect, there must be a balance between commitment 
ana dedication and the ability to perceive the job 
objectively, 

3. Integrity. Whenever possible, the financial sta
tus of candidates should be examined to reveal those 
individuals who are clearly living beyond the means 
of a police officer and to determine the indebtedness 
of candidates. While it is not necessary or desirable 
to eliminate a candidate who has financial obliga
tions, it is necessary to know the extent of his obliga
tions. Because the potential for corruption exists in 
narcotics work, it is foolish to place in this situation 
an agent who may be so financially burdened that 
even a small amount of money may be tempting to 
him. Narcotic investigation being what it is, a unit 
agent has to be constantly trusted with money. He 
will always have opportunities to cheat on expense re
ports, undercover buys, or the purchase of informa-



Supervisor" must make sure that agents do their 
work correctly, train new agents in all areas of nar
cotics, and answer the questions of the agents. The 
supervisor's own training, therefore, must be thor
ough. It is advisable that supervisors go to several 
narcotic schools. This will expose them to more than 
one philosophy of narcotic enforcement and several 
techniques for operations. The time allocated for the 
supervisor's tl'airiing need not be great. For example, 
a two-weck DBA school and a one- or two-week state 
narcotic school would give the !\upervisor the nar~ 
cotic training exposure he initially needs. 

Supervisory training for unit supervisors is also 
very important, although this should be done by the 
police department to which the individual belongs. 
U nit-sponsored, supervisory training places a burden 
on the unit in terms of money and time, while the 
police department will be the major beneficiary of 
such training. If an agent gets promoted within his 
own department while he is assigned to the unit, his 
department may want to send him to supervisory 
training school with its own funds. 

C. Agent Selection 

Ideally, if a director .is to effectively administer a 
unit and achieve any degree of success in narcotic en
forcement, he must be able to select the personnel 
that he feels are qualified and capable of carrying out 
their assignments. Realistically, however, directors 
do not always enjoy full discretion in agent selection. 
For example, when a unit is initially staffed, it in
herits the police officers who have been working nar
cotics in local departments. This is a common prac
tice that is not necessarily disadvantageous to the 
director. If a unit had to start out with police officers 
who had no narcotics experience, the unit would not 
be able to operate effectively until the agents were 
trained. 

In many of the units visited, the directors did not 
have the option of selecting all of the agents assigned 
to the unit. The primary reason is that chiefs in par
ticipating departments wanted to make that choice. 
Therefore, a common occurrence was for the director 
to have wide discretion in selecting agents from some 
departments but not from others. In some instances, 
a local chief would give a director a list of three or 
four officers and allow him to select one of them for 
the unit. In very few cases did the units have abso
lutely no discretion in personnel sdection. 

Given the limitations the director faces in selecting 
personnel, he should still exercise as much selectivity 
as possible, The director should familiarize the chiefs 

with the special talents and skills needed in narcotic 
enforcement and undercover work. When the unit is 
being organized, there should be thorough discussion 
and agreement on the need for the unit commander 
to select his agents. Agreement at that time may save 
future misunderstanding and conflict. 

Where, for one reason or another, the unit is bur
dened with an unqualified agent, special efforts 
should be made to train him so that he is able to per
form his assigned function effectively. It should be 
recognized, however, that a substantial amount of 
time and effort may ultimately be needed to accom
plish this. If possible, an agent can be allowed to per
form a variety of functions until one is found that he 
is suited for or until a partner or team is found with 
whom he can work well. This variety of functions, 
depending on the size of the unit, may include work
ing as an undercover agent, cover agent, intelligence 
officer, or evidence man. If the effort to train the 
agent is unsuccessful, a request that the agent be 
transferred back to his department should be made. 
To eliminate hurt feelings at this stage, it is important 
that ground rules for such actions be originally 
agreed upon by all departments involved. An essen
tial tool used in agent selection and rejection is the 
probationary period. A probationary period gives the 
director a greater opportunity to staff the unit with 
qualified agents. A three-to six-month probationary 
period is usually adequate to determine whether or 
not an agent is suitable. 

The procedure in selecting unit personnel should 
be thorough and equitable. Letters or memoranda 
should be posted in departments listing information 
on the open position. Specifically, this information 
should include the qualifications desired, the dura
tion of assignment, and the method that will be used 
in selection. 

Subsequently, the list of candidates should be 
screened to eliminate those individuals who do not 
meet the basic prerequisites. When the number of 
candidates has been reduced, the personnel jackets of 
the remaining few can be studied. Simultaneously, 
their current and previous supervisors should be 
queried on a candidate's knowledge, ability, and at
titudes. Interviews can then be held with the top two 
or three candidates in order to evaluate the personal 
qualities which are sought in a narcotic agent. 

1. A mount of time in service as a factor. One of 
the initial decisions of a director in the selection proc
ess involves the choice between experienced officers 
or new recruits. Whenever possible, experienced 
police officers should be assigned to the unit. The 
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er, agent in charge, director, and supervisor. The 
most suitable title is direct.or because it minimizes 
confusion. The title "director" designates an in
dividual as the one who directs the unit regardless of 
the rank that the officer may hold in his own depart
ment. The title director, however, only refers to the 
officer's position within the MAN unit and should 
never be classified as a separate rank within a local 
department. 

The same attitude toward titles should apply to 
agents. The title" agent" seems the most appropriate 
for the MAN units because it does not connote or 
suggest any particular rank. For example, calling the 
unit personnel patrolman, detective, deputy, or offi
cer may present problems because in some jurisdic
tions patrolmen and detectives are two distinct ranks. 
An individual referred to as "officer" may be a 
sergeant in his own department but serve as an opera
tions man in the unit. The title" agent" can be used 
to neutralize the previous rank or title of the in
dividual. 

Unit supervisors can be designated by the term 
supervisor, group leader, or team leader, depending 
on their duties within the unit. 

4. Direction. In the field of police administration, 
direction is nothing more than the telling or showing 
of what needs to be done. Direction can be given 
orally or in writing. Communicating policy and pro
cedure to agents verbally or by short, loosely written 
memoranda is ineffective and often causes misunder-. 
standing. In a unit, direction can be best accomplish
ed through clearly written orders, staff meetings, and 
inspections. 

Written directions are typically transmitted in one 
of three forms: general orders that affect the entire 
unit or a substantial part of it, special orders for 
specific events or duties that are of short duration, 
and personnel orders that pertain to particular 
members of the organization. The majority of units 
visited wrote all their directions in the form of 
memoranda. While the expediency of this procedure 
is appreciated, nevertheless, it increases the difficulty 
of incorporating the directions into a manual of pro
cedures. By writing directives according to the three 
categories or orders, and by striving for uniformity 
of format in each category, the appropriate directives 
can be added to the procedural manual. 

Staff meetings should be held regularly regardless 
of the size of the unit. With larger units, it may be 
impossible to have a meeting of all unit personnel; 
however, even in large units there should be meetings 
of group and team leaders who can then pass direc
tives and information to their subordinates. When-

ever possible, meetings shOuld include nil sllpc.:rvis(lrs 
and agents. 

Staff mectings facilitate pcrsonnel participation in 
the formulation of unit policy, ensure grenter ucccpl~ 
anee of newly instituted policy, and increase the 
coordination of activities. Specificnlly, the purposes 
of the unit meetings are to: 

• Discuss proposals and opinions and formulate 
policy. 

• Repol't accomplishments of the teams and 
groups. 

• Serve as a morale-building technique. 
() Serve as a forum for the exchange of ideas. 
• Observe individual and group reaction to new 

ideas and plans. 
• Assist in coordinating activities of grOl1ps and 

teams. 
• Prevent isolationism On the part of groups or 

teams. 

An inspectional system should be implemented and 
regularly employed to help maintnin unit control and 
discipline. The system gives the director an oppor
tunity to make periodic evaluations of personnel, 
equipment, and operating procedures. 

The inspection of reports and files should be COJl

stant. The director or his assistant, or both, can 
review reports at the time that they arc submitted. In 
addition, case files should be examined before cases 
go to trial. This not only ensures that they are com
plete and up-to-date, but it also reveals some weak 
areas in the reporting system. 

Units make substantial investments in equipment 
purchases, and inspections of these items should be 
made thoroughly and regularly. Inspection of assign
ed equipment should be conducted regularly to make 
certain that it can be accounted for and is in working 
order. Non-assigned equipment should be inspected 
closely as its use by everyone increases the chances of 
breakdowns. 

Although some police departments have full-time 
specialized inspectors, the inspectional "staff" in a 
unit may consist solely of the director. If a director 
seldom gets involved in operational activities, he 
should make it a practice to periodically review his 
staff by accompanying agents on 9arious operations 
such as buys, surveillances, raids, interrogations, and 
meetings with informants. Part of his administrative 
duties is to determine the status of personnel capa
bility, the quality of work cf his agents, and the effi
ciency of unit policies and procedures. Only by con
stantly obtaining information from agents and super
visors and occasionally going into the field can the 
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director discern the weak areas of unit organization 
avd operation . 

B. Administrative Planning and Budgeting 

.In the MAN units studied, Ibng~range planning 
was lJsually limited to the determination of general 
goals in proposing annual grant proposals, the budg
eting process, and periodic staff meetings. In most 
units there did riot seem to be a regular, systematic 
effort to develop major programs or goals. When a 
unit attempts to operate without this type of planning 
and lets its personnel deal with situations as they 
evolve, the result may be the failure of the unit to 
define and coordinate its efforts. 

A director must formulate plans for future unit 
operations and administrations on both long- and 
short-range bases, with the assistance of as many of 
the unit personnel as possible. Staff meetings can be 
used to encourage personnel participation in plan
ning, promote greater acceptance of unit plans, and 
facililate the implementation of the plans. The direc
tor should present tentative unit goals and then per
mit participants to criticize, present alternatives, and 
discuss matters generally. The director needs and 
should seek the advice of unit agents, supervisors, 
and intelligence officers. Only then can he be assured 
that the unit has optimized its planning effort. 

The governing boards can also be relied on for as
sistance. Although the boards do not usually get in
volved in short-range or operational planning, they 
should assist in formulating and reviewing major 
programs. A director should capitalize on the ex
perience and planning expertise of board members 
and solicit their support by presenting ideas or pro
grams. 

One of the most important responsibilit.les that a 
director has is budgeting. Yet it is an area in which 
most directors have little experience. It is imperative, 
therefore, that a director lacking a budgetary back
ground quickly learn how to prepare a budget and 
control expenditures. 

A budget does three things for a unit. First, 
through the fiscal process it allows the unit to imple
ment its planned ·;york. Second, it facilitates the con
trol of expenditures by ensuring that funds are used 
for their specified purpose. Third, the budget also 
provides some immediate advantages to the unit in 
the areas of planning, evaluation, and participatory 
decision- making. 

As is the case with many police departments, 
budgeting is often the only type of administrative 
planning that a unit does. When th.:: time comes for 
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the formulation of a budget, the director is forced to 
plan the operational and administrative programs 
that he wants to implement during the coming fiscal 
year. He must decide, for example, what equipment 
will be needed, the amount of training needed, and 
whether a public drug education program should be 
established. 

The budget offers an excellent opportunity for a 
director to evaluate his unit. At the same t.ime that he 
prepares the budget, he also prepares work programs 
and a detailed statement about their purpose. If the 
goals as set forth in the budget are met without ex
penditure of additional funds, then the unit is oper
ating at an effective fiscal level. If goals are not at
tained or if expenditures exceed projections without 
a reasonable cause, then the unit has financially 
failed in some area. 

In determining the budget, a director should en
courage staff participation. At the least, he should 
request the participation of his assistant and/ or 
supervisory staff. This helps to accomplish three 
things. First, the director obtains the input of those 
personnel who are most familiar with the operations 
of the unit. Second, participation in the budgeting 
process forces supervisors to get involved in the plan
ning function: it makes them think in terms of the 
progress of current unit goals and future objectives. 
Third, participation makes them concerned about 
administrative and operational activities proposed 
for the following year. The fact that they are commit
ted to certain estimates and predictions may tend to 
make them more conscientious in adhering to budg
etary restrictions and in making programs successful. 

In preparing a budget, the director must first re
view the previous year's budget to get some basic 
ideas about past operations. He must determine 
which additional activities the unit should and can 
get involved in and how much they would cost. Thus, 
the unit will need to keep accurate records during the 
fiscal year so that the director can assess all activities, 
see where the unit efforts have been expended, and 
determine what has yet to be done. Although a tedi
ous task, accurate-record keeping is a very important 
part of the director's assessment of the unit, and it 
will assist him in justifying budget requests. 

A director should be constantly looking for ways 
to reduce costs. He must assess his administrative 
and operational policies and determine which activ
ities, functions, or programs are operating at high ef
ficiency and which must be improved or dropped. He 
should evaluate specialized positions, if there are 
any, on a cost effective basis and determine whether 
it is worthwhile to maintain them on a full-time basis. 



He should keep other factors regarding specialization 
in mind. For'instance, the assignment of personnel to 
specialized positions can deplete the other important 
sections of the unit. FurthemlOre, if there are to be 
drastic cutbacks in the allocation for manpower, the 
director will have to consider such things as discon
tinuing training on non-unit personnel and drug edu
cation lectures. He might also consider the utilization 
of civilian agents to in('rease his manpower at a lower 
cost factor. 

The director should make everyone in his unit 
budget-conscious by periodically reviewing with 
them important aspects of the budget. This wHl assist 
in making adherence to fiscal guidelines a total unit 
effort. 

To maintain budgetary control through the year, a 
minimum. of weekly accounting is advisable. The di
rector must constantly compare the current expendi
tures in a particular area with the total money appro
priated for it. Otherwise, the unit will find itself in 
the unenviable position of running out of funds be
fore the end of the fiscal year. 

c. Fiscal Management 

The area of fiscal management has often been 
troublesome to unit directors. Most directors have 
had little experience in fiscal management, particu
larlyas it applies to state and federal grants. How
ever, few things arouse as much concern as discrep
ancies in the expenditure of public revenue by public 
officials. It is imperative, therefore, that directors 
familiarize themselves with the appropriate guide
lines for, and elements of, fiscal administration as 
well as its purpose, namely to meet statutory re
quirements, protect public funds, and make possible 
the efficient administration of a unit. 

Useful publications about fiscal administration 
can be obtained from state criminal justice planning 
agencies,1 the State Auditor's office, and the Law 
Enforcement Assistance Administration. Personnel 
from these agencies are also a good personal source 
of information. A director should consult with local 
government fiscal personnel such as a county or city 
auditor, finance director, purchasing officer, or 
budget director. 

Federal requirements, as they apply to a unit, 
generally state that special grant records must be kept 

I The author wishes to acknowledge the following source for 
providing major assistance in this section. Komaroy, Louis F., 
Ohio Fiscal Guidelines: Department of Economics and Communi
ty Development; Administration of Justice Division of Ohio, 
1975. 

in such a manner that they are easily audit.ed. 'There 
are also further requirements as to procurernelll, HC~ 
counting for, and expending of confidential funds, 
State and local statutory requirements, howcver\ 
usually vary among state and local governments. It 
should be repeated that the direct.or and other per
sons responsible for administering or supervisitlg n 
un.ies fiscal affairs must be aware oC and adhere to, 
applicable state and local statutes, 

Although the fiscal administration system often 
varies among units because of local requirements, 
units may incorporate the following fiscal items: 

• A fiscal supervisor from outside the unit ShNlid 
be appointed who will have the power to exam~ 
lne the unit's recordS, both fiscal and opera
tional. Since this official makes a fiscal check 
and serves as an advisor in fiscal affairs ancl 
unit operations, it would be ideal if he were 
familiar with both police operations and fiscal 
administration. 

• Billings should be sent to some agency outside 
the unit and then presented to the director for 
explanation and approval before payment. Al
though this cannot be done in all cases, the ex
ceptions should be kept to a minimum. 

• Each month the director should receive from 
the agency or person responsible for the actual 
payment of bills, a report of all bills paid that 
month and the budget category to which they 
were attributed. 

• Someone outside the unit should approve aU 
major contracts entered into by the unit. For 
example, any contract for serv!~s rendered 
over a given amount, except frOI,'1 confidential 
funds for investigative purposes, should have 
outside approval. 

• Each unit should have a written standard fiscal 
operating procedure (SOP) which delineates the 
following; 

Who is to authorize expenditures. 
Who is responsible for keeping records. 
Who is responsible for receiving, authorizing 
payment of, and paying bills. 
A general description of the unit's fiscal sys
tem. 

This SOP should be written in such a manner that 
it could be made available to the public without re
vealing any confidential aspects of the unit's opera
tions. 

1. Internal unit fiscal administration. The pur
poses of internal unit fiscal administration are the 
same as the total system of fiscal administration, To 
allow the director and other unit members respol1si-
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ble for fiscal administration to carry out their duties, 
the unit shoUld have in its possession the following 
it.ems: 

a. Reference malerials; 
i) A copy of the signed grant award with 

general and special conditions. 
2) A copy of the approved budget with all 

approved amendments and changes. 
3) A copy of the unit's fiscal SOP. 
4) A copy of the unit's confidential funds SOP. 
5) A copy of all fiscal guidelines issued by the 

state planning agency for MAN units, in
cluding guidelines on confidential funds. 

6) A file of all correspondence relating to the 
fiscal administration of the unit that men
tioned allowable and unallowable expendi
tures, needed changes in unit fiscal admin
istnltion, and anything else that might be of 
interest to the director in his management of 
fiscal affairs. 

b. Fiscal records: 
1) Some form of' ledger or running record 

showing the amounts expendet:l and the 
amounts remaining to be expended in each 
budgct category. The amount of detait 
depends upon whether or not this is thc 
primary unit record of expenditures and 
upon the director's personal desires. 

2) The records relating to confidential funds as 
explained in another part of this section. 

3) An inventory record that lists every item 
owned by the unit including its description, 
cost, and location. This record can be kept 
either in list. form or on file cards, depending 
upon the amount of equipment owned, the 
director's personal desires, and the local 
situation. 

4) A list of all equipment purchased by each 
individual grant and from all other funding 
sources. 

S) A file of the quarterly reports, as required by 
LEAA. 

c. Other Records: 
1) I ndividual agent's files. A file should be 

maintained within the unit on each agent 
assigned or formerly assigned to the unit. 
This file should contain the following: 
• A picture of the agent. 
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• A list of all street names used by the 
agent. 

• A copy of the agent's signature in both his 
real name and all commonly used street 
names. 

• A copy of his fingerprints. 
• A statement of familiarity with the unit's 

confidential funds procedure signed by 
the agent and the director. 

• If telephone and gasoline credit cards are 
used by the unit, a list of relevant phone 
numbers and license numbers. 

The agenes file may also include the following: 
• A copy of receipt for pocket money, if 

pocket money is carried. 
• The agent's individual expenditure ledger. 
• Description of all automobiles used by 

agents. 
• Description of equipment issued or used. 
• Signed statement acknowledging reading 

and understanding of rules and regula
t.ions. 

2) Informant's file. The director should 
maintain a file on every informant, which in
dudes the following information: 
• The informant's name and known 

address. 
• The informant's picture or, if none is 

available, a statement of reasons for non
availability. 

• A copy of the informant's signature. 
• Receipts of all monies paid to the 

informant, or a statement by the unit 
director as to the reasons a receipt was not 
obtained, countersigned by the supervis
ing fiscal officer. 

3) General case records. While the vast 
majority of this file's contents are of a con
fidential nature and often decided upon by 
the director, they should contain the follow
ing information relating to fiscal affairs: 
• A complete report of the circumstances 

surrounding the expenditure of confiden
tial funds. This can be contained in a stan
dard incident report or in a special buy 
report. 

• A case expenditure ledger showing all 
expenditures made with regard to the 
case, with the date and buy money ledger 
reference number. 

4) Record detail. Records needed to maintain 
an audit trail should be kept in such a man
ner that their release to outsiders will not 
compromise the confidential operations of 
the unit. The additional detail needed for 
operational matters should be maintained on 
separate records properly cross-referenced to 
code names. This information should never 
be released except when an investigation into 
misuse of funds or malfeasance in office is in 
progress. 

2. Fiscal records. The unit should account for all 
expenditures of confidential funds by maintaining 
the following fiscal records: 

a. Expenditure ledger-A ledger should be main
tained showing either the confidential funds left to be 
spent or the money spent to date (the latter is pref
erable). The ledger should include an individual ref
erence number for each buy, the date of the buy, and 
the amount of the buy. It is also suggested that a 



reference to the agent making the expenditure and a 
brief description of the expenditure should be in
cluded (see Figure3). 

b. Recovered money ledger-A ledger should be 
kept showing the confidential funds recovered after a 
significant amount of time has passed since the 
money was used for a buy. For example, unit money 
used in a buy/bust operation is usually not con
sidered recovered money by most state planning 
agencies. The ledger should include a reference to a 
file containing explanations of each recovery of 
funds, the date of recovery, from whom recovered, 
and the date entered into the confidential funds 
ledger. 

c. Buy card file (Buy report file)- This is a card 
file with an individual card made up for each buy. Its 
purpose is to provide an original record of expendj~ 
tures which can be audited without going to the con
fidential case record files. To accomplish this, each 
card should contain the following information: 

• Reference buy number as entered in the expend
iture ledger. 

• Reference case number to the case for which the 
expenditure was made, or a reference to the in
formant file and the informant to whom the 
money was paid. 

• Amount expended. 
• Date on which the money was expended. 
• Purpose for which money was expended or 

description of articles purchased. 
• Name and signature of agent expending money 

with statement verifying that he spent the 
money in the manner described. 

• Name and signature of the agent-in-charge or 
designated representative who has approved the 
expenditure (see Figure 4). 

d. Receipt file-Receipts should be on file to ac
count for all monies that are not in the imprest fund, 
the general fund, the unit cash fund, or accounted 
for by the confidential fund expenditure ledger. 

e. Individual agent /edgers-A ledger should be 
kept on every agent listing the expenditure of con
fidential funds by each agent broken down into evi
dence purchases, information purchases, and ex
penditures for expenses, if any. Each entry should 
have the date and the buy reference number. This 
ledger may be kept in the agent's file or in a special 
file with all agents' ledgers (see Figure 5). 

f. Individual informant ledgers-A ledger 
should be kept on each individual informant showing 
the date and amount he was paid. These entries 
should be referenced in the confidential fund expen
diture ledger, and the receipts, if obtained, should be 

filed in the individu<\t inJormtlnl. file or informant 
receipt. file (see Figure 6). 

3, Confidential funds. In nil units subsidb:ed in 
whole or in part. by ~I federal or SPA gr[lnt, confiden¥ 
tial funds must be differentiated from other 11l0rl.ies 
used in the operation of a unit. There arc rCSI rictions 
as to the lise of these funds; ~lsually, they can be used 
for the following purposes: 

• Payment. of confidential inforlnllnt.s. 
• Purchase of items to be lIsed as evidence, such 

as drugs and stolen goodS. 
• Payment of the expenses of covert operations 

that cannot be paid through normal fiscal chari
nels without compromising operations (these 
usually include expenses for hote! rooms used 
ill surveillances). 

Confidential funds are usually less than ttbundnnt 
but very important to the unit's fiscal ability to 
operate. Confidential funds should not be used 1.0 
finance normal unit operations or to pay unit em
ployees or any others employee! on a regular bnsis, 
except informants. However, informants paiel on a 
regular basis may be considered employees by the 
state planning agency. The fiscal ramifications of us
ing paid informants should be thoroughly investi
gated by the director. 

4. Agent assigned funds. A director Should con
duct regular inspections of agent pocket funds. Such 
inspections mayor may not be announced before.. 
hand. Where the agents arc not notifieel in advance, 
they may tend to maintain stricter control of the 
funds. Sometimes, though, directors announce a few 
days in advance that such an inspection will be held 
to allow the agents to separate official and personal 
monies and to replace any official funds that have 
been spent on personal items. The fact that agents arc 
given the opportunity to replenish these funds may 
reinforce the practice of spending official funds for 
personal items. Therefore, the former practice may 
be the better of the two. 

5. Imprest funds. Confidential funds should be 
paid in pre-designated amounts of the regular fund to 
a special imprest fund. The size of this fund often 
depends upon local conditions; however, it should be 
as small as possible without limiting unit operations. 
The fund should be maintained in a bank that is easi
ly accessible to the unit. All withdrawals should be 
made with a double signature check, with one signa
ture belonging to a person not in the unit, such as the 
fiscal supervisor or a local chief or sheriff. 

6. Standard operating procedure. A unit should 
publish a standard operating procedure which fully 
explains the procedures to be followed by all persoll-
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Date 

Jan 1 

Jan 2 
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FIGURE 3 

CONFIDENTIAL FUND EXPENDITURES LEDGER 

Expenditure Purchase Payment Expenses 

of to 

EV;aence Informant 

Buy #75-0001 (Case 75.00 
M75-0001) 2nd Buy 
on John Jones; 1/2 
lb. marijuana-pd. by 
Agent 16 

B~y #75-0002 (Case 
M75-0005) Pd. to 
C.l. #125 by Agent 
#25 for information 25.00 

FIGURE 4 

BUY CARD 

Buy Expenditure - Confidential Funds 

Case No. 
--~~----------

Date of expenditure -----
Expenditure No. 
Amount --------

Subject __________________________________ ~--.-----

Description of Material ----------------------------

Agent Date ----------------- -------------
A pproved by Unit Commander: 

Date -----------------

Running 

Total 

75.00 

100.00 



FIGURE 5 

INDIVIDUAL AGENT LEOGER 
Agent James Jones (or Agent No. ,J) 

Date Expenditure No. Purchase Payments Expenses Running 

l'ota 1 

Jan 10 
Jan 19 
Jan 20 

74-0090 
74-0101 
74-0105 

of 

Evidence 

100.00 
100.00 

50.00 

FIGURE 6 

to 

50.00 "00.00 
250.00 
300.00 

INDIVIDUAL INFORf~ANT LEDGER 

CONFIDENTIAL INFORMANT No. 38 

Date Expenditure No. Received 

for 

Received 

for 

Running 

total 

Information Expenses 

Jan 10 
Feb 15 
Mar 10 
Jun 2 

74-0007 
74-0101 
74-0210 
72-0420 

20.00 
15.00 

nel 10 accounting for and spending confidential 
funds. When each agent joins the unit, he should be 
required to read the unie s confidential funds, SOP, 
and sign a statement to the effect that he has read and 
understands the SOP. This statement, after a signed 
verification has been added by the unit director, 
should be placed in the agent's file at the unit. 

7. Reimbursement of buy monies. An interesting 
practice of the MAT unit in Ohio is that of recover
ing its buy money from a suspect dUring his trial. In 
cases where defendants file for probation, the unit 
asks the court that part of the condition for proba
tion be that the defendant pay back all unrecovered 

20.00 
30.00 

20,00 
35.00 
55.00 
85.00 

buy monies that were paid to him. In many cases, the 
courts go along with the request A director should 
ask the state's attorney about the possibility of mak
ing such appeals to the courts in cases where defend
ants plead for probation. 

o. Records Management 

1. Report writing. There were three basic report 
writing methods used by the MAN units studies: 
handprinted or handwritten report wdting, the typ
ing of reports by the agent, and dictation by the 
agent through a re:::order. 
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Handprinting of reports is done by agents in the 
office or out. in the fielcl. This method allows the 
agent 1.0 sit down anywhere ami complete the report. 
An advantage of handwritten reports is that they can 
be written rapidly and be reviewed immediately by 
the supervisor. In the MAT unit, agents handwrite 
their reports, which are subsequenOy typed before 
being filed . .I II this way, neatness and correctness are 
guaranteed. 

Typing of reports by agents has beconte outdated 
in MAN units for the same reasons that many depart
ments have eliminated the practice. First, many 
agents lack typing skills. Second, many officers com
pletely IUlndwrite a report before t.yping it, creating 
double work for themselves. 

The Multi-County unit has its six agents phone in 
t heir reports to a recording machine. In the morning 
or during the day, the reports would thelj be trans
cribed. Daily activity reports are processed in the 
same manner. The director is able to call the record
ing number and by using a tone transmitter, he can 
have the entire recording played back over the tele
phone. At 11 :00 at night, for example, he can review 
what each of his agents has done that day plus hear 
every report that has been made. 

The Tucson unit uses the dictation system utilized 
by the Tucson Police Department for report writing. 
WhHe this type of system reduces the amount of re
port. writing that the agents do, it has the disad
vantage of not allowing immediate review of the re
port because most reports are not transcribed until 
the following morning or at least. until a dictation belt 
has been filled. 

In selecting a system of report writing, a director 
must choose the system that is best suited to his unit's 
needs. For example, the Multi-County unit utilizes its 
particular system because the agents cover six large 
counties and they cannot go to a central location to 
make the reports. The director utilizes the play-back 
system because he lives over forty miles from the of
fice. The Tucson unit uses the dictation system be
cause it was the established procedure of the local 
department in which it was housed. 

Before being filed, all reports should be reviewed 
by the sup;:;tvisor and, preferably, by the director as 
well. Review ensures that the reports are complete, 
correct, and ready to be taken into a court. Review 
also gives the supervisor or director an opportunity 
to make certain that the report does not include any 
extraneous or sensitive material such as information 
about the identity of an informant or agent. 

2. Security of reports. Accessibility to reports 
often depends on whether the uilit is situated in a 
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separate facility or within a police building. In a unit 
sharing offices with the vice, intelligence, and orga
nized crime sections of a police department, all inves
tigators generally will have access to reports. In a 
unit with separate facilities, unit personnel are usual
ly the only ones who have access to the records. In 
either case, it is advisable that non-unit, or at least 
non-investigative, personnel be .restricted in their ac
cess to unit reports. Exceptions to this restriction 
Should be entered into a log which indkates the indi
vidual, the case report reviewed, the date and time of 
the inquiry, and its purpose. 

3. Filing procedures. Most units visited maintain 
their own records section, even those which are lo
cated in a locat department. In the units which have 
separate offices, rIO attempts are made to make unit 
record-keeping compatible with the record systems of 
the local departments. The record systems of units 
located within a department are maintained in one of 
twe ways. First, the unit may use departmental 
forms, but their own nUmbering system is instituted 
with no regard to the depart,ment's procedures and 
practices. Second, a unit might have to integrate its 
records to the degree that department report forms 
are used, utilizing the numbering system of the de
partment. In such cases, however, reports are still 
maintained by the unit. Because of the sensitivity of 
on-going cases, no copies are sent to the central 
records section until a case is completed. 

There is little variance in the type of files which are 
maintained by units. For example, a lllulti-functional 
unit might have reports on vice, organized crime, and 
gambling filed under a subject category rather than 
in a single ordinal file, but other than this, the files of 
MAN units include the following: 

• Master index file. 
• General case file. 
• Iden tification file. 
• Information! intelligence file. 
• Information dissemination log. 
• Agent case log. 

4. Jl.faster index file. A master index file should in
clude a list of all persons who have contact with the 
unit or have been mentioned in reports. This file 
usually consists of 3 X S index cards arranged in al
phabetical order. The cards list the case or intelli
gence sheet numbers of those reports where the sus
pect is mentioned and should also indicate, whenever 
possible, the subject's address, date of birth, physical 
description, driver's license, and social security num
ber. 

S. General case file. A general case file should 
contain copics of reports on narcotic investigations 



made by unit agents. These reports should be fiI~~ by 
a control number which is issued when the case is as
signed to an agc!lt or at the point when information 
that has been received or gathered indicates that a 
case should be started. The designation of the control 
number may vary, depending on the special needs of 
the unit. Generally, however, the cases should be 
given a. number which has a letter prefix to indicate 
that the case belongs to the unit: two digits to desig
nate the year of the case, and then a four digit num
ber to give the report its ordinal position. For exam
ple, the Kane County MAN Unit would have as its 
first case number K75-0001. The second case would 
be K75-0002. In some instances where several coun
ties may be served by the unit, it can designate the 
county where the case originated with a code letter. 
For example, the Metropolitan Area Narcotic Unit 
would designate its first case, which originated in 
Frederick County, as M75-F-OOOI. Thus, by looking 
at a list of all case numbers, unit personnel could tell 
where a case originated and where most cases are be
ing made. 

This file should be used for unit reports only. Re
ports sent by a police department should not be given 
a unit number simply for filing purposes. They 
should be incorporated as part of a unit case report, 
treated as incoming information and filed with an at
tached intelligence/information sheet. 

6. Identification file. An identification file con
sists of individual folders on confidential infClrmants 
and narcotic suspects who have been arrested. Each 
folder should contain a personal history sheet, a rap 
sheet, and a photograph or photographs of the sus
pect or informant. For cross-reference purposes, it 
should include a list of numbers of those reports and 
sheets in which the suspect or informant is mention
ed. In folders of confidential informants, it is ad
visable to list the numbers of the cases in which the 
informant proveJ reliable, i. e., where arrests and 
convictions were made. Thus, an agent can simply 
look at an informant's identification file and deter
mine where the informant has proved his reliability. 
Search or arrest warrants can then be easily obtained 
without having to search every individual case in 
which the informant has provided assistance. 

Because the arrests of suspects are more often 
made by the local departments than by the unit!), it 
may be advisable for the unit to !.nodify its personal 
history sheet to conform to the history sheets of those 
departments in their jurisdictional areas, keeping in 
mind, however, its own informational needs. 

7. In/ormation/Intelligence reports. A file should 
be maintained containing all the information/ 

intelligence reports submitted by unit personncL Thc 
reports should have a Ilumbering sy!~;'trn that will dis
tinguish them from the case fqJorts. The purpose of 
information reports is to documcnt information 
about a suspect or ilIjcit operation for which 110 case 
report has been initiat.ed. Thereafter, if a case 1't:j10rt 
is started, a copy of the information report should be 
included in the case report jacket, and the inforllHl
tion report should make reference t.o the case report 
number. 

In units that do not maintain informaLion/.ir'Jtelli
gence reports, information that does not initiate 11 

calle report is usually lost to the unit. Other units ini· 
tiate a case report on ~very substantial piece of in
formation that is received. The result is that Il\any 
case reports arC start.ed but do not result in investiga
tions. Thus, these units ostensibly have many case 
report.s pending which arc not CHses under active in
vestigation. The potential for statistical misinter~ 
prctntion is obvious in these Instances. Figure 7 
shows a suggested information/intelligence report 
form. 

8. Address file. An address file is madc up of ad
dresses that have been explicitly mentioned in reports 
or are known informally to be locations of narcotic 
activity. This type of information is common in nar
cotic work. For example, poJi.ee officers, informants, 
or citizens will report locations of suspected dl'llg 
trafficking but will provide nO namcs of suspects. fn 
these and similar cases, it is advantageous for the unit 
to list the address In an address index file that refers 
the agent to the original case report or intelligenee/ 
information sheets. Such a file, ho\\ I!Ver, would not 
include every address mentioned in all unit reports. 
To include them would be futile, as many addresses 
of victims, witnesses, or informants have no intelli
gence value. A unit should be selective and include 
only those addresses where user/pusher activity is 
known or suspected to be occurring. 

