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PREFACE 

The 1966 report of the President's Commission on Law Enfcrcement and 
Administration of Justice emphasized the need to upgrade the performance of 
the process of criminal investigation. The Commission noted that only about 
25 percent of reported major crimes were cleared by arrest and that "if the 
suspect is neither known to the victim or arrested at the scene of the crime, 
the chances of ever arresting him are very slim." The seriousness of the 
problem of investigative failure was heightened by the fact that the prob­
ability of conviction after arrest was only about 35 percent. 

A decade later, these clearance and conviction percentages have declined in 
the face of a substantial increase in the number of reported serious crimes. 

While some progress has been made in upgrading criminal investigative per­
formance of many police agencies, it has not been substantial. In many 

agencies, police executives still ask themselves the question: "How do 
criminal investigators spend their time." 

The need for greater managerial attention to the process of criminal 
investigation was described in the opening paragraphs of the P~escriptive 
Package, Managing Criminal Investigations, in this way: 

For the public, the term "criminal investigations" often 
brings to mind the image of The Detective--a painstaking 
individual who single-handedly digs out evidence, collects 
tips from informants, identifies the criminal, tracks him 
down and brings him to justice. Many police departments 
even act as if solving crimes depended entirely upon the 
number of detectives in the department. Typically, excep­
tionally bright or experienced officers are designated as 
detectives and, as long as they make enough arrests, few 
questions are asked. 
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The theme of this report is that the entire police department 
contributes to the success of criminal investigations. While 
skilled detectives are often essential, there are many things 
police managers--from first-line supervisors to the chief-­
can do to improve investigative success. In fact, super­
visors and higher level officials often are in a better posi­
tion to improve the investigative process than detectives. 

Traditionally, the police administrator has elected to move slowly and 
cautiously.in evaluating the effectiveness of the criminal investigative 
system. This long-standing reluctance has been described by one police 
administrator in this way: 

In few endeavors does there appear to be a greater area of 
mysticism than in the field of police investigation. Not 
commonly present during the preliminary investigative phases 
performed by patrolmen, the investigative mystique of the 
detective's job is uniquely traditional in police history. 
The almost conspiratorial vagueness that surrounds investi­
gative effectiveness can be a serious impairment in an 
administrator's ability to measure and control this criminal 
function of the agency.l 

That the "mystique" exists is reinforced by the following commentary: 

The nature of detective work sometimes makes it hard for 
a manager to find out what specific tasks have been done. 
Nevertheless, most departments contacted felt strongly that 
permitting the detective to give ambiguous answers about 
his work was an abdication of management responsibility. 

At a series of conferences held by the Police Foundation, 
the prevailing view among managers of detectives was that 
adequate s~pervision requires overcoming the "detective 
mystique. ,,2 

It is more probable, however, that tl:e actual reason police administra­
tors are reluctant to address this issue is the lack of knowledge and informa­
tion concerning the real workings of the criminal investigative process. The 
detective has traditionally jealously guarded the secrets of the trade--and 
has been successful at it. On the other side of the coin, however, the police 
manager and researcher have allowed this to happen by failing to conduct 

lTielsch, George, Chief of Police, Santa Monica, California. Unpublished 
thesis: "A Research Design for the Study of the Investigation Process in the 
Medium-sized Police Department," California State College at Long Beach, 
September, 1970. 

2prescriptive Package, Managing Criminal Investigations. 
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serious studies in this area of police operation. The following observation, 
while directed at the researcher, applies equally to many experienced police 
managers: 

Only the patrol function has seemed to appeal to the police 
researcher, apparently because it meets the criteria of 
easy identification. There seems to be a degree of timidity 
in those who concern themselves with police manpower utiliza­
tion. The patrol process is, actually, a very convenient 
man-hour element in police work with which to deal since the 
patrolman's time is easily categorized and segmented. It 
lends itself to computerization and can be neatly measured 
and packaged. Other functions being performed by the police, 
however, are less conducive to easy analysis due to the 
complexity of their work continuity or the intermittent 
nature of that workload. Such activities as investigation, 
supervision, criminalistics, identification, and administra­
tion, do not lend themselves to the continuity of segmentation 
that characterizes that of patrol and, therefore, seem to 
continue to escape the eye of the police evaluative researcher. 
This phenomenon is understandable when it is considered that: 
(a) a certain "specialist mystique" exists whereby criminalists 
and other highly specialized employees are the sole authorities 
of both their jobs and the measurement of the efficiency of 
the procedures they follow; (b) the vagueness of defined 
criteria in determining the effectiveness of such hard to 
measure procedures as vice and narcotic investiga-tions, and 
intelligence; (c) the difficulty with which supervisors or 
managers can critically analyze their own tasks or even fully 
identify their roles; and, (d) an apparent reluctance on 
the part of police researchers to innovate due to the con­
servative nature of the police mentality. Therefore, a pattern 
of manpower research seems to be developing whereby the patrol­
man tends to be overanalyzed while other critical functions 
and procedures go begging, due in a great degree to the ten­
dency of the police researcher to polish and refine that which 
is known rather than pioneer unknown terrain. 

However, the almost doubling of crL~e rates, the slower rise in the num­
ber of arrests, 'I.:he flat (or declining) levels in clearance rates, and growing 
community dissatisfaction with police effectiveness in criminal investigations, 
in recent years, have placed the urgency to review and evaluate this vital 
area of police performance in the spotlight. 

In response to these realities, an increasing number of police agencies 
are critically examining the organizational structure and the effectiveness 
of the resources allocated to the criminal investigative process. As a result 
of this critical evaluation, changes are being made in the placement of investi­
gative responsibilities and in the establishment of investigative priorities 
as well as other substantive actions affecting investigative operational tac­
tics and strategies. 
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The chapters of this manual will attempt to get past the popular mis­
conceptions concerning the criminal investigative process and identify the 
potential benefits to be gained by adopting modern management methods and 
systems that can lead to: 

• An increased partieipation by uniformed personnel in a comprehensive 
initial investigation at the time a crime is reported. 

• The establishment of a case-screening system that will remove non­
solvable cases from the investigative process at an early point. 

• The development of a police/prosecutor relationship that will result 
in better case investigation and preparation and greater likelihood 
of successful prosecution. 

• The establishment of a management information system which provides 
agency administrators with appropriate information for managing the 
criminal investigative process and alerts them to emerging problems. 

e A searching re-examination of agency structure to maximize the use 
of all personnel. 

II The development of investigative management techniques for the improved 
use of detective personnel. 

A well structured monitor~ng system that provides needed information on 
the effectiveness of each component part of the MCI system will facilitate a 
"management by outcomes" approach to issues of organization and allocation of 
personnel. This searching examination of current performance and productivity 
levels will assure cost-effecti.ve utilization of resources. 

One of the major outcomes to be derived from changing the old way of con­
ducting criminal investigations is an increase in the number of arrests for 
serious crimes that ca.n be accepted for prose~ution and may ultimately result 
in an increased number of convictions. 

The likelihood of increasing the number of convictions is substantially 
j~proved when the agency addresses the total system of criminal investigation 
rather than one or more of its components on an isolated basis. While some 
improvements may be achieved by a piece-meal approach, greater benefits can 
be realized when the total system is changed. A systems chart of the key com­
ponents is depicted in Chapter 1. 

This manual will present information--and options--concerning the key 
components of the process of managing criminal investigations for your con­
sideration and review. You must make the decision concerning the appropriate­
ness of changes in the system and in each of the components, as they apply to 
your agency. 

It must be said, however, that many agencies that have changed the old 
way of doing things have improved the outcomes of the investigative process. 

viii 



This manual includes several appendices that are provided as supportive 
information about actual experiences in implementing new approaches to the 
management of criminal investigation. They appear following the chapters in 
which the new approaches are described. 
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CHAPTER 1. THE INVESTIGATIVE ROLES OF PATROL 

Introduction 

Managing the process of criminal investigation is a complex and multidi­
mensional undertaking. Though there is no commonly accepted definition of 
the crimin~l investigative process, it may be operationally described as the 
total police effort to: 

1. Collect facts leading to the identification, apprehension, and 
arrest of an offender, and 

2. Organize these facts to present the evidence of guilt in such a 
way that successful prosecution may occur. 

The deductive nature of this process--a probing from the known to the 
unknown backward in time--makes it essentially dependent for its successful 
outcome on people other than the police: victims, witnesses, suspects, and 
arrestees. 

The process is guided and supported by many local 
thut are derived primarily from custom and experience. 
agency to agency. 

policies and procedures 
These vary greatly from 

Only in the last few years have police administrators seriously begun to 
examine the components of the total investigative process. Because a substan­
tial amount of police time and personnel resources are allocated to the investi­
gation of reported crimes, increased attention has been directed to the many 
activities of the process in order to assess which parts w~rk best and why. 
A chart depicting a systems approach to managing the criminal investigations 
process is shown on the following page. 

By reviewing carefully the existing procedures governing the patrol func-
tion of collecting information on crime, those who are responsible for managing 
investigations may improve the timely collection of those elements of investig'a­
tive information that have been shown to be most useful in the solution of crimes. l 

1 Greenberg, (1972) vol. I, p. 10. 
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Findings from a variety of empirical research studies indicate that police 
administrators should re-evaluate their traditional thinking concerning the 
role of the patrol officer in the investigative process. How well patrol 
officers develop and report on cases in the initial stages of investigation 
greatly affects all subsequent events as the cases are processed through the 
criminal justice system. Thus, improvements in managing and conducting criminal 
investigation might occur if police decision makers took steps to enhance the 
role of the patrol officer. 

The patrol officer, regardless of his or her effectiveness, is already 
involved to some degree in almost all investigations. Unless all specialized 
crime investigators are placed on street patrol and are available to respond 
to every reported ,crime, the first contact with the victim of a crime will 
continue to be made by a patrol officer. Consequently, local policies and 
procedures governing the patrol officer's role have a direct impact on the 
effectiveness of the investigation as well as on the ultimate outcome of the 
process. 

The Changing Role of Patrol 

The amount of effort that patrol officers now devote to investigating 
reported crimes varies significantly from agency to agency. A recent survey 
indicates that the policies and procedures of most departments very narrowly 
restrict the role of the patrol officer in the investigative process. 2 In 
most cases, the patrol officer simply records basic information about the 
crime and then turns the case over to a specialist investigator. The patrol 
officer may be responsible for securing the crime scene if an extensive 
search is anticipated. 

In some departments, however, the role of the patrol officer has been 
expanded to include many of the responsibilit.i.es which have been traditionally 
assigned to specialized investigators. 3 To improve the resll1ts of investiga­
tions, responsibilities of the patrol officer have been reassigned in the 
following ways by some poliCe agencies: 

.. The patrol officer provides inunediate assistance to victims, locates 
witnesses, interviews both victims and witnesses, records information 
about the crime scene, and completes a detailed crime report which 
formally initiates the case or concludes that a case is not founded 
and formally closes it at that stage of the inves·tigative process. 

2 

4 

The final outcome of -the patrol officer's ac-tivity in these agencies 
is a completed form which is transmitted to the investigative division. 
Several studies have indicated that the amount of time spent by the 
patrol officer in this process is approximately 40 minutes. 4 

Greenwood, (197.5) vol. III, p. 10. 

Bloch and Weidman, (1975) pps. 23-26. 
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• The patrol officer may also check for signs of physical evidence or 
conduct an examination of physical evidence, collecting fingerprints 
and conducting examinations for toolmarks or footprints. In some 
cases, the officer. calls for a more specialized search by evidence 
teclliiicians. fhe products of the officer's efforts are a completed 
crliae report, for use by the investigator who conducts the follow-up 
investigation. The patrol officer may also make recomme~ldations or 
notations that may effectively lessen the amount of time detectives 
will need to spend in completing the follow-up investigation. 

• The patrol officer has authority to initiate and complete the investiga­
tion of certain classifications of crime--such as all misdemeanors, 
burglary cases which involve property value up to $1,500, and auto 
larceny cases. Investigations of other types of crime--homicide, 
rape, fraud, etc.--continue to be referred to specialized detective 
units. The net effect of this "sorting out" of responsibilities for 
different types of investigations is that the patrol officers investi­
gate those high volume crimes which can be inves,tigated as effectively 
by pa'trol a.3 by detectives; investigations requiring more time, skill, 
and effort ars handled by the specialist. 

• In rare instances, the police officer may be given responsibility for 
the entire investigative process. In these situations, the patrol 
investiga.tor carries out all investigative functions--from preliminary 
investigation to case closure--for all crimes but homicide. The 
specialist detectives, if there are any, perform as consultant to the 
patrol investigators. 

In examining these evolving roles and in considering the different ap­
proaches which feature either a restricted or an expanded role for patrol 
officers in criminal investigations, two basic policy considerations seem to 
emerge: 

1. On the one hand, the usual restricted role seems to be based on the 
belief that the role of the patrol officer must be limited in order to facil­
itate both a prompt response to the many calls for service from the public 
and the carrying out of "preventive patrol" responsibilities. This pattern 
of use of the patrol officer appears to be based on the belief that there is 
insufficient p~trol time available, overall, to permit patrol officers to in­
vestigate crimes. Further, expanding the role of the patrol officer to in­
clude investigative activities may create managerial and morale problems. 
Any attempt to modify the traditional separation of responsibilities of the 
patrol and the detective services is likely to lead to resistance and feelings 
of apprehension. 

2. On the other hand, many police agencies, faced with the same policy 
considerations and concerns about the need to obtain better results from 
investigations, have changed the role of the patrol officer in the investigative 
process. The twin factors of pressing external concerns about increased crime 
rates and limited police budgets have influenced police managers to re-evaluate 
the present roles, responsibilities, and allocation to the investigative process 
of police personnel. 
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The Effects of Change 

Suxprisingly, changes in the patrol officer's role have produced unex­
pected benefits in many police agencies: 

• Patrol officer/detective relationships and communications have 
actually improved. 

• The frequency of morale problems among patrol officers has decreased, 
and the decrease is traceable to the officer's belief that their 
skills are being better used in the investigative process. 

• An increase in detectives' productivity has resulted from a light-
ened case load which provides them more time to conduct better investiga­
tions. 

• Finally, better management of the entire investigative effort by the 
police administrator has resulted. 

The changing nature of the patrol role has derived in part from results 
of several agency studies which indicate that between 40 and 60 percent of the 
available time spent by patrol units that have no investigative responsibilities 
may actually be unstructured or unassigned time. That is, agencies that have 
successfully measured the actual expenditure of time by patrol units have found 
that large blocks of time are spent by patrol officers in an unstructured way. 
Though it has been argued that routine patrol provides a visible presence which 
produces a deterrent effect on crime, it would appear that the impact of the 
improved presence could be maximized if the unstructured time were better spent, 
based on needs identified by management. 

One way of making this time more productive is to involve patrol officers 
in the investigations of crimes which occur in their patrol sector or beat. 
Revising local patrol policies to use at least a percentage of this unstructured 
time in a way which improved the process of crime investigation would seem to 
be a new policy direction not in conflict with the traditional role of the 
patrol officer. Rather, implementing such a policy is coming to be viewed as a 
sound managerial decision which can increase the return on the resources avail­
able to the entire department. Active participation ~y patrol in a total 
departmental effort to more efficiently handle the increase in crime is a pro­
ductive use of the most available personnel resource in a police department. 

Some changes by managers that have ~ffected the rol~ of the patrol officer 
in the investigative process have been as simple as redesigning the basic 
crime report used by the patrol officer to record information collected about 
a crime. Others have been as sophisticated as analytic and evaluative techniques 
used by the administrator to identify and permit the patrol officer to apply 
"solvability factors" in deciding whether an initial investigation should be 
referred to specialized detectives for follow-up, closed, or continued by the 
patrol officer. 

Our review of some of these changes and the rationale for their use may 
aid the police manager in deciding which model is most appropriate to the local 
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situation and what needs to be done to apply one or more of these new models. 
We will also review some of the management issues that have resulted from 
these changes and need to be considered in structuring a new role for the 
patrol officer in the criminal investiga~~ve process. 

Since the timely collection of sufficient accurate information at the 
initial contact with victims and witnesses largely determines the ultimate 
outcome of the investigation, ~he first matter to be addressed is the adequacy 
of the crime report prepared by the patrol officer. 

Then, several models, which outline the way in which patrol officers 
can participate in the investigative process, will be examined and discussed. 

The Revised Crime Report Form 

A common complaint of detectives is that the quantity and quality of 
investigative information collected and reported by the patrol officer is so in­
adequate that they are often required to repeat the same steps of interviewing 
victim and witness that were carried out by the patrol officers. Dual initial 
investigations are not only redundant and time-consuming; they are also counter­
productive. 

Recent findings indicate that unless relevant information is obtained 
at the crime scene as quickly and efficiently as possible, the chances of a 
case being solved by the detective are minimal. The single most important 
determinant of whether a case will be solved is the information supplied to the 
police officer by the victim or witness immediately after the commission of 
the crime. 

One recent study5 showed that if limited information from the witness 
or victim in burglary cases is gathered within at least one hour of the time 
of occurrence, the chances for a successful outcome of the case is increased 
by 50 percent. Further, if suspect information in burglary cases is reported 
to the police within no more than eight hours after the burglary, the pro­
bability of successful case solution can be as high as 95 percent. 

Improvements in the outcome of criminal investigation would seem to 
be possible if, in fact, the patrol officer were trained and directed to 
collect relevant, important information during the initial investigation. 
Improvements in the information collection role of the initial responding 
patrol officer can be a simple, cost-effective approach which can produce 
several benefits. 

Several agencies have tried using a revised crime report form in 
order to shorten the amount of time spent by the patrol in investigation, 
decrease redundancy of efforts and complaints about wasted efforts, and 
increase the probability of successful solution to crimes. 

5 
Bernard Greenberg, Felony Investigation Decision Model: An Analysis of 

Investigat.ive Elements of Information, (1975), Sta.nford Research Institute, 
pps. 42-43. 

6 

I 



The rationale of policy makers who have developed and adopted 
revised forms is that the patrol officer needs and deserves better 
policy direction if the information collection phase of an investi­
gation is to be as productive as p)ssible. 

An example of a revised form is shown in Figure 1. Instructions on 
the use of the form are included in Appendix 1. 

The design of the form is based on what police experience and 
statistical studies have confirmed: that most serious crimes are 
solved as a direct consequence of information provided by either the 
victim or witnesses. Therefore, s·tructured questions on the form 
direct the patrol officer to search for answers that are important 
and relevant to the continued investigation. 

The form contains 12 essential questions which need direct answers 
(unless an immediate, on-scene arrest is made). These questions were 
developed by the agency after an analysis of cases previously cleared 
or solved by the agency which showed that 12 factors were dominant in 
the succ~ssful clearance of crime cases. The use of background shading 
and different ·type face for the 12 structured questions on the form 
highlights the importance of the solvability factors, so that they 
cannot be overlooked. 

These 12 factors are: 

1. Immediate availability of witnesses. 
2. Naming of a suspect. 
3. Information about suspect's location. 
4. Information about suspect's description. 
5. Information about suspect's identification. 
6. Information about suspect's vehicular movement. 
7. Information about traceable property. 
8. Information about significant M.O. 
9. Information about significant physical evidence. 

10. Presence of evidence technician who indicates an a prio~ 
judgment that good physical evidence is present. 

11. A judgment by the patrol 'officer that there is enough in­
formation available that, with a reasonable investment of 
investigative effort, the probability of case solution is 
high. 

12. A judgment by the patrol officer that there is sufficient 
information available to conclude that anyone other than 
the suspect could not have committed the crime. 

These dominant factors--termed "sol vabili ty" factors" --are also 
logically based on the existing operational pOlicies and practices 
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Figure 1. 

Rochester, N.Y., Police Department 

Crime Investigation Report 
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in place in the agency. Other agencies with different capabilities and pro­
cedures might develop a slightly different list of solvability factors. 

No numerical weights are attached to any of the 12 solvability-fac­
tor questions; each is judged to be as important as the other. If all fac­
tors are present--that is, all of the questions are answered positively-­
the inference is that the case is probably solvable by the follow-up in­
vestigative efforts of the detective unit. The agency's policy is that 
if at least one of the factors is present--that is, if one of the questions 
is answered positively--the case is transmitted to the supervisor for review 
and decision concerning assignment to the detective division. 

Requiring the patrol officer to check those questions which have not 
been answered provides an outline of what yet has to be done when the inves­
tigator plans his next steps, so that nothing is overlooked in conducting the 
follow-up. Thus, the detective is provided clear guidance for beginning work 
and an outline or an "investigative map" for proceeding with the investigation. 

No definitive evaluation has yet been done on the amount of time it takes 
to complete this form in comparison with other types of crime report forms. 
But indications are that the time differential is minimum, and, in fact, with 
continued use, the amount of time spent by patrol on the initial investigation 
may actually be less than it was before the form was designed. 

Clearly, one of the more important tasks which any agency would have to 
complete before redesigning its own form would be to determine what "solva­
bility factors" contribute most to successful case clearance in its own juris­
diction. In later chapters in this manual, we will outline various techniques 
that can be used to make this de;:.ermination. We will also describe more of 
the concept of solvability as it applies to case screening and case management. 

For our purposes here, it is important to note that the agency will need 
to identify and isolate the most important investigative elements, or solva­
bility factors, which work best in its jurisdiction so that structured ques­
tions can be composed and listed on the revised crime report for use by the 
patrol officer. 

Developing and designing such a form is not a difficult task; in 
agencies that have adopted such a form, the usual procedure has been to 
assign a task force composed of experienced investigators and patrol of­
ficers to review the current form and determine ways in which improvements 
can be made. Typical questions addressed by these task forces have been: 

• What are the most important factors that have contrib­
uted to our successful investigation? 

• How can we identify and rank these factors in order of their 
relative importance so that we can select the most important 
ones? 

• What structured questions should be composed and placed on 
the new form so that there is a directed "hunt" for solva­
bility factors" by the patrol officer? 
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• What are existing policies regarding the role of the patrol 
officer in conducting criminal investigation? 

• What changes need to be made in these policies as a result of 
changes in the form? 

• What level of training has been given to patrol officers regard­
ing interviewing techniques and investigative procedures? 

• What retraining is required as a consequence of the identifica­
tion and use of solvability factors in the initial investigation? 

o What needs to be done to assure the most effective use of the 
new form? 

• What procedures should be installed to test and compare the use 
and effectiveness of the new form? 

Including both patrol officers and investigators on this task force 
will have the effect of lessening the possibility that personnel in the de­
partment will see any proposed changes as a unilateral decision from the top, 
or as a decision made without taking into account the realities of the patrol 
officer's or the investigator's ''lork. 

Reviewing the Matrix: Alternative Roles of Patrol 

The matrix on the following pages shows the role of the patrol of­
ficer in an initial investigation from the perspective of: 

• The patrol responsibility 

• The process by which patrol assists in referring cases for con'­
tinued investigation. 

• Some consequences of patrol activities on policies regarding inves­
tigation 

• Suggested organizational policy initiatives that can be taken 
by management. 

Applying these perspectives to the many roles which a patrol officer could 
perform in an investigation, the matrix describes and displays several alter­
native models. No one model is seen as the model; local constraints may 
legitimately inhibit the exact adoption of any of the models. However, the 
value of the matrix is that it does highlight a sequential enhancement--
with each ne\'l model--of the uniformed officer's role in the investigative 
process, beginning with the typical role of the patrol officer in con-
aucting the initial investigation. 
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MATRIX OF MODEL ROLES OF PATROL OFFICERS IN 
CONDUCTING CRIMINAL INVEST!GATIONS 

(Each Model Builds Upon and Includes Activities Outlined in Preceding Model) 

CASE REFERRAL 
MODELS PATROL RESPONSIBI:"ITY PROCEDURE CONSEQUENCES MANAGEMENT POLICIES 

A. TYPICAL " Prepare and complete • Refer all r;>",,-i, Includ- • Redundancy 
basic report form. Ing prellmlnciry invesll- • Insufficient data 

gations, to detectives. collected 
• low level of productivity 
• low morale In patrol 

I 

o. OrnER • Conduct a complete .. Refer the reports of .. Elimination 0' re- $ Define crime calegories 
INFORMATION Initial investigation the Inltlallnvestl- dundancy. to be Investigated by 
COLLECTION and fill out revised galioRs for se lected • More complete data patrol. 

lniliallnvestigation categories of crime col/ecled. • Define except!ons. 
report lor selected to detectives lor • Productivity Increased. • nesign new Initial 
categories of crime. ~ollow-up Investiga- • Improved case load for Investigation form. 

li~n. (In thase types detectives. .. Train patrol and delee-. of 1:3SeS, detectives II Better morale. lives In use of new lorms. 
do nl1t conduct prellm!- • Train supervisors. 

I nat;' Investigations.) 

I 
C. PATROL REe- • Conducllnillallnvestl- • Supervisor reviews • Recommendation and 

. 
.. Establish policy and 

OMMENDATION . galion and complete palrol recommendClilion. screening, aller Inlllal procedures .or case 
detailed Investlgallon • Case screening criteria Investigation by patrol, screening. 
report. are used 10 close cases focuses resources only • Establish policV and pro· . 

I 

• Decide whether 10 call when inilialinvesti- on probably solvable cedures detailing the 
lor forensic or evidence galion reveals lack of cases. role of palrol and fo!low-
specialists. solvability fatlors. • Increases productivity. up role of detectives. 

• Recommend closing or OR • Promotes Inlerdepend- • Provide addillonallraln-
continuing case based • Case screening crllerla ancy between detectives Ing for palrol and super-
on presence or absence are used to refer cases and palroi. visors. 
of solvability factors. 'or follow-up Investlga-

lion bV detectives. 



I-' 
l\) 

MATRIX OF MODEL ROLES OF PATROL OFFICERS IN 
CONDUCTING CRIMINAL INVESTIGATIONS (Cont'd.) 

(Each Model Builds Upon. and Inc!udes Activities Outlined in Preceding Model) 

CASE REFERRAL 
MODELS PATROL RESPONSIBILITY PROCEDURE CONSEQUENCES MANAGEMENT POLICIES 

O. LIMITED • Investigate crimes In • Crime cases in selected • Reduces detective work- • Establish policy and pro-
INVESTIGATIVE selected categories categories are nol re- load. cedures delineating In-
ROLE OF beyond IniliallnvesU- 'erred. • Permits detective to vestlgalive roles of 
PATROL gaUon phase. • Other cases are referred increase specia~~y or palrolln selecled cale-

e Palrol continues and • to detectives for 'oIlGw- 10 adopt new roles. gorles of crlminallnvesU-
compleles investiga- up Investigation. galion and of detectives 
tlon of certain cate- In other categories of 
gories of crime which crime. 
do not require the • Provide addUionallrain-
service of detective Ing for patrol. 
specialists. 

E. ENHANCED • Investigate crimes In • Refer only those cases • Maximal use of delec- • Establish policies detall-
INVESnGATIVE Increased number oJ which require high level lives bV aSSigning them iilO the dillerlno authority 
ROLE Of categories. ofskill or which are 01 to follow up only Ihose and relationships be-
PATROL • Closure can occur on an exceptional nature. cases with high prob- tween patrol and do-

scene after IRllial ability of solution 'actives. 
Investigation. and/or those which re- • Adopt case screening 

quire specialized skills. system which Incorpo-
• Maximal use of palrol re- rales early, on-scene, 

sources In alllnvesU- case-closure crlleria. 
gatlons. 

• Improved relationships 
between public and 
police. 

e New roles and opportuni-
ties available for detec-
tives. 

~------ -~-- ------- -- --- ----- --------- -- "------- -~--------.~---
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Model A 
The Typical Model 

In this model, the goal (outcome) of the patrol responsibility is to 
collect information for the detective and to transcribe this information onto 
a relatively simple crime report. The patrol officer functions basically as a 
"report taker." The process begins by the officer's asking very basic questions 
of the victim and witnesses and transcribing the answers, usually in narrative 
form on the form and filling out blocks on the form appropriately. The form is 
generally handed over for supervisory review and subsequent transmittal to the 
investigative unit. 

Clearly, the investigative consequences and activities of the process are 
determined by the outcome--the information the officer writes on the report form. 
If the report is in any way inadequate or incomplete, the consequences will be: 

• Having to discontinue the case, or 

• Requiring the detective to report the information-collecting process-­
a redundant effort. 

The investigative steps that will have to be taken flow from the process 
and activities which the patrol officer carries out. Whatever process and 
activities the patrol officer carries out, in this typical model, the results 
will be documented in the report form. Thus, the form itself conditions and 
affects the way continued investigation will be conducted. If the report form 
is inadequate or incomplete, the consequences are predictable: Detectives will 
have to repeat the process of interviewing and collecting facts, productivity 
will decline, and morale problems may surface. 

Model B 
Better Information 

By designing, and using a revised crime report form similar to the one 
shown earlier in this chapter, the outcome of the initial investigation process 
and activities will be different. In the process of completing the new form, 
the patrol officer is automatically placed in a role other ~1an that of a passive 
"report taker," whose report mayor may not be used. 

Obtaining the desired outcomes from following the procedures outlined in 
the legendary mnemonic, PRELIMINARY, are substantially facilitated by an expanded 
information-gathering instrument: 6 

P Proceed to the scene promptly and safely. 

R Render assistance to the injured. 

6Bloch and Weidman, (1975), pps. 23-24. 
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E Effect the arrest of the criminal. 

L Locate and identify witnesses. 

I Interview the complainant and .he witnesses. 

M Maintain the crime scene and protect the evidence. 

I Interrogate the suspect. 

N Note conditions, events, and remarks. 

A Arrange for collection of evidence or collect it. 

R Report the incident fully and accurately. 

Y Yield the responsibility to the follow-up investigator. 

Questions on the new form prescribe a directed search for predetermined 
solvability factors, and the patrol officer assumes an active role in the in­
vestigative process by collecting information which can lend directly to the 
apprehension of a suspect. The work of the patrol officer is directly related 
to the continuation of the case by detectives. Thus, use of the form acknowledges 
that the role of detective and patrol officers are interdependent and inseparable. 

The patrol officer's activities have a basic over-riding investigative 
objective: to collect in a structured, organized manner that information 
which experience and study have demonstrated is most likely to solve a crime. 
Rather than being thought of as a taker of miscellaneous information, the patrol 
officer performs activities that have a clear and meaningful purpose. 

When the patrol officer "yields the case to the investigator," for follow­
up, the outcome will be a report with clear and detailed information. The 
information will have been collected in a way which eliminates the need for 
investigators to repeat any steps of the preliminary investigation and which 
provides investigators an outline for developing follow-up plans. 

The patrol officer in Model B provides the "preliminary investigation"--
the initial fact-finding phase of the investigation of a reported crime during 
which prescribed and structured questions are used to make sure that all available, 
appropriate information regarding the presence or absence of solvability factors 
is documented for subsequent use. 

This definition resolves one of the management dilemmas frequently posed 
in a discussion of the role of the patrol in the preliminary investigation: 
How can management properly limit the role? 

Previous definitions and theories about preliminary investigation have 
suggested that the preliminary investigation "terminates after /the patrol 
officer! has completed all that he ~ possibly accomplish. ,,7 Such a theory is 

7 Ibid.; p. 24. 
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inadequate because it does not define what should be accomplished by 
the patrol officer. Structured questions, derived from prior identi­
fication of solvability factors, can, in fact,be used to define what 
the patrol officer should do. By requiring that the patrol officer 
direct his or her activities only to those areas of inquiry which 
are the most promising for successful case solution, the role of the 
patrol officer described in Model B is effectively limited and the 
manager's dilemma regarding role limits resolved. 

The other models which are described in the matrix are further 
developments of Model Bi Models C, D, and E successivelY build upon 
this basic definition of the role of the patrol officer in a preliminary 
investigation as set forth in Model B. 

Model C 
Patrol Officers Make Recommendations Regarding Continued Investigation 

The description of Model B showed some of the procedures and bene­
fits which can derive from using a new report form to collect informa­
tion about "solvability factors." With practiced use of the form, in­
service training, and improved communications between patrol and investi­
gators, additional responsibilities and authority may be givE.n to the 
patrol. Model C gives the patrol officer one additional level of re­
sponsibility: recommending, after the initial investigation is completed, 
that the case be either closed as early as possible or continued. 

This patrol officer's recommendation is based on the results of 
the "hunt for solvability" conducted in the initial investigation. As 
a consequence of training and experience, the officer develops skill, 
knowledge, and the ability to predict that some cases have little, 
if any, probability of successful solution while other cases have a high 
probability of solution. There is little reason why such an officer, upon 
completion of the initial investigation, should not make a formal recom­
mendation to his supervisor to close or continue the case. 

All experienced police officers know that some cases will never 
be solved. An informal process operates that effectively closes these 
by placing them on the bottom of the detectives' caseload or by filing 
them in an active but suspended file. Why shouldn't this informal 
process which is already in place, be formalized? Why couldn't the 
formalized process begin with a recommendation from a trained, capable 
officer who has followed departmental policies and procedures in con­
ducting the initial investigation? 

By introducing the patrol officer's recommenda.tion into the in­
vestigative process, a simple yet critical procedure begins to emerge 
as a benefit in management of the process: case screening. The recom­
mendation by the patrol officer will contain a judgment that some cases 
should be pursued or closed; in effect, the officer screens the case. 

The difference between Model C and Model B is that the role of 
the patrol is increased in Model C by giving the patrol officer and 
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his supervisor the authority and responsibility for making recommenda­
tions about continuing or suspending the investigation. Both the patrol 
officer and the supervisor use solvability factors--the patrol officer 
in collecting information and making judgments about the value of this 
information for the continued investigation and the supervisor in 
accepting the officer's recommendation. 

In Model C, the patrol officer will have received training in 
technical investigative procedures so that his or her decision to call 
for specialists (evidence technicians, etc.) will be based on the judgment 
that their services will increase the chances that the case will be 
solved. Since most agencies have a limited number of technicians, they 
must be used as efficiently as possible. Using them in cases which an 
officer knows have a higher probability of success will lessen the 
possibility that technicians will be called unnecessarily. 

The basis for assigning cases for continued investigation or follow­
up will be the report form and recommendation by the patrol officer, 
an evidence technician's report (in some cases), and the supervisor's 
application of criteria--all of which are related to the solvability 
factors predetermined by management. 

A major consequence of these activities will be the elimination 
of wasted or inefficient investigative effort by the agency. 

This model explicitly acknowledges that there is a formal adminis­
trative control procedure which focuses limited agency resources only 
on those cases which have the best chance for solution. 

To inaugurate the use of Model C, training.for patrol officers 
and patrol supervisors will be required. The nature of this training 
will be determined by the understanding and use by each of the concept 
of solvability that has been adopted by the entire agency. Increased 
productivity and interdependency between patrol and detectives will 
derive from training and agencywide understanding of the solvability 
factors and the \qay they are used. 

Policies clarifying the recommending and decision-making role 
of the patrol officers and detectives will be required. The establish­
ment of a policy regarding case-screening criteria which incorporates 
solvability factors will lessen misunderstandings and reduce the need 
for complicated and repeated actions by detectives. 

Model D 
Limited Investigation Model 

Model D logically extends the roles described in Model C. The 
refinement added is that the patrol officer is trained and authorized 
to make a decision to continue the investigation of selected crimes 
beyond the initial investigative stage. In all previous models, the 
investigative role of "the patrol ends when the outcomes of the initial 
investigation--the completed reports plus a patrol recommendation--are 
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turned over to the supervisor. In Model D the patrol officer has author­
ity to continue and complete the investigation of certain crimes on the 
basis of clearly established policy. 

When this model is used, it is recognized that some categories of 
crimes do not require the usual assistance or the skills of the special­
ist investigator. Not all cases need be referred for follow-up by the 
patrol investigator. 

Some consequences of this model will be that the detective workload 
can be reduced in order to permit the best use of specialist skills and 
abilities only on those cases which require such specialists. Further, 
by enabling the patrol to conduct investigations under certain con­
ditions, there will be built up within the patrol ranks a pool of inves­
tigative talent, skills, and abilities. Thus, the police manager has 
resources to consider when career advancement opportunities open up. 

Management policy making will, in this model, focus on specifying 
those cases which are to be handled by detectives and those which are 
to be handled at the patrol level. 

Model E 
Enhanced Investigative Model 

Model E outlines the maximum and effective use of the patrol officer 
in the initial investigation. In this model, the patrol officer not only 
completes a detailed report but also has the authority to complete the 
investigation and to suspend the case on scene in most cases and to refer 
other cases for follow-up investigation. In this model, cases which 
require a high degree of specialization--homicide, rape, fraud, etc.-­
are referred to detectives. The difference between Model E and D· is 
that the manager determines which crime categories the patrol officer 
is authorized to investigate. 

In this model the patrol officer is required to conduct a prompt 
and effective investigation of crimes in those categories that local 
policy determines can and should be handled by patrol. The officer 
conducts a comprehensive investigation and makes appropriate use of 
technical and scientific examinations. Finally, the patrol officer has 
the new authority and responsibility to decide to suspend a case on scene 
or as early as possible. 

In this model, a case-screening system is in place and functioning 
as an overall part of the investigative system in tile local agency. 
Further, the authority to suspend cases early is tied to the polic~ of 
using solvability factors to screen or eject cases from the investigative 
process as early RS possible. 

Implicit in the early case-suspension system as used by the patrol 
must be a suitable response from the policy to the complainant. Recent 
studies have indicated that when a suitable reply is given to the com­
plainant, either directly by the patrol officer or within a few days 
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by a telephone referral from detectives or patrol, complainants react 
in a positive and supportive manner. 8 

Conclusion 

It has become increasingly clear that most case clearances in 
police agencies result from the information provided by ·the initial 
responding patrol officer or from an immediate on-scene arrest. The 
quick and efficient collection of relevant information by the patrol 
officer is seen to be so important for the successful outcome of an 
investigation that, without such information, the probability of a 
case being solved, even by extensive follow-up investigations, is 
minimal. 9 

Both experience of police managers and recent studies have iden­
tified most important or dominant information elements-~solvability 
factors--which can effectively be used in developing an expanded role 
for the patrol officer in conducting a more comprehensive initial inves­
tigation. Solvability factors have been shown to have such a direct 
relationship to case clearances that several police agencies applied 
these factors in the development of management strategies for the 
improvement of the criminal investigation process. 

