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L. d I. MANAGEMENT SUMMARY |
L‘r - The objective of this Appendix is to describe and present in

the form of a detailed analysis the organizational structure, infor-
i g — mation flow processes and services provided by the Central Records
Nivision of the Baltimore Police Department. This Division serves as

¥
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- a unique and vital function of the criminal justice process of the
- City of Baltimore. The Division's workload and information response
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capability impacts directly upon related city and state criminal
justice agencies' systems and upon their inherent capabilities. In
conjunction with the administration of the Division, the Arthur Young
& Company Project Team developed detailed flow charts of all signifi-

I

cant information flow processes and also performed a special statis-
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tical analysis based on all record and warrant request checks

I
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served by the Division during the month of March 1973.

T

E The Central Records Division provides an information dissemina-
£ D .
tion service regarding record and warrant checks, identification of

r

arrested persons, arrest processing, offiénse and traffic reports and
related responses to criminal history/rerord information requests.
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|
The Division, with a staff of 160 persons, serves, on a 24-hour day,
- j - seven days a week basis, approximately forty-one (41) City of Baltimore,
— local government, State of Maryland, and Federal criminal justice
E g agencies. It also provides information ‘to authorized individuals
| B and related public agencies. The Division maintains mechanized files

containing approximately two million cards.

The Division is capably administered and its staff is dedicated
= - in the performance cof their assigned duties. The Division does,

however, experience current difficulties in keeping pace with the
e arrest file growth (60,000 new charges are added to the Arrest File

R each year) and increasing requests for record and warrant checks and :
' related information. The ability of the Division to respond to the g

mounting service demands, é.g,, 620 telephone requests for record:
checks for persons arrested in a 24-hour period, is hampered in.
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- part by problems‘inherentfiﬁ its "system,'" i.e., its files layout, ;
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manual record maintenance procedures, the operation of key work
stations and file searching techniques. Another key factor bearing
upon the Central Records Division's effectiveness is the degree of
invalid or incomplete data received from other agencies.

A summary of major problem.areas being addressed by 'the Central
Records Division is as follows:
. Identification of arrested persons is time consuming.

Determination of court dispositions is difficult or,
occasionally, not possible.

. Agency charge codes are varlable, preventing uniform crime
analysis.
. The voluminous manual files are difficult to use and are

not easily purged.

. Central Records Division does not have sufficient personnel
to handle the daily volume of record requests and inputs.
This factor results in time delays in providing informa-
tion and contributes to the possibility of errors.

. A record request;made through the Hot Desk provides a
check of the Baltimore City arrest file, but does not
routinely check for arrests made ocutside of the city.

. The criminal history files can be inaccurate in that the
- arrest card records have incomplete identification infor-
mation, may contain the same identification number, may
~identify different persons in one file, arrest cards may
be missing, or files may contain obsolete warrants still
considered active.

. Verifylng and canceling warrants is a slow process and
contributes to the possibility of errors.

Recent arrests made in different Districts for the same
~defendant cannot be easily determined.

- Non-uniform numbering systems used by different agencies
to identify the same individual complicates the compila-
tion of criminal histery informatiom.

The sectioms which follow provide an overview of the functions
of each of the Division s six sections and describe in flow chart
form the prlmary action and major. document flows of the Division's
1nformat10n maintenance and dissemination services. In addltlon,




charts are presented which plot the daily volume and service times
for record/warrant checks by agency and the method of inquiry. This !
special analysis covers the month of March 1973 and is provided to
convey the magnitude of the Division's operations as well as to
describe factors of data quality, response timeliness, the variability

] of agencies being served and thé general availability of’information
in the file access process.
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II. CENTRAL RECORDS DIVISION

}
;

This section presents an overview of the Central Records Division
and how it operates relative to criminal records. Those functions re-
lating to adult arrest information flow and procedures are emphasized.
Key related files and their contents are described.

1. BACKGROUND

The Central Records Division of the Baltimore Police Department
serves as a major and essential function of the City of Baltimore's
total criminal justice process. The Division performs record and
warrant checks, identification of arrested persons, processing of
arrest, offense and traffic reports, and other services related to
criminal histories and related record services. Its volume of
transactions is significant, for example, as many as 620 telephone
requests.for record checks in 24 hours have been received for |
service at the Hot Desk of the Criminal History Section of the
Central Records Division relative to correspénding arrests during
the same period. These checks, which take from 5-15 minutes apiece,
are made from the Central Records' mechanized card file containing
two million cards, as well as NCIC and MILES. The arrest histories
and outstanding warrant information telephone checks are a critical
information service to the Police Department, the District Court,
and Pretrial Release during the initial baii determination and

similar functions which require decisions within minutes.