9. in/ormation dissemination log. The informa
tion control log is maintained to monitor and control 
the information disseminated by the unit to other 
agencies. For example, when a letter or note with in
telligence information is sent to another police agen
cy or even when information is given over the tele
phone, an entry should be made in the iog indicating 
the caller's name, the recipient of information, date 
and time, the general information given, and the rea
son for exchange (see Figure 8). 

10. Agent case log. Some units maintain an agent 
case log in which every buy made by an agent is 
listed. By referring to this file, a director can readily 
see what his agents have been doing. Although a log 
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FIGURE 7 
INFORMATION REPORT 

Dat'e ________________ _ Number: I ----------------

Subject: ________ --:-__ _ 
(person, business, organization) 

Alias: 
-------~---------------------

Address:, _____________________________________________________ __ 

Description: sex race age ___ he ight ____ we ight ___ eyes __ hair _______ _ 

Vehicle: ___ ~-~--~~~~~~--~~---
(year) (make) (license) 

Occupation: 
-----------~------------

Associates: Criminal Activity: 
--~~----~~---~------(persons & places) -~~-------~~~--(known or suspe cte d) 

FBI # State ID # Other ID # ------------------- -----------
Places Frequented: ------------

Additional Information: 

Received by: Date Received: ---------------------- --------------
Rece ived from: 

-----------------------7(A~d7d7r-e-s-s~)--------------------

Actua.l Name: Assumed Name: ----
Reliability of Source: Reliable Unknown Doubtful ---- ---- ----
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FIGURE 8 

INFORMA TION DISSEMINA TION LOG 

Date Information Date 
of Requesting Subject and Reason Information Received Via of 

Inquiry Time Agency ;£or Inquiry Source Tele- Personal Corres- Return 
phone Contact pondence 

! 
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of this type creates additional work, the information 
it furnishes is extremely useful. The only other way 
of determining an agent's activities would be to check 
an the case reports during a particular period of time 
or to st.udy the agent's individual confidential fund 
ledger. 

II. Other files. OccasionallY there may be a need 
for units to keep other types of files on hand. For ex
ample, units operating ncar the Mexican and Cana
dian borders, where private aircraft are used exten
sively, may wish to keep a file on aircraft numbers. 
Relevant information from airport employees, 
ranchers, and so forth would be written and filed 
under the specific aircraft number. 

In contemplating the addit.ion of files, a director 
must consider that as more files are added, more 
work must be done to cross-index the additional in
formation. The key to maintaining an efficient rec
ords system is simplicity. Therefore, a unit should 
not add files for telephone numbers or license plate 
numbers, for example, unless a real need is estab
lished. 

E. Personnel Administration 

I. Supervision. Except in the smallest units, direc
tors do not supervise the daily activities of personnel. 
The number of supervisory personnel, excluding di
rectors, of the units visited ranged from 0 in one unit 
to 13 in the Cook County Squad, which has a com
plement of 51 sworn personnel. The next largest unit, 
in San Diego, had 8 supervisors and a total of 43 
sworn officers and DEA agents. 

The duties of a supervisor vary according to the 
size of his unit. For example, in a large squad the 
supervisor or supervisors will tend to have exclusive 
functions. In a smaller unit where the manpower 
shortage is greater, the supervisor will probably have 
operational duties as well as supervisory ones. 

Supervisors should perform supervisory duties 
only and refrain from participating in operational 
matters. Supervisors must be free to advise their 
men. It is very frustrating for an officer to seek out 
his supervisor for assistance and find that he is busy 
doing an agent's work. 

A non-operational supervisor can also get involved 
in giving on-the-job training to new agents. He will 
have the time to participate with them on surveil
lances, stake-outs, cover assignments, interviews, 
and interrogations. He also will have the time to han
dle certain duties that will reduce the workload of the 
unit director. For instance, the supervisor can do 
some of the administrative paper work, schedule 
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work assignments, set up court dates, and inspect 
equipment. Hil!; ability to regularly spot check the 
work of his agents will also improve his ability to 
evaluate them. It should be realized, however, that a 
supervisor wiIJ[ have to get involved in operational 
matters when manpower is short. He should under
stand, howev(~r, that this is the exception, not the 
rule. 

The following are some of the duties that the 
supervisors can perform: 

o Give work assignments. 
o Train new agents. 
o Review reports. 
o Pass along communications. 
o Supervise cases. 
o Hold meetings with the ageni3. 
• Inspect equipment. 
o Review case files. 
o Hold pre-trial conferences. 
• Debrief informants. 
o Handle expenditures. 
o Maintain discipline. 
o Initiate commendations. 
• Evaluate his agents. 
o Serve as a public relations officer. 
o Conduct preliminary investigations of external 

complaints on agents. 

It is difficult to determine the appropriate 
subordinate-supervisor ratio in MAN units. In most 
units, the normal procedure is to break up into five
agent teams, including the supervisor. Although a 
patrol division may be able to function smoothly 
with a span of control of six, seven, or even eight of
ficers, because of the types and complexities of the 
cases assigned to narcotic agents, it is recommended 
that MAN units maintain a span of control of only 3 
to 4 agents per supervisor. 

Supervisors should actively undertake operational 
planning for the unit or specific teams by developing 
weekly schedules. For example, they should outline 
what operations the team will undertake, which sus
pects they will try to make a buy on, which drug loca
tions they will try to infiltrate, and so forth. Al
though supervisors cannot be expected to accurately 
predict everything that will be accomplished each 
week, this practice forces them to formulate objec
tives that the team can strive to achieve. At the same 
time, supervisors should write brief synopses of the 
activities of their respective teams for the past week. 
Thus, at the end of every week supervisors can evalu
ate what they achieved relative to the objectives that 
had been formulated. 



Equitable procedures for assigning work to agents 
must also be formulated. A non-systematic ap
proach, where the agent who initially receives infor
mati('n or develops an informant automatically in
vestigates the case further, should be avoided. In
stead, when information regarding a particular push
er is obtained, one of the cover agents should be as
signed to verify the jnformation and, if necessary, to 
make a case against him. 

In assigning an agent to a targeted pusher, a dead
line should be set for the development of a substan
tive case against the suspect. The amount of time 
which the agent is given will depend on the specific 
case. In investigating his target, the agent should 
make an initial intelligence survey to determine the 
amount of time needed for the case. The Las Cruces 
unit uses this technique, and portions of weekly unit 
meetings are devoted to discussing the progress of 
each case. If an agent is having difficulty making a 
case against his target, the other agents may be able 
to assist him with information or advice. An addi
tional agent may also be assigned to the case if it is 
deemed necessary. By utilizing such procedures, 
some units have increased their success rate in appre
hending targeted pushers. 

In making these types of assignments, a potential 
problem area is that of the over-involvement of 
agents. When an agent is assigned to a targeted 
pusher and told to "get him," the supervisor and the 
director must maintain close supervision over the 
agent to ensure that he conducts the ~nvestigation 
within the legal and procedural guidelines that have 
been set down. Agents are human. Like any others 
who are given a difficult goal to attain, their initiative 
and resourcefulness may make them step out of 
bounds. Supervisors should maintain adequate con
trol over the case so that they can stop such behavior 
before it occurs. No agent should be rewarded or 
otherwise reinforced when he uses questionable 
methods. 

If a unit chooses to make case assignments, it 
should devise a system whereby it can monitor and 
control them. One useful system requires that when 
an agent is assigned to a case, a case number is issued 
immediately. The case number should be the same 
case file number used in the general case file reports. 
All subsequent reports on this case submitted by the 
agent or other agents should reflect this number. 
When the case is assigned to the agent, a case control 
slip is completed and placed in a two- or three-week 
suspense file. The control slips should list the case 
number, agent assigned, and date of assignment. 
Each agent is then required to submit a progress or 

supplementary report within the limit previously set. 
If additional t.ime is n-eeded by the agent, he can SIl b· 
mit a report. statjng thc.reaSOIl for the time extension. 
The purpose of maintaining this type of control over 
case assignments and reports is to ensure that assign
ed cases receive prompt attention. This system pro
vides an administrative check over the activWes of 
agents while furnishing a procedure for assessing 
caseload factors. Assignments of an exploratory 
nature, i.e., those that are not in r'esponse t.o a par
ticular incident, also can be controlled llsing the S(\I1)C 

method. 
Supervisors must determine the special abilities of 

their agents and make assignments so that t.hese abHi. 
ties can be fully utilized. Por example, an agent who 
may be a poor undercover agent because he cannot 
adapt to the role of a buyer may still be utilize\.! cffec
tively as a cover agent. If it appears that an agent is 
having difficulty in getting along with his partner (;,' 
other team members, he can be switched around into 
different working combinations with the various 
teams. The supervls()rs should not automatically give 
up on an agent; there Is probably someone within the 
team or group who w.iIl complement him. 

2. Discipline. Discipline in MAN units, like 
discipline in general, can be thought of in two dif· 
ferent forms. The first is positive disciplin~the 
training and direction of an individual whiCh results 
in his voluntary conformance to the regulations and 
policies of his organization and his willingness to do 
assigned work. The second is negative discipline-the 
punitive measures that a superior may take to effect 
change in the conduct of his subordinates. 

Positive discipline is essential in a MAN unit. A 
director and supervisors should act as examples for 
unit personnel to follow. If the supervisors exemplify 
industry; self-control; and adherence to policy, rules, 
and regulations; the majority of the agents will likely 
demonstrate the same characteristics. 

Proper narcotic training plays a vital part in 
developing positive discipline among agents. While a 
unit cannot be expected to give its agents general 
police training, it is expected that they receive suffi
cient formal and on-the-job training to enable them 
to perform their assigned tasks properly and effi
ciently. A director should do everything possible to 
ensure that his agents rel~eive the necessary training 
from internal and external resources. Unit morale is 
closely related to training. If unit personnel are ca
pable and efficient at their jobs and they know thjs, 
their morale should be high. In turn, high morale will 
help to give them the self-discipline they need. 

3. A ccountability. Agents should be made to 
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understand that they are fully accountable to the unit 
directox for their conduct. Although the director may 
not be able to fire or suspend them, he certainly has 
the authority to transfer or place them on report. In 
some units certain agents have insisted that the direc
tor could not hold them accountable for such things 
as tardiness or failure to properly carry out their 
assignments. Ultimately, such agents have had to be 
transferred or made to understand that they are ac
countable to the director. A director should explain 
to new agents what he will demand and expect from 
them. Moreover, the agent's chief should explain to 
him the expectations of the director, including the 
agent's a.dherence to unit policy, rules, and regula
tions. This means that the director and the chief must 
frankly discuss what each wants and requires relative 
to an agent's conduct. 

4. Latitude of director. The director should have 
some latitude with regard to administering discipli
nary action. Realistically, no one can be given ihe 
responsibility for the success of a mission without the 
authority that is needed to carry it out. This authority 
should include the power to administer discipline 
when a situation warrants it. The fact that agents 
represent various agencies and are not monitored or 
controlled by departmental superiors may cause 
some difficulties. The competitiveness and conflict 
that may exist among the departments may manifest 
itself in the individual agents, although directors 
report that agents will cooperate even when their 
respective departments are experiencing interdepart
mental friction. Because of these factors, it is essen
tial that the director be able to take the disciplinary 
steps that a situation requires. He should be given the 
authority to give verbal and written reprimands, 
make transfers, and, in certain emergency situations, 
suspend an agent. 

The verbal reprimand is a very useful tool to the 
director. Usually, expression of displeasure or disai>" 
proval by someone whom the agent respects and en
joys working for is sufficient. Beyond this, the 
realization that the director can make his complaint a 
written one is enough to induce most agents to cor
rect their conduct. A written reprimand sent to an 
agent's department is something to be dreaded, es
pecially if the agent volunteered to serve in the unit. 
This is not a disciplinary measure that the director 
should use carelessly. A police chief feels that the 
agent assigned to the unit represents his department, 
and the consequences are likely to be severe if he re
ceives a notice regarding the misconduct of one of his 
officers. The director should carefully consider this 
factor when he contemplates a written reprimand. 
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In police work, the transfer of an officer because 
he cannot be "controlled" is' sometimes interpreted 
as a sign of weakness on the part of the commander, 
or at least an indication that he is "giving someone 
else his problems." This type of reasoning should not 
inhibit a director from transferring a "problem" 
agent. He is responsible for a highly specialized unit 
that has been entrusted with an important role. He 
must also coordinate the skills of different people 
~nd the efforts of different resources. He cannot af
ford to spend an excessive amount of time or effort 
in dealing with a "problem individual." To do so is a 
disservice to the other agents and to the various 
departments that have entrusted him with the respon
sibility of narcotic enforcement in the area. When 
minor corrective action does not solve the problems 
that the director encounters with an agent, he should 
not hesita.te to transfer the agent. 

Suspension of an agent by the director is a drastic 
step. It should only be done when it is necessary to 
protect the well-being of the unit, such as during an 
investigation of the agent's conduct. Suspension it
self should not be used as a punishment by a director. 
That is up to the agent's department and not the di
rector. The main objective is to remove the agent 
from the unit while the director reports the situation 
to the appropriate parties. 

S. Ii/ternal investigations. Internal investigations, 
especially serious ones, should be handled by the 
director personally. No unit is so large nor is any 
director so busy that he cannot take charge of a case 
where one of his agents is being accused of miscon
duct. A serious complaint should be brought to the 
attention of the governing board members as they 
have the right and need to know what occurs within 
the unit. 

In one unit, the director makes it a practice to talk 
to informants on a random basis regarding their con
trol agents. The director checks with vol'"atary in
formants on contacts they have had with agents. Al
though this practice has potential benefits, a director 
should be careful that an informant does not inten
tionally try to malign an agent. No matter how reli
able or willing an informant is, he may try to manii>" 
ulate to his own advantage the relationship between 
an agent and his superordinates. 

6. External co f>lplaints. A procedure should be 
established through which external complaints are 
processed. For example, a director should make cer
tain that he investigates all external complaints 
befom the complaint is taken to the governing board. 
This is a good policy because in many cases external 
complaints are unfounded. 



Even when allegations have been proved unfound
ed, the director should bring the incident to the atten
tion of the governing board. This policy may appear 
questionable; however, the governing board should 
be notified so that its members will not be surprised 
should the complainant decide to contact one of 
them. The question of whether to document an un" 
founded charge is another matter. Some charges are 
so ridiculous that no consideration should be given to 
placing them in an agent's personnel file, although 
this does not preclude their investigation. In other 
cases, written records should be kept $0 that the unit 
cannot be accused of covering up an incident. 

7. Reporting of minor infractions. A director 
should not have to contact an agent's department to 
report minor incidents. Isolated instances of negligi
ble misconduct can be handled internally by the 
director. Should such infractions evolve into a 
general pattern of misconduct, he should contem
plate reporting the incidents to the agent's chief, A 
director should also document minor infractions for 
his own personal use so that he can refer to them 
when he evaluates the agent's performance. 

8. Serious and criminal acts by agents. Serious 
violations of rules and regulations or criminal acts by 
an agent should be handled immediately and person
ally by the director. After determining that such a 
violation has occurred, the director should report the 
incident to the agent's department. The matter can 
then be handled by the agent's department and noti
fication made to the governing board. Any indica
tion that a director has or will procrastinate on the 
issue of serious infractions may connote to agents 
that he is not able to maintain unit control and dis
cipline. For this reason, his reporting of serious in
fractions should be immediate and certain. 

None of the units reported that polygraph exami
nations were conducted on in-service officers who 
had had charges of misconduct made against them. 
Few units reported that they had had serious disci
plinary problems with their officers. In those few in
cidents where the charges were founded, the agents 
were candid enough to admit whatever had tran
spired. 

It is sound practice for a director to forewarn new 
agents that lie detector tests may be used to prove 
their guilt or innocence in a case where serious 
charges have been made against them and there is no 
other way of resolving the issue. The director should 
not hesitate in using the lie detector when the situa
tion demands it. However, he should ensure that the 
use of the polygraph is not indiscriminate. 

9. Performance evaluations. Most units do not 

have a consistent personnel evaluation procedure b~ 
cause the majority of local departments neithcl' re
quire nor request evaluations. Approximately a quar~ 
ter of the units had an established procedure for the 
evaluation of their staff. but these were usually units 
located in a department from which the main body ()f 
agents was 8$signcd. 

The personal evaluations of unit personnel (Ire im
portant fot two major reasons: (J) they give the 
director some qualitative and quuntatlve measure of 
his agents' performances, and (2) they provide a nec
essary measure when the agent is being considered 
for promotion in his department or the unit. An 
evaluation forces a director to look at his agent.s ac~ 
cording to established criteria and make objectivc 
judgements about the overall quality of their work. 

An agent should be able to compete with the of
ficers in his police department When promotions arC 
being considered. Therefore, when asked by a chief 
to submit a performance evaluation on an agent, the 
director should already have evaluations which have 
been made throughout the agent's assignment in the 
unit. Evaluating an agent after substantial periods of 
time have passed is not fair to him. Most supervisors 
are aware of the hazards in evaluating in this manner. 
The work an agent has done over the past year will be 
obscured by wbat he did in the past month or two. 
The quality and amount of work that he performed 
over the major part of the period will have been 
forgotten. 

Another reason for making personal evaluations is 
that, if a director wishes to justify transferring an 
agent back to his department because of poor work 
performance, there will be some documentation of 
the agent's weak areas. This makes a director's posi
tion stronger should his decision be changed. 

Ordinarily, an agent will be evaluated by a single 
sup~rvisor. In instances where an agent has had more 
than one supervisor during a rating period, his eval
uation should reflect the views of all who have shared 
the responsibility for his supervision. In either event, 
the supervisor's written evaluation should be review
ed by the unit director. After his final review, the 
evaluation should be discussed with the agent. At this 
time, the agent should be given the opportunity to 
ask general questions about the rating process or spe
cific questions about his ratings. 

A variety of factors complicate the evaluation 
process. First, it is very difficult to evaluate per
formance in narcotic work. For example, are four 
marijuana sale arrests better than one arrest for a 
one-ounce sale of heroin? Are six arrests with four 
court convictions better than 3 or 4 arrests with no 
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convictions? In answering such questions, it should 
be recognized that one agent may have to spend sev
eral months to gain the confidence of a pusher while 
another agent with easier cases may be able to make 
contact with 4 or 5 suspects during the same period of 
time. 

Clearance rates, which may be used as evaluative 
criteria in other investigative units, arc not valid in 
narcotic work for obvious reasons. Offense reports 
based on citizen or victim complaints arc not as 
prevalent as in non-narcotic offenses. Information 
that comes in, usually incomplete, is often provided 
anonymously. Informants who want to work off 
charges are usually turned over to the unit by par
ticipating police departments. While an agent is 
developing informants, he may have a one- or two
month period where the number of buys he makes 
diminishes. Or perhaps, after a series of raids and ar
rests, local pushers may not be willing to sell to new 
people, thereby restricting the opportunity for agents 
to make buys. All these factors complicate the per
formance evaluation process. 

The criteria used for evaluation by a unit should 
coincide as much as possible with the criteria used by 
the local police departments. This ensures some de
gree of uniformity when a police department wishes 
to compare the performance of an agent and a police 
officer. This is not to say, however, that the criteria 
of the two agencies will be identical. They cannot be. 
Appearance, for example, applies to a uniformed of
ficer but not to an ulldercover agent. Officer-citizen 
contact can be better evaluated as it pertains to a 
patrol officer than to an agent, who has limited con
tact with the law-abiding segment of society. 

10. Salaries and hours. All units in which agents' 
wages were paid by the local departments had the de
partments pay the salaries directly to the agents. In 
some cases, agents went to their departments to pick 
up their checks, while in others, the checks were 
brought or mailed to the unit for distribution to pre
vent agent exposure. 

Four of the units visited reported that while dif
ferences in the wages of agents from the various 
departments did not cause open conflict, it did 
generate grumbling or hearty discussion among the 
agents occasionally. Although differences in wages 
are not initially considered when an agent joins a 
unit, after a matter of time he may come to the 
realization that he makes $1,000 or $2,000 less than 
another agent for doing the same amount, or perhaps 
more, work. Although seveial units took steps to 
make the salaries of their officers equitable, this is 
not a common practice. One unit, for example, ob-
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tained grant money to equalize the pay of all agents 
at a wage of $700 a month. In another unit, several 
chiefs paid their officers a few hundred dollars more 
to make their wages comparable to the largest depart
ment in the unit. 

These two practices may provide a remedy for 
those directors who face similar situations. In cases 
where extra money cannot be obtained to make 
wages equitable, the director may have to resolve the 
issue by discussing the matter with each agent when 
he joins the unit, pointing out the fact that salary dif
ferences exist for the same type of work, but that 
these differences should not be allowed to affect an 
agent's work or attitude. 

Except for the instances mentioned in the previous 
section where a few chiefs increased the wages of the 
officers to the level of other agents, agents were not 
compen~ated with premium pay simply because of 
assignment to the unit. Although there is a potential 
conflict between agents and officers of their respec
tive departments over premium pay, there are rea
sons why such compensation can be justified. A de
partmental officer is not only able to work overtime, 
but he may also work extra police-related jobs. He 
can augment his salary from several hundred to sev
eral thousand dollars a year. A unit agent cannot do 
this. An undercover agent, for example, cannot put 
on a uniform and direct traffic at a local drive-in 
bank for several hours to earn extra money. By the 
same token, the irregularity of working· hours also 
prevents the agent from holding a part-time job as 
other officers might do. 

Assuming that agents do not receive premium pay, 
they should at least get paid for overtime. Unfor
tunately, what usually occurs is that the units are able 
to provide little, if any, overtime pay. In fact, in 
some units agents were fortunate if they received 
compensatory time in return for overtime work. To 
avoid morale problems, there should be agreement 
among the participating agencies as to unit policy 
concerning overtime pay for unit personnel. 

Regardless of the amount of money provided for 
overtime, tight control must be maintained over the 
agents' working time. If a director is not careful, the 
overtime money allocated for one year can be spent 
in the first quarter. Reducing overtime expenditures 
is not only the director's responsibility but also that 
of the supervisors and the agents. Fiscal problems 
should be explained to all personnel and conservation 
of funds should be a team effort. Sacrifices of per
sonal time should be made equitably. In many cases 
where overtime could not be paid or compensated, 
unit directors made up for it by allowing agents to 



come in a little later or go off duty early. 
The director can do a variety of things to decrease 

the need for overtime work. For example, if agents 
work on rotating shifts, the director can ensure that 
they set their court dates for a month when they are 
working days. He may also have agents work irregu
lar hours according to when meetings with inform
ants, anticipated buys, or raids are supposed to oc
cur. 

With the exception of one unit, which had a 20-
hour work week for its civilian agents, the units had a 
standard 40·hour work week, probably because the 
participating departments also had a 40-hour work 
week for their personnel. The new Fair Labor Stand
ards Act stipulates that public employees will be paid 
overtime for any work over 40 hours. There has been 
a question regarding the Act's enforcement against 
the states. As of this writing (September, 1975), the 
Act has been enjoined by the u.S. Chief Supreme 
Court Justice, so that there is no present enforcement 
of the Act. Should the Act's legality be affirmed, 
directors will have to operate in conformity with the 
stipulations of the Act. 

11. Working shifts. The nature of the narcotic 
problem, the enforcement objectives of the unit, and 
the number of agents assigned to it are the major 
determinants of the working hours of unit personnel. 
For example, a small unit may be unable to break up 
into two shifts, even if it were deSired, because of the 
lack of sufficient manpower. On the other hand, a 
unit that could assign a five-man team to both 
morning and afternoon shifts may not do so beca~se 
of local conditions, such as a low level of drug activ
ity during the morning hours. In this case, it may be 
best to assign all the agents to work the afternoon 
shift when more narcotic suspects are active. More
over, unit agents are usually able to set up buys for 
times during working hours. There are occasions, of 
course, when surveillances, either moving or station-

. ary, may have to be conducted at any hour of the day 
or night. 

In two units, the Tucson and Stockton squads, the 
majority of agents worked the afternoon shift. The 
Stockton squad had one five-agent team working the 
day shift and two teams working the evening shift. 
Each of the two evening shifts had different days off 
than the other. All members on each team would 
have the same days off so that the two teams showed 
up for work together on three days out of the week. 
When a unit has different shifts working, there 
should be daily meetings of all supervisors and agents 
so that general notes and information can be ex
changed. 

When the unit regularly works only oneshit't, deal
ers will lCnd to conduct their b"lsincss when the unii 
is not working. To counteract this, a unit must 
change shifts periodically. In sum, the twits must. 
work whenevel' the need arises; however', there mllst 
be some semblance of structure and routine to give 
the unit a sense of cohesiveness. 

Except for units that have hired agents, the policy 
on holidays, sick days, and vacation time foJ' each 
agent generally is the same as that. of his deptH't ment. 
Thus, these benefits are not the sante for each agent. 
This poses little difficulty for the director except that 
work schedules have La be arranged to incorporate 
the different holidays of the agents. 

Vacation time, however, requires some consiciel'n
tion. For example, should vacation periods bc se
lected on the basis of seniority in the unit 01' seniority 
in the department? It is unfair that: schedules 1'01· 

vacation dates be changed for unit person nel beca.use 
a new member has joined the unit. Yet it: is equally 
unfair that a veteran officer have a poor selection of 
vacation dates because of an assignment. Vacation 
date selections are often made on the basis of Utile in 
service in an agent's department:. This is probably the 
most equitable way of resolving this issue. rt is not 
only a general policy of most units, but. also the 
policy of most police departments. 

12. Rotation of personnel. Determining the op
timum length of agent assignment to a MAN unit .is 
difficult; however, a 2- to 3-year period seems to 
have the most advantages. First, it takes considerable 
experience and much specialized training to make a 
good narcotics agent. Rotating agents too frequently 
reduces the benefit a unit derives from its investment 
in an individual. Second, the criminals involved in il
licit narcotic activity in a given area generally are the 
same people year after year. An agent gets to know 
who these pushers and users are and can put that 
knowledge to good use. When a new agent is assigned 
to a unit, he must learn who these individuals are, 
how they operate, and how the unit can get an agent 
in with them. Third, there may be a limited number 
of personnel who have the qualifications or the capa
bilities to make good narcotics agents. By rotating 
personnel too frequently, the unit may ultimately 
have to change its standards because there are not 
enough individuals who have the necessary qualities. 
Fourth, it takes a considerable amount of time to 
develop contacts and informants not only on the 
street, but also within other agencies and organiza
tions. When someone is re-assigned from the unit, 
the contact may be lost temporarily and perhaps per
manently. Last, where informants are controlled by 
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the agent.s instead of the supervisors, frequent rota
tion of personnel may tend to "cool off' informants 
if they are transferred from agent to agent too fre
quently. 

On the other hand, there are good reasons why 
agents shou.ld not be left in narcotic assignments 
longer than a two- or three-year period. Narcotic 
agents may lose the perspective of basic police goals 
because of their exclusive involvement with nar
cotics. They may become too ego-involved in their 
work and ultimately fecI that narcotic en forcement is 
the most important police function. This is true of 
officers working in any specialized function. 

Closely akin to this is the tendency of narcotics 
agents to develop an isolationist attitude after a long 
association with narcotic enforcement. Agents may 
feel that others are not concerned about narcotics in 
the same way that they are. Perhaps this is because 
other officers do not perceive narcotics as the mo~t 
important function of the police. The general nar
cotic en forcement policy of negotiating charges in 
return for information and cooperation may tend to 
make an agent feel that negotiating burglary or theft 
charges, for example, is justified in order to get a 
pusher. Other police officers, of course, do not share 
that belief. Disassociation from other police func
tions can be harmful even when an officer is assigned 
to a narcotic section within a police department. The 
problem becomes even more acute when an individu
al is assigned to a unit that is separated in geogra
phy, persollIlel, and operating policy from his own 
department. 

Everyone connected with narcotic enforcement is 
familiar with the long and irregular hours that agents 
have to work. These types of working conditions may 
be detrimental to an agent's physical hea!th and 
home life. An agent cannot work long and irregular 
hours in a demanding job for a prolonged period of 
time without his social or married life being affected. 
Further, agents generally associate with pushers, 
users, prostitutes, pimps, and other people related 
with illicit narcotic activity. Constant exposure to 
such persons harms an agent by influencing him to 
believe that ail people are as unscrupulous. This reac
tion ultimately manifests itself in the agent's general 
attitude toward others. While it is realized that police 
officers must have a healthy amount of suspicion and 
skepticism, a narcotics agent may become too suspi
cious and skeptical after working narcotics for a long 
period. 

Another reason why it is advantageous to rotate 
unit personnel frequently is that this policy facilitates 
narcotic enforcement in the participating police de-
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partments. When an agent is transferred back to his 
department, it is as if the unit had one of its men in 
that department. The ex-agent is familiar with nar
cotic work. He can pass along his knowledge and the 
benefit of his experience to the people with whom he 
works. There is no reason why, with materials and 
resources from the MAN unit, he could not conduct 
short, informal training sessions for his fellow of
ficers. 

In view of all these factors, agents should be as
signed to a unit for a period of two to three years. 
Any policy where agents are kept longer than this 
may be disadvantageous to the agent. A shorter peri
od on the other hand may be disadvantageous for' the 
unit. The police chief's role in determining the dura
tion of assignment, however, should not be over
looked. Because each chief is the ultimate authority 
in this issue, it is necessary for the director and the 
chief to maintain lines of communication regarding 
the performance of an individual so that some degree 
of mutual accord can be reached on his rotation. 

13. Career development. The career development 
of unit agents is often neglected by unit commanders 
and supervisory staff. Yet it is a subject that deserves 
serious consideration. Although assignment to a 
MAN unit may not be detrimental to an officer's ca
reer, it is not necessarily a stepping stone either. A 
police officer may get promoted easier if he is work
ing in his own department than if he is ilssigned to a 
unit. This results primarily from the fact that the 
departmental performance evaluations and profi
ciency ratings that an officer receives are more con
sistent with departmental standards than when he is 
working as an agent. Also, there is some basis to the 
"out of sight, out of mind" philosophy. The agent's 
stauchest advocate for his promotion may be the di
rector because he is the agent's present superior. Yet 
the recommendations of the director may be second
ary to those of, for example, the investigations com
mander of a department who is backing his own offi
cers for promotion. The director should discuss pro
motional and evaluation issues with the agent's chief 
from the beginning, and establish the practice of reg
ularly briefing the chief on the quality and quantity 
of an agent's work. 

An officer should have a variety of experiences to 
enhance his opportunities for promotion, and nar
cotic enforcement is but one part of this experience. 
However, it may be detrimental to the agent's career 
to remain in narcotics work or in the unit for an ex
tended period of time simply because he may become 
overspecialized. Some agents not only desire to re
main in narcotics work indefinitely, but in some 



cases may even pass up a promotion to remain in a 
unit. A director should make a strong effort to con
vince an agent that he should not. pass up a promo
tion for this reason. Moreover, he should encourage 
all his personnel to take promotional examinations 
whenever the opportunity arises, even though he may 
lose capable agents through promotion. 

The director should emphasize and encourage the 
continuing study and education of his agents through 
local colleges or correspondence schools. Although 
their work schedules are usually heavy and irregular, 
there are many instances where unit agents have 
managed to continue their education. It is realized 
that most of the training that a unit can give its 
agents is narcotic oriented and the resources for send
ing the agents to other types of training courses do 
not exist. In spite of this, the director can still take it 
upon himself to seek and provide them with reading 
and study materials on different facets of police 
work. This wiII be beneficial to the individual, his 
department, and the unit itself. Expansion of an of
ficer's knowledge in one area of police work natural
ly spills over into most other areas. 

14. Agent dress, appearance, and demeanor. Nar
cotic agents typically do not look like police officers; 
they cannot because visibility as law enforcement of
ficers defeats their purpose. The first case of a police 
officer buying narcotics in uniform has yet to be 
documented. Yet other police officers get upset when 
they see unit agents in shoddy clothes, with long hair, 
a beard, and mustache. It does not fit their or the 
public's concept of what a police officer should look 
like. But an agent has to look like the person whose 
role he is assuming. This means that agents have to 
look, talk, and adopt temporarily the mannerisms of 
narcotics suspects. The more adept the agents are at 
this, the better they can do their jobs. 

There must be limits, however, as to the appear
ance and behavior of agents. In some instances, 
agent:! actually look more disheveled than do sus
pects. Restrictions may have to be set on such things 
as piercing one's ears. The dress of the personnel may 
have to be restricted too, for it is possible for agents 
to exceed the boundaries of common sense. Too 
many patches or clothes that are too dirty, for exam
ple, may be points the director should discuss with 
his agents. If a unit operates out of a police depart
ment, the extremism of the mode of the dress and arr 
pearance may cause problems and therefore require 
corrective action by the director. In one department, 
agents are required to dress a little better on the day 
shift than they do on the night shift. 

Narcotic language is often very colorful. In their 

everyday contact with people in the narcotics world, 
agents must speak glibly using a narcotic jargon. 
Howevel', to SOUle people, this language lllay be of
fensive. Agents should understand that. the type of 
talk that helps them on the street is not appropriate.in 
other situations. The rolc of the" narc" Should 110t 

be played when it is not called for. 
15. Insurance. Hospitalization and lire insurance 

were furnished to unit agents by their respective d" ... 
partments. The exception was civilian agents, who 
were not provided either form of insurance. 

In those units with assigned agents, the director 
and local chiefs should ensure that there is nothing to 
exempt a police officer from his hospitalization and 
insllrance benefits if he is injured 01' killed outside his 
department's jurisdiction. 

What was known in the past as false arrest insur
ance is now called police professional liability in
surance. Both refer to insurance t.hat covers a police 
officer should he falsely arrest or injure someone 
while carrying Ollt his duties. Police depart.ments 
carry this type of insurance to cover their officers. 
Frequently, when officers are assigned to MAN 
units, the police departments or sheriff's offices 
simply extend their insurance to cover them during 
that period of time. In cases where civilians are hired 
as unit agents, a sheriff's office can simply add them 
to the list of deputies who are already insured. The 
cost for making additions to an existing policy is 
small. 

A director wiII have to determine if the liability in
surance that presently covers an officer in his depart
ment wiII also cover him after he is assigned to the 
MAN unit. Such policies sometimes cover an officer 
only while he is working within the city or county jur
isdiction. If an inquiry reveals that officers assigned 
to ~he unit are only insured in their departmental 
jurisdictions, their insurance may have to be extend
ed to cover them while working elsewhere. Again, an 
option may be to get them covered under the policies 
of the sheriff. When they work in several counties, 
the agents may be insured under the policies of each 
county. 

In cases where the unit must furnish such insur
ance, the director can contact those companies which 
are presently insuring local police agencies. Or if he 
wishes, he can contact the state government insur
ance commission and obtain a list of those compa
nies which furnish such insurance. 

The amount of insurance that a director should ob
tain may depend on the cost of the policy. Generally, 
the amount of liability coverage that is added to a 
basic amount is relatively small, much like auto Jia-
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bility insurance. For example, increasing the amount 
of coverage from $5,000 or $10,000 to $25,000 or' 
$50,000 is not very costly. 