Incorporating these findings into an enhanced role for patrol may 
enable police managers to develop a management framework within which 
local policies and procedures can be developed with a view to improv­
ing the entire investigative process. Considered from this angle, one 
can define the preliminary investigation process as that initial fact­
finding phase of the investigation of a reported crime by which the 
responding patrol officer identifies factors that result in one or more 
of the following: 

9 

(a) 

(b) 

(c) 

(d) 

The reported case is founded or unfounded and investigation 
continues or the case is suspended; 

An arrest is made because solvability factors are demonstrably 
present and known to the patrol officer; 

The reported case is continued and/or referred to others 
because dominant solvability factors are present; 

The reported case is continued and/or referred to otners for 
investigation because there are exceptional reasons for contin­
uation even though solvability factors are not present; or 

p. 31. 

Greenberg, (1975) , p. 6. 
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(e) The reported case is not continued or referred for investi­
gation because solvability factors are not present and be­
cause there are no exceptional reasons for continuing the 
investigation and/or referring the reported case. 

This definition overcomes some of the limitations in other de­
scriptions and theories about the investigative role of patrol. It 
states clearly that the preliminary investigation has a definite investi­
gative goal: to get the facts that enable the patrol officer to make 
a determination about continuation. It also states the manner in which 
tha"t goal is to be achieved--by the "hunt" for solvability factors that 
local policy has determined are the most important and predictable 
elements regarding the probability of solving the crime. 

The task for police managers is to organize the resources of 
local departments in such a manner that the patrol officer receives 
guidance, support, and direction in conducting the "search for solva­
bility" . 

It is important to remember what the definition does and does not 
state about the role of the patrol in the investigative process. 

1. It does not state that patrol officers will be responsible 
fo:. conducting and completing all of the investigation 
of all reported felony or misdemeanor crimes. It does 
state that patrol officers will follow agency policy and 
procedures regarding the search for solvability and apply 
them in making an initial determination about continuing, 
referring, or suspending cases. 

2. It does not state that patrol officers will do anything that 
is beyond the scope of their authority. It does state that 
the patrol officer will do all that he/she should do to collect 
facts which indicate the presence of solvability factors and 
to use these facts to make an initial determination about 
referring the case or closing it. 

3. It does not state that patrol officers will act unilaterally 
in making decisions or determinations. It does s"tate that 
they can make certain determinations based on local police 
policies and procedures. Procedures regarding the supervisory 
review of field decisions or determinations are also included. 

4. It does not state that the agency organizational structure or 
the patrol units and the detective units must be reorganized, 
or that police personnel must be deployed in a different way. 
The definition is silen"t on this issue. 

5. It does no"t state that the patrol officer can not perform 
services within the investigatory process not included in 
the definition. It does, however, set forth the essential 
investigative elements of preliminary investigation. 

19 



Finally, it seems obvious that the roles of patrol and detectives 
cannot be viewed as completely separate and distinct functions. 

Patrol fulfills not only as a crime suppressant role but also 
performs an investigative function. How effectively the patrol officer 
documents the events of a crime to which he or she responds has a defin­
ite impact on the case outcome when investigators attempt to pursue 
the case. 

Whatever new roles are assigned to the patrol officer (and we 
have delineated only the best known to date) will have an effect not 
only on the case outcome but also on the effective management of the 
entire process of criminal investigation. 

20 



BIBLIOGRAPHY 

American Bar Association Project on Standards for Criminal Justice, 
Standards Relating to the Administration of Criminal Justice, 
American Bar Association, Washington, D.C., June 1974. 

Bloch, Peter, and David Dpecht. Neighborhood Team Policing, Law 
Enforcement Assistance Administration, u.S. Department of 
Justice, Washington, D.C., 1973. 

Bloch', Peter, and Cyrus Ulberg. Audi ting Clearance Rates, Police 
Foundation, Washington, D.C., 1975. 

Bloch, Peter B., and Donald Weidman. Managing Criminal Investigations, 
The Urban Institute, Washington, D.C., 1975. 

Chaiken, Jan M. The Criminal Investigation Process, Volume II: 
Survey of Municipal and County Police Departments, The Rand 
Corporation, R-1777-DOJ, October 1975. 

Conklin, John. Robbery and the Criminal Justice System, J.B. Lippincott 
Co., Philadelphia, 1972. 

Conklin, John, and Egon Bittner. "Burglary in a Suburb," Criminology,. 
Vol. II, No.2, August 1973, pp. 206-231. 

Feeney, Floyd, et ale The Prevention and Control of Robbery, Volume I: 
The Robbery Setting, The Actors and Some Issues; Volume II: The 
Handling of Robbery Arrestees: Some Issues of Fact and Policy; 
Volume III: The Geography of Robbery; Volume IV: The Response of 
the Police and Other Agencies to Robbery; Volume V: The History 
and Concept of RobbeD], The Center on Administration of Criminal 
Justice, University of California at Davis, 1973. 

Folk, Joseph F. Municipal Detective Systems: A Quantitative Approach, 
Operations Research Center, Massachusetts Institute of Technology, 
Technical Report No. 55, Cambridge, 1971. 

Greenberg, Bernard, et ale Enhancement of the Investigative Function, 
Volume I: Analysis and Conclusions; Volume III: Investigative 
Procedures--Selected Task Evaluation; Volume IV: Burglary Investi­
gative Checklist and Handbook, Stanford Research Institute, Menlo 
Park, California, 1972. (Volume II not available) 

Greenwood, Peter W. An Analysis of the Apprehension Activities of the 
New York City Police Department, The New York City-Rand Institute, 
R-529-NYC, September 1970. 

Greenwood, Peter W. , et ale Prosecution of Adult Felony Defendants in 
Los Angeles County: A Policy Perspective, The Rand Corporation, 
R-1127-DOJ, March 1973. 

21 



BIBLIOGRAPHY (Cont'd.) 

Greenwood, Peter W., and Joan R. Petersilia. The Criminal Investigation 
Process, Volmne I: Summary and Policy Implications, The Rand 
Co Iporation, R-1776-DOJ, October 1975. 

Institute for Defense Analyses. Task Fore Report: Science and Technology, 
A Report to the President's Commission on Law Enforcement and Admin­
istration of Justice, u.s. Government Printing Office, Washington, 
D.C., 1967. 

Isaacs, Herbert H. "A Study of Communications, Crimes, and Arrests in a 
Metropolitan Police Department," Appendix B of Institute for Defense 
Analyses, Task Force Report: Science and Technology, A Report to 
the President's Commission on Law Enforcement and Administration of 
Justice, u.S. Government Printing Office, Washington. D.C., 1967. 

National Advisory Group on Productivity in Law Enforcement. Opportunities 
for Improving Productivity in Police Services, National Commission 
on Productivity, 1750 K Street, N.W., Washington, D.C. 1973. 

O'Hara, Charles E. Fundamentals of Criminal Investigation, 2nd ed., 
Charles C. Thomas, Springfield, Illinois, 1970. 

Ward, Richard H. "The Investigative Function: Criminal Investigation in 
the United States," unpublished thesis, Doctor of Criminology, 
University of California, Berkeley, California, 1971. 

Ward, Richard H. Introduction to Criminal Investigation, Addison-Wesley 
Publishing Company, Reading, Massachusetts, 1975. 

Weston, Paul B., and Kenneth Wells. Criminal Investigation: Basic 
Perspectives, Prentice-Hall, Englewood Cliffs, New Jersey, 1970. 

Weston, Paul B. Elements of Criminal Investigation, Prentice-Hall, 
Englewood Cliffs, New Jersey, 1971. 

22 



INDEX AS: 

APPENDIX 1 

INSTRUCTIONS ON HOW TO USE THE NEW CRIME 
INVESTIGATION FORM, AS bEVELOPED 

BY THE ROCEESTER POLICE DEPARTMENT· 

. DATE OF ISSUE EFFECTIVE DATE NO. 

GENERAL ORDER e 

DISTRIBUTION AMENDS 

Crime Investigation 
SUBJECT: Report 

REFERENCE RESCINDS 

PURPOSE 

To establish a single policy for the reporting of preliminary 
crime investigation. 

I. Offense and Victim Identification 

The preliminary investigator must determine if an offense has 
actually been committed and if so, he must identify that 
offense. La.w manuals will enable him to accurately classify 
offenses by degree (and to obtain a better understanding of 
the elements of offenses) so that the investigatory report 
will accurately describe the offense committed. 

When the preliminary investigator has identified the offense, 
he records the information in Block Number 1 on the Crime 
Investigation. Report. 

Block 1 

Block 2 

Both the offense and the degree are to be placed 
in Box til. The word "charge" is included so that 
when an arrest is made the reporting officer will 
identi~y the charge in Box #1. 

II. OFFENSE OR CHARGE (INCLUDE D~REE) 

This block is for use by supervisors only. Super­
visors will assure that the classification of the 
crime is correct and change that classification if 
it is incorrect. 

\2. CLASSIFICATION Of OFFENSE (SUPEHVISORY REVIEW) 
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Block 3 

Block 4 

Block 5 

If correct, the supervisor shall sign his name in 
this block; if not correct, th~ supervisor shall 
strike out the original classification, initial 
Box #1, and enter the correct cla~sification in 
Box #2. 

List the original CR number in the spac~ provided. 

Since it may be necessary to contact the victim 
again after the preliminary investigation, it is 
important that the officer obtain complete victim 
information such as telephone numbers and places 
where he can be reached at any time. The location 
and time of the ofi0nse must be determined since 
this information will be used later if and when 
an arrest is made. 

As the preliminary investigator obtains the above­
mentioned information, he records it in Blocks 4 
through 12 on the Crime Investigation Report. 

List, to the best of your availability, the time 
the crime occurred. If the specific time of 
occurrence is known, place that information on 
the bottom line by military designation, i.e., 
using numbers rather than letters. 

If the specific time of occurrence is not known~ 
determine the limits of the time and date of the 
occurrence. Place the first limit above the 
dotted line and the second limit below the dotted 
line. FOR EXAMPLE: If a burglary is determined 
to have occurred between 2000 hours, June 3rd, 
and 0700 hours, June 4th, enter the information 
as follows: 

1'--6i}J~-ENg~ -'---IM_~ __ "'----'lo ____ Ir--rY· __ l T-..u--i 

Use two digit numbers for month and day. 

Indicate the time the offense was reported, using 
numbers rather than letters ... Location where 
reported in lower balf of box. 

5. WHEN I I I I' 
AND WHERE M [' Y T 
REPORTED 
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Block 6 

Block 7 

Block 8 

Block 9 

Block 10 

Block 11 

Block 12 

State the exact location of the offense. Be 
specific enough that another officer can find 
the exact loc~tion. FOR EXAMPLE: Apartment 
numbers. In the small box place the section 
number where the offense occurred. Intersection 
locations (e.g., Broad Street East at Plymouth 
Avenue South) must be translated to a number 
and street location (~.g., 100 Plymouth 'Avenue 
South, or East Broad Street) .. 

6. ~-1CATIOH OF OFFENSE (HOUSE NO. STREET N'AMEi'y . 
State the victim's name, giving the last name 
first. If the victim is a firm, state the legal 
name of the firm. 

State the exact address of the victim, including 
zip code. 

Indicate the victim's residence phone and circle 
the proper word or words indicating when the per·· 
son can be reached at that telephone number. 

List the name of the victim's place of employment 
and the address, if necessary, in order to permit 
him to be found while at work. If the victim is 
in school, state the name of the school. 

Indicate the victim's business telephone number 
and circle the proper word indicating whether he 
can be reachad at this phone during the daytime 
or nighttime. 

State the victim's sex, race, and age, if known. 
Use the following codes: 

Sex: M = Male 
F = Female 

Race: W = White 
B = Black 
M = Mexican American 
P = Puerto Rican 
0 = Oriental 

= Other-

Thus, if the victim is I:L black male, 39 years of 
age, complete the box as follows: 

17, VICTIMS NAME (lAST, FIRST. MIDDLE! OR FIRM NAME IF BUSINESS 16, VICTIMS ADDRESS (HOUSE NUMBER, ,;TREET NAMEI pi. RES IDENCE PHONE 

I . 

I D, VICTIMS PlACE OF' EMPLOY, CR SCKXlL NAME 
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Block 13 The person reporting the crime i9 to sign his 
name and the date to indicate that the crime 
actually occurred: However, the officer should 
use his discretion in the use of this box. If 
the reporting person is obviously unwilling to 
sign, the word refused should be entered. In all 
cases the box should be filled in with either the 
signature or the word "REFUSED." An explanation 
for a refusal to sign the report may add insight 
for follow-up investigation. 

1'3 • PERSON REPORTING-SIGNATURE -DATE 

II. Identification of Witnesses and Suspects 

Block 14 If an arrest is made, name the arrestees in the 
narrative portion (Block 44), and place the num­
ber of persons arrested in Box 14 on the side of 
the form. If no arrests have been made, place 
an X in Box 14. 

1
,
4. IF ARREST ISM~DE; NAME ARRESTEES IN NARR.A.TIVE. PLACE THE NUMBEfLOF ARfl.ESTEE..?~~PX A.IF NONE PLACE AN X IN BOX A __ _ 

If and when an arrest is made, the complete data 
on each arrested person(s) will be entered in 
boxes 17 through 19, with additional information 
in Box 44 (narrative). Same basic data should 
include the actual location of apprehension. 

The greater portion of a preliminary investigation 
is usually devoted to identifying and interviewing 
persons who might possibly have knowledge of the 
offense which will assist in identifying a suspect. 
IT IS IMPORTANT FOR THE OFFICER TO SEARCH THE AREA 
FOR WITNESSES AND TO ACC;URATELY DESCRIBE WHERE THE 
WITNESSES MAY BE REACHED AND THE TYPE OF INFORMA­
TION THAT EACH OF THE WITNESSES PROVIDED. Any 
information may be pertinent to the investigation 
when combined with other details uncovered in the 
investigation. If the officer obtains suspect 
and/or suspect vehicle information,~he must give 
out that information via radio communication. If 
the officer identifies a witness and/oi if he 
obt_ains_.sl,lspect .descriptions, he has uncovered 
solvability factors which may lead to the closing 
of the case. The Citizen Information Form must be 
left with persons the officer contacts so that 
they can easily call the Department if they have 
additional information regarding the offense. 
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Block 15 As the officer identifies witnesses and has 
obtained the necessary details regarding the 
offense> he records the information in Block 
15. Investigating officer should list all 
addresses that have been checked for witnesses 
and list the apartm~nt number even when 'lDsuccess­
ful. In the middle portion of Box 15> the names 
of ALL persons interviewed should be listed with 
a designation as to whether they are witnesses 
(W» reporting persons (R), or person with know­
ledge (PK). If citizen information Form RPD 1148 
is left with any of these persons, indicate by 
circling their designation. The far-right portion 
of Block 15 provides a small amount of space for 
listing the information provided. The narrative 
portion is to be used for additional space. If 
the narrative is used, indicate the designation 
of the person, such as Rl, Wl. List the telephone 
number(s) of persons providing information and 
their home address if different from address 
checked. 

T 5 I~OICATt WITH PROPER COOf: IN 90Xr;.S PRQVIOt.D P(RSOHS RE:t. ... TIONSHIP TO INVCSTIGATION w·l WITNCSS til. w."l WITHE-55 112.. R· REPORTlNI:i PERSO,,!. pItt. PERfjON WITH KNOWLeDGE It~CL.1JOIHG 
• REPORTING PCFfSONS NAMe. IF" DIF'F"£RtNT FROM VICTIMS' IF CiTIZEN INFORMATION FORM R.P.D. 1148 IS LEtT WITH Ah'Y O,...,.HCSE: P£.ASOtiS INDICA':'E BY Cln!:"ING peRSONS OESIGNATeo. 

ADDRESS CHECKED 

ADORESS CHECKED 

ADDRESS CHECKED 

Block 16 

[ 16. WAS THERE A WITNESS TO THE CRIME? 

Block 17 

17. CAN A SUSPECT BE NAMED? 

!<PT.' PERSON INTERVIEWED INFORMATION PROVIDED -USE NARRATIVE IF NEEDED 

PERSON INTERVIEWED 

PERSON INTERVIEWED 

This block is to designate a solvability factor 
and if there were no witnesses to the crime an 
X is marked in Box 16 on the right-hand side of 
the page. If there are witnesses to the crime> 
Box 16 is left blank. 

IF NO PLACE AN X IN BOX B 

This solvability factor cannot be eliminated 
from consideration until sufficient time has 
been expended to locate witnesses. 

This block provides space for the identity of 3 
suspects. If a suspect is named, the identity 
of the person naming the suspect (such as Wl or 
Rl) should be placed in the far right-hand corner 
of the box. If additional space is needed, the 
narrative portion of the report form will be 
used. If a suspect can be named, the Box 17 on 
the far right of the form will be left blank, if 
no suspect can be named, an X will be placed in 
Box 17 on the far right of the report form. 

IF NO PLACE AN X IN BOX C 

SUSPECT t 1 (NAME INCLUDE ANY A-K-A INFO) SUSPECT .2 (HAME INCLUDE ANY A-K-A INfO) SUSPECT t3 (NAME INCLUDE ANY A-K-A INFO 
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Block 18 

I I B. CAN A SUSPECT BE LOCA TED? 
SUSPECT .1 MAY BE LOCATED AT 

Block 19 

19. CAN A'SUSPECT BE DESCRIBED? 
SUSPECT 01 OESCRIPTION 

Provides space for the identity of the location 
of 1 thro~gh 3 suspects. If a suspect can be 
located, write in the address for each suspect 
and indicate who provided the information in 
the same manner as described above. If you have 
already named the suspect, be sure that the 
location information falls under t~e respective 
information for the previous block of information 
(i.e., the information for suspect #1 should fall 
under previous information on suspect #1). If no 
suspect can be located, place an X in Box 18 on 
the far right of the repor~ form. If a suspect 
can be located, leave the box blank indicating a 
solvability factor. 

IF NO PLACE AN X IN BOX 0 
SUSPECT "2 MAY BE LOCATED AT SUSPECT ~3 MAY BE LOCATED AT 

" 

This provides space to describe 1 through 3 sus­
pects. If a suspect can be described, provide 
his/her descrjption in the Box provided being 
sure to place it under the appropriate box if a 
name or location of a suspect has already been 
provided. On the first line provide the age, 
sex, race, height, and weight of the suspects. 
On the second line, provide other identifying 
information such as scars and clothing descrip­
tion. As above, indicate who from Block 15 
provided the description. If no suspects can be 
described, place an X in Box 19 on the far side 
of the report form. If a ~uspect is described 
leave Box 19 on the far side of the report form 
blank, indicating a solvability factor. A 
complete description will be included in every 
instance }~ncluding on-scene aJ::~~sts. , 

IF NO PLACE AN X IN BOX E 
SUSPECT .2 DESCRIPTION SUSPECT n3 OESCRIPTlDN 

OESCRIBE EACH SUSPECT - USING AGE, 

Block 20 If no one can identify the suspect, place an "X" 
in the box in the right hand margi~. If someone 
can identify a suspect, indicate who can using 

_ th~ appropriate. code (WI = Witness #1, etc.) in 
the boxes provided on the right-hand side of the 
report form in Block 21 line. If a suspect can 
be identified, leave Box 20 on the right-hand 
side of the report form blank indicating a solva­
bility factor. 

ITo. CAN nUSPE_CT B1:TtrEN1TFI~ _______ r-________ ~:-::::::-::::=:-----r"-'-'Ef ;,&''''''''-~~-><= 

us ING APPROPRIA TE CODE IN THE BOXES 
PROVIOEO-ilIOICATf WHO CAN IDENTIf'Y SUSPECT 
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Block 21 

Block 22 

If you gave suspect information out over the 
police radio, place an "X'I in the box in the 
left-hand m~rgin. 

O 
-oE--IF 5U5PECTU-lFORMATION HAS BEEN GIVEN 
21 •• O~l3ADKl C:oMM. PI..ACE AN X IN BOX 21. 

In the block to the left, reproduce 'the license 
plate. Be sure to include the state of regis­
tration as it appears on the plate. Complete 
the known information on· the description of the 
vehicle. In the space for identifying charac­
teristics, be sure to include any information 
which would make the vehicle stand out from 
others. 

t2
• fiLL IN LICENSE PLATE --l--r---I-r-IHFORMATIOtilF IT IS I 

AVAILABLE. 

TYPE COLOR TOP:SOTTOM I 

Block 23 If the suspect's vehicle can be identified, leave 
Box 23 on the right-hand side of the report form 
blank indicating the solvability factor. If a 
vehicle cannot be identified, place an "X" in 
Box 23. 

123 • CAN THE SUSPECT VEHICLE BE IDENTIFIED?, ' 
r­

------------~--------IIFFNtNO~P~L~A~CE~AArN~X~INN9IBO~X~G~=======~8l.2~ 

Block 24 If the information on the vehicle was given out on 
the police radio, place an "X" in the box in the 
left-hand margin. 

LCJ'~244..~~~==========,IWFSlSUTsS~PEE<C~T~V~E~HI~CLOE~INiNF~OillB~MAA"TffiIO~N~W~A~SG~IV~E~N~VmIA~R~A~D~~~CmOM~MillU~NJ~CA~TIT<_~~HIFP~LAACdE~A~NOX~JN~BBcO~X22~~------------

III. Documenting other Evidentiary Information 

A. Identifying Property Information 

When obtaining information about stolen property, the 
officer must obtain a complete description of the 
property including serial numbers, the make, the model, 
and any identifying characteristics such as de~ts, 
chips, and scratches. The information on the make, 
model, __ an_d_se;rial numbers can be fed into the N. C. I. C. 
computer file for later use and cross-identification. 
If the officer determines that the stolen property is 
traceable, he has identified a solvability factor and 
the informatj~n may be used in clearing the case. Infor­
mation obtained regarding stolen property should be 
recorded in Blocks 25 through 29. 

29 



Block 25 

Block 26 

Block 27 

Block 28 

Block 29 

If the stolen property that will be listed further 
in the report is traceable, do not place an X in 
Box 25 on the far right side of the report form. 
In the event there is no traceable property, then 
indicate in Box 25 with an !lX". 

Describe property which was taken or damaged. If 
the space in the first column is not sufficient 
to describe a piece of property, provide a more 
detailed description in the Narrative (Block 44). 
Only list one piece of property or type of property 
on a line. Clearly indicate the number of each 
type of item. 

26. D"ESCRIBE PROPERTY TAKEN/DAMAGED 

Indicate in these boxes where the property was 
taken from placing it in the appropriate line 
that corresponds with Box 26. 

27. WHERE PROPERTY WAS REMOVED FROM 

In this line provide any identifying information 
on the property including any identifying mark 
and/or serial number. Place this information in 
the appropriate box that corresponds to Box 26 
and 27. 

PROPERTY IDENTIfiCATION INFORMATION 

In this Box indicate a fair market value of the 
property. Place this value of the property on the 
line that corresponds with Box 26, 27, and 28. At 
the bottom of Box 29 place the total value of the 
property or approximated value. 

New York State Penal Law Section 155.20 states: 

1. Except as otherwise specified in this section, 
value means the market value of the· property 
at the time and place of the crime, or if such 
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29. PROP. VAL. 

TOTAL VALUE 

cannot be satisfactorily ascertained, the 
cost of replacement of the property within 
a reasonable time after the crime .. 

f' 
3. When the value of property cannot be satis-

factorily ascertained pursuant to the stan­
dards set forth in subdivisions one and two 
of this section, its value shall be deemed 
to be an amount less than $250.00. 

B. Obtaining Medical Information 

The nature of a person's injury may determine the degree 
of the offense committed so it is important to obtain all 
of the pertinent information regarding the injury as well 
as the names of the attending medical personnel in case 
Ithey must be contacted later for further processing of the 
case. 

Medical information is to be recorded in Blocks 30 through 
34 and 37. 

Block 30 

Block 31 

Block 32 

Block 33 

Block 34 

If hospitalized, name the hospital. 

List the name of the attending physician, if avail­
able. 

If the person was pronounced dead, give the time 
death was pronounced. 

If the person was pronounced dead, give the name 
of the physician who pronounced the victim dead. 

If the medical examiner was notified, give the 
name of person notified. 

30. WHERE HOSPITALIZED 31. ATTENDING PHYSICIAN 32. DATE/TIME PRONOUNCED 33. PRONOUNCING PHYSICIAN -WHERE ,34. MEDICAL EXAMINER NOTIFIED 

NAME 

C. Modus Operandi 

Block 35 If a significant MO is present, or if there is 
significant physical evidence present, leave these 
blocks empty and describe in the narrative (Block 
44). If suffficient space is not available in 
the narrative (Block 44), use a supplementary 

- repor't. . ~~.- . . 

ill, IS TJiERE A SIGtlIFIClliT_M. O •. PRESEh~i IFY.ES DESCRIBE INNARRA TIVe IF NO PLACE AN X IN BOX I 
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Block 36 

Block 37 

Block' 38 

Block 39 

Provides space to list the property inventory 
number of the property described in the above­
named boxes. 

Describe the n~ture of the injury. 

Indicate in this box where the premises was enter­
ed or where the point of crime was located, e.g., 
N.W. 2nd floor window, rear. 

If a weapon or instrument or force was used, 
indic~te in this box the type. 

"'~===:-"-::-TI =---::-:-:=,-;::::-;;-;-::==----' - 138 PIT OF RI"E 139. TYPE OF WEAPON, INSTRUMENT OR FORC'EUsEo J 136.PR~~ERTVIN.V.~. 37. NATURE Of INJURY , ____ . ~_ 0 N C M 

D. Identifying Physical Evidence 

The officer must search the scene for the presence of any 
significant physical evidence. He shQuld try to locate 
the point of entry and try to determine if a weapon or 
force was used and, if so, the type. By searching the 
area (Note: not just the immediate scene), the officer 
may find foot prints, stolen property that was dropped, 
or personal effects of the suspect. If an evidence 
technician arrives, the officer should tell him what he 
needs to have done. If the officer can determine the 
presence of a significant MO, and/or significant physical 
evidence or if the evidence technician's report is posi­
tive, additional solvability factors have been identified, 
and the information obtained should be recorded in Blocks 
35, 38, 39, and 44. 

Block 40 If there is significant physical evidence present, 
you will list this in the narrative Box 44 and 
leave Box 40 on the right-hand portion of the 
report form blank indicating a solvability factor. 
If there is no physical eVidence present or detected 
by a technician. place an "X" in Box 40. 

@. IS T.HERE_SiGNIFIC ~NTPHysiEAt:EVIOENCE PRESENT? IF YES DESCRIBE IN NARRATIVE _ IF NO PLACE\N.X IN BOX J ~ 

Block 41 If a technician is called to a crime scene, his 
nam~ and assigned car number is entered in left­
hand portion of this block. If no technician is 
called, or when called his report is negative at 
the scene, an X is placed in Box 41. --

If a technician has been requested, but does not 
arrive by the completion of your preliminary 
investigation, indicate "REQUESTED" in this block 
(in the space provided for the technician'S name), 
and DO NOT mark the solvability factor box. 

HAS AN EVIDENCE TECHNICIAN BEEN CALLED? 
15 EVIDENCE TECHNICIAN RE.P0IIT..!~..oS!TIVE.? __ _ 

IF NO PLACE AN X IN BOX K ____ ~. 
PLACE AN X IN BOX K 
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Block 42 

Technicians should communicate the results of 
their work to the preliminary investigator (when 
possible). . 

The reporting officer will review his own report 
at this time, and will determine (as a matter of 
decision/opinion) whether or not this particular 
offense requires further investigative effort. 
If the decision/opinion is negative (no), place 

4"2 IS THERE A SIGNIFICANT REASON TO BELIEVE THAT THE CRIME MAY BE SOL VEO WITH A -y-
• REASONABLE AMOUNT OF INVESTIGATIVE EFFORT? '. IF NO PLACE AN X IN ~BO~XL!L~~~--1.·I_ .! 

Block 43 The "reporting officer must determine at the scene 
if other persons may have had opportunity to commit 
the crime. Numerous crime scenes offer a ready­
made suspect, yet officer must approach the avail­
able facts with an open mind and identify any other 
possible suspects. 

I 43. WAS THE REA DE FJNtUIIiTE~Ld!IM~ITIiE~O~O~P~P:g:ORR:T[1ulliNITITiY£FQjORi;A~NaYQONtiiE~E~X~C:gjE P~T[JT[EH[g:E]SU~S~p E~C;!T]TQO:£CQjOM~MilllI[JTJ:jHiE £CR!llIMMjEll?]IEF E!NO~P~L]A;fc[E ~ANt[X~I!t!.Nll.BOQ!X~M1.=~~~~ t: 

D. Narrative 

Block 44 THIS PARTICULAR BLOCK SHOULD ONLY BE USED TO FURTHER 
EXPLAIN AND/OR ADD TO ANY PERTINENT INFORMATION 
ALREADY REQUIRED BY EARLIER BLOCKS. 

In describing further events or adding to the 
required block information, the following sugges­
tions are submitted: 

1. Narrative should begin by describing a "premise" 
and/or location, the reporting officer should 
be explicit and identify exactly what the 
location is. Example - garage, warehouse, 
apartment, public street, house porch, parking 
lot, liquor store, etc. 

2. Describe the point of entry such as: 

.a. .iront window 
b. back door 
c. side milkbox 
d. above 
e. below 
f. within business 

3. As was explained under premise identification, 
. "'7ihe-'sa:me rule applies to' property information': 
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All too often a report will simply label an 
item, yet not identify it. Example - "credit 
cards removed," such identification must 
include at least the title of each such card, 
and even the assigned card number when avail­
able. 

4. Precipitating Circumstances: Reporting officer 
should keep in mind that proper identification 
of the circumstances that led up to the crime/ 
incident readily identify M.O. in many cases. 
Example - viet'im hitchhiking, voluntarily 
accompanying suspect, allowing suspect to ent~r 
home, domestic quarrel, etc. 

5. Crime context - was the reported crime in context 
with any other crime or attempt thereof. Onee 
again, suspect and M.O. identification hinges 
on such pertinent information. Example - a 
reported burglary with an attempted rape. 

Any vehicles assisting with investigation of 
original incident should be so noted in the 
right-hand portion of same block. 

44~iVE:SUMMARIZE DETAILS OF CRIME INCLUDING A D!:SCRIPTION OF EVENTS; ANY "OOITIONAL INFORMATION WHICH IS AN EXTENSION OF ANY OFTHE AeOVE BOXES; NAMES OF 
ARRESTED, NAM!:S OF OTHER OFFICERS OR UNITS ASSISTING, 

The narrative in the Crime Investigation Report 
will seldom allow sufficient space for the complete 
reporting of a preliminary investigation. 

To facilitate the reporting of the overflow data 
on a supplement report, an officer shall only be 
required to complete the following: 

1. Block 1 - check "form used as continuation 
sheet for original report'll 

-'-. 
2. Block 2 - CR # 

3. Block 3 - check "victim" and enter name 

4. Block 12- location of incident 

5. Block 13- date of original report 
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The reviewing supervisor must complete the 
information requested in the upper left box. 

SUPPLEMENT REPORT OF PAGE 

FORM 2.5 R.P.D. REV. 7/70 CR ·1611 1.0FORMUSEDASCOHTlNUATION SHEET FOR CURRENT{ORIG.)REPORTI2. CR. NO. (ORIGINAL ONLY) 

THIS BOX FOR OFnCE USE ONLY 
o fCRM USED TO REPORT fOLLOW UP INVESTIGATION. 

TO~AL XEROX COPIES TO BE MADE~I I 
3. CHECK ONE o ARRESTEE o COMPLAINANT o DRIVER o VICTIM 0 WITNESS 

AND ENTER~ 

I NEWS _ TICKLER NAME 
4. OFFENSE OR CHARGE {REVIEW OFF. CLASSIFICATION FROM ORIGINAL REPORT! 

2 C.I.S. _ EVIDENCE ROOM BE SURE TO INCLUDE A 
XEROX COPY TO THE EV· o UNFOUNDED IDENCE RO('M ON ALL 
BURGLARY REPORTS 5. CLASSIF,ICATION OF OFFENSE (AFTER ItlVESTIGATIOI/) 

CLEARED o ARREST o NO PROSECUTION 
BY o NO ARREST o WARRANT ADVISED 6. STATUS o CLEARED o UNFOUNDED 1 ';.. ARE ALL PERSONS 

FOR INVOLVED UNDER 18 YRS. OLD 
FOLLOW UP g PATROL o FILE BOX 5 o NOT CLEARED o ADM. CLOSING DYES 0 NO 
BY o TRAFFIC o C.I.S. B. MULTIPLE CLEAR·UP DYES o NO 1 ;. PROP. RECOVERED DYES 

RANK 
LIST OTHER CR. NO'5 IN NARRATIVE. MAKE OUT A NEW SUPPLEMENT 

ONO REVIEWER FORM FOR EACH CLEAR·UP. 

10. PROP. IN'/ENTORYOYE)SI'1. EVIDENCE TECHNICIAN REPORT 0 YES o NO 

iI 0 HO 0 PHOTO 0 F. PRINT 0 I.D. KIT 0 OTHER 

12. LOCATION OF ORIGINAL IN'CIOENT 1'3. OATE OF ORIGINAL REPORT TIME 1'4: IF PROPERTY CRIME; NAME OF ESTABLiSHMENT 

IV. Investigative Decision and Command Review 

Block 45 

Block 46 

The reporting officer at this time in the report 
has identified and/or determined the availability/ 
possibility of any solvability factors. If any 
such factors exist and will assist with any follow­
up investigative 8ffort, the "yes" block is to be 
checked. With no such factors present, opposite 
"no" (office) block is to be s<? checked. 

The reporting officer(s) name is to be entered 
and the particular patrol beat tu which he is 
assigned at time of report. 

l4S:isOIlE-OR MORE OF THE SOLVABILITY FACTORS PRESENT 
IN THIS REPORT1 

o YES (FIELD FOLLOWUP) 0110 (OFFICE REVIEW) 

46. REPORTING OFFICERS ASSIGNED BEAT N 1 
'-' 

Blocks 47 
thru 50 

Subject blocks for field supervisory only. Super­
visor reviews report for completeness and status. 

50. STATUS FOR REVIEW CENTER o .VNFOUNDEO 
o NO PROSECUTION 

j::JWARRANT ADVISED 

FIELD SUPERVISORS REVIEW 49. 0 OPEN 

~47L.bO,uC.,0~M!fP!:!LEO!TE.E ==:.!o:!S.CO~II!S.CU~R!..===~R!:.!EC:!:,O~M~M~ENO~======l D ARREST 
C.I.D. / SECTION COMMAND REVIEW CJ 

4B 0 CONCUR I RECOMMENO ______ REI"EWER ______ ~2REST 

Block 51. __ Indicat.es... the report copy number for distribution 
purposes and can be used by field supervisors to 
direct routing of report copies by the Distribution 
Center. 

51. J 
L-----
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CHAPTER 2. CASE SCREENING 

One of the latest tools to be introduced into the management of 
criminal investigations is case screening. Based upon experience and 
research efforts, an increasing number of police executives are looking 
at case screening as a means by which they can maximize the effective­
ness of their investigative and uniformed personnel, a critical need 
in the light of the fiscal constraints most municipalitjes face. 

m1at is case screening? Simply stated, it is a mechanism that 
will facilitate making a decision concerning the continuation of an 
investigation based upon the existence of sufficient solvability factors 
obtained at the initial investigation. 

Solvability factors are those elements of information regarding 
a crime which have in the past proven to be important in determining 
the likelihood of solving a crime. Case screening is designed to' 
provide sufficient information about a case at the earliest possible 
time in the investigative process to permit a decision with respect 
to the desirability of continuing to invest investigative reGcurces 
in the case. The outcome will be either early suspension of unpromising 
cases or a follow-up investigation of the reported crime. The proper 
use of the screening procedure enables the police executive to exercise 
control over the expenditure and kind of investigative effort to be made. 

In short, the police executive will be able to determine whether 
the facts available warrant investing investigative resources to the 
particular case. 

Is case screening a new concept? The answer is an absolute NO! 
Police agencies have always screened cases in one manner or another. 
However, the screening process in the past has usually occurred as 
a result of individual detective's action on an informal basis. Each 
detective has traditionally taken the cases assigned to him or her and 
sorted them into two categories: (1) those which are worth pursuing 
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because information and leads are alive and likely to lead to solution 
and (2) those which will never be solved on the basis of information 
available (and on the basis of experience gained in attempting to track 
down similar cases in the past). 

The establishment of a formal case screening systern can bring about 
a major and critical improvement over an informal system. It takes the 
decision-making authority for investigation of reported crimes out of 
the hands of individual detectives and places it in. the hands of manage­
ment--where it. properly belongs. The police executive cannot manage 
and control the investigative process workload unless he monitors the 
commitment of investigative resources and then makes critical deter­
minations concerning allocation of resources. 

Some Benefits of Case Screening 

Several recent studies illustrate the potential that a case 
screening syGtem holds for the most efficient utilization of police 
patrol and investigative r~sources. 

In 1971, a report of a study was made available which compared 
two departments in California on burglary investigations. l The average 
time spent in investigating this crime varied greatly, according to 
the study. 

Figure 1. Average Time Per Case in Minutes 
Residential Burglary2 

Activity 

Process Call 
Patrol Division 
Investigative Division 
Compilation of Report 

Total 

·Orange County 

Time 
2.0 

51.5 
47.5 
66.0 

167.0 

Pasadena 

Time 
2.7 

32.8 
14.3 
23.2 

73.0 

The primary reason, according to Graves, why Pasadena spent less 
than half the time spent in Orange County on the average burglary case 
was that the police agency had adopted a case screening system, while 
Orange County had not. This screening procedure facilitated the early 
ejection or closure of unpromising cases. These time differences demon­
strate that early closure can reduce the amount of time invested in cases. 

1 Graves, C. A., (1971), A Summary of the Police Investigative Process, p. 58, 
California State Colle~fe, Long Beach, California, unpublished master's thesis 
(mimeo) . 

2Ibid., p. 50. 
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With respect to the volume of cases flowing through the investi­
gative process, the same study further illustrated the disposition of 
cases at various levels (Figure 2):3 

Figure 2. Percent of Cases Ejected (Early Closure) , 
Residential Burglary3 

Patrol Level Detective Level 

Cleared Closed Inactivated Cleared Closed Inactivated 

Pasadena 58% 11% 21% 10% 

Orange County 2% 9% 89% 

The facts derived from the study by Graves suggest that a management 
decision to establish case screening and implement early case-suspension 
will result in ~ reduced number of cases referred to detectives. In the 
absence of such a system of screening and early suspension, a considerable 
amount of investigative time and energy is wasted by detectives in un­
productive follow-up activities. An inherent danger is that by allowing 
individual detectives to control their own workloads, there is a natural 
tendency to exaggerate the volume of effort required. When more manage­
able detective caseloads are achieved, investigators will be able to con­
centrate their efforts on solvable cases, which should lead to more pro­
secutions through more thorough case preparation. 

