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FOREWORD

This request for Technical Assistance was made by the Arlington County,
Virginia, Police Department. The requested assistance was concerned with
developing guidelines for patrol personnel to apply in criminal investiga-
tions follow up.

Requesting Agency: Arlington County, Virginia, Police Department,
~ Chief of Police Roy C. MzClaren
State Planning Agency: Division of Justice and Crime Prevention,
' Mr. Joseph N. Tucker, Police Systems Coordinater

Approving Agency: LEAA Region III (Philadelphia), Mr. Edwin S. Schriver,
Police Specialist
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1. INTRODUCTION

Arlington County, Virginia, which is adjacent to Washington, D.C.,
contains a population of approximately 155,900 persons in a 25.5 square-
mile arca. Since there are ne incorporated cities in the County, ail
governmental functions are cen the County level.

The Police Department is comprised of 290 sworn and 35 civilian
personnel, for a total complement of 375. The Department's average edu-
cational level is high: 140 officers have completed 4 or morc yeers of
college, 29 of these hold Master's Degrecs. BMorcover, the Department has
not hirved an officer who was not a college graduate in the last 5 years.

Sworn ranks consist »f officer I (128), officer IL £95), district super-
visor (2), scrgeant (29), licutenant (13), captain (4), and the Chief of
Police. Officer Ils are acsigned to first-line criminal imvestigators and
'police agents.' Police agents, 20 of them, scrve as crime scene and
evidence techuicians in the ficld.

Department organization is made of four basic units: Staff Services,
Administrative Services, Investigations, and Operations. Basic deployment
for both Patrel (Operations) and investigators is a '"4-9" plan, where
personnel work 9 hours cach day for 4 days followed by 3 days off. Patrol
shifts change every 7 doys. Thercfore, personnel work only 4 days on a
shift before rotuoting. Shift hours are 6:30 a.m.-4:00 p.m., 3:00 p.m.-

12:00 a.m., and 10:00 p.m.-7:00 a.m. Investigative functions are divided
basically by type of crime, allowing for development of a degree of speciali-
zation. Fox patrol purposcs, the County is divided into four permanent
districts. Lach shift is commanded by a lieutenant. A sergeant is charged
with the two nerth-end districts and another sergeant is charged with the

two south-end districts. Lach district is supervised by a district super-
visor, whose district is divided into two to four patrol beats (each
patrolled by an asgigned officer) and & police agent who serves as crime and
evidence techniclan and accident investigator. Under the 4-9 plan, there are
five Patrol platoons ox 'ferews," two of which are off duty on any given day.
A Robbery Task Force that deploys 2 scrgeants, 15 officers, and 1 clexrk is
also assigned to the Operation Division. This unit has total responsibility
for robber, investigations (approximately 18 per month).

During fiscal year 1975-76, the Department received 64,0672 requests
for police scrvice; preparved 16,976 veperts (not including traffic acci-
dents); covered 4,237 traffic accidents; and reported 9,202 Index Crimes,
of which 1,609 werce cleared.

Analyses conducted during this study and the resultant conclusions
and recommendations were based on interviews with operating personnel,
observations of work procedures, a review of reports and related documents,
and a review of statistical reports.
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interviewved included the following:

Chief of Police Roy C. McClaren.

Capt., William Allen, Investigations.

Capt. L. H. Holsclaw, Staff Services.

Capt. K. W. Stover, Opcrations.

Lt. G. l. llaring, Opecrations.

Lt. William Shoup, Resecarch gnd Development.
District Supervisor S. Crickenberger, Operations.
Policec Agent J. R. Badey, Operations.

Off., W. Bowman, Research and Development.
0ff. John Haas, Operations.

0ff. March Rothlisberger, Operatious.

0ff. Cindy Wesen, Operations.

Specific data collected and rcviewed by the Consultant included the

following:

Arlington County Police Department Table of Organization.
Arlington County Police Department Personnel Complement.
Arlington County Police Department Workload Factors.