A special consideration for the director is that of 
providing insurance for his governing board when 
t.hey do not have liability insurance of their own. In 
recent years, there have been law suits not only 
against the officer involved in an incident, but also 
against the head of an agency and city government 
officials. It is advisable, therefore, that a unit direc
tor also procure insurance for his governing board in 
case they become involved in a law suit. Adding them 
to an existing policy is not. costly, and it may prove to 
be a wise investment. 

F. Training 

The content of any training program, whether it is 
internal or external, should be formulated to suit the 
training needs of the unit. Therefore, it must be de
termined beforehand what exactly is expected from 
unit agents insofar as their duties and expected level 
of performance are concerned. A director must also 
know the kinds and depth of narcotic training and 
experience that his agents have to determine what 
training they still need. For example, it may be wast(~ 
ful to give fearch and seizure training to a new agen~ 
who had several years' investigative experience, or 
informant-handling training to an ex-vice officer. 
When training is required for an agent who has been 
a unit member for some time, the director or super
visor must be able to evaluate the type of school that 
would be most beneficial to the agent. For example, a 
three-day narcotic seminar may be deemed sufficient 
to round out a capable agent whose performance is 
basically satisfactory. 

There are usually three training options open to a 
unit commander: on-the-job training, formal inter
nal training by the unit, and external training pro
grams. 

1. Training by the unit. On-the-job training (OJT) 
of agents by supervisors is perhaps the most impor
tant, certainly the most prevalent, type of training 
that agents receive. Sometimes it is the only type to 
which they are exposed. One of the primary advan
tages of OJT is the fact that it takes place during a 
"real" situation where there is an immediate necessi
ty to learn and the agent presumedly has the interest 
and incentive to learn. 

Using the services of regular operating supervisors 
is usually the most feasible and economical method 
to train agents. The unit is able to utilize its agents 
while they are learning, and the supervisors are able 
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to evaluate the rate and quality of learning by the 
trainees. Supervisors can readily discern if an agent 
has difficulty with some particular task. Moreover, 
the supervisor or senior agent can teach the new 
agent about local narcotic cond.itions, such as the 
identities of the suspects who are operating in the 
area. The director and his supervisors should devise a 
check list of training subjects to be covered to ensure 
that on-the-job training is done systematically and 
that it is not used to hide the fact that no training is 
being offered. 

On-the-job training should be done by the supervi
sor whenever possible. However, there is no reason 
why a unit cannot use senior agents who have a prov
en ability to perform required tasks; a comprehensive 
knowledge of unit operations, policies, and proce
dures; and the ability to impart knowledge and skills. 

The duties that a "trainee" agent should be assign
ed will depend on (1) the capabilities of the agent, (2) 
the needs of the unit at that time, and (3) whether the 
agent is to serve as a cover or undercover agent. If the 
agent is to be used in a cover c~pacity, he should be 
allowed to immediately assist other agents with as
signments such as surveillances, interviews, interro
gations, raids, and report-writing. In fact, the more 
varied the initial experience of the agent, the faster he 
will become a productive member of the unit. 

Units should also contemplate establishing formal, 
in-service training classes for their agents, especially 
where a number of new agents have been assigned to 
the unit at the same time. The amount of training and 
the subj'ect areas to be covered will depend in part on 
the prior training of the agents. Certainly these pro
grams should be integrated with on-the-job training. 
The director should make certain that all essential 
topics are covered by either in-service or external pro
grams, or both. 

2. External training. In the area of external train
ing, narcotic training programs include everything 
from one-day seminars to the ten-week narcotic of
ficers school offered by the Drug Enforcement Ad
ministration. These training schools are provided at 
the local, state, and federal levels. At the local level, 
some of the larger cities have their own training 
academies that provide training in narcotics. More 
frequently, however, it is the state that provides 
training through regional narcotics schools. 

At the federal level, the DEA offers short semi
nars, a two-week regional school, and a ten-week 
school (,Onducted at the National Training Institute 
in Washington, D.C. The DBA conducts short semi
nars and two-week schools in various regions of the 
country, usually upon the request of local agencies. 



LOGal agencies are also able to select as instructors a 
number of individuals from the area who have the 
capability to instruct classes on local subjects, such as 
state law or regional narcotic conditions. The DEA, 
in furnishing instructors for portions of the school, 
also attempts to use DEA agents assigned to the gen
eral area since they are familiar with local problems, 
conditions, and law enforcement officials. 

Many states conduct narcotic training schools that 
have developed strong, structured programs. Many 
of the directors interviewed during the project 
pointed out that, in their attempts to provide formal 
training for every agent, they relied heavily on the 
state schools. Although schools will vary in quality, a 
good, basic narcotic school, with capable instructors, 
covers the essential subjects of narcotic investigation 
and adequately prepares a new agent for a productive 
career in the unit. 

3. Other narcotic and narcotic-related schools. 
There are a variety of schools that offer narcotics or 
narcotic-related training. In the area of intelligence, a 
data collector's school and analyst's school are 
highly recommended by unit personnel who have at
tended them. There are also schools on surveillance 
conducted iby private manufacturers of electronic 
equipment. Other schools sponsored by public and 
private agencies specialize in areas such as criminal 
law, search and seizure, and rehabilitation. Whatever 
training program is selected by a director for his 
agents, he should examine the amount and type of 
training furnished by that program in light of the for
mal in-service training or OJT available in the unit. 
The director should expect that his agents will have to 
obtain additional training about narcotics work in 
general and become familiar with local narcotic con
ditions and the unit work methodology. 

Normally, a director should expect his agents to be 
trained in a number of narcotic subjects including the 
following: 

• Drug identification. 
• Symptoms of drug abuse. 
• Drug laws, including search and seizure. 
• Undercover techniques. 
• Use and handling of informants. 
• Surveillance techniques. 
• Drug concealment. 
• Gathering and utilizing information and intelli

gence. 
• Use and care of equipment. 
• Unit policies and procedures. 

• Role of the MAN unit. 
• Court procedure and demeanor. 
4. Advanced training. One of the concerns of 

direct.ors is that. most training available to their 
agents is usually of a rudimentary type. There tHc few 
schools to which they can send ,wit persollnel 1'01.' ad
vanced training. Often, an agent with severn I years' 
experience will be sent to a school only to find out 
that he is being taught basic subjects lenrned dUI'ing 
his first few months with the unit" There is inslI fn
cient differentiation, for class purposes, bet Ween the 
new agent who does not know what a "roach" looks 
like and the experienced agents. The general feeling is 
that these schools should emphasize sllch things as 
practical exercises in surveillance, handling inform
ants, new developments in equipment technology 
and the utilization of such equipment, and supervi
sion of narcotics personnel and investigations. 
Should a unit or unHs sponsor a training school for 
regional officers, the planners should di fferentiate 
advanced training from basic training. 

One way of meeting these two distinct: training 
needs simultaneously is through the design of a t wo
level program. One part of the program would be cle
signed for both experienced and inexperienceci offi
cers while other portions of the program could be 
divided according to the specific needs of the two 
groups. For example, the inexperienced officers 
could be given classes on drug identification, the ex
perienced officers instructed on investigative supervi
sion, and both groups given a claSS on new types of 
hallucinogens. In conducting practical exercises, such 
as in surveillance, the senior agents could act as team 
leaders. Thus, while subjects of mutual interest could 
be presented to both groups, each group could still be 
given classes that were more or less tailored for it. 
Although this type of program would entail a consid
erable amount of work and plalining, it is a sound 
approach to designing an effective program for a fre
quently neglected group, experienced agents. 

A special consideration for a unit is the amount of 
training that it is willing to undertake for its agents in 
view of the frequency of their rotation in assignment. 
In one unit visited, for example, it was not uncom
mon for a police chief to recall an officer to the 
department after having been assigned to the unit 
from three to six months. Although the training of 
frequently-rotated officers will still benefit the unit, 
first priority in training should go to those agents 
who will be on long-term assignment to the unit. 
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CHAPTER VII. EXTERNAL RELATIONSHIPS 

A. Cooperation With Local Departments 

Ideally, a unit director should strive t.o create and 
maintain a strong cooperative relationship with all 
departments within his jurisdiction. In reality, how
c'Vcr, positive support for the unit cannot always be 
attained. For one thing; a local police administrator 
mny give a relatively low priority to the narcotic 
problem. 'To overcome this problem, a director 
should routinely pass along information about local 
nar~~otic activity to the administrator. At the same 
time, the interrelationship of narcotics and other 
crim(~s should be pointed out and constantly stressed. 

The following are some common causes of friction 
between MAN units and local departments. 
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• There is a lack of adequate knowledge of uni.t 
operations and effectiveness. 

• The unit fails to notify the department of inves
tigations started or buys made in its jurisdiction. 

• Unit personnel seek publicity which aggran
dizes the unit and understates the contribution 
of the department. 

• Departments feel that they are constantly giving 
information but receiving none in return. 

• Equipment and manpower are continually be
ing borrowed by the unit. 

• U nit personnel may believe and exhibit an atti
tude that the smaller departments are not cap
able of making sound investigations and know 
very little about narcotics. 

• The unit refuses to handle requests for assist
ance made by the departments because the cases 
are too small. 

• Local departments feel that the unit wants easy 
narcotic cases handed to it because an inform
ant may be required before the unit will take a 
case. 

• Patrol shifts are not notified when several 
teams of agents enter local jurisdictions to con
duct surveillances or make buys. 

• Agents are led to believe that their unit assign
ment is relatively permanent and they need not 
maintain their allegiance to their home depart
ment. 

• The department may feel that many of its ar-

rests are being neutralized when the unit waives 
or negotiates charges with a suspect. 

• The largest department participating in a unit 
tends to dominate it. 

• Local officers are not rewarded, commended, 
or informed when their information or investi
gation proves valuable to the unit. 

• Local departments feel that agents are" getting 
away with murder" because they work under 
loose supervision and not held accountable to 
their department's rules and regulations. 

Lack of cooperation may also stem from the fact 
that some departments do not fully recognize the 
function of a MAN unit. This was found to be the 
case where little publicity was given to the initiation 
of the unit, and all the departments were not included 
in its organization. In one instance, this type of prob
lem was handled by having unit personnel visit all the 
towns and villages in the area to discuss with the 
chiefs current unit activities and seek information on 
the specific wants and needs of the departments. 

A director frequently decides that he should not 
work particular cases because the amounts of drugs 
involved are relatively small and not in keeping with 
the unit's goals of investigating big pushers. On the 
other hand, he may have to respond, for example, to 
a call from a local chief regarding a youngster sell
ing marijuana cigarettt!s to other youths at school. 
The conflict here is apparent. While i.t is true that 
only selected cases should be pursued, the director 
must bear in mind that the maintenance of good 
working relationships with local chiefs is very im
portant. To a local chief, a youth selling marijuana 
cigarettes at a local high school is a very real prob
lem, as he undoubtedly receives pressure from the 
community in these cases. In a situation like this, the 
director usually should pursue the case. However, the 
director must also make c:ertain that his agents do not 
repeatedly become involved in these types of cases to 
the extent that the big pusher is allowed to operate 
freely. He must strike a balance in the way he deploys 
his manpower. This type of problem can be avoided 
if the goals, objectives, and enforcement priorities of 
a unit are clarified when it is first organized. 



Other inter~agency problems occur when a polke 
administrator attempts to deal directly with the ~gent 
assigned from his department instead of contacting 
the agent through his direct.or or supervisor. Direct 
contact with the agents is frequent because the chief 
feels that the agent is one of his own officers 'find cun 
be approached directly. For instance, if the clhief has 
information on a local narcotic suspect whom he 
wants investigated, he may call the agent directly and 
ask him to look into the matter. The agent may then 
feel obligated to investigate the case, thereby causing 
problems to the director or supervisor who is respon
sible for distributing case assignments, setting priori
ties, and coordinating the unit's investigative efforts. 
A director should recognize the potential problem in 
such situations and handle them as tactfully as pos~ 
sible. Nevertheless, he should be firm in his policy 
that requests for assistance emanating from local de~ 
partments should be directed to him or his super
visor. Concomitantly, the director should insist that 
all agents notify him or their supervisor immediately 
whenever they receive a request from a chief. 

Some agents may resent llsing the facilities of a 
"strange" police department, being under the direct 
command of its chief or a bureau commander, and 
having to abide by departmental rules and regula
tions different than those of his department. This re
sentment can be reduced, however, if the director en
courages the personal participation of agents in unit 
decision~making. Though the real or imagined dom
inance of a major department may be unavoidable, 
agents from smaller departments may not be as re
sentful if they feel their complaints are heard and 
their opinions are given some consideration. 

A dirfctor should request local chiefs to notify him 
immediately if his agents and local officers are in~ 
volved in disputes or altercations. The potential for 
these types of problems is great when undercover 
agents are inve' \ved in certain types of operations, 
such as surveillances, where their appearance and be
havior may draw the attention of local officers. En
counters such as these can fester and ultimately cause 
severe damage to the relationships between the two 
agencies. It is important, therefore, that the director 
be aware of these encounters so that he can take 
straightforward corrective action. 

In many cases, local departments may be asked by 
a unit to waive or reduce the charges against a suspect 
because he is willing to assist the unit in making a 
case against a dealer. This is a sensitive area in law 
enforcement. Few things antagonize officers more 
than having their arrest nullified because someone 
else wants to make the defendant his "informant." 

The unit. director should prohibit his personnel from 
contacting local departments to muke this type t)f re
qucst. Whenever possible, such contacts should be 
handled personally by the director. Local depart< 
men(s nnd the statc's lIUorney should also be in
formed that if uny agent. ll1akes n request to waive or 
reduce charges against Ull informant, the unIt dire\.!" 
tor should be notified immediutcly, 

Local policc officers frequently get upset when 
tbey contribute information on illicit nnrcolie activi· 
tics to the unit, find thnt the informatio(\ led to thc 
successful investigation ot' the case, und yet nrc nevcr 
thanked, commended, or evell informed by unit per~ 
sonnel that. the information. proved to be valuable. 
Because everyone IikGS to be com\l1cnucd when he 
does something well, their feelings nre Ullderst.and· 
able. The same thing Is true of police officers who 
make an arrest or a street stol;' ~l)at leads to !l success
ful! narcotic investigation by the unit. To enhance co
operation and flow of information to the unit fmlll 
po]ic~ officers in local departments, unit personllt.!j 
shOUld ensure that those officers who contributed to 
the narcotic enforcement effort are commcnded for 
th~ir assistance. 

B. Coordinotion With State and Federal 
Agencies 

In those unit jurisdictions where state and federal 
narcotic agencies are actively operating, a unit should 
coordinate its activities with .such agencies, For ('x
ample, when initiating a case against a suspect) the 
unit should check with these other agencies to deter
mine whether they are currently investigating him. If 
this is the case, a determination should be made as to 
who will proceed with the investigation or if it will be 
a cooperative venture. 

Another area of cooperation for units is nodfic;a
tion of state and federal agend.!s when a large series 
of arrests or raids are to be made and vice versa. This 
procedure ensures that the raids of one agency will 
not adversely affect the cases of other agencies by 
forcing suspects to go underground. If such a possi. 
bility exists, the agencies can work together in delay
ing the raids or in having the second agency move up 
their anticipated arrests. A two-or three~day notice of 
pending raids would probably be ample time for the 
other unit to evaluate the status of its cases. 

It would also be advantageous for the unit to desig~ 
nate one of its members as a liaison officer in con~ 
facts not only with outside narcotic agencies but also 
with all other outside organizations. LEAA j in its 
Discretionary Fund Guide, requires that a liaison of
ficer be designated in units that serve jurisdictions 
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with 250 000 or more in population. This type of as
signmen~ is important because the unit establishes 
one central point of communication with outside in
dividuals and organizations such as the DEA, depart
ments of public safety, judges, rehabilitation clinics, 
and the like. 

C. Unit Public:ity 

There are several advantages in publicizing the ef
forts of a MAN unit. It demonstrates that the unit is 
actively engaged in narcotic enforcement and helps 
focus public attlention on the problem of narcotics in 
the local region, This in turn is valuable in obtaining 
greater public support for the unit and in facilitating 
narcotic enforcement in the area. 

The primary disadvantage in publicizing unit activ
ities is the possibility that some police chiefs may in
terpret such publicity as an attempt by the unit to 
glorify itself. Therefore, in their press releases, direc
tors must ensure that participating departments are 
credited for their general participation in the unit's 
mission and in the particular investigation tbat is be
ing publicized. In addition, directors might contem
plate adopting a policy where chiefs make their own 
public statements. Despite the fact that this publicity 
focuses on the local departments, ill the long mn the 
unit benefits by an enhanced cooperative relationship 
with the local agency. 

An important reason why a director might wish to 
maintain a ~igh degree of publicity is the intention of 
keeping the unit operational after its funding cycle is 
completed. In cases where the cost of the unit will be 
borne by local agencies, it may be necessary to show 
the need for the unit and to point out its accomplish
ments {n the past to obtain public support. 

Regardless of its policy toward publicity, someone 
in the unit should be designated as a press relations 
officer whose duties are prescribed in explicit, written 
directives. All members of the unit should know and 
abide by these directives. Designating one individual 
and perhaps an alternate ensures that press releases 
are uniform and that the information given is accu
rate and appropriate. 

Information given to the press should be as concise 
as possible. The more that is said in a press release, 
the greater is the likelihood of inaccuracy, conflict, 
and misinterpretation of the statements made. A 
press release should simply give the dates and times 
of arrests, number and names of persons arrested 
(excluding juveniles), the charges filed, narcotics 
confiscated, and the agencies which participated in 
the arrests. Ce:o:tain specific details about a case 
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should not be revealed to the news media. How the 
case was made, the number of buys on each suspect, 
the amount of time th(~ agents have been working on 
the case, the number of police officers participating 
ill the arrests, or the" size" of the dealer arrested are 
all items that should be excluded from the news re
lease. This type of information can adversely affect 
prosecutorial efforts. A defense attorney can claim 
that such information creates prejudicial pre-trial 
publicity against the defendant. In addition, the in
formation may be useful to the illicit drug community. 

On occasion, several of the units visited allowed 
news media personnel to accompany agents on a 
raid. According to the directors, most of these expe
riences were benefkial to the unitin focusing pub1ic 
attention on unit enforcement efforts against the nar
cotic problem, thus gaining public support. 

There are some major disadvantages, however, in 
allowing news medla personnel to observe ongoing 
raids. First, if the operation is not carried out 
smoothly or if reporting is not objective, adverse 
publicity may result. One incident of adverse pub
licity may be enough to offset months or years of 
good work by the unit. Second, the initial moments 
in executing a raid can be complex. Having reporters 
and cameramen along at the time that the agents are 
conducting a raid may increase confusion and leave 
reporters with a poor impression of the unit. The co
ordination of personnd assigned to positions and du
ties becomes more complex, and the risk of injury is 
increased when persons: not essential to the operation 
are permitted to accompany a raiding party. Another 
factor to consider is that although a camera may not 
lie, it can distort. Thus, an agent trying to cover two 
or three suspects at gunpoint while trying to protect 
himself and other agents may be projected by the 
camera as an hysterical, gun waving officer. Again, 
the whole incident may also cause the defense attor
ney to claim that there has been unnecessary prejudi
cial publicity against his client. All in all, allowing 
news media personnel to participate in unit opera
tions such as raids may be unwise. Such participation 
should l:;~ allowec. only when all of the factors previ
ously discussed can be controlled. As an alternative 
source of publicity, perhaps news coverages of unit 
operations could be focused on some of the more 
peaceful and less hazardous aspects of unit opera
tions such as ~ourt supervised des~ iHction of drugs 
seized by the unit. 

D. Training of Non-Narcotics Officers 
A unit should consider conducting basic narcotics 

training programs for local non-narcotics officers. 



Such programs should be supported fully by the unit 
and extended to all local departments regardless of 
size. Where such training is lacking among local of
ficers, a unit commander can establish a program 
where unit agents conduct short, roll-call training 
sessions, or even formal, area-wide courses for local 

. officers. The program can focus on narcotics sub
jects which will assist offkers in their own duties and 
in the enhancement of narcotic enforcement. For ex
ample, the program may include the following 
subjects: 

• Drug identification: Local officers should be 
given some training in the identification of 
heroin, cocaine, majijuana, and the common 
barbituates, amphetamines, and hallucinogens 
found in the local region. 

• Identification of the abuser: Police officers 
should be aware of the physiological and psy
chological symptoms of drug abuse. 

• Drug concealment: Methods in which drugs 
and narcotics are concealed in "ehicles, homes, 
or on the person and how to search for them 
~hould be covered. 

• Evidence handling: How particular drugs 
should be handled, collected, stored, and 
marked should be discussed. 

• Conditions and indications of narcotic activity: 
This topic can cover environmental conditions 
which indkate narcotic activity, such as nar
cotic paraphernalia, clandestine lab equipment 
or vehicular and pedestrian traffic patterns 
around the place where narcotics are sold. 

• The role of the MAN unit: Local officers 
should be told why the unit was formed, how it 
functions, how it can contribute to all facets of 
law enforcement in the area, and why it needs 
the support of local officers. 

Whenever possible, short training classes can be 
video-taped to allow departments to present the pro
gram to a number of shifts and divisions without 
tying up agents for considerable lengths of time. 
Temporary, two or three-week assignments of non
narcotic officers to the unit should also be considered. 

There are numerous benefits derived from conduc~ 
Hng these programs. First, they enhance the support 
of the unit's function. Patrol officers and investiga
tors of the participating departments get a good 
understanding of what the unit does and what it is 
trying to accomplish. It also makes the local depart
ments aware of some of the problems that the unit 
faces in trying to gather information and in making 
cases against narcotics suspects. Second, the knowt-

edge of narcotic investigation imparted to other po
lice officers enables them to discover more violations 
and to do a better job in investigating narcotic or nar
cotic- related offenses. This, in essence, makes the job 
of the unit much easier. Third, lines of communica
tion are opened up and a rapport is established be
tween the unit and the local officers. This in turn in
creases the willingness of local officers to pass along 
information to the unit on narcotic activities. Fourth, 
during the training sessions agents may be able to 
spot those officers who they feel would make good 
narcotics agents. 

Such training should involve as many of the agents 
as possible who are capable of conducting short 
training sessions. The involvement in training by an 
agent is helpful to him because (1) it expands his own 
knowledge of the subject matter, (2) it forces him to 
bewme aware of and responsive to the external rela
tionships of the unit, and (3) it gives him the oppor
tunity to make personal contact with police officers 
from all departments. 

Another phase of narcotic training where MAN 
units can participate is the narcotic training offered 
to recruit officers at police academies in the local 
area. Such training offers the same advantages as 
those conducted by the Jnit during roll-caB training 
ses~ions for in-service officers. In addition to these 
advantages, training at the academy means that the 
unit is able to reach police officers when they are be
ing given their initial training and can be readily im
pressed with the need for total police cooperation in 
narcotic enforcement. Furthermore, a director can 
set time aside for a 2- to 4-hour block of instruction 
on the subject. Academy training is regular; that is, 
the director knows that one of his agents will give a 
certain block of instruction for every recruit class. 
One lesson plan can be developed to be used by any
one from the unit who is designated to instruct the 
class. In addition, qualified academy instructors can 
be called upon to assist the unit with visual aids and 
displays to be used in its presentation. 

E. Public Education 

The decision to participate in drug education pro
grams for the public depends on the availability of 
unit manpower, the discerned need for such a pro
gram in controlling the drug problem, and the inter
est in these programs ;:I.S demonstrated by local 
groups and schools. Th~ .. )ugh participation in these 
programs, the unit is able to take its case to the pub
lic, make the public aware of local narcotic prob
lems, explain its purpose and function, and make a 
direct appeal for citizen cooperation and support. 
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On Lhe other hand, there are some problems that 
may be encount.ered in conducting public education 
programS. The depletion of unit manpower is cer
tainlya factor. A director mllst take one of his agents 
off t.he street and give him sufficient time to prepare 
and present the lecture. For most units, such a loss of 
manpower even for short periods of time is a strain 
on their resources. Another current problem is that 
speakers in the lOCal high schools sometimes experi
ence difficulty in communicating with the students. 
The problem is that the students often feel that they 
know just as rnuch or more about drugs as the speak
er. Therefore, the speaker loses much of his credibil
ity before he even starts. Finding qualified speakers 
to give effect.ive presentations may also be a problem. 
Because of the need to keep the majority of unit 
agents from being exposed to the public, the director 
limits himself to a few individuals who can be al
lowed to give such talks, and to even fewer who can 
give such talks well. An agent who is very capable as 
an investigator may not be a good speaker. 

If the director decides that his unit will participate 
in a public education program, he should designate 
one or two individuals as speakers to minimize ex-. 
posing his other agents and to maintain some uni
formity and quality control in the program. 

F. Role of the Unit in Drug Rehabilitation 

There are two main opposing views regarding the 
participation of MAN units in drug rehabilitation. 
One view is that drug enforcement and drug rehabili
tation are two different things. Since units have 
enough problems in the enforcement area they 
should, therefore, not become involved in rehabilita
tion. The contrary view is that rehabilitation is part 
of the solution to the narcotic problem, that history 
teaches us that enforcement alone is not the entire 
answer, and that MAN units should make whatever 
contribution they can in the area of rehabilitation. 

U nits can become involved in rehabilitation in sev
eral ways. First, unit directors may serve as members 
of drug abuse boards in their local areas and assist 
through the contribution of their own knowledge and 
experience. Second, during the plea bargaining or 
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sentencing of a defendant, agents are often asked for 
recommendations or objections about probation be
cause they possess knowledge of a suspect's activities 
and involvementin drugs. 

A director should seek to learn what efforts are be
ing made in drug rehabilitation in his area. If he can 
make some contribution, he should attempt to get in
volved in on-going programs. At a minimum, he can 
learn something about rehabilitation in general and 
thus be able to form opinions and policies based on 
this knowledge. In addition, he will be familiar with 
what needs to be done locally in the area of rehabili
tation. 

G. Civil Liberties Issues 

Occasionally, a unit will have a confrontation with 
a civil libertarian group over an arrest or raid that the 
unit has conducted. Under our system of justice and 
redress, this type of confrontation is impossible to 
avoid. Some of the problems encountered in this area 
are exemplified by the experiences of two units. One 
squad had a suit filed against it for violation of a resi
dent's civil rights because an officer kicked in the 
door to the wrong apartment or house. As it turned 
out, the incident was not caused by unit agents, but 
by a local officer on the same raid. As a consequence, 
the suit was dropped. 

The Tucson unit experienced problems with a so
called" umkrground" group from a local university 
who broadcast on a local radio station the names and 
descriptions of unit agents. The unit was uncon
cerned about this practice since, more often than not, 
the names and descriptluns were mismatched and the 
radio gave information about people who were not 
agents. 

To minimize potential confrontations with civil 
libertarian groups, unit personnel should operate 
strictly within the legal bounds that have been set. 
Unit agents should be properly trained and otherwise 
made aware of the types of activities that are within 
and without the confines of the law. The unit com
mand must also insist on the strictest adherence to 
the laws, policies, and guidelines that have been set 
in law enforcement in general and narcotic enforce
ment in particular. 



CHAPTER VIII. OPERATIONAL POLICIES 

A. Information Gathering and the 
Intelligence Function 

The difference between information and intelli
gence has often confused police officers. Indeed, the 
whole subject of intelligence seems to have a mys
tique about it. It may be useful, therefore, to estab
lish a working definition of intelligence as it applies 
to MAN units. Information gathering within a unit is 
clearly and simply what it seems to be-the gathering 
of information pertinent to the operation of a unit. 
Intelligence is information that has been collected, 
collated, and analyzed in some systematic manner to 
allow for its utilization. For our purposes, then, in
formation is virtually anything relevant that comes to 
the attention of the unit. After such information has 
been collated and analyzed, it is referred to here as 
intelligence. 

A MAN unit survives on information. Informants, 
citizens, arrested individuals, and law enforcement 
officials supply the information that enables a unit to 
enforce drug laws. If only a half-hearted attempt is 
made to gather information, or if the unit is unsys
tematic in recording, collating, and evaluating in
formation, its effectiveness is reduced. For example, 
the unit may miss many opportunities to develop a 
realistic picture of a suspect of his operation because 
it has not developed a methodology for turning in
formation into intelligence. 

There are a variety of problems encountered in col
lecting and processing information. In the collection 
phase, a' unit receives information from many 
sources, and often at very inopportune times. Anon
ymous callers, citizens, informants 7>ushers trying to 
eliminate other pushers, police officers, and the 
observations of agents are all potential sources of in
formation. The circumstances and physical sur
roundings when information is received are often not 
conducive to the agent's filling out an information 
report on the spot. There is no reason, however, why 
an agent cannot jot down the information and docu
ment it on the proper form as soon as possible. 

Someone within the unit should be designated as 
an analyst. Sometimes this designation is formal, as 
when an agent is assigned to perform that function 

and nothing else. In other cases> it may be an incidel1~ 
tal activity for the director and hi& assistant in a small 
unit. They would informally evaluate reportcd in
formation and draw conclusions about mcaning and 
potential usefulness. Of the 12 units visited> four of 
them had an a.gent assigned as analyst. Some units, 
such as the ones in the Tucson and Stockton areas, 
have sent one or two individuals to a Gollector'S 
school and/ or analyst school in preparation for their 
assignment. The schools have reportedly been very 
helpful. 

While it is recognized that the lack of sufficient 
manpower prohibits making such an assignment in a 
small unit, it should not preclude the directoI' or his 
assistant from assuming that role. It should be cau
tioned that information t.hat is merely filed away has 
little value. 

1. Control of information to external agencies. 
Channels of communication between the unit and lo
cal departments should be constantly maintained. 
Operational information shol~!:1 be exchanged 
through the individuals designated by \ocal depart
ments as liaison officers. Administrative matters 
should be discussed by the chief and director, while 
matters relating to the governing board should be 
handled by the director and the board members. 
Whenever possible, communication betw<;;'tn the unit 
and other narcotic agencies can be made by the com
mand personnel, even at the operational level. 

The flow of information should be controlled. If 
an agent must pass along confidential information to 
a liaison officer in a police department, his supervi
sor should be aware of it. In the larger units, or in 
units where communications are frequent, an excep
tion can be made so that a group or team leader, or 
even an agent, may have the latitude of contacting 
partkipating departments. In the Cook County unit, 
for example, the director allows his agents to handJe 
most, if not all, of the non-administrative contacts 
between the unit and the police departments. This is 
done principally because the great number of partici
pating departments prohibits the director or his assist
ant from maintaining personal contact themselves. 

The Cook County unit has approximately 51 mu
nicipalities within the jurisdiction, and the unit 
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agents alone represent OVer 25 different departments. 
Thu~, the agents arc allowed to keep their chiefs in
formed 011 important unit activities and make con
tacts with their own departments. In effect, the 
agents perform as liaison officers between the unit 
and (heir respective departments. Those departments 
which do not have an officer assigned to the unit are 
given the name and telephone number of an agent 
who lives in the general area and can be contacted by 
the department. All cases where assistance is required 
by the department, day or night, are referred to these 
agents. 

When unit agents initiate a case in small commu
nities, a unit director must decide whether it is ad
vantageous to notify the local. police department. 
The policy that he follows often depends on the type 
of relationship that exists between the unit and the 
small departments and the degree to which the direc
tor feels the information will be kept confidential. In 
some instances, unit.s have experienced information 
leaks, while in most units no problems of this sort 
have been encountered. Some local chiefs give the 
unit. a carte blanche in operating within their com
munities, while other chiefs desire that. they be 
notified of any local operations. If a director of a 
new unit is uncertain as to which policy to follow, he 
should inform department chiefs of unit investiga
tions taking place in their community. In instances 
where information leaks are encountered, it is incum
bent upon the director to bring the situation to the at
tention of the chief of the department concerned. If 
such leaks persist, the director must then re-assess his 
policy. 

Maintaining confidentiality of information within 
a local police department is important to the success 
of the investigation and to the safety of the officers 
involved in the case. Fortunately, these questions of 
trust arise infrequently. Often, in order for the unit 
to undertake a buy in a community, the chief or the 
patrol shift commander will have to be informed 
ahead of time so that support can be provided and 
patrol officers do no inadvertently interfere with an 
operation. If a buy takes place before departmental 
notification can be made, the unit should inform the 
department as soon as possible after the tranS1ction. 

2. In/ormation/intelligence reports. A file con
sisting of reports documenting all incoming informa
tion and intelligence should be maintained. There is 
no reason why an information form cannot be devel
oped that unit pers<;>nnel can use to document all in
formation or intelligence that they gather. 

The alter;Jative to conscientious record-keeping is 
informational chaos. Unless a systematic procedure 
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for maintaining and retrieving information is devel
oped, a unit will not know the original information 

, source, when it was obtained, by whom, or whether it 
is complete. Information will be lost or forgotten. 
U nits, therefore, should develop and utilize a form to 
r~cord all incoming information and intelligence. 
Fig~lre 8 in Chapter VI shows a general form for an 
Information/Intelligence Report. 

The Stockton/San Joaquin County unit maintains 
a daily log book which lists all perti",,!nt information 
obtained during each day's activities, induding li
cense numbers and addresses in the log book. They 
are also expected to read the log of preceding shifts 
when they come to work. Because the unit works very 
closely with intelligence, organized crime, and vice 
sections of the major department, copies of the daily 
log sheets are given to the commanders of those sec
tions. This practice ensures that the other com
manders are kept up-to-date not only on the daily ac
tivities of the unit but also on any information which 
might be pertinent to their own operations. 

3. Regional intelligence meetings. In some jurill
dictions, MAN units and participating departmt:.lts 
hold regular meetings for command and supervisory 
personnel to exchange information and intelligence. 
These types of meetings are commonplace at many 
law enforcement agencies, but the benefits of these 
meetings to a MAN unit are particularly great. First, 
the unit manages to exchange information with po
lice officers from many of the local agencies in the 
area, information which might otherwise not be op.. 
tained. Second, this type of interaction allows the 
unit to help solidify its relationships with other police 
officers in the area and enhance cooperation among 
all agencies. Third, the unit is able to show others 
what its role and general activities are by discussing 
its cases. Fourth, the unit is able to give other agen
cies information that may be useful to them in inves
tigating narcotic and non-narcotic activities. 

The San Diego unit, for example, holds bi-weekly 
meetings of police agencies in the area to discuss in
dividuals dealing in narcotics. These agencies include 
three federal agencies, one military investigative unit, 
a state investigative bureau, and investigative people 
from local departments. In addition, each tcam of 
the unit is represented. During these meetings, each 
participant summarizes cases his group is currently 
investigating and relates information which is of 
mutual interest. 

B. Informants 

There are basically two types of informants with 
whom MAN lmits usually work. The first is the vol-



untary informant, who passes along information or 
otherwise cooperates with the unit; the second is the 
defendant-informant, who helps the unit in order to 
obtain special consideration from the trial judge 
when his case is heard. The defendant-informant wm 
~'.ive only enough informut!on to negotiate. a deal on 
the charges that have be:en placed against him, and 
will volunteer very little else. It is up to the inter
viewers to elicit as much further information as 
possible. 