Another obvious advantage of case screening to the police adminis­
trator is the opportunity to review investigative performance on the 
basis of realistic (and actual) investigative workloads. 

There are a number of other benefits to be realized by introducing 
a formal case-screening system. For example, according to a report pub­
lished by the Police Foundation on the experience in Rochester, New York, 
prior to the introduction of a case-screening system, patrol officers 
had little motivation to conduct a "good preliminary investigation." 

This was attributed to a number of factors. Primarily, it was due 
to the officers'realization that their work would be passed on to de­
tectives, who would probably criticize and unquestionably duplicate 
the work. With the constant repetition of this process the patrol officers 
tended to produce preliminary investigative reports in a perfunci:ory 

3Ibid., p. 41. 
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manner, since the entire matter was perceived as a nuisance and a burden. 
At the same time, the patrol officers had never been given clear or 
definitive guidance on conducting a preliminary investigation. 

As a result of working more closely with investigative personnel, 
and the development of new procedures, officers became more inclined 
to conduct thorough preliminary investigations. In essence, the pu~ose 
of the preliminary investigation became the hunt for solvability factors. 
At the cdnclusion of the initial investigation, each case was screened 
on the basis of the existence of solvability factors and certain other 
exceptional criteria, and a decision was made on whether the crime would 
be investigated further. 

The experience in the Rochester Police Department suggests that 
case screening can result in improved morale as well as in a better 
quality. By concentrating follow-up inves·tigations on the more promising 
cases, the police will have a greater capability to uncover new infor­
mation which will lead to greater success in making arrests. 

Development of a Case Screening Model 

There are two major approaches to case screening criteria. 

The first approach involves the development of a listing of un­
weighted criteria for the screening of cases, and the second establishes 
a listing of weighted criteria. Both of these methods work best when a 
task force, representative of personnel who will eventually utilize the 
case screening criteria and who have a real input into the design of the 
program, is created to establish the criteria. The task force should 
include managers as well as investigative line personnel. The acceptance 
of another agency's system without internal review by the staff who will be 
expected to carry it out is likely to lead to strong resistance within 
the organization and may lead to the development of a system which is 
not responsive to the needs of the particular agency. 

Unweighted Case Screening Approach 

Inherent in t.he "unweighted scrE':;,;ning" approach are two basic 
methods for establishing the criterit:t. They can be established by a 
unilateral determination by a police executive or by the task force of 
experienced investigative personnel without the benefit of an in-depth 
statistical analysis of how cases have been solved in the past. 

The Rochester Unweighted Case Screening Approach--In Rochester, a de­
partmental task force designed and field-tested a case screening system 
using experimental solvability factors. After considerable testing, the 
department became convinced that the most productive initial investi­
gation by the uniformed officer involved a search for solvability fac­
tors which could lead to an early decision to suspend a case. A new form 
was developed which permitted the patrol officers to search for solva­
bility factors and decide whether early suspension was appropriate. 
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Consequently, patrol officers were reoriented from viewing the 
initial investigati.on as an exercise in miscellaneous data collection 
to viewing it as an integral part of the investigative process. A 
review of the patrol officer's decision is conducted by a supervisor 
before the decision on continuation or suspension is finalized. 

In order to respond to special and community demands for a follow­
through investigation, the supervisor who reviews the early closure 
recommendation is accorded some flexibility to continue an investigation, 
even if the solvability factors suggest an early suspension. 

The new form developed by Rochester asked the field officer to 
answer the following solvability questions: 

1. Was there a witness to the crime? 
2. Can a suspect be named? 
3. Can a suspect be lccated? 
4. Can a suspect be described? 
5. Can a suspect be identified? 
6. Can the suspect vehicle be identified? 
7. Is the stolen property traceable? 
8. Is there a significant M. o. present? 
9. Is there signif~cant physical evidence present? 

10. Has an evidence technician been called? Is the evidence 
technician's report positive? 

11. Is there a significant reason to believe that the crime may 
be solved with a reasonable amount of investigative effort? 

12. Was there a definite limited opportunity for anyone except the 
suspect to commit the crime? 

The Case Analysis Approach--Other departments throughout the country 
have developed similar programs to use solvability factors in determining 
the outcome of initial investigations. They have derived case screening 
rules, in part, from an analysis of cases which have been successfully 
solved. In effect, the agencies have learned from their successes and 
failures. 

These agencies have also established representative task forces 
consisting of patrol and detective personnel to evaluate the results of 
successful case investigations to design a case screening plan which 
incorporates those informative items which have led to successful case 
outcomes. 

To select cases with the highest probability of solution, the 
factors which most often lead to a successful investig~tion are iso­
lated so that they may be incorporated into the screening procedure. 
A named suspect has proven to be the strongest solvability factor. 

To determine whether a case should be continued as an active 
investigation, the answers to the following questions are often 
critical: 
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1. Can complainant or witness identify the offender? 
2. Is the offender known to the complainant or witness? 
3. Does the complainant or witness know where the offender is 

located? 
4. Is there physical evidence at the scene which would aid 

in the solution of the case (fingerprints, other physical 
evidence)? 

5. Is the complainant or witness willing to view photographs 
to aid in identifying the offender? 

6. Can the complainant or witness provide a meaningful descrip­
tion of the offender (home address, auto driven, scars or 
other distinctive features)? 

7. If the offender is apprehended, is the complainant willing 
to press the complaint in court? 

In order to evaluate whether the case should be further investi­
ga"ted, the initial investigation should provide information concerning 
the following so that supervisory review is more meaningful and on 
target. 

1. Estimate of the reaction of the community to the crime, 
based on the opinion of the reporting officer. 

2. Does the crime involve a sensitive or unusual place or per­
son (church, temple, school; child, cripple or mental de­
fective, etc.)? 

3. Is there a pattern of such crimes in the area which point 
to a single individual or gang operating in the area? 

4. Does the number of similar type crimes in area raise questions 
concerning the department's image concerning performance and 
efficiency? 

The process should require that cases identified as not solvable 
because insufficient success criteria "exist, be suspended as soon as 
possible. 

Weighted Case-Screening Approach--The weighted case-screening method­
ologies vary from the nonstatistically derived system of Multnomah 

County, Oregon, to the statistically derived system of Oakland, 
California. 

Multnomah County, Oregon 

The department's team-policing task force attempted to list types 
of cases in their order of priority. This step was believed to be a 
critical part of the department's "despecialization program." The system 
that resulted is viewed as flexible enough for field officers to be able 
to establish case priorities after conducting preliminarjr investigations. 
In this approach to establishing investigative priorities, officers 
consider the seriousness of the crime, the amoun"t of readily available 
information about suspects, the availability of agency resources, and 
community attitudes. The officers consider four major aspects of the 
crime and rate its priority numerically, as follows: 
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Figure 3. 4 priority Rating Factors in Multnomah County 

A. Gravity of Offense 

a. Felony = 4 points 
b. Misdemeanor = 3 points 
c. Victimless crime = 2 points 
d. Violations/status offense = 1 point 

B. Probability of Solution 

Whether there are: 

a. Suspects 
b. Witnesses 
c. Physical evidence 
d. Undeveloped leads 

(Score one point for each factor present.) 

C. Urgency for Action 

a. Danger to others = 4 points 
b. Immediate action required = 3 points 
c. Impact on victim = 2 points 
d. Pattern/frequency of crime = 1 point 

D. Supervisory Judgment 

a. Department policy 
b. Totality of circumstances 
c. Investigator's caseload 

(Total possible: 4 points) 

Scoring and Application of Priority System: 

Priority Points Report Investigative Process Within: 

A 16-22 1-5 days 
B 10-16 15 days 
C 4-10 30 days 
D Less than 4 Suspended (form letter to victim) 

4police Chief, September, 1976, pp. 65-67, "Team Policing: Manage­
ment of Criminal Investigation." 
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Oakland, California 

In 1975, 'the Stanford Research Institute (SRI) developed a case follow­
up decision model for the Oakland Police Department (OPD). This "Fe~ony 
Investigation Decision Model" study by B. Greenberg, et al., grew out 
of a 1973 SRI study in Alameda County, California, "Enhancement of the 
Investigative Function." In the first study, the authors developed a 
checklist of activities to guide patrol officers and detectives in the 
investigation of burglary cases. A case follow-up decision model 
was statistically derived through an examination of past cases. A 
set of weighted variables emerged that predicted case outcome with a 
high degree of certainty. Figure 4 shows the burglary case disposition 
decision rule which was developed. 

The 1975 study, also conducted in Oakland, California, resulted 
in the development of a robbery decision model that could be used to 
identify cases that had sufficient probability of clearance to warrant 
follow-up investigation. The SRI research team sought to minintize the 
police investigator's intuitive judgment on case handling by statis­
tically analyzing factors that have significantly contributed in the 
past to case clearance. The study results suggested that "unless offen­
der identification was made by the responding officer, case solution 
at the detective level was minimal." Figure 5 shows the dominant case­
solution factors related to the victim's knowledge of the offender. 

5 

Figure 4. 
5 

Burglary Case Disposition Decision Rule 

Information Element Weighting Fact0~ 

Estimated time lapse between crime and 
the initial investigation: 

Less than 1 hour 
1 to 12 hours 
12 to 24 hours 
More than 24 hours 

Witness's report of offense 
On-view report of offense 
Usable fingerprints 
Suspect information developed-­
description or name 

Vehicle description 
Other 

TOTAL SCORE: 

5 
1 

0.3 
o 
7 
1 
7 

9 
0.1 
o 

B. Greenberg, et al., (1972-3), Enhancement of the Investigative 
Function, Vol. IV, Stanford Research Institute, Menlo Park, Califor­
nia, Pg. 11. 
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Figure 4 (Cont.) 

* 

INSTRUCTIONS 

(1) Circle the weighting factor for each information element 
that is present in the incident report. 

(2) Add the circled factors. 

(3) If the sum is less than or equal to 10, suspend the case; 
otherwjse, follow up the case. 

. 5 bb .... d 16 Flgure . Ro ery Investlgatl0n DeC1Sl0n Mo e 

Information Element 

Suspect named 
Suspect known 
Suspect previously seen 
Evidence technician used 
Places suspect frequently named 
Physical evidence 

Each item matched 
Vehicle registration 

Query information available 
Vehicle stolen 
Useful information returned 
Vehicle registered to suspect 

Offender movement description 
On foot 
Vehicle (not car) 
Car 
Car color given 
Car description given 
Car license given 

Weapon used 

Weighting Factor 

10* 
10* 
10* 
10 
10* 

6.1 

1.5 
3.0 
4.5 
6.0 

o 
0.6 
1.2 
1.8 
2.4 
3.0 
1.6 

These values as calculated actually exceed the threshold of 10. The 
values provided here are conceptually simpler and make no difference 
in the classification of groups. 

6B. Greenberg, et aI., (1975), "Felony Investiga"tion Decision Model-­
An Analysis of Investigative Elements of Information," Final Report, 
Stanford Research Institute, Menlo Park, California, Pg. xxv. 
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Figure S (Cont.) 

INSTRUCTIONS 

(1) Circle the weighting factor for each information element 
that is present in "the incident report. 

(2) Add the circled factors. 

(3) If the sum is less than 10, suspend the case; otherwise, 
follow up the case. 

(4) Weighting factors do not accumulate; i.e., if both the 
auto license and color are given, the total is 3.0, not 
4.8. 

----------------

An analysis of the two decision models shows that there is a similarity 
between variables and their relative weights in contributing to case clear-
ance. In both models, a witness or victim provides "the most useful information 
leading to case clearance. One difference which should be noted between 

the two models is the dominance of vehicle information in the robbery 
decision model as the next-most-important information element. 

It appears clear, regardless of the method used, that there 
are certain critical pieces of information needed if a case is to be 
solved through investigative activities. The practical experience of 
police agencies and efforts by researchers suggest that the following 
items of information appear to be vital to successful conclusion of an 
investigation: 

1. Witness to the crime 

2. Suspect named 

3. Suspect known 

4. Su~ ~ct described 

5. SU6~ect identified 

6. Suspect previously seen 

7. Vehicle identified 

8. Traceable property 

9. Significant M.O. 

10. Limited opportunity for anyone other than the suspect to 
have committed the crime 



11. Significant evidence 

12. Lapse of time between crime and initial investigation 
less than one hour 

The Application of a Case-Screening System 

In summary, the components of a case-screening system are: 

a. Accurate and complete collection of crime information by the 
patrol officer. 

b. An on-scene determination of the sufficiency of crime infor­
mation collected. 

c. Permitting the patrol officer to make decisions concerning 
follow-up investigation. 

d. Review of that decision by a supervisor. 

Putting these components into effect will require an agency to: 

a. Redefine the mission of the major divisions. 

b. Redefine roles for patrol officers, supervisors, investigators, 
and managers in the case screening process. 

c. Develop and use criminal collection forms that incorporate 
early closure information; and 

d. Provide training in the use of the new system to all affected 
personnel. 

The incorporation of case-screening creates the need to develop a 
monitoring or management information system which will provide to police 
administrators sufficient feedback on the system's effectiveness. This 
need will be discussed in a subsequent chapter. 

Problems/Solutions 

Many problems may be associated with the adoption of case-screening, 
but the following are among the more important. 

Problem: The most difficult obstacle to adopting a case screening 
system will be the community and political reaction to the police taking 
the position that they will not investigate all crirrtes. In most cases, 
the police agency has traditionally announced its ability and commitment 
to investigate all crimes received from the public. 

The reality,' of course, .is that no police agency can afford 
the luxury of investigating all reported crimes. No department has ever 
been able to live up to that expectation. 
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Basically, the question is whether the department's image actually 
suffers more from that false representation than it would from an honest 
declaration that there are cases which can never be solved, and, there­
fore, should not be investigated beyond the initial investigation. In 
an increasing number of jurisdictions, the public is 'b~ing advised of the 
reality of the situation rather than the traditional myth. Research 
and experience point toward the value of being honest about the situ­
ation. 

Solution: If the decision is to acknowledge the reality, there is a 
need to develop a procedure which will instruct the patrol officer so 
that he can inform the victim in an intelligent and compassionate manner 
that the case will be closed. The patrol officer, as the initial and 
possibly the only respondent at the scene of a crime, should be properly 
trained to carry out his new role in criminal investigation and to explain 
it to the public. 

Problem: The police manager, always alert to the problems created by 
over-burdening the organization with unnecessary paperwork, may fear 
that case screening involves too much paperwork. 

Solution: Therefore, the new system should minimize paperwork that 
may overlap present reporting systems. Information gathered should 
be responsive to the manager's needs concerning decisions on early 
suspension. 

Problem: Any system of early case suspension should also facilitate 
the ready access to cases at a later date. ~his is essential so that 
a case can easily be reopened if new leads are developed. 

Solution: A simple mechanical process, which features accurate case 
collection and retrieval capability, should minimize this concern. 

Problem: The perceived threat by deteqtives to their traditional 
roles and methods of operation is another major concern. The reduction 
of the overall caseload may be seen as a justification for reducing the 
number of detectives on the force. 

Solution: If the detectives are helped to see the reduction of workload 
as a means by which they can devote additional time to work on 'the solv­
able crimes, they will be more inclined to participate in a positive way. 

CONCLUSION 

Substantial benefits can be gained from instituting a system which 
will eliminate a considerable amount of wasted effort and energy. 
While these gains are readily apparent, there are also real internal and 
external problems associated with the implementation of such a change, 
many of which are difficult to deal with. 

The materials included in Appendices 2 and 3 have been extracted from 
the studies conducted by the Stanford Research Institute and by the 
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Rand Corporation and are intended to provide a better understanding 
of the base upon which case-screening processes can be developed as 
well as the methodology used in establishing a sophisticated case­
screening system. These ~eadings will provide a better opportunity 
to evaluate tl1e findings as they relate to agency operations. 
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APPENDIX 2 

EXCERPTS FROM THE FINAL REPORT: 
Felony Investigation Decision Model--An ~nalysis 

Of Investigative Elements of Information 

By Bernard Greenberg 

Chapter I--INTRODUCTION 

Stanford Research Institute 
Menlo Park, California 
October 1975 

It is recommended that this summary document be reviewed in conjunc­
tion with the four Quarterly Progress Reports issued •. This NILECJ 
research project finds its origins in a landmark study undertaken by SRI 
entitled "Enhancement of the Investigative Function." This study 
developed an insight into the role of detectives and patrol in conducting 
burglary investigations. One aspect which appeared to capture the atten­
tion of police management nationally was the development of a case 
followup decisien model for burglary. Because there remained the question 
whether the burglary decision model could be useful for application to car 
theft and in particular to crimes against persons, where a direct confron­
tation occurs between victim and offender, the current project was under­
taken to determine the feasibility of structuring case follow-up decision 
models for these types of crimes. The Oakland Police Department con~ 
sented to be the host agency for the research effort. 

We are not unaware that in recent years the role of the detective 
has come under increasing scrutiny. Consequently, we have recognized the 
need to maximize the efficiency of investigative resources by'alternative 
means. One such technique, which is the primary objective of this 
research project, is to ease the burden of investigators reviewing a high 
volume of felony crime reports having a low probability of successful 
clearance. 

It is evident that unless sufficient information for certain cate­
gories of felonies is obtained at the crime scene by the responding 
officers, who do not immediately apprehend the offender, the chances of 
the case being solved at the detective level. are minimal. This observa­
tion led to the. second objective of, the research--the determination of 
the elements of information, and the evaluation of computer-assisted 
investig'ation systems that lead to offender identification and case 
solution by investigative personnel. 
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Chapter II--SURVEY OF O.P.D. AND DATA COLLECTION METHODOLOGY 

An initial tour was undertaken of the Oakland Police Department with 
particular emphasis on those operations impinging on investigations. The 
Departmental organizational structure is described and several unique 
features highlighted. Observations of operational procedures were made 
in the communications and dispatch center and selective riding with patrol 
was undertaken. Of si9gular value is the use of the DIGICOM unit by 
patrol whereby direct inquiry can be made on vehicle registrations. A 
complete inventory of documentation pertaining to felony case handling 
was assembled preparatory to develop~ng an extensive data collection and 
coding instrument. 

The Criminal Investigation Division (CID) to which we addressed most 
of our attention has beem most aggressive in its utilization of computer­
based information systems linked by a central terminal to various Alameda 
County, California Department of Justice, and FBI data banks. A unique 
function performed in CID is the "case enrichment ll service performed by 
the Crime Analysis Section. As reports are filed from patrol, the CAS 
staff reviews them and indicates the priority of handling and the type of 
information data bank to be queried to provide easily obtained background 
information on drivers licenses, vehicle registration numbers, firearms 
serial number, stolen property and vehicles, felon I.D. numbers, and 
crin,inal histories of named suspec"ts. The CAS staff also operates the 
Crime File System, a computer-based known offender system providing four 
main categories of information: 

• Physical characteristics of subjects (derived from selected 
categories of arrest records) . 

• Types of crimes the known offender has committed. 

• Mugshots and fingerprint display of the known offenders. 

• Listing and descriptions of vehicles obtained from citations 
and selected Field Contact reports. 

The O.P.D. has a sequentially numbered listing of reports which are 
identified by penal code, but we found scanning the voluminous listings 
was too cumbersome to enable the collecting of a stratified sample of 
reports. As an accommodation, the Department furnished us with copies of 
the computer tapes of reports prepared in 1974. We transcribed and 
reprogrammed the tapes to print out felony report numbers of interest by 
blocks of applicable codes. The reprogramming process permits the 
analysis of specific crimes by location, times of occurrence, offender 
characteristics, vehicles and weapons involved, loss value, status of 
clearance, and reporting officers' serial numbers. It is our understanding 
that the computer available to O.P.D. at the Oakland Data Processing Center 
is not sufficiently powerful to duplicate the SRI-generated program for 
such analyses as we are able to undertake, 
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using the SRI-generated index of felony reports, we proceeded to 
draw a three-month sample of all cleared cases in the following categories: 

• Robbery--Strongarm, armed, theft from person, and purse 
snatch. 

• Rape--attempted and forcible. 

• Assault with deadly weapon. 

• Car theft. 

We also drew a proportionate sample of uncleared cases in accordance with 
the clearance rate. To adjust for the large volume of uncleared cases, 
such as car theft, we applied weighting factors to the sample drawn so as 
to reflect the population of cases actually processed by the Department. 
In this manner we would assure that our sample was randomly drawn and 
statistically representative. 



--------------------------

Chapter III--DATA PROCESSING AND ANALYSIS 

A. Data Processing 

The data processing and analysis methodology was designed to succes­
sively process and reduce the large volume of information to enable the 
gaining of insight in·to the factors leading to case solution. We pro­
cessed a possible maximum of nearly 1,000 variables for each case coded. 
During the three-month period considered, there were 818 robberies, 65 
rapes, 413 ADWs and 1187 car thefts in Oaklan~ that formed the basis for 
our analysis. 

By utilizing the SPSS (Statistical Package for the Social Sciences) 
we were able to conduct complex cross-tabulation analyses of data elements 
affecting case clearance. Also the computer program prints out in 
readily usable, report-quai-i·ty matrix tables showing the results of the 
bivariate correlation analyses and statistical significance calculations. 
We also created a special computer program called PROFYL which was used 
to analyze the criminal histories of offenders associated with cases 
processed. Extensive statistical analyses were performed on these 
offenders to develop insight into their "careers in crime." By means of 
the staged data reduction techniques pursued we narrowed the variable set 
affecting case clearances for each felony category described in summary 
below. 

B. Data Analysis 

1. Robbery--The analytic methodology undertaken for robbery leading 
to the construction of a follow-up decision model was similarly followed 
for each of the other felony categories. Consequently, we will only 
describe in abbreviated detail the analytic process for robbery. Conclu­
sions for all categories will be summarized, however. 

We noted previously that we employed routines which effectively 
narrowed the vast number of variables to a significant level of occur­
rence in reported cases. To the professional detective this narrowing 
process may be construed as eliminating from considera·tion pieces of 
information that might be valuable in leading to a case solution. While 
we concede that this is a distinct possibility for random cases, we 
seriously raise the question as to how much information is really . 
necessary to identify a suspect, or to determine whether a suspect can be 
identified from the type of information contained in a preliminary report 
of investigation. 

Since we recognized that the same types of information would 
appear in both cleared and uncleared cases, the statistical technique 
employed was to cluster the various data elements contained in cleared 
and uncleared cases and weight them in accordance with their degree of 
association with the cleared cases. 'rhe first step required to group 
these variables was to develop a mathematical representation of the 
relative positive importance (correlation coefficient) of the data 
variables. From the nearly I, 000 variables processed, we thus nalcrowed 
the range to 12 variables clearly associated with cases cleared. 
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We had elected to combine all categories of robbery to construct 
the robbery investigation decision model using linea:c discriminant . 
analysis. This procedure enabled the strengthening of the discrimination 
power of the data category elements to permit the construction of the 
model with a high predictive probability that a case taken at random can 
be classified correctly (i.e., cleared or uncleared). In other words, the 
presence of certain information in a report has a calculated numerical 
value that shows its relative contribution to a case clearance in 
accordance with how important each piece is relative to all other pieces 
of information. The reader must always keep in mind--that the decision 
rule shown in Table I is based upon the Oakland Police Department's 
operational practices that affect case handling and consequently the 
manner by which cases are cleared. Other departments may not have similar 
policies, procedures, and capabilities. Consequently, the decision model 
usage must be carefully considered in light of each agency's operational 
procedures. It can be seen that our decision model contains a number of 
i terns of information that result from preliminary enrichment p:tocedures 
routinely performed by O.P.D. personnel. This implies that the screening 
process should take place at some time after certain basic inv~stigative 
tools, i.e., license number checks have been used. 

It is readily seen in Table 1 that if a suspect is named or known 
by the victim or witness, the case is readily solvable. ~he statistical 
analyses reveal that these variables are dominant in case clearance. We, 
therefore, have set these two variables apart from the others. 

The most important items in the decision model are the victim-or 
witness-supplied information elements. Tfie fact that something is reported 
about places frequented by the suspect, or the fact that he has been 
previously seen indicates on the threshold scale of 10 that this lead 
should be pursued. 

The other variables listed in the model are of lesser importance. 
But, it is apparent that the calling of an evidence technician to the scene 
is indicative of the presenQe of physical evidence linking a possible sus­
pect. Our data were inconclusive with regard to which category of physical 
evidence was dominant in clearing robbery cases. But, in the aggregate, 
a wide variety of physical evidence can be useful in linking a suspect to 
the crime. The decision model indicates that the greater the quantity of 
physical evidence, the higher the contribution to case clearance. 
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Table 1 

ROBBERY INVESTIGATION DECISION MODEL* 

Information Element 

Suspect Named 

Suspect Known 

Suspect Previously Seen 

Evidence Technician 

Places Suspect Frequented Named 

Offender Movement Description 

On foot 
Vehicle (not auto) 
Auto 
Auto color given 
Auto description given 
Auto license given 

Physical Evidence 

Each item 

Weapon Used 

Vehicle Registration 

Query Information Available 
Vehicle Stolen 
Useful Information Returned 
Vehicle Registered to Suspect 

Weighting Factor 

o 
0.8 
1.5 
1.5 
2.3 
3.8 

1.3 

1.8 

-: .1 
2.3 
3.4 
.4.6 

*The decision model is used as follows: Circle the above weighting factors that 
appear in the incident report. If the sum of the factors is 10 or above, follow 
up the case; otherwise suspend it. 

Another variab~~ of importance is the Offender/Victim Race. If this variable were 
included, the weights listed below would be assigned. Since this variable is 
dependent upon the population make up for Oakland, it is included as a footnote 
primarily for Oakland and for general interest. Its value in increasing the 
probability of correct classification is nil. 

Offender-Victim Race 
Black offender white victim 0 
White offender black victim 0.3 
All other combinations or unknown 0.7 
White offendey' wh ite vi ctim 1 .1 
Black offender black victim 1.5 

tThese values calculated actually exceed the threshold of 10. The value provided here 
is conceptually simpler and makes no difference in the classification of groups. 
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Offender movement (especially involving an auto) and vehicle 
registration checks are the next most important types of information. The 
basic information lead is normally supplied by the victim or witness. 

One of the investigative aids routinely interrogated during the 
O.P.D. enrichmeni: process is the Crime File System. Because of its use in 
so many cases (most of which are uncleared) results in this variable have 
a rather high negative value in discriminating the two groups (i.e., 
cleared and uncleared). This fact led to the exclusion of this variable 
from the decision model on a purely statistical basis. However, in those 
few cases where the Crime File System did provide a useful investigative 
lead, it contributed heavily to case clearance. (We have speculated on 
some possible problem areas for this system in the Chapter V summary.) 

Ninety percent of the cases in our sample were correctly classified 
as cleared or uncleared by the classification function derived from the 
discriminant analysis and is reflected by the relative scaling in the 
decision model. The 10 percent error is explained as follows: Eight 
cases which were eventually cleared were classified as uncleared, and 14 
cases which remained uncleared, were placed into the cleared category. 
The eight cleared cases categorized as uncleared might initially seem to 
be a cause for concern. However, we pursued a f~rther analysis to deter­
mine how these cases were eventually so:.~d and if an initial screening 
would have resulted in their not being cleared. Six of the eight cases 
were solved without investigation on the part of Oakland detectives: 

• Two were bank robberies investigated by the FBI (all 
bank robberies are referred to the FBI regardless of 
information available); 

• In three cases the offender was later linked to the 
robbery case in our sample when he was found in pos­
session of the property reported as stolen; 

• In one case, the suspect turned himself in. 

In two cases, investigation by Oakland detectives did lead to the eventual 
identification of a suspect despite the fact that little information was 
initially available. 

In consideration of the time distribution of cases cleared and 
the type of information useful in case clearance, we found that patrol 
accounts for 57 percent of all cases of robbery cleared in less than eight 
hours. The overall robbery clearance was calculated to be slightly over 
15 percent. We examined closely the types of information that seemed to 
be associated with off-scene arrests by patrol. The most dominant 
elements of information again linking a suspect to the crime was the runount 
of physical evidence collected and matched with the suspect known previ­
ously seen or named. As will be seen in all of the felonies we analyzed, 
personal appearance and wearing apparel descriptors have, in a statistical 
conteKt, little and even negative correlation with case clearance. The 
explanation appears simply to be this: The overall clearance rate is so 
low (except for ADW), that although these categories of descriptors appear 
in both cleared and uncleared cases, their overall value is dominated by 
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the other variables in the cleared cases. In oti1er words, physical descrip­
tors by themselves do not generally have an influence as to whether a 
silspect can be identified. 

2. Assault with Deadly Wearon--ADW cases differ from the other felony 
categories analyzed in that most of the cases were cleared. The overall 
clearance rate is at the 85 percent level. The dominant characteristic of 
ADW cases is that the victims and offenders are generally kno\,ln to one 
another (68 percent of the cases). In 85 percent of the cases wherein the 
victim knew the offender, both were of the same race. Within this group, 
79 percent were black. Not only do ADWs tend to be reported promptly to 
the police, but also whenever an arrest is made, it occurs generally 
within one hour of the time of the report (82 percent of the cases). 

Only two arrests were made after eight hours from the time of the 
report wherein a suspect was not named. (After ei-ght hours it is reasonable 
to assume that patrol's input is ended and an investigator has received 
control of the case.) ,Consequently! it was determined that a follow-up 
decision rule could not realistically be constructed for the ADW felony 
category. 

3. Car Theft--Motor vehicle theft is the highest volume crime which 
was analyzed. The crime, in addition, has the lowest clearance rate--12 
percent. However, O.P.D. has a remarkable vehicle recovery rate of approxi­
mately 94 percent. The high recovery of vehicles is readily attributable 
to the computerized stolen vehicle information system operated by the State 
and accessed directly by digital coromunication consoles (DIGICOM) in some 
patrol cars and in the O.P.D. Communications Room. Patrol is furnished 
"hot sheets" and routinely checks "suspicious" vehicles. Vehicle descrip­
tions and registration numbers are also processed by the CID central computer 
terminal accessing the Alameda County PIN (Police Information Network) 
system, the State stolen vehicle system, the FBI/NCIC (National Crime infor­
mation Center) and the O.P.D. Crime File Vehicle subsystem. 

~1e reasons for the low clearance rate are clear. In car theft 
cases th8 victim generally has no idea who stole the vehicle or in many 
cases, when it ,,,as stolen. This leaves the police investigator with very 
little information with which to pursue an investigation. As a consequence, 
O.P.D. handles these cases differently than other felony crimes. The 
report is taken over the telephone by a police technician rather than by a 
patrol officer at the scene--unless the crime is in progress. Departmental 
forces then are concentrated on recovering the vehicle. If a vehicle is 
recovered with an occupant, he is charged with motor vehicle theft. In 
view of these general operational findings, the constructing of a case 
follow-up decision rule for car theft is not considered technically feasible. 

For those cases in which suspects were apprehended, we ran a 
series of bivariate correlation analyses and calculated discriminant fUnc­
tion coefficients to ascertain those elements of information most closely 
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associated with case clearances. The several variables showing the 
highest values include the following: 

• Suspect seen 

• Vehicle registration check 

• On view report of offense 

• Suspect named 

• Suspect known 

• Other physical evidence present 

lit victim invited offender in. 

4. Rape--Because of the frequent problems encountered in rape cases 
by the police investigators and prosecutors in attempting to have the 
victim file an official complaint, O.P.D. would designate those cases 
under a classification code, "complainant refuses to prosecute" and 
"clear" such cases. For the purposes of this study, however, we drew a 
distinction in such cases when a suspect I.D. had definitely been 
established. Consequently, we classified as "cleared other" only those 
cases where there was a named suspect and classified the remaining cases 
as uncleared. Our rationale for so doing is to determine what elements 
of information may be contributing to a case solution, irrespective of 
whether the victim was fully cooperative or not. From a total of 65 
reported cases, 16 cases (25 percent) have a specific, uniquivocal 
cleared disposition; whereas 21 cases have been classified by the O.P.D. 
in a cleared status, but designated as an official "complainant refuses 
to prosecute" disposition. We also have treated as "cleared other" the 
O.P.D. cleared disposition, "D.A. Refused" by the same criterion. 

In our analysis we have classified 16 cases of rape as cleared 
(nearly 25 percent of reported casee sampled) and 12 cases as cleared 
other (nearly 19 percent of reported cases sampled). This totals to about 
a 43 percent overall clearance level. On the other hand, by using the 
O.P.D. classification procedure, a 60 percent overall clearance level 
would be shown (16 cases cleared plus 23 cases where the complainant or 
D.A. refuses to prosecute) . 

Al though nearly half of the rape case.s were reported wi thin one 
hour of the occurrence, only 28 percent of these were cleared and 6 per­
cent were classified as dleared other. The next highest clearance level 
occurred when the incident was reported within two hours. Of the 12 
cases reported within this elapsed time" period, six cases (9 percent) 
were cleared and cleared other (three cases in each category). Although 
the vast majority of cases are reported in less than eight hours, clear­
ances by arrest rarely occurred beyond this time. 
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Of the total of 28 clearances (cleared and cleared other), 50 per­
cent of the suspects were either known to the victim, witness, or citizen 
informant. 

Of the total of 65 offenses sampled, 75 percent were committed by 
black offenders and 9 percent by whi-te offenders (49 versus six cases, 
respectively). Black offenders suspected of rape, forcible and attempted, 
assaulted white victims in 38 percent of the cases sampled (25 out of 65 
cases), and 35 percent black offenders assaulted black victims (23 out of 
65 cases). Other offender/victim race involvement was statistically minor 
by comparison. 

For those 28 cases analyzed as cleared and cleared other (16 and 
12, respectively), the majority of clearances, 57 percent (16 out of 28 
cases) that were made, occurred when booth the offender and the victim 
were black. This statistic compares to a 25 perce::lt clearance level of 
black offender/white victim (seven cases out of 28). When both the 
offender and victim were black, a higher percentage of cases were cleared 
compared to black offenders and itlhite victims i 69 percent compared to 28 
percent (16 out of 23 cases, and seven out of 25 cases, respectively). 

In view of the fact that only two arrests and two cleared other 
dispositions were made after eight hours, we cannot logically construct 
a follow-up decision rule. It is evident by the distribution of cases 
cleared in less than eight hours, that patrol is effecting these clearances. 

Despite our decision not to construct a follow-up decision rule, 
we nevertheless conducted two separate analyses hoping to shed some 
light on the characteristics of rape cases. We first performed a factor 
analysis on the data elements to explain the characteristics of the 
cleared cases. Following the selection of variables exhibit a certain 
threshold of significance, we ran a discriminant analysis to dtltermine the 
relative importance of these variables. The seven variables which 
exhibited the highest discriminant function coefficients are: 

~ Crime location, building--cases occurring inside are 
more likely to be cleared. 

• Condition of victim--results indicate that the case 
is more likely to be cleared if the victim has been 
injured in the attack. 

• Juvenile offender--cases with juvenile offenders are 
.Likely to be solved. 

• Black victim--cases with a black victim are more 
likely to be solved. 

• Clothing as evidence and clothing match--clothing is 
an important factor in case solution. 
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• Offender and victim of same race--these cases are 
solved at a higher rate. 

• Suspect named--obviously an important factor in 
clearing a case. 
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APPENDIX 3 

DATA COLLECTION AND PROCESSING METHODOLOGY 

By Bernard Greenberg 
Stanford Research Institute 
Menlo Park, California 
October 1975 

1. Data Collection Procedures 

a. Felony crimes coded. We have already stated that the felony crimes 
selected for development of case selection rules were: robbery, rape, ADW, 
and car theft. Tne reasons for selecting these crime categories were: 

• The¥.are all Part I crimes as classified by the FBI Uniform 
Crime Reports. 

• The only Part I crimes not represented are burglary and 
homicide. Burglary had been examined in a previous felony 
investigation research project.* Homicide was not selected 
because, regardless of the information available, police 
departments investigate all homicides owing to the 
seriousness of the offense. 

• ADW was selected from the category of felonious assault 
because it is the highest-volume assault category in Oakland. 

We coded data covering a three-mo~th period: July, August, and Septem­
ber 1974. The cases w~re classified into the following three categories: 

• Cleared. These cases were those for which the OPD took one 
of the following formal clearances (see Appendix B Figure B-9 
(a) ) • 

- Arrest and prosecution (includes cases where 
warrants had been issued) . 

- Prosecuted for another offense. 

- n.A. citation issued. 

- Prosecuted by outside department. 

- Turned over to Juvenile Authority (juvenile 
disposition) • 

- Reprimanded and released (juvenile disposition). 

- Notice to appear (juvenile disposition). 

• Cleared-other. These cases included some of those for which 
the Opp took either a "Complainant Refuses to Prosecute" or 
"Complaint Refused by District Attorney" clearance. We placed 
only the cases where a suspect was named into the cleared­
other category. The OPD also uses the "Complainant Refuses To 
Prosecute" clearance in some cases where the complainant does 
not cooperate--for example, by not returning the investigator's 

*B. Greenberg et al., op. cit. 
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phone calls or refusing to come to the OPO to view mugs 
of possible suspects. Such cases were placed into the 
uncleared category. 

• Uncleared. Included in the uncleared category were cases 
fulfilling one of the following criteria: 

- Cases classified as "Complainant Refuses To 
Prosecute," where a suspect was not named. 

- Cases where the investigator filed the case 
without a clearance. Typically, the investi­
gator stated he was "filing the case pending 
further investigative leads." 

- Cases where there was no evidence of inves·ti­
gative attention. 

b. Sampling procedure. To identify the report numbers of the cases 
to be coded, we transcribed the City of Oakland OPO tapes for the time 
period into a suitable format that grouped report numbers by felony 
category thus facilitating the drawing of specific reports. Because of 
the large number of crimes reported during the time period, it was .not 
necessary to code all the AOWs, robberies, and car thefts to achieve an 
adequate sample size. We disregarded case~classified as "unfounded" by 
the OPO as not being germane to the project objectives. Our general 
sampling criteria were to code all cleared cases and a random sample of 
uncleared cases, as follows: 

• Strong-arm and armed robbery. All cleared and cleared­
other cases and approximately one-fourth of all uncleared 
cases were coded. 