Arlington County Police Department Investigation Division
Activity Reports, fiscal year 1975-706.

Arlington County Police Department Statement of Goals--August
28, 1975.

A Study of the Investigation Division of the Arlingteon County

Police Departmenti, David Hansen, Acting Chief of Police,
Daly City, CA, April 1974,

Guidelines Development for Followup Criminal Investigation,
Arlington County, VA, Technical Assistancce Report--July 1976.
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2. UNDERSTANDING OF THIL PRORILIM

In 1975, the Arlington County Chief of Police attempted to introduce
the team policing concept to the Department. Due to internol opposition

and severe budgetary problems, a decision wos made to defer any major chango

in the policing mode at that time. llowever, a decision was also made to
expand the functions and responsibilities of the Patrol officer, thus
enhancing the basic Patrol task. Lxpansion of the patrolman's role in this
instance pertaing speciivically to utilizing the field officer as a criminal
investigator in certain prescribed cases. As o conscquence, this reauest
for Technical Assistance was made to help in the development of puidelines
under which Patrol personncl would assume a complete (or more cumplete

than at present) responsibility Yor both preliminary and foilowup investi-
gation for specified crimes. In additlon, assistence wos vequested in the
development of procedures pertinent to implementing such a program.

Factors regarding deployment, shift scheduling, and so on described
previously have direct bearing on any feasible solution to this problen,
Furthermore, the fact that a generalized policy presently exists fox Patrol
personnel to conduct complete followup investigations in some cases has a
dircet relationship to the problew (it appears that this pelicy is not

clearly understeod and seldom used by most Patrol personpcl). Another factor
that bears on the situation is the Investigation Division policy of screening

crime »cports for solvability factors and relegeting wmany reports thnt lack
I

solvability factors to an unassigncd, inactive file {""File Two' cases).

-76-211
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3.0 ANALYSIS GF THE PROBLIM

Enlargement of the Patrol officers' sphere of influence in police
functions in Arlingten Jounty is not a simple underteking., Actual deter-
mination of which crimes should be reserved to specialists for investigation
and which should be assigned to ficld persopnel is the Jeast difficult of
the busic problems that require solution, Primary areas of concern include
not only defining preliminary and followup investigation and identifying
the type of crimes that might be assigned to Patrol officers for followup
investigation but also ovailebility of personnel to assume new and larger
obligotions; preciscly, how erimes should be assigned to specific officers,
attitudinal adjustments in terms of morale and progrum acceptance, and
continuity of investigation in light of existing deployment practices. Bach
of these factors will be aldressed below.

3.1 Preliminsrey and Followup Investipation

To identify accurately “"followup investigation,' a definition of
prelivinary investigation (as applicable to Arlington County) is necessuny.
Preliminary investigation can be described generally as the immediate
investigation of a police incident, continued to a point at which postponce-
ment of further investigation would not jeopardize success{ul completion of
the matter. This would include identification and apprchension of the
perpetrator at the scene or in flight, interview of the victim and wit-
nesses, procection of the scene pending examiration by a technician (if
appropriate), care for injurcd persons, recovery of stolen property found
at the scene or in possession of the fleeing perpetvator, and completion
of all appropriste reports and relatved notificaticons. Tollouwup investicetion
would, thercfors, cencompass those additional activities necessary to bring
a case to o successful conclusion, Preliminary investigation should be the
responsibility of Operations Division personnel with only very limited
exceptions:

e Muvder (where the suspect and victim were strangers).

o Robbery (banks and those cases wvhere the value of the property
stolen exceeded approximately $5,000).

¢ Aggravated assault (where a victim received injuries that
might result in his death end the suspect and the victinm
were strangers).

¢ DBurglary (safes and those cases where the value of the
(A 54

yronerty stolen exconded approximately 85,000).
PLoy ) 1 Y 9o,

¢ Forgery and worthless documents.