2. ORGANIZATION OF CENTRAL RECORDS DIVISION

The Central Records Division is currently organized in six

sections. These sections are the Criminal History, Mail, Reproduction,

taff Review, Warrant, and Identification Sections. The organization
is illustrated in Exhibit A-1, following this page. ‘

rGeneral Order 67~7;kdated April 14, 1967, as revised, is the

primary organizational and functional description of criminal records

‘organizationfand flow. It also contains related descriptions of the

duties and responsibilities of affected Central Records Sectioms.
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The major role of each section relative to criminal records

is as follows:

Criminal History - This section files and maintains all case
reports, arrest reports, complaint cards, and cross-
references. The Hot Desk unit of the Criminal History
Section provides the following:

- Maintains and issues arrest register numbers

- Furnishes upon request by telephone or teletype
information regarding wants, warrants, stolen prop-
erty, case file numbers or other information on file
‘at Central Records; also furnishes the same informa-
tion by courier to the Dispatch Section of the
Communications Division and through an intercommuni-
cator to the information counter.

The section provides county service to police, other
criminal justice agenc1es and individuals for records
checks.

Mail Section - All reports, photograph negatives, finger-
print cards to and from Districts or other reporting
units are received or sent from the Mail Section.

Reproduction Section - The necessary coples of field re-

e Gk 5

ports are prepared in the Reproduction Section for proper
distribution of follow-up units, files and related agencies.

Staff Review Section - The Staff Review Section coordinates,
monitors, and reviews all field reports for clarity and
completeness, coordinates all corrections to field reports,
as required; assigns the proper UCR code to the offense,
1f4app11cab1e, and directs the internal follow-up or
distribution of field reports.

Warrant Section - The Warrant Section recieves and distrib-
utes for service all traffic, non-support bastardy and
paternity warrants and summonses. It forwards to other
police departments warrants and summonses to be served
outside Baltimore City and, likewise, receives warrants
from other jurisdictions to be served within the city.

Identification Section - This Sectdion classifies, files,
and maintains ringerprints of arrested persons, corresponding
FBI Rap Sheets and offender photographs. ' The section main-
tains and issues identification numbers of fingerprinted
arrested persons and provides counter service for finger-
prlnts and photographs :
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3. FILES DESCRIPTION
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The Central Records Division indexes, files and maintains the
“:1V’~ ~ various documents comprising criminal records and related case infor-

wom

i mation. The respective files and their contents are:

. Lektriever Mechanized Arrest File

T [
[ .,.
,',

Arrest cards

1

{
—

i |
1

- Warrant cards

R | R

i : - Recognizance cards
A - Alias cards
P i_,. - Probation cards
B I - . Criminal History Open Shelf Files (Reports)
id,l,wn : - ‘Arrest reports
e - Prisoner inventory sheet
1 ‘
Lo

’i‘ - Offense reports
‘ ; - Case related miscellaneous reports

- - . Identification Section Open Shelf Files

- Duplicate fingerprint cards

7  Arrested person photographic negative

. Lektriéver Mechanized Fingerprint File

LA o Arrested person fingerprint card

.WMIQA. o - FBI Rap Sheet

Criminal History Index Files

,w;lxm. ‘ o - Complaint index cards

»‘glf’, | . Identification Section Index Files
" j o 29 : : )

QEEiEr S | - Name index cards




4. FUNCTIONAL DESCRIPTIONS OF CRIMINAL HISTORIES, HOT DESK,
ARREST REPORT FLOW, IDENTIFICATION PROCEDURES AND RELATED
INFORMATION FLOW" i

The physical creation of criminal histories, the operation of
the Hot Desk for record/warrant checks, arrest procedural oparations,
the information flow of arrest reports and the processing of finger-
print cards have been flow-charted or diagrammed. These charts/
flow diagrams, following this page, are:

Exhibit A-2 - Central Records Division - Creation of
Criminal Case Records/Criminal Histories