Informants will also use their relationships with 
the MAN unit to extricate themselves from situations 
where they are susceptible to arrest by other police 
officers. For instance, when arrested by a local de
partment, an informant may claim that he is on a 
unit assignment or he may mention his relationship 
with the unit to avoid being charged. For this reason, 
there should be initial agreement among local law en
forcement agencies that all persons claiming to be 
working for the uni1. as confidential informants 
should be processed like other suspects. The director 
of the unit-not a particular agent mentioned by the 
informant-should be contacted immediatIey when 
an informant is arrested. These situations are sore 
points \\Iith local officers, who may feel that in
formants are given too much consideration. By dis
cussing this policy with all department chiefs, the 
director avoids conflict. By insisting that he or his 
assistant be contacted personally, the director elim
inates the possibility of an agent interceding on be
half of an informant who has been arrested. 

1. Control of informants. Policies on who will be 
the controlling agent over informants differ among 
units. As a matter of policy, a director may decide 
that an informant "belongs" either to the unit or to a 
particular agent. For example, when an informant is 
assigned to an agent, it is the agent who will contact 
and control the informant. When an informant be
longs to the unit, anyone designated by the director 
or supervisor may then work with or control the in
formant. The latter method is, in many cases, the 
best method for controlling informants. The director 
and! or supervisors are in a better position to evaluate 
the usefulness of the informant. If, for instance, they 
judge that an agent is not getting adequate coopera
tion from an informant, they might want to assign 
another agent who is more effective in working with 
him. If the director wants to distribllte the case load 
equitably among the agents, he may assign any par
ticular agent to work with the informant. This may 
also be helpful when an agent is getting too close, or 
chummy, with an informant. 

There may be times, however, when the director! 

supervisor may decide to have one agent work with 
an inform;;l()t exclusively in order to enhance rapport 
or beCallSt ,< 1 !,oformant is afraid to work willt a dif· 
ferent agent. In such aninslance, tbe director will 
have to make an evaluation and, if necessary, au e.\{~ 
ception, Another alternative is to let: every infomWni 
be controlled by a team of two agent.s. Should the 
unit lose one agent, the other cnll still work with t.he 
informant. 

Interestingly enough, in some small units aJl in
formants are controlled by the director and his tlS

sistant. In these units, all cont(lcl with an informant 
and all payments of money to him arc made by the 
director and his assistant. By utilizing this procedure, 
strict control of all informants is maintained. Thefe 
is much merit to this system, but there arc also somc 
disadvantages. The main disadvantage is that the 
agents, especially aSSigned officers, may feci that 
they are not trusted to control the informant that 
they developed. In addition, this procedure can in
crease the workload for the director and unit: super
visors, depending on the number of informants. One 
useful aspect of this procedure, however, is that the 
supervisor attends all debriefings of informants. This 
gives the supervisor an opportunity to ask hard ques
tions which the agent, in his enthusiasm to get tbe in
formant to cooperate, may be reluctant to ask. 'rhe 
supervisor can also probe into areas that the agent 
overlooks, such as general crime activity. After the 
debriefing, the supervisor is in a better position to 
determine how reliable the informant: is, his future 
potential, and the value of' cases the informant can 
make. 

Local conditions usually dictate how informants 
are utilized by the various units, In some units, 
controlled-informant buys are not used because the 
local courts may feel that the testimony of in
formants is unreliable. In most units, a confidential 
informant is used to introduce an agent, the inform
ant is then cut out of further buys, and great pains 
are taken to introduce a second agent to protect the 
identity of the informant. In exceptional cases, SOme 
units may use the informant as a witness to the orig
inal buy or in a buy!bust situation, but normally 
every attempt is made to preclude the informant 
from being used as a witness. 

The availability of informants is a determining fac
tor in how far a unit will go to protect them. A sec
ond factor is the ability of the informant to get 
"1081;" after he serves as a witness. For example, in 
citks near the Mexican border, many buyers come 
form all over the country and are not known well, if 
at all, by the local pushers, An informant may give 
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~estimony in court and then leave the area. He does 
1I0t need the protection of identity that would be re
quired by a local informant who is well-known by 
those who sell to him. 

A strict poricy regarding payments to informants 
shOUld he established. One major guiueline is to min
imize the amount of money paid for information or 
cooperation. If a director makes a large payment to 
an informant initially, it will be extremely difficult 
for him to decrease payments at a later time. It is also 
inadvisable to make a payment to an informant in 
full. Giving half of it at one time and the remainder 
at a later date may be a better method. Payments to 
an informant should not be made until after he has 
done his work or his information has been checked 
out. I f the informant is going to be needed in court, 
payment or part of the payment should be withheld 
until he testifies. Whenever such payments are made, 
however, signed and witnessed receipts should be ob
tained in compliance with guidelines for confidential. 
expenditures. The amount to be paid is arbitrary. 
One unit, for example, may pay an informant up to 
ten percent of the value of the narcotics purchased. 

2. Identification of informants. For identification 
purposes, the fingerprints, pictures, and signatures, 
including aliases, of informants should be obtained. 
Most units do not require the standard three sets of 
fingerprints that are commonly needed for police ar
restees. The purpose of fingerprinting is primarily 
for identification, and some squads only require 
thumb prints. A head and shoulders Polaroid picture 
of the informant is usually adequate. The pictures 
r~an be taken anywhere and their clarity can be in
stantly evaluated. The need for the signatures is ob
vious: the unit may have to prove later that money 
was actually paid to the informant. 

The director should establish procedures to keep 
an informant's identity confidential. For example, 
once an informant's identity is documented in the in
formant file, the director should issue an identifica
tion number. In every subsequent report, the in
formant should be referred to by the identification 
number only, for example, S.B. (special employee) 
39 or T.E. (temporary employee) 39. This procedure 
helps to ensure the confidentiality of the informant's 
identity. 

Another security procedure is that of designating 
locations for meetings with informants away from 
the unit office or police department. Confidential in
formants should be met in secluded places where the 
chances of being seen by the wrong people are mini
mal. These places may include motel rooms where 
the agents can meet with the informant and have fin-
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gerprints and pictures taken, forms filled out, and 
payments made in private. Some units have special 
agreements with local motel owners where agents use 
a room for several hours for a sman fee. Regardless 
of where such meetings are held, it is wise to change 
their location periodically. 

In some units, the identity of informants is known 
only to the director and supervisors. One potential 
problem with this practice, however, is that unit 
agents may inadvertently" burn" or reveal the identi
ty of an informant simply because they are unaware 
of his status. 

Access to the records of confidential informants 
should be restricted. A director can vary the proce
dure for security maintenance and the number of 
people with file access on a trial basis. If the system 
of allowing all agents access to the files works well, 
the director may want to keep that procedure. If he 
encounters difficulties with this procedure, he may 
want to further restrict accessibility. For example, if 
some informant cards or pictures are lost, he may 
still allow the agents into the files, but only after they 
have notified their supervisors. Regardless of wheth
er the unit is housed in a police department or its own 
facility, non-unit individuals should not have access 
to the informant files. 

Along with the informant's fingerprint card, pic
tures, and copies of his real and alias signatures, a 
personal history form and a sheet detailing all money 
paid to the informant should be included in his file. 
A sheet listing all of the informant's cases and their 
disposition may also be included. This procedure 
provides the unit with information on the inform
ant's reliability. There is no need to include such in
formation in the informant's file, however, if it is 
listed in his master index card. 

Informants who are "burned" in a MAN unit's 
jurisdiction and have lost their utility may sometimes 
be relocated to another region for their own safety. 
The amount of effort and expenditures that a unit is 
willing to expend in relocating informants should be 
made clear to them when they first begin to work 
with the unit. If all the unit can provide is a one-way 
bus ticket elsewhere, informants should be aware of 
this so that there is no misunderstanding at a later 
time. 

If an informant who is to be relocated is still will
ing to cooperate, other MAN units, state narcotic 
units, or federal narcotic agencies should be notified 
of his availability, If one of these agencies is willing 
to work with him, they may be able to assist with ex
penses and perhaps help him to obtain a job. This 
was found to be a common practice among many of 



the units visited. If such transfers are made, it is im
portant that the new agency receive complete infor
mation on the informant's reliability. 

3. Speciaf problems. In some units, the defense at
torney and prosecuting attorney participate in 
meetings to negotiate charges against an informant 
who wishes to cooperate. The general policy is that: a 
defendant's cooperation will be mentioned in court if 
he pleads guilty to the original or reduced charges, 
and if he assists the unit in making a case against 
either the informant's "source" of drugs or a bigger 
dealer. In many cases, informants cannot make a 
case against their own sOurces because knOWledge of 
their arrest is widespread. In these instances, the in
formant may be able to assist in making a case 
against another pusher, one who is a bigger dealer 
than the informant. Units must be careful in such 
cases because informants often try to make a case 
against a smaller dealer or more specifically one of 
the pushers that they supply. 

The terms agreed upon during the negotiation 
should be made. explicit. and, if possible, written and 
signed by all parties. The practice in some units is to 
have the defendant's attorney present so that a de
fendant cannot later claim that any agreement was 
violated. Unless these agreements are clarified be
forehand, they tend to be questioned at the time of 
trial. For example, a defendant may claim that the 
agreement was to attempt to introduce an agent to a 
pusher and not necessarily to successfully do so. In 
addition, if the agreement is documented, it will not 
appear as if the unit is blackmailing the defendant in
to cooperating. Figure 9 is a sample form for a coop
eration agreement. 

Deciding what charges against a defendant
informant will be negotiated through the plea bar
gaining process should never be the responsibility of 
the agent. The director and his supervisors should 
make this decision. They should confer with the 
state's attorney or his assistant so that he may 
evaluate what can and should be negotiated. The 
state's attorney should also be informed that the 
director or designated supervisors are the only ones 
who decide what charges in a case are to be negoti
ated. Any agent who intercedes in such negotiations 
should be reported to the director immediately. 

The use of female informants presents special 
problems to a director and his agents. There should 
be no meetings between agents and female inform
ants unless they are official and only if a supervisor 
has been notified. At every meeting with a female in
formant, there should be two agents. Informants al
ways try to befriend agents, and female informants 

may try to develop friendships by using sex. The 
director should have stdct guidelines pJ'ohibiting 
close relationships or socializing between ugentli and 
female Informants. Social l\ctivity between an agent 
and a female iMormant should be co.tlsidered as dfln~ 
gerous to the unit's seGurity. Indeed, restrictions 
should also be imposed on the fraternization betwecn 
an agent and an informant. Although dcvclopltlCnl 
of voluntary informants neccssittllCS a ccl'trlin 
amount of personal contact, conversation, flattery, 
and the like, this necessary fraternization between 
agents and informants should be controlled by the 
supervisors. 

The use of paroled informants shOtlld be a.voided 
as much as possible. Parolees nrc usually not nllowed 
to associate with other ex-convicts or to become in
volved with anyone associated with illicit activity. In 
addition, they are usually restricted by curfews. 
Therefore, cooperation with a MAN unit, even with 
the consent of parole officers, is antithetic to a 
parolee's restrictions. A possible exception to this 
policy may be if the parolee is already involved in il
legal activity and is about to have his parole revoked. 
In this instance, however, his assistance should be 
voluntary, and the permission of his parole officer 
must be obtained. The Stockton Unit has a parole of
ficer assigned to it, thus involvin.g the unit to some 
degree with parolees. In California, a condition of 
parole is that, the parolee waives his constitutional 
rights regarding searches. Thus, he or his dwelling 
may be searched at any time. In view of this, the 
parole officer works closely with the unit when he 
beli\~ves that a parolee is selling or using drugs. 

C. Undercover Work 

Most units distinguish between the agents who 
make undercover buys and those who do everything 
except work undercover. The former are called un
dercover agents and the latter ar'<l known as cover 
agents. H is interesting to note ttnt all the agents in 
some units may work undercover, while in othel: 
units there may be only two or three undercover 
agents who are used exclusively for making buys. For 
example, in the MAT and Multi-Agency Squads, 
both of which use hired agents, aJl agents are under~ 
cover agents. This also means, of course, that they 
will have to serve as cover agents on surveillances 
and the like. On the other hand, the Tucson llnit with 
19 field agents, has four undercover agents; 
Stockton, with. 12 field agents, has two undercover 
agents. Their policies, however, do not preclude the 
cover agents from making buys when ll\~cessary and 
possible. 
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Figure 9 
Conduct of Confidenti.al Informant 

1, the undersLgned understand that while I am 
cooperating wlth and assi.sting the ____________________ , I am 
forbidden to do any of the following: 

A. Sen or deJ.lver any controlled substance, dangerous drug, marijuana, or 
any substance purported to be same, to anyone. 

13. Never sell or deliver or cause to be sold or delivered any controlled 
substance, dangerous drug, marijuana, or any substance purported to be 
same, to any person who woule then in turn sell or deliver sai.d controlled 
substance, dangerous drug, marijuana, or any substance purported to be 
same, to any member of the unit or any other person. 

C. Never use my sex, sexuallty, or sp.xual activity to induce or persuade any 
indi.vi.dual to sell or deliver a controlled SUbstance, dangerous drug, mari
jllana, or any other substance purported to be same to any member of the 
unit. 

D. I further understand that I may never search any suspect, person, house, 
papers, or personal effects. 

E. I may never become involved in any activities that would constitute 
entrapment. 

11'. I further understand that I may not engage in any illegal or Lmproper conduct 
so long as I am working with the unit. 

G. Further, I understand that any vi.olations arising from my actions in vio
lation of the above circumstance will result in an investigation of matters 
and if the charges are substantiated, appropriate action (including the 
possibiHty of criminal prosecution) will be taken. 

H. I am agreeing to cooperate with the unit of 
my own free will and accord, and not as a result of any intimidation or 
threats. 

In agreeing to work with the unit, I 
understand that no unit agent may make any explicit or implicit promises or predictions 
regarding the likely disposition of any criminal proceedings that are pending against 
me, but that unit agents will make their best efforts to arrange a meeting with 
prosecutorial authorities at which time such matters can be discussed. 

SIGNED: -------------------
WITNESSES: 
TIME: ---------------

DATE: 
PLACE~:-----------------------------
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The number of undercover agents in a unit is deter
mined by two factors. The first is the type of unit, 
i. e., civilian-staffed or assigned-officer staffed, and 
the second is the size and population of the jurisdic
tional area. In civilian-staffed units, the agents have 
never worked as police officers and therefore will not 
be known to those involved in iBicit drug activities. 
Each agent can make buys from anyone without fear 
of being identified as a police officer. If the idelnii), 
of an agent is discovered by too many narcotic deal
ers, he may simply be discharged and another civilian 
hired. In a unit using assigned officers, the agents 
may be recognized quickly as being police officers. 
Therefore, these units may have to rely on two or 
three specialized undercover agents to make their 
buys. 

To illustrate the size-population factor, we can 
compare the Lansing MAN unit to the one serving 
Cook County, both of which use assigned officers. ln 
the Lansing U nit) an agent who has been a uniformed 
police officer for five yea.rs will be known by many of 
the local people. On the other hand, a Cook County 
officer, regardless of the number of years he has 
worked there, is unlikely to be recognized on the 
street. Even where the Cook County agent is known 
as a police officer, he can be reassigned to a different 
part of the county. This is not true of the Lansing 
area agent. He can only be assigned to work a limited 
number of areas before he will be recognized by most 
dealers. His utility would then be in working as a 
cover agent, handling informants, and setting up 
buys for the undercover agent. 

1. Productivity oj undercover agents. There are 
few instances when the usefulness of an undercover 
agent is completely lost because his identity is known. 
An agent can usually be transferred from one part of 
a unit's jurisdiction to another and resume produc
tive activity. 

Agent productivity seems to be related negatively 
to length of service in the unit. The demands of the 
job and the necessity for working at a very active 
pace for a prolonged period wears out many agents. 
Motivation is sometimes lost when agents are inform
ed that they will soon be transferred back to their 
local department. 

There are no definite answers to the latter prob
lem, although some suggestions may be helpful. For 
example, the director and department chief should 
stress to agents that their unit assignments are tem
porary. The unit should also have a uniform policy 
wherein everyone is rotated back to his department 
after a specified tour of duty. The director can dis
cuss problem cases with the chiefs and attempt to get 

agents rcassigned to positions where t.heir narcOllc 
enforcemcnt experience can be cffcctivoly ulili:z.(:d. 
Finally, the director and the (lgent crln discuss his 
career in general und his reassignment specifically. A 
director should point out the career <iis[ldvnntngcs or 
staying too long in one assignment; i.e., over-special
ization and the value or <I variety of experknces to 
(Ine's career. 

Occasionully, an invest.igation may require an 
agent to work undercover at a privnte business, There 
are some factors involved in this type of Opc(,Htion 
which a director ShGi.iid take under consideration, An 
agent may have to devote 8 hours' working time in 
the undercover job anci then return to the office to 
perform some regular duties such as meeting inform
ants and writing reports. Compensatory time may 
have to be given to him and a decision regarding out
side wages that he earns wil1 have to be maclc. 1 n 
many instances units allow an agent to keep the 
wages because, in spit.e of the fact that he is still 
drawing his regular pay, he is putting in more work
ing time than the other agents. Providing false iden
tification, such as social securit.y numbers, for these 
types of assignments may also be a problem. For ex
ample, at the end of the year the agent must report 
his additional income, yet the Internal Revenue Serv
ice may have taxed a fictitious party at a fictitious ad
dress unless the director first cleared the matter with 
the IRS. Moreover, a director will have to ensure that 
the true jdentity of the agent will be known by as fcw 
of the company officers as possible. 

So long as the agent is drawing paychecks under a 
fictitious name from a private business, it may be ad
vantageous to have him cash the checks in v2rious 
taverns around town to get known by his alias. This 
type of cover may prove useful at a later date. 

2. Protection oj undercover agents. Protection of 
the undercover agent during undercover assignments 
also calls for establishing guidelines and procedures. 
The director must determine policy on the type of 
backup the undercover agent will have, the number 
of cover agents to be used, and the type of buy loca
tions that should be avoided. The director must also 
decide who runs the opf~ration, i. e., the undercover 
agent, the cover agent, or the team leader. He must 
ensure that all the men involved in a buy participate 
in the decision-making process and have an opportu
nity to contribute their opinions. At the same time, 
alternative plans and the latitude of the undercover 
agent must be clearly defined. For example, can the 
buy agent leave the area? What is his time frame for 
making the buy? Will the undercover agent allow the 
suspects to handle or count the buy money? Restde-
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lions must be set beforehand or the agent may be
c(}me too ego-involved in the case to make rational 
decisions. 

The unit director and supervisors must also make 
certain that the informant does not take control of a 
buy situation. Often because of their knowledge re
garding the pusher and the situational factors, in
formants might want to make decisions such as 
changing the target or to make other changes in the 
game plan. This cannot be allowed. The informant 
must be made 1;0 understand that he will be under the 
control of the undercover agent. This is esst~ntial for 
the agent's pwtectior.. 

In any undercover buy: the undercover agel1t 
should know the capabilities of the team covering 
him. He must think of the number of agents backing 
him up, the number of unit vehicles involved, and 
their :ability to observe what is transpiring, before he 
leaves the buy location with a suspect or splits up 
with his undercover partner or informant. Supervi
Sors should constantly stress these types of considera
tions to the undercover agents. 

Any unit buy involving large amollnts of money' 
should be considered as a potential" rip-off," thatis, 
a situation where the pusher attempts to rob the 
buyer of his money. Cases of rip-offs are becoming 
more frequent. ]n some areas, there has developed a 
class of rip-off suspects who specialize in robbing 
narcotic purchasers. While narcotic officers may take 
pleasure in seeing a potential buyer separated from 
his money, the rip-off violator also poses a threat to 
the undercover agent. There are numerous incidents 
of shoot-outs between agents and the suspects who 
are trying to rob them. For the protection of the 
agents, then, formulation of plans for an undercover 
buy should automatically include provision for a rob
beryattempt. 

Some MAN units maintain a rip-off suspect file 
containing information on individuals who are 
known or suspected of having been involv~d in such 
robbery attempts. The purpose of maintaining this 
file is to facilitate the exchange of information on 
these suspects and the methods of operation among 
the MAN units and other interested agencies. 

There should be discussion among unit personnel 
of whether or not an agent should identify himself as 
a police officer as a last resort when his own life is in 
danger, such as in the case of a rip-off. ':'here have 
been instances where an agent has prevented certain 

'" death by identifying himself as a police officer. 
Agents should carry police identification except 

possibly when they are making an undercover buy. 
Agents may need such identification if they are 
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stopped by local police officers or they have to ptove 
their identity to a citizen for their own safety or to 
obtain assistance. Even in units where agents were 
allowed to operate on their own and make buys at 
their owr discretion, unit badges and identification 
cards were carried by agents on their person or in 
their vehicles. 

In most states, body transmitting and recording 
devices can be legally used by agents for their per
sonal safety. In some states, the monitored informa
tinn can be used in court. Several units record agent
suspect conversations for this purpose, although 
none has yet been used in court. The pri;nary advan
tage of this device is that it allows cover agents to 
hear and know what is occurring at the scene of a buy 
or meeting. For example, they can determine if the 
undercover agent's cover story has been broken, or if 
a robbery attempt is being made by the suspects. 

The carrying of guns while on an undercover as
signment is usually left to the discretion of the agent. 
It is dependent on (1) the hazards existing for the 
agent and (2) its appropriateness to the cover story 
the agent gives. 

The first point concerning gun carrying is clear. 
The likelihood of a rip-off, the type of suspect one is 
dealing with, the number of suspects expected to be 
participating-all these factors will dictate whether 
the agent should carry a weapon. The second point is 
less clear. In years past, finding a gun on a buyer was 
an indication that he was a police officer. Today, a' 
purchaser of large amounts of narcotics is expected 
to carry a gun for his own protection. Therefore, de
tecting a handgun would not necessarily arouse the 
suspicions of drug dealers, assuming the agent is not 
carrying a .38 caliber revolver, which is usually iden
tified with police officers. 

3. Shipment cases. Shipment cases are usually 
made by those unit~ working at locations which serve 
as points of entry for narcotics and as narcotic dis
tribution centers for other parts of the country. 
These points are located along both coasts, the Gulf 
of Mexico, and the international borders. A ship
ment -case may be initiated when a unit agent working 
at an airport discovers that a suitcase contains nar
cotics. A sample of the narcotics is confiscated from 
the bag and maintained as evidence. Usually the suit
case and its contents are then allowed to be sent Ol1t 
to the original destination. The appropriate agency at 
the destination of the suitcase is informed of what 
has occurred and given a description of the suitcase 
and suspect, along with the claim-check number. 
Members of the alerted agency can then dther arrest 
the suspect when he picks up the suitcase or they can 



foHow him to his destination and arrest him and his 
associates there. 

The Tucson unit maintains two pairs of agents as a 
full-time airport detail. In investigating a shipment 
case, the Tucson agents and alerted ticket agents at 
the airport watch for passengers who fit the smug
gler's profile. Typically, this profile consists of a 
young, modish-looking male, with heavy, expensive 
luggage, who arrives at the last possible moment be
fore plane departure and pays cash for his ticket. In 
the past, there was sufficient probable cause to in
spect the suitcase of persons matching the profile. 
Recent court rulings now prohibit this procedure. 
The Tucson unit is currently training canines to 
detect narcotics so that probable cause under similar 
circumstances can be established. 

4. Use oj Jlashrol/s. A very essential part of unit 
operations is the use of the "fla,shroll," a bundle of 
money used by agents making undercover buys to 
"flash" to the dealer and induce him to make the 
sale. The appropriate size of the flashroll needed by a 
unit depends on local sales and distribution patterns. 
Flashrolls kept on hand by the units visited range up 
to $50,000. 

The sourCe for flash roll money also varies. In some 
units, the money is obtained on a loan basis from one 
or more local police departments. In others, the 
money is borrowed from the city treasury or from 
banking institutions that lend the money interest-free 
on the signature of city and! or police officials. Occa
sionally, when the money to be flashed is too large a 
sum for one unit to provide, state and federal nar
cotic agencies may be called upon to assist in obtain
ing it. A director should be aware that, if other agen
cies are asked to provide some of the flash money, 
they will automatically become involved in the opera
tion. At the very least, since they are responsible for 
the money and want to protect it, they will want to 
impose situational controls which are in keeping with 
their own policies and procedures. 

When a flashroll is used in a buy, protection of the 
money during the operation is essential. All possible 
exits from the buy location should be covered. Any 
suspects leaving the premises while the money is in
side should be intercepted, away from the buy-spot if 
necessary. More importantly, undercover personnel 
must fully understand that the money must 110t leave 
their possession. In no circumstances shouli.l an agent 
"front" the money; that is, turn over the money in 
anticipation of a narcotic delivery. The rductance of 
any buyer to put his money out front is only natural. 
The undercover "buyer" is being understandably 
cautious when he refuses to pay until he receives the 

narcotics. Failing to make a purchase because the 
agent refuses to front the flashrotl money is better 
than taking a chan(:e and losing $20,000. This fact 
should be constantly emphasized to the lIndercovcr 
agent. 

Some units make it a policy to flash their money in 
places which can be watched by cover agents, but will 
not allow the flash roll inside any building or dwelling 
where surveillance is rest.ricted. 

The Oashroll should be kept in a place which af~ 
fords around-the-clock security, yet allows accessi
bility. A local bank provides the security that is need
ed; however, accessibility is limited since the money 
can be obtained only when the bank is open. 

One unit keeps a flashroll of $50,000 in a safe 
which is located in the communications center of a 
large police department. Thus, the safe can be watch
ed 24 hours a day by several people. Storing the 
money in an external unit office, even if the money is 
kept in a safe and the offices have a burglar alarm, is 
inadvisable. The possibility of being burglarized is 
just too great. If a sizeable sum of money were 
stolen, it would be extremely embarrassing and costly 
to the unit. 

The serial numbers of buy money should be re
Corded. All money confiscated in an operation can 
then be checked for conl1dential funds stemming 
from that buy and from prevIous buys. Any bills that 
were part of unit funds can be retrieved after court 
dispositon of the case. 

D. Undercover Buys 

In all buy cases, there should be as much surveil
lance and information-gathering on the suspect, his 
accomplices, and the location of the buys as possible. 
This helps to protect all agents involved. The identity 
of the pusher should be established before a buy 
takes place. If there are any buy problems, if a rip
off takes place, or an agent gets injured in the 
operation, the identity of suspects will be known. 

The number of buys that are needed for a particu
lar case will depend on such things as local courts' at
titudes toward the illicit sale volume of the narcotics 
sellers, the size of the buys, the likelihood that the 
seller may move away, the desire of the unit to re
move the informant from the arresting agent, and the 
possibility of catching the seller with a large cache. A 
unit must also consider the spa.n of time between the 
last buy and the arrest of the pusher. If too much 
time has elapsed between the last buy and the arrest 
(for example, 6 months), the court may feel that the 
suspect cannot be expected to remember details of 

71 



the .incident. A jury may also misplace its lJympathies 
by feeling that the pusher may have reformed in the 
intervening six. or nine months. They will not have 
this problem if the unit can show that agents made 
buys two weeks before the arrest was made or a war
rant was issucd. Therefore, the unit may consider 
making an additional buy shortly before warrants are 
obtained to keep the case Ii current." Even if a unit 
decides that two or three buys will be made on a 
pusher, a preliminary buy where an informant was 
used may occasionally have to be taken to court. 
Therefore, the planning, conduct, analysis of evi
dence, and the report writing should be conducted 
with the intention of going to court with that buy. 

The buy/bust operation is a very useful procedure 
for MAN units. By using a buy/bust, the unit does 
not have to lose buy money in arresting a suspect. 
After several small preliminary buys have been made 
from a sllspect, the agent can negotiate a purchase 
for a much larger quantity and then arrest the dealer 
at t.he time of sale without turning over the buy mon
ey. The greatest advantage of the buy/bust is that it 
is economical. It allows the unit to arrest the pusher 
for a major sale while expending funds for only one 
or two preliminary buys. 

There are really no set guidelines for how much a 
unit should spend on "walk away" narcotic buys 
where an arrest is not made immediately. If the unit, 
however, wishes to have a big buy on a suspect when 
they go to court, it should consider proceeding with a 
buy/bust where an arrest is made at the time of the 
buy. The unit must think about making confidential 
expenditures stretch as far as possible, It will run out 
of buy funds long before it runs out of pushers. The 
unit with the $50,000 flash roll, for example, made it 
a policy to never lose more than $600 on a walk-away 
buy-$1,200 if another agency was sharing the cost. 
1 f a unit wishes to make a large walk-away buy to get 
to the pusher's source and the amount of money in
volved is too large, it might consider going to a state 
or federal narcotic agency for assistance in sharing 
the costs for the buy money. 

In a controlled-informant buy situation, an in
formant and his vehicle, if one is used, are searched 
thoroughly, and then he is sent with marked money 
to make a buy. The informant's activities are closely 
watched by agents, and he is searched again after 
turning over the drugs. This procedure ensures that 
he has not kept any of the purchased drugs or the buy 
money. Based on the probable cause of the inform
ant's testimony and the agents' observations, either a 
search warrant can be obtained, or, if this is not 
possible, an immediate arrest made. The controlled-
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informant buy was used regularly by some units. 
Others did not use it at all because local courts do not 
consider informants to Qe reliable witnesses. 

E. Arrest Policies 

Arrest policies varied from unit to unit. A policy 
which was common in one area was considered un
suitable in another. Typically, the arrest procedures 
used are the buy/bust arrest and the arrest warrant. 

The use of the buy/bust arrests by units varies. 
Some units make a majority of their arrests with 
buy/busts, while others only make five or Gix arrests 
of this type a year, relying instead, on arrest warrants 
which are issued sometime after the buy has been 
made. The variance in policy is due to the varying 
amounts of confidential funds available to the unit 
and the differences among the local communities. In 
a rural setting a unit can make three small buys (with 
little investment), obtain arrest warrants based on the 
sales, and generally get a court conviction. A convic
tion for sales, even small ones, may get the dealer a 
five- or ten-year sentence in mral areas. A similar 
case involving $20 or $25 sums would be reduced to 
simple possession in a major metropolitan city. 
Therefore, city agents have to increase the size of the 
buy. By increasing the size of the buy, though, the 
unit increases the amount of money that will be lost 
with little chance of recovery. In the larger cities, or 
where the buy money fund is small, the unit has to 
utilize the flashroll and buy/bust techniques. In cases 
where a large walk-away buy must be made, the unit 
should attempt to obtain the financial participation 
of state and federal narcotic enforcement agencies. 

An alternative to the buy/bust is an arrest by war
rant. After a series of buys have been made from a 
dealer, and the informanL has been sufficiently re
moved from the buys, the unit obtains warrants and 
either serves them itself or turns them over to the 
local police department for service. 

There are three major advantages to using arrest 
warrants: (1) the identity of the agent and informant 
is not given away by making the arrest at the time of 
the buy, (2) all arrests in an anea can be delayed until 
a simultaneous series of raids can be conducted, and 
(3) if a unit has made several buys from a suspect and 
learns that a major shipment is arriving it may be 
able to synchronize the service of the warrant with 
the receipt, manicuring, cutting, or distribution of 
such a shipment. 

Probable cause for search warrants usually stems 
either from the observations of an agent or from in
formation furnished by an informant. In the latter 



case, the unit will have to establish an informant's 
reliability, either through the fact that previous in· 
formation he has given has led to convictions, or 
through corroboration of the informant's informa
tion. Therefore, units should make efforts to estab
lish reliability by obtaining convictions even if they 
are for reduced charges. It is incumbent upon the 
unit to familiarize itself with the requisites of local 
courts on corroboration of information and reliabili
ty of informants and in making out the affidavit for 
a search warrant. 

The main disadvantage of utilizing the arrest war
rant in connection with undercover buys, beside the 
fact that the buys will have to be small to minimize 
the loss of unit funds in such transactions, is that the 
use of simultaneous arrests in the execution of arrest 
warrants is expensive in terms of manpower and unit 
resources utilized. Secondly, many drug traffickers 
are highly transient and may be difficult to locate 
after a buy has been made. 

The arrest powers of agents in any part of the unit 
jurisdiction are usually vested in them through the 
authority of the sheriff or sheriffs of that area. By 
swearing in 13m agent as a county deputy, the agent is 
free to investigate cases and make arrests within that 
county. The use of arrest powers is a matter of poli
cy. For example, in several civilian-staffed units, thf 
hired agents were not allowed by unit policy to make 
arrests. Only in rare instances, such as when local of
ficers could not be called in to make the arrest, did a 
civilian agent make an arrest. This is not the case 
with assigned agents, who are usually given the au
tonomy and discretionary power with which police 
officers regularly operate. Interestingly, two units in 
Ohio utilize agents who legally have no arrest pow
ers. The only wayan agent could possibly arrest a 
suspect is through a citizen's arrest. 

F. Raids 

Raids are frequently used by MAN units. They are 
necessary because after a unit has made a number of 
buys from various suspects, arrests shouid be made 
simultaneously to prevent suspects from going un
derground or disposing of their caches. 

As a matter of policy, laid-planning and execution 
should have total unit involvement. Unit personnel 
should get together to formulate plans and make 
preparations. To protect their real identity, under
cover agents should not participate in the actual ex
ecution of raids, although they should participate in 
the planning. Their knowledge of the suspects and 
the interior of a house or building is important. An 

issue the director must resolve is whether the cnse 
agent or the team supervisor wt1l lead n particular 
raid. In Illost cases, it should be the team supervisor. 
He is the one held accountable if anything goes 
wrong, and therefore he should have the authorit.y lo 
carry out the operation. In many instanccs, locnl 
dep~~!tments make their own raids and arrest.s of sus
pects frolll whom the unit has mucic pu rehases. Unit 
personnel may accompany the departments (0 fur
nish additional manpower, give advice, or identify 
the suspect.s involved. Most police officers who have 
been involved in raids realize that they usually do not 
go the way they are planned. Alternate plans, thcre
fore, should always be made. 

When a raid is planned, it. is necessary 1.0 inform 
the local department: or departments of the irnpend
ing operation. I n most cases, personnel from t.he 
local police department. will have to accompany unit 
agents. The presence of u3ifOl'lned officers will bc re
quired, and the booking and jailing facilities of lhe 
local department wiII be needed. The involvement of 
local agencies in the actual planning and preparation 
of a raid will depend on t.he complexity of the raid. 
Frequently, local departments have access to infor
mation regarding local residents, buildings, and local 
conditions which will be useful to the unit. 

The equipment needed for the raid should include 
some t.ype of clothing that will identify agents as 
police officials. lL is always wise t.o utilize uniformed 
officers from the local department in a raid.How
ever, the agents should also have" police" insignia, 
emblems, or lettering for their protection anci to pre
vent a suspect from shooting an agent and later 
claiming he did not know the victim was a police of
ficer. A light, nylon jacket (or vest) with" police" 
lettering in the front and back anci a baseball-type 
cap with the same lettering would suffice. These 
items could either be issued to the agent as assigned 
property or the team supervistJr could maintain con
trol of them until they are used. 