• Purse snatch and theft from person. All cleared and 
cleared-other and approximately one-third or all 
uncleared cases were coded. 

• Rape. All rape cases were coded. 

• AOW. Of the cases in the cleared ci'l.tegory, two-thirds 
of the "Arrest and Prosecution" and all the other cases 
were coded. One-third of the cleared-other cases were 
coded. All the uncleared cases were coded. (This 
sampling procedure differs from those for the other 
felony categories because the greater nmnber of cases 
fall into cleared and cleared-other rather than into 
uncleared ca"tegories, as is the case for the other crimes 
under consideration.) 

• Car theft. All the cleared and cleared-other cases were 
coded, together with one-sixth of the uncleared cases. 
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All the tables presented in this report reflect weighting factors 
that were applied to the sample drawn so that they would reflect the 
total number of felony cases reported during the three-month period. 

c. Data coding form. An II-page data coding form was developed to 
record the information from the various OPD reports (See Appendix C for 
the form used). The data collection form provided for coding of infor­
mation in the following areas: 

• General information. Felony offense, time of 
occurrence, case disposition, beat, and census. 

$ Personnel involved. Reporting investigating, 
and arresting officers, evidence technician, 
and dates of involvement. 

• Crime scene. Location of crime and types of 
facility involved. 

• General incident descriptors. Who reported 
offense; age, sex and race of principal 
reporting individuals; condition of victim; 
and weather conditions. 

• Property taken. 

• Weapon used. 

• Vehicle used. Whether description, color, and/or 
license number were provided. 

• Physical evidence present. 

• Investigative resources utilized. Whether 
various computer or manual information systems 
were utilized and whether they provided infor­
mation useful in the investigation. 

• Offender descriptors. Information elements on 
multiple offenders -to a maximum of five, such as: 
age, sex, ann race; duration of time offender was 
in contact \oli th or in view by reporting party; 
physical desc~iption and clothing descrip~ion pro­
vided on offender; information regarding offender's 
associates and movements (e.g., ,whether offender 
was known to victim, offender's name 'was given, or 
offender's direction of flight was provided). 

• Means by which the offender was identified and how 
arrest was effected. 
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• Suspect criminal history. Date of birth, date and 
time of arrest, residence at time of arrest, age 
at time of first arrest, and so forth. 

• Prior offenses. Type, date, location, and disposi­
tion of the suspect's prior offenses. 

The data collection form was designed, pretested, and modified to 
reflect the type of information available in the OPD files. 

d. Data coding procedures. After the felony case report numbers had 
been identified, the cases were pulled from OPD files for coding. When­
ever possible, we used the CID files because they were generally the 
most complete. When the case files could not be located in the CID, we 
consulted the Records Division files. In all cases, the entire file was 
read: the initial offense report, the arrest report, the follm.,r-up 
investigation report, supplemental statements, evidence technician reports, 
the crime analysis, EDP printouts, and the like. 

Frequently, information on prior criminal involvement of identi­
fied suspects was not contained in the case files. In these instances, 
we used several other OPD resources to obtain the information: criminal 
history diazo microfiche files loca-ted in the CAS, juvenile records 
located in the youth Services Division, and the Alameda County CORPUS 
information. All subject identities were suppressed in the data pro­
cessing procedures. 

2. Data Processing Procedures 

Essentially the same data processing procedures were followed for each 
of the four felony categories. These procedures were designed with 
several goals in mind: 

o Successive reduction in the number of variables under con­
sideration. As discussed in the preceding section, th~ 
data coding form provided for close to 1000 variables. A 
primary goal of the data processing was to provide a means 
for reducing the number of variables considered for input 
to a decision model construct. 

• Understanding the differences between cases tha.t were 
cleared and those that remained uncleared. All our 
variables were considered in light of their association 
wi-th clearance. Our goal, therefore, was not merely to 
be able to describe the general characteristics of the 
four felony types but rather to be able to state what 
distinguished the cleared from the uncleared cases. 

Forming ways of predicting whether a case will be cleared 
or remain uncleared. We were interested in developing 
models which wher, applied to cases of different felony 
types would be able to predict with a high degree of 
accuracy whether a case would be cleared. 
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Our data processing procedures were statistically based, rather than anec­
dotal in nature. In other words, we were looking at generalized 
investigations according to felony types rather than at individual cases. 
Our objective was to develop generalized models that would predict whether 
a case taken at random would be cleared rather than in investigating in 
depth the factors that led to the solution of a particular case. Clearly, 
at times, certain factors that are not significant in a statistical sense 
lead to case closure. We, however, are more concerned with factors that 
can predict case clearance with a high degree of accuracy in a large 
sample of cases. This view is consistent with police managemen"t practices 
which must be applied to the high volume of reported crimes. 

The following tasks were undertaken in the data processing procedures 
for each of the four felony types: 

• Keypunching and cleaning up data. The obvious first step 
in the data processing was to keypunch the aata and elinu­
nate coding and keypunch errors. Also, at this stage we 
were able to make the first reduction in the size of the 
data base by determining which variables never or rarely 
appeared. 

• Setting up SPSS files. The Statistical Package for the 
Social Sciences (SPSS) was chosen as the primary medium 
for the analysis of the felony data. A major reason for 
this choice is the flexibility of the data management 
facilities available in this package. The data in an SPSS 
file can easily be recoded and cornbi~ed, as well as 
written out in a variety of forms for ¥se in other analyses. 

• Running cross tabulations. Extensive cross tabulations 
were run using an SPSS subprogram and an SRI-developed pro­
gram. These cross tabulations were carefully analyzed to 
determine the variables that appeared to be associated 
with the cleared or uncleared cases. For example, the 
variables suspect named and suspect known were obviously 
associated with clearance. In other cases, a more subtle 
association appeared. 

• Deriving Pearson correlation coefficients. Another measure 
of the relation between two variables is the correlation 
coefficient. Correlation coefficients were calculated for 
over 100 variables for each of the felony types in order to 
determine the statistical importance of the relationships 
observed in the cross tabulations. The SPSS subprogram 
used gives the following data for each correlation coefficient 
calculated: 

The actual correlation coefficient. This is a 
number that varies between -1 and L We set up 
the data so that a number close to 1 would indi­
cate a high positive correlation with clearance. 
A number close to -1 indicates a high negative 
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correlation with clearance. A number close to 0 
indicates that the variable had little correla­
tion with clearance. 

The number of cases used in the ca~culation, 
depending on the number of missing values for 
the variable pair. 

The level of statistical significance of the coeffi­
cient. The closer this number is to 0, the higher the 
degree of statistical significance. 

Table D-l illustrates the variables chosen initially for 
robbery analysis and the correlation these variables 
show with arrest for armed and strong-arm robbery 
(Table D-2) . 
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Table D~l 

INITIAL LISTING OF ROBBERY VARIABLES 

VAR004 - Evidence technician at crime scene 
VAR005 - Crime location-street 
VAR006 - Crime location-building 
VAR007 - Crime reported by witness 
VAR008 - One reporting individual 
VAR009 - Two reporting individuals 
VAR010 - Three or more reporting individuals 
VAROll - Adult victim 
VAR012 - Juvenile victim 
VAR013 - Female victim 
VAR014 - Male victim 
VAR015 - White victim 
VAR016 - Black victim 
VAR017 - victim of other race 
VAR018 - Victim lucid 
VAR019 - victim cooperative 
VAR020 -. Handgun used 
VAR02l - Knife used 
VAR022 - Other weapon used 
VAR023 - Sexual aberrations indicated 
VARD24 - Vehicle used 
VAR025 - Description of vehicle given 
VAR026 - Color of vehicle given 
VAR027 - License number of vehicle given 
VAR028 - Cash, negotiables, taken 
VAR029 - Credit cards taken 
VAR030 - Less than $100 taken 
VAR031 - $100-200 taken 
VAR032 - $200-500 taken 
VAR033 - $500-1000 taken 
VAR034 - $1000-2000 taken 
VAR035 - More than $2000 taken 
VAR036 victim invited offender in 
VAR037 - Attack against property 
VAR038 - Attack against person 
VAR039 - Fin<;erprints taken 
VARD40 - Fingerprints match 
VAR04l - Weapons as evidence 
VAR042 - Weapons match 
VAR043 -. Clothing as evidence 
VAR044 - Clothing match 
VAR045 - Other physical evidence 
VAR046 - Other physical evidence match 
VAR047 - Vehicle registration check made 
VAR048 - Vehicle registration check--useful lead 
VAR049 - Vehicle registered to suspect 
VAR050 - Vehicle stolen 
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Table D-l (Continued) 

VAR051 - Crime file run-person 
VAR052 - Crime file run-person--useful 
VAR053 - Crime file run-vehicle 
VAR054 - Field contact report 
VAR055 - Adult offender 
VAR056 - Juvenile offender 
VAR057 - Female offender 
VAR058 - Male offender 
VAR059 - White offender 
VAR060 - Black offender 
VAR061 - Mexican-American offender 
VAR062 - One offender 
VAR063 - Two offenders 
VAR064 - Three or more offenders 

lead 

VAR065 - Less than 1 minute contact between victim and offender 
VAR066 - 1-10 minutes contact between victim and offender 
VAR067 - 11-30 minutes contact between victim and offender 
VAR068 - Greater than 30 minutes contact between victim and offender. 
VAR069 - Height of offender given 
VAR070 - Weight of offender given 
VAR071 - Eyes of offender described 
VAR072 - Hair of offender described 
VAR073 - Offender described as wearing glasses 
VAR074 - Teeth of offender described 
VAR075 - Sum of physical descriptors given (not a binary variable) 
VAR076 - One or two physical descriptors given 
VAR077 - Three physical descriptors given 
VAR078 - Four or more physical descriptors given 
VAR079 - Offender described as wearing jacket 
VAR080 - Offender described as wearing shirt/blouse 
VAR081 - Offender described as wearing pants 
VAR082 - Sum of clothing descriptors given (not a binary variable) 
VAR083 - One or two clothing descriptors given 
VAR084 - Three clothing descriptors given 
VAR085 - Four or more clothing descriptors given 
VAR086 - Words spoken by offender 
VAR087 - Offender silent/note passed 
VAR088 - Offender described as violent 
VAR089 - Offender pretended to be: asking directions, ailing, 

customer, repair/delivery, seeking someone, panhandling, 
salesman, asked for something, other 

VAR090 - Suspect's associates named/indicated 
VAR091 - Places suspect frequented named 
VAR092 - Direction of flight provided 
VAR093 - Offender movement by automobile 
VAR094 - Offender movement by foot 
VAR095 - Suspect known to: victim(s), witnesses, citizen informant, 

police informant, police surmise, other 
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Table D-l (Concluded) 

VAR096 - Suspect previously seen by: victim(s), witnesses, 
citizen informant, police informant, police surmise, 
other 

VAR097 - Suspect named: real name, also known as, partial, nickname 
VAR098 - Less than 1 hour between occurrence and report ,)f crime 
VAR099 -One to 2 hours cetween occurrence and report of crime 
VAR100 - More than 2 hours between occurrence and report of crime 
VAR10l - Crime occurred between 0001 and 0400 hours 
VARl02 - Crime occurred between 0401 and 0800 hours 
VARl03 - Crime occurred between 0801 and 1200 hours 
VAR104 - Crime occurred be~ween 1201 and 1600 hours 
VARl05 - Crime occurred between 1601 and 2000 hours 
VARl06 - Crime occurred between 2001 and 2400 hours 
VARl07 - White offender and white victim 
VARl08 - White offender and black victim 
VARl09 - Black offender and black victim 
VARllO - Black offender and white victim 
VARlll - Offender and victim same race 
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Table D-2 

PEARSON CORRELATION COEFFICIENTS: STRONG-AruM/ARMED ROBBERY VERSUS ARREST 

Yillable Palr Variable Pair Variable Pair Varhble Pall' Variable Psir Variable Pair 

Arrest 0.1749 Arrest 0,0070 Arrest -0.0149 Arrest 0.1405 Arrest -0.1605 Arrest 0.0200 
with N(605) with N(S88) with H(588) with H(605) with N(595) with N(595) 

VAR004 S1g 0.000 VAROOS Sig 0.865 VAROO6 8:.8 0.719 VAROO1 Sig 0.001 VAROOS Sig 0.000 VAROO9 Slg 0.627 

Arrest 0.2604 Arrest ~O.O602 Arrest 0.0602 Arrest -0.0160 Arrest 0.0160 Arrest -0.1003 
with N(595) with N(603) wlth N(603) wIth N(603) with N(603) with N(596) 
VARDlO Sig 0.000 VAROll SiS 0.139 VAROn Sig 0.139 VAROll S1g 0.695 VAR014 Sig 0.695 VAROlS Sig 0.014 

Arreat 0.0766 Arrest 0.0495 Arrel!lt 0.0918 Arrest 0.1983 Arrest ··0.1131 Arrest 0.0372 
with N(596) with N(596) w1th M(l79) with N(346) with N(60S) with NldOS) 
VAlt016 Sig 0;062 VAROl7 Sig 0.228 VAR018 Slg 0.014 VAR019 S1g 0.000 VAR020 StS 0.005 VAR021 Sig 0.361 

Arrest 0.1069 Arrut 0.1625 Arrest 0.1387 Arrest 0.160) Arrest 0.1414 Arrest 0.3190 
with N(605) with N(605) with N(605) with N(605) with N(605) with N(605) 

~ VAR022 Slg 0.009 VAROn Slg 0.000 VAR024 .sig 0.001 VAR025 Sig 0.000 VAR026 Sig b.lIOO VAn027 Sig 0.000 
I'V 

Arrest -0.0971 Arrest gO.06S0 Arrest -0.0242 Arrest -0.0123 Arreat 0.0355 Arrest 0.0106 
with H(605) with R(605) with 8(605) uith N(605) with N(605) with N(60S) 
VAR028 Sig 0.017 VAR029 Slg 0.110 VAR030 S18 0.553 VAR031 Sig 0.762 VAR032 Sig 0.384 VAR033 Sig 0.794 

Arrest 0.0135 Arrest -0.0445 Arrest 0.1178 Arrest -0.2260 Arrest -0.0053 Arrest 0.1031 
with N(60S) with N(605) wl~h N(60S) with N(605) with N(605) with N(60S) 
VAR034 Sig 0.740 VAROJS 8ig 0.274 VAR036 Sig 0.004 VAR037 Slg 0.000 VAROl8 Sig 0.897 VAR039 Sig 0.011 

Arrest 0.1090 Arrest 0.1132 Arrest 0.2898 Arrest 0.11,25 Arrest 0.2681 Arrest 0.2104 
with' H(60S) vith H(60S) with H(60S) with H(60S) with H(60S) with N(605) 
VAR040 Sig 0.007 VAR04l Slg 0.005 VAR042 Sig 0.000 VAR043 Sig 0.000 VAR044 Sig 0,000 VAR04S Sig 0.000 

Arrest 0.3071 Arrest 0.1663 Arrest 0.2445 Arrest 0.1283 Arrest 0.0238 Arrest -0.1842 
with. N(605) with H(60S) with N(60S) with N(605) w1th N(605) with N(605) 
VAR046 stg 0.000 VAlt041 SiB 0.000 VAR048 S18 0.000 V~R049 Sig 0.002 VAR050 Sig 0,559 VAROS1 Sig 0.000 

Arreat 0.1543 Arrest -0.0617 Arreet 0.2260 Arrest -0,1254 A\"1'est 0.1254 Arrest 0.0199 
with N(60S) with H(60S) with N(60S) with N(574) with N(574) with N(604) 
VARGS2 SiS 0.000 VAROS3 Sig 0.129 VAROS4 SII Q.Ooo VAROS5 Sia 0.003 VAROS6 SI& 0.003 YAROS1 Sig 0.050 

~------------------~-----------------------------



Table D-2 (Concluded) 

VAdaMe Pa~ r Variable Pall' Variable Pail' Variable-PAir VAriable Pair Variable I'dI' 

Arri!st -0.07')9 Arrest: 0.1309 Arrest -0.0957 Arrest -0.0108 Arrest -0.0210 Arrest 0.0258 
with N(604) with N(604) with N(604) with N(604) with "(605) \/1I:h N(605) 
VARll58 Sig 0.050 VAR059 Sig 0.001 VAR060 Big 0.019 VAR061 Sig 0.791 VAR062 SiS 0.607 VAR063 Sig 0.527 

Ani!st -0.0059 Arrest ·0.0720 Arrest -0.0839 Arrest 0.123'. Arrest 0.1845 Arrest -0.1472 
with N{60S) with N(560) with R(560) with N{S60) with N{S60) with N(605) 
VAItOM Sig 0.884 VAR06S Sig 0.089 VAR066 Sig 0.047 VAR067 Sig 0.003 VAR068 Sig 0.000 VAR069 Sig 0.000 

lineat -0.0060 Arrest 0.08S7 An4!!s.t -0.0431 Arreat 0.0501 Arrellt -0.0121 Arrest -O.OBBI 
with R(605) with H(60') with M(60S) with N(60S) with N(60S) with N(605) 
VAR070 Sig 0.884 VAROn Sig ~,.O35 VARon Sig 0.290 VARon Sig 0.213 VAR074 Sig 0.766 VAR075 Sig 0.030 

Arrest 0.0179 Arrest -0.0256 Arrest 0.0057 Arrest: -0.0401 Arrest 0.0258 Arrest -0.1107 
with H(517) with N(S17) with H(517) with N(605) wUh N(60S) w1th N(60S) 
VAR076 Sig 0.684 VAROn Sig 0.561 VAR078 Sig 0.891 VAR079 Sig 0.325 VAROeO Sig 0.521 VAR081 Sig 0.006 

Aneat -0.1010 A;:.-rut -0.0427 Arredt -0.0002 Arrest ·0.0701 Arrest 0.0523 Arrest 0.0014 
with N{60S) with N(468) with N(468) wlth N(468) with N(605) with N(605) 
VAR082 Sig 0.013 VAROSl Sig 0.356 VAR084 Sig 0.996 VAR08S Slg 0.130 VAROS6 Sig 0.199 VAROS7 Sig 0.973 

-..J 
W Arrest 0.1260 Arrest 0.0107 ArrQ!S.t 0.0634 Arrest 0.1602 Ar:reat 0.0571 Arrut 0.1126 

with N(60S} with "(605) with N(605) with N(60S) witb 5(605) wf.th N(413) 

VAROSS Sig 0.002 VARGS9 S18 0.793 VAR090 SIS 0.120 VAR091 Sig 0.000 VAROn Sis 0.160 VAR093 Sis 0.022 

Arrest -0.1666 ArrCUlt 0.2487 Arrest 0.3087 Arrest 0.1972 Arrel1t ~0.O302 Arrest -0.0678 
with N(413) with N(605) with N(605) with N(60S) "ith N(588) with N(588) 
VAR094 51g 0.001 VAR095 Sig 0.000 VAR096 Sig 0.000 VAR097 SiS 0.000 VAR098 Big 0.465 VAR099 Sig 0.100 

Arreat 0.0762 Arrest -0.0192 Arre2lt -0.0647 Arreat 0.1881 Ar.rest ·0.0111 Arrest -0.021,8 
with N(S8S) w1th N(60s) with N(60S) wIth N(60S) with N(60S) with N(605) 
VARIaa 81g 0.063 VARlol Sig 0.638 VARI02 Sig 0.112 VARI0) 818 0.000 VARl04 Sig 0.785 VARIOS Sig 0.543 

Arrut ··0.0179 Anut 0.lS72 Arrest 0.1543 Arrest 0.0333 Atre8~ -0.1206 Arrest 0.0730 
wIth N(60S) with N(605) with N(60S) with N(605) ,,(th N(60S) with N(605) 
VARI06 Sig 0.660 VARI07 Sig 0,000 VARiOS Big 0.000 VARlO9 Sig 0.413 VAR110 Sil 0.003 VARlll Sig 0.073 

A value of 99.0000 is printed if a coefficient cannot be computed. 



• Conducting discriminant analyses. Variables showing a 
degree of correlation with clearance and a reasonable 
level of statistical significance were than selected 
for discriminant analysis. Because discriminant 
a~alysis assumes that the variables are independent 
from one ano'ther, extensive recoding was done to 
es~ablish this independence. For example, instead of 
four variables--vehicle used or taken, description 
given, color given, and license number given--one 
vehicle variable was created with values on a sliding 
scale. (If a vehicle was used or taken, a score of 1 
was assigned; if the vehicle was described, a score of 
2 was assigned; if the color was given, a score of 3 
was assigned; and if a license number was given, a 
score of 4 was assigned.) 

Discriminant analysis was the technique chosen for the 
final development of the model, because it is 
particularly well suited for separation of groups based 
on the relative importance of the variables. The dis­
criminant calculation forms a linear combination of the 
discriminating variables called the discriminant func­
tion. The weighting coefficients used in this function 
are a measure of the relative value of the variable in 
separating the groups. Wi th this kno"l'lledge a classifi­
cation coefficient (weight factor) could be derived for 
use in the case follow-up decision model. We chose to 
use a combination of the BMD and SPSS packages for the 
analysis. BMD provides output that is formatted in such 
a way that the calculated values of the discriminant 
coefficients are more easily traced to the actual values 
of the variables. SPSS, owing to its superior data 
management capabilities, facilitated extensive experi­
mentation in variable design and recoding. The values 
calculated by the two packages. are not significantly 
different. (See Appendix E for a technical discussion 
of discriminant analysis.) 

• Analyzing offender data. The criminal history data pro­
cessing involved the use of several SPSS and SRI-developed 
computer programs. A variety of other statistical sum­
mary and analysis techniques were used to extract 
inferences and conclusions from the data. 
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CHAPTER 3. MANAGEMENT OF TIlE CONTINUING INVESTIGATION: 

Once the preliminary (initial) investigation of the reported 
crime has been completed by the uniformed officer, the case is most 
often referred to the specialized Criminal Investigation Division for 
continuation of the investigation. The number and category of crimes 
referred will be determined by depart~ental policies governing the case 
screening process. 

Although the cases referred for continuing investigation are sup­
posed to be received and processed under a well-structured management 
procedure, this ordinarily does not happen. More typically, the assign­
ment, the investigation, and the decisions about case continuation 
are made by the individual investigator without management input. 

In many agencies the person who gets the referred case for in­
vestigation will be the one who was on duty at the time of referral 
or the one who was assigned to "catch" those cases referred during 
a particular period of the day. The assigmnent -thus is dictated by 
chance rather than according to sound management principles. 

Upon "catching" the complaint, the investigator decides the course 
of investigative action. He/she will informally screen all the cases 
assigned to him/her or accumulated during his/her "watch" and decide 
which ones are worth serious pursuit. Generally, the actions taken and 
reports prepared will be kept in the investigator's personal file, which 
remains inaccessible to all others. Supervisors and other managers 
are kept vaguely informed concerning the progress of a case. As a 
consequence of this process, the investigator generally determines 
his/her own workload and makes decisions concerning priority of 
effort. 

While this kind of investigative routine is lamentable when viewed 
from ti1e management perspective, it nevertheless conforms with the 
facts. 
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A review of the available literature largely confirms the absence 
in police departments of a management system for assigning, coordinating, 
directing, monitoring, and evaluating the overall investigative effort. 

The absence of management control over continuing investigation 
efforts is affirmed by the following comments and observations: 

• When Sir Robert Mark took over as Commissioner of the Metro­
politan Police in April of 1972, he said of his detectives: 
If I don't know what they do to the enemy, but by God, they 
frighten me."l 

• The na·ture of detective work sometimes makes it hard for 
a manager to find out what specific tasks have been done: 
Nevertheless, most departments contacted felt strongly that 
permitting the detective to give ambiguous answers about his 
work was an abdication of management responsibility.2 

• From our observations, the most serious impediment to high­
quality investigative work appears to us to be the traditional 
method of case assignment and supervision. In nearly every 
department, cases are normally assigned to an individual in­
vestigator and become his sole responsibility •..• Supervisors 
do not normally review the decisions he makes or how to 
pursue the case investigation--decisions that are largely 
unrecorded in the case file. Consequently, the relative pri­
ority an investigator gives to the tasks on one case assigned 
to him ~esults largely from the number and nature of his other 
case absignments and from his personal predilections and biases. 
It may frequently turn out that caseload conflicts and personal 
predilections lead an investigator to unduly postpone or im­
properly perform important elem9nts of a particular case 
assignment. 3 

The lack of managerial control over the continuing investigation 
process undoubtedly leads to many shortcomings, such as inequitable 
caseloads, improper assignment of cases, incorrect priority decisions, 
lateness of investigator response, and lack of investigative continuity. 
Unquestionably, the absence of managerial direction in this vital ac­
tivity has contributed in l:10me degree to the di.smal performance of 

1 The Listener, London, England, February 18, 1975. 

2Managing Criminal Investigations, NILECJ Prescriptive Package, 
June, 1975, p. 27. 

3The Criminal Investigation Process: A Summary Report, Rand Corp., 
June, 1976, p. 39. 
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investigative efforts on reported crime in most departments. 

In 1975, only 63 percent of the crimes against the person, 
19 percent of the crimes against property, and 21 percent of the 
11,256,000 reported Part I offenses were cleared by arrest according 
to the D.C.R. In 1974, the percentages for clearance by arrest were 
roughly the same. Since a large number of arrests are made by uni­
formed personnel, the performance record of the investigative process 
may be even poorer than these statistics suggest. 

In light of these facts, police administrators have increasingly 
recognized the necessity for establishing a management sy~;tem for the 
continuing investigation process. In 1973, the National Advisory' 
Commission on Criminal Justice Standards and Goals recommended that: 

"Every police agency should establish quality control procedures 
to insure that every reported crime receives the investigation it 
warrants. These procedures should include: 

a. A follow-up report of each open investigation every 10 days 
and command approval of every continuance of an investiga­
tion past 30 days; 

b. Constant inspection and review of individual team and unit 
criminal investigation reports and investigator activity 
summaries; anC 

c. Individual team and unit performance measures based at least 
on arrests and dispositions, crimes cleared, property recovered 
and c.lseload."4 

Another perspective on the effectiveness of the criminal investi­
gation effort and whether efforts to upgrade it are worthwhile was 
stated as follows: 

The effectiveness of conventional police action is 
directly attributable to the employment of the defensive 
strategy, which by its very nature is restricted to the 
use of a single major tactic--investiga'tion. The inves­
tigation tactic has several basic weaknesses. The most 
serious of these being tha~ its success is predicated 
on the assumption that the criminal has made a mistake • 
..• the investigator's efforts are primarily concerned 
with obtaining sufficient data .••• above all, throughout 
the entire investigative process he is hoping that all 

4National Advisory Commission on Criminal Justice Standards and 
Goals: Police, January, 1973, p. 233. 
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of this effort will cUlminate in sufficient data to al­
low him to make an arrest. From this point of view, 
the investigation may be described rather accurately 
as being a process of "wishful thinking" .•. 5 

While it may not be clear ho,,! much improvement can be achieved 
by establishing a management system in the continuing investigation 
process, it seems reasonable to assume that some improvement is like­
ly in comparison with the non-managed process. And even if there is 
little or no improvement, the manager will at least be able to make 
intelligent decisions about resource allocations and alternative 
courses of action. 

In establishing the management system for conLinuing investiga­
tions, the overall goal should be to increase the number of case in­
vestigations of serious crimes that are cleared by prosecutable arrests 
of the criminals responsible for these crimes. 

Objectives of a managed investigation process could include; 

• Assigning case investigations more effectively 

• Improving on the quality of case investigation and preparation 

• Monitoring the progress of case investigation and making 
decisions about continuation 

• Evaluating results on the basis of investigative outcomes. 

The supervisor of the investigative unit, as is the case for all 
managers, should be held accountable for achieving stated goals and 
objectives through the effort of his/her team. The supervisor must: 

• Organize the unit 

e Establish work schedules and deploy resources 

• Determine effective and economical assignment policies 

• Organize workload~ 

• Assign cases on an equitable and skills basis 

• Make decisions about "exceptional" investments of time 
to certain cases 

5Crime Control Team--An Experiment in Municipal Police Depar"tment 
Nanagement and Operations. Elliott and Sardeno, 1971. 
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• Coordinate and direct the unit's investigative efforts 

• Develop required records to facilitate direction, monitoring, 
and evaluation of efforts 

• Supervise personnel on a continuous basis 

• Evaluate performance 

• Train and develop investigators 

• . Promote a rapport with internal and external units that affect 
the ability of the unit to meet its goal" 

Other management activities may also be called for. However, the 
above listing should be a good starting point. 

In organizing the unit, the supervisor must make decisions about 
hours of operation, deployment of investigative personnel based on 
workload needs, and whether investigators will work alone, in pairs, 
or as part of a team. 

Many agenr.ies place stress on the economic advantages of having 
investigators work alone and reject the "luxury" of a partner approach. 
However, the mix of resource use is limited only by the imagination 
of the supervisor or the requirements of a fixed policy that mandates 
a particular assignment pattern. 

One of the most important decisions to be made is the assignment 
of a referred case. Not only must the manager consider current case­
loads, but he/she must also assess who has the skills required to bring 
the case to a successful conclusion. If the case is of low-level priority 
or the investigative abilities and skills of each member are reasonably 
equal, this assessment need not involve more than a quick judgment. 
On the other hand, if the case is very serious or will require special 
skills or expertise, a reasoned judgment must be made as to who is best 
qualified to conduct the investigation. If putting the right investi­
gator on the case requires a re-shuffling of workloads, the manager must 
make this decision. 

Such a judgment obviously assumes that the supervisor knows the 
investigative backgrounds, strengths, and weaknesses of all of his/her 
personnel. In units with many investigators, it may be necessary to 
develop a skills profile of each investigator for the supervisor's 
reference. 

Case assignment records should be maintained by the supervisor 
to ensure adequate and timely information concerning case assignments 
and ensure proper review of investigative progress. Such records would 
indicate the date the case was assigned, the category of crime, a list 
of review decision dates, and close or continuation information. (A 
sample of such a record is included as Appendix 4-A.) 
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The supervisor should also maintain a record of the distribution 
throughout the unit of case assignments. Assignment of unequal case­
loads, unless done deliberately for good reasons, can be self-defeating 
for effich'nt and eff€:ctive performance. (A sample case distribution 
chart is shc..wn in Appendix 4-B'.) 

Clearly, the supervisor should also be knowledgeable about the 
activities undertaken by criminal investigators. A suggested listing 
of such activities is outlined in Appendix 4-C of this chapter. The 
list is by no means exhaustive and can be expanded or shortened depend­
ing on iocal agency requirements. This listing of activities might 
later be developed into a report that provides needed information con­
cerning the amount of time spent by the investigator in development of 
the investigative plan, interviews, office activities, records searches, 
and field investigative. efforts. 

One recent research study6 found that investigators' time in 
several different agencies was generally spent as follows: 

l. 

2. 

45 percent on non-case work 

• Administrative assignments 

• Speeches 

• Travel 

• Surveillance of specific loc,"'tions 

• Etc. 

55 percent on case work, broken down as follows: 

• 40 percent (22 percent of the total) investigating crimes 
that are never solved 

• 12 percent (7 percent of the total) investigating crimes 
that are sobled 

• 48 percent (26 percent of the total) on cleared cases 
after arrest. 

While these percentages may not reflect the breakdowns in every 
agency, they at least furnish some idea of how investigators' efforts 
are currently allocated. 

If avery investigator were required to prepare a Daily Activity 
Plan/Results Report, supervisors wou'ld have a way of monitoring their 
ac·tivities and of eliminating duplication of effort by investigators. 
It would be possible to use one investigator to do the work of two or 
three who are all in the same locale to do the same thing. (A sample 
report format has been included as Appendix 4-D.) 

6The Criminal Investigation Process--A Summary Report. Rand Corp., 
June, 1976, p. 16. 
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Another very important responsibility of the supervisor in mon­
itoring case investigations is to review progress on a regular basis 
with each of the investigators so that decisions can be made as to 
whether various investigations should be continued. The investigator 
should be required to make a recommendation. If his/her recommendation 
is to continue, the investigator should be required to show why he/she 
believes the case can be solved. 

The supervisor must be accountable for the decision reached. 
If the case is an exceptional one, the supervisor alone bears the re­
sponsibility for the decision to continue the investigation. (At 
some point, the commissioner must be told that his daughter's stolen 
bicycle case will not be solved!) In all other cases, the supervisor 
must make a "hard-nosed" assessment based on the principle of diminishing 
returns. He must recognize the inadvisability of investing consider­
able additional effort to go from say 85 to 90 on the "likelihood" 
scale when the chances of success are still u.ncertain. He must decide 
that the investigation is to be discontinued when further effort would 
be neither el:;onomical nor productive. The time for making this de­
cision will depend on the seriousness of the crime, the information 
available, and the political factors, if any. 

This type of decision-making rpview of the status of an investi­
gation can only be done when the investigator is required to analyze 
the information in the case, prepare an investigative plan, and main­
tain a case folder that is current and complete. While such a procedure 
is not generally followed at present in most departments, a policy 
decision can change the situation virtually overnight. 

Upon receipt of the preliminary investigation report, the inves­
tigator should carefully analyze the amount and quality of information 
supplied. An experienced investigator will look for the solvability 
fac·tors as well as the unusual aspects in the case. (Many of the 
questions for which the investigators should seek answers have been 
included in Appendix 4-E.) It should be clear that a well-constructed 
preliminary investigation form (as discussed in Chapter I) will provide 
the bulk of the information needed and will substantially reduce the 
amount of time ne8ded to conduct a case analysis. 

Once the analysis has been made and a decision reached that the 
case should be investigated further, the investigator should develop 
an investigative plan. After the approaches, strategies, and work 
format have been outlined, the plan should be discussed with the super­
visor. There should be agreement as to the decision to continue, the 
appropriateness of the plan, and the first review date to further 
decide on continuation. 

The steps to be completed are recorded on the Investigator's 
Checklist in Appendix 4-F. Each agency should expand on this basic 
list, based on needs, priorities, and organizational structure. 
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A folder for each case should be established, containing complete 
and current records of the status of the case: 

• An index sheet to record inclusions 

.. A copy of the initial investigation report completed by the 
uniformed offic~r 

• A copy of the case analysis 

• An investigative plan 

• An investigator's checklist (See Appendix F) 

e A list of review dates on case progress 

• Supplementary investigative reports 

8 Photos 

III Lab reports. 

Each case folder becomes the property of the unit and not the in­
vestigator. The supervisor, not the investigator, controls the accesss 
to the information. Other investigators seeking information on the case, 
or access to the folder, should seek approval from the super~isor. This 
rule not only maintains the integrity of the information but facili­
tates the supervisor's task of coordinating the unit's entire investi­
gative effort. 

Another critical responsibility of the supervisor is to measure 
the efficiency and effectiveness of the unit's, as well as the indi­
vidual's, performance. While not perfect, one common measuring stick 
is the number of cases cleared by arrest. 

To evaluate the results of activities and determine performance 
levels, it will be necessary to develop several summary information 
report forms. ~lost departments already have such forms. The following 
forms should be adequate, provided they are kept relatively simple in 
format: 

• Investigator's Monthly Workload Report 
(Troy, N.Y., Police Department) 

Provides basic information on cases assigned, dispositions 
of cases, alJ.d arrest information. Also requires a separate 
accounting for exceptional clearances (Appendix 4-G). 

• Unit Monthly Workload Report 

Provides the same basic information, for the entire unit, 
as the previous report (Appendix 4-H),. 
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• Monthly Arrest/Clearance Performance--Individua1 Investigators 

Provides information on individual performance for each member 
of the unit (Appendix 4-1). 

• unit Arrest Performance--Prosecutor Acceptances 

Provides information on prosecutor acceptances of arrests. 
Similar information for each investigator could be revealing 
of individual performances (Appendix 4-J) . 

These report forms provide basic information on the performance of 
the individual investigator, the overall performance of the unit, and 
the relative performance of each investigator as well as an indication 
of the quality of the investigative effort as viewed by the prosecutor. 

Many other reports could be developed to measure performance. It 
is also recognized that there are other factors that impact upon the 
performance of the individual investigator as well as the unit, and the 
manager must carefully consider all those factors before arriving at a 
decision concerning the effectiveness of an individual investigator. 

As far as can be determined, few ~nlice agencies have instituted 
a formal system to manage the continuE::"'- westigation process. The 
Troy, N.Y., Police Department established a system to deal with this 
function several years ago. While the department is a relatively small 
one (12 investigators), some of its methods could profitably be used by 
substantially larger departments (Appendix 4-K). 

In summary, con'tinuing to do business as usual, with the investi­
gator making his/her own management decisions, will only perpetuate 
the very dismal record of cases cleared by arrest. 

While it is not a certainty that substantive improvements in 
investigative performance will occur once management assumes control of 
the investigative process, it is reasonable to assume that improvements 
are likely. If improvements do not occur, managers would at least be 
able to make more responsible decisions about allocation of resources 
and alternative courses of action to deal with the continually escalating 
crime problem. Indeed, the police administrator may find tha't the 
present investigative process is an exercise in wishful thinking. 
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APPENDIX 4-A 
CASE ASSIGNMENT RECORD--INDIVIDUAL INVESTIGATOR 

NAME OF INVESTIGATOR ___________ _ 

Date Case 
Assigned 

co 
lJ1 

case 
# 

category 
of 

Crime 

Review Decision Dates 
10 I 20 I 30 I 40 

Closed on 
Date 

Closed with Results 
(Briefly Describe) 

Reason for Close or 
Continuation 



APPENDIX 4-B 
CASELOAD DISTRIBUTION--WEEKLY REPORT 
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APPENDIX 4-c 

TYPICAL ACTIVITIES ASSOCIATED WITH CASE INVESTIGATIONS 

• Develop an investigative plan 

--Analyze the case and available information 
--Determine which investigative steps are of highest priority 
--Define the steps to be taken to best approach the crime 
--Assess the potential information sources. 

• Confer with superiors concerning the plan. 

• Discuss the case with other specialists and appropriate 
uniformed officers. 

• Telephone the victim (and mnke ru1 appointment, where appropriate) . 

• Interview the victim, witnesses, and potential witnesses (e.g., neighbors). 

• Make other telephone contacts. 

o Conduct a records search. 

• Transmit official APB/s, etc. 

• Conduct required surveillance. 

• Prepare required reports and records on case progress. 

• Contact other governmental agencies. 

• Travel in connection with investigative effort. 

• Interrogate suspects or prisoners in custody. 