R-76-211
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For these exceptions, it would be appropriate for specialists to
assume responsibility for preliminary as well as followup investization
functions unless Operations Division personnel are successful in appre-
hending all involved suspects upon their arrival at the scene of the crime.
Otherwise, criminal investigators should be notified promptly so that
they may respond to the scene and assume responsibility for the investigation.

3.2 Availability of Personncl

Perhaps the primary factor to be considered is whether or not Operations
personnel have time available to assume additional responsibilitics.
During a previous Technical Assistance study,* it was determined (based on
a 30-day period in 1976) that field personnel spent only 25.54 percent of
their on-duty time in "obligated time," the time spent answering a call
for service, Based on ficld tours with Operations personnel, this Consul-
tant arrived at similar findings. While it is truc that on certain days
and shifts there is little or no time available for additional tasks,
this is not the case generally or routinely. Thercfore, it is the Consul-
tant's opinion that while a given number of minutes or hours is not available
cach and every day, there is a measure of time available for Opcerations
personncl to assume certain responsibilitics associated with followup inves-
tigations.

Although there dees appeer to be time availlable for investigative
purposes, it is doubtful whether at ypresent there exists ample time to

perform successfully the desired ame of followup investigation.
Additional manpower must be attaincu the additional responsibilities awre

assigned. Inasmuch as the present budget freeze precludes hiring additional
personnel, the most appropriate source of such manpower is the Criminal
Investigation Division. This Division presently constitutes over 17 percent
of the Department's total strength, excluding vice and juvenile functions,
If Operations personnel ave to relieve investigators of a substantial
portion of their workload, then it follows that fewer investigators will

be neccessary. OF course, the Operations Division should be the reccipient
of this "extra" manpower. Unfortunately, it is not a simple matter to

trade off workloads; investigators presently arc not able to cope with
their workloads (the current clearancc ratc of 17.4 percent for Index Crimes
attests to this fact). Therefore, the more transfercnce of a percentagoe

of the workload and the same percentage of investigative personncl to the
Operations Division would merely transfer the problem; other arcus must

also be explored.

One appropriate possibility involves limiting the formal investigatlon
of traffic accidents to only the more serious. It is the Consultant's

*Arlington County, VA, 'Guidelines Development for Followup Criminal
Investigation," Westinghouse Justice Institute, July 1976,
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opinion that accidents that oceur on private property and do not involve
an injury or hit and run, and highwey accidents that involve only property
damage of approximately $300 or less should not be investigated by police
personnel. 1Instecad, the involved parties should be instructed to report
the matter to their insurance compasies. This reduction in reporting of
minor accidents would make availsble some measure of time for other duties.

A method of more consequence to increase available time would be the
development of a telephonic reporting policy that provides for reporting
certain minor crimes and related incidents by telephone, by the victim, to
a police employce at the station. Many minor crimes, which are reported
soite length of time after the occurrence, arve of minor financial conse-
quence, or display a complete lack of solvability factors, can be reported
satisfactorily by telephone. Such a unit need not be staffed with sworn
persomnel, or even on a daily basis; a more satisfoctory solution would
be to staff the unit with civilien and/or sworn personnel who are in a
“light duty" status duc to injuries, and provide service only on the days
and during the hours that such personnel might be relieved of other duties.
It is obvious that a workload study should be made to determine the most
profitable days and hours that such personnel can be deploved. At times
of low station traffic, the Desk officer may be utilized for such reporting.
When personnel are available for this purposc, the Communications Section
should be notificd so that calls suitable for telephonic reporting can be
screened aud diverted to the person(s) so assigned. Measurenent of
effectiveness of the function should not be based on the number of reports
made, but instead on the number of calls for which a patrol car would have
been dispatched had not a telephonic reporting unit been in operation.

In addition, although difficult to measure precisely, consideration should
be given to what the assigned light-duty personnel would have been doing
if not assigned to the telephonic reporting umit. In the absence of such
a unit, light-duty assignments arc commonly in the 'make-~do' category.

It is the Consultant's opinion that the following reports can be satisfac-
torily reported telephonically:

e Bicycle thefts.
e - Other thefts when:
- The suspects are unknown.