G. Evidence 

The subject of evidence is one that has received 
relatively little attention from unit directors, super
visory board members, and planners involved in or· 
ganizing a unit. While a director and his fiupervlsory 
staff may take precautions to prevent agents from 
unjustifiably claiming $3 in expenses, the system for 
storing and securing several thousand dollars' worth 
of narcotic evidence may be loose and highly suscep· 
tible to abuse. Incidents where evidence has been 
kept on the agent's person or in an unlocked drawer 
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before being tagged and stored are too frequent. Pro
cedures for the processing of evidence should be spe
cifically defined, understood, and adhered to by all 
unit personnel. 

Evidence collection and storage have been prob
lems in narcotic enforcement for two reasons. First, 
the chain of evidence is frequently overlooked, caus
ing problems in c;ourt; second, in recent years there 
have been accounts of substantial amounts of nar
cotics being lost from evidence storage areas, es
pecially in large metropolitan police departments. 
These two problems should cause the director to con
sider three main areas relating to evidence: collec
tion, storage, and destruction. 

Evidence seized as a result of a sean.:h should be 
photographed as it was found by the agent. Photo
graphing the evidence 'accomplishes the following: 

• Aids in strengthening the chain of custody. 
• Provides a graphic substantia.<.inn to written 

reports. 
• Represents evidence which, because ·uf its bulk 

or some other reason, has not been brought to 
court (if a stipulation has been made concern
ing its authenticity as part of the material being 
imroduced as evidence). 

o Depicts the circumstances or the location in 
which the evidence was seized. I 

Where possible, one agent should function as an evi
dence collector. The designa.tioll of a collector en- ' 
sures that all evidence gets recorded and processed at 
the scene in a uniform and correct manner. It also en .. 
sures that a piece of evidence will not be removed un
til the collector decides that it can ue moved and col
lected. In court, the collector and the agent who ini
tially discovered the evidence are the ones who may 
have to testify regarding the evidence. The greatest 
benefit of usinr; sl1ch a specialist is that a uniform 
procedure of evidence collection is applied and other 
agents are freed from having to take time to process 
the evidence back in the office. After the evidence is 
brbught back to the office, the colle(;tor can weigh 
and inventory the evidence, seal it in appropriate 
containers, and make out the necessary evidence 
sheets and laboratory analysis reports. 

The weighing of the evidence Sh0Uld be done in 
two ways. The first method is to weigh the actual 
drug or narcotic content seized so thaI the appro
priate c;harge against the suspect can he filed. The 

I "Guidelines for Narcotic and Dangerous Drug Evidence Han
dling and Security Procedures," Drug Enforcement Administra
tion and International Association of Chiefs of Police; lACP, 
1974. 
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second is to weigh the evidence in its storage con
tainer, i.e., box, env~!~pe, bag, or bottle to facilitate 
inspection and invent6I-y later. 

Secure storage facilities must be provided for nar
cotic evidence. Many units simply provide a storage 
locker to which all unit personnel have access. This is 
not satisfactory. A facility used to store evidence 
should be accessible to only one or two individuals. 
Use of this procedure does not imply that unit per
sonnel generally cannot be trusted, but is meant to 
reduce the potential for encountering difficulties with 
evidence integrity in the courtroom. 

Evidence such as heroin and cocaine should be 
kept in a locked cabinet within the storage facility. 
The cabinet should have a different lock than the one 
for the storage room door. To reduce access to the 
area, the number of squad memhets with keys to the 
room andlor ('abinet shouid be limited. This will as
sist in controlling the persons going into the storage 
area. If deemed necessary, drop boxes can be used to 
facilitate the turning in of evidence by agents at any 
time of the day or night. 

If the storage facility of one of the local depart
ments is being used by the unit for storing its evi
dence, the director should ensure that the security is 
adequate. For example, if a large property room is 
used by the department to store all evidence, the 
director and the centr:,~ services commander, or any 
appropriate officer, should discuss the possibility of 
maintaining a storage cabinet within the property 
room to store the unit's evidence. Even though the 
local department may be responsible for the security 
of the evidenc(;', these precautions are justified. Loss 
of unit evidence, regardless of the circumstances, re
flects poorly on the unit. 

An inherent part of the procedure for evidence 
storage is the inspection or inventory of the evidence. 
There should be some type of periodic inspection of 
the evidence that has been seized and stored by the 
unit. While the adoption and adherence to such a 
policy may seem like a troublesome and time
consuming task, the prevention of a scandal where 
narcotic evidence has been lost or stolen is well worth 
the effort. Unit agents should understand that in
spection policies reflect the need to maintain securi
ty. By adopting an inspectional policy such as this, 
the director is simply protecting the integrity of the 
agents. 

The destruction of evidence poses difficulties 
because current seizures, eRpecialIy those of mari
juana, are getting larger. Most units make arrange
ments ,,{ith representatives of local municipal in
cinerators or trash dumps to burn evidence. Thus, 



supervised destruction can be easily achieved. Before 
this is done, however, the unit should establish pro
cedu,es that guarantee that (1) only the evidence 
from cases which have been tried in court are de
stroyed and (2) the destruction of each piece of 
evidence is witnessed and adequate safeguards are 
pro\ided, 

Most units require a superv:.30r aild several agents 
to be present when evidence is destroyed. In one unit, 
a local judge witnesses the destruction of every evi
dence item after he checks it off an inventory sheet. 
Afterward, the judge keeps a copy of the itemized list 
and enters it into the court record. Another unit turns 
over all evidence to a state crime laboratory for 
destruction. 

Confiscated narcotics are usually analyzed by local 
or regional-state laboratories. In some instances, 
units have paid for independent chemists to analyze 
and report on results and to give court testimony. 
The Multi-County Unit, for instance, retains a ci
vilian chemist on a flat yearly rate to do all narcotic 
analyses. The reason for utilizing an independent 
chernist is the distance of the unit from the state 
laboratory. Thus far, there have been no problems in 
having the chemist give court testimony. 

The problems tilat are commonly encountered in 
using a state lab are the proximity of the lab to the 
unit and the time it takes for lab results. A crime lab 
may be situated a considerable distance from the 
unit, forcing the unit to make one delivery and pick
up a week. This is often an inconvenience to units 
which make large numbers of buys. Another problem 
is the length of time it takes a laboratory to analyze 
and return results. Laboratories frequently operate 
under heavy work loads, but they will process some 
items rapidly if an emergency for obtaining the re
sults exists. Onits should ensure that such reqnests 
for "emergency" analysis are not abused. 

Confiscated narcotics should be field-tested by 
unit personnel before being sent to a laboratory. 
Courts have held that field tests may be used to 
establish probable cause for arrests and issuances of 
arrest and search warrants. 

H. Wiretapping 

Electronic eavesdropping can be classified into 
three categories. First, there is the unofficiai, iHegal 
c;avesdropping that occurs when a third party eaves
drops and relays information about a conversation to 
a law enforcement official. A switchboard operator 
at a hotel may overhear a telephone conversation and 
pass the information to a unit. Perhaps a unit may re-

quest such an operator to get informaiion regarding 
a meet spot for two pushers. This is strictly illegal 
and cannot be condoned in any case. 

Second, there is consensual eavesdropping, \,<,here 
one of the parties in a conversation records the con
versation or grants permission for a law enforcement 
agency to record the conversation. A unit may place 
a body microphone and transmitter on an agent or an 
informant when a buy is being made or negotiated, 
record conversations over a unit" undercover" tele
phone) or intercept an informant's telephone with his 
permission in order to gather information or evi
dence on a suspect. 

Units should check with their own prosecuting at
torneys or the State Attorney General's offjce as to 
the legality or limitations on consensual wiretapping 
in their respective states as there are constantly new 
court decisions which may invalidate or limit consen
sual e"'avesdropping statutes. For example, the Michi
gan Supreme Court recently placed additional re
strictions on consensual searches when it decided that 
such searches could be used in court only if a conver
sation was recorded and not simply when witnessed 
by a third party (I.e., the agent) who monitOti;d the 
cOirversation [People v. Beavers, 227 N.W. 2d, 511 
(Mich 75)J. A New Jersey statute also provides that 
law enforcement agencies need to obtain permis
sion from the County Prosecutor or the State At
torney General, or his designee, to perform a consen
sual search. As a further example, Pennsylvania has 
completely prohibited consensual searches. 

The third form of wiretapping is direct intercep
tion of wire or oral communications between two 
parties by a third. Many people believe that this type 
of wiretapping is done almost entirely by federal law 
enforcement agencies. In 1974, howevet, there were 
607 wiretaps performed by state agencies and only 
121 by federal agencies.! Twenty-one states and the 
District of Columbia authorized this form of wiretap 
as indicated in Figure 10. 

The controversy of eavesdropping centers on Title 
III of the Omnibus Crime Control and Safe Street 
Act of 1968. Title III pre-empts all state statutes 
regarding evesdropping. A state law can conform to 
or can institute more limitations than the federal law, 
but it cannot make legal anything prohibited by Title 
III. Further complicating this issue is the fact that 
some states may prohibit the use vf evidence obtain-

I Report on App/icationsjor Orders Authori:ring or Approving 
the Interception oj W'ire or Oral CO/1wmnicariofis, for the period 
January 1,1974 to December 31, 1974; Administrative Office of 
The United States Courts, Washington, D.C., p. III. 
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FIGUKI": 10. Jurisdictions with SmtulesAulhorizing 
Ihe: interception of Wire or Oral Communications 

h'jfecfive During the Period January 1, 1975 to 
December31,1974-

Jurisdiction 

Federal 
Arizona 
Colorado 
Connecticut 
Delaware 
District of Columbia 
Florida 
Georgia 
Kansas 
Maryland 
Massachusetts 
Minnesota 
Nebraska 
Nevada 
New Hampshire 
New Jersey 
New York 
Oregon 
Rhode Island 
South Dakota 
Virginia 
Washington 
Wisconsin 

Statutory Citation'" 

J 8:2510 to 2520 
13:1051 to13:1059 
40-4-26 to 40-4-33 
Public Act No. 68 
1 l:XLll. 757 
23:541 to 556 
934.01 to 93L!·.10 
26-3001 to 26-3010 
22-2513 
35-92 to 35-99 
272-99 
626A.Ol to 626A.23 
86-701 to 86-707 
200.610 to 200.690 
570-A: 1 to 570-A: 11 
2A: 156A-1 to 2A: 156A-26 
813-J t0813-M;814t0825 
133.723,725,727 
12-5.1 to 12-5.1-16 
23-13A-l t023-13A-11 
19.1-89.1 
9.73.030 to 9.73.080 
968.27 to 968.33 

*Excludcs jurisdictions which enacted legislation in 1973. 

ed through a federal wiretap in a state court. In 
California, for example, a state court has made such 
a ruling{Peoplev. Jones, 106 Cal Rptr749, 73). 

The use of wiretaps has been decreasing since 1971. 
The number of federal wiretaps decreased from 130 
in 1973 to 121 in 1974. The number of intercepts for 
state agencies declined from 734 in 1973 to 607 in 
1974.J 

Consensual eavesdropping was the only type of 
wiretapping done by most of the units visited, gen
erally through the use of body microphones and 
transmitters when making undercover buys. With 
these body sets, cover agents can control a buy situa
tion and assess the relative safety of the undercover 
agent. In some cases, the conversations have been 

2 Ibid, p. II. 
3 }bid, p. HI. 
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recorded, but there were no incidents reported where 
recorded conversations were introduced as evidence 
in court. 

Of the 12 units visited, there was only one unit 
which reported using third party intercepts. This unit 
also handled organized crime cases and directed 
much of its enforcement effort against this type of 
criminal activity. 

Cost is a very import.ant factor in elec!ronie eaves
dropping. Depending on the information required, 
an extended wiretap can be costly 'even if the expense 
of the necessary equipment is excluded. Several unit 
stan members would be needed to monit.or a tap and 
this represents a considerable cost in salary and man
power. As an example, the average cost of an inter
cept by state agencies in 1974 W(lS $8,084. 

I. Radio Communicatiol'ls 

As in any other police function, radio communica
tion is crucial to narcotic enforcement. The coor
dination needed to provide support for an under
cover agent or to conduct a moving surveillance, for 
example, is often dependent on the use of portable 
radios. One aspect of radio equipment that MAN 
units have to consider is concealment. In many cases, 
a portable radio cannot be used conspicuously. In 
these instances, a small portable with a hidden 
microphone and ear-piece attachment is necessary. 
Units must also consider the concealment of car 
radios. In most instances, the radio is placed in the 
glove compartment; occasionally it may be located in 
the trunk with a speaker and microphone attachment 
somewhere in the interior of the car, perhaps under 
the front seat. 

Often the issue of obtaining radio frequencies for a 
unit does not arise. Most units handle all radio com
munication through one of the participating depart
mentJ', sheriff's offices, or even a state agency. The 
choice of whose communication system should be 
used depends on where the unit is operating, which 
system is most convenient to use, and the amount of 
normal radio traffic on the frequencies of the various 
agencies. iNhere departments have two or more chan
nels, the unit may be able to use the least congested 
one. Also, police agencies are authorized to use low 
power transmitters, i. e., porta\'Jle radios with less 
that 3 watts output, on any regularly assigned police 
frequency, on a non-interference basis, without spe
cific FCC authority. 

In certain instances, a unit may wish to o~'~ain its 
own frequency. This is sometimes difficult to do and 
in the long run may prove rather expensive. The di-



rector first has to determine whether there are any 
available frequencies in his area. A local radio 
engineer can furnish this information. To obtain a 
frequency, the director has to contact the State Fre
quency Coordinator. The Federal Communications 
Commission or a local member of the Associated 
Public Safety Communications Officers, Inc. should 
be able to provide the directm' with the name and 
telephone number of the coordinator. If a particular 
frequency is available and suitable for unit radio 
equipment, the coordinator wilI then issue a letter of 
authorization for submission with ~he application to 
the FCC, which will issue the license authorizing the 
use of the frequency. 

With its own frequency, th~ unit may either have a 
base radio to transmit and H ;~ive or make the com
munications syste('"l "mobile" only. Even when a 
unit has its O"ill frequency, a number of its vehicles 
should have an additional radio on the same frequen
cy as a local agency so that the agents can readily 
communicate with an external party. 

The security of unit radio communications, i.e., 
their susceptibility to monitoring should also be con
sidered. Most units maintained such security simply 
by being attentive to what was said over the air and 
how it was said. For unit purposes, these safeguards 
are often adequate. Where a unit is more concerned 
about communications security, however, it may 
consider applying for an Ultra-High Frequency 
(UHF) instead of a low or high band frequency, al·· 
though this only diminishes the likelihood of moni
toring and does not completely prevent it. For a unit 
director to be reasonably certain that he is not being 
monitored, he should utilize a quality gcrambler 
system. 

J. Firearms 

The carrying and use of firearms should be strictly 
controlled by unit policy. In most police depart
ments, such control is strict; it should be even more 
stringent with a MAN unit. Incidents where police 
officers used their firearms indiscriminately are 
quickly pointed out by certain sectors of the public. 
A director cannot permit the effectiveness or the ex
istence of his unit to be threatened by such incidents. 

The problem of firearm use is complex because 
police departments within an area may have different 
weapons pvlicies. For example, there may be a dif
ference regarding the use of warning shots. In one 
unit, the:'t were two incidents in which agents fired 
warning shots. Because of the difference in depart
mental policy, nothing was said to one agent, while 

the o,her officer received a suspension from his own 
department. This example indicates thnt. nny dirfer~ 
ences in firearms policy mlJ~t be resolved by the u]\il 
as soon as possible, If departments lack a uniform 
policy, the best approach may be for n unit to per
suade the departments to waive lheir respective pol
icies for officers on unit assignment in lieu of a more 
practical policy the unit. may suggest. 

The Tucson unit has adopted a policy agl'ced upon 
by all local agency heads. Any incident where a 
weapon has been i1rccl is brought before the Tucson 
P.D. Review Board. The agent, regardless of the 
agency he is from, must abide by the bonrd's 
decision. 

Unit policy is needed regarding four main arcas in 
the use of firearms: 

• When a weapon mayor may not be used, e.g., 
in protect.ing an officer's life orin (1tresting a 
fleeing felon. 

• The use of warning shots. 
• Carrying a gun off-duty. 
• The type of weapon and ammunition that an 

officer may carry. 
• If non-standard police weapons are carried, the 

agents should be proficient in their use. 
An undercover agent should carry whatever type 

of weapon is deemed appropriate, but cover agents 
should adhere to general police department ref:,ula
tions. If possible, a director should encourage stand
ardization so that if the nep.d arises, ammunition can 
be exchanged among the agents. In units where civil
ian agents are hired, there should be sufficient fire
arms training before an agent is allowed to carry a 
~leapon. 

K. Vehicles 

One of the first decisions that must be made con
cerning unit vehicles is whether to lease or buy them. 
In some jurisdictions, the policy of the funding agen
cy may require that vehicles be leased. A director 
should remember that leasing companies usually 
have restrictions against making permanent altera
tions to their vehicles, such as putting 01, an outside 
antennae or bracket~, for radios and toggle-switch 
panels. On the other hand, leasing allows the unit to 
exchange vehicles should they be identified as unit 
cars. 

U automlObiles are leased, the direc.'.or must decide 
how long to keep them. Most of the units leased 
vehicles for one year to cut down or. maintenance 
problems thrt would probably be incurred if the cars 
were kept longer. 

77 



1. Assignment oj cars. In some units, agents are 
allowed to Lake ~l,signed cars home and to use them 
for personal purposc~. By doing this, agents have 
radio communication with other members even when 
off'~duty and have instant accessibility to a police 
equipped vehicle. Other squads restrict use of the 
vehicles to driving to and from work. Policy in this 
arca is dependent on the number of unit vehicles, the 
availability of secure places where the veh.icles can be 
parked dUring off-duty hours, and whether the unit 
shares it.s vehicles with other investigative divisions. 
II' the MAN unit has enough cars to assign to indi
vidual agents and has separate office facilities, th~ 

best policy may be to allow agents to use the cars for 
home-work transportation. Where units are merged 
with vice, intelligence, or organized crime divisions, 
however, ill feelings among other officers may result 
if agents are the only officers allowed to take their 
cars horne. 

Vehicles should be assigned to individual unit 
agents whenever possible to enable the director to 
maintain accountability for vehicle care and service. 
Each agent call be responsible for ensuring that lu
brication, oil changes, tune-ups, and tire rotation 
and changes are made when called for. 

Where vdlicles cannot be assigned to particular in
dividuals, forms and procedures should be formu
lated which will assist in controlling the use of 
vehicles. For example, an agent's daily activity sheet 
could indicate the car or cars that a particular agent 
used that day along with the mileage. This practice 
ensures that vehicles are used for official business 
only and can assist supervisory personnel in verifying 
the daily work of the agents as reported on daily ac
tivity reports. 

2. Service and insurance. Where unit vehicles 
should be serviced depends on whether they are 
leased or owned by the unit or local departments, the 
amount of money available for servicing, and, most 
important, whether the undercover status of the cars 
will be threatened by having them repaired at city or 
departmental garages. In units which utilize vehicles 
owned by local departments, there may be no choice 
as to where the cars will be serviced. If the depart
ments are paying for repairs and service, they will 
probably want the cars to be taken to department or 
city garages. Units whose cars are part of a grant, on 
the otner hand, usually take the cars to a mechanic of 
their choice or perhaps someone designated by the 
leasing company. If unit cars are serviced in city 
garages where civilians work, or even in private ga
rages where all police vehides are serviced, the identi
ty of the agents driving the undercover cars may be 
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given away. Jf security becomes a problem, it may be 
worthwhile to spend extra money to have the cars 
serviced elsewhere. 

Insurance for unit vehicles is generally paid for by 
the unit, and the cost is incorporated into the gram. 
In units that are locally funded, the cars usually be
long to the participating departments, which typical
ly pay all insurance costs. 

The license plates on unit vehicles are usually is
sued to the unit or to the individual agents, in either 
their real or cover names. In cases where the plates 
are issued to the unit or und;::r the agent's real identi
ty, an agreement should be made with the stdte motor 
vehicle bureau to have all inquiries returned as "not 
yet in file," and a notification made to the director 
regarding who made the inquiry. Therefore, if a citi
zen requests a license number check, as is legal in 
many states, the director can then find out who is in
quiring about the unit vehicle. If a police department 
runs the check, the director can contact the agency 
directly to determine the reasons for it. 

The best policy to pursue in the selection of unit 
vehicles is to use commonplace vehicles. Use of cars 
with modifications that make them conspicuous, 
such as "mag" wheel::;, bright colors, decals or 
stickers, should also be avoided. All these things tend 
to make the cars easily recognizable by street people. 
An unusual car, such as a met2Uic green Corvette 
with mag wheels that is burned in one case may be
come useless in all other buys in that general region. 
Despite these considerations, the style of the vehicle 
should" match" the status or character of the person 
whom the agents purport to be; e.g., a college stu
dent buyer typically would not drive a big, expensive 
car. 

Obviously, police radios and antennae should not 
be conspicuously placed on the vehicle. In most 
cases, radios can be hidden in the glove compart
ment, and the regular radio antennae can be con
nected to the police radio. In cars that have the radio 
antennae built into the windshield, regular car anten
nae can be placed on the cars and then connected to 
the police radio. A technique used by one unit to con
ceal radio equipment was that of placing the radio in 
the glove compartment, the microphone inside the 
overhead interior covering above the sun visor and 
the transmitter button underneath the carpeting just 
below the dimmer switch. 

The exclusive use of either new or old cars or the 
same models as those currently utilized by local 
police departments should be avoided. For example, 
if a major local department uses Oldsmobiles, the 
unit should not uSle that particul(lr make of car 



because local violators will be suspicious of them. 
Often a new paint job on undercover vehicles 

which may have been identified as unit cars may be 
enough to make them useful again. This is helpful 
where only two or three undercover cars are used by a 
squad. A unit should also have an agreement with 
one or several local car dealers from whom it can 
borrow an old car or a van for a few hours during a 
particular undercover operation. The cost factor for 
this is often low. In many cases, dealers do not 
charge the :mits. In a case where such vehicles are 
borrowed, however, the individuals involved should 
discuss details such as vehicle insurance and the 
license plates for the car. A director should also make 
certain that this type of relationship with friendly car 
dealers is not abused. 

In most narcotic cases where an undercover agent 
purports to be a buyer from another state, con
spicuous rental cars must be used to reinforce the 
agent's cover. Therefore, units should attempt to 
have a good working relationship with car rental 
companies . .An alternative to renting cars may be to 
place out-of-state license plates on the undercover 
car. Some state motor vehicle bureaus send license 
plates from their respective states to a requesting unit 
in another state. One unit received plates from aI>
proximately 20 states. To obtain plates, a unit should 
send the bureau a letter, typed on official letterhead, 
that states the type of unit making the request, the 
reason for the request, and the pertinent information 
of each car including the agent's real or cover name 
to which each set of plates are to be issued. Requests 
for relaying information about inquiries about the 
registration of such plates should also be covered in 
the letter of request. 

U nits should also consider utilizing vans, campers, 
and motorcycles in their operations. These types of 
vehicles are frequently used by narcotic suspects and 
have great value in conducting surveillances. Vans 
and campers are particularly useful in prolonged sur
veillances .. Units reported that agents who used 
motorcycles drew very little suspicion when making 
undercover buys. 

3. Seized vehicles. Although some states allow 
local law enforcement agencies to keep and use con
fiscated vehicles for official business, many depart
ments do not do so because of the complexities in
volved. For example, if there is .a lien against the 
vehicle, the unit must pay the balance of the lien to 
keep the '.'ehicle. Where the lien is large, most units 
are reluctant to pay it, although in many cases push
ers pay cash for vehicles or perhaps make substantial 
down payments. In some states, a vehicle confiscated 

a second time rrom the same offender may be kept by 
a pollce agency regardless of the lien, so long as the 
mortgaging institution returned it to the s\lspect after 
the first seizure. 

Some stat.es, such as New MexIco, require that 
confiscated vehicles be turned over to a Hnte con
trolling agency. These and other confiscated vehicles 
may then be temporarily lent back to police depart~ 
ments or MAN units by the .ugency. Such an arrange
ment is of great benefit to a unit because when one of 
its own vehides becomes too well known by local 
pushers, it can simply be returned and another 
obtained. 

L. Unit Equipment 

Determining priorities for the purchase of' equip-. 
ment that the unit will need for field opcI'ations and 
administrative activities is one of the difficult deter~ 
minations that a new direct.or must make. This sec
tion discusses the equipment that a unit may rea
sonably need, excluding items such as office supplies 
and forms. Unit equipment is divided into five main 
categories: office, issued, special, raid and surveil~ 
lance, and vehicle equipment. The number of items, 
of course, will be determined by the unit's methods 
of utility and its size. A list of basic equipment is 
given in Figure 11. 

1. Office equipment. For administrative purposes, 
a photocopying machine is probabJy one of the most 
important items that a unit will need and shouJd be 
included in the initial grant or budget request. The 
exchange of information with outside agenGies and 
the interchange of memoranda, orders, and forms 
among unit personnel makes it mand:ltory that a unit 
have either a machine of its own or ready access to 
one. For unit purposes, of course, these machines are 
leased. 

A paper shredder should be included among office 
equipment, especially in those units with separate of
fice facilities. It is a very useiul item for maintaining 
information and report confidentiality by ensuring 
that discarded materials are destroyed. 

The unit should maintain a safe for the safekeeI>
ing of money, sensitive material, and special 
documents. The safe, although it need not be new, 
must be in proper working order, sturdy enough to 
give adequate security, and large enough so thai it 
cannot be picked up and carried away. Large 
amounts of money should not be kept in the safe 
unless the safe can be kept in one of the major 
departments where there is adequate security. 

Some units maintain recorders that can be used to 
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Fl(iUR\:l11. Unit Equipment 

OFFICE EQUIPMENT 
• Copying Machine 
• Paper Shredder 
• Phone-Tape Recorder 
• Evidence Lockers 
• Time and DateStamp 
• Telccopier 

EQUIPMENT ISSUED TO AGENTS 
• Drug Testing Kits 
• Binoculars 
• Cassette Recorders 
• Drivers License-under fictitious name 
• Gasoline Credit Cards 

SPECIAL UNIT EQUIPMENT 
• Body Recorder and Transmitter Set 
• Night Telescope 
• Regular Telescope 
• Field Equipment Case or Bag Containing: 

Evidence bags and container 
Several copies of all unit fornlc 
Blank copies of search warrants and warlant 
affidavits 

• Portable Radios with Charger 
• Portable Scales-for weighing narcotic evi

dence 
• V ehicle-FoIlowing Transmitters with Receivers 

RAID AND SURVEILLANCE EQUIPMENT 
• Flexible Handcuffs 
• Sledge Hammer 
• Raid Jackets and Hats with "Police' t Lettering 
• Flashlights 
• Construction Hard Hats (for surveillance) 
• Portable Light (to be plugged into any outlet) 
• Cameras-moving or still picture 
• Extra Light Bulbs 
• Light-weight Body Armor 

VEHICLE EQUIPMENT 
• Shotguns 
• First Aid Kits 
• Area/City Maps 
• License Plates-under fictitious name 
• Police Radio Transmitter and Receiver 

tape incoming telephone calls of an operational 
nature. This allows agents to go over phone calls 
made to the unit by informants or suspects. Record
ing of phone calls on a party's own phone is con
sidered legal by federal courts and by most state 
courts; however, the procedure should be checked 
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out by each unit to ensure that it is not prohibited or 
restricted by state statute. 

A time and date stamp machine can assist a unit in 
maintaining a chronological account of general cor
respondence and reports from external sources. It 
can also assist by setting chronological priorities for 
answering correspondence. The utility of this item 
depends on the size of the unit. 

A telecopier may be considered by those units 
which are large enough to be decentralized. These 
devices are used to transmit electronically letters, 
forms, or any other type of document through the 
telephone system. They can be extremely useful to 
units by helping decentralized groups to coordinate 
their activities and keep each other briefed on unit 
activity. 

2 . .Equipment issued to agents. Drug test kits are 
sometimes issued as standard equipment to individ
ual agents, although in most cases they are retained 
by the unit until needed. The most advisable proce
dure may be for the unit to maintain these test kits 
and have the agents conduct field tests of their evi
dence at the office when it is turned in. In special 
cases, such as controlled-agent buy situations, the 
kits can be taken out in the field to assist in es
tablishing probable cause. Units have the option of 
purchasing commercial kits where the chemicals are 
pre-mixed, purchasing their own chemicals, or ob
taining the chemicals by crime labs. 

Binoculars are one piece of equipment that units 
cannot do without. In deciding how many binoculars 
a unit should purchase, a director should consider 
that his agents frequently encounter unexpected sit
uations where binoculars are needed, for example, to 
read the license plate of a car or watch a narcotic 
suspect who has been spotted on the street. Because 
binoculars are items which may be needed at any 
time, each agent should be issued a pair. 

Voice recorders have become an integral part of 
the reporting system for many units. Light, relatively 
inexpensive recorders can be utilized in most field 
operations to keep a running account of events, de
scriptions or impressions for transcribing at a later 
time by the agent or a secretalY. These devices should 
be issued to agent" whenever possible; although, if 
this is not possible, a unit should still possess a 
number of them to be checked out as needed by unit 
personnel. 

Credit cards from the major gasoline companies 
can be obtained under a real or fictitious name; some 
units obtained one or two credit cards under the fic
titious names of agents and left the cards unsigned. 
Thus, any unit agent could use the cards by signing 



the gas receipt with a fictitious name. When an agent 
uses such a card in front of a suspect, however; a 
point to remember is that cards under centralized 
billing are coded differently and may endanger the 
identification of unit agents. 

3. Special unit equipment. Although body record
ing and transmitting devices are very useful to under
cover operations, they are also very expensive. The 
cost factor must be weighed against the added &afety 
factor it gives the undercover agent and the anxiety it 
saves the director and the cover agents. The purchase 
of this item is highly recommended. The body re
corder should be one of the first items for considera
tion when purchasing equipment. 

Telescopes, like binocu!ars, are useful in certain 
operations such as surveillances and buy situations. 
However, they are not used as frequently as binocu
lars. Since telescopes must be mounted on a tripod 
for effective use, their applicability is generally 
restricted to stationary surveillances. Because they 
may not be used as regularly as some other items, 
telescopes may not rate very high in priority on a 
unit's shopping list. 

Night scopes are used even less frequently than 
regular telesco):., s. At night, agents are usually able 
to get close enough to a targeted area to use a good, 
strong pair of standard binoculars. Although night 
scopes may be used occasionally, the financial sound
ness of purchasing this equipment is debatable. 
When needed, night scope equipment may possibly 
be borrowed from a neighboring law enforcement 
agency or, perhaps, a military unit. 

A vehicle-following transmitter and receiver, or 
• 'bumper beepers," as they are sometimes called, are 
very expensive items, the price ranging between 
$6,000 and $8,000. The site visits revealed that most 
units either already had one or were contemplating 
buying one. Those units that did have the devices 
were well satisfied with their use; however, the units 
that lacked them seemed to be able to operate effec
tively without them. 

Although vehicle-following devices can be quite 
useful to a unit, especially in a situation where an 
undercover agent is traveling with a suspect to an 
unknown locality, it is not recommended that all 
units purchase these devices. First, there are many 
other items that a unit may need more than the ve
hicle monitor. It will have to be determined if there 
are enough funds to purchase one without depriving 
the unit of other necessary equipment. Second, a 
consideration is that the use of these oevices has been 
found to be illegal without a search warrant. Ac
cording to a recent case in Oregon (U.S. vs. Mar-

tyniuk, May 20, 1975), the usc of these devices was 
found to be a violation of u. person's right 1.0 privacy. 
Third, retrieval of the device may at times present a 
difficult problem. 

A set of portable scales for weighing small qllnn
tities of drugs and narcoUcs is indispcnsible to 11 

MAN unit because under federal ancl most state 
codes, the charges on suspects Jepend all the 
amounts of drugs or narcotics they sold or had in 
their posseSSion, The weight capabilities need not be 
large; most drugs and na.rcotics can be broken up in
to packages of several pounds or kilograms. In cases 
where lar5e amounts of drugs arc confiscated, slIch 
as in marijuana seizures, the seizure may have to be 
broken up and placed in large plastic bags, for cxalll~ 
pie, and different types of scales used. The scales 
purchased by the unit should allow for regular cali
bration to guarantee accuracy. 

Units may consider maintaining briefcases with the 
equipment and supplies that it will need for Vt\rio\Js 
types of operations such as raids. For example, such 
a case could contain the necessary forms for intelli· 
gence/ informrltion reports, case relJorts, personal 
hi.;tory forms for suspects and informants, search 
waivers, statements, search warrant and affidavit.s; in 
addition, it could include test kits, t1exible hand
cuffs, and any other equipment which may be used in 
the field. It is not always possible for agents to carry 
their own cases with this equipment. If all necessary 
items are placed in a case, the supervisor can simply 
take the case with him on a raid and be i\ssured that 
the team has what it needs. 

4. Raid and surveillance equipment. Units need a 
variety of items for raid and surveillance situations. 
The need for most of these items, such as flexible 
handcuffs, flashlights, and sledge hammers, is sel f
evident; the raid jackets and hats with "Police" let
tering an: discussed in the section on raids. As for the 
other items, a few brief comments are in order. 

Some units possess construction hard hats and util
ity tool belts worn by utility company employees for 
use during surveillance operations where agents must 
be placed out in the open or where they must enter a 
building without arousing suspicion. The purchase of 
several pieces of lightweight body-armor clothing ap
parel for the protection of agents during raids should 
also be considered. 

Lighting equipment, such as portable lights which 
can be plugged into most electrical outlets and high
intensity light bulbs, were also recommended by 
some units. They were found useful when the unit 
cond'",cted searches in dimly lit apartments or houses. 
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The lise of the port.able light and the subst;,tlltion of 
colored or dim light bulbs with a larger-watt bulb 
facilitated the searc"es. . 

The lItility of still-picture cameras was common 
among all units. This type of camera is lIsed occa
sionally for taking long-range shots of suspects, 
vehicles, and buildings. More frequently, though, 
they were used for photographing informants or con
fiscated evidence. Polaroid cameras are very liseful 
and relatively inexpensive for this purpose, Thirty
five millimeter cameras are more suitable for long
range, covert photographs. A good camera with a 
zoom lens is often desired, but it is expensive. 

Movie cameras were owned by relativdy few units 
and used by even fewer. Covert picture-taking for 
identification purposes can best be done with a still 
picture camera. Although a movie camera could be 
used effectivelY where a running v.isual account of an 
illicit operation is desired, most units do not get in
volved in these types of cases. Even if they did, a 
suitable camera could perhaps be borrowt~d from a 
department or individual, or it could be leased from a 
visu(~1 aid store or supplier. In fact, there are d!f
ficulties in using films for court purposes because 8 
mm or Super 8 mm film, which is the type used in 
most non-commercial cameras, cannot be enlarged 
sufficiently to bring out details in a particular frame. 
The image and general quality of the enlarged picture 
would be poor. 