Exhibit A-3 - Hot Desk Operation for Arrest Process
Exhibit A-4 - Hot Desk Operations for Record Check
Exhibit A-5 - Hot Desk Operation for Warrant Check
Exhibit A-6 - Arrest Information Sequence - Police District

Exhibit A-7 - Arrest Information Flow - Central Records
Arrest Reports

Exhibit A-8 - Arrest Information Flow - Central Records,
Identification Cards.
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ARREST INFORMATION FLOW, CENTRAL RECORDS
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ARREST INFORMATION FLOW —~ CENTRAL RECORDS
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ARREST INFORMATION FLOW — CENTRAL RECORDS
ARREST REPORTS, CON'T.
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ARREST INFORMATION FLOW — CENTRAL RECORDS
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FBI,STATE
POLICECARD
ARE MAILED

IDENTIFICATION CARDS, CON'T.

ARREST INFORMATION FLOW — CENTRAL RECORDS
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III. RECORD/WARRANT CHECK STATISTICAL SURVEY
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I1I. RECORD/WARRANT CHECK STATISTICAL SURVEY

|
i
The statlstlcal survey described in this section was developed
to determine the use and quality of the record/warrant retrieval
process. The data has been collected or synthesized to serve as a
valuable input in developing the criminal records/history portion of

the overall criminal justice system design.

1. SURVEY DEFINITION AND PARAMETERS

The Criminal Case Records/Warrant Retrieval System process was
evaluated during March 1973 by means of a statistical survey. The
process is described in terms of the following parameters:

-

Quality - Errors contained in the search for records;
errors contained in the documents.

. Availability - Time it takes to 1n1t1ate a search for
records/warrants; gain access to Central Records
system files

. Tlmellness - Time it takes to search for records versus
need for responsiveness.

Agencies served - Nature and number of agencies served.

The record/warrant check methods of inquiry representation of
Central Records, illustrated in Exhibit A-9, was used as the system
model for the survey. '

The calculation of user and service times by computer, based on
21,000 documented transactions for March 1973, provides parameter
values in two of the four categorles, i.e., timeliness and agencies
served. The correlation of the tlmellness statlstlcal evaluation
with the procedures documented in Exhibits A-2 thlough A-8 provides
a range of values for a qualltatlve descrlptlon of system availability.
Finally, a sampling of record system users, analysis of arrests :
versus re¢1d1v1sts and a correlation with related dlsp051t10n statis-

tics provides a basis for descrlblng system quallty
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2. RECORD SYSTEM RETRIEVAL QUALITY ERRORS

It was determined through interviews with Police Departmentk
personnel and other City of Baltimore criminal justice agency personnel
that there are several types of errors connected with the current
manual record maintenance procedures, Hot Desk operation, and manual
filing operation. The system-wide accumulation of these errors

“manifest themselves as system quality errors.

The following key user indications of problems associated with
the system were used as a basis to analyze and document the error
process.

.« Complaints by judges of '"bad" record checks. Defendants
will appear in court and indicate that they have a record,
but when the Form 5 is received from the Hot Desk, it
indicates that the individual does not have a record.

. Concerning a fecidivist, Pretrial Release, the District
Court Commissioner and also the defendant may disagree
on the number of prior arrests reported by the Hot Desk.

. Disposition data on prior arrests can be incorrect or
not available.

An analysis of the filing, storage and retrieval processes
than constitute record/warrant checks procedural activity was under-
taken to determine the source and nature of the mechanical or
procedural difficulties associated with the problems identified
above. The Hot Desk operation and arrést‘report processes flow-
charted in the previous section can serve as a basis for analyzing

the process and identifying the areas of difficulty. The results of

this analysis and related statistical sampling is summarized below.

Final dispositions of cases referred to the Supreme Bench
have not been recorded in the Arrest File since 1969.

. Final disposition of cases referred to the District Court
are inaccurate in approximately 25% of the arrest reports.
The lack of Supreme Bench dispositions affects approxi-
‘mately 10,000 arrest reports per year and similarly affects
about 12, SOO District Court arrest reports yearly. This
~const1tutes 40% of the yearly arrest reports currently
flled in Central Records. , ,
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An unreliable initial record check is primarily due to
the following factors:

- Record is out of file for another record check and,
therefore, appears as a no record when being searched
at the same time.by a different clerk

~ Record has been sent to~anothér'agency
- Record is misfiled
- Record is lost

- Record cannot be found due to alias or different
name spelling.