- The stolen property cannot be specifically identificd
by a serial number or other means.

- There is no need to conduct a preliminary investigation.

e Malicious mischief (minor), when thexre is no need to conduct
a preliminary investigation.

R-76-211
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¢ Prowler calls, not pertinent in time and in which therc
appears to be no evidence.

¢ Runaway juveniles.

o Missing persons, where there is no indication of foul play.
) t

¢ Lost property.

In addition, with each shift supcrvised by a lieutenant, two
scrgeants, and four district supervisors, there appears to be more super-
vision than is necessary, The four district supervisors could report
directly to the shift licutenant without. inordinately increesing the
lieutenant's span of control. The 10 sergeants (two assigned to cach of
the five crews) could thus be utilized clsewherce in the organization more
profitably. 1In the future, consideration should be given to equalizing '
the ranks of sergeant and district supervisor to simpiify the command
structure.

3.3 Personncl Morale and Attitudes

It is apporent that reorganization of the Department along the lines
of the team policing concept was not accepted by a significant portion
of the personncl., If the reassignment of many traditicnal lnvestigative
functions is to he accepted by Operations persomnnel, considerable care
nust be taken to avoid the appearance of introducing team poliicing in
ancther guisc. Operations persenncl at all levels should be brought into
the picture at an early date to assist in planning and implementing the
program. This report should be used as only a guide to assist in the
development of a program acceptable to all personnel. Attention should be
directed to the former policy of giving district supervisors the responsi-
bility for all criminal investigation with the authority to request
investigoetion and to direct their activities in a particelar instance.
Some personnel believe this policy is still in effcct but not utilized.
However, the primary point of emphasis should be enhancement of the patrol
officer's task. In too many instances the field officer has been relegated
to the lowest position in the work assignments hierarchy. Those duties
that involve the exercise of judgment, specialized training, or even a
measure oi -atus have been commonly reserved for the specialist, As a
consequence. the Patrol officer has been left with nothing but the minor,
ﬁotty, unchallenging aspects of policework. It is the Consultant's
opinion that expanding the area of followup investigation for performance
by field personnel is a superior manner or reversing this trend and
creating a move challenging and rewarding job for uniformed personncl.
In the process of implementing this program, this concept should be
stressed.

& -
. . ,l M l N
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As the progrom develops, consideration should alszo be given to
developing the rank of police agent as a fowmal, carcer rank. All
personnel of the officer I rank should be eligible for the police agent
rank repardless of nuwber (assuming certain minimum qualifications and
screening by means of a qualifying examination).

Morale could be enhanced by developing a “erew' concept that
utilizes the three officers, the agent, and the district supervisors now
assigned to a given district. It is the Consultant's opinion that desig-
nating the group as a crew would be more weaningful than the present
definition of a crew as all personnel on a given shift.

3.4 Crimc Cotegories VYor Patrol Follewup Investigation

In developing specific cateporvies of crimes for which patrol personnel
will be charged with the followup investigation responsibility, it is
assumed thet effected perscennel have received, or will receive, suitable
training to allow them to function efficicently in this area. Such training
needs will be minimal, based on the cducational level of most Arlington
County police officers. In establishing thesc guidelines, consideration
has been piven to establishing a logical case assignment dividing line,
the nced or specialized knowledge has been weighed; and the problem of
intervuption of an investigation due to days off, vacation, and so ferth
has been evaluated. With these thoughts in mind, Operations Divisien
personnel sheuld be assigned the responsibility for followup investigation
of the following crimcs:

¢ All misdemcanor crimes,

& All thefts, regardless of value, except those perpertrated
by means of "bunco ," and forgery and worthless document
Y s
cases,

e lelonious assaults, when the involved perscns are acquainted.

6  All crimes when the responding Patrol officer is successful
in apprehending all involved suspects upon arrival at the
scenc of the crime..