5. Vehicle equipment. Some items that should be 
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issued with every vehicle, such as license plates and 
police radios, have already been discussed. The need 
for some other items is obvious. For example, first
aid kits and detailed maps of cities and the general 
area are needed for each vehicle. Tht: maps are spe
cially useful in view of the fact that agents, unless 
they are sheriffs deputies, may not be familiar with 
their entire jurisdictional area. 

Shotguns are items that a few units issue as part of 
vehicular equipment. Generally, however, this is only 
true of units which are located in a police department 
where vehicles are parked in a secure area when not 
in use, Qr where vehicles are shared with other inves
tigative units. It would be very dangerous to store 
shotgulls in trunks of unit cars if the agents, as a mat
ter of policy, take the cars home with them or if the 
cars are parked in an unsecured area. 

While it is helpful for a unit to borrow some of its 
equipment from participating departments or other 
investigative agencies, the unit should bear in mind 
that it can abuse this professional courtesy by con
stantly borrowing from others. On the other hand, 
MAN units can increase the support and cooperation 
of participating departments and other agencies by 
lending them unit equipment. Through such loans, 
these departments and agencies come to depend on 
the unit not only for equipment, but also for as
sistance. Gaining favor from these departments, of 
course, assists the units in their narcotic enforcement 
efforts. 



CHAPTER IX. UNIT EVALUATION 

A. Major Considerations 

The evaluation of unit performance over a given 
period of time is important for several reasons. ,First, 
through evaluation, the director is able to determine 
what has been accomplished by the unit in terms of 
meeting the goals of its overall mission. Second, it 
giVes direction to the unit by focusing on the gap be
tween what has been accomplished and what yet 
needs to be done. Third, it allows the unit to justify 
its existence and efforts to others. Fourth, the unit is 
able to comply with the evaluative reports required 
by the state planning agencies. 

In looking at the methodology for evaluation of 
units, there were eight areas in which the evaluation 
processes of many units were weak. Although the fol
lowing are not indicative of anyone particular unit, 
they were generally true of many. These problems 
were: 

• Evaluations tended to rely on several basic 
statistical indices, e. g., arrests, seizures, on
going cases, etc., which may be easily misinter
preted. 

• Specific goals toward which the unit could 
strive were set. 

• Evaluations in most units were done interp:llly 
by unit personnel. 

• There was no measure of the unit's impact on 
the local region. 

• There was no justification of unit activities on a 
cost-effective basis. 

e There was no classification of offenders so that 
enforcement efforts in each classification could 
be measured. 

• There was an over- reliance on highlights of unit 
activity in the evaluation process. 

• There were no standards for comparing unit ef
forts. 

Ideally, a true evaluation of a unit's narcotic en
forcement efforts should reflect its impact; that is, 
the degree to which it has diminished narcotic activity 
in a particular region. However, b<:cause of the na
ture of the narcotic problem it is almost impossible to 
obtain a realistic picture of narcotic activity before or 
after the unit's inception. 

Often, evaluation of a unies irnpncl on the nnl'~ 
cotic problem must include subjective infonnntinn. 
While the unit caJl measure much of its effol't, objet> 
lively through the collection of daw 011 sllc.!h activities 
as arrests, seizures, and the like, tho overall results of.' 
these activities may better be expressed in descriptive 
terms. The fact that the narcotic problem has signifi
cantly increased in objective terms docs 1l0lncceSSHJ'
ily mean that the unit is not achieving some measure 
of success. 

Part of the evaluation made by units is a determi· 
nation of the degree to which the unit: has achieved its 
goals. IL has been pl'eviously stated that n unit must 
establish those goals which ,,",'ill assist it: in its overall 
mission of effectively diminishing narcotic activity. 
The ac;tivities of the unit should be lltCi\SUred in terms 
of what the unit has accomplished relative to these 
goals. There must be an evaluation, for example, of 
how successful the unit has been in pursuing cases 
against the large-volume pushers while assisting smull 
departments with their cases. 

B. Evaluators 

With the exception of four units visited, evaluation 
of unit operations and administration consisted of (1) 
quarterly reports to the state planning agency, (2) a 
periodic audit of the unit's financial records by the 
SPA, and (3) monthly reports to the governing board 
on unit operations, including problems and success
es. The units in Connecticut were monitored by a 
statewide coordinating committee. The San Diego 
squad was integrated with a DBA unit and, there
fore, feU under the auspices of the DBA inspections 
system. The other two units, in Illinois, were eval
uated by a state law enfol'cem::nt agency. 

The type of evaluation carried out in Illinois bears 
closer scrutiny. In Illinois, the state investigative 
agency which, among other things, is concerned with 
narcotic enforcement. statewide, is entrusted with 
monitoring MAN units throughout the state. The 11-
linois Bureau of Investigation (lBI) furnishes two 
monitors who visit all units at least once a month to 
evaluate their performance. The authority for doing 
this is granted to the Bureau by the Illinois Law Bn-
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f()rcerncnt Commission, the state planning agency. 
'rhe IHI has been workirig closely with local agencies 
in the PitSl, but it had never had the role of monitor 
utitil J 974. 

The following arc some of the areas that are cov
en::d during on-site evaluations by lBl; 

• NUI1l ber and age 0 f persons arrested. 
• Kind and amount of narcotics or drugs in

volved in each arrest (including lab analysis re
sui Is). 

• Procedu re, such as serving warrants, or 
assistance from local agencies. 

• Current status of each case. 
• Amount, by type, of narcotics seized. 
• Invent.ory of all contraband held by the unit. 
• Evidence procedures, including: 

- adequacy of procedures 
- compliance with procedures 
- storage of evidence 
- recording of evidence 

• Number of locations searched with and without 
warrants. 

• Number and types of unrelated seizures. 
• Amount and kind of drugs purchased. 
• The cost per purchase. 
• Type of information obtained. 
• Detailed statement relative to the disposition of 

all arrests and all incidents in which a person is 
arrested but released without charges being 
filed. 

• Summary regarding the number, age, and sex 
of confidential informants. 

There are several other activities undertaken by the 
monitors. First, they revic'" a substantial number of 
case files selected randomly to ensure that (1) the 
data reported are correct, and (2) the investigation 
has been conducted according to professional and 
legal standards. Second, liaison between the unit and 
local, state, and federal law enforcement agencies is 
reviewed to ensure that the efforts of the unit are in
tegrated with those of other agencies. This entails 
contact interviews with members of these other agen
cies. Third, there is also a review of liaisi)n between 
the unit and rehabilitation programs to determine ,f 
the appropriate use of these resources is made b'j the 
unit. 

The monitors also report on any activities that 
raise issues relating to the professional or legal stand
ards of the operation. Such matters are reported to 
the superintendent of the 181 or his designee. 

It is obvious that the evaluation of the unit goes far 
beyond the gathering of statistical data on the units. 
Th'~re is an in-depth evaluation of all aspects of unit 
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operation and the impact that it is making in the 
area. The monitors are asked to make suggestions as 
to how the unit effectiveness may be improved. 
Moreover, the monitors must make quarterly and an
nual reports which summarize their activities and 
findings on each unit. 

The Illinois program suggests a viable evaluation 
procedure. What is important about the lEI-MAN 
unit relationship is that (\} the units have a systematic 
evaluation of their efforts, (2) this system is more ef
fective than the quarterly reports that ,He usually 
made by many units, and (3) these units are evaluated 
by narcotic enforcement practitioners. 

C. Misinterpretation of Statistics 

A weakness in the evaluation of a unit may be that 
it relies too heavily on statistics. The variance in 
figures fwm year to year can be very misleading and 
easily misinterpreted. Various categories that may be 
used for evaluations and some of the difficulties that 
may be incuned are discussed below. 

General arrest figures can be misleading because 
the unit may, for example, shift from an enforcement 
priorit.y against wholesale dealers to street level 
pushers or even users/ pushers. The final statistics 
would merely show an increase in arrests f0!' sale or 
distribution and would not indicate a shift in unit en
forcement policies. 

Another factor to consider is that many units 
"cause" arrests rather than make them. Thus, when 
local departments are allowed to obtain or serve war
rants based on unit case files, those arrests really 
belong to, and should be claimed by, the unit. How
ever, when a unit merely supplies a local department 
with information and does not investigate the case 
operationally, the unit should not claim the arrest. 

Conviction rates can also be misleading. For exam
ple, a unit may allow all arrested suspects to plea 
bargain their charges on sale to lesser charges of 
possession. The records, unless they provide other
wise, would only show a given number of arrests for 
sale and almost the same number for convictions, al
though the convictions would be for lesser charges. 

Clearance rates are difficult to use in a MAN unit. 
First, most clearance rates are based on the number 
of arrests made in proportion to the number of re
ported cases of Part I crimes. The problem is that, in 
narcotics, most cases that result in arrest are not 
reported as are other cases. For example, there are 
very few citizens coming to the unit to file a com
plaint or to report some particular incident involving 
narcotics. In only rare cases will the "victim" in a 



narcotic transaction make a complaint and cooperate 
with the police. Therefore, there is an exceptionally 
small numbcr of rcported cases which could be used 
as a basis for determining the clearance rate. Even 
when a unit gets information on a suspect, it. may not 
initiate a case, that is, give it a cnse number, until the 
first buy has been made. 

Focusing enforcement efforts on a specific drug 
will itself increase the number of reported incidents 
related to that substance. For example, if a unit con
centrates on cocaine buys, the number of cases <llld 
arrests and the amount of seizures pertaining to co
caine will probably increase. 

By concentrating on narcotics suspects operating 
in one particular geographical area, the unit cnn also 
increase the number of cases, arrests! and seizures, 
inducing an "increase" in drug activity in that area, 
which again causes a misrepresentation of facts. 

The volume of drug-related crimes can also be used 
to qualify the reported productivity of the unit. For 
instance, where there is a sizable reduc.tion in the 
number of robberies, burglaries, purse snatchings, 
shopliftings, and thefts in general, a unit can claim 
that its narcotic enforcement efforts have been effec
tive. At the same time, an increase in these narcotic
related crimes can be dismissed by a unit as indicative 
that other law enforcement agencies are Jess effective 
in their missions. 

The purpose of pointing out the weaknesses of 
evaluative areas is not to condemn any particular 
unit. Instead, it is to emphasize the fact that sta
tistical figures and data should not be overly relied 
upon. A director should .not base the success or fail
ure of his unit on the figures for anyone of these 
categories. He should rely upon overall data on all 
unit activity as a reliable indicator of unit accom
plishments. It is important that the unit maintain 
maximum accuracy in its record-keeping so that it 
does not mislead itself and others in its reporting. For 
example, when a unit arrests a suspect who is incar
cerated in a local jail, frequently the department also 
claims the arrest, especially if it assisted the unit in 
making it Thus, in quoting total narcotic arrests by 
all agencies, the unit may be counting some arrests 
twice. Such inaccuracies are self-defeating. When 

. questionable procedures in record-keeping are finally 
corrected, the records will automatically indicate a 
substantial drop in arrests, confiscations, and the 
like. 

D. Evaluative Areas 

To conduct a thorough and comprehensive evalu
ation of a unit, the following areas should be in-

eluded: 
• Unit cases. 
• Use ot'confidcntin,1 funds. 
• Number ofinformnnts. 
• lndkttnents at' warnmts. 
• Total arrests. 
• Confiscated drugs and IHlI'Cotics. 
• Disposition of cases-general. 
• Disposition of cases referred fo), ndjudication. 
• NOIHlarcotic seizures. 
• Taxes levied. 
,. .J urlsdictional breakdown of arrests and cnscs, 
• Searches. 
.. Training of unit personnel. 
• Number of complaints receive(L 
• Information disseminated. 
~ Age of offenders. 
• Cooperation with drug-related ngcllcics. 
• Training of non-narcotic police officC'rs. 
• Number of hours expended per case. 
• Cost. factor analysis of confidential funds. 
• Highlights of unit operations, 
These evaluations are discussed individually 

below: 

1. Unit cases. The unit has to classify its cnses ac
cording to two categories; drug cases-cases which 
specifically relate to drug and narcotic activity, and 
general cases-cases which are non-narcotic in nn
ture. Both of these categories have to be further 
divided into two phases, active and inactive. The 
ntlmber of active cases carried over from the previous 
evaluation period will also have to be noted. 

2. Use of confidential funds. This section should 
include the amount of confidential funds involved in 
the following activities: 

• Buys: including totals, average buys per case, 
and average buys per case for each category of 
pusher. 

~ Informant payments. 
• Non-drug expenditures. 
• Recovery of confidential funds. 
3. Number of informants. The number of inform

ants currently working for the unit should be listed. 
The main problem that normally arises in this area 
is that of determining who should and should not be 
listed as an informant. For example, should the cit.i~ 
zen who calls on one occasion with information or a 
police officer who passes information to the unit be 
considered as informants? Clearly, some definition 
and criteria will have to be established for statistical 
purposes. The following definition is a start. In~ 

formants, for evaluation purposes, are those non-law 
enforcement individuals who are actively engaged in 
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assisting the unit in making buys or intercepting 
bhiplllcnts of narcotics, or who supply information 
on a continuing basis on specific illicit operations. 

4. 'ndlctments or warrants. The number of .indict
III CI1 Ii>' and warrants for speci fic types of narcoticS 
and violations should be reported, The exact viola
tions to be incorporated in the report will depend on 
the statutes of each state, although there arc a num
ber which arc common to most ~tates. Generally, the 
following categories of violations arc included: 

• Possession. 
• PossesS.ion for sale. 
• Sale. 
• Transporting, manufacturing, producing. 
• I.nstruments. 
• Smuggling. 
• Keeping a house. 
• Others-these should be explained in the narra

tive portion of an evaluation report. 
5. Total arrests. The number of arrests for drug 

and narcotic cases and for other non-narcotic cases 
should be reported. Normally, the same offense catc
gories as in the "Indictment and Warrant" section 
can be used. In addition, a category of "Non-drug 
Arrests" will have to be included. 

6. Quantity of conji'scated drugs. The amounts of 
drugs which have be~'n confiscated by the unit should 
be broken down according to the type of drug. Those 
drugs and narcotics that come in capsules or pills 
should be measured in dosage units (d. u.); others 
should be measured in ounces, 

7. Disposition of cases. This section should incor
porate all the possible methods of disposition, judi
ciary and non-judiciary, of unit cases. It can help the 
director and the monitoring agen-:.y get a true picture 
of what the results of unit efforts are. 

The categories for cases worked on are: 
• Cases still active. 
o Cases referred to other agencies. 
• Cases referred for adjudication. 
• Cases rendered inactive. 
S. Disposition of cases referred for adjudication 

The number and the method of disposition of unit 
cases after referral for adjudication should be listed. 
The possible categories for these cases are: 

S6 

• Cases referred no bill. 
• Cases pending in court. 
• Cases adjudicated not guilty. 
• Cases adjudicated guilty as originally charged. 
., Cases plea bargained to lesser charge. 
• Cases receiving probation. 
• Cases resulting in incarceration and length of 

sentence. 

• Cases receiving suspended sentence. 
• Cases adjudicated guilty but reversed through 

appeal. 
9. Non-Narcotic seizures. The total monetary val

lie of non-narcotic seizures should also be included. 
Generally, the categories for these types of seizures 
are: cars, weapons, cash, and stolen property. 

10. Taxes levied. Some units report the total 
amount of taxes levied by the IRS on suspects who 
are arrested by the unit while in possession of su b
stantial amounts of money (usually over $1,000), for 
which the suspect cannot account. These figures can 
be useful to a unit in measuring relative progress in 
this area from year to year. 

11. Jurisdictional Breakdown of Arrests and 
Cases. The unit should be able to show where its 
cases were initiated and its arrests occurred relative to 
each particular town, city, or county. Thus, the unit 
can accurately report to each jurisdiction the amount 
and types of activity within its boundaries. This 
record-keeping can be facilitated by coding each re
port or case according to where the complaint, the 
buy, or the arrest occurred. 

12. Searches. The number of search warrants ob
tained and searche~ actually conducted may also be 
useful in indicating how this activity has differed in 
volume from previous years. 

13. Training of unit personnel. The unit should be 
able to show the amount and the types of training 
that it was able to furnish to its personnel. On-tho
job training as well as external training should be in
cluded. 

14. Number of complaints received. The unit 
should show how many complaints it has received 
and the source of such complaints. For example, it 
can indicate the total number of narcotic complaints 
in a given year and break them down into categories 
of citizen, local department, and external agency 
(state and federal) complaints. Thus, the unit is able 
to show where much of its infor.mation comes from 
and to what degree citizens, local departments, and 
other agen.;ies rely on the unit. Producing this. type of 
information, of course, requires the maintenance of 
thorough information logs. 

15. Information disseminated. The unit should 
also maintain records on the types of information 
and intelligence it gives to local departments and 
other agencies. This is important if the unit is to 
demonstrate that not all unit activity can be reflected 
in its arrest figures. in its communication with other 
agencies, the unit should emphasize that it would like 
to be informed when any information it disseminates 
leads to a successful arrest or solution of a case. By 
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the same token; the unit should also advise othen; 
when their information leads to the successful con
clusion of an investigatlQn. 

16. Age %//enders. Reporting the age of of
fenders involved in the various areas of illicit nar~ 
colic ilctivity enables the unit to identify emerging 
lrcodsin the usc and sale of vUrlc)us drugs and nar
c()l.ic~ and to counter any arguments that the unit 
simply seeks to investigate adolescents or that most 
of the youngsters arrested arc involved with "soft 
drugs. " 

17. Cooperation with drug-related agencies. Any 
cooperati\'e endeavors which the unit undertakes 
wft!-. drug- related health care of referral projects 
should be listed. Tbis shows unit commitment to the 
ovel'atl solution of the drug problem in the local arca. 

18. Training 0/ non-narcotic police officers. The 
number of unit-sponsored training progcams and the 
law enforcemcnt officers who have participated 
should be indicated te show (1) the unit's concern 
with the narcotic-enforcement capability of the entire 
law enforcement community in the local area, and (2) 
where the unit's staff time and effort are being 
directed. 

19. Number 0/ hOllrs expended per case. Deter
mining the number of hours per case generally in
volves cxtensive record-keepin.g. However, by main
taining thorough daily activity reports, a breakdown 
of the amount of time expended on cases can be ac
complished. Investigations should be given a case 
number as soon as they are begun, not when the first 
buy is made, as is regularly done. Thus, a unit will be 
able to accurately monitor the time spent on a case 
from the point that a suspect came to the attention of 
the unit. The reSUlting information is useful in sev
eral ways. The unit will be able to determine how 
much time its agents and staff devote to the average 
unit case, to those cases which result in buys, and to 

those for which no arrest is made. The director can 
also determine how much of his agents' time is being 
expended by administrative duties, such as report 
writing, court time, and so forth. Finally, the direc
tor will be able to compare time 8pent on average 
cases in the past with those in the present. He must be 
careful, however, not to draw wrong conclusions. A 
series of difficult cases could increase the time uti
lized in the average case. For 'example, a buy that 
leads to the arrest of eight or ten persons in a house 
or a series of relatively easy buys leading to the arrest 
of a number of suspects could be difficult to gauge 
on a time-value basis. 

20. Cost analysis of con/idential/unds expended. 
In maintaining a record of all confidential fund ex
penditures, it is relatively easy for the unit to compile 
figures on the total amount of confidential funds that 
were expended on each case. With this information 
the unit can determine what the average cost is per 
case where an arrest has been made. Thus a director 
can·tell, for example, that too much of its confiden
tial funds are being expended in walk-away buys, or 
in cases against ;;;reet-Ievel pushers. Again, a director 
must be careful that he and others are not mislead by 
figures. For example, several cases against major 
pushers may in the long run be more beneficial to the 
overall narcotic enforcement goals of the unit than a 
greater number of cases against small pushers. . 

21. Highlights of major unit operations. If possi
ble, evaluation reports should also include highlights 
or brief descriptions of major cases undertaken by 
the unit. The highlights show the cases in which a 
considerable amount of time or money were expend
ed. This is helpful in demonstrating that unit opera
tions are not simple cases, that many are complex, 
time-consuming, and expensive. In addition, narra
tion can tell the reader certain things that statistics 
alone cannot relate. 
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CHAPTER X. CONCLUSION -LOOKING 
BEYOND THE UNIT 

Unlike permanent law enforcement bodies, most 
MAN units are relatively short-lived agencies that, 
like shooting stars, appear brightly but only briefly. 
The expectation of federal funding programs for 
MAN units is that participating departments will 
eventually assume the cost for unit operations; how
ever, the reality is that most units expire at the end of 
their federal funding cycle because local departments 
cannot or will not support them. Since the majority 
of MAN units operate for 5 years or less, it is rea
sonable to question their value, to ask whether they 
make any lasting contribution to narcotics law en
forcement efforts at the local level. 

One objective of MAN units is to train local offic 
cers, both agents and non-agents, in narcotics inves
tigation. The value of this training does not depend 
on the permanent existence of a unit. When a MAN 
unit folds, it leaves behind a cadre of trained officers 
and agents who are capable of assuming control of 
local narcotics investigation and who can train others 
in narcotics work. 

By their organizational structure, MAN units com
pel local agencies to communicate and cooperate 
with one another. The coordinated police effort re
quired to establish and operate a MAN unit is only 
an extension of existing working relationships in 
some areas. In many cases, however, the develop
ment of Mr\N units brings together local depart
ments for the first time, fostering mutual coopera
tion and respect. 

MAN units serve an experimental as well as a 
pragmatic function. They are attempts to coordinate 
and consolidate police services, and the lessons learn
ed from their operation may be applicable to law en-
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forcement efforts other than narcot;ics investigation. 
But the legacy of MAN units is not so important as 

what they can accomplish while in operation. A 
MAN unit is definitely worth more alive than it is 
dead, and how to sustain a MAN unit after its federal 
funding cycle has expired is the crucial point. 

To obtain local funding, MAN units should undcr~ 
take a well-planned, yet low-keyed Gampaign to gen
erate support. A unit can include city officials on ilS 

governing board to familiarize th~m with the unit's 
importance. U nits should not be hesitant to furnish 
information to elected officials who des.ire to point 
out the unit's accomplishments. U nits should not fail 
to make the participating departrr..ents anel the public 
aware of their efforts against the local narcot.ics 
problem. Interagency contacts and talks givenberorc 
community service groups can help to create this 
awareness. 

During a visit to a meeting of MAN directors in 
one state, an individual remarked that, excluding 
equipment costs and wages, a unit can operate on a 
budget of $35,000 per year. His estimate is reason
ably accurate when one considers the Lansing unit. 
This MAN unit, which has the necessary equipment, 
spends about $27,000 a year, excluding wages. The 
unit is located at a local department, and its vehicles 
are furnished to agents by their own departments. 
The Lansing unit case helps underline the point that, 
if a unit has been operating under a grant which has 
furnished it with the necessary equipment, training, 
and institutional identity, the unit can be maintained 
with a relatively small sum for cash expenditures. It is 
a small price to pay to combat crimes whose cost to 
society cannot be measured. 
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NAME OF UNIT 

APPENDL~ A 

lACP MULTI-AGENCY NARCOTIC 
(MAN) UNt'!' QUESTiONNAIRE 

PLEASE ANSWER ALL QUESTIONS 

-------------------------------.-----------------
Street Address ------------------------------------------------
City ___________ County ________ State ____ Zip _____ _ 

Name of Commanding officer ____________________________ _ 

Tel. No. -------------------------------
1. When was the multi-agency narcotic unit formally created? ---------

Is it still in operation? Yes No ---- -----
2. Do you plan to continue the existence of your unit? Yes No ----

a. If yes, will the number' of unit personnel be: Increased? 

Decreased? --- Maintained at present level? ---
b. If your answer is no, why is it being discontinued? 

3. Check mark the reason(s) your MAN unit was formed. 

___ new personnel with new faces needed 
insufficient manpower in each individual agency ---

---multi-jurisdictional problems 
___ strong public opinion 

need for specially-trained personnel ---

-------------------~ 

other- -:explain --- --------------------------------------------------

4. How many MAN Unit personnel are currently assigned from the following 
agencies? 

munkipal county --- ~~-___ other-specify ________________________________________________ __ 
state federal ---- campus police ----

5. What was the original total number of per30nnel in your unit? ______ _ 



6. How many of the present unitpersonnel are: 

Full time sworn. . Full time civilian (non-clerical) --- ---Pad time SWOrn Part time civilian (non-clerical) 

7. How many o;f the present unit personnel are: 

Command personnel --- Field (opel'ational) personnel 
Supervisory personnel 

-~-

----- ClericaJ./ office personnel ----
8. Does your unit have a governing board? Yes --- No ---

If yes, indicate the number of governing board members who are: 

local police personnel ---- state law enforcement personnel ---____ city, county. or state government 
officials (non-law enforcement) 

othex - -describe 

--- federal narcotic personnel 

--- college representatives 

---- industry representatives 

---- -------------~-----------------------------------

9. What is your current annual operating budget? $_---------
10. What percentage of your funding is provided by the following sources? Please 

make sure the total is 1000/0. 

LEAA Grant Local Funds State Funds --- --- ----
Other- - describe ---- ------------------------------------------------

11. Do all the police agencies represented by your MAN unit contribute: 

(A) lVlANPOWER? Yes --- __ No (B) EQUIPMENT? __ Yes __ No 

(C) DIRECT FUNDS? Yes No 
----,-- ----

12. Does your MAN unit have a police legal advisor assigned t6 the unit? 

Yes No If no, where do you obtain legal advice? --- ---------~~-

13. Has there ever been a formal evaluation of your unit? 

Yes No If yes, who performed the evaluation and when was it ----
performed? 
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14. How many police agencies are now active partici'Pants in your unit? 

municipal agencies --- county agencies ___ state agencies 

___ campus police other (specify) 
----- --------------------------------

15. What is the total population within the jurisdictions served by your unit? ___ _ 

16. Write the number of towns or cities being served by the unit that faU into 
the following population categories. 

a to la, 000 
la, 000 to 25, 000 
25, 000 to 50,000 
50,000 to 100,000 

100,000 to 250, 000 
250, 000 to 500,000 
500.000 to 1,000,000 

1. 000,000 and above 

17. Check the category or categories which characterize the nature of the area 
in which your multi-agency enforcement unit serves. 

rural suburban ---___ a college or university setting ___ metropolitan 
industrial ---

18. "What is the size of the jurisdictional area of your MAN unit in square miles? 

square miles -------------
19. Does your unit's jurisdictional area include p~rts of another state? 

Yes No ----- ---
20. Check the activities your MAN Unit participates in: 

Gathers intelligence 
--- Makes arrests 

Part~cipates in covert (undercover) operations ---- Participates in drug education programs --- Participates in non-narcotic investigations. Please describe ----- -----

21. Does your multi--agency enforcement unit coordinate its functions with a federal 
narcotic agency? 

Never ---- Oc·casionally --- ___ Regularly 

With a state narcotic unit? 

Never Occasion.ally ---- Regularly ----
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22. Ac~ording to your investigations anti arrests. which drugs and narcotics are 
presently the most prevalent in your jurisdictions? Rank-order the following 
from 1 to 5, with No.1 being,the most prevalent and No. 5 the least prevalent. 

Marijuana . 
--- Hallucinogens (excluding marijuana) 

Narcotics (heroin. morph.inc. cocaine) ---
Stimulants -------- Depressants 

23. What age groups are the most frequently arrested by your unit? Rank-order the 
following from 1 to 5, with No.1 being the most frequently arrested and No.5 
being the least frequently arrested. 

17 and under 
---18 - 21 

22 - 30 
---30 - 40 

40 and above ---
24. What.is the average number of monthly narcotic arrests made by your 

MAN' unit ? 

25. What is the conviction rate for users arrested by your unit? 
For sellers arrested by yourtuut? ----. -- : --:-------

» 

26. Is the unit director temporarily assigned to the MAN Unit fl'omanotheragency? ,'; 
Yes No ---

If yes, what is his permanent aSSignment and title? -------------------
?,.. 
- I. What is the narcotic enforcement experience of the.unit director? --------

28. DO~1s your unit have a written manual of proc.edure? 

Yes No ----
29. Briefly describe the most serious problems encountered in organizing and 

operating your MAN unit. 
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N ume 0 I U it n 

MAT Narcotic Strike 
1"ol'ce 
Brookfield. Ohio 

M ultl- County Narco. 
Bur.eau; New 
Philadelphla. Ohio "" 

Metropolltan Narcotic 
Squad 
Lansing:. Mlchiian, •. 

Quad CLty Metro. Eln~ 

forcement Group; 
Rock Island, 111ino[s 

Metro. Narcotic and 
Dangerous Drugs Eln-
forcement Group; Mt. 
Prospect, Illinois 

San Dlego Integrated 
Task Force 
San Diego, Callf. 

Stockton/San Joaquin 
Metro. Task Force 
Stockton, Calif. 

Metro. Area Narcotics 
Squad 
Tucson, Arizona 

Las Cruces - Dona Ana 
Co. Metro. Narcotic 
Agency 
Las Cruces, New Mex. 

Cameron Co. Organi-
zed Task Forr.e 
Brownsvllle, Texas 

Southwest Region 
Crime Squad 
Fairfield, Conn. 

Broward County MEG / 
Organized Crime Div. 
Ft. Lauderdale, Fla. 
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APPENDIX B 
UNITS VISITED 

Date Law Enforcement 
C t d AWl' tl f P rea e La on 0 ersonne I 

January None - agents hired 
1971 

" 
1972 None - agents hired 

1970 5 police officers 
4 deputies 
1 campus p. o. 

March 5 police officers 
1974 1 deputy 

July 26 police officers 
1971 25 deputies I 

2 state officers 

Oct. 18 police officers 
1973 16 deputies 

9 DEA agents 

1972 12 police officers 
4 deputies 
1 state tax officer 
1 probation officer 

1970 21 police ofncers 
3 deputies 

Nov. 3 police officers 
1970 1 deputy 

1 state officer 

Oct. 4 police officers 
1973 1 state oIficer 

July 12 police officers 
1969 

Oct. 8 police officers 
1971 1rj deputies 

1 state officer 

Number of Original 
PIP I ersonne ersonne 

1 command 14 
1 supervisor 
6 agents 

1 commartd 8 
1 supervisor 
5 agents 

1 supervisor 6 
9 agents 

1 command 6 
5 agents 

4 command 21 
9 supervisors 
39 agents 

2 command 43 
9 supervisors 
32 agents 

I command 8 
6 supervisors 
12 agents 

1 command 11 
2 supervisors 
19 field 

I command 5 
1 supervisor 
4 agents 

1 command 3 
4 agents 

1 command -
1 supervisor 
10 agents 

3 command 17 
6 supervisors 
18 agents 

Represented 
bPI >y ersonne 

None - agents 
hired 

None - agents 
hh'ed 

2 police dept. 
1 sheriff's 

office 

4 police dept. 
1 sheriff's 

oIIic.;e 

26 police dept. 
1 sheriff's off. 
1 prosec. off. 
1 state 1. e. 

1 police dept. 
1 sher iff's off. 
1 federal agency 

1 police dept. 
1 sheriff's off. 
1 state agency 
1 prob. agency 

2 police dept. 
1 sheriff's off.\"\ 

:,{-' ~: 

" i 
-"" 

1 police dept. 
1 sheriff's off. 
1 state poHce 

agelWL 

2 police dept. 
1 D.A. Invest. 

7 police dept. 
1 county 
1 D. A. 's Office 

7 police dept. 
1 county 
1 D.A. Office 



G ,\ B d M b overntn~T oar em ers 
)1 

1 corondI' -. 
11 chiefs/sh~~l'il'fs, 2 pro-
bation officer13, 2 judges 

1 chiefs, sheriffs 
and prosecutors 

6 chiefs/sheriffs 

5 chlefs/sheriffs 
1 prosecutor 

6 chiefs 
1 sheriff 
1 prosecutor 

I chief 
1 sheriff 
1 Reg. Dir. - DEA 

No formal board 

2 chiefs 
1 sheriff 

1 chief, 1 sheriff, 1 state 
police com., 1 D.A. 
3 city official 

2 chiefs 
1 district attorney 

18 chiefs 

None 

Method of 
F d' un mg 

750/0 LEAA 
200/0 Local 

5% State 

75%0 l,EAA 
24Yo Local 

1 % State 

Iooalo Local 

70% LEAA 
24% Local 

6% State 

50% LEAA 
40% Local 
10% State 

26"/0 LEAA 
58"/0 Local 
16% DEA 

68"/0 LEAA 
30% Local 

2% State 

31% LEAA 
69% Local 

50% LEA A 
40"/0 Local 
10"/0 State 

70"/0 LEAA 
200/0 Local 
10% State 

77% LEAA 
19"/0 Local 

4% State 

25% LEAA 
75% Local 

Population I 
A 81 rea ze 

750,000 pop. 
1,600 sq. ml. 

221,179 pop 
3,970 sq. ml. 

(3 counties) 

400,000 pop. 
3,!JOO sq. mi. 

6,000,000 pop. 
1,200 sq. mi. 

1,500,000 pop. 
4,300 sq. mi. 

315. 000 pop. 
1,440 sq. mi. 

435,000 pop. 
9,240 sq. mi. 

55,000 pop. 
4,600 sq. mi. 

150, 000 pop. 
I, 114 sq. mi. 

508 sq. mi. 

1,200 sq. mi. 

Number or 
.rowns S d erVe 't Unt· D rector 

62 municipal. Captain, SherifIis 
4 counties Office 

24 m unio lpal. Former police 
6 cOLmties officer for 30 

)NU'S 

- Lieutenant, 
Lanstng p, D. 

-
49 mLlnictpal. Ser'gaant, Rock 

3 counties Island P.D. 

51 muniClpal. Lieutenant, 
1 county ChicagoF'. D. 

--
10 municipal. 1 capt., San Diego 

1 county P,D., 1 AIC. DE1A 

6 municipal. Lieutenant. 
1 county Stockton P. Ij. 

4 towns Lieutenant, 
1 county Tucson P. D. 

3 towns Captain. Las 
1 county Cruces P. D. 

17 municipal. Sergeant, Browns-
1 county ville P. D. 

18 municipal. Sergeant, 
Norwalk P. D. 