The primary reason for the reporting of differing numbers
of prior arrests is due to the multlple arrest report
procedures of the Police Department's field reporting
system. The Department policy requires that a separate
report be made for each charge. Consequently, one physical
arrest might have several charges. Therefore, when the

Hot Desk supplies a list of numbers of arrests to Pretrial
Release, the Court Commissioner, or on Form 5, they are
listing the number of charges, not individual physical
arrests.

SYSTEM QUALITY PARAMETER VALUES

The following methodology has been used to develop preliminary
system quality parameter values.

The percentage of arrested persons fingerprinted from mid-
February to mid-June 1973, who have had prior prints on
file, has varied from 61% - 69%. During that time it was
estimated by Department staff that 5% - 10% of those
arrested were issued a number who had prior Baltimore
arrests, but did not have a prior fingerprint on file.

-Consequently, the total recidivist rate can be postulated
- as between 66% and 79% during this period, based on'the
estimates identified above.

It was estimated that during the period of mid-February to
mid-June 1973, that an initial record in the Arrest File
was found through a Hot Desk inquiry for approximately

60% - 70% of the arrested persons checked. This range of

~of values was determined through an opinion survey of

Hot Desk users (Police, District Court Commissionsrs, and
Pretrial Release) and through a statistical sample:
conducted during the period by the Arthur Young § Company
Project Team. Correlating the data postulated above
indicates the following:

10



- Actual recidivism during the studied period was
66% - 79%.

- Records found during the first Hot Desk inquiry
attempt into the Arrest File was 60% - 70%.

Taking the range of these two estimates, an average value
for initial records can be defined as 65% while the average
value for a record not found, when one should be available,
can similarly be defined as 6%.

It was estimated by several record system users as cited
above, that 50 to 100 records per week related to recent
arrested persons are unable. to be located. These are not
available for the reasons previously cited. This estimate
can be used to provide a comparison with the 6% factor
defined above. Since the current arrest volume per week
ranges between 600 to 1,100 persons, this 6% would
correspondingly range between 36 and 66 records being not
available. Recognizing the problems of actual data
correlation to numerous known problem areas, the numbers
36 to 66, taken as a conservative estimate, would tend to

]
1
|
|
i Tndfcate’a os inme1tabte Thitial record chbchs
I
]
]
I
|

o ¢ 1 i ' !
= P —

; Currently, about 60,000 new charges are added to the
mechanical Arrest File per year. Of those, 10,000 represent
cases referred to the Supreme Bench. Since final disposi-
tions of cases sent to the Supreme Bench have not been
updated since 1969, one can project a disposition data file
error of 17%. However, a sampling of District Court '
dispositions indicated that a similar disposition error was
contained in 25% of the 50,000 arrest records. Conse-
quently, it can be estimated that 38% of all arrest records
in the file have incoryect or missing final dispositions.

=

. The recent Department experience of entering IMPACT arrest
data into the CHASE system suggests that 60-80% of the
information has some type of missing data element, inac-
curacy or other related problem. Since these records
subsequently become arrest cards in the arrest file, this
range can be used to estimate the overall problems in the
following major areas, which are:

TeEm EEn

% 3 - Final disposition missing or inaccurate
- Inaccurate/no Baltimore Police Identification Number
'EM' R - Inaccurate/nc address of arrestee

- Inaccurate Social Security Number

S ‘Misspelled name

“ o

‘ ;m;gLi ; G . Multiple aliases

:v‘] , -~ Other missing data elements or variable inaccuracies.

11



Exhibit A-10, following this page, summarizes the analysis
described and presents an overall estimate of record check system
retrieval quantity.

4. RECORD/WARRANT CHECK SYSTEM AVAILABILITY

The critical time requirement for record/warrant checks are
those checks processed through the Hot Desk. This includes checks
for patrol units via communications and for requests by telephomne,
primarily from Police Officers, District Court Commissioners and
Pretrial Release. A survey of users indicates that a typical tele-
phone requestor in the evening may have to wait two to five minutes
before the telephone is answered, and then may have to wait 10 to
30 minutes to receive a reply to his request. Consequently, the

construction of a Hot Desk response model, following this page,
serves as method of calculating values for record/waraant check
system availability.