• Arrest and process the prisoner. 

• Confer with the prosecutor. 

• Appear in court after the arrest. 

• Other. 
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APPENDIX 4-D 
DAILY ACTIVITY PLAN/RESULTS REPORT 

NAME 
DAY OF WEEK AUTO ------------------~--------

----------------
DATE COMM FREQ. -----------------------
Time of day: Nature of 

Category of Compl. Time Results 

From to Activity Location Case # Crime Activity Spent of 
Yes No (in Mins.) Activity 

OJ 
OJ 



API'ENDIX 4-E 

QUESTIONS THE INVESTIGATOR WILL SEEK ANSWERS TO 

• Was the victim injured? If so, to what extent? 

• Is the criminal known to the victim? 

• Was a suspect harmed? Identified? 

• Was the criminal armed? Type of weapon? 

• Can (or will) the victim identify the criminal? 

• Was a usable description of the criminal obtained? 

• Is there anything unusual in the description? 

• Were there witnesses? 

• Was a motor vehicle used? Tag number? 

• Were serial numbers on stolen p~perty provided? Available? 

• What was the value of the property stolen? 

o Were fingerprints obtained at scene? 

.. Is there other physical evidence? 

• Was there a familiar M.O. pattern? 

• Have other similar type crimes been committed in neighborhood? 

• What amovnt of publicity is likely? 

.. Was it a part~cularly heinous crime? 

~ Were special interests involveu? 

• Other (etc.)? 
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APPENDIX 4-F 
INVESTIGATOR'S CHECKLIST 

• 

.. 
• 
• 
• 
• 
• 
• 
• 
• .. 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 
• 

ACTIVITY \ YES NO COMMENTS 

Victim interview~d in person 
It " by phone 
It It at home (if not, explain) 

Witnesses interviewed in person 
" " by phone 

Residential/commerical neighbors interviewed in person 
" II " " by phone 

Officer on scene interviewed in person 

Crime scene visited 
crime scene searched 
Area of crime canvassed 
Fingerprint search conducted 
Photos taken at scene 
Other forensic support provided 
Physical evidence search produced leads 
M.O. files searched 
Photos of known criminals viewed by victim 
Major offenders filed accessed 
Local hospital records search (if appropriate) 
Prison records on rec~nt releases checked 
Parole file checked 
Local Police Departments checked 
Checked recent aliases 
Informant's file checked 
Unit members checked for information sources 
ETC. 
ETC. 
ETC. 
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APPENDIX 4-G 

INVESTIGATOR'S MONTHLY WORKLOAD REPORT 
Adapted from MeI Manual( cf. p .. 151 

fL~:l ~ N~..:1(! >lonth "111",,,oro. -----~~:~-- ~E'.-:~ .: I 
C.>uaya lvorkcd ThhJ Honth -,--__ 

}'irst Nacl! Ronk u 
'I 

. ...,-....-..... I, 

niS'I'RiJCT!O~S: Each inve:;tigator UlUllt submit th1:l rCllol.'l: Hlth:ln three workinu days folloHing the lust day of each month. 

'I ' 
Cocplctc all npplicnblc portionn ?ut ~cnvo ? columns blrtnk •. Sien and date completed report nnd submit to 

niv1~i~~~de~ -...... SW""'f __ -, ..... t:1.~,.,~, "' __ ~~_0Sl0<~""'~""-'~.~ __ o;t.....-----__ 
I CASES DISPOSITIONS ' !\It1{[STS 

, 

'Sy.cePti~~ :::nac"tivG!. 
.-

'f"l?ES OF CASES ; Activo £It New CLlDes l'o tnl C;(lIII':1 1I~lrOe~ Gl.t':\l·cd7 Ae tiv{! Cn:Hnl 11 1;),-
~..- ! Stnrt of ~ RccclVt\u q. .~orlttHl On 5 IIv At'rl'!;:: 8.cnr.~l..r:..c '. ~X-- End of HO!lth 

! l,!('~ th 'rId <; \,1,"1 tl~ Ud_!!J:l!;tlt~h_ -1~'-_7_ :r-!& !1.1. fiT· ~~ .!~I"C'n i l_~ ~±1-

~ 
. ---

i 
Homicide i 

I 

Rane I .-
f 

Ass3ult .-
Rcbbor\" 

, 
Dl.!rP.lot'v I 

Gra~d T.arcen~ I.: 
Pett\· !.c:,c~:\y 

A'..!t;o 'l'reft 

~.!!"cotic 'liolo 

G~:::bliM Viol. 

Gun 1''2rl:lil: App. -+-, 

Police AOE. 

I . 
/,11 Others 
~,_J"I~_._ ,--- . --.-....~ tCIII""'" ~ .......... ......., 

~~T-T~~T I 1,-- _. •• QoI ... 

Tot~l Ca$clond,~ . . . ,,~ 
'," O!-l P.EVERSE SIDE, LIST EXCEPTIONAL CLEARANCES ON A. CASE-B'l-CA!;E llASIS. 

TPD~005 



offer:seS Cleared by Arrest 

An offen .... !;' 10 "cleilred by <lrrcst" ~hen at least One penon i':> {l} arrested. (2) chargC'd 
w::.th the >;:ctrU,!:<::>ion of th~ offense, and (3) tUrm.'!d ove.:c to the court for p~duction 
(whether fo11ow1n9 arrc:)t. court sun:mon$ -or pall.ce l'loticc). 

Keep Cle.lrly in mnd t!1-3t offcn~l£!$ and not Qrre!)ts arc bClng counted. It rr.ak.es no 
difforence hoW' ml.n¥ atc ~rr<,,;ted. There can he nc-.- morc Qffer.SC5 cle>ilrcd thdn offenses 
th<1t occurred. 

If ::.,:.-;v(!ral pC'r:';on.s cat::!.O.it 1 -;.;rirre and only I .15 arn.stcd and char<Jcd~ list th~ crinc 
4~ .;lcarcd by arrest. men the other offenders oJ.re arrcr:;ted ! SolY. in the fle:xt. l'IOnth) 
do not ll.!:lt ol clearance by arre~t oJ. zecond tl..I'ilC for the Orle offen;:;e. 

Sever')'1 Crl!'l(;!~ r...a.y lJc cle.:lrcd by the arrest of t.me pl'r..;on. 

!:xat:::llp,5 

.~ nan CGn.:J.it,'.l C1urder. He- i$. arrc~ted. chargcd# oJ.nd turned ~vcr to tht!' CO>lrt • 
..:. Fl.v(' thl.cvEls lJre.lK luto a. warehouse. \tou a:-r!\!ct iUld charge one of them. Score 

1 offeno:.c of bUrglllry - breruCl.ng or enterj,ng, and 1 UllclJ offec.s£> ~lcar(>d by 
arrc'3t. L.J.tcr the ether four thieves are .lrre!>ted and charged. The one oU('ncc 
ha:;.. already been hsted ac deured by arreS1:. 

3. '~fOU 1rlentify a suspect wl.th fl.vC bl.Jt"91aries. You <lrrest bun and charge him wl.th 
the five offense". These;' offense:> ilre cleared by th(> arrest of 1 Fer5c.n. 

Exccptior.<ll :.lcaran::el) 
In certa ... n v('rj practl.cal situutions, th" police arc not .:mlc to') follow 't!~e three 

'3.":.C'p5 outlined .:ilia\'<' for: a "clcarur..ce by arre~t." Yet th'Y.l" have clone evcryt:hinq po:;siblt· 
1.'" ordor t;:, :;:~(.i1r tlle c.)sn. 1£ 3.11 tr,C! fr.ollcwing qll!'5tions can he ans"",::-rcd "yes". th(,n 
the offt'r:;:;;: may be h~ted as cll,~.lrcd. 

1. fla,[;; the ;i,nvcshgab.cn Ct:,-finitely cstabhshcd the l.dent1ty of the offender? 
t.. Is there f'Dou'1h infoIr..ation to $l,.lPPQrt an arreot, cha.rge. <lnd tutn.1ng evcr to 

the court for pro5~~ution? 
3. n., you know tht· exact location of the offender 50 that you could taF.c hu!\ into 

C'u3tody nO"' ... ? 
4. Is U":'rC' $o:::e- reason outside the police control that 5topS you from arrcst1ng. 

ch,lrging. and pr03ccutinq the offender? 

An offense c;W be cxC"cptl.onally cle.J.red wh(:n it. f31b into c;--;t> ()f t'w fol!cwing 
cat<:>gorie!1: 

1.. Suicide of th~ offender (the person responsiblo is dead}. 
2. r:ouble murder (two person!;! k:z.ll each other) .. 

\0 3.. Deathbed cQnfp.!;.'J;ic.n (the person responsible dies after nt.'1king the conicr:lsion.). 
f\.) 1. Offender killed by police. 

S. Confc:;'pian by offender illr~ady it:. your ct1lltody or serving scnt~nc(' (this ).5 actu.llly 
a v."lriation of a tru!l clearance by arrest - yOu would not "apprehend" the offender 
but ir. r:Y)!Jt ci tuations ll.ke thio the. offender would be prosC'cutcd on a new charge). 

6. 1\n offender prc::;ccuted in <mother dty for a different offense (you atu..mpt to 
return hilll for prosocution~ but the other jurisdiction will not release to you). 

7. E:xtraditlOn 19 dcnicd. 
O. The Vj,ctirn .refuse::. to cooperate in the: prosecution (this does not "unfound" tllc 

offensCc and tho answer llIU5t still be "yes" to the first threo qucEitions above~. 
'J. For s"re reason outoide your control, a.'l offender is prot~c1ttCd for a 10'>5 soriou<J: 

-char9<:! than that for whi..:h you arrested hil:l 'such as .:1 charge of reckless ddving 
for a negligent tlan::>laughte!:' offense - tile offense remains the flaMe). 

10. The- ;andlip9 of a juvenile o£fenck>r eithilr orally or by written notice in parents 
in irwtancof.l inVOlving r.u.nor o!;fense:J such as petty larceny. No referral is m:;1dc 
to juvenile C01.i:rt on it 'Ut:t~r of publicly aec£'pted pohee policy. 

Note: The r;eeavery of property does not clear a case. Tho clearance of a case 
as disCU;;ed here dotJs not ha .... e anything to do with when you t1lay "close" <1 Cd::;C or 
di::;continue active il.1vcst1g:lticn. 

'~~M;;;~=d"~==_~'=~"-=--·"·'··I 

c/o CASE NO • 

. ~ ... 1===3.m mJ~ ___ ·I __ ~_I_l_. __ J~_ 
~D~ I _. I--l f--
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UNIT MONTHLY' WORKLOAD REPORT 
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APPEr0IX 4-1 
ARREST/CLEARANCE PERFORMANGE--MON'l'RLY 

CASE LOAD 

Name of 
Investigator 

Active 
at 

Start of 
Month 

Ne~ 

Cases 
Rec'd !potal 

Unfounded 
# I % 

DISPOSITIONS ARRESTS 
Cleared! I 

by Exceptional Closed: Active Cases # of 
Arrest Clearance I No Results I End of Month II Adult /JUVenile II"PiCk-UI 

# I % # I % # I % Arrests' 
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APPENDIX 4-J 
UNIT ARREST PBRFORMANCE--PROSECUTOR ACCEPTANCES--MONTHLY 

Categor"i' 

Murder/ 
Manslaughter 

Forcible 
Rape 

Aggrava:ej 
Assault 

Robbery 

Burglary 

Larceny/ 
Theft 

Motor 
Vehicle 
Theft 

\0 
Ul 

I # Rec'd 
for 

. Investi-
gation 

# of Arrests 
# # Cleared Acceptable 

Investi- by for 
gated Arrest % Prosecution I I # of I I # of Arrests I I I # Accepted 

Arrests Accepted/Not # of and 
% Rejected % Prosecuted % Arrests Prosecuted 
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Manual 
for the 

Investigative Assignment Report 

City of Troy 
Departmen't of Public Safety 

55 State Street 
Troy, New York 12180 

518/270-4411 
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INTRODUCTICl~ 

Police agencies at all levels of government have experienced continuing problems 
regarding the management of investigative activities. Among others, these problems 
involve: 

••• unequal distribution of caseloads among available investigative personnel • 

••• uneven performance by individuals from time to time indicating the n=ed for 
praise, assistance or additional training • 

•.• carrying cases on an open or active basis far beyond the time when they are 
likely to be cleared • 

••• delays in case completion due to the illness or absence of the principal 
j,nvestigator when cases c:re carried on an individual basis. 

These problems lend themselves to some reduction through the application of a 
system for carefully assigning accountability and for measuring the effectiveness of 
individual effort. This manual describes a new system. which is being implemented by 
the Troy Police i~ an effort to increase public service through more effective 
in\restigative efforts. It is expected that in the initial stages of this new program 
adjustments may be needed. As their need becomes evident~ changes can and will be 
made. How evident they become depends upon each member I s willingness to recorillllend 
inprovements and adjustments. 

The basic purposes of the new system are to: 

••• assure that each member receives his fair share of available assignments • 

••. timely progress and follow-up efforts are achieved . 

•.• department-wide information is readily available on the status of cases • 

••. cases are terminated when further effort appears unwarranted. 

of Public Safety 
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I. ASSIGNMENT PROCEDURES AND HEHBERS I INVESTIGATIVE DTUIES 

The Commanding Officer of the Criminal Investigation Division shall be 
responsible for assuring that all cases and work assignments coming to the Division 
are properly assigned to a principal investigator. The member to whom a case or 
assignment is given shall be responsible for assuring that all appropriate investi­
gative procedures are followed; progress reports are submitted as required and 
cases resulting in apprehension are properly prepared for presentation to proper 
judicial authorities. In addition, they shall be held accountable for assuring that 
all property and evidence recovered through their efforts are properly disposed of 
through return to rightful otvner, delivery to proper courts for presentation as 
evidence or by means established by law and departmental procedure. 

II. PAPERHORK PROCEDURES 

A. Each case or activity to which an investigator is assigned shall be given 
a Divisional control number through the use of the Investigative Assignment Report 
(TPD-005). The Division desk officer or clerk on duty shall be responsible for 
completing the IA Report. 

NOTE: 

B. Each IA Report is composed of three parts: 

1. Original (tan) this sheet is the master copy which is filed 
ntmcrically by Control No. and prepared and maintained by the CID 
desk officer or clerk. 

2. 1st Copy (pink) This copy is the file copy maintained by the 
Commanding Officer of CID and filed by progress report due date. 

3. 2nd Copy (yellow) This copy is the investigator's working copy 
ma-;.,..,tained and retained by the investigator assigned to the case. 

INS13.iTCTlO'jS FOR PREPARATION OF INVESTIGATIVE ASSIGNMENT REPORT - - - - - . 

INVESn~nVE ASSIGNMENT REPORT 
CONTROL NUMBER 

Troy ?:liiee A 1 0013 
T? D-CCS (a[73) 

NATIJR: OF ASSlGNMENT 

2 
DATE CASE RECEIVED 

3 
COY?!..A!~J.!.NT'S NAME ,"mT'Glf ""ONEO ~OATE CA'E 6"GNEO 

4 
DISPOSITION 

10 
PROGRESS REPORT DUE 

o UNFOUNDED o FILED-;-INACTIVE 1 
EXCE?TION~L CLEARANCE (Check Type) CLEARED BY ARREST PROGRESS REPORT RECEIVED 

d Complainant Refused to Prosecute o A~ULT-Felony 8 o Death of Offender o ADULT-Misdemeanor 
DATE CASE CLOSED/FILED o Prosecuted Outside Agency o ADULT-Violation 

9 o Other o JUVENILE 

The initial step in report preparation is to place the departmental report 
Control Number found on the original incident report in the space marked 
(A) on the sample above. This ,viII assure that all related documents and 
reports are easily identified. 
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Desk office= or clerk, upon receipt of case report or other need for assignment of 
investigator,shall prepare the above report form by completing areas numbered 1, 2, 3, 
4 and 6. All copies of the form,along with related reports,shall be given to "the 
Con@anding Officer of CID. 

The Comrnandlng Officer of CID shall revie,,, each case report or ,,,ork assignment and 
shall insert the assigned investigator's name in a"7ea tIs. He shall also indicate the 
date for the submission of the initi~l prog~ess report in area #7. He shall retain 
the pink copy of the form and return all other papers to the desk officer for proper 
distribution and filing of the original assignment card. 

It-.'FOID'1A,TION TO BE ENTERED IN EACH OF THESE AREAS IS LISTED BELOH': 

1. CONTROL NO. A four-digit number has been pre-printed in red on each of the 
IA Report cards. The CID file clerk files the tan master card in numerical 
sequence according to this number. This Control Number is the Cln reference 
number. The clerk will enter the Information Services Control Number (found on 
original incident report) immediately to the left of the Red number. 

2. NATURE OF ASSI~IENT Listings in this 'box describe the type of crime or 

3. 

incident that is under investigation. (Examples: burglary, robbery. assault, 
pistol permit, etc.) 

DATE CASE RECEIVED Information to be entered in this box describes the date 
that the Criminal Investigation Division receives the case r~port. 

4. COMPLAINANT'S NA}ffi In this box the last name, first name and middle initial 
of the individual or the business or private organization listed as the complain­
ant or vi~tim in the investigation. 

5. INVESTIGATOR ASSIG~ED This box lists the name of the investigator assigned to 
the investigation by the CID Commanding Officer. 

6. DATE CASE ASSI~rm Information to be entered in this box describes the date 

7. 

that an investigator is assigned to the case by the CIn Commanding Officer. 

PROGRESS REPORT DUE DATE 
report on the investigation 
(Example: 6 ~ov 73, etc.) 

This box lists the date that the first progress 
is due for revie-.;. by the CID Commanding Officer. 
See Case Activity and Termination Schedule. 

8. PROGRESS REPORT RECEIVED This box lists the date that the CID Commanding 
Officer receives the case progress report from the investigator assigned to the 
investigation. This date should coincide ,.ith the date' listed in BoX #7. 

9. DATE CASE CLOSED/FILED This box lists the date the case is closed by arrest. 
exceptional clearance, determined to be unfounded or filed - inactive. 
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10. DISPOSITION This box lists the method in which the investigation has been 
terminated. Cases are terminated in Out:! of four ways: 

A. Unfounded This disposition is used when the assigned investigator and th 
CIn Commanding Officer determine that the complaint and/or crime in fact never 
occurred or is not substantiated. 

B. Filed-Inactive This disposition is used Hhen the CID Command:'ng Officer 
and the assigned investigator have determined that all investigative le?ds have 
been exhausted after a thorough follow-up investigation. The case remains open 
but inactive. 

C. Exceptional Clearance (Check Type) 

Complainant Refused to Prosecute This box is to be checked when a 
follow-up investigation reveals that the complainant in the case refuses to 
prosecute and the case cannot continue on its own merits. 

Death of Offender Self-explanatory. 

Prosecuted Outside Agency This box is to be checked when an investigation 
is conducted by this Department and prosecution of charges is handled by 
another agency. 

2ther - This box is to be checked when non-criminal assignments (permit investi­
gations, etc.) are completed. It may be used also for criminal case clearances 
.listed on the reverse of Monthly Horkload Report. 

D. Cleared by Arrest 
Adult - Felony This box is to be checked when the case is cleared by the 
arrest of an adult on a felony charge. 

Adult - ~sdemeanor This box is to be checked when the case is cleared 
by tna arrest of an adult on a misdemeanor charge. 

Adult - Violation This box is to be checked when the case is cleared by 
the a~est of ~~ adult charged with a vi~lation. 

Juvenile Tnis box is to be checked ~Yhen the case is cleared by the 
arrest of a juvenile. 

PAPEB.-,,'ORK PROCEDURES TO BE COMPLETED BY CrD DESK OFFICER OR CLERK 

1. The completed form is properly distributed; tan copy to master file;' pink copy 
to CID Commanding Officer; yellow copy to assigned investigator. 

2. Tne CID Desk Officer or Clerk posts ~ndividual investig~tor monthly tally sheets 
and up-dates them on a continuous basis. 

3. The CID Desk Officer or Clerk up-dates the IAR master card as needed. 

4. Near the end of each month the crn Desk Office~ or Clerk prepares the monthly 
tally sheets in triplicate and submits tally sheet to individual investigator 
for review and signature. 

5. Aft~r the three-copy monthly tally sheet has been reviewed by the individual. 
investigator and the CID Commanding Officer, the originai copy is returned. to 
CID Desk Officer or Clerk; a copy is given to CIn Commanding Officer and a copy 
is retained by the individual investigator for his personal records. 
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PAPERHORK PROCEDURES TO BE COHPLETEO BY CIO COl-NANDING OFFICER 

1. CID Commanding Officer determines and completes the portions of the form 
relative to the progress report due date and the investigations assigned. 

2. CID Commanding Officer retains the pink copy of form and files it by th~ 
"Progress Report Due Date" and/or investigator assigned. 

3. CID Commanding Officer reviews progress reports on their appropriate ~ue dates 
and assigns additional report due dat~s as necessary. 

4. As cases hear completion, CID Commanding Officer and assigned investigator 
review appropriate case and determine proper disposition to be entered on 
master Investigative Assignment Report form. 

PAPERHORK. PROCEDURES TO BE COHPLETED BY cm INVESTIGATOR ASSIGNED TO CASE 

1. Investigator receives completed y.ello~v IARS card from CIn File Clerk along with 
related reports (incident report, application forms, etc.) 

2. Assigned investigat.Jr continues assigned case investigat.ion and files progress 
reports on appropriate due dates (TPD ____ Supplementary Report> etc.) 

3. lihen assigned case is nearing completion, investigator submits final report to 
CID Commanding Officer for review and enters proper disposition on Investigative 
Assignment Report form; retains yellow IARS card. 

4. After consultation with CID Commanding Officer, assigned investigator advises 
CID File Clerk of proper disposition entry on Investigative Assignment Report 
master card. 

5. Investigator receives individual monthly tally sheet in triplicate from CIn 
Desk Officer or Clerk, reviews and makes needed changes, and submits final tally 
sheet to CIn Commanding Officer for review. 

6. After review of individual monthly tally sheet, C ID Commanding Officer and 
Investigator each retain a copy ~nd return original to CID Desk Officer or 
Clerk for master file. 
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CASE TERHINATION 

One of the most discouraging aspects of investigative work is having to submit 
p~riodic reports on cases that have turned completely cold •. Requirements of re­
visiting victims and witnesses, re-examining physical evidence and generally replow­
ing ground already well covered not only produces frustration but also takes away 
from the limited time available to devote to more current (and probably more 
solvable) cases. For these reasons, we are adopting a regular schedule of follow-up 
activity to assure that cases are adequately attended to but not to the point w·here 
the added effort is wasted. No schedule of this type can be adhered to ~vithout 
variations. Certain apparently minor cases will sometimes be worthy of "major case" 
status because of the development of a clear modus operandi pattern, a belief that 
the single case represents an escalation of threat or, in some cases, due to the 
prominence of the victim. (Members are reminded that the Commissioner's daughter's 
bike has not yet been recovered). 

In developing the case activity and termination schedule which appears below, 
incidents and assignments were first classified into four categories. They are: 

I Major Cases 
II Felonies' 

III Misdemeanors 
IV Non-criminal Cases 

While the general rule of thumb regarding seriousness of threat to life and 
value of property involved tend to be used, the Commanding Officer of CID.is under 
explicit instructions to categorize each case bearing in mind that absolute dollar 
value (such as everything over or under $100) cannot be applied as the determining 
factor but rather the relative value of loss. This means that he must seek to 
measure the impact of the crime on the victim. Obviously, an old $50 television 
set has far greater relative value to the family of an unemployed laborer than to 
the wealthy busine5~an. It is important to recall that the poor are hurt far more 
seriously by loss than are the affluent. This is not to say that the Department will 
deny service to any person but rather it is to say that the priority and the intensity 
of effort will be based upon the needs of the victim. Such need should take into 
account the extent to which loss is recoverable through insurance. 

The second major factor in the decision as to level of effort must be the 
.likelihood of success of irr .. estigative work. Cases without ~07itnesses and ~-1ithout 
apparent phys~,cal evidence are not likely to develop except through linking similar 
cases through modus operandi analysis. An obviously cold and clueless event should 
be followed up to assure that all available MO data is retrieved and developed. 
Beyond that~ the effort is largely for public relations. That reason alone 
justifies some effort beyond the preliminary investigation but not to the extent of 
removing an investigator from service for an extended period of time. 

Individual investigators should feel free to discuss ehe classification of an 
assignment with the Commanding Officer of CID. They may feel that what originally 
been seen as a case with high potential for solution has turned out to be one of 
many blind alleys with no data developing. 
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Let~~~r to be mailed on day case is assigned 

CID clerk or Desk Officer prepares this 
form letter for mailing in a ~Yindm.J 
envelope by: 

A. Addressing and dating. 

city of troy 
department o·f public safety 

55 state stree'~ 

troy I new york [2180 
518/270-441 [ 

B. Xeroxing L\ card in space provided 
in lower left hand corner. 

C. Submitting to Captain for signature. 
NOTE: Comnercial safe burglaries, 
all other felonies not listed in 
category I - ~~jor Cases, and all 
misdemeanors require that a copy 
of this letter be sent to the victim. 

Dear 

Date 

·The recent case in which you were a victim has been assigned to 

--------~----------~-----------
for follm07-up investigation as indicated on the 

copy of the Investigative Assignment Report below. 

The investigator assigned to this case will be in touch with you to assure 
that a full and complete inquiry is conducted. Should you have any questions or 
additional information regarding the matter, please feel free to contact him 
directly at 270-4434. If you wish to see him personally other than ~.Jhen he may 
visit you, we advise that you call that number for an appointment at a time when 
he is on duty. Any member of the Department will gladly accept any information 
you might have, in the absence of the assigned investigator. 

It goes without saying that we regret the fact that you were victimized and 
that we shall do our u~ost to identify and apprehend the responsible party. Your 
cooperation is essential and very much appreciated. 

Sincerely, 

mag Edwin Bloomer, Captain 
Criminal Investigation Division 

~~ ......... ~---: .. ,..---'~'~"7"~~~~'~"~ r--::.r",...-;-:-·;;-......-:-~~ .... -... ·-;"'+-;.=--
• • ...".. "-. C CONTROL NUMBER .. 

INVESnGAnVE ASSIGNMENT REPORT 
TroY Police 
TPo-OOS (8173) 

NATURE OF ASSIGNMENT 

0013 
DATE CASE RECEIVED 

. COMPLAINANT'S NAME INVESTIGATOR ASSIGNED DATE CASE ASSIGNED 

'DISPOSITION 
PROGRESS REPOt;lT DUE 

: rJ UNFOUNDED 0 FILED-INACTIVE 

PROGRESS REPORT RECEIVED CEPTIONAL CLEARANCE (Check TyP/l) CLEARED BY ARREST 

. 0 Complainant Refused to Prosecute 0 ADULT-Felony 

" 0 Death of Oifender 0 At'ULT-Misdemeanor 11----------------1 
DATE CASE CLOSED/FILED' 

r 0 Prosecuted outside Agency 0 ADULT-Violation 

, 0 Other • .. 0 ~UVENILE . 

~ .•• ~_~."_. ___ " __ lI __ ,-:"-~ __ ~,,.··d:",,, ""-,.j"-~~~J 103 



CASE ACTIVITY AND TERNlNATION SCHEDULE 

First Report Additional Reports ~eriodic Reports Final Action 
CATEGORY OF CASES Due \>lithin Frequency Duration IFrequency Duration Closed Inact:' 

I MAJOR CASES 
Homicides 24 hours daily 10 days weekly 1 year x or x 
Rape 24 hours daily 5 days 2 weeks 3 months x or x 
Aggravated Assault 24 hours 2 days 6 days 2 weeks 3 months x or x 
Armed Robbery 24 hours weekly 1 month 2 weeks 3 months x or x 
Arson 24 hours weekly 1 month 2 weeks 3 months x or x_ 
Commercial Safe 
Burglaries 1~8 hours weekly 3 months monthly 6 lDDnths x or x . 

I 
II FELONIES 72 hours w-eekly 2 months monthly 6 months x or x 

All other felonies 
not mentioned above 

III HISDEl1EANORS 10 days weekly 1 month - - x 

IV NON-CRIHlNAL CASES Variable- x 
generally not normally required 
30 days 

104 



PART III 

TNVESTIGATOR IS NONTIlLY \~ORIa:..OAD REPORT 

1. The CID Desk Officer of Clerk places the last name, first name, rank, Dept. I.D.U. 
in this box. 

2. TYPES OF CASES: This column lists the type of investigation or case assignment for 
~Yhich the assigned investigator is responsible. 

3. CASES - ACTIVE AT START OF NONTIl.: The number of active cases (next to the appropriate 
heading) that the individual investigator is responsible for at the start of the month 
is entered under the column. 

4. Nn~ ~~SES RECEIVED TRIS MONTH: The number of new cases received during the month is 
entered in this column under the appropriate case headings. 

5. TOTAL CASES HORKED ON THIS HONTH.: The total number (adding the number of cases in 
#3 and #4) of cases worked in each category during the month, is entered under this 
column. I 

6. DISPOSITION - UNFOUNDED: In this column under the appropriate headings enter the 
Inumber of assigned cases disposed of as UNFOUNDED as determined by the assigned 
investigator and CID Commanding Officer. 

7. DISPOSITION - C~~~~ BY ~~ST: In this column under the appropriate headings 
enter the numb~~ of assigned cases cleared by the arrest of the perpetrator(s) . 

8. DISPOSITION - EXCEPTIONAL CLEARANCE: In this column under the appropriate headings 
enter the number of assigned cases disposed of as exceptional clearance as 
determined by thr. assigned investigator and CIn Commanding Officer. 

9. DISPOSITION - IR~CTIVE: In this column under the appropriate headings enter the 
number of assigned cases filed as inactive. Cases will only be filed as inactive 
when the CIn Commanding Officer and the assigned investigator have determined that 
all investigative leads have been exhausted after a thorough follow-up 
investigation. The case remains open but inactive. 

10. ACTIVE CASES - END OF HONTH: In this column under the appropriate headings enter the 
number of caseS that are still being actively investigated "at 'end of month. This 
number is arrived at by adding the number of cases within each category in columns 
#3 and #4, taking that total and subtracting the total of columns #6, 7. 8 and 9. 
(Formula - fI3+/!tf - ((/6, 7> 8 & 9)= active cases end of month. 

11. ARRESTS - ADULT: In this column under the appropriate headings (types of cases) 
enter the number of adult arrests made during the month. 
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12. ARRESTS - JUVENILE: In this column under the appropriate headings (type~ of cases) 
enter the number of juvenile arrests made during the month. 

13. TOTt\L CASELOAD: Enter the appropriate totals in these boxes. 

(KOTE: On reverse side are instructions for clearance cases by arrests and 
exceptional clearances. In addition, in the appropriate boxes list all 
cases that are cleared during the month, by erD case number and a 
notation on how the case tv-as (;leared). 

Upon completion, the Desk Officer or Clerk submits form to Investigator for review, 
siguatu~e and dating. The Investigator then submits the report to the Captain for 
revi'?-tv. 
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CHAPTER 4. POLICE-PROSECUTOR RELATIONS 

~he need for closer cooperation between police and prosecutors 
was i~entified in 1967 by the President's Commission on Law Enforcement 
and tha Administration of Justice. Since then, the need to improve 
the linkage between the police and prosecutor has been emphasized in 
other nationwide studies. The American Bar Association, in its report 
on the Urban Police Function,l noted that: 

Few police departments today maintain effective 
liaison with other agencies in the criminal justice sys­
tem or with municipal agencies that deal with problems di­
rectly affecting the police. 2 The adverse results from 
this lack of communication may be numerous. For example, 
prosecutors may regularly dismiss specific types of cases 
on the basis that certain investigative techniques com­
monly being utilized are invalid without informing a po­
lice administrator of this systematic action. In the 
same vein, trial courts may consistently sustain motions 
to suppress evidence because of common police practices 
they consider to be improper, but judges will rarely re­
port this information directly back to a police adminis­
trator or attempt to ascertain the police policy on the 
matter. In addition, staff members in a mayo:t"s office 
who are responsible for preparing legislative programs 
may develop comprehensive proposals on crime control or 
on new programs which directly affect the police (e.g., 
new approaches for dealing with alcoholism) without ever 

lStandards Relating to the Urban Police Function, ABA, New York, (1973). 

2 
Task Force Report: The Police 65. 
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soliciting the views of the police department on pro­
posed legislation. In other words, failures in commu­
nications between a police administrator and other crim­
inal justice agencies or among municipal departments 
can result in a P9lice department's never being informed 
on significant issues relating to police practices, on 
the quality of police investigations (e.g., byassess­
ing the ratio of convictions to arres·ts), on differences 
in policy between the prosecutor's office and the depart­
ment, or on misconceptions by the court about department-­
al positions on a range of issues. Some agencies fail 
to adequately inform themselves about police policies 
(e.g., the failure of a prosecutor to obtain insights 
on the rationale for a police practice in preparation 
for an appellate argument may result in a badly-reasoned 
judicial opinion) or ignore police needs (e.g., inaccess­
ibility of magistrates for review of .. warrants). 

Change has occurred slowly since the ABA issued its report. In 
general, police agencies still maintain at best an informal and unco­
ordinated relationship with the prosecutor. 

Over the years, the most common form of relationship has been 
the personal relationship between the police chief and the prosecu­
tor. The importance of a close relationship should not be dismissed. 
Trust is an important part of any formal police/prosecutor relation­
ship. However, a more systematic, formalized, and institutionalized 
relationship is necessary if criminal investigations are to be 
managed most effectively. 

The ultimate goal of the relationship should be to improve the 
quality of case investigation and preparation in order to lead to a 
greater number of prosecutable cases. 

While some police agencies have maintained informal liaison 
with prosecutors for years, these relationships have not generally 
helped to increase the effectiveness of the investigative process or 
of the prosecutor's work. It is somewhat surprising that a sound, 
formal working relationship has not been universally adopted since: 

• The prosecutor's case load depends on police arrest pOlicies 
and practices, and 

• The police department's arrest performance and effective­
ness substantially depends on the prosecutor's screening 
policy and prosecutorial priorities. 

Benefits of an Improved Relationship 

A comprehensive improvement in their relationship holds many 
potential benefits for both the police and prosecutor. For example, 
a formal system for obtaining feedback can help a police manager spot 
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trouble within the organization on the matter of investigative perfor~ 
mance and evaluate the relative effectiveness of units and individuals. 
It also can help the police manager identify training needs, evaluate 
managerial effectiveness, and identify areas where corruption may exist. 
Importantly, a good relationship will help officers and investigators 
improve their case preparation. Similarly, police feedback to the pro­
secutor can provide important suggestions concerning operating policies, 
procedures, and practices, as well as prosecutor performance. 

Most of the elements of new approaches to managing criminal 
investigations are concerned with internal police agency operations. 
In any effort to iu@rove the management of criminal inv8stigations, 
however, consideration must be given· to the element of a two-way police/ 
prosecutor relationship since this relationship provides the necessary 
external linkage between the police and the next stage of the criminal 
justice process--prosecution. The inputs generated by a meaningful 
police/prosecutor relationship will facilitate the assessment of inter­
nal police policies and procedures which affect the impact of the initial 
investigation, case screening, follow-up, case management, monitoring, 
and reorganization. 

The following sections of this chapter contain suggestions for 
improving the relationship by taking steps to develop: 

1. Feedback and case disposition analysis systems, 

2. Improved quality of investigations, 

3. Methods for assigning responsibility for maintaining the 
police/prosecutor liaison, 

4. Methods for dealing with problems that arise in the rela­
tionship, and 

5. Steps in developing effective liaison. 

1. Feedback and Case Disposition Analysis Systems 

One of the most important questions to ask in the development of 
a case disposition feedback system is: "What does a chief or manager 
need to know in order to improve the investigative effort?" The police 
administrator at least needs to know: 

• The disposition of cases, 

• Why a case was rejected for prosecution, or 

• Why a case submitted by the prosecutor resulted in a dismissal. 

The American Bar Association, like the National Advisory Commission 
on Criminal Justice Standards and Goals, has underscored the importance 
of a case disposition feedback system. The development of such a system 
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is a needed and appropriate project which will encourage the police 
and prosecutor to work together tm-;ard improving the outcome 0f the 
judiciai process. 

The need to establish such a system was addressed in 1973 by 
the National Advisory Commission on Criminal Justice Standards and 
Goals. The Commission recommended these actions: 

Every police agency immediately should develop 
policies and procedures to follow up on the disposi­
tion of criminal cases initiated by the agency. 
This should be done in cooperation 'with local courts 
and prosecuting agencies. 

1. Every police agency, in cooperation with 
local courts and prosecuting agencies, should pro­
vide for the administrative followup of selected 
criminal cases. Policies and procedure should be 
developed: 

a. To identify criminal cases which, be­
cause of extenuating d.'rcumstances or the de­
fendants' criminal histories, require special 
attention by the prosecuting agency; and 

b. To require a police representative to per­
sonally attend all open judicial proceedings re­
lated to these cases, and to maintain close 
personal liaison ,.Ti th assigned prosecutors. 

2. Every police agency should review administra­
tively all major criminal cases in which prosecuting 
agencies decline to prosecute or later cause to be 
dismissed. That review: 

a. Should result in a referral of each such 
case to the concerned officer's commanding offi­
cer for administrative action to correct any po­
lice deficiencies which may have weakened the 
case; or 

b. Should result in a referral of each case 
to the prosecuting agency for that agency action 
to correct any deficiencies for which it may have 
been responsible. 

3. Every police agency should encourage court~ 
and prosecuting agencies routinely to evaluate investi­
gations, case preparation, and the courtroom demeanor 
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and testimony of police officers and to inform the po­
lice agency of those evaluations. 3 

It is significant that the commission suggested thorough review and 
evaluation of pertinent information in order to effectively manage the 
outcome. 

Other questions to be asked concerning feedback systems are: 

• ~Vhat does the police manager have to know to effectively manage? 

• Who has to know? 

• What do they do with the information they receive? 

• When is the process subjected to evaluation and, then, rethinking? 

For example, the Chief of Police may want only major case summaries and 
broad comparative data. On the other hand, the Chief of Detectives and 
Chief of Patrol will want to have ll'uch more detail. In short, as the 
information descends through the departmental layers its form and scope 
wil· change. Another factor to consider is how often various managers 
need informa-tion. (A discussion concerning the development and imple­
mentation of a management information system is contained in the chapter 
ot this manual on Monitoring.) 