31 municipal. Former Super-
1 county visor with state 

1. e. 
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APPENDIX C 

FORMAL COOPERATIVE AGREEMENT 

FORMAT OF INTERLOCAL AGREEMENTS FOR ENA.CTMENT 
BY MUNICIPALITIES FOR PARTICIPATION IN 

A REGIONAL CRIME SQUAD 

The following is the agreement prepared by the Connecticut Police Legal 
Advisors Association for the Statewide Enforcement Coordinating Committee. 
The document is utilized to formalize the cooperative agreements among the 
local agencies in each of the five regions that comprise the jurisdiction of the 
Regional Crime Squads. 
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Interlocal Agreenlent 

li'or 

Regional Crime Squad 

This agreement made and executed this 

day of , 19 by and between 

, and ----
------------------~--------

f and 

, and 
--------------------~-------

\'lITNESSETH: 

Whereas Connecticut law provides for the formation by 

any two or more towns, cities or boroughs having an organized 

police department of. a regional crime squad, and 

Whereas said regional crime squad must be established 

by express written agreement containing re~uired covenants 

and responsibilities as per Connecticut law, and 

Whereas the signatories herein are desirous of estab

lishing said regional crime squad by combining their investi

gative services for the enforcement of narcotics and controlled 

drug laws of the state and the investigation of related 

criminal activity, and 

Whereas the authorized chief executive officer or elected 

official of the herein involved towns, cities, or boroUghs, 

having secured the approval of their governing bodies where 

required by charter or ordinance, and being desirous to sign 

and execute this Interlocal Agreement on behalf of said 

town, city or borough: 

II 



Uow Therefore, in consideration of the mutual promises 

and obligations herein contained, and in consideration of 

the participation in anJ bcne£lt from the 

Regional Crime Squad, the parties hereto agree as follows: 

Section 1. '£he aforementioned to\.;ns, cities, and boroughs 

having organized police deparbnents enter into this agreement 

to create the Regional Crime Squad for the 

purpose of combining their police investigative services for 

the enforcement of narcotics and controlled drug laws of the 

State of Connecticut and the investigation of related criminal 

activity, pursuant to Public Act No. 73-592 and its provisions. 

Section 2. The Chief of Police from each participating 

municipality shall serve on a supervisory board who shall be 

responsible for the operation and activities of the Regional 

Crime Squad. The supervisory board shall be known as the 

Regional Crime Squad Supervisory 

Board. 

Section 3. The Supervisory Board shall meet on a regular 

basi.:; for purposes of overseeing the operations and activities 

of the Regional Crime Squad. At least si:~ such meetings should 

be held during a c~lendar year. 

Section 4. Each me~bcr of the Supervisory Board shall 

have an equal vote in the conduct of its business. 
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Section 5. The Supervisory Board ::;h,1l11 annually su,bmi t 
,<! 

a written report to the chief executi~e officer or chief 

elected official of the participating municipalities. Such 

report shall include Hi1 information necessary to appraise 

the participating municipalities of the activities and 

accomplishments of the Regional Crime Squad, providing that 

all necessary precautions have been taken by the Supervisory 

Board to maintain security and to preserve and prot~ct 

confidential information and sources. 

Section 6. A Commanding Officer for the Regional Cd.me 

Squad shall be appointed by and work under the direction 

and guidance of the SUI?~rvisory Board and shall serve at~ the 

pleasure of the Supervisory Board. The comman{:ling Officer 

shall be a police officer from among the participating 

municipalities. 

Section 7. Each participating municipality shall a.ssign 

such police personnel of its police depart.ment assigned by the 

chief of police to temporarily full-time duty with the Regional 

Crime Squad as in the opinion of the supervisory board is con

sistent with the objectives of this agreement and in relation 

to the size of each municipality, the size of its police force 

and the amount of squad activity within each municipality. 

Any such person so assigned shall work under the immediate 

supervision and direction of the squad commander and shall 

adhere t~ the rules and regulations of the Regional Crime Squad. 
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Section 8. Each participating municipa!li ty shall be 

responsible for the full payment of the salary of the personnel 

temporarily assigned to the Regional Crime Squad and such 

salary shall be deemed to be the full salary due and payable 

to such assigned personnel while on duty with the Regional Squad. 

Section 9. For purposes of indemnl~ication of Regional 

Crime Squad personnel and their participating municipalities 

against any losses, damages, or liabilities arising out of 

the services and activities of the Regional Crime Squad, the 

person~el so assigned by any municipality shall be deemed to be 

continuing under the employment of the municipality and its 

police department. 

Section 10. Any duly sworn police officer, while assigned 

to duty with the Regional Crime Squad as herein provided and 

working at the direction of the commanding officer of the 

Regional Crime Squad and pursuant to the purposes and activi

ties of the Regional Crime Squad, shall have the same powers, 

duties, privileges and immunities as are conferred upon him 

as a police officer in his own municipality, in any municipality 

participating in a Regional Crime Squad. 

Section 11. Said powers, duties, privileges and immunities 

of police officers assigned to Regional Crime Squads may be 

extended to other towns at the discretion of the Commissioner 

of State Police according to procedures established by him and 

pursuant to an investigation whose origin is within a munici

pality participating in a Regional Crime Squad. 

-
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§ection 12. If arrests are to be.made within a parti

cipating municipality, sufficient notification shall be made 

to the Police Department to allow for the assignment of Police 

Department personnel who shall effect the arrest. Regional 

Crime Squad personnel may be present and accompany Police 

Department personnel during the execution of such arrests, 

Section 13. In the event of an emergency situation where 

an arrest has to be made for an on sight violation, the Police 

Department shall be mtified immediately of such arrest. 

Section 14. All arrested persons shall be brought to 

such Police Department for proper booking. 

Section 15. Any arrested persons shall be the responsibility 

of the Police Department in regard to any presentment in court 

or temporary confinement. 

Section 16. Whenever the Regional Crime Squad obtains 

evidence sufficient to obtain a search w~rrant for property 

within a participating municipality, sufficient notice shall 

be given to the Police Department to allow the proper allocation 

of manpower to conduct such Search. Regional Crime Squad 

personnel may be present and accompany Police Department 

personnel during the execution of such searches. 

Section 17. All evidence seized during such arrest andl 

or search shall be retained by the Police Department. 

Section 18. All news releases pertaining to such arrests 

"lithin a participating municipality shall be formulatE:d by 

its Police Department. 
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?cction 19. 'Nothing cont'ained herein shall be construed 

as imposing a mandatory duty upon any participating municipality 

to provide Regional Crime Squad personnel with authority for 

powers of arrest and police jurisdiction in matters other than 

activities conducted by the Regional Crime Squad in accordance 

with the provisions of this agreement. 

Section 20. Supervisory Board shall select two Chiefs of 

Police from their membership to serve as representatives to the 

Statewide Enforcement Coordinating Committee as hereinafter 

provided. 

section 21. 'rhe Statewide Enforcement Coordinating Committee 

shall coordinate the formulation of policie~ and operating 

procedures, investigation and enfo~cement activities and manpOwer 

usage among the various Regional Crime Squads and shall coordinate 

the activities of the Regional Crime Squads with other law 

enforcement agencies within and without the state. 

Section 22. Pursuant to the provisions of Connecticut State 

Law as made and provided, the Statewide Enforcement Coordinating 

Committee shall be composed of up to fifteen persons for the 

coordination of regional crime squads and their activities, 

consisting of the Commissioner of State Police: two persons 

appointed by the Planning Committee on Criminal Administration: 

two Chiefs of Police representing Gach Regional Crime Squad 

appointed from among its me~bership by the Supervisory Board of 

such Regional Crime Squad, and such otn8r Chiefs of Police as 

may be designated as members by these persons. Each member 

shall have an equal vote in the conduct of its business. 
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Section 23. The Statewide Enforcement coordinating COmlnittee 

may apply for and receive, and shall administer, any fe.deral, 

state, local or private approptiations or grant funds made 

available for operations of the Regional Crine Squads. 

Section 24. Said committee shall employ sllch sta.ff as may 

be required to assist it in the conduct of its business. 

section 25. The operations and activities of Regional 

Crime Squad and the Statewide Enforcement Coordinating Committ.et! 

shall be financed by assessments to the participating munici

palities. Such assessments shall be based upon a reasonable 

formula as agreed upon by the Supervisory Board of the 

Regional Crime Squad which formula shall consist of a per 

capita share of necessary operating expenses and shall utilize 

the most recent and valid census data. In no event shall said 

asseSSlnent exceed a six ($0.06) cents per capita cost for each 

of the participating cities, towns and boroughs. 

Section 26. The Statewide Enforcement Coordinating 

Committee and the Regional Crime Squad shall be responsible 

for establishing procedures for the proper conduct of financial 

affairs, including whatever procedures are necessary to insure 

that any special conditions and regulations for use of funds 

of the participating municipalities, are adhered to. 

Section 27. The part~c:i.pating municipalities shall have 

access for purposes of audit and examinations to papers, docu

ments and records of the Statewide Enforcement Coordinating 
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committoe and the Regional Crime Squad providing that such 

access maintains the security of the operations and protects 

confidential information and soUrces. 

section 28. Any J'hotor vehicle, boat or aircraft which 

shall be seized by a participating municipality in connecti6n 

with the arrest of any individual as a result of a Regional 

Crime Squad investigation in ~ccordance with Connecticut 

General Statutes, may become the prciperty of the Regional 

Crime Squad for its use, at the discretion of the Chief of 

Police of the municipality. 

section 29. All disputes between participating munici

palities arising from the operations and activities of the 

Regional Crime Squad shall be settled by the Supervisory Board. 

Section 30. All disputes between Regional Crime Squads 

arising from their operations and activities shall be settled 

by the Statewide Enforcement Coordinating Committee. 

Section 31. This agreement shall remain in effect for a 

duration of two years. 

Section 32. Any municipality desiring to terminate its 

participation in this agreement shall indicate such intent in 

writing by its chief executive officer or elected official 

to the Statewide Enforcement Coordinating Committee and the 

other participating municipalities of the Regional Crime Squad, 

t _______ ~ ___ _ 
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and stating therein its reasons for termination of the agreement. 

Termination of participation in the agreement by such munici

pality shall bo deemed to take effect in sixty (60) days upon 

receipt and acknowledgement of the written communication of intent 

by the Statewide Enforcement Coordinating Commit,te~ a.nd the 

other participating municipalities of the Regional Crime Squad. 

In Witness Whereof, We have set our hand and seal 

this 

19 

_____________ day of _________ , ____ ~ 

Name Cr. • S. } 

Witness Authority (L. S • .\ 

Witness Name (L. S. ) 

Authority (L. S. ) 

Name (L. S. ) 

Witness Authority ,(L. S. ) 

Name (L. S.) 

''Ii tness Authority (L. S. ) 

Name (L. S.) 

1'1itness Autho.t'i ty (L. S. ) 
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APPENDIX D 

CALIFORNIA'S CLASSIFICATION OF 
NARCOTIC TRAFFICKERS 
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APPENDIX D 

FIVE CATEGORIES USED BY THE CALIFOHNIA NAHCOTIC IN'I.'gLUGgNCTi; 
NETWORK FOR CLASSIFICATION OT·i' NAHCOTIC TRAF1?JCl(JinU3 

Class 1 - A person who is a member of a group of at least tW() persons 

working together to acquire profit by engaging in the illicit tX':)ifick.ing of; narcotics 

and/ or dangerous drugs (distribution. smuggling, manufacturing. sales, financing, 

or posse&sion) to willing customers; and whose members attempt to achieve 

immunity from the law by either (1) corrupting public officials, ot' (2) intimidating 

their opposition through the use of violence or its threat, and (3) organiging in 

such a way as to achieve a self-perpetuating organizational existence. NOTI]}; 

Self-perpetua.ting means that the organization itself will continue to exist and 

operate successfully, even if its leader Gr several of its members are n.r:rcstec1. 

Cla.ss 2 - A person or organization engaged in the illicit distribution, 

smuggling, manufacturing, sales, financing. or possession of the following 

quantities of narcotics or dangerous drugs. 

1. Three or more pounds of heroin or cocaine. 

2. One or more tons of marijuana. 

3, 100 or more pounds of hashish. 

4. lOa, 000 or more units of LSD. 

5, 500, 000 or more amphetamine tablets. 

6. 250, 000 or more barbituate tablets or capsules, 

7. Ten or more pounds of PCP, THC.or methamphetamine. 

8. Five or more gallons of hashish oil. 

Class 3 - A person or organization engaged in the illicit distribution, 

smuggling, manufacturing, sales, financing, or possession of quantities less 
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than in Class 2. but not less than: 

1. Eight Ollnces of heroin or. cocaine. 

2. 500 pounds of marijuana. 

3. J?ive pounds of hashish. 

4. 5,000 units of LSD. 

5. 50,000 amphetamine tablets. 

6. 25, 000 barbituate tablets or capsules. 

7. Eight ounces of PCP, THC, or methamphetamine. 

8. One-half gallon of hashish oil. 

Class 4 - A person or organization engaged in the illicit distribution, 

smuggling, m.anufacturing, sales, financing, or posseSSion of narcotics or 

dangerous drugs in quantities less than Class 3, but not less than: 

1. One or more ounces of heroin or cocaine. 

2. Ten pounds of marijuana. 

3. One ounce or more of hashish. 

4. Gram quantities of LSD. 

5. 1,000 or more units of amphetamines or barbituates. 

6. One ounce or more of PCP, THC, or methamphetamines. 

7. Any quantity of hashish oil or other substances which may have 

statewide interest. 

Class 5 - Other individuals involved in narcotics activity not in the first 

four categories. 

D-3 



APPENDIX E 

CONNECTICUT REGIONAL CRIME SQUADS 
STANDARD OPERATING PROCEDURES AND 

RULES AND REGULATIONS 

This Appendix contains the standard operating procedures and rules and 
regulations prepared by the Connecticut Statewide Enforcement Coodinating 
Committee for the five regional crime (MAN) squads operating in the state. 
This concise, yet thorough, document is presented for consideration by other 

MAN units. 
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1.0 REGIONAL CRIME SQUADS 

1.1 Regional Crime Squads may be created in defined geographic regions by two or 
more towns, cities or boroughs having organized pol ice departments for purpOses 
of cooperatively combining police investigative services for the enforc~ment 
of narcotics and controlled drug laws of the state and the investigation of 
related criminal activity. 

1.2 The Regional Crime Squads must be established by express written interlocal 
agreements containing required covenants and responsibilities as per 
Connecticut law. 

1.3 The authorized chief executive officer or elected official of the concerned 
towns, cities or boroughs shall sign and execute the interlocal agreement and 
shall have secured the approval of their governing bodies where requiT'ed by 
charter or ordinance. 

1.4 A Commanding Officer for the Regi'oral Crime Squad shall be appointed by and 
work under the direction and guidance of the Supervisory Board and shall sel've 
at the pleasure of the Supervisory Board. The Commanding Officer shall be « 
police officer from among the part'lcipating municipa1ities. 

1.5 Ea,~h participating municipality may have one or more police officers of their 
pc.l1ce departments assigned by the Chief of Police to temporary full-time 
d!Jty with the Regional Crime Squad. Any such person so assigned shall work 
l'.nder the immediate supervision and direction of the Squad Commander and shall 
Cldhere to the rules and regulations of the Regional Crime Squad. 

1.6 Each participating municipality shall be responsible for the full payment of 
the salary of the personnel temporarily assigned to the Regional Crime Squad 
and such salary shall be deemed to be the full salary due and payable to sllch 
assigned personnel while on duty with the Regional Squad. 

1.7 For purposes of indemnification of Regional Crime Squad personnel and their 
participating municipalities against any losses, damages, or liabilities 
arising out of the services and activities of the Regional Crime Squad. the 
personnel so assigned by any municipality shall be deemed to be continuing 
under the employment of the municipality and its police department. 

1.8 Any duly sworn police officer, while assigned to duty with the Regional Crime 
Squad as herein provided and working at the dir~ct1on of the commanding 
officer of the Regional Crime Squad and adhering to the established operating 
procedures of the Region Crime Squad, and pursuant to the purposes and activi
ties of the Regional Crime Squad, shall have the same powers, duties, privileges 
and immunities as are conferred upon him as a police officer in his own munici
pality, in any municipality p3rticipating in the Regional Crime Squad. 

1.9 Said powers, duties. privileges and immunities of police officers assigned to 
Regional Crime Squads may be extended to other towns at the discretion or the 
Commissioner of State Police according to procedures established by him (Sec. 5.17) 
and pursuant to an investigation whose origin 1s within a municipality partici
pating in a Regional Cr·lme Squad. 
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1.10 Nothi ng contained herei n shall be construed as imposing a mandatory d,J ty upon 
any participating m~n1cipality to provide Regional Crime Squad personnel with 
authority for powers of arrest and police jurisdiction in matters other than 
activities conducted by the Regional Crime Squad in accordance with the pro
visions of the interlocal agreement and the established operating procedures 
of the Regional Crime Squad. 

1.11 The participating municipalities shall have access for purposes of audit and 
examinations to papers, documents and records of the Statewide Enforcement 
Coordinating Committee and the Regional Crime Squad providing that such access 
maintains the security of the operations and protects confidential information 
and sources. 

1.12 Any fliotor vehicle, boat or aircraft which shall be seized by a partiCipating 
municipality in connection with the arrest of any individual a.; a result of 
a Regional Crime Squad investigation in accordance with Connecticut General 
statutes, may become the property of the Regional Crime Squad for its use, at 
the discretion of the Chief of Police of the municipality. 

1.13 All disputes between participating municipalities arising from the operations 
and activities of the Regional Crime Squad shall be settled by the Supervisory 
Board. 

1.14 The operations and activities of the Regional Crime Squad shall be financed 
by assessments to the participating municipal ities and shall be based upon a 
per capita share of necessary operating expenses and shall utilize the most 
recent and valid census data. 

1.15 Any municipality desiring to terminate it~ participation in the interlocal agree
ment shall indicate such intent in writing by its chief executive officer or 
elected official to the Statewide Enforcement Coordinating Committee and the 
other participating municipalities of the Regional Crime Squad, and stating 
therein its reasons for termination of the agreement. Termination of partici
pation in the agreement by such municipality shall be deemed to take effect in 
sixty (60) days upon receipt and acknowledgement of the written communication 
of intent by the Statewide Enforcement Coordinating Committee and the other 
participating municipalities of the Regional Crime Squad. 
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2.0 SUPERVISORY BOARDS 

2.1 The Chief of Police from each participating municipa1l!:ty shall serve on a super
visory board who shall be responsible for the operat-ton and activities of the 
Regional Crime Squad. 

2.2 The Supervisory Board shall meet on a regular basis for purposes of overseeing 
the ope~ations and activities of the Regional Crime Squad. At least six such 
meetings should be held during a calendar year. 

2.3 Each member of the Superv;sory Board shall have an equal vote in the corduct 
of its business. 

2.4 The Supervisory Board shall annually submit a written report to the chief executive 
officer or chief elected official of the participating municipalities. Such report 
shall include all information necessary to appraise the participating l11unicipali M 

ties of the activities and accomplishments of the Regional Crime Squad, providing 
that all necessary precautions have been taken by the Supervisory Board to ma'jn~ 
tain security and to preserve and ~rotect confidential infonnation and sources. 

2.5 A Commanding Officer for the Regional Crime Squad shall be appointed by and work 
under the direction and guidance of the Supervisory Board and shall serve at the 
pleasure of the Supervisory Board. The Commanding Officer shall be a police 
officer from among the participating municipalities, 

2.6 Supervisory Board shall select two Chiefs of Police from their membership to serve 
as representatives to the Statewide Enforcement Coordinating Committee as herein
after provided in Section 3.0. 

2.7 All disputes between participating municipalities arising from the operations and 
activities of the Regional Crime Squad shall be settled by the Supervisory Board. 
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3.0 STATEWIDE ENFORCEMENT COORDINATING COMMITTEE 

3.1 The Statewide Enforcement Coordinating Committee shall coordinate the formulation 
of policies and operating procedures. investigation and enforcement activities 
and manpower usage among the various Regional Crime Squads and shall coordinate 
the activittesof the Regional Crime Squads with other law enforcement agencies 
within 3nd without the state. 

3.2 Pursuant to the provisions of Connecticut State Law as made and provided. the 
Statewide Enforcement Coordinating Committee shall be composed of up to fifteen 
persons for the coordination of regional crime squads and their activities. 
consisting of the Commissioner of State Police; two persons appointed by the 
Planning Committee on Criminal Administration; two Chiefs of Police representing 
each Regional Crime Squad appointed from among its membership by the Supervisory 
Board of such Regional Crime Squad, and such other Chiefs of Police as may be 
designated as members by these persons. 

3.3 The Statewide Enforcement Coordinating Committee and the Regional Crime Squad 
shall be responsible for establishing procedures for the proper conduct of finan~ 
cial affairs, including whatever procedures are necessary to insure that any 
special conditions and regulations for use· of funds of the participating munici
palities, are adhered to. 

3.4 The Statewide Enforcement Coordinating Committee may apply for and receive, and 
shall administer, any federal, state, local or private appropriations or grant 
funds made available for operations of the Regional Crime Squads. 

3.5 All disputes between Regional Crime Squads arising from their operations and 
activities shall be settled by the Statewide Enforcement Coordinating Committee. 

3.6 All members shall serve a term of one year on the Statewide Enforcement Coordin
ating Committee. 

3.7 Members may serve any number of consecutive terms p\"ovided that their appointment 
is annually reaffirmed by their designating bodies. 

3.8 A member may be removed from manbership at the discretion of the member's desig
nating body at any time, and they reserve the right to appointment of a new 
member to serve for the removed member. 

3.9 The Committee shall select by simple majority vote a chairman, vice-chairman, and 
secretQry-treasurer as officers of the Committee on an annual basis. 

3.10 An officer may serve any number oJ consecutive terms, provided the officer's 
selection is annually reaffirmed by the Committee. 

3.11 The Chariman shall serve as the presiding member at all meetings of the Committee, 
shall act as arbiter in all disputes. and shall be responsible for interpreting 
and implementing policy enacted by the Committee. 

3 .. 12 The Vice-Chairman shall serve as the Chairman in the absence of the Chairman t and 
shall assume all powers of the Chairman when doing so. 

3.13 The Secretary-Treasurer shall serve as the interpreter of all matters of record of 
Committee business, and shall be responsible for all financial affairs and business 
of the Committee. 
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STATEWIDE ENFORCEMENT AND COORDINATING COMMITTEE 

3.14 The Committee shall meet for the purpose of condUcting business on at least six 
occasions during the calendar year. 

3.15 There shall be a total of fifteen votes for the conduct of business of the 
Committee. Each member shall exercise one vote. 

3.16 Eight votes shall be present to constitute a quorum for the conduct of business 
of the Committee. 

3.17 A simple majority of vt;ltes present shall be 'required to carryall motions offered 
for consideration of th/ Committee. 

3.18 The Committee shall follow accepted rules of parliamentary procedure in the 
conduct of business. 

3.19 Members may deSignate representatives to attend meetings, but the representative 
shall not vote in place of the member. 

3.20 The Committee shall employ an appropriate staff of persons to assist them in the 
conduct of their business. Such staff shall consist at the minimum of an 
Executive Director,Assistant Director of Intelligence and Assistant Director for 
Planning. 

3.2J The Executive Director shall be responsible for implementing policy enacted by 
the Committee and keeping the Committee apprised of activities of the Regional 
Crime Squads. 

3.22 The Executive Director shall be responsible for obtaining and administering all 
funds for operation of the Committee and the Regional Crime Squads; establishing 
proper accounting procedures and records for the administration of funds; render
ing financial and operational reports to the Committee; preparing monthly financial 
operating statements for the Secretary-Treasurer of the Committee. 

3.23 The Assistant Director for Intelligence shall be responsible for analyzing weekly 
squad activity and intelligence reports, dissemination of intelligence to the 
squads; maintenance of a central Defendant Index; coordination of logistical and 
enforcement activities of the squads; approval of large confidential expenditures 
of the squads. 

3.24 The Assistant Director for Planning shall be responsible for collecting and ana
lyzing data relating to the performance of the squads; rendering statistical 
reports; preparing monthly and annual reports; preparing a monthly newsletter on 
activities of th~ squads. 
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4.0 

4.1 

4.2 

4.3 

4.4 

4.5 

4.6 

4.7 

4.8 

4.9 

4.10 

SQUAD COMMANDERS AND SUPERVISORS 

The Squad Corrrnander and Supervisors shall be appointed by and work under the 
direction and guidance of the Regional Crime Squad Supervisory Board of Chiefs 
of Police and shall serve at the pleasure of the Supervisory Board. The Squad 
Commander and Supervisors shall be police officers from among the participating 
municipalities in the Squad region. 

The Squad Commander shall prepare and submit a monthly and a yearly report of 
Squad activities to the Supervisory Board. 

Superior Officers shall comply with the Standard Operatin9 Procedures established 
Oy the Statewide Enforcement Coordinating Committee (SECC) and other such direc-
tives as may be promulgated by SECC and the Supervisory Board. 

Superior Bfficers should avoid whenever possible censuring those under their 
supervision in the presence of others and shall not injure or discredit those 
under their authority by oppressive conduct or abusive language. 

Superior Officers shall normally allow investigations to be conducted in towns 
within their defined squad regions. The Superior Officers shall notify the SECC 
Director of Inte1ligence as soon as is practical if any Agent is to initiate an 
investigation outside of his respective region, and shall so advise u Superior 
Officer in t~at squad region. 

If any Agent is dismissed from duty or returns to duty with his police department, 
the Squad Commander shall obtain from him all Squad property, a completiQn of all 
outstanding reports. and a reconciliation of all squad funds advanced to the Agent. 

Squad Agents may be returned to their respective police department by the Squad 
Commander when, in his opin'ion, such action is necessary. A report of such action, 
with the reason therefore, ~~ill be made to the Squad Agent's Chief. 

The Squad Commander maintains liaison with other enforcement agencies, oversees 
effectiveness of the unit, renders necessary reports, issues general orders, and 
keeps SECC regularly informed of the progress of the unit. He also assumes over
all direction of field operations and evaluates performance of the Agents and 
renders reports to their chiefs. 

The Squad Supervisor is in direct contact with the Agents, oversees field operations 
and investigations, aSSigns investigations to agents, occasionally participates in 
field activities and investigations, prepares weekly intelligence reports for 
SECC, and keeps a running account of man hours. 

The Squad Supervisor will interview new Agents to determine the Agent's qualifica
tions and motivation to participate in undercover work. The supervisor will be 
responsible for insuring that the new Agent receives proper training before being 
allowed to wrok as an undercover Agent. After proper preparation, Agents will be 
assigned to work undercover investigations with experienced Agents. 

4.11 The Squad Supervisor shall exact proper performance of police duty and compliance 
with Standard Operating Procedures and orders of the Commanding Officer or higher 
authority from Squad Agents. 

4.12 Any Superior Officer of the Regional Crime Squad who observes any subordinate vio
lating any rule or regulation and fails to take corrective action shall be in 
violation of these Standard Operating Procedures. 
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5.0 INVESTIGATIONS 

5.1 No Agent shall initiate an investigation in any town without the direction of a 
Superior Officer. 

5.2 An investigation shall normally be initiated by a Superior Officer at the request 
of the Chief of Police or his designee when acting upon information received from 
the police department. 

5.3 In the event that the Regional Crime Squad receives or develops information of its 
own, an investi9ation may be initiated in a town, providing that a Superior 
Officer informs the Chief of Police of the town or his designee as soon as is 
feasible after initiation of the investigation. 

5.4 The Chief of Police or his designee shall be apprised of the progress of any 
investigative activities of the Regional Crime Squad in his town by the Squad 
Commander or a Superior Officer. 

5.5 Memhers of the Regional Crime Squad shall not be assigned to work as an undercover 
drug investigator without first receiving proper training in ~uch investigations 
and being familiar with these Standard Oper~ting Procedures. 

5.6 The Squad Commander shall have all purchases of evidence supported by surveillance, 
to provide protection of the Agent and the confidential funds and for corroboration 
of the purchasing Agent's testimony. 

5.7 The Squad Commander shall insure that adequate prior background investigations 
are conducted to identify those suspects from whom purchases of evidence are to 
be made. If a field situation arises which does not allow for a prior background 
investigation, care shall be exercised by Agents not to purchase evidence from 
persons whom there is no likelihood of identifying or arresting. 

5.8 The Squad Agent, the covering officer and a supervisor shall beforehand agree as 
much as possible on a method of procedure for each undercover assignment. The 
method of procedure should consider: that the covering officer knows the identity 
of the informant with whom the squad Agent is working; agreement on the places 
and times the undercover Agent will be working; planning in adVance a final 
meeting place; the Squad Agent and the surveillance meeting after each purchase 
or attempted purchase; that every effort will be made to insure that the Squad 
Agent is in view at all times. 

5.9 Drug investigations shall provide adequate documentation that the suspect is 
trafficking in narcotics or controlled drugs for profit. 

5.10 Prior to application for a warrant for arrest of a suspect or search of a sus
pect's premises the Agent shall provide an identification and description of 
the suspect and/or address and premises. 

5.11 All affidavits completed by an Agent shall contain a true and accurate statement 
of the investigation conducted by the Agent, and shall be reviewed by a Superior 
Officer. 

5.12 If arrests are to be made within a municipality with an organized police department, 
sufficient notice shall be made to that department to allow for the assignment of 
municipal police personnel who shall effect the arrest. Squad personnel may be 
present and accompany municipal personnel during the execution of such arrests. 
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INVESTIGATIONS 

5.13 In the event of an emergency situation, where an arrest has to be madp. for an 
on-sight violation, the municipal police shall be notified immediately. 

5.14 Members of the Regional Crime Squad shall use only the necessary force while 
making an arrest. They shall treat all persons fairly and humanely and shall 
not use physical force except when necessary to prevent escape, in self-defense, 
or to prevent violence to another person, 

s.is All arrested persons shall be brought to the municipal police department for 
booking. 

5.16 Any arrested persons shall be the responsibility of the municipal police in 
regard to any presentation in court or temporary confinement. 

5.17 Whenever any Squad Agent obtains evidence sufficient to obtain a search warrant, 
sufficient notice shall be given to the municipal .police department to allow for 
the proper allocation of manpower to conduct such search. Squad personnel may be 
present and accompany municipal personnel during the execution of such searches. 

5.18 Squad personnel shall abide by applicable'rules and procedures established by 
procedural and criminal law, and exercise due regard for the rights of persons 
arrested and the property of premises searched, when conducting an arrest or search. 

5.19 All evidence seized during such search shall be retained by the municipal'police, 
unless other arrangements have been made with the police department. 

5.20 Each investigation shall be assigned to a case numbe~ and entered in the CASE LOG. 
Information which is transmitted to a police department or other law enforcement 
agency shall be entered in the AGENCY ASSISTANCE FILE. 

5.21 Whenever any member of any Regional Crime Squad finds it necessary to enter a town 
which is under the sole jurisdiction of the Connecticut State Police Department 
to further an investigation being conducted within their region, the following 
procedures shall be followed: 

1) The Squad Commander or Supervisor shall notify the Crymmanding Officer 
of the State Police Detective Division, or his representative of the 
necessity to enter a town serviced by the State Police Department. 

2) The Squad Commander or Supervisor shall advise the Commanding Officer of 
the Detective Division of the circumstances surrounding the investigation 
which shall be conducted within the State Police Jurisdiction. 

3) Such notification shall be made prior to entry into the town or as sOvn 
thereafter as is possible under the circumstances if prior notification 
is not feasible. 

4) The Commanding Officer of the State Police Detective Division shall notify 
the COl11Tlanding Officer of the troop involved. The Commanding Officer of 
the troop shall assign the number of men he deems necessary to provide 
liaison with the squad. 

5) If arrests are to be made within a State Police town, sufficient notifica
tion shall be made to the Commanding Officer of Detective Division to 
allow for the assignment of State Police personnel who shall effect the 
arrest. Regional Squad personnel may be present and accompany State Police 
personnel during the execution of such arrests. 
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INVESTIGATIONS 

6) In the event of an emergency stiuation, where an arrest has to be made 
for an on-sight violation, the Commanding Officer of the troop shall be 
notified immediately of such arrests. In such situations, Regional 
Squad personnel shall provide a statement of the circumstances to the 
Commanding Officer of the troop if so requested by him. 

7) All arrested persons shall be brought to the State Pol ice troop fot' 
proper booking. 

8) Any arrested persons shall be the responsibility of the State Police in 
regard to any presentment in court or temporary confinement. 

9) Whenever any Regional Squad obtains evidence sufficient to obtain a search 
warrant for property within a State Police town. sufficient notice shall 
be given to the Commanding Officer of the Detective Division to allow the 
proper allocation of manpower to conduct such search. The Troop Commander 
shall assign a supervisot' to be in overall charge of any search and shall 
determine the number of men necessary to properly conduct such search. 
Regional Squad Personnel may be present and accompany State Police personnel 
during the execution of such searches. 

10) All evidence seized during such arrest and/or search warrant shall be re
tained by the State Police. 

11) Whenever any situation arises, which is not covered by this directive, the 
Commanding Officer of the Detective Division and the Executive Director 
of the Regional Crime Squads shall be notified immediately, who shall 
confer with the Commissioner of State Police or his representative, who 
shall determine the procedure to be followed to cover such situation. 

12) All news releases pertaining to any investigation conducted within a State 
Police town shall be formulated jointly. 
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6.0 EVIDENCE 

6.1 When a member of the Regional Crime Squad wishes to initiate a case involving 
purchases of evidence. he shall notify his Supervisor of his intentions and 
request authority to proceed with the investiqat,on. ' 

6.2 A Squad Agent shall be assigned surveillance by the Supervisor. An Agent shall 
not operate without a surveillance. except with permission of the Commanding 
Officer. 

6.3 Every effort will be made to secure two or more purchases on separate days from 
each suspect. Arrests for single purchases will not be made unless absolutely 
necessary. 

6.4 Whenever practical. all narcotics or controlled drugs are to be "field tested". 
The CASE lOG will reflect the fact that such items were or were not field tested 
and the results. 

6.5 Whenever practical. all narcotics or controlled drugs are to be weighed. The 
CASE lOG will reflect the fact that such items were or were not weighed and the 
results. 

6.6 All narcotics or dangerous drugs purchased by Squad Agents shall be delivered as 
soon as possible to the surveillance or Superior Officer. Narcotics or danger
ous drugs shall be kept in possession of a Squad Agent for a minimum amount of 
time and shall be either locked in the Squad evidence room or delivered to an 
authorized laboratory as soon as possible. Under no circumstances shall a Squad 
Agent take narcotics or dangerous drugs to his home or other place. 

6.7 Whenever there is a discrepancy in either the weight or count of narcotics or 
dangerous drugs. such information shall be brought immediately to the attention 
of the Squad Commander. The Squad Commander shall cause an investigation to be 
initiated at once to determine the reason for the discrepancy. 

6.8 State or Federal Laboratory receipts are to be obtained for all narcotics and 
controlled drugs delivered to the respective laboratory or picked up by an agent 
of the above laboratories. 

6.9 Laboratory analysis receipts shall become a part of the CASE FILE and the results 
of the analysis will be entered in the CASE LOG. 

6.10 As soon as possible after final court disposition, the State or Federal Laboratory 
destruction permission report shall be signed by the Agent's Superior and returned 
to the laboratory. 

6.11 Requests to the laboratories to expedite the analysis of items submitted shall be 
kept to a minimum and shall only be made in urgent situations. 

6.12 Squad Agents who obtain evidence shall place his initials and the date directly 
on all glassine envelopes, packets, and other containers at the time they come 
into his possession. 