5. AVAILABILITY MODEL

The evaluation of results from the statistical sample, arrest
data and related statistics can be used to prepare a multiservice;
random access queueing'model. The following descrdption of typical

~ Hot Desk service and data approximatiomns for typical periods pfovide
the basis for the following availability model:

Issue arrest numbers/custody numbers; prepare Form 5 -
12 per hour at 6 minutes each

Communications record/warrant checks - 24 per hour at
8 minutes each ,

Telephone record/warrant checks - 12 per hour at 8
minutes each , :

Typ1ca1 Hot Desk staff - One c1v111an, four cadets, and
two floor clerks : ‘

. The Hot Desk telephone number has eight rotary extensions.

The random access queueing model® is:

*James Martln Systems Analy51s for Da ta Transm1551on ppq 4l3-504;
’848k850 PrentlcevHall nnglewooa, N.J., 1972, : -

12
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‘(Number‘of checks per hour
Utilization = 60 minutes per hour

) (Average service time in min.

Number of Clerks
The typical Hot Desk personnel;utilization is:

(48/60) (7.5) _

R 0.86; 86% utilization

This approaches the actual utilization 1limit that can be ex-
pected in a manual records retrieval system.

- The typical time to answer the telephone ranges between two
values, depending on the number of personnel available to answer the

telephone,
7 persons: §24/68) ) - 0.40;\7Ti2717 = 1.6 minute wait
- = . 7 = . .
5 persons: (24/°g) (7) = 0.56; =r1—=g 3.18’m1nute wait

Therefore, one could initially assume that from 3% to 20% of
these persons calling in to the Hot Desk would have to wait 1.6 to
3.2 minutes until the telephone was answered. However, since the 86%
clerical utilization is higher than that for telephone work alone,
62% of the,callers are put on hold for approximately 7 minutes. This
factor would increase the time it takes for the telephone to be
answered to a range of values between 2.5 to 6 minutes. “

The availability model described above corresponds fairly well

- with the statistical sample conducted by Arthur Young & Company.

The model demonstrates the impact of record check (Hot Desk) per-
sonnel availability, number of checks and length of service t1me on
the system availability to the system users,

6. MARCH 1973 - RECORD/WARRANT WORK LOAD AND SERVICE TIME COMPUTER

SURVEY

A detailed analysis providing data concernlng 1nformat10n
access and system users was conducted through a specialized computer

13
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program developed by Arthur Young § Company specifically for this
analysis. This program aﬁalyzed nine categories of record check
inquiry methods in order to provide base line definitions of record/
warrant system volumes and service times. ‘

The basis for this survey was the collection of time-stamped
Central Records forms that are used in the process of conducting
inquiry checks. All forms or documents (21,000) used in the following
categories for record/warrant checks during March 1973 were collected.

Method of Inquiry Form/Document -~ User
. Radio Dispatch/ 1.1 form B.P.D.
Communications ’
. Telephone 101 form B.P.D./Other
Agency
Counter Service/ 152 form B.P.D./Other
Walk-In 96 form Agency
Telegram/Teletype Not Counted (Too Small)
~U.S. Mail Copy'of Document = Other Agency

Each form or document was time-stamped in Central Records two
times: (1) when the check was initiated and, (2) when the task was
finished. In the case of communications record/warrant checks
(Form 1.1), the form was time-stamped an additional two times, when
the dispatcher first took the call and when the dispatcher radioed the
inquiry results back to the requesting unit. The computer program

- prepared service time and work load graphs listed in the following

chart, Exhibit A—ll,>for the ihquiry categories identified above.
These graphs, printed on the computer driven CalComp plotteér, are
located after Exhibit A-11. Within each inquiry category, a weekly
average and monthly number of record/warrant checks were tabulated.
Additionally; service times were tabulated on a weekly and monthly
basis for the corresponding weekly or monthly checks. Each check |
and corresponding service time was tabulated within 15-minute periods
of time. Approximately 3% of the source data (forms) were ignored; |

- - . e -
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due to errors. Further, the 500-1000 name Jury List record check

was not included because a service time could not be realistically
calculated. Record/warrant checks which took 1Qngér than 100 minutes
(500 th;oughout March) were deleted from the graphic printouts.