For example, the data needed may be the number of cases in various 
crime categories that are: 

a. Presented for prosecutorial screening. 

b. Rejected by prosecutor (with reasons). 

~. Accepted for prosecution. 

d. Returned for investigation. 

Throughout the agency, this information will be needed in different forms. 
The Chief of Detectives may want this information in a form that will al­
low him to identify it by investigative unit or section. Within the 
detective division, commanders of units will have slightly different 
needs for information. A unit commander may require data keyed to indi­
vidual investigators to identify performance. In addition, this manage­
ment information system may need to be designed to provide feedback to 
the manager on individual detective caseload, status of case, and age 
of cases. (The management of case assignments is discussed in Chapter 3.) 

3NAC Report on Police, p. 86. 
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The results of an information needs analysis will facilitate the 
development of feedback forms and procedures. Serious efforts must be 
made to resist developing unneeded forms and data. It is all too common 
for managers to figuratively drown in data generated for data's sake 
particularly when a computer is available. 

While the tendency to create and use unnecessary forms and data is 
a very real and counterproductive threat which must be guarded against, 
a method should be developed to provide a current update on each case 
under investigation. 

Essentially, the informational needs of police managers may be met 
by collecting data from two primary forms, a case feedback form and a 
case workload report. The data may be compiled by any unit within the 
agency. In Dallas, this is done by the Legal Liaison Division. It must 
be summarized for managers. Data from the caseload reports should be 
transferred to a master form and routed to the chief of detectives who will 
summarize the data for the chief. A listing of all data summaries from 
case feedback forms should follow a similar route. 

A simple summary with a line graph to show trends over time could be 
sufficient to keep most police chief executives informed of the informa­
tion they require to raise appropriate questions concerning performance. 

2. Improving the Quality of Investigations 

Identifying the Prosecutor's Needs for Information 

The police investigator must carefully gather all the available 
evidence, evaluate the facts at his/her disposal, make arrests where 
warranted, and present the evidence upon which the charge is justified. 

The prosecutor must then evaluate the evidence, and accept or reject 
the case on the basis of the facts presented to him. If he chooses to 
accept the case for prosecution, he must then prepare the case for trial 
and formally charge the defendant in the manner prescribed by the court 
that has primary jurisdiction over the offense within the geographical 
area in which the crime was committed. When the case is called for trial, 
the prosecutor must then present the case and prove beyond a reasonable 
doubt that a crime did in fact take place and that the defendant committed 
it. 

Through the experience gained in court, the prosecutor is in the 
best position to identify the elements of information that are needed to 
present and substantiate the charges in court. 

The Rand Institute, in its study of the effectiveness of criminal 
investigations, developed a data form on the basis of discussions with pro­
secutors, detectives, and police supervisors. The form contained in­
formational elements judged to be needed to effectively prosecute robbery 
cases. Rand also has indicated that the form can be modified to apply to 
other crimes. It also has potential utility for investigator training, 
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as a checklist in conducting an investigation, as a performance measure 
for investigator supervisors, and as an aid to the prosecutor's office 
in making decisions on complaint filing. 4 

An analysis of the Rand data indicated th~= the bulk of the information 
that the prosecutor needs can effectively be gathered during the initial 
investigation. Jointly developed forms which also serve as investigational 
guidelines may thus be seen as time- and cost-effective, and can playa 
large part in increasing the ratio between cases accepted for prosecution 
and cases presented for judicial consideration. 

It also should be recognized that the 39 informational elements 
cited in Appendix 5 to this document should only be used as illus­
trative material. Each agency must determine the information needs of 
its own prosecutor if any appreciable improvement is to occur. 

Any new forms developed should be evaluated on the mini-max. prin­
cipal. In order not to create resentment because of increased workload, 
no more than a minimum amount of additional effort should be needed to 
generate a maximum amount of useful information. Instruction in the use 
of the new forms can be effectively provided by the prosecutor and his staff. 

Identifying Mutual Priorities of Police and Prosecutors 

Major developmental effort should be devoted to setting forth joint 
investigatory and prosecutorial priorities. Since all offenses committed 
cannot be investigated by police, there is a need for each law enforce­
ment agency to establish priorities of enforcement which are reflective of 
the best interests of the community. If managers fail to set enforcement 
priorities, the determination will be made by each officer at the street 
level. Therefore, the police executive should establish priorities to 
guide his agency in day-to-day general operations. Ideally, those pri­
orities will represent the thinking of the prosecutor as well as the police 
executive. 

Enforcement priorities are set to address major concerns of the com­
munity. Emphasis may also be placed on those crimes which generate other 
crimes, such as those related to narcotics and organized drug distribution 
systems or high-stakes gambling operations. 

A clear understanding of, and agreement with, the enforcement prior­
ities will help the prosecutor's office gear-up for more effective pro­
secution of these crimes. Mutual priorities are clearly preferred in order 
to increase the combined impact of the police/prosecutor relationship. 
But, at least an understanding of the priorities of both prosecutors and 
police should be seen as a necessity. A prosecutor's commitment to the 
priority of prosecution of recidivists, and the knowledge of that priority 
by police officers, will affect the style of their investigation and 

4Assessing the Effectiveness of Criminal Investigation, Volume III, 
The Rand Institute, 1978, p. 105. 
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the speed at which an arrested recidivist will be presented for 
charging. 

Mutual priorities should be seen as preferable because of the pro­
gress that can be made by both police and prosecutors toward e.chieving 
their goals. Interactive goal orientation will tend to bind the two 
elements into a more professional, cohesive, and unified organization in 
the interests of justice in the community. Agreeing on and clearly 
stating mutual priorities also will aid in the development of more effec­
tive approaches to dealing with crime. Examples of such approaches run 
the gamut from special divisionary programs (such as detoxification 
centers, drug rehabilitation programs, and juvenile management projects) 
to high-impact crime units (such as multi-agency narcotics units, and the 
Bronx Major Offender Project). The Bronx Major Offense Bureau Project 
is a good example of an interactive model that can lead to effective 
handling of high-priority offenses. (See Appendix 6.) 

Another interactive model is the operation of prosecutors and police 
investigators who work together as a unit to apply great pressure on 
specific crime operations in order to increase the total impact of the 
criminal justice system on relieving the problem. Pioneer efforts in 
that vein have chiefly been in the area of organized crime task forces 
in which local, state, and federal forces are joined interac·tively over 
relatively long periods of time to achieve their objectives. 

3. Assignment of Liaison Responsibility 

Increased activity to strengthen the liaison between police and 
prosecutors has been promoted by the relatively new concept of the po­
lice legal advisor. While the police legal'advisor chiefly provides 
legal advice and guidance to police, legal liaison units in some agencies 
have been expanded to provide a working link between the police and the 
prosecutor's office. The legal advisor acts as a facilitator of problems 
arising between the agencies by serving as an advisor for police, a point 
of contact for the prosecutor, and a channel for both agencies. Other 
benefits derived from the use of police legal advisors have included 
better preparation of case statistics and identification of training 
needs through the information gathered by the advisor. In Appendix 7, 
a summary is presented of the Dallas Police Legal Liaison project, an 
outstanding example of the use of the police legal advisor. 

The National Commission on Criminal Justice Standards and Goals 
listed the following tasks as relevant to the legal advisor's role. Most 
of these tasks are in support of the overall improvement of c~iminal 
investigations: 

.. Provision of legal counsel to the police chief exec­
utive in all phases of administration and operations. 

.. Liaison with the city or county attorney, the county 
prosecutor, the State attorney general, the United 
States attorney, the courts, and the local bar asso­
ciation. 
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• Review of general orders, training bulletins, and 
other directives to insure legal sufficiency. 

• Case consultation with arresting officers and re­
view of affidavits in support of arrest and search 
warrants in cooperation with the prosecutor's office. 

• Advisory participation in operations where difficult 
legal problems can be anticipated. 

• Attendance at major disturbances--and an on-call 
status for minor ones--to permit rapid consulta­
tion regarding legal aspects of the incident. 

• Participation in training to insure continuing 
legal training at all levels within the agency. 

• Drafting of procedural guides for the implemen­
tation of recent court decisions and newly en­
acted legislation. 

• Provision for legal counsel and ad hoc projects, 
grant proposal development, and special enforcement 
problems. 5 

The Commission also recommended that every police agency with 200 
or more personnel hire a full-time police legal advisor, with larger 
agencies having a legal unit. In justifying the need for larger legal 
units, the commission spelled out its enthusiasm for an effective oper­
ation as follows: 

Among the range of tasks that may be performed 
by police legal advisors, priority should be given 
to assisting police administrators in: 

(i) formulating the types of administrative 
policies that are recommended in these standards; 

(ii) developing law-related programs pertinent 
to increased understanding of the nature of 
the policy function, of departmental policies, 
of judicial trends and their rationale, and 
of the significant role of the police in pre­
serving democratic processes; 

5National Advisory Commission on Criminal Justice Standards and 
Goals: Courts, (1973)_ 
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(iii) formulating legislative programs and 
participating in the legislative process; 

(iv) maintaining liaison with o'ther criminal 
justice and municipal agencies on matters 
primarily relating to policy formulation and 
policy review, and assessing the effective­
ness of various agencies in responding to 
common legal problems; and 

(v) developing liaison with members of the local 
bar and encouraging their participation in re­
sponding to legal problems and needs of the police 
agency. 6 

The commentary on the value of the legal advisor was further des­
cribed in this way: 

A police legal advisor should assume a major 
role in developing strategies and materials for re­
cruit and inservice training. This role, however, 
should not be limited simply to preparing lectures 
and materials on the current state of criminal laws 
and procedure. There is a much broader training need 
that should be provided by police legal advisors. A 
legal advisor should ensure that police training pro­
grams include adequate attention to the nature of the 
police role. A police legal advisor should also de­
velop ways to instill in police recruits a high de­
gree of respect and understanding for constitutional 
protections. Further, he should concentrate attention 
on getting police recruits to recognize established 
procedures as desirable guidelines rather than as 
roadblocks to be avoided. 

In addition to developing a better awareness 
of the police role in a free society, the legal ad­
visor is also in a unique position to utilize train­
ing to bridge the gap that exists between the state­
ment of the law as provided by legislatures and the 
courts and tile situations to which the law must be 
applied. 

In performing these various training tasks, the 
legal advisor can help line officers achieve a bet­
ter understanding of their complex role in society. 
For example, in attempting to understand judicial de­
cisions, most officers have little to draw upon ex-

6The Urban Police Function, American Bar Association, p. 244, (1970). 
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cept a thorough awareness of the day-to-day prob-
lems of battling crime. When explanations of complex 
legal procedures are cast only against this narrow 
backdrop, it becomes difficult for the individual of­
ficer to develop more than a superficial understanding 
of the case law. A legal advisor has the background 
to construct broader gauged training programs, pro­
grams that will heighten sensitivity to the compet­
ing goals underlying judicial decisions and provide 
a better foundation for assessing them. 7 

Toward An Integrated Program--The record-keeping function of a legal 
liaison unit should not be minimized. The unit is a perfect place for 
the compilation and clarification of data from case feedback forms that 
is so important to the interactive relationship between the police and 
~rosecutor. Here, data can be quantified, problems identified, and 
solutions developed. 

The following procedure may be used to operationalize the unit's 
activities. An investigator or officer wishing to file charges may 
contact the liaison unit before going to the prosecutor's office. The 
liaison unit will advise him or her on the completeness of the case work­
up and make suggestions to improve it. If requested, a liaison unit mem­
ber may accompany the arresting officer to the prosecutor's office for 
case screening to assist in the filing. After screening, one copy of all 
case feedback forms will be directed to the unit for analysis and data 
input. Monthly reports will be generated by the unit for the chief of 
detectives and tha prosecutor detailing the activity during that month, 
the quarterly totals, and yearly figures. 

Methods for Dealing With Problems in the Police/Prosecutor Relationship-­
There are always problems associated with change. This section discusses 
the problems in the police/prosecutorial relationship and some ways they 
can be dealt with. 

The police prepare a case, and the prosecutor presents it. That 
traditional statement of the two roles may have been enough in the past 
when there were enough workers to do the jobs. Now we have a crime 
boom, and the hurry and confusion of trying to keep up with it have mixed 
up the two jobs. The policeman's momentunl carries him into ~he prosecutor's 
area of concern, and the prosecutor's concerns bring him early into the 
investigative process. Each needs an awareness of the other's role and 
pace. 

The reserve which is often felt between police and prosecutors 
has frequently discouraged a frank exchange of criticisms. If the 
management of criminal investigations is to be improved, it is now 

7~bid., cf. National Advisory Commission: Police (1973), p. 280·ss. 
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time to be candid, to take a fearless and searching inventory of the 
shortcomings in both professions, and then develop ways to improve. 

Since we learn most from our critics, it pays to ask police what 
is wrong with prosecutors and to ask prosecutors what is wrong with 
police. There is a remarkable similarity in the complaints that come 
from each profession. Each has the same three general criticisms 
about the other: 

"They have a lot of the \'lrong kind of people," 

"They have some wrong attitudes," 

"They use the wrong methods." 

What follows is an inventory of the critical comments received 
in a systematic survey of opinion on both professions. There were 
compliments, to be sure, but those are outside the scope of this effort 
to determine where improvement and change are needed. 

POLICE CRITICISMS OF PROSECUTORS 

Wrong kind of people: 
"Rookies" 
"Transient" 
"Bookworms in a field of action" 
"Innocents in a bloody arena" 
"Insecure, so often officious" 
"Timid, so uncommunicative when legal 

advice is needed" 
"Overenthusiastic, meddlers to the 

point of interference with 
police functions" 

Wrong attitudes: 
"Patronizing toward cops" 
"Suspicious of police methods" 
"Prima donnas; grandstander for 

political or lawyer publicity" 

Wrong methods: 
"Inexperienced complaint deputies 

at the screening desk" 
"Superficial screening" 
"Peremptory refusals" 
"Slow filing" 
"Poor liaison, or none, re: 

Further investigation, 
settings, 
continuances, 
dispositions, 
plea negotiations, and 
critiques" 
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SUGGESTED REMEDIES 

"Encourage career development 
to keep the good ones" 

"Screen applicants for cool 
heads II 

"Supplement law degree with 
specialized prosecutor 
training, including 'cadet l 

duty with police" 

"Service on the street" 
"Orientation in police 

academy curriculum" 
"Canons of ethics for pro­

secutors" 

"Assign the old pros and 
pay them extra" 

"Staff up" 
"written reasons, with sys­

tem for review" 
"Systematize" 
"Assign people to it from 

both ends" 
"Phone crew with stand-by 

system" 
"Agree on priorities with 

criteria for mutual guid­
ance ll 



PROSECUTORS' CRITICISMS OF POLICE 

Wrong kind of people: 
"Not smart enough" 
"Not trained enough" 
"Not retrained for advancement" 
"Too cynical; even paranoid" 
"Too tired; waiting for retirement" 

Wrong attitudes: 

"Officious II 
"Hard-nosed; hostile" 
"Uncompromising in negotiations" 
"Indiscreet in their associations" 
"Dishonesty; the end justifies means" 

Wrong methods: 

"Low standard recruiting" 
"Shallow training" 
"Poor training for advancement" 
"Bureaucratic buck-passing, 

J It I s the DA' s case no",.'" 
"Poor crime-scene preservation" 
"Casual evidence-gathering: 

Quit at Probable Cause 
Omit an element 
Omit negative proof 
Superficial interviews" 

"Incomplete reports and Statements" 
"Insufficient warrant affidavits" 
"Concealing exculpatory facts" 
"!t1anipulating testimony to fit need" 

SUGGESTED REMEDIES 

"Improved recruiting, screening, 
training, and retraining" 

"Awareness of need for programs 
to restore positive outlook 
& job satisfaction" 

"Leadership toward: 
Friendliness, 
Cooperation, 
Accommodation, 
Discretion, and 
Integrity" 

"Attract more and better" 
"Improve the academy" 
"Add management courses" 
"Emphasize the common objective" 
"Train and monitor with a system 

to catch and correct mistakes" 
"Perfect a format and monitor its 

use" 
"Teach practical ethics and funda­

mentals of the investigator's 
mission" 

The fact finding process we have always called "investigation" 
is for a larger purpose than simply satisfying the investigator that he 
has solved the crime. "Evidence acquisition" is a much more accurate 
way to stress tl;e policeman I s duty to gather and report all the meticu­
lous details whi~h will be needed to produce a conviction. 

The prosecutor is the policeman's lawyer; his service is valuable 
in three aspects of a case from the very outset: 

1. Identifying what is needed to establish proof. 

2. Reminding the officer of exclusionary rules to avoid. 

3. Pointing out civil liabilities. 
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As a case is developed, the prosecutor and policeman must work to­
gether in perfecting the evidence and conferring in plea negotiations. 
At trial, the investigator's role as the advisory witness at counsel­
table is satisfying to him and precious to the lawyer. Whatever the 
outcome, they share the consequences. 

Beyond the reforms which have been suggested for the separate atten­
tion of prosecutors and police, there are some mutual measurements they 
can share. Each can make available teachers for the other's training 
programs, designate liaison people for full-time communication, praise 
the other publicly wherever deserved, publish joint bulletins, support 
the same legislation, share social and recreational activities, and like 
each other. We work best with the people we like. 

5. Steps in a Model System for Developing an Effective Police/Prose­
cutor Liaison 

1. Commitment--The first and most important element in developing 
an effective liaison between police and prosecutor is the commitment 
to do so by the chief executives of the agencies. If the commitment 
does not already exist, in many cases it will emerge as the executives 
become aware of the obvious benefits that can be gained by both as a 
result of the liaison. 

2. The Initial Approach--To begin to develop an effective police/ 
prosecutor liaison, someone has to take the first step. An initial 
contact needs to be made on an executive-to-executive level to set up 
a planning meeting. The person who initiates the contact should provide 
a general outline about where the project should be headed, how the 
destination should be reached, and the benefits that can be derived from 
the effort. Both executives, it is hoped, will develop an acute and 
contagious case of enthusiasm and provide an energetic start to the 
liaison's development. A follow-up meeting should be set for two to 
five days later, when ideas and methods of developing a solid founda­
tion should begin to emerge. 

3. Monthly Executive-to-Executive Meetings--A firm schedule 
for executive meetings should be established. Although the execu­
tives should be encouraged to bring a limited number (one or two) 
of staff personnel with them to the meetings, sending delegates to 
serve in place of the executive should be strongly discouraged. The 
meetings should be businesslike in manner, and a frank and open dis­
cussion of issues should be encouraged. The development of mutual, 
verbalized goals and objectives should be an initial task in the 
meetings, and the results should be communicated throughout both agen­
cies. These executive meetings, if used properly, should become an 
effective vehicle for constructive change for both organizations. 

4. Commitment to a Systems Approach--Only if both the police and 
the prosecutor view themselves as interlocking parts of the same sys-
tem can any impro'vement in their relationship be expected. Lasting 
positive interaction can only be achieved if a systems approach to change 
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is used, and all the impacting and balancing considerations are built 
into the system to make it flexible over time. "One-shot" changes die 
from neglect. As its name implies, a systems approach takes into con­
sideration all aspects of a system. For example, a feedback system on 
case dispositions will serve no useful purpose if the information is 
routed back to a records clerk who simply files it away. Feedback 
should be routed to the investigator, the investigation supervisor, and 
top management and trainers. These persons should keep records of the 
feedback and periodically summarize it for the chief, making observa­
tions and recommendations as appropriate. As with all paperwork, the 
utility of feedback forms and the system should be reviewed yearly 
by a management team to update, modify, or make deletions as necessary. 

5. Investigative Information .. Needs--To achieve the goal of 
prosecuting a higher percentage of the cases presented for consider­
ation, it is essential to provide all the information the prosecutor's 
office needs to properly evaluate the prospects of presenting each case 
to the court. When a determination of all the prosecutor's information 
needs has been accomplished, the police investigator should concern 
himself with determining his own investigative information needs. 

6. Management Information Needs--Proper management cannot take 
place without knowledge of the operations of the unit to be managed. 
On the other hand, a surplus of information in always a possibility, 
particularly when a computer is used. Management information must be 
precise and concise, consisting of only those facts that can be used 
to make decisions. Information overload has taken its toll on execu­
tives who have found their systems managing them rather than vice 
versa. A clear delineation of information needs must be developed 
and formalized in written form. 

7. Joint Utilization Forms--From the previous step the infor­
mational needs can be transcribed as entries on to experimental 
forms to see if the forms satisfy the informational needs of every-
one concerned. The prosecutor's needs can be incorporated into an 
investigation form (see Model Investigation Form in Appendices), and 
booking form. The data for police managers can be provided on a ~ 
screening form that is completed at the time of screening in the presence 
of the investigator. Such a form could conceivably be used to notify 
officers, victims, and witnesses of the case disposition. There may 
even be a need for a plea negotiation sign-off form (see Case Feedback 
Form B in Appendix 8). 

8. Setting Pro~ecutorial Priorities--The two chief executives 
will both profit by discussing their priorities for prosecution. If 
street crime is the police executive's worst headache, he and the pro­
secutor may agree to set street crime as top priority. In this case, 
the prosecutor would agree to invest top personnel in the prosecution 
of all street crimes which were properly prepared. 
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9. Special Needs/Remedies--A good rapport between the police and 
the prosecutor has been instrumental in setting up several potentially 
effective types of units. The Bronx Major Crime Unit has been quite 
effective over the years in providing swift and efficient justice. 
Joint investigator/prosecutor investigation teams have been established, 
and have proven to be useful in. many areas, particularly with respect 
to broad-spectrum crimes such as narcotics operations, organized crime, 
sex crimes, and vice. 

Another method of improving relations is now seeing considerable 
service. This is the practice of assigning deputy prosecutors to be 
on call for specific geographic areas, to specific investigator units, 
or simply as an overall after-hours resource to agencies. 

Many police agencies throughout the nation have improved upon 
their investigative outcomes, measured in terms of an increased ratio 
of prosecutions to number of the arrests made for serious crimes, by 
developing a working relationship with the prosecutor which, as a 
beginning point, promotes the following interrelationships: 

• A formal feedback system on case dispositions to keep 
police management informed re: investigative activities. 

• A formal police/prosecutor liaison unit or person who develops 
a fuller exchange process between the two elements of the crim­
inal justice process. 

• A greater degree of involvement on the part of the prosecutor 
i~ the development of adequate standards of case investigation 
and preparation. 

The benefits to be derived from a well developed formal relationship 
with the prosecutor's office are substantial and worth the develop­
ment effort required by the police agency. Some examples of programs 
instituted throughout the country are described in Appendices 9 and 10. 
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APPENDIX 5 

THE 39 QUESTIONS--INVESTIGATIVE GUIDELINES 

The list of following questions were developed jointly between a police 

agency and a prosecutor--each serving the same jurisdiction~ It is but 

one ex~ple of the type of joint efforts which can produce for both police 

and the office of the prosecutor a checklist for use by police in developing 

and preparing criminal cases. 

Case Information Desirable for Prosecution 

.1. What INTERVIEWS were conducted? 

OFFENSE 

2.. Is there a verbatim report of the instant OFFENSE? 
3. Is tilere a verbatim report of the FORCE USED? 
4. What was the PHYSICAL HARM to the victim? 
5. Is there a detailed description of the PROPERTY taken? 
6. What was the method of SUSPECT'S ESC~E? 
7. What type of VEHICLE was used by S? 
8. What type of WEAPON was used by S? 
9. If a gun was used, was it LOADED? 

10. If a gun was used, when was it ACQUIRED? 
11. Where is the LOCATION of the weapon now? 

SUSPECT 

12. Was S UNDER THE INFLUENCE of alcohol or drugs? 
13. What are the details of S's DEFENSE? 
14. What is S's ECONOMIC STATUS? 
15. Was S advised of CONSTITUTIONAL RIGHTS? 
16. If multiple suspects, what is their RELATIONSHIP? 
17. Is there evidence of PRIOR OFFENSES BY ~? 
18. Is there avidence of SiS MOTIVES? 
19. Is there evidence of past PSYCHIATRIC TREATMENT of'S? 
20. What is SiS PAROLE OR PROBATION status? 
21. Does S have an alcohol or drug ABUSE HISTORY? 
22. Where is S EMPLOYED? 
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Continued 

VICTHl/WITNESS 

23. What is the RELATIONSHIP between S and V? 
24. What is the CREDIBILITY of the ~'1? 

25. Can the W make a CONTRIBUTION to the case prosecution? 
26. Have or will MUG SHOTS be shO"tm· to V or W? 
27. If shown, are the PROCEDURES and RESULTS adequately 

described? 
28. Was a LINE-UP conducted? 
29. If conducted, are the PROCEDURES and RESULTS adequately 

desr~ribed? 

30. Was an effort made to LIFT FINGERPRINTS at the scene? 
31. If made, were USABLE FINGERPRINTS OBTAINED? 
32. Were PHOTOS TAKEN at the crime scene? 
33. Is the EXACT LOCATION where the photos and prints were 

taken given? 
34. Did V VERtFY his statements in the crime report? 
35. Did V have IMPROPER NOTIVES in reporting the offense? 

ARHEST 

36. What was the legal BASIS FOR SEARCH AND SEIZURE? 
37. How "las the J..,OCA'rION OF EVIDENCE learned? 
38. How .vas the LOCATION OF S learned? 
39. How was the ARREST OF S made? 
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APPENDIX 6 

BRONX 1 NEW YORK, MAJOR OFFENSE BUREAU 

The Major Offense Bureau conducts an ongoing operation aimed at 
reducing the court backlog and improving the quality of case preparation 
and case disposition. Predicting that a speedy trial with limited plea 
negotiation would work in the interest of justice, the Bronx County Major 
Offense Bureau has achieved an enviable record of an average disposition 
within 90 days of the offense, and a 96 percent conviction rate. Ninety­
three percent of those prosecuted by the Bureau received prison terms. The 
average maximal sentence has been over 10 years,' while the minimal sentence 
has averaged in excess of three years. By comparison, in a control group, 
the average maximum was less than three years while the minimum was less 
than six months. 

The purpose of establishing a Major Offense Bureau was to provide a 
capable and objective method of isolating those cases in which special 
prosecutional attention was warranted either to deal with a particularly 
vicious crime or a particularly vicious and recidivist defendent. It also 
was to min~~ze the inconsistencies in the treatment of similar cases and 
reduce the time required between arrest and final disposition. 

In order to identify a "major offense", four criteria were used to 
screen cases: (l) the nature of the crime charged; (2) the heinousness 
of the offense, based grieviously on the extent of personal injury and 
property loss or damage; (3) the propensity of the defendent to commit 
violent crime, based primarily on the nature of his or her prior criminal 
record and background; and (4) the strength of the case, based primarily 
on the facts and evidence available. 
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APPENDIX 7 

DALLAS, TEXAS, LEGAL ADVISOR 

The Dallas Police Legal Liaison Division Project was named an Exemplary 
Project and was publicized by LEAA/OTT in March, 1976. The experience of 
the Dallas Police Department in establishing a program that has achieved 
remarkable results in its short history is a prime example of the benefits 
to be gained by careful and conscientious planning to reaching specific goals. 
The Dallas project is truly exemplary. 

The Dallas Police Department recognized that the individual patrolman 
routinely makes decisions on matters that require a delicate balancing of 
important social issues and legal considerations. If his judgement is 
short of the mark, the mistake may doom a'case, particularly if the error 
involves the exclusionary rule. The National Advisory Commission on 
Criminal Justice Standards and Goals concurred emphatically on this point 
in its report on police. 

Prior to 1973, it was noted in Dallas that a high percentage of felony 
arrests resulted neither in convictions nor in acquittals. Many cases were 
screened out of the criminal justice system at various decision-making 
points: prosecutor case intake, preliminary hearing, the grand jury, and 
the trial judge. Such was the case in Dallas and in a vast majority of 
American jurisdictions. Few agencies, however, had even attempted until 
then to develop systematic procedures to find out what happens to apparently 
good cases made on the street. 

Those critical issues prompted the Dallas Police Department in 1973 
to create the Police Legal Liaison Division. Several assistant city 
attorneys were hired for the Division and were placed on call 24 hours a 
day to advise police officers on case preparation and to gather information 
about those cases that do not go forward to a guilty plea or conviction. 

The Dallas project has had significant impact on the quality of case 
preparation and the ultimate outcome of the cases filed. 

The Dallas project created a strong, cohesive team by successfully 
linking two parts of the criminal justice system that often operate in 
isolation--the police and the prosecutor. As a result, fewer cases have 
been rejected by a grand jury or dismissed by a judge. The project 
participants also reported more informed decision making by police, and 
a greater respect for citizens' constitutional rights. 

Since the careers of today's senior administrators began, police work 
has become more difficult, more complicated, and more professional. A 
large part of that change, according to the Dallas Exemplary Project Manual, 
is the result of rapidly expanding legal developments, including new 
statutes, court decisions, and reform in court procedures. The most public­
ized aspect of these developments is the creation of strict safeguards of 
the constitutional rights of the accused--the "Miranda warning;\! strict 
scrutiny of probable cause for arrest, search, or seizur'e. of evidence; 
tough testing of the 'ufficiency of warrants; and restrictions on the use 
of tape recordings an" wiretaps. 
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Recruit Training: All Dallas police recruits undergo 72 hours of 
training in legal matters taught by the attorneys of the Legal Liaison 
Division. The legal advisors also develop and update materials for the 
courses they teach. 

Providing In-Service Training: The lawyers periodically conduct re­
fresher sessions for all officers in the department. They also give a special 
course for jail supervisors which covers the laws of arrest, search and 
seizure, evidence, and revisions of criminal laws that concern jail offiCials. 

Providing General Law Counsel: Acting as "house counsel" is one of the 
most vital and time-consuming services the legal advisors perform. The 
Legal Liaison office gives fast, over-the-phone advice, to practically 
any member of the Department who requests it. Usually the caller is an 
investigator asking for legal analysis of a specific incident that resulted 
in an arrest. 

Organization 

The police legal team in Dallas consists of five full-time attorneys, 
including the project director. Each lawyer is assigned to specific units 
within the department and to geographic stations of the patrol bureau. This 
method fosters a strong lawyer-client relationship between the individual 
attorney and his assigned division. The lawyer develops personal expertise 
in the work of the division, while the line members of the division develop 
personal loyalty to their lawyer. 

The Legal Liaison Division is on call every moment of every day. A 
rotating duty schedule puts one lawyer on call every fifth week from Monday 
morning throught the next Monday morning. The lawyers drive city cars with 
police multichannel radios, and carry pocket paging devices so that anyone 
on the police telephone network can signal them. 

Legal Independence 

With the exception of the Project Director, the division's lawyers 
are not sworn officers. All but the director are Assistant City Attorneys 
on assignment to the Dallas Police Department. Though independence from the 
police department is a departure from the norm, it is strongly endorsed in 
Dallas for two reasons. Because lawyers are not employed by the police 
command component, line officers reportedly find it easy to relate to them 
as their own counsel. In addition, using Assistant City Attorneys as 
police advisors brings the City Attorney's Off~ce and the Police Department 
into closer coordination. 

-------

The Impact of The Dallas Legal Liaison Division 
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of "no bills" due to police error 
of dismissals due to police error 
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In the midst of these legal developments, and facing a general rising 
incidence of reported crime, stands the police officer. If he fails to 
keep pace with the legal changes, or if his judgem~nt in a difficult street 
incident is in error, both the rat~ of crime and the police image may suffer 
as a result. The Dallas Police Legal Liaison Division was created to pre­
vent and correct police legal error. It provides training and legal counsel 
to staff-level police officers, investigators, and line police officers. 
The Division, in addition to the provision of on-call legal advice, screens 
all cases for legal sufficiency and conducts comprehensive case follow-ups. 

The program began as a traditional police legal advisors unit in 1970 
staffed by two sworn officers who also were lawyers. The two worked pri­
marily with the deparment's upper echelon on legal and policy matters. 
They also prepared legal materials for training use, represented the de­
partment in legal proceedings, and served as a legal liaison with the city, 
district and United States attorneys, and other law enforcement personnel. 

In 1973, more lawyers were added to the Dallas department which began 
testing what was considered to be a novel concept: new civilian lawyers 
would have as their clients the rank-and-file of the department. The 
lawyers' assignment was to provide documents review, legal training, and 
advice to line officers and investigators. Their purpose was to remedy 
the department's legal shortcomings, such as L~proper searches, poorly 
drafted documents, and bad warrants. Their overall task was to help the 
police build better cases by preventing legal error (through training and 
consultation) and intercepting police legal error at an early correctable 
stage (through case and document review). The new approach has proven 
so successful that the Legal Liaison Division is now an integral part of 
the Dallas Police Department and as totally funded by the city. 

Duties of the Legal Advisors 

Reviewing Case Documents--A key element of the project involves the 
review of all prosecution reports prepared by police officers except traffic 
and petty misdemeanors. Those free of legal error are submitted to the 
district attorney's office for filing with the appropriate court. Deficient 
reports are returned to the police officer for revision. The total number 
of reports checked often exceeds 2,000 per month. 

Reviewing Warrants and Affidavits--Most warrant activity comes from the 
Criminal Investigation Division whose investigators are not required to 
confer with the Legal Liaison Division before seeking a warrant, but are 
encouraged to use the lawyers in any ususual or troublesome case. When 
consulted, the lawyer generally reviews the entire case with the investigators 
and drafts the documents himself. The Legal Liaison Division helps prepare 
about a tenth of the total number of affidavits for warrants drawn up by 
the Department. 

Monitor Police Error: The la\qyers follow all major cases through the 
grand jury and court systems. They do so both to check on the effectiveness 
of the documents review system and to pinpoint areas in which improvements 
are needed for police or the legal division. Monitoring is accomplished 
through cooperation among division a·ttorneys, police officers assigned to the 
Legal Liaison Division, and Assistant District Attorneys. Through this 
joint effort, the Division learns which cases are not billed or dismissed 
because of police error and how to prevent similar errors in the future. 
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Before both Grand Juries and Courts there has been a substantia~ 
decrease in the proportion of case failures due to police error. About 
1,170 more cases per year are meeting the requirements of grand juries 
and judges' as a result of decreased polic~error. 

Reportedly, the Police Department and the District Attorney's Office 
have never worked together more productively. The District Attvrn8Y's 
Office lauds the police for prosecution reports that are easily the highest 
quality in Dallas County. More universally correct police procedures appear 
to be emerging as a result of the continued interaction, thus impacting on 
the overall quality of police service and citizen satisfaction. 

Practical Tips from The Dallas Experience 

1. The Dallas Lawyers are insulated from police department pressures 
and politics. They are hired by the City Attorney, not the 
police. Their objectivity enhances their ability to genuinely 
help the police. 

2. The Dallas lawyers have excellent client relationships. They 
get along well with the police, and vice versa. The project 
was carefully designed to promote close working ties, and 
because they are assigned to specific bureaus and to specific 
geographic territories, they interact regularly with the same 
policeman. The convenience of being able to "ask our lawyers" 
has turned skeptics on the force into ardent believers. 

3. The police do not have to wait for appointments. It is easy for 
a policeman to contact his legal advisor. Dallas makes sure 
the lawyer's office is handy to the division he works with most. 
In an investigation, police personnel are encouraged to consult 
the lawyer early. The Dallas Police staff attorneys drive 
radio-equipped cars and carr.y "beepers." At least one attorney 
is on 24-hour call every day of the week. 

4. The lawyers havp. forged a stronger alliance between police and the 
District Attorney's Office. Because he lacks manpower for many 
in-house legal tasks, the District Attorney values the case 
screening that police legal advisors perform. He says their help 
in preparing prosecutions has steadily diminished his backlog of 
critical cases over the past two years. 

5. The lawyers constantly review all police investigative work. They 
give informal advice on investigations, prepare search and arrest 
warrants, review all prosecution reports and, monitor all grand 
jury "no bills" and court dismissals. 
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APPENDIX 8 

MODEL CASE FEEDBACK FORM AND cASELOAD REPORT 

List all other interviews conducted and persons contacted other than the witnesses 
. l~sted on pagel. Tape record all intervie~s ~q identi~~ all tapes by case number! 

cbrono number and badge no. I S£ "'<>tUn: \<IT>< _.«< eeoc", ",,"u """.IOa> PDDON. ~T>ON"'''' 70 '"vt:~TI""T_ "·1 WIT."", ". w.,2 WITW>:.>. > •••• AU""","" pcoso.<."1< 1'£"_ WITH """",,L<0<04: '"'CL ....... 
• rU:J:'IOIIrTtHC POl~S H.AMJ: ,,.. DlfI"II'Vf'[.t(T 1"1lO ... IIK:Ttlo4!5' ,rr CITf'tVt ""I"O,....,."'T~ ,.c~ ".P.D. I t"~ t:s t..1.1'T wIne ,II.lIf't 0,- THE!lt; J>Ul:KIt<45 INOICA'!'!: e,v cmct..t,..c P£ftSOO(~ tI.t:.sICHAT[O • 

... DDRUS ;. APr.It PER50N IHTERYIEW!:O R.SIO~HC& PHOHE OAy IHFCrtMATlOH PROVIO&O -USl!: HAARATIVE I~ H!&OW 
tL. 
o 
III 
o 
~ 
0.. 

• NIGH . 

.AOORf:S5 ' .:~' P£RSOH ItiTERYIEW!:D 

NlOR!:SS • .. PER501i IHTERYIEW!:O 

NlDRESS l'ER5OH IHTERVIEWE:O 

AllDR~5.S PERSON INTEIIVII!:WMl 

NlC1tESS - - PER50H IHTERVI~WED 

Describe force"! used 
What was the method of the suspect's escape? 
If a gun was used, was it loaded? Description: 
How was it acouired? 
What is the location of the weapon now? 
Rest of:ehysical evidence? 
SUSPECT: Was the suspect under the influence of alcohol or drugs? 
Does the suspect have an alcohol or drug abuse history? 
Is there_past evidence of past psychiatric treatment of the suspect? 
Is there evidence of prior offenses by the suspect? 
Was the suspect advised of his rights? 
What is the suspect's parole or probation status? 
Is there evidence of the suspect's motives? 
What is the suspect's economic status? 
\'lhere is the victim employed? 
If multiple suspects, what is their relationship? 
i'lhat are the details of the suspect's defense? 

.. -
VICTnI/WITNESS: 
What is the credib-tlitx of the Witness(es)? 

Which Witnesses can make a contribution to the case prosecution? 