@ Dit-and-run traffic accidents, cxcept those resulting in a
fatality.
o Other felonies, when time permits and only during the

current tour of duty, within thoe County.

- In this instance, specific approval of the District
Supervisor should be required.
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Consideration should also be given to allowing Opevations Division
personnel to participuate at times in extradition trips that involve their
assigned cases. Needless to sdy, in all the above cases, provision must
be made for requesting assistance from or reassigning the case to the
Criminal Investigation Division if circumstances warvant. Criteria for
such action should be based on the Oporations Division workload and
approval should be given by the concernced district supervisor,

t is obvious that the transflor of responsibility for followup
investigation of the above enumerated crimes to the Operations Division
cannot be accouplished overnight. Reeponsibility should be shifted item
by item as persenuncl adapt to the program, Follownp investigation of
only theft might be transierred initially, to be followed Ly all misde-
meanov crimes.  The objective, of course, is to provide for a smooth
transition that allows for necessory modification as the nced ariscs.

In addition, the sawc policy for clearing and "suspending' cascs should
be applied to both Divisions.

Folicies relating to "File Two' cases should be reviewed, standardized,
and formalized so that in all cases @ common yardstick of solvability is
applied, regardless of volume ov investigating division. In no instance
sheuld File Tve cases in the Criminal Investigation Division be assigned
to the Opcrations Division for investigation., If a case is not worthy of
followup investigation in one division, it is not in the other division
cither. Any other policy is almost certain to create a morale problem,

To move realistically appruaisze cascs in Ywovkable' or File Two, consider-
ation should be given to lecating the individual charged with making the
determination outside of both the Criminal Investigation and the Opcrotions
Divisions. If written guidelines arce established ond an individual
familiar with the investigative process is assigned to the function,
effective administrative control would be enhanced.

3.5 Cose Assignment

Assignment of specific investigations to field personnel can be
accomplished in a number of ways. DPerhaps the most simple the direct
method involves nothing more thon making assignments based on receipt of
the initiel cull,  Of course, dispatchers should nake cevery effort to avold
dispatching wiits out of their assigned arcas. The logic for assigning
the followup investigation of a particular crime to the officer making
the preliminary investigation is readily appavent. This systom also
serves to inform the officer promptly of those cases for which he will be
ultimately held responsible after an independent determination of
solvability has been made.

Responsibility caa also be fixed by assigning all appropriate cases
that occur in a given arca of a beat to a particular officer. While this
method provides the element of terrvitorial inteprity, it lucks the prompt
notification of responsibility to the officer making the preliminary

R-76-211
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invgstigntion. Furthermore, the officer assigned the followup investi-
gatlon‘ln many instances has noe control over the quality of the preliminaxy
investigation since other units wilil occasionally be di%patched into
another 9¥ficor‘s arca. It also con lead to officers patrolling only their
own speciflic arca of concorn rather than their total beat. A third bossi—
bility for assignment consists of a combination of the two systoms described
above. Assigmment way also be based on decisions made by the district

supervisor. In any cvent, this is a subject that should be explored care-
fully through a task forec comprised of [icld persennel who will be working
undex the system that they devilop.

To cqualize cascleads, it is imperative that the existing district
and beat structure be analyzcd, Incqualitics in caseloud will most

assurcdly require medification of boundarics if the program iLs 1o succeed.

3.6 Tellowup Imvestisation Continuity

In delincating epecific case categorics to be assigned to Operations
Division porsonnel, the Consultint attcupted to receenize those crimes
most lilely to be committed by o fairly stabilized, in contrast to
transient, population, These specific crimes are the type for which the
perpertrator will not usunlly flec the jurisdiction, These factess are
lwportant under the existing "1-9" plan used in Arlington County, parti-
cularly under a system of weelly shift rotution. It should be recopnized
at the onsct that the "4-9" piun and weekly rotation tend to muke e
ficld olficer's effective involvewont in followup investigation wmore
difficult., However, since members of the Criminal Investigation Division
also worl under the "4-9" plan, field officers should be uble to cope
cqually well with the 3-day interruption of case followup. The weckly
rotation systen is not so c¢lear cut. Under such a system, field officers
who perform followup investisotion way have considerable difficulty
contacting witnesses and the 1ille when they work a given shift for only
4 days in every 21-doy peried. (On the other hand, prompt shift rotation
may simplify contacting witneases who arc normally available at tiumes
other than during the shift wvhen the erime occurred and was assigned.