7. WORKLOAD AND SERVICE TIME GRAPHS

There are four basic computer-drawn graphs included for each of
nine categories:
Monthly, number of checks per day
Monthly, service time’per check
Weekly, number of checks
Weekly, service time per check

The monthly number, K of checks per day graphs depict the actual
number of checks per 24 hour day, midnight to midnight, that occur

- for each day during the month of March within each category listed

in BExhibit II. The 31st of March was not included on any of the
graphs due to source data errors. The monthly service time per check
graphs show the average service time, in minutes, for all checks on
each day in the corresponding monthly chart for the same category.

The weekly number of checks graphs show the average number of
checks per day on a wéekly basis for the month of March. Each day
is averaged with the same correspondlng day of the week for the
month (Mondays with Mondays, etc.). The data has been plotted with
a resolution of 96 data points per day or 672 per week, BEach of the
96 data elements per day represent the discrete 15 minute’time periods

,averaged on an individual basis throughout the 24 hour day. This
- average consists of the arithmetic average for all checks 1n1t1ally
time-stamped within the reported period. ' The average for the day is

then averaged with its counterpart for similar periods over the
month on like days. The weekly average service times per check graphs‘ 

are also plotted with 96 data points per day, 672 per week. The

average service times, in mlnutes,\were calculatod for the correspondlng,

average number of checks depicted in the matching number of check
‘graphs of the same category.

15
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EXHIBIT 11, a

]

i 53,

= ™

™

J
a} CENTRAL RECORDS MARCH 1973 - RECORD/WARRANT
. WORKLOAD AND SERVICE TIME COMPUTER SURVEY
m::El Monthly Analysis;: Weekly Analysis’:
Graph - ' Service Service
"’} Number Subject Checks Time Checks Time
{ | A-12 Total Record/Warrant X
} %-13 Total Record/Warrant | X
g A-14 Total Record/Warrant X
m:E A-15  Total Record/Warrant X
:E A-16 Total Hot Desk X
| A-17  Total Hot Desk X
§ A1s rotal Hot peskt . - X
e A-19  Total Hot Desk - | X
E - A-20 Communications (B.P.D.) X
} A-21 Communications (B.P.D.) | X
« | A-22 Communications (B.P.D.) , 4 ' X
w} A-23 Communications (B.P.D.) : X
=y A-24 Te‘lephon‘e (B.P.D.} | X |
wﬁ] A-25 Telephone (B.P.D.) ~ X
ﬂ:@ A-26 Telephone (B.P.D.) E | X
| A-27  Telephone (B.P.D.) - X
” W] ’, ~ A-28  Telephone (Other Users) =~ X
m o A-29 Telephone (Other Users) - : X |
*—7—] A-30 | Telephene (Other Users) : o . X
: Lﬁ] A-31  Telephone (Other Usersj ' | = ’ ‘ he
'%ie ‘A-32  Criminal Hist. Cntr. (B.P.D.) X f |
1;:]’ A-33  Criminal Hist. Cntr. (B.P.D.) LR
om  A-34 Crimihal’Hist. Cntr. (8.P.D.) X
w] A-35 | Criminal Hist. Cntr. (B.P.D.) . e R e i ‘X’

voE
o
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EXHIBIT 11, b
Monthly Analysis: Weekly Analysis:
Graph : . Service Service
Number * Subject " Checks =~ Time " Checks  Time
A-36 Criminal Hist. Cntr. (Other) X
A-37  Criminal Hist. Cntr. (Other) X
g A-38  Criminal Hist. Cntr. (Other) X’
j % - A-39 Criminal Hist. Cntr. (Other) k X
‘_gi A-40 Identification Cntr. (B.P.D.) X
S A-41 Identification Cntr. (B.P.D.) X
?g& A-42 Identification Cntr. (B.P.D.) X
" gir A-43 Identification Cntr. (B.P.D.) X
- A-44 U.S. Mail (Other Users) X
; A-45 U.S. Mail (Other Users) X
SN, A-46 U.S. Mail (Other Users) X
EZ A-47 U.S. Mail (Other Users) X
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MARCH 1973 - TOTAL NUMBER OF RECORD/WARRANT CHECKS PER DAY:
AVERAGE WEEK: REQUESTS BY ALL USERS
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