Were Mug Shots shown to the victim{s) or v1itness{es) 
If shown, describe the procedure and results if not noted in the narrative: 

Was a line-up conducted? If so, describe procedure and results: 

vIas an effort made to lift fingerprints at the scene? If done, were usable prints 
obtained? 
Were photos taken at the crime scene? Is the exact location from which the photos 
and prints were taken given? Where are the prints and photos to be kept? 
D· ... J.~ the victim verif~ his statements in the crime report? Did the victim have improper 
m .. ~tives in reporting the offense? Explain if necessary: 

ARRESTS: What was the legal basis for search and seizure? 
I-: the location of the evidence learned? ,Ho'''' was 

How was t.he location of the susEect learned? 
How was ti,r" arrest of the suspect made? 
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CASE FEEDBACK FORM (B) (Index or Appendix) 

Case No. ~ ___ ....... __ 

Date= ______________ __ 

Defendant_: _________________________________ Arresting L:7 Inveatigating ~ O~~icer; 
Charge Requested: _________________________________________________ ~~~ __________ ~ 

Charge Filed: ____________________________ ~Feedback by: ________________________ ___ 

Date of Offense: -------------------------
L:7 Filing/Screening: 

C7 Accepted 

L:7 Return for investigation (Explain): 
--------------------------------------

Cl Disposition Notification: Disposition: 

C7 Arresting Officer Due to: 

L:7 Inv. Officer 

C7 Witness 

D Victim 

CJ Plea Negotiation: Maximum sentence original cha:rge;,,_ ... , __ .--.,.,.,.,,--.---

D Reduction Charge changed to : _____ Max. ~, _______ -.... 

Cl Dismissal Other charges to be dismissed?: 
----~----------~ L:7 Other 

Testimony against others?: 

Cooperation with police?: ________________________ ~ ____________ ~ __________________ __ 

Bond or Sentence recommendation?: 
------------------~-----------------------------Other?: 

----------------------------------------------~,~,--.------~-~----------~--

t •• 4i1. 41¥F , ..... 

Explanation/Reasons for plea/etc.; --------~ __ ----~ __ ~ __________ ~~~ ___ '~i~ __ __ 

APPROVAL: Defense Attorney:/s/,-.. -'------------- Concurs; Yes c:f No 0 
Officer: /s/ Concurs,~ ,Yes Q .... No ,Q 

ACKNOWLEDGEMENT: Ass' t. Prog/s/ Date:' 
--------------------Pros. or 

Chief Ass't. /s~/ ___________________ Date: ___________________ ;>~ 
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, 
I 

Status 
A: Working -
B: Working -
C: Working -
D: Working -
H: Holding 

input daily 
input weekly 
input monthly 
slower than monthly 

I: To inactive key 

CASE LOAD REPORT 

Weekly 

IDue Wednesday AM 

KEY Case Number Status 
Weeks 
123 4 

(Victim's Name) 
2 

Age 
Months 

3 4 5 

(C) (Index or Appendix) 

Years 
6'>1 2 3 

Offense 

--------------~------~--~~--r_~--~~--.__r_.--,__.--,_-----------
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APPENDIX 9 

AN OUTLINE OF THE TRAINING GUIDE FOR POLICE OFFICERS 
PREPARED BY THE OKLAHOMA DISTRICT ATTORNEY'S ASSOCIATION 

The Oklahoma District Attorney's Association, which functions to improve 
the quality of police/prosecutor relations in that state, developed a compre­
hensive training guide for police officers. Because of its recognition that 
many problems between police and prosecutors occur as a result of being presented 
for prosecution with either incomplete or with illegally obtained evidence, 
the Association puts its efforts into legal training. 

The 67-page training guide covers most of the areas of concern to patrol 
officers and investigators. The guide has had a major impact on improving 
the legal eX"_rtise evidenced by police officers who have received the training 
and has significantly improved the quality of cases presented for prosecution. 
The contents of the training guide have been reproduced to illustrate the 
breadth of the material included. 
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Training Guide for Police Officers 
Oklahoma District Attorneys Association 

4020 Lincoln Blvd. Suite 201B 
Oklahoma City, OK 73105 

(405) 427-5419 

Contents 

I. Basic Rules of Evidence 

A. Forms of Evidence 

1. Real Evidence 
2. Documentary Evidence 
3. Testimonial Evidence 
4. Judicial Notice 

B. Types of Evidence 

1. Direct Evidence 
2. Circumstantial Evidence 
3. Cumulative Evidence 
4. Corroborative Evidence 

C. Procedure on Admission of Evidence 

D. Relevance of Evidence 

1. The Rule 
2. Character Evidence - A Problem of Relevancy 

a. Definition 
b. Use 
c. Exceptions 

(1) Evidence of Other Crimes 

(a) Identity 
(b) Common Scheme 
(c) Motive 
(d) Intent 

(2) Evidence of Reputation and Opinion of Character 
(3) Character Evidence to Reflection Credibility 
(4) Evidence of Victim's Character to Prove Probable Conduct 

E. The Hearsay Rule and Exceptions 

1. Definition and Rationale 
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a. Oral Statements 
b. Writings 
c. Assertive Conduct 

2. Exceptions to The Hearsay Rule 

a. Reported Testimony 
b. Admissions 
c. Confession 
d. Declarations Against Interest 
e. Dying Declarations 
f. Business Entries 
g. Public Records 
h. Declarations of Physical Condition 
i. Declarations of Mental Condition 
j. Res Gestue 

F. Opinion Evidence 

1. By Lay Witness 

a. Personal Diservation 
b. Normally Made Opinion 

2. Expert Opinions 

a. Witness Qualification 
b. Subject Matter Specialized 
c. Basis of Opinion 

G. Impeachment and Rehabilitation 

1. Grounds for Impeachment 

a. Character Impeachment 

(1) 
(2) 

'Impeachment 
Impeachment 
Conviction 

by Showing 
by Showing 

Conviction 
Misconduc'c 

of A Crime 
Not Related to A 

( 3) Impeachment by Showing Poor Reputation for Truthfulness 
111 

b. Impeachment by Showing Hostility, Bias, Adverse Interest 
c. impeachment by Showing Prior Inconsistent Acts or 

Statements 

2. Rehabilitation of Witnesses 

H. Privilege 

1. Husband and Wife Privilege 

a. For or Against 
b. Confidential Communications 

137 



2. Attorney & Client Privilege 
3. Physician and Patient Privilege 
4. Clergyman ~ Penitent Privilege 
5. Identity of Police Informants 
6. Self-Incrimination 

I. Burden of Proof 

J. Other Items 

1. Chain of Custody of Evidence 
2. The Best Evidence Rule 
3. Corroboration of An Accomplice 
4. Witness's Appeal to The Trial Court 
5. Questions of Law v. Questions of Facts and the Interrelationship 

of Case Law and Statutory Law 
6. Corpus Delicti 
7. Self-Incrimination 

II. Weapons Law 

A. Police Weapons Use 

1. When a Law Enforcement Officer May Carry His Firearm 
2. Manner of Use of Firearm (Muskogee Police Policy Manual) 

a. May Be Used When: 

(1) Defense of Life After Other Means Have Failed 
(2) To Kill A Wounded or Dangerous Animal Upon Orders 

From A Supervisor 
(3) At An Approved Target Range 

b. May Not Be Used When: 

(1) Firing A Warning Shot 
(2) Firing At Moving or Fleeing Vehicles for Traffic 

Offenses 
(3) A Misdemeanor Incident 
(4) When in Doubt 

'" 
c. Discharge of Firearms Report 
d. Display (Unholstering) of Firearms 

B. General Weapons Law 

1. Carrying a Concealed Weapon/Exceptions 
2. Carrying a Firearm After Former Conviction of A Felony 
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C. General Weapons Provisions 

1- May Be Carried When: 

a. Hunting 
b. Competition Shooting 
c. Gunsmith, if unloaded 
d. Store, if unloaded 
e. Military Function 
f. Gun Show, if unloaded 
g. Private Trade, if unloaded 
h. Entertainment purposes 
i.~ Any Other Legitimate Purpose 

2. Firearm in A Motor Vehicle 
3. Carrying or Using Firearms While Under Influence of 

Intoxicating liquor or drugs 
4. Furnishing firearms to mentally incompetent or insane persons 
5. Pointing firearms 

III. Lineups and Showings 

A. The Forced Participation Issue 
B. The Right to Counsel During A Lineup 
C. Line up Method and Procedure 
D. Accused Has No Right to A Lineup 

.E. Obtaining "fill-ins" for lineups 
F. Criteria for Lineups 

IV. Basic Search and Seizure Principles 

A. Exclusion Rule: Mapp v. Ohio 

B. Categories of Legitimate Searches 

1. Personal Observation by Officer 
2. Heresay Information of Reliable Informant 

C. Exceptions to Warrant Requirement 

1. Incident to Lawful Arrest - Arms reach, or Immediate Physi­
cal Control Test 

2. The Automobile Exception - Independent Probable Cause Test 
and Police Inventory 

3. Exigent Circumstances - Hot Pursuit Test 
4. The Plain View Doctrine - Officer Legally There 
5. Stop and Frisk - Terry v. Ohio, Pat-down Type Search 
6. Consent Search - Knowing and Intelligent Waiver 
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D. 

E. 

---------

Pursuant to A Valid Search Warrant 

1. Search Warrant Defined 
2. Probable Cause Must be Shown 
3. Execution of Search Warrant 
4. May Be Served When -
5. Void After 10 Days 
6. Return of Search Warrant 

Affidavits Must Contain One of: 

1. Personal Observation by Police Officer 
2. Heresay Information of A Reliable Informant 

a. Personal Observation 
b. Admission by Principal 

3. Magistrate Determination of Reliable Informant 

a. Length of Time Known 
b. Reputation for Truth Good 
c. Number of Occasions Informant Has Furnished Accurate 

Information 
d. General Instances of Past Correct Information 
e. Informant Observed Contraband or Received Admission 

of Principals in Possession 

4. In Case of "Citizen Informant" 

a. Good Cownunity Reputation 
b. No Prior Criminal Record 
C. Gainfully Employed 

F. Misrepresentation of Facts Invalidates Warrant 
G. Procuring Search Warrant Without Cause: A Misdemeanor 
H. Types of Property Which May Be Searched for: 

1. Contraband 
2. Instrumentalities of The Crime 
3. Fruits of The Crime 
4. Weapons 
5. Mere Evidence 

I. Exceptions to The Warrant Requirement 

1. Incidental to A Lawful Arrest - "Immediate Physical 
Surroundings" 

a. Weapons 
b. Evidence 
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2. The Automobile Exception: preconditions: 

a. Independent Probable Cause 
b. Exigent Circumstances 

3. Automobile Search Grounds 

a. Incidental To An Arrest - (Chemical) 
b. Independent Probable Cause (Carroll) 
c. Plain View (Baxter) 
d. Consent (Miranda - type) 
e. Inventory Policy of Impounded Vehicles 

4. Exigent Circumstances 
5. Plain View 
6. Stop and Frisk (Terry v. Ohio) 
7. Consent 

V. Search and Seizure Case citations 

VI. Suspect's Rights 

A. Confessions 

1. General Rule: Miranda v. Arizona 
2. "In-Custody" 
3. Waiver 
4. Voluntariness 

B. General Questioning of Citizens v. Custodial Interrogation 

1. Voluntary 
2. Involuntary wi Justification 

VII. Police Civil Liability 

A. Oklahoma Law on Civil Liability 
B. Federal Law on Civil Liability 
C. Legal Representation 

VIII. Memos on: 

A. Defending One's Property with Dogs, Spring Guns and Hand Weapons 
B. Admissibility of Tape Recorded Evidence 
C. Statutes and Cases on Conspiracy and Conspiring to Knowingly 

Receive Stolen Property 
D. Attempted Knowingly Receiving Stolen Property 
E. Feigned Accomplice Exception to The Rule of Corroborating The 

Testimony of An Accomplice 
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IX. Report Writing 

A. Requirements of Reports 
B. Obtaining Investigative Information 
C. Guideline for Obtaining Information from Witness/Victim 
D. Witness Line-up Identification Form 
E. Waiver of Counsel for Line-up Procedure 

X. Crime Scene Search 

A. Crime Scene Protection 
B. Recognizing Evidence 
C. Collection and Presentation of Evidence 
D. Chain of Evidence 
E. Examples of Certain Items of Evidence Which Should Be Investi­

gated In Specific Crimes 
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APPENDIX 10 

THE LOS ANGELES APPROACH* 

Many police executives have an informal relationship with their 
chief prosecutor, but formalized meetings to force business-related 
interactions, the relationship is pretty much hit-or-miss. Whether 
business is discussed or mutually beneficial decisions are reached is 
pretty much left to chunce. 

In Los Angeles, a specific day is set aside each month for the chief 
executive officer of each of the components of the criminal justice 
system in the area to meet for lunch to discuss the way their systems 
are interacting with each other. In this way, gripes and differences 
of opinions are laid open on the table and solutions may be worked out 
that are feasible and don't impact unfavorably on the other components 
involved. As much candor as possible is encouraged; so is input from 
any executives who have concerns. 

Several rules have kept the system operating, and may be given credit 
for its success. The first important rule is that only the top individual 
in each component can attend. Therefore, the decisions made are not diluted 
by not having a commitment from the real decision maker. The second impor­
tant rule is that the meeting schedule be adhered to as a matter of the 
utmost importance to each individual. If the meetings had become a 
"sometime-thing", the relationships would have been substantially loosened, 
along with a concomitant loosening of the ability to impact on the 
functioning of the system as a system instead of independent parts. 
The personal relationships of the individuals ~nvolved have become 
stronger; the commitment toward working together, stronger; the functioning 
of the system, more unidirectional; and the interests of justice, 
better served. The strengthening of personal relationships also has 
made it easier to pick up the phone and call other members whenever 
day-to-day crises arise and make better, more intera.ctive decisions. 

The Los Angeles experience points up an important aspect of setting 
up a working relationship between prosecutors and police executives. 
Direct face-to-face meetings where the order of business is to direct, 
but there is a willingness to compromise can establish a liaison which 
works and transcends the abili.ty of each agency to achieve its goals 
independently. As in all affairs dealing with people, the Los Angeles 
approach is not perfect, but it can readily be seen that it is far 
better than nothing at all. 

* From a speech made by Los Angeles Chief of Police, Edward Davls, 
at the First Annual Meeting of the Association of State Chiefs of 
Police Associations, Fargo, North Dakota, July 1975. 
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CHAPTER 5. THE MONITORING SYSTEM 

A monitoring system is essentially a Management Information System 
wl1ich provides police administrators and managers with timely and perti­
nent data concerning the effectiveness of the several key components 
of the total investigative system. It is aimed at evaluating a broad 
range of indicators which are critical to effective management within 
a police organization. 

The purpose of this chapter of the Manual on Managing the Criminal 
Investigation Process is to explain how a system of monitoring crim­
inal investigation activities can be designed and implemented. The 
first section explains why a monitoring system is an important part of 
any effort to improve the effectiveness of investigations. The second 
section provides a description of the components of a monitoring system. 
The following sections describe how a monitoring system should be de­
veloped and implemented. 

Included throughout this chapter are a series of self-analysis 
forms which should be completed by the police administrator. These 
forms will help the administrator apply the concepts of monitoring 
systems to his own police agency. Since there is no absolute format 
for all monitoring systems, these forms can guide the police adminis­
trator in establishing his own criteria upon which he can base judg­
ments about the effectiveness of criminal investigations. 

The System Rationale 

The improvement of investigative effectiveness must focus on three 
important types of issues: organizational, productivity, and procedural. 
Finding the best way to organize the police resources for effective 
criminal investigations hinges on the answer to questions related to 
centralization vs. decentralization of the investigative function and 
generalist vs. specialist investigative assignments. How these ques­
tions are resolved has a direct impact on the police agency's alloca­
tion of resources. 
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The second issue is productivity. All types of city government 
agencies have found it increasingly difficult to obtain enough person­
nel. In many instances, fiscal pressures on municipal government have 
resulted in personnel attrition, causing fewer employees to be available 
to deal with increasing demands for police service. This has caused 
police administrators to focus their attention on workload analysis 
and performance evaluation in an effort to maximize the output of all 
their personnel. 

The third issue is investigative procedure. The detective "mys­
tique" which exists in so many police agencies has made it difficult 
to identify exactly what procedures an investigator follows to solve 
a case. Recent studies have shown that much investigative effort un­
dertaken by detectives duplicates the efforts of patrol. There is a 
need to focus on developing procedures of crimi~al investigation that 
are most likely to maximize investigative outcomes: the identification 
of the offender, apprehension, and the presentation of prosecutable 
cases which may lead to a conviction. 

There is little agreement on how best to go about improving organ­
ization, productivity, and procedures. Only recently has attention 
been focused on them. Therefore, approaches that have been tried and 
that have met with success are not widely known. The most su~cessful 
approaches to improving investigative effectiveness are those described 
in former parts of this manual: 

• Enhancement of the uniformed officer's participation in the 
investigation of criminal cases, 

• Early closure of some investigations, 

• Case management of continuing investigations, and 

o Improving the relationship between the police and the prosecu­
tor. 

To this list, we can now add: 

• Improving the allocation of investigative resources within 
the police agency. 

Each of these reforms affects the performance and effectiveness 
of detectives. Each has specific objectives and goals. For the police 
administrator to know whether these objectives and goals are being 
achieved, some system of monitoring investigative performance is 
required. While many administrators believe they already have a broad 
picture of the effectiveness of the investigative process in their agen­
cies, it has been found that the factual basis upon which such assess­
ments can be made is only attainable through a system for monitoring 
criminal investigations. 
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Self-Analysis Form I provides the administrator with the oppor­
tunity to determine how much information he has available about his 
investigative performance. Questions on this form reflect the concerns 
many administrators have about the outcomes of the investigative effort. 
But, a new set of concerns will emerge if the administrator implements 
the concepts described in previous sections of this manual. The improve­
ment of uniformed officers I investigations (both initial and follow­
through types), implementation of early case suspension, improved re­
lationships between the police agency and the prosecutor, and changes 
in investigative resource allocation all need to be monitored and the 
results (outcomes) assessed. Assessment of performance requires the 
administrator to develop performance criteria standards which will 
be applied to the information provided by the monitoring system. 
The performance criteria are the administrator1s guide to making 
judgments about the quality of the criminal investigation system in 
his department. Self-Analysis Form II provides a means for the adminis­
trator to indicate the basic criteria he believes to be most important. 

A Monitoring System: The Components 

A monitoring system is a managehlent information system which 
provides police administrators with the statistical data on investi­
gative performance that they can use to make judgments about perfor­
mance. It is an essential tool for police administrators to use in 
evaluating both system effectiveness and detective and patrol perfor­
mance. To fully understand how monitoring systems operate, the police 
administrator should be familiar with the following terms: 

1. Investigative Outcomes: The investigative product or result 
produced at the end of an investigation. ,Outcomes must be stated 
in quantifiable 'terms, such as number of arrests, case sus­
pensions, cases continued, case clearances, prosecutions, and 
convictions. 

2. Investigative Activities: The specific activities undertaken 
by criminal investigators and patrol offioers. Examples include 
interrogations, crime scene searches, interviews, and surveil­
lances. The'- activities must be sta'ted in quantifiable terms. 

3. Productiv~ty: The number of investigative outcomes or acti­
vities per person hour or person day (such as number of clearances 
per case assigned for each investigator per day). The greater 
the ratio of outcome per period of ,time worked, the higher the 
productivity of the unit or the individual investigator. 

The monitoring system provides the police administrator with a 
means to interrelate these concepts into a management information 
system. Much of the data collected can also be used as a resource 
for case collation, which is the comparison of information from one 
case with that from another to identify similarities and patterns. 
But the primary objective of the monitoring system is to provide 
the police administrator with continuous feedback on the investiga­
tive process. 
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SELF-ANALYSIS FORM I 

Investigative Operations Data 

This form is to provide an opportunity to assess the level of sub-

stantive knowledge about the operations of investigations in a police 

agency. * 

For each statement below, check whether the statement is true, false, 

or the information not available. 

1. Investigative workloads in the police depart­
ment are equal. 

2. Clearances vary according to time spent on 
follow-up investigations. 

3. Reclassification of crimes occurs equally 
throughout the city. 

4. Investigators clear more cases than uniformed 
police officers. 

5. Each patrol district is equally effective 
in clearing cases. 

Fill in the spaces at the end of each question below. 

6. Percent of cases cleared after preliminary 
investigation: 

7. Percent of cases cleared by an on-scene arrest: 

8. Percent of cases cleared after a follow-up 
investigation: 

9. Average duration of follow-up investigations: 

10. Percentage of cases still active after 30 days: 

11. Number of assigned cases per investigator each day: 

TRUE FALSE 
NOT 
rno~ 

*Participants in the Executive Training Program Workshop will have 
opportunity to discuss their self-analysis with workshop leaders and 
other participants. 
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SELF-ANALYSIS FORM II 

Investigative Performance Criteria 

This self-analysis form is intended to provide an opportunity to develop 

a sense of what "good performance" means when referring to parts of the in-

vestigative process. 

For each part of the investigative process listed below, 1) Identify 

the objectives of the process and 2) Describe how success can be measured, 

(such as what types of statistics or data would show "good performance.") 

INITIAL INVESTIGATIONS 
Objectives: 

Measures of success: 

EARLY CASE CLOSURE 
Objectives: 

Measures of success: 

FOLLOW-UP INVESTIGATIONS 
Objectives: 

Measures of success: 

CASE PREPARATION/PROSECUTION 
Objectives: 

Measures of success: 
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Monitoring systems have five major components: data collection, 
data analysis, reporting mechanisms, data validation, and evaluation. 
Each component must be carefully designed, tested, revised, and per­
fected if the monitoring system is to be useful to the administrator. 

Data Collection--Obviously, a system which analyzes data requires 
the accumulation of high quality data on every relevant aspect of the 
investigative process. The availability of data will vary from one 
police agency to another. Some police departments have well structured 
report forms upon which investigating officers record large amounts 
of information about crimes and the investigative actions taken. In 
many departments, officers are well trained and supervised, thereby 
leading to thorough completion of these reports. But even comprehen­
sive reporting will not provide all the data required for successful 
operation of a monitoring system, for the system also requires the 
input of information about case activities throughout the entire inves­
tigative process. 

Before data can be collected, the types of data needed must be 
identified. This is best accomplished by determining who system users 
will be, what outcomes they expect, and what evaluative criteria--or 
standards--will be applied. The items of information upon which these 
judgments can be based then must be determined. 

The data collection component is also concerned with the point 
at which data is inserted into the monitoring system. Even if in­
formation is available, the police agency must identify when and by 
whom data is to be entered into the system. For example, should the 
data from the initial investigation be entered into the system by rec-
ords clerks in the data processing unit or should this function 

be performed by personnel in tile centralized investigative unit? 
Developing the data collection component of the monitoring system in­
cludes identifying where the data is to be collected as well as what 
data is required. 

Data Analysis--Once data is collected, it must be analyzed to 
provide the required comparisons needed to make judgments about per­
formance. 

The method of analyzing data depends strictly on the tools avail­
able. Smaller agencies may have to process information by hand and 
by individual analysis; larger departments will require mechanical or 
computer processing. In either case, developing data analysis methods 
is a difficult, specialized function which requires professional assis­
tance. The type of analysis to be done will depend upon the system 
outputs desired. It is important that the analysis undertaken directly 
relates to output needs. There is often a tendency for police adminis­
trators to yield to data processing professionals when there is an 
apparent conflict between data analysis capabilities and administrative 
requirements of the system. It is important that administrators recog­
nize that ·the data analysis function--whether manual or mechanical--is 
a tool for their use. Police administrators mus·t clearly identify the 
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expected outputs from the systems; then they can rely on technical 
specialists to analyze the data and put it in the format they require. 

The types of data avail~le through analysis are broad. A few 
examples are: 

• Number of offenses investigated by patrol units. 

e Number of cases closed by on-scene arrest by the patrol unit. 

e Number of cases (and percent) assigned for follow-up investi­
gation and number cleared by unit, individual, time spent, 
etc. 

• Duration of follow-up investigations. 

• Number of cases reclassified by specialized investigative 
elements and by patrol personnel (qenerally supervisors). 

Numerous other analyses can be made. They should be identified 
as previously described, according to the performance evaluation cri­
teria the department decides to apply to each aspect of the criminal 
investigation function. 

Reporting--The department should develop reporting formats which 
will make it as easy as possible for people receiving the reports to 
read, understand, and use them. So, if there is to be a monthly re­
port on investigations/clearances, for example, it should be formatted 
the same way each month. The reports should be as simple and straight­
forward as possible. They should tell the story, rather than requiring 
system users to draw inferences. That is, they should not consist of 
columns of numbers which require each reader to make his or her own 
interpretations; instead, they should be organized so that the interpre­
tation of the data will be obvious and clear. 

At the same time, the reports should include supporting data--
the statistics on which conclusions are based. Managers should not have 
to rely solely on the judgment of the analysts. In addition, the re­
ports should present data, insofar as possible, in a variety of ways, 
most importantly, in both numerical and percentage form. 

Chart 1 presents a report on investigative effectiveness produced 
by the monitoring system used by the Rochester, New York, Police De­
partment. After reviewing this chart, you should answer the questions 
listed on Self-Analysis Form III. While the Rochester report provides 
a great amount of data that the police administrator can use to get a 
good picture of investigative activities, there is a need for additional 
explanatory information if its usefulness is to be maximized. The 
police administrator must be sure that the reports the system produces 
reflect an accurate picture of the investigative performance measures 
sought. 
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SELF-ANALYSIS FORM III 

DEVELOPING EVALUATIVE CRITERIA 

On Chart II, a report of investigative outcome assessment from a medium 

sized city police department, there are seven pieces of data circlued and num­

bered. In the space below on this form, each of these pieces of data is iden­

tified by number and then that piece of data described. 

After each description, indicate what evaluative criteria would be used 

to measure performance and upon what criteria, judgments could be made. 

Date Piece Number 

1 & 2 

3 

4 & 5 

6 & 7 

8 

In Maple Section, 3 percent of largenies are cleared by 

on-scene arrests; in Atlantic Section, 15 percent of larcenies 

are cleared by on-scene arrest. What factors might account for 

the difference in performance? 

In Lake Section, 15 percent of all larceny clearances are 

multiple clearances. This is far more than in any other Secti,on. 

What factors might account for the difference in performance? 

In Lake Section, 4 percent of larceny cases are closed by 

advising the complainant to get a warrant against the suspected 

offender; in Genesee Section, 14 percent of all larcenies are 

closed this way. 

For the department as a whole, 7 percent of all larcenies 

were not cleared and remained assigned to follow-up investiga­

tors; 64 percent of all larcenies w'ere not cleared and ad­

ministrativelY closed (Office). What factors might account fO]:, 

differences in performance? 

Two percent of all larcenies were cleared by follow-up 

investigative effort. What factors might account for differences 

in performance? 
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Data Validation--This is a quality control requirement to ensure 
accuracy in data being presented in the reports produced by the 
system. Since input into the system occurs from various units, and the 
analysis mechanism may be fairly complex, there is a substantial chance 
that data inaccuracies may occur. A procedure to check this accuracy 
is necessary. 

The best check is the random comparison of automated records 
with those maintained in the police agency's patrol units. This will 
require the selection, on a monthly basis, of one patrol unit as the 
object of study. Patrol records of offenses should be compared with 
the automated records. It will be common to find some inconsistencies, 
but large differences should not exist. When inconsistencies occur, 
the department must determine the cause and move to implement correc­
tive action that will eliminate the problem. 

Responsibility for data validation should be placed with either 
the department's inspection or planning units. By placing responsi­
bility apart from units involved in data collection or analysis, 
objectivity of the validation will be enhanced. 

Evaluaotion Criteria--All the data collected will be valueless 
unless it can be used within the context of what is expected, whaot is 
considered good performance, and what constitutes satisfactory investi­
gative outcomes. Those standards are based on what is important to 
the administration of the department, such as high rates of clearance 
per total case load. The department administrator should decide what 
is important based on local needs and local concerns, and should base 
judgments on those matters determined to be important. 

In a department in a city which has been the target of a large 
number of street robberies, for example, satisfactory performance might 
consist of quick arrival by detectives and uniformed officers, long 
interviews, a great deal of reassurance of victims and the generation 
of large amounts of information. In ar.other department, where the 
administrator is prosecution-conscious, good performance might con­
sist of careful preparation of evidence for trial, and the criterion 
might be prosecutable cases per arrest. The criteria should be custom-­
ized, changing to respond to local conditions and concerns; but they 
should be widely understood in the department so that investigative 
performance can be measured against them. 

Chart 1 presents another report of investigative effectiveness 
from the Rochester Police Department. A number of comparison items 
are lined in black and identified by a number. On Self-Analysis 
Form II~,indicate what each comparison item indicates in terms of 
the performance stated. 

Who Uses the System 

As suggested earlier, there is only one criterion for designing 
a data system--the needs of its Users. If the data produced are what 
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these users need to make decisions and if the data are presented to 
them in usable form, the system is a good one. If, on the other hand, 
it produces informati.on they cannot use or understand, or which is in 
a format which is difficult to use, the system will not work. This is 
why it is so important that the precise needs of the users be fully 
understood before the system is designed. Obviously it must fulfill 
the administrator's needs since he is the principal system user. 

Based upon the data generated by a monitoring system, a police 
administrator can make decisions about personnel allocations (choosing 
between patrol and investigators, for example), personnel evaluations 
(on which departmental rewards and assignments might be based), case 
statu- (to emphasize investigation of certain crimes rather than others), 
effectiveness of various kinds of procedures, and analysis of investi­
gative outcomes. 

A second potential uSer is the chief of detectives, who must make 
decisions about the day-to-day administration of centralized investiga­
tive units. For example, he must decide whether those cases referred 
to the detective specialist are worth pursuing. To do so, he should 
have inforrrltion about case status, caseload, and related factors 
important to his decision-making. He also should have information 
about the performance of individuals and units under his command and 
should be in a position to advise them, direct them, and discipline 
them, if appropriate. 

A third potential user is the patrol 90mmander, whose subordinates 
are responsible for initial and follow-up investigations, for identi­
fication of witnesses on the scene, for interrogations at the time of 
th~ crime, and for a variety of other investigative functions which in 
many agencies actually determine the referral of cases to the special­
ized centralized detectives. Like the chief of detectives, the patrol 
commander needs information about the effectiveness of his stIDordinates, 
including the volume of cases closed by arrest, early case suspension 
status, case clearance data, and the number of cases which are prose­
cutable. 

Finally, the system can serve the needs of individual investi­
gators by giving them frequent reports on the status of their cases, 
comparisons of their output and performance with that of other officers, 
and a means of interpreting tilat information so that they can improve 
their own performanc,' voluntarily rather than as a result of coercion. 

Each police agency may have a different set of system users. 
To assist the police administrator in identifying potential system 
users, Self-Analysis Form IV provides a means to identify them and con­
sider the benefits they could derive from the implementation of a 
monitoring systeF. 
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SELF-ANALYSIS FORM IV 

Identifying System User Benefits 

This self-analysis form is designed to provide the opportunity to de­

termine the benefits specific members of a police agency could receive 

from a system to moni·tor criminal investigations. 

List below the major benefits each of the following people would receive 

from a monitoring system. Be sure to identify the position incumbent 

by name. 

CHIEF OF POLICE: 

Name: 

CHIEF OF PATROL DIVISION 

Name: 

CHIEF OF DETECTIVES 

Name: 

PRECINCT COMMANDERS 

Name: 

INDIVIDUAL INVESTIGATORS 

OTHERS 

List names and positions: 
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Designing the System 

When the administrator has decided to implement a monitoring 
system, he should follow a logical design strategy which can maximize 
the utility of the system. The steps required are not easy; they 
require a substantial commitment in planning and design, as well as 
in testing and modifying the new system. 

Define System Users--The chief administrator of the department should 
decide whose information needs are to be served by the system, and 
should take steps to see that those people are involved, or at least 
consulted, in the design of the system. He should consider creating 
a task force composed of the users to ensure that the system is devel­
oped to serve them. The individuals listed on Self-Analysis Form IV 
can serve as the initial list of system users. These people should 
be provided with an orientation seminar--two or three hours long-­
which reviews the total concept of monitoring systems and how they 
can benefit the police department. This task force should meet reg­
ularly throughout the design and implementation process to oversee 
all activities. 

Define System Requirements--The task force of users or, if no task force 
is created, the users independently should submit to the chief admin~ 
istrator of the department a detailed statement of their data needs. 
On the basis of those statements and his own judgment, the chief ad­
ministrator should develop a precise statement of the overall objective 
~f the monitoring system. What does the chief want the system to achieve? 
How is it to be developed--as a manual system or one which uses computer 
processing? Should outside consultants be retained to assist in its 
development or is there sufficient talent and expertise in the de­
partment? 

After these broad decisions have been made, the chief executive 
should oversee the design of a statement of objectives such as: de­
velopment of a system of investigative unit performance, a capacity 
to monitor cases, a system for measuring the performance of individual 
officers and their units, and so on. 

For example, a statement of objectives might be as follows: 
The monitoring system will seek to evaluate individual investigator 
performance in investigative assignments, as well as the status of 
on-going cases. 

Develop Evaluation Criteria--These are the judgments to be applied 
about performance, the standards against which performance is to be 
judged. The system criteria must state clearly what constitutes good 
performance, insofar as possible, in quantitative terms. What clear­
ance rates are acceptable per crime? After how many hours of unpro­
ductive work do cases get dropped from the system? What rate of pro­
secutable cases per arrest indicates satisfactory investigation? 
These are the kinds of questions which must be answered. 
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The performance criteria listed on Self-Analysis Form II can 
provide the basis for the final development of evaluative criteria. 
As operation of the system begins, the police administrator will prob­
ably alter some of these criteria as he comes to better understand 

actual investigative performance. 

Define Expected Outputs--Based on the evaluative criteria, the adminis­
trator should determine what is expected from the system and what types 
of outputs are expected. These measures will serve as the basis for 
programming the system. To define outputs, the following questions 
should be asked. 

What types of data reporting will permit the applicaLlon of 
each evaluative criteria? 

Will that data actually support evaluative judgments? 

For example, if the objective is to evaluate case status, how 
should the status of cases be indicated on the report? What stat­
istics and data comparisons are required to show case status? One set 
of statistics might be how many cases are over 30, 60, and 90 days 
old (the number of days that have passed since investigation started). 
In the above case, as an example of whether the data will support eval­
uative judgments, one could ask whether the statistics provided are 
sufficient to actually indicate case status. 

Determine Inputs Required-- In order to produce the products desired, 
what sorts of data must be collected? Sources of data must be identi­
fied, the flow of da'ta from those in the field to those who analyze it 
must be shown, and specific requirements must be assigned to everyone 
in the department who has responsibilities for data generation and 
handling. If the data required is not available, a means for collecting 
it must be developed. 

Prepare Mock Reports--Preparation of sample r8ports gives an oppor­
tunity to everyone, from data producers to data users, to test the 
system. Reports can be produced and evaluated for readability and use­
fulness. After they are distributed to all who are going to use the 
system, the users can then be interviewed at length to learn whether 
they are able to use the reports as an aid in decision-making. In 
the initial stages, these reports can be prepared by hand. 

System Test--The system should operate for a period of at least three 
months. Data should be collected, reports should be processed, 
data analyzed, and reports produced. The reports should be given to 
decision-makers in the department so that they can begin making judg­
ments about performance on the basis of them. At the same time, the 
system is scrutinized, data is verified, analyses are checked, and 
evaluations written on the entire system. 

The system test can be carried out under the supervision of the 
department's task force which oversees the development and implementation 
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of the monitoring system. The task force, throughout this testing 
process, should meet with all the system users to see how useful they 
find the data and what alterations they feel would be beneficial. 
The chief of the agency should be a contributor to this process. 

Revised System--On the basis of the test, revisions are made in the 
system, and it is made operational. At regular intervals, inqu~r~es 
should be made about how the monitoring system reports are being used. 

To help the reader in planning the design and implementation 
of the monitoring system, Self-Analysis Form V provides the opportun­
ity to identify who in the police agency would have responsibility for 
each part of the effort. 

Support Requirements 

Throughout this section, references have been made to the "data 
processing system," to the "chief executive" of the police department, 
and to a "task force." It is important to highlight those specifically 
so that readers understand that when a decision is made to develop a 
monitoring capacity, the police department is making a considerable 
commitment. We have, of course, simplified the process, but it is not 
a simple process. 

The first commitment required is that of the department adminis­
tration. The chief executive must understand that in undertaking the 
development of a monitoring system, he is making a commitment that 
he will work on the development of a statement of his needs for data, 
that he will assist his subordinates in responding to their responsi­
bilities, and that he will commit the department to the development 
of the system. Most important of all, in undertaking the developmen~ 
of the system, he is committing himself to use it to make critical 
decisions about the placement and effectiveness of the investigative 
resources within the d~partment. 

If the task force approach is a feasible way of developing the 
monitoring system, a second commi'bnent is made. The last ten years 
of effort to change and improve police departments have proven again 
and again, just as in other fields, that systems work best if those 
who will be affected by them are involved in their development. A 
monitoring system is created to serve the needs of certain people in 
the police department. No one is better sui·ted than these people to 
articulate their nGeds. If tl1e system is to meet their needs, be under­
stood by them, and be relevant to their needs for data, they must be 
involved in its design. 

A third commitment of support is that of establishing a data 
processing system (in departments where this level of sophistication 
makes economic and operational sense). There was a time when police 
departments bought computers and didn't know how to use them. They 
lay fallow, and their technicians had time on their hands. But during 
the last five years, police departments have become increasingly so­
phisticated in the uses of computers, and data processing units of 
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SELF-ANALYSIS FORM V 

Implementation Responsibilities 

This self-analysis form is designed to identify who in a police agency 

should have responsibility for the steps involved in implementing a mon-

itoring system. This form also can help in developing a prell.,: '.r.ary time 

schedule for design and implementation activities. 

Under each of the design and implementation activities listed below, 
, 

identify the member of your police agency who should have responsibility 

for that activity. Then, on the right side of the page, estimate the number 

of weeks it will require to complete the ac,ti vi ty . 

Defining System Users: Member Weeks of Work Date Due 

Defining System Re9uirements 

Developing Evaluative Criteria. 

Definin~ Expected Outputs -
pefining Required Inputs 

Preparing Mock Reports 

Testing System 

In the space below, identify members of your command staff who you feel 

should be members of the Task Force overseeing the development of the 

monitoring system. 