The best sclution appears to be to try both systoms and be guided by the
involved officer's opinions ag well as clearance rates. In any case,
ample provision must be made for overtime funds to allow officers to
vigorously arsuc their cascwork.
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4. RBCOMMENDATIONQ

- Guxdelln?s and problems to be surmounted were discussed in Scetion 3.
Therefore, this Section will be devoted to detailing specific recoumenda-
tions pertinent to progran implumcntag'ﬂh

a

> &

Preliminary investigation should be the rosponsibility of
Operations Division persomel exeept:

- Marder (where the suspect and victim were strangere) .

= Robbery (banke, and other instances that involve property
or approximatcely $5,000 value).

- Aggravated assault (where the victim received injuries
that might result in his death and the suspect and victim
were strangers).

= Burglary (sufes, and other instances that involve property
of approximately $5,000 value),

- Torgery and vorthless documents,

In these speeific instances, Criminal Investigation Division
personiael should assume both preliminary and followuy inves-
tigation responsilility unless Operations Division personncl
are successful in apprehending all involved suspects upon
their arrival at the scene of the crime.

Availeble manhours of Cperations Division personnel should be
increased to etfectively assume additional responsibilities.,
This should be accowplished in the following manner:

- Reduce the nunber of Criminal Investigation personnel,
with an attendant increasc in personnel in the Operations
Division.

- Ceasc investigating and reporting traffic accidents that
occur on privete propexty (unless they inveolve injury
or hit and run) and highway accidente that involve
damage of approximately $300 or less.

-~ Develop a telephone reporting system, as described in
Section 3.2,

Involve Operations Division personnel of all ranks in
planning and implementing the program.
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Bwphasize enhancement of the field officers! responsibilities
through creation of more challenging and rewarding work.

Establish the police apent as a carcer vank, open to all
personnel subject to minimu qualifications and a qualifying
examination,

Emphasize the "crew'" concept, utilizing the district supervisor,
police agent, and three assicned officers.

Provide training appropriate to the new responsibilities to
be assumed.

Assign followup investigation vesponsibility to Operations
Division persomnel for the following crimes:

- All misdemeanor crimes.

- All thefis, regurdless of value, except those perpetrated
by means of "bunco' and forpery and worthless document
cascs.

-~ Felonious asssults, when the invelved persons are acguainted.
&

~ All crimes, vhen the responding Patrol officer is successful
in apprchending &ll involved suspects upon arrival at the
scene of the crine.

- Hit-and-run traffic accidents, except those resulting in
a fatality.

- Other felonies, when time peraits and only during the
currvent tour of duty (district supervisor's approval
necessary) .

Tmplement” the program in phases, commencing with theft
investipations.

Operations Division personncl should be allowed to participate
in extradition trips that involve cascs assigned to them.

Formal arrangements should be established for requesting
assistance from and transferring cases to Criminal Investi-
gation spccialists.

Review "TFile Two' policies with the intent of standardizing
and formalizing procedures.
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Consider assigning "File Two'' determination to personnel
not assigned to elther Criminal Investigation or Operations
Division pcrsonncl.

Do not assign "File Two'' cases to Operaticns Division
persomncel for followup investigation.

Base case assignment on either receipt of call, territorial
assignment, district supervisor's discretion, or a combination
of thesec possibilities. Use a task force approach to determine
the most feasible system.

Analyze existing district and beat boundarics and modify to
equalize workloads if necessary.

Evaluate e¢ffect of weekly rotation on continuity of investi-
gation and adjust if necessary.

Provide funds for overtime work associated with followup
investigation.
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