6.13 Individual glassine envelopes and other packets of narcotics or controlled drugs 
shall be sealed by affixing gummed tape along one edge so as to prevent the con
tents from spilling out and to facilitate the opening and removal of contents for 
analysis. The Agent shall place his initials and the date across the seal. 
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6.14 

6.15 

6.16 
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EVIDENCE 

If loose capsules, tablets, needles, bottlecaps, eyedroppers, saturated cotton. 
marihuana or cigarettes suspected of containing marihuana are involved, they 

;shall be placed in clean envelopes in such a manner to prevent mixture or 
contamiloation. Points of hypodermic needles and other sharp instruments shall 
be cove\red before placing in envelopes to prevent accidental injury. The 
envelopl~s shall be sealed with gummed tape and the Agent's initials and date 
placed across the seal. 

The individual glassine envelopes, packets, and other items shall be placed in 
an apprQpriate sized evidence envelope. The case number shall be indicated on 
the envelope. 

When U.S. Currency or other valuable property is seized as evidence or in.1Pounded, 
the arresting officer shall prepare and sign a receipt for the property which 
shall be given to the prisoner. If possible, it shall also be signed by a 
prisoner and a witness. When currency is seized, it shaH be immediately counted 
in the presence of the prisoner and at least one witness. The denomination ~nd 
serial and series number of each bill shall be listed on the receipt. 



7.0 CONFIDENTIAL INFORMANTS 

'7.1 An Agent who wishes to use a person as confidential informant shall first obtain 
permission of his Supervisor. If the prospective informer is a defendant in a 
criminal case, the Supervisor shall obtain permission from the States Attorney 
concerned, and the defendant's legal counsel. 

7.2 The Commanding Officer shall maintain the CONFIDENTIAL INFORMANT INDEX. which 
shall contain the individual's name, C.S.B.I. number, aliases, address, date of 
.birth. physical description, and associates. Each card will be numbered; and 
thereafter, the individual will be referred to by that number in case reports or 
other correspondence. The information will be considered confidential and will 
not be released to any persons outside the Regional Crime Squad office. With 
the authority of the Commanding Officer. information may be released to other 
enforcement agencies who are then working on related cases but only when necessary 
for effective enforcement. 

7.3 The Commanding Officer shall further maintain in the CONFIDENTIAL INFORMANT INDEX 
the date of each case the individual worked on, the case number. and the amount • 
the individual was paid. The confidential. informant's reliability will also be 
maintained on his index card. 

7.4 All confidential informants shall be interviewed by the Supervisor before being 
allowed to work with an undercover Agent. The interview will determine the' 
advisability of working with the individual. The interview date and name of the 
interviewer should be entered on the confidential informant card. 

17.5 Confidential informants shall not be introduced to more than a minimum number 
of undercover Agents. Care shall be taken to insure that confidential informants 
gain as little information about the undercover Agent as possible. They shall 
not be given complete names of undercover Agents, or home telephone numbers or 
addresses. All contact by individuals sh~ll be through Regional Crime Squad 
telephones and not home phones (exceptions may be made in cases where need is 
clearly warranted). 

7.6 No Regional Crime Squad Agent shall socialize with any violator individual or 
any individual that is not of known good character. Association with confidential 
informants shall be kept to a minimum and only when necessary for effective police 
procedures. 

7.7 Confidential informants are not to report to Regional Crime Squad offices. 

7.8 If a confidential informant is unsatisfactory for any reason, was of no value, 
or gave false or misleading information, the Agent shall submit a report in 
writing to the Commanding Officer specifically stating why the individual has 
proved unsatisfactory. An unsatisfactory informer is one who: 

a, fails to keep appointments 
b. does not give reliable information 
c. does not give information on narcotic trade at the level of which 

he has knowledge 
d. is unsatisfactory for any other reason (must be stated) 

7.9 A check shall be made of the CONFIDENTIAL INFORMANT INDEX before using the 
services of any person. 
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CONFIDENTIAL INFORMANTS 

7.10 When using a confidential informant and funds are paid out to same, the Agent 
will obtain a receipt from the individual which will include the following: 

a. amount paid 
b. date 
c. confidential informant code number and case number 
d. signature of Agent 
e. signature of Superior Officer 
f. confidential informant's signature 

7.11 This receipt will consist of an original and one copy; the original to be 
attached to the agent's daily activity report, be placed in the confidential 
informant's confidential file. 

7.12 An entry for the amount of payment shall be posted in the CONFIDENTIAL INFORMANT 
PAYMENT JOURNAL indicating the date, informant code number, case number. the 
amount, the Agent involved, and the filct that a receipt was obtained. An entry 
shall be posted in the AGENT CASH EXPENSE JOURNAL indicating the date. amount, 
and case number. An entry shall be made to the CASE LOG indicating the informant 
code number and the amount for the case number. 

7.13 Before a confidential informant is permitted to purchase eVidence. he must be 
identified and assigned a code number. He must be thoroughly searched and kept 
under surveil 1 ance to the ex tent pract i ca 1 before he meets wi th the su spect from 
whom he is to purchase evidence. He must again be searched upon his return. Under 
no circumstances maya confidential informant retain for himself any of the evidence 
he is instructed to purchase with confidential expenditure funds. 

7.14 Each confidential informant who, by prior arrangement, purchases evidence with 
confidential expenditure funds must sign a statement which accurately describes 
the circumstances surrounding the purchases he made. This statffilent will include 
the date, time, and location of the transaction and the description of the defen
dants. 

'7.15 Whenever it becomes necessary or desirable to protect the identity of the confiden
tial informant and the Agent is not ab1e to make the initial purchase of drugs, it 
will be permissable to make an "Informant Buy" as outlined in 7.13 and 7.14 above. 
The first "buy" may then be followed by an undercover Agent purchase based on the 
information or introduction gained during the time of the first "infonnant buy". 
With the knowledge and cooperation of the prosecutor or States Attorney, arrest 
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and prosecution may then proceed on the Agent's buy only. In this manner, the 
testimony of the cooperating individual will riot be necessary and his identity 
will be protected. 



8.0 CODE OF CONDUCT 

8.1 No member of t!i~ ;~eg10nal Crime Squads shall deliver public addresses. or dissem
inate written material concerning the work of the Regional Crime Squad or, under 
any circumstances, make statements for publication concerning the plans. pol1cies. 
or affairs of the Statewide Enforcement Coordinating Committee. unless duly author
ized to do so by the Executive Director. 

8.Z Members shall not destructively criticize the Squads. S.E.C.C .• or "its policies. 
programs, actions, or officers, or make any written or oral statements which 
tend to bring them into dispute or ridicule. or which tend to interfere with 
reasonable procedures, supervision or discipline of the Squad. 

8.3 No membe~ of the Regional Crime Squad shall relay any information Which may enable 
persons guilty of any criminal or quasi-criminal act to escape arrest or punish
ment, or which may permit such persons to dispose of or secret any money, goods, 
or other valuables unlawfully obtained. 

8.4 No member of the Regional Crime Squad shall recommend to any person the employment 
of any specific attorney or bondsman with the intent of aiding in the defense or 
obtaining the release of any prisoner on bond. 

8.5 Members of the Regional Crime Squad concerned in all cases before the courts shall 
be punctual in attendance and shall appear neatly attired in civilian clothes. 
Squad members shall testify with strictest accuracy, confining themselves to cases 
before the court, and neither suppress nor overstate the slightest circumstance 
with the intent of favoring or discrediting any person. . 

8.6 Members of the Regior','al Crime Squad shall not make any promises or guarantees to 
either defendants or informants. 

S.7 No member of the Regional Crime Squad shall apply for or execute any warrant 
without the knowledge and approval of a Superior Officer. 

S.S Members of the Regional Crime Squad shall 90mplete and submit all required 
written reports from the previous day's activity prior to starting a new work-
ing day unless express permission to do otherwise is granted by a Superior Officer. 

8.9 No member of the Regional Crime Squad shall leave his respective region to con
duct any investigation or to perform any act within the purview of his duties, 
without the express permission of a Superior Officer, except when in pursuit of 
a fugitive. criminal, or suspected crim'inal, who is part of an on-going investi
gation. 

8.10 Every Agent shall, without unnecessary delay, transmit to his Superior Officer 
any information concerning serious crimes, or information or requests received 
from other enforcement agencies, or significant information received from informants. 

8.11 Members of the Regional Crime Squad shall not attend to personal business while 
on duty. 

8.12 No member of the Regional Crime Squad shall drink any intoxicating beverage while 
on duty except under circumstances when not to drink intoxicants would jeopardize 
the performance of an aSSigned police duty. 
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CODE OF CONDUCT 

8.13 No member of the Regional Crime Squad shall use, consume or administer to himself 
or any otl1er person any narcotic or dangerous drug unless under the supervision 
and/or authority of a medical doctor. 

8.14 Members shall treat the official business of the Squad as confidential and shall 
not impart it to anyone, except those for whom it is intended. They shall not 
make known to any person, whether or not a member of the Squad, any special or 
conf~dential order which they may receive, unless required by the nature of the 
order. 

8.15 Members of the Regional Crime Squad are forbidden. at any time, to be notoriously 
intoxicated, disorderly, or act in a manner not becoming to a police officer. 

8.16 No member of the Regional Crime Squad, while on duty, shall enter a place where 
intoxicating liquor is sold, furnished, or manufactured, or house of ill repute 
or gambling establishment. except fn the perfonnance of duty. If it shall become 
necessary for a Squad Agent to enter any such place for police reasons, he shall, 
as soon as possible, notify his Superior Officer of the facts. 

8.17 Members shall not receive any article whatsoever as a gift or as the result o'f 
purchase or trade, from suspects, prisoners, persons recently arrested, or known 
gamblers, prostitutes or other persons of bad character or ill repute, or other 
persons whose vocations may profit from infonnation obtained from the police. 

8.18 Members of the Regional Crime Squad shall not engage in sexual relations with 
either defendants or confidential infonnants. Such relations will result in the 
squad member's immediate dismissal from the Regional Crime Squad. 

8 19 Members of the Regional Crime Squad shall not be operatives of, or receive any 
funds from any private investigative or security agency, nor shall the Squad or 
any of its members contract with any private investigative or security agency. 

8.20 Members of the Regional Crime Squad shall not rent or purchase for use any 
electronic, mechanical or other device for surveillance purposes that is in 
violation of the provisions of TITLE III, P.L. 90-351, as amended, and applicable 
state statute, relating to wire tappi.,g and surveillance. 

8.21 When members of the Regional Crime Squad use electronic surveillance equipment, 
the following conditions must be met: 
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a. prior written pennission from the Squad Commander 
b. limited to: 

1. provisions of TITLE III, P.L. 90-351 
2. applicable state statute 
3. protection of the wearer 
4. corroboration purposes 

c. all tapes must be treated as evidence and remain on file until the 
case has been adjudicated and all appeal dates have expired 

d. use must be recorded in log book showing date, time and case number 
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CODE OF CONDUCT 

8.22 All members of the Squad shall be subject to and shall obey all rules and 
regulations. orders, instructions, or requirements, whether emanating from 
the Standard Operating Procedures, or S.E.C.C., or the Supervisory Board. 

8.23 These Standard Operating Procedures are a basis for action and are not meant 
to be all-inclusive. No member of the Regional Crime Squad will be excused 
from action 1n accordance with sound judgement merely because the situation 
1s not covered by a rule. 

E-19 



.9.0 EXPEND!TURES 

9.1 Funds shall be advanced to the Squad by d~posits to 0, Chl~ckin~r 
account held in the name of the Squad. 

9.2 The Squad Commander will be responsible for the safokc(?pinq of 
all expenditure funds under his control; he will be bonded for 
the maximum amount of funds under his control for uny single 
period in time. 

·9.3 Cash drawdowns for expenses shall be made wi th a check s;i,qxwd 
on both sides by the Squad Corrunander or Supervisor ttml p:t:'e""' 
sented by him to the bank. The checking account monthly state
ment shall be reconciled with the checkbook and the CASH ON 
HAND JOURNAL at the end of each month. 

9.4 The Squad Commander will be responsible for maintaining six 
separate accounting records. The records will be balanced at 
the end of each month and a monthly summary report will be 
submitted to the Statewide Enforcement Coordinating Committee. 

9.5 The following accounting records shall be maintained: 

1. Cash in bank 

2. Agent's log 

3. Safe log 

4. Daily expenditure summary worksheet 

5. Cash on hand 

6. Monthly expenditure summary 

9.6 The accounting records will be maintained in accordance with 
procedures outlined below. 
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1. Cash in bank. All funds transferred 
Squad bank account and all drawdowns 
against the account are posted here. 
balance is kept on a current basis. 

or deposited into the 
or t~&nsfers out made 

An up-to-date bank 

2. Agent's lo~. A separate log will be maintained for each 
agent. Da~ly'entries will be made for each agent based on 
information from the Daily Activ~ty Reports. Each line of 
entries represents one case. Use separate columns provided 
for each category of expenditures and add across each line 
to be sure that the individual entries for each column equal 
the amount recorded in the total expenditures columns. 
Obtain daily totals for each column and compute a new end
of-day on hand balance. Total expenditures for each agent 
for the day must equal total expenditures claimed on the 
D?tly Activity Report. Totals of .each column for the day 
( ,~ recorded on the Daily Expenditures Summary Worksheet. 

3. Safe log. All funds drawn down from the bank, all advances 
to agents and other minor expenditures are reGorded here. 
This log also records the Commander's signature authorizing 
an advance and the agent's signature indicating receipt 



of the advance. One line is used for each 
Daily totals are computed for all columns. 
column consists of deposits less advances. 
are posted to the Daily Expenditure Summary 
follows: 

transaction. 
The "NET" 
Column totals 
Worksheet as 

SAFE LOG COL. 

Cash In Safe - Begin 

Net 

Other Expenditures 

Other Expenditures 

Cash In Safe - End 

POS'I' TO WORKSHEET COL. 

Cash On Hand - Begin 

Advances 

Total Expenditures 

Other 

Cash On Band - End 

4. Daily expenditure summary worksheet. Each agent's daily 
expendi tures in total and by category are taken from t,he 
agent's log and recorded on this summary worksheet. One 
line is used for each agent and one line for the safe. 
Daily totals of expenditures for the entire Squad are computed 
for all columns and then posted to the Cash On Hand Book. 

5. Cash on hand. Total squad expenditures are posted daily 
to the Cash on hand book. One line is used for each day. 
Weekly and monthly totals of each column a.re computed and 
used in preparing the Monthly Expenditure summary. 

6. Monthly expenditure summary" Each month Squad expendi tures 
by category and in total an~ posted from the Cash on hand 
book to the Monthly expenditure summary. 

9.7 The Daily activity report of each Squad agent shall list the 
balance of prior funds advances, funds advanced for the day, and 
an itemization of all expenses incurred for the day. All expenses 
will be approved and verified by a Superior Officer and shall 
then be posted to the Agent's log. All Daily activity reports 
are to be signed by the' agent and the Commander or in his absence 
the Field ~upervisor. 

9.8 The Daily activity report shall serve as an official record of 
all advanced funds to personnel and their ca~h on hand balance. 

9.9 Allowable expenses shall include purchase of evidence and infor
mation, per diem expenses of personnel, rental of vehicles, 
rooms, and equipment as required, consumable office supplies, 
and other such investigative expenses which may be necessary. 

9.10 All cash drawdowns by the Squad shall be deposited in a suitable 
locked safe in the Squad office. The Safe log shall accurately 
reflect the balance of cash in the safe at all times. 

9.11 A trial balance of all accounting records shall be conducted on 
a weekly basis. 

9.12 Prior to terminatir)n of an agent's tour of duty with the Squad, 
there shall be a reconciliation of his accounting records. 

9.13 All payments from the confidential expenditures account must be 
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9.14 
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authorized by the Squad Commander or his designee. All payments 
in excess of $500 must be approved by the Executive Director. 
of SECC or his designee. The serial numbers of all O. S. cl.lr:t:ency 
used in confidential expenditures will be recol;'ded andplaceo 
in the Case file ;tn such circumstances. 

Accounts for purchases of evidence, or confidential info:r.mation 
and/or services, must be kept separate from accounts for eXp~n5C$ 
incurred by Agents participating in the investigatiofl. 



9.15 The following Purchasing Process shall be followed by all 
Squads and by·SECC. 

1. All Squad expenses other than those related to the purchase 
of evidence and information or consumable office supplies 
shall be submitted to SECC for payment on an authorized 
voucher. In requesting payment for an item purchased by 
the squad and under $100, the Squad shall complete the 
following information on the voucher. 

* Vendor No. (if known) 
." Crime Squad name 

* Vendor name 

* Purpose of request 
." Received by 

* Date received 
." Budget category 

." Dollar amount 

." Signature of Squad co~nander 

2. For items purchased by SECC for the Squad and for items 
exceeding $100 the following procedures are in effect: 

A. PURCHASE REQUISITION 

1. All purchases of consumable supplies, goods and 
equipment to be made for the Squad by SECC will 
require the submission by the Squad to SECC of a 
voucher indicating ." Crime Squad name 

." Purpose of request 

." Requisitioned by and date 

." Squad commander's signature 

2. Routine vehicle maintenance is excluded from the 
purchase requisition requirement, but an invoice and 
voucher must be submitted for vendor payment. 

3. Major vehicle maintenance or repair will require the 
submission by the Squad to SECC of a voucher indicating 
the above listed requisition information. 

4. A copy of the voucher form will be retained for the 
Squad files and the original sent to SECC for further 
action and processing. 

B. QUOTATION REQUESTS 

1. All purchase requisitions for items exceeding $100 
will require a request for quotation by SE~C of prices 
from at least three (3) vendors. Where formal written 
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competitive bids are not obtained, written doc~' 
umentation of three verbal quotations is necessa:t;y -
see below. 

2. Purchase of routine consumable supplies from n reg
ularly utilized vendor do not requi;t:e a reque"~t :f.or 
quotation if items are under $100. 

3. The written quotations shall be obtained by SECC on 
a Request for Quotation form which shall indicate 
the quantity, unit number, description of item, list 
price, discounts, trade-ins, net price, total price, 
terms of payment, shipping terms, vendor name and 
address, and date of quotation. 

4. Quotations shall be filed by SECC. 

C. QUOTATION/BID TABULATION 

1. All written quotatio'ns and bids received from vendors 
shall be recorded by SECC on a Summary of Quotations 
form which facilitates comparison of vendors by items, 
quantity and unit price. 

2. Where verbal quotations are obtained, they shall be 
documen·ted on a Summary of Quotations form which shall 
indicate the vendor name, date of quotation, des
cription of items, dollar bid verbally received and 
signature of person receiving the quotation information. 
An authorized signature indicating approval of vendor 
and bid chosen is also recorded here. The lowest bid 
must be chosen unless highly unusual circumstances 
are involved such as quotes for essentially non-com
parable quality items. In such a case, a detailed 
explanation must accompany the chosen bid presenting 
the reasons for choosing other than the lowest bid. 

3~ Purchase Orders shall be issued for all items exceeding 
$100 to the lowest responsible bidder or quotation, 
taking into cons,ideration quality, time of performance, 
and probability of performance. 

4. The Summary of Quotations form shall be f~led by SECC 
along with all other documen'tation with the voucher 
requisition. 

D. PURCHASE ORDERS 

1. Upon approval by SECC of a Squad's requisition for 
goods, a purchase order shaTl be issued to the selected 
vendor, following the prescribed process for vendor 
selection. 

2. The Purchase Order shall contain specific information 
on goods and instruct the vendor to deliver the goods 
to the Squad. 



3. A proper invoice shall accompany the goods upon 
delivery. 

E. REPORT OF GOODS RECEIVED 

1. Notification of receipt of goods shall be supplied to 
SECC by the Squad upon receipt of a delivery. This 
may be accomplished either by signing the "Received 
by" and "Date" line on the voucher before sending it 
to SECC or by signing and dating a vendor receiving 
slip and forwarding it to SECC~ 

2. The Notification of receipt shall indicate the date 
of receipt of delivery, the quantity, description, and 
condi tion of the cornmodi ties receh"ed (if other than 
acceptable conditions). 

3. The Squad shall retain a copy of the voucher indicating 
receipt or the reoeiving slip for their files. 

4. The Notification of receipt of goods shall be retained 
by SECC and filed with the voucher package. 

F. VOUCHER 

1. The invoice if received by the Squad shall be forwarded 
to SECC for payment with a voucher. 

2. The voucher shall not be approved by SECC for payment 
until the "Received by" and "Date" lines have been 
completed or until a signed receiving slip has been 
obtained f~om the Squad. 

3. The voucher shall include information from the invoice. 

4. The appropriate budget category and total dollar amount 
for that category shall be indicated on the voucher. 
This information should be entered onto the voucher 
by the Squad and verified by SECC. 

5. The voucher and invoice shall be retained by SECC and 
filed with the voucher package. 

G. ACCOUNTS PAYABLE 

1. Upon approval of the voucher by SECC, the voucher 
shall be submitted to accounts payable for vendor 
payment. 

2. The accounts payable statement (part of the carbon copy 
of the computerized check) shall indicate the vendor 
name and number, the invoice date and number, and 
amount paid. 

3. The accounts payable statement shall be attached to the 
vouche~ and filed. 

4. The Squad shall monthly receive from SECC a listing of 
all accounts payable by vendor and amount. 
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10.0 FIREARMS 

10.1 Agents may carry weapons in the performance of their duties provided that 1) the 
weapon type and caliber have been approved for his use by his Chief of police, 
the Statewide Enforcement Coordinating Committee, and the Squad COlnmander. 2) the 
Agent has qualified with the weapon in an approved police firearnls training 
course, and 3) the weapon has been inspected and approved for use by a qualified 
ballistics examiner or inspector. 

10.2 Sidearms shall remain holstered at all times. except when necessary to remove th~l 
for the purpose of emergency use in the line of duty, for cleaning same. for author~ 
ized inspections or instructions. 

Agents firing a gun accidentally or intentionally, except on a target range, shall 
report the circumstances to their Supervising Officer immediately and shall file 
a written report of tIle incident within 24 hours. 

10.4 Agents shall not discharge firearms in the performance of their police duties except: 

a. for target practice 
b. to defend himself from death or serious injury 
c. to defend another person unlawfully attacked from death or serious injury 

• d. to effect the arrest or to prevent the escape. when other means are 
insufficient. of a convicted felon or of a person who has committed a felony 

10.5 When not being worn by undercover Agents. weapons shall not be left in areas where 
they may be exposed to or come into the possession of other police officers who 
may have stopped the undercover Agent for a routine check. 

10.6 In all other situations and circumstances personnel shall follow the directives 
of their police departments pertaining to the possession and lise of firearms. 
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11.0 PROPERTY 

11.1 Members of the Regional Crime Squad shall be responsible for the care of the Squad's 
property assigned to their use or keeping. and shall promptly report to their 
Commanding Officer the loss of or damage to any such property. 

11.2 The furniture. files. and other equipment of the Squad in the Squad offices shall 
remain there and not be moved without the approval of the Executive Director of 
SECC. 

11.3 The loaning of any equipment to other enforcement agencies shall be recorded in 
the AGENCY ASSISTANCE FILE with the date and operating condition of the equipment 
and with approval of the Squad Commander. Other enforcement agencies will be made 
aware that they will be responsible for repairing or replacing any equipment dam
aged or lost while on loan. The date of return and the condition of the equipment 
will also be recorded in the AGENCY ASSISTANCE FILE. A receipt shall be obtained 
from the borrowing party. 

11.4 Each member of the Regional Crime Squad who is the operator of any motor vehicle 
shall, at all times, exercise the best of judgement and care with due regard for 
the safety of life and property. 

11.5 All motor vehicles used by the Regional Crime Squad in the performance of their 
duties shall be registered and insured by SECC; a suppressed registration shall 
be obtained by SECC from the Department of Motor Vehicles for the protection of 
Squad personnel. 

11.6 Any member of the Regional Crime Squad who is involved in a motor vehicle accident 
while on duty shall provide the police officer at the accident scene the true 
registration of the motor vehicle. 

11.7 No member of the Regional Crime Squad shall operate a motor vehicle of the Regional 
Crime Squad for purposes other than the conduct of his official business on a tour 
of duty or travel to and from a tour of duty. 

11.8 Major repairs of Squad motor vehicles other than normal and routine maintenance 
and servicing of the vehicle shall be approved by the Executive Director of SECC. 

11.9 No member of the Regional Crime Squad shall purchase or commit the squad or SECC 
to purchase in any manner whatsoever, services, supplies, or other items of equip
ment needed for the squad unless such purchase has first been properly authorized. 

11.10 Any member who willfully or negligently loses, damages, or destroys quad property 
shall pay the cost of repair or replacement. Strict economy shall be observed in 
the use of fuel and supplies and squad property shall be neither wasted nor destroyed. 

11.11 The Squad office shall be situated so as to provide maximum protection for property 
and the office shall have installed an electronic security system for detection 
of unauthorized entry into the premises. 
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11.12 Fixed assets include all tangible property with a useful life 
of three (3) years or more. For SECC and Squad purposes onlYI 
property with a cost of $25.00 or more will be considered a 
fixed asset. 

11.13 All fixed assets which SECC and each Crime Squad has must be 
tagged. The tags are to be consecutively numbered. 

11.14 All fixed assets are to be recorded in the Fi:)(,ed Asset Log Book. 
Record in the Log Book the vendor's name, purchase date, chec.k 
number (if the asset was purchased for cash), and amount of the 
check or the fair market value of the asset if it was donated. 
Also record a description of the fixed asset and a serial number 
if applicable, the source of funds used for purchasing the asset 
and the tag number. Finally, under the last column labeled -
"Disposition", record the exchange, transfer or sale of the asset, 
the date and person who authorized its disposal. 

11.15 Disposal, sale, transfer or exchange of fixed assets must be 
approved by the Executive Director of SECC. Such approval must 
be in writing and be kept with SECC and the Squad's permanent 
correspondence. 

11.16 Fixed assets purchased or acquired by other means prior to institut~· 
ing this new accounting system must al~o be recorded in the 
Log Book. 

11.17 All fixed assets purchased wholly or partially with federal funds 
belongs wholly or partially to the Federal Government and must 
therefore be properly tagged. Federal Assets will not be sold, 
traded or disposed of until so advised by SECC in writing. 

11.18 A yearly physical inventory will be taken of all fixed assets at 
each squad and at SECC. 
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,12.0 SECRETARIES 

12.1 Secretaries shall be employed by SECC to assist the Squads in the perfonnance of 
their duties. 

12,2 Secretari.es shall adhere to the personnel policies established by SECC as to 
working hours. sick and vacation leave, holidays. and other leave time. 

12.3 Secretaries shall work under the immediate direction and supervision of the Squad 
Commander and Supervisor. 

12.4 Secretaries shall be responsible for preparation and maintenance of reports and 
records of the Squad. and other such reports as may be designated by the Squad 
Commander. 

12.5 Secretaries' duties shall include typing of reports and affidavits; assisting in 
maintenance of accounting records; receiving and distributing incoming and out
going mail; acting as receptionist and answering telephone; arranging. compiling 
and tabulating data; preparing invoices for voucher payment; operating office 
machines. 

12.6 Secretaries shall obey all rules contained in Section 8.0. Code of Conduct. which 
pertain to the conduct of themselves and their business in the interest of main
taining the confidentiality of the activities of the Regional Crime Squad. 

12.7 A time sheet listing the hours worked for each day shall be submitted to SECC by 
the Squad Commander at the end of each week. 

12.8 Requests for leave time shall be made by Secretaries to the Squad Commander and 
be approved by him and SECC. 
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13.0 RECORDS AND REPORTS 

In addition to the accounting records (aection 9.0) the following 
records, files, and forms shall be maintained by the Regional 
Crime Squad. 

13.1 CASE LOG BOOK in which all pertinent controlling and management 
information shall be recorded concerning investigations under
taken by the Squad. The CASE LOG BOOK should contain these 
entries: case number, defendant name & address, buy number, 
date, item purchased or activity, quantity, purchase price, location, 
results of field test, date taken to lab, by whom taken, 
lab number, lab results, informant code number and payment amount, 
name of buy and cover agents, completion of case reports and 
affadavits, date of warrant and arrest, photograph and summary 
criminal history of defendant, date of arrest worksheet return, 
and disposition of the case in court. 

13.2 CASE FILE in which case reports, affidavits, lab reports and 
receipts, arrest worksheets, photographs and summary criminal 
histories shall be placed for each case. Case documents should be 
contained in a file folder and filed consecutively for each 
calendar year. 

13.3 DEFENDANT INDEX shall contain a list of all persons for whom squad 
investigations were completed or initiated. The following entries 
shall be made for each defendant: name, aliases, CSBI number, date 
of birth, address, physical description of vehicles operated by 
defendant, drugs sold or used, case number, purchase amount and 
price, date and location of purchase, name of investigating agent. 
Upon arrest of a subject, a copy of the DEFENDANT INDEX CARD shall 
be provided to SECC. 

13.4 CONFIDENTIAL INFORMANT INDEX shall contain a list of all persons 
to whom confidential funds were paid for information or services. 
A code number shall be assigned to each confidential informant. 
The date and amount of payment, case number, known reliability 
of the subject, interview date, and the same descriptive informa
tion of Section 13.3 shall be entered. Also a copy of the 
informant's signature (taken from the first signed receipt obtained 
from the informant) is to be affixed to the Informant Index Card. 

13.5 AGENCY ASSISTANCE FILE shall contain all confidential information 
disseminated to police departments and law enforcement agencies. 
The amount of time and cases investigated in each town in the 
Squad region for the month. 

13.6 AGENT INDEX shall contain a list of all active and non-active Squad 
personnel. The tour of duty dates with'the s~uad, police depart
ment, and daily activity reports of each Agent shall be placed in 
a file folder. 
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13.7 TELEPHONE INDEX shall contain a listing of all telephone numbers 
obtained in the course of investigation. 

13.8 AGENT TIMESHEETS shall contain the duty hours worked by personnel 
for each working day. 

13.9 DAILY ACTIVITY REPORTS shall be completed by each Agent prior to 
the commencement of a new working date_. The DAILY ACTIVITY REPORT 
shall contain the Agent's name, date, hours worked, towns worked 
and time spent in them, amoun.t of funds advanced and cash on hand 
balance, itemized list of exp~nditures, a narrative chronological 
account of activity and new intelligence and information gathered, 
Agent's signature. The DAILY ACTIVITY REPORT shall be approve~ 
and signed by a Superior Officer. 

13.10 CASE REPORTS shall be completed for each investigation of the Squad 
by the investigating Agents. The CASE REPORT shall contain the 
case number, investigating Agent's name, date of report, nature 
of the case, Connecticut General Statute number7 location, town, 
date and time of crime; subject's name, aliases, address, date of 
birth, physical description, and vehicle description; means us~d 
to identify subject7 description of purchased evidence for quanti
tative analysis. A signed narrative chronological report of the 
investigating Agent shall follow this information and shall be 
approved by a Superior Officer. 

13.11 ARREST WORKSHEETS shall be attached to all arrest warrants, listing 
pertinent information of the case report to assist police depart
ments in locating and apprehending the subject. The Squad Commander 

) shall request that the police department return the ARREST WORKSHEET 
indicating the date and place of arrest, arresting officers, any 
evidence seized and other pertinent information. 

13.12 WEEKLY ACTIVITY REPORT shall be completed by the Squad Commander 
and submitted to SECC. The report shall list all Squad activity 
for the week including case numbers, defendant names, towns, 
type of evidence, quantity and purchase price, projected arrest 
dates, and problems encountered. 

13.13 WEEKLY INTELLIGENCE REPORT shall be completed by the Supervisor 
and submitted to SECC. The report shall contain an analysis of 
cases being made and their interrelationship, the identification 
of major target areas and violators, and an analysis of trends 
and patterns in the Squad region. 
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PRESCR IPTI VE PACKAGE: MUL T I -AGENCY NARCOT I CS.·UNIT MANUAL 

To help LEAA better evaluate the usefulness of Prescriptive Packages. the 
reader is requested to ansWer and return the following questions. 

1. What is your general reaction to this Prescriptive Package? 
[ ] Excellent [] Above Average [] Average [] Poor [] Useless 

2. Does this package represent best available knowledge and experience? 

~ l 
No better single document available 
Excellent, but some changes required (please comment) 
Satisfactory, but changes required (please comment) 

] Does not represent best knowledge or experience (please comment) 

3. To what extent do you see the package as being useful in terms of: 
(check one box on each line) . 

Modifying existing projects 
Traini~g personnel 
Adminstering on-going projects 
Providing new or important information 
Developing or implementing new projects 

Highly Of Some Not 
Useful Use Useful 
[] [] [] 
[j [] f) 
f) fj [j 
[] [] [] 

4. To what specific use, if any, have you put or do you plan to put this 
particular package? 
[ ] Modifying existing projects 
[ ] Administering on-going projects 
[ ] Othen: 

[ ] Training personnel 
[ ] Developing or implementing 

new proj ects 

5. In what i'/ays, if any, could the package be improved: (please specify). 
e.g. structure/organization; content/coverage; objectivi'ty; writing 
style; other) 

6. Do you feel that further training or technical assistance is needed 
and desired on this topic? If so, please specify needs. 

7. In what other specific areas of the criminal justice system do you 
think a Prescriptive Package is most needed? 

8. How did this package come to four attention? (check one or more) 
[ ] LEAA mailing of package ] Your organization's library 

! ] Contact with LEAA staff ] National Criminal Justice Reference 
] LEAA Newsletter Servi ce 
] Other (pl~ase specify) 



'" 

9. Check ONE item below which best de~~ribes your affiliation with law 
enforcement or criminal justice. H the item checked has an asterisk 

!*j' please also check the related level, i.e. 
Federal [ ] State [ J County [ ] lecal 
Headquarters, LEAA [ ] Police * 

t l LEAA Regional Office ! ~~ Court * 
State Planning Agency Correctional Agency * 
Regional SPA Office Legislative Body * 
College/University ] Other Government Agency * 

[ ] Commercial/Industrial Firm [,] Professional Association * 
[ ] Citizen Group r. ] Crime Prevention Group * 

10. Your Name Your posi..,..ti.-o-n------------------~---
Organization or Agency _________________ _ 
Address __________________________________________ ___ 
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, Telephone Number Area Code: Number: : 
, (fold here first) 
---------------------------------------------~ 

U.S. DEPARTMENT orr' JUSTICE 
LAW ENFORCEMENT ... SSISTANCE AD"'INi!ITRATION 

WASHINGTON. D.C. zonl 

OFFICIAL BUSINESS 
PENALTY FOR PRIVATE USE, slOG 

Director 

POSTAGE AND FI':;ES PAID 
U.S. DEPARTMENT Of JlISTICE 

JUS-436 

THIRD CLASS 

Office of Technology Transfer 
National Institute of Law Enforcement 

and Criminal Justice 
U.S. Department of Justice 
Washington, D.C. 20531 
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---------------------------------------------~ (fold) I 

11. If you are not currently registered with NCJRS and would like to be 
placed on their mailing list, check here. [ ] 
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