Name Assignment 
------------------------------~--------------------------

Name ______________________________ ~Assignment. ________________________ __ 

Name ______________________________ ~Assignment ________________________ __ 

Name ______________________________ ~Assignment ________________________ __ 

Name ______________________________ ~Assignment ___ , ______________________ __ 
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police departments are often overloaded. A monitoring system like the 
one described here, especially in larger police departments, requires 
a high commitment of data processing resources--programmers, forms 
designers, analysts. Departments undertaking design of a monitoring 
system should understand the commitment that they are making. 

Finally, the department makes a real commitment of training 
time. Adoption of a new technical system in a police department re­
quires training people to use it. It makes little sense to have an 
elaborate new system which is not understood. Without training, users 
cannot operate or benefit from it, and those affected by the system, 
because they are not fully informed, may become resentful that some­
thing is being done to them without their consent, knowledge, and 
understanding. Thus, developing a monitoring system must include a 
commitment by the department to train command personnel in its meaning 
and uses, supervisors in its implications, and investigators and patrol 
officers in the ways they can use it to evaluate and improve their own 
individual performance. 

Implementation Strategies and Problems 

However carefully the police department undertakes the development 
of a complex system such dS monitoring, it cannot anticipate all of 
the problems which will arise. A police department, after all, is 
a very complex organization with very complex responsibilities, many 
of which compete with each other, are poorly understood and appreci­
ated, or are performed because of tradition and necessity rather than 
logic and rationality. 

Some of these problems will be related to the administration of 
the system. Field personnel will argue that the forms designed by 
the data processing experts place unnecessary burdens on them. "We 
are spending all our time filling out forms," they may say,"and we never 
get anything in return." Supervisors in the field do not use the re­
ports to make decisions about mat-ters of importance to them. "Use 
these reports?" they may say, "I throw' them in the trash." 

These are real problems and must be confronted in ways that show 
an appreciation of the r~al difficulties of people who are asked to use 
a new monitoring system. Investigators and officers must believe that 
the system offers them something--usable knowledge about their per­
formance and ideas for improving their performance. They must believe 
that the system will not be used as a disciplinary tool. They must 
have a stake in filling out detailed forms, and the forms must be de­
signed as simply as possible and be defensible in every detail. 

Managers must see the connection between the information they 
receive and the decisions they must make. The system ml1st be relevant 
to some of their pressing concerns--demands of -the local civic committee 
that crimes be "solved" or demands of the department's administration 
that allocations to specialized detective units be justifiable. 
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If the system is not filling needs for information which, on 
a day-to-day basis, are real and important, it will become a frill 
and will be shoved aside. To help prevent this, the police adminis­
trator must see that commanders are held accountable for issues re­
lated to productivity once they begin receiving reports on performance 
from the monitoring system. 

Two other common problems may arise when a monitoring system is 
implemented. The first is improper use of data. Unless evaluative 
criteria are clear and thoroughly understood by system users, misin­
terpretation of data may occur and faulty judgments may be made. Dis­
crepancies in data can usually be traced to underlying reasons. For 
example, if the number of on-scene arrests in a business district is 
especially high, it may relate to the pick-Up of shoplifting offenders 
by merchants' security personnel. Such a finding must be carefully 
interpreted. 

Data input irregularities are a second problem. Much of the 
inconsistency in data inpu't is due to reports that are poorly prepared 
with little or no supervisory review. For the monitoring system to 
operate effectively, there must be concerted supervisory effort to 
insure the input of quality data. 

In summary, the monitoring system must generate outputs that clear­
ly reflect tile police administrator's expectations. Unless the data 
provided are meaningful and useful to the system's user, there is no 
point in developing such a system. 
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CHAPTER 6. ORGANIZATION AND ALLOCATION OF RESOURCES 

A common theme that runs through the literature on management 
is the manager's concern for accomplishing organizational goals and 
objectives. All managers are engaged in getting things done with and 
through people to accomplish organizational goals. Regardless of the 
type of organization or level of management, the functions of plan­
ning, organizing, motivating, and controlling are central to the 
manager's role. One factor which can help management become effective 
and help people work together to achieve common goals is the organi­
zational structure. An organizational structure can be thought of as 
a framework which facilita'tes and integrates performance. 

A continuing responsibility for the police administrator, as 
well as other managers in the agency, is reviewing the extent and 
type of specialization needed, the definition and allocation of 
responsibility, the delegation of needed authority, and the effec·tive­
ness of personnel and material resources. 

This on-going assessment of existing organizational and allo­
cation policies is intended to assure the highest level of performance 
at the least possible cost to the community. To achieve this goal, 
the administrator must challenge the operational and administrative 
decisions of his predecessor as well as his own. 

The management of the criminal investigation process is one part 
of the total police function that has been subjected to limited re­
view. In the last few years, however, managers have increasingly 
begun to take a searching look at i:ilis process and its outcomes. 

For most of those agencies that have already altered the crim­
inal investigation process, it is too early to determine the effect 
and impact of the changes. However, the administrators of ,those 
agencies believe the new organization and assignment pOlicies are 
more responsive to their particular needs. 
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One clear fact emerg~s from a review of the literature and 
conversations with law enforcement experts: There is no single 
organizational or allocation model which is bes't for all police 
agencies. The uniqueness of each community and the capability 
of its police personnel must be known by the police administra­
tor before substantive changes can be made in the organization. 

Agencies throughout the nation have different organization­
al structure for criminal investigation, with substantially dif­
ferent characteristics. Basically, however, there are three com­
mon types: 

• Detective Specialist/Centralized Model 

• Detective Specialist/Centralized and Decentralized Model 

• Detective Specialist/Centralized and Detective Generalist/ 
Decentralized and Patrol Division (Team Policing) Model. 

In addition, a few departments in the nation have a "generalist" 
model in which the primary responsibility for the investigation 'of 
crimes rests with the patrol officer. In these agencies, detectives, 
if there are any, function essentially as consultants and advisors 
to the uniformed officer. 

The police agency in Fremont, California, employs such a model. 
The responsibility for investigation of crime is assigned as follows: 

The investigation of crime is considered to be an 
essential police function for which each officer in 
the department is responsible ... To a great extent, the 
investigation section serves the field officers. Much 
of the investigative load is handled by patrol officers. 
An investigator is called to assist a patrol officer on 
a case only if a Patrol Section supervisor or Operations Officer 
determines the need for one according to the following criteria: 

• Special knowledge or expertise of the investiga­
tor that would materially enhance the investigation. 

• If a suspect is known but not in custody, and 
there is need for an immediate follow-up and 
apprehension. 

• The nature of the investigation precludes sec­
tor officers from completing it, due to unusual 
constraints, e.g., investigation out of the city, 
need to respond to other calls for service, etc. 

• A suspect is known and in custody and is providing 
information that would be valuable in clearing other 
serious offenses. 
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• Other unusual situations as approved by Operations 
Officers, the Investigative Commander, Division Com­
mander, or Chief of Policel . 

This model is generally most useful in smaller cities where the 
size of the agency and the crime problem do not warrant investments 
in specialized units. 

Figure 1. Typical Organizational Structure: 
Detective Specialist/Centralized Model 

Chief 
of 
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J 
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o Patrol Division Investigation on 
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Crimes Crimes General 
vs vs Crimes 

Persons Property 

This is the most prevalent organizational arrangement for inves­
tigating reported crimes. In this model, responsibility for investi­
gating crime is assigned to the specialized Criminal Investigative 
Division. Members of the Patrol Division play a perfunctory and mini­
mal role of collecting basic information when they respond to the 
scene of a crime. 

While there are a number of advantages to having a specialized 
detective division, there are an equal number of disadvantages. Both 
sides of the issue can be briefly outlined. as follows: 

1 " P k Prescr~pt~ve ac age 
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Advantages 

• Definite, fixed investigative responsibility 

• Enhanced development of higher skill levels 

• Facilitation of ·training in latest investigative technologies 

• Development of higher morale and pride in accomplishment 

• Stronger sense of identification with goal and investigative 
performance levels. 

• Development of public interest and support 

• More time for uniformed officers to patrol their areas. 

Disadvantages 

• Internal communication of information is stymied and inef­
fective 

• Negative impact on the morale of the uniformed officer 

• Timely response and, thus, the effectiveness of investigation 
suffers 

• Increase in administrative and clerical work loads 

• Negative impact on public relations because of time delays 
in the investigation. 2 

While this listing can be expanded upon in support of either po- . 
sition, it is sufficient to make the point that::he plusses and minuses 
should be weighed and considered. 

Since the ultimate measure of effectiveness is whether the or­
ganization is producing the desired results and outcomes, the assess­
ment of current levels of performance must be directed toward evalu­
ating that end. Whatever the outcome of the final determination, 
there is a need to critically challenge the worth of the existing 
arrangement in each police agency. Even if the determination is that 
the existing organization is efficient, effective, and productive, 
the police administrator will at least feel more comfortable as a 
result of the reaffirmation of prior judgments. On the other hand, 
he may find ·that there are better ways to maximize the results of 
the criminal investigation effort. 

2Task Force findings, Multnomah County, Oregon, Sheriff's Office. 
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In many agencies, where that hard critical assessment has been 
made, changes have, in fact, been made and experimentation with d~f­
ferent organizational models has begun. In these agencies, at least, 
there was dissatisfaction with performance and productivity levels in 
the criminal investigation system. 

Figure 2. Typical Organizational Structure: 
Detective Specialist/Centralized and Decentralized Model 
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One variation of the traditional model features a decentralization 
of some investigators to the district or precinct le~Tel. Essentially, 
however, this model retains "the same basic characteristics of the pure­
ly centralized model; that is, the assignment of investigative respon­
sibility remains in the Criminal Investigation Division, there is a 
distinct organizational reporting relationship to the chief, specialized 
crime units by category remain at the centralized l'evel, and the uni­
formed officer's role is still perfunctory and minimal. 

The placement of some portion of the criminal investigators at 
the decentralized level (or "street" level) appear!3 to be designed 
to accomplish several benefits. They are: 

• Assigning the investigators closer to the community they serve 

• Fostering a better communication with patrol officers 
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• Making possible a more timely response to reported crimes 

• Facilitating the cultivation of sources of information 

• Increasing the generalist's knowledge about generalist crim­
inals in the particular community. 

still another modification to the traditional organization is 
the Team Policing Model: 

Figure 3. Typical Organizational Structure. 
Detective Specialist/Centralized 
Detective Generalist/Decentralized and Patrol Division 

(Team Policing Model) 
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This model features: a specialized centraliz8d detective unit 

Centralized 
units 

with the decentralized generalist investigator assigned to the Patrol 
Division Commander. In this arrangement uniformed officer and investi­
gator work together in a "team" which is assigned to a particular 
communi ty or segment of t:he jurisdiction to be policed. In essence, 
this represents a partial return to the generalist model mentioned 
earlier. 

The operations of the "team" policing unit has been found to 
promote, among other benefits, a good relationship between uniformed 
and investigative officers, a more rapid response by the investigator 
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to the scene of a crime and the development of community identifi­
cation with "its" police. 

Many departments throughout the country have adopted 
or have begun experimenting with a team policing concept. 
those agencies is in Rochester, New York. 

this model 
One of 

In early 1971, the Rochester Police Department began experi~' 
menting with a Coordinated Team Patrol (CTP) to determine whether 
improved activities in investigation and apprehension could be ef­
fected. Over the period of the experiment, evaluations and adjustments 
were made. The results of assigning teams of patrol officers and in­
vestigators to work together in fixed geographical areas (sectors) 
were as follows: 

• Teams made arrests in a higher percentage of burg'lary, rob­
bery, and larceny cases than did nonteam personnel in other 
sectors. 

• Teams cleared a higher percentage of burglaries, robberies, 
and larcenies than did nonteam personnel. 

• Teams made on-scene arrests in robbery and larceny cases 
more often. However, there was no apparent difference in 
burglary cases. 

• Team on-scene arrests for burglary, lCLrceny, and robbery 
were more likely to result in prosecutions than those made 
by nonteam personnel. 

• No significant differences were found in the quantity of 
information contained in the preliminary investigation re­
ports of team and nonteam personnel. 

• Burglary and robbery arrests resulting from follow-up in­
vestigations were made in a larger percentage of cases by 
team personnel than by non'..:eam personnel. 

• Prosecutions resulting from follow-up investigation did not 
vary between team and nonteam cases. 

• Both team and nonteam personnel felt that the CTP method 
was more effective in dealing with crj~e. 

Cl Both team and nonteant persorlnel felt that the CTP model helped 
to improve the relationship between patrol and detective per­
sonnel. 

• Te~m patrol officers reported a much higher level of cooper­
at:: .. on with team in'll', stigators than with nonteam investigators. 
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While these results may not necessarily be typical, the outcomes 
produced by the criminal investigation process were improved upon in 
that city by altering the organizational structure and changing the 
allocation mix of investigative resource~. 

In 1975 the Multnomah County Sheriff's Office in Oregon under­
took the "difficult process" of self-analysis which included a critical 
review of the way in which crimes were being investigated by that 
agency. There was not only dissatisfaction with the performance re­
sults obtained by the traditional organizational approach, but also 
a growing concern that the potential of the better educated personnel 
in the agency was not being fully maximized. Job satisfaction and 
enrichment for the uniformed officer were real concerns. 

Their self-analysis led to substantial organizational changes 
which emphasize the generalist investigator approach. An interesting 
and informative overview of the self-analysis process was detailed in 
a concise publication entitled The Generalist Investigator: A New 
Role for the Patrol Officer Under Neighborhood Team Policing. A re­
print of that article has been added as Appendix 11 to this document 
for your information. 

Multnomah County's analysis is representative of many signs that 
a growing number of police agencies are challenging the effectiveness 
of their current approach to criminal investigations. While there 
may not be a single best way to improve the process, the encouraging 
factor is that agencies are actively seeking the best ways for their 
agencies to conduct investigations. 

Another very interesting experiment was undertaken by the Cin­
cinna·ti Police Department between March 1973 and January 1974. In 
this city, the Police Division experimented with all three basic 
orgardzational models in an 8ffort to det.ermine the relative impact 
of each upon investigative effectiveness. 

The three basic models ,'lf~re: 

1. Team Policj~~--One district was organized into six geo­
graphical sectors. The team in each sector included of­
ficers with investigative skills. The team members were 
given responsibility for investigating all crimes except 
homicide. 

2. Decentralized District--Officers with investigative skills 
were assigned to this District. They were organized into 
specialized units based upon crime categories (against 
persons and against property). The investigators were 
responsible for investigating all crimes except homicide 
within the District. 

3. Centralized Investigation--Patrol units in the rema~n~ng 
four districts were supported by the tradi·tional detective 
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operation made up of units according to crime categories 
and working out of a central detective operation. 

The overall results of the Cincinnati experiment showed the fol­
lowing: 

• The team policing Model had the best overall level of effec­
tiveness as measured by clearances, arrest rates, and overall 
clearance rates. Local officials believe that most of the 
success could be attributed to the work of the patrol service 
in the district . 

... 
• Cases requiring investigative follow-up for clearance results 

were most successfully handled in the Decentralized District 
Model. 

• Officers asked to select the "best model" other than the one 
they were assigned to chose the Decentralized District Model 
most often. 

• Investigators felt that the ideal model for their purposes 
would be the Decentralized District Model with team policing 
for patrol and a centralized unit for handling highly special­
ized cases and providing information dissemination services. 

The detailed findings of the evaluation were reported in a docu­
ment entitled Investigative Effectiveness in Cincinnati. Because of 
the uniqueness of the experiment, and the potential utility for chiefs 
of other departments, a reprint of this report is included as Appendix 
12 to this Manual. 

In summary, almost all police administrators believe there is 
a need for establishing a specialized investigative capacity. How­
ever, there is a growing concern about how large this commitment should 
be. The value of returning investigators to perform more generalist 
duties and assigning some percentage to a decentralized model are being 
increasingly considered and, then, adop-ted. 

It would appear that the current trend points ·toward a decentral­
ized component which relates more directly, and promptly, to the local 
communities in the jurisdiction sC::-".;;d. 

Allocation of Resources 

Concurrent with the examination of how the agency is organized 
to best perform the criminal investigation function, is the perplex­
ing, yet critical, question of resourCA allocation. How much of the 
total departmental resources s~ould be assigned to the criminal in­
vestigation process? 

Unfortunately, there have been no scientific studies conducted 
which will provide information about optimizing case loads or deter-
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proper allocation policies for the criminal investigation pro­
Consequently, the percentage of total resources assigned by 
agencies to this function varies widely. 

Some law enforcement experts have suggested that the proper per­
centage is between 9 and 11 percent of the total personnel resources 
in the agency. ~hey do not, however, indicate how those percentages 
were arrived at. 

In fact, the six agencies studied, which were reported upon in 
the Prescriptive Package on Managing Criminal Investigations allo­
cated from 8 to 22 percent of their resources to the criminal investi­
gation function. The difIGrences most likely reflebted the value 
judgments made by the head of the police agency which are related to 
his personal assessment of community need and agency capability. 

The percentage of the total departmental resources which should 
be assigned to the specialized criminal investigation division is 
determined by many factors. Three of the major factors are: 1) the 
degree to which other, agency components are involved in the process, 
2) the size of the total criminal case workload, and 3) the internal 
and external policies which effectively determine which cases will 
be investigated and for how lon~. 

Several questions which might be asked to begin to determine how 
many officers should be assigned to criminal investigations include: 

• Are the uniformed of£icers conducting thorough preliminary 
investigatioas? 

• Is the crime information collection instrument (crime re­
port form) forcing the collection of all available infor­
mation? 

• Could the patrol division become more involved? How? 

• Could nonsolvable cases be ejected from the investigative 
process early in the process? When? By whom? 

$ Are continuing investigations managed with the view of early 
discom:inuance? 

• Are we overspecialized in the criminal investigation division? 

• Are there redundancies in the organization of the investigative 
effort (e.g., juvenile, narcotics, detective elements)? 

• Could civilians perform some follow-up responsibilities? 

.. Are completed cases being accepted for prosecution? 

o How should the agency monitor the effectiveness of the CI process? 
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• Are there more productive uses of existing investigative 
personnel (If the current outcomes are not satisfactory, 
what are the alternatives, etc.)? 

The above list of questions could be greatly expanded upon by 
the police administrator. By following the flow of the MCI program 
elements, and challenging each on the grounds of productivity and 
waste levels, good insight can be obtained into the current use as 
measured against productivity expectations. The answers to the ques­
tions formulated will facilitate decisions concerning adequacy of ex­
isting systems. 

It is entirely possible that the administrator could be making 
better use of total personnel resources. On the other hand, if the 
decision is that the existing allocations policies are sufficient, the 
administrator will at least have updated the validity of earlier judg­
ments. 

As a matter of fact, many administrators, after going through 
a critical and constructive analysis of existing policies, have found 
it possible to reinvest exi8ting resources in imaginative and respon­
sive programs which are tailored to the particular needs of their 
communities. 

Some of the innovative alternative uses of personnel include: 

• Major Offenders Unit 

Personnel are directing their investigative energies against 
those criminals who are "recidivists" and who account for a 
disproportionate amount of the total crime picture. In some 
agencies this unit also concentrates on the major criminals 
who are notorious in particular crime endeavors. 

• Task Force Units 

Particular crimes are identified as the bellwether for that 
community (robbery, burglary, etc.) I and intensified and con­
centrated efforts are being made to bring these crime problems 
under control. The efforts of the unit are based upon careflll 
crime analysis which provides ~requency, pattern, and geographic 
data .. 

• Anti-fencing 

Many police agencies have gone into the "fencing" busi­
ness. These operations are covert in operation and may 
require prior consultation with prosecutors, etc. They 
have been very effective in arresting burglars, identifying 
other criminal receivers, and recovering property. 
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• Crime Analysis Units 

A comprehensive analysis of crime data is conducted with the 
view of identifying patterns and trends to maximize the pro­
ductivity and effectiveness of all agency line elements. 
Such efforts have led to the establishment of units which 
deal with street crime, auto larceny, etc. 

• Rape Analysis/Sex Crimes Unit 

Where the problem 'Vlarrants it, seme departments have created 
units specifically responsible for analyzing and developing 
rape investigation and educational programs. 

• Police/Prosecutor Legal Advisor Units 

These units are primarily interested in assisting agency 
members in developing and conducting better case investi­
gations so that cases submitted for prosecution are of 
the highest order. 

• Crime Prevention Programs 

Many departments have established an aggressive crime pre­
vention program aimed at educating the public about what it 
can do to help reduce crime. Programs include such topics as: 
auxiliary police, block-watchers, community councils, operation 
identification (the marking of valuable property), preparation 
of information leatlets, public radio announcements, and the 
like. 

• Others 

Pawn shop units. 

Detective trainers of recruits and inservice investigation pro­
grams. 

Mobile laboratory technicians. 

Case review and screening officers. 

This list of alternative uses of personnel is by no means exhaus­
tive. It was presented to give information about the ways some managers 
have reassigned resources for the purpose of improving the outcomes 
of the total criminal investigation process. 

In summary, it has been the experience of many agencies that a 
careful review of the key components of the total criminal investigation 
process with a view toward maximizing the outcomes of each component 
of the system, has led the police administrator to make changes in the 
existing organizational structure and the current allocation strategies. 
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APPENDIX 11 

THE GENERALIST INVESTIGATOR: 
A NEW ROLE FOR THE PATROL OFFICER 
UNDER NEIGHBORHOOD TEAM POLICING 

By R. KAUFFMAN 

INTRODUCTION 

The decade of the sixities clearly illustrated that local law enforcemen.t 
agencies were not organizationally and operationally adaptive to the 
changes of a rapidly evolving society. Reported crime was on the upswing; 
civil disorders of all categories became commonplace; elected representa­
tives voiced me concern of their constituents; and '!law and order" became 
a major political slogan. 

The immediate response to this newly articulated concern for public safety 
was typical of other responses to crises facing American eociety in recent 
history. Most public officials agreed that what was needed to stem the tide 
was more law enforcement officers, a more highly trained and specialized 
group of investigative experts, and a heavier reliance on the technologi­
cal advancements made in related scientific fields. 

Specialized units were formed or reor~anized, trained and equipped to meet 
the rising tide of criminal activity in such areas as robbery, narcotics, 
burglary, auto theft, fraud and vice. Highly technical equipment was 
developed by industry and eagerly purchased and employed by agencies of 
a.ll sizes. More highly skilled and educated personnel were recruited into 
public safety service. 

The resul~s of this movement, however, were not as predicted. Reported 
crime continued to rise, clearance of those crimes by arrest remained 
basically the sante or decreased, and the local public safety agency 
became a highly complex bureaucratic organization fraught with communica­
tion problems and lack of cooperation. Smaller agencies became 
frustrated in that they could not f.inancially afford the more expensive 
technical apparatus nor the high degree of specialization so highly recom­
mended by the larger agencies at all levels. However, their perceived 
n~eds to combat the rising crime rate were no~ lessened. 

Wi th this surge of "profes:donalization of the police, II little attention 
has been paid to the actual nature of crime resolution and the development 
of thos"e individuals who provide the firBt line of public safety protec­
tion to any community, large or small -- the patrol officer. 
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DE-SPECIALIZATION IN MULTNOMAH COUNTY 

The Multnomah County Division of Public Safety (MCDPS) was not unlike other 
agencies in this respect. Prior to July 1975, this agency typically relied 
on a large and highly specialized investigative force to investigate all 
categories of criminal activity within the coun.ty. 

Organizationally, the investigative unit was divided into two broad sub­
categories: crimes against persons and crimes against property. The 
Crimes Against Persons Section was further sub-divided into several teams 
1'17hich included homicide, robbery, special services, special investigations 
and support (general assignment). The Crime Against Property Section was 
comprised of specialized units dealing w·i th auto theft, general theft, 
fraud, burglary, arson, bombs and a burglary tactical unit. 

Other specialized units within the Investigative Division included the 
Youth Services Section and the Scientific Investigation Sect;ion. The major 
function of Youth Services was the investigation of all criminal acts 
committed by persons under the age of 18, as well as numerous status 
offenses as defined by state st.atute. In addition, the Youth Services 
Section was responsible for school liaison programs and protective services 
to children who had been abused, molested, neglected or abandoned. 

Scientific Investigation (Criminalistics) had the major function of crime 
scene search, collec·tion and preservation of evidence, and the processing 
of some physical evidence. 

In terms of personnel resources alone, the Investigative Division 
accounted for one of six Captains within the agency, five of fifteen 
Lieutenants, and twenty-six of fifty-four Sergeants. l 

The primary duties of these units were typical of similar units within 
other agencies. Detective personnel were charged with the review and 
follow-up of all initial crime reports generated by the patrol officer. 
They conducted special investigations and interviews of suspects and 
victims, collected evidence, prepared cases for presentation to the 
District Attorney and provided the majority of testimony in major trials. 
In comparison, duties of the patrol officer involved responding to the 
scene (if necessary), locating present witnesses and taking an initial 
crime report. If a detective needed to be called to the scene, as 
prescribed by procedure, the patrol officer would notify the appropriate 
supervisor and turn over the scene to the detective upon his arrival. If 
not, the patrol officer would forward a copy of his/her initial report 
through normal channels which would be routinely assigned to the appropri­
ate investigative unit. As is also typical of most agencies, the calling 
of detectives or the forwarding of a report was generally the last the 
patrol officer knew of a case. 

IThe revised personnel level of the Detective Team has not become stabi­
lized. However, the reduction of min-level management personnel has 
been substantial. Currently, the Team is managed by a Lieutenant and 
staffed by thirteen Sergeants. 
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Within the agency, the "detective" was seen as a privileged individual. 
He/she could work in plain clothes, wear various modes of dress 
(including long hair and beards) 1 had a nearly complete freedom of move­
ment and mode of operation, drove unmarked vehicles and, most important, 
were perceived by uniformed officers as having the most prestige. As 
detectives were responsible for case follow-up, the majority of clear­
ances were written by detectives. As a result, it was the detective who 
reaped that commodity deemed most necessary to a successful police career 
arrests and convictions. 

As mentioned previously, this mode of operation added significantly to the 
traditional loss of effective and efficient communication between members 
of the agency. Criminal information was forwarded upward through the 
chain of command by patrol officers, rarely the other way around. The 
development and execution of search and arrest warrants was the responsibi­
lity of the detective. The patrol officer who had developed a quality 
case on his own and was "allowed" to participate in the development and 
execution of warrants was considered lucky by both detectives and other 
patrol officers. 

During the early months of 1975, this agency began the difficult process 
of self-analysis. Our major concernS included not only the most effective 
and efficient delivery of public safety services to the cowmunity but a 
radical change in professional environment for members of the agency. 

In the area of investigations, we found that the majority of a detective's 
time was taken up by the review of initial police reports. 2 Follm'l-ups 
were generally fruitless due to the time delay between the taking of an 
initial report by a patrol officer and the assignment of the case to a 
detective. In audition, reports contained little of value in terms of 
physical evidence and/or suspect information. Generally speaking, 
detectives were most suucessful when a suspect was taken into custody by 
the responding patrol officer and could be interviewed, or when the 
detective worked people and not cases. Detectives generally selected only 
those incidents that reflected the most promising hope of solution. Those 
cases which did not were suspended from active case loads until more 
promising information came to their attention. 

Specific advantages and disadvantages of the Detective/Specialist opera­
tional model were discussed by members of a special study group. 
Advantages to continuing the Detective/Specialist model included: 

1. Definite fixing of responsibility for tile performance 
of a specific task is placed upon a specific individ­
ual or unit; 

2. Constant repetition of a technical task develops a 
high degree of skill and ability in that task, thus 
resulting in superior performance; 

20ur findings were substantiated by the recently released Rand Study on the 
Investigative Function. 
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3. Officers assigned to specialized fields or func­
tions may be processed through advanced training 
programs in those areas. Such programs are not 
feasible for \~he personnel of an entire department; 

4. A small group that is made responsible for a 
specific task tends to become more cohesive and 
experiences higher moral and pride in its 
accomplishments; 

5. Because of the assignment of definite responsibility, 
specialist officers develop almost a proprietary 
interest in their specialty, and their concern causes 
them to exert more interest, energy and initiative in 
their particular field. ~n addition, the narrowed 
field of'interest of the specialist officer stimu­
lates him to study and research individually; 

6. Specialized units arouse public interest and support 
of these police activities due to the publicity and 
status given the activity of specialist units; 

7. The establishment and operation of specialist support 
units leaves the district patrol officer free for 
routine preventative patrol for a greater pi riod of 
time than if he were functioning as a generalist. 3 

However, the disadvantages of the model as expressed by members of the study 
group were equally important. They included: 

1. The decrease in intra-agency communication as the 
degree of specialization increased; 

2. The negative impact on the morale of patrol officers 
in that they: 

a. seldom knew the overall results of their 
work on the street 

b. perceived a lack of opportunity to become 
involved in a prestige 'positions in the 
agency, 

c. rarely were afforded an opportunity to 
attend formal investigative schools to 
broaden their general police investigative 
skills 

3Gourley, G. Douqlas, "Effective Police Organization and M?,magemenr." LEAA 
Report for the President's Commission on Law Enforcement and the Administration 
of Justice, Volume 4, October 1966, pp. 335-33E. 
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d. perceived a lack of opportunity for the 
development of significant experience 
necessary for promotion, and 

e. rarely received public or agency applause 
for the solution of a major case or for 
quality public service in general; 

3. The positive solution of a criminal act is dependent on 
the timely arrival of police, and possible apprehension 
of suspects, the collection of evidenc~ and the inter­
viewing of witnesses and victims at the scene. The 
traditional detective specialist mode automatically 
involves the loss of valuable time between the perpetra­
tion and/or discovery of a criminal act and its assignment 
to the individual(s) responsible for its solution; 

4. A perhaps unnecessary increase in administrative load in 
that every crime report must be copied, assigned and read 
regardless of the probability of solution of the incident; 

5. A negative impact on public relations in that there 
existed a considerable time lag between the patrol officer 
contact with a victim and a follow-up contact by detec­
tives, if such contact occurred. 

TEAM POLICING AND INVESTIGATIONS 

During the planning phase of this agency's Qonvertion to a full-service 
Neighborhood Team Policing model, it was decided to revise the existing 
functional investigative structure. In addition to the previously 
delineated concerns, it was realized by the command structure of the agency 
that the capabilities and job satisfaction requirements of the patrol 
officer in this agency had evolved. For example, even though entry into 
the agency required that a person be initially assigned to the uniform 
section as a district patrol officer after graduation from academy t.raining, 
many officers had had prior experience and possessed highly specialized 
investigative skills. Second, under the direction of then Sheriff Donald E. 
Clark, all sworn officers hireq after 1965 held a four-year college 
degree indicating that such officers were capable of handling complex 
problem solving, and as a result,' job satisfaction for many officers 
became more difficult to achieve when they were assigned only routine 
patrol duties as defined under ti1en existing policy and procedures. 

Under the guidance of Sheriff Louis Rinehart and later Sheriff Lee P. 
Brown, this agency implemented a new role definition for the patrol 
officer. The patrol officer would now be responsible for: 

1. The discharge of system and team goals developed 
in the performance of his profession to include 
speaking to community members, school groups, 
involvement in community functions, advocating 
for the rights and needs of children and adults 
within the community; 
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2. The acquisition and disposition of team and/or 
support resources required by the nature of his 
assigned calls for service; 

3. The preliminary investigation of all crimes dis­
patched to him/her while on or off duty within a 
team area; and 

4. The follow-up investigation of all assigned cases. 4 

By August 1975, the following changes had occurred. P~rst, the Juvenile 
Services Section had been abolished and all of its personnel transferred 
to the Operations Section (Uniformed District Patrol) . 

The Investigative Division had been reduced in number of personnel and in 
responsibility. The remaining detectives were assigned to major felonies 
such as homicide, robbery, morals and child abuse, arson, fraud, and a 
burglary tactical unit (which was supported by outside funding). Other 
personnel were transferred to the Operations Section as supervisory 
personnel or district patrol officers. The reorganized investigative 
team was commanded by a Lieutenant and was operationally and administra­
tively placed under the control of the Operations Section Commander, 
Captain Fred Pearce. 

The Scientific Investigations Unit was assigned to the Detective Team in 
support for major felony investigations, the collection and processing of 
evidence and other criminalistic duties as designed by the Detective Team 
Manager, and criminalistic support to Neighborhood Policing Teams upon 
request. 

Responsibility was transferred to the district patrol officer for the 
investigation of all misdemeanors, all categories of felonies not specifi­
cally assigned to the Detective Team, the collection and presentation of 
physical evidence (including such felonies as rape and assault), and the 
interviewing of victims, witnesses and suspects. 

It is important to understand that in the expansion of the role of the 
district patrol officer, consideration was given to the level of investi­
gative expertise among patrol officers. Special in-service training 
classes were and are still being cCJnducted in various investigative areas. 
Those officers who were formerly investigators were distributed through­
out the Operations Section in order to provide the less experienced 
officer with an on-hand expert with whom the officer could confer. In that 
many of these re-assigned investigators held the rank of Sergeant, such 
consultation and on-hand situational training could be conducted effec­
tively while performing required supervisory control. 

4Martin, Edgar E. 1 et. al., "Multnomah County Department of Public Safety 
Neighborhood Team Policing Proposal," 1975. 
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The assignment of cases to the patrol officer was accomplished by his/her 
immediate supervisor and could be monitored through a case monitoring 
system developed in conjunction with the re-organization. 5 Generally 
speaking, the responding officer would maintain responsibility for the 
case from start to finish. 

Although an in-depth empirical evaluation of the expanded patrol officer 
role as a generalist can not be made at this time due to lack of 
sufficient comparable data, there are several significant results which 
can be mentioned. First, there have been several significant examples of 
patrol officers accepting their new role with increased motivation. For 
example, one officer cleared over thirty-four residential burglaries 
resulting in six felony arrests and the return of over $2,000 worth of 
stolen property within the first month. Although he required assistance 
from more experienced officers, he can now develop and execute arrest and 
search warrant.s, develop complete criminal cases in -the area of burglary 
and has the personal and professional satisfaction of a complete job, well 
done. 

Second, there is clear evidence that patrol officers are now filtering out 
many cases which have little probability of resolu'tion due to the lack of 
physical evidence or suspect information. Cases which do have a high 
probability of resolution can be followed up irrr,'~.ately by the officer 
who has the most first-hand experience with the Case -- the responding 
patrol officer. Cases of major importance can be transferred to another 
patrol officer on the in-coming shift or to a detectiv8, with the 
initially responding patrol officer knowing that the case is still 
essentially his responsibility and that other investigators are in support 
of his investigation. 

Third, detectives are now allowed to investigate major complex crimes 
without having to carry a large load of cases with a low probability of 
solution. In that detectives are primarily cast in a supporting role to 
the generalist investigator, intra-agency communications have increased 
and the traditional street officer -- detective/specialist gap has been 
reduced. In addition, detectives are now allowed more time to operate in 
a "working people and not cases" mode. 

However, several disadvantages became apparent in the initial stages of 
implementation. First, agency morale was greatly affected because of the 
reduction or elimination of specialized investigative units. Personnel 
transferred from such units to the Operations Section felt that they had 
suffered a loss of prestige which they had gained only though many years 
of hard, dedicated service to the agency. This transitional reaction was 
made more diffiQult in that little prior consideration had been given to 
producing a more positive image of the net" role of the generalist investi­
gator and the consulting role of tile former investigator now assigned to 
Operations. 

SA future article will cover tho Case Monitoring System. 
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In addition, patrol officers felt that they would not only be unable to 
handle the increased work load as well as continue their other front line 
public safety duties, but that there now existed even fewer opportunities 
to "advance" into a perceptually more prestigious position within the 
agency. 

Second, a heavier administrative load has been placed on the field super­
visor (Sergeant). In that cases are no longer reviewed for completeness 
and accuracy by a detective specialist prior to final disposition, field 
supervisors are responsi.ble for insuring that all cases are complete and 
have been properly investigated. Furthermore, field supervisors are more 
t~an ever responsible to insure that patrol officers assigned to their 
Neighborhood Team are properly reporting all categories of calls for 
service and that officers are not providing coded disposition for calls 
rather than writing crime reports in order to reduce their case loads. 6 

A final major problem area which needs to be pointed out particular.ly to 
members of smaller agencies,concerns the amount of out-of-service time 
spent by district patrol officers engaged in investigations. By 
reassigning investiga·tive responsibilities and expanding the role of the 
district patrol officer, tlle total amount of time a Neighborhood Team 
Policing area was effectively patrolled has been drastically reduced. 
Many patrol officers were deeply concerned with the reduction of preventa­
tive patrol in-service time available, and were predicting that the 
existing number of officers would not be able to handle the m.unerous 
duties required under the full-service Neighborhood Team Policing Model 
and conduct quality investigations. Although this has not become a major 
problem in this agency in that a large number of sworn personnel was 
transferred to 'the Neighborhood Teams, a smaller agency may suffer from a 
lack of officers available for emergency calls and other routine front 
line police services. 7 Portable radios, however, would reduce this problem. 

CONCLUSION 

There are many arguments supporting both sides of the generalist investi­
gator versus detective specialist debate. In the implementation of 
Neighborhood Team Policing in Multnomah County, however, it was decided to 
attempt a reasonable program which would bring the police closer to the 
community it serves, increase the effectiveness and efficiency of its opera­
tion and enhance the job satisfaction and status of its personnel. By 
committing this agency to the development of the generalist investigator, 
we believe we have added to the accomplishment of those goals. 

6This potential problem had been foreseen and, after a preliminary study, 
does not appear to have changed significantly from the previous 
detective specialist model. In fact, this continuing minor problem area 
has clearly come into focus for supervisory personnel at all levels and 
is now being approached as a team problem within each of the Neighbor­
hood Policing Teams, as well as on a supervisor-to-patrol officer basis. 

7It should be noted, however, that the Kansas City experience raised some 
provocative questions about the merits of preventative patrol. 
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APPENDIX 12 

EVALUATION OF THE ORGANIZATIONAL EXPERIMENTS 
CONDUCTED IN THE CINCINNATI POLICE DEPARTMENT 

March 1973 - January 1974 

Conducted by the Cincinnati Police Department 
and Urban Institute, 1974 

The Cincinnati Police Division conducted an experiment between March, 
1973 - J&nuary, 1974 to determine whether organizational structure had a 
measurable impact on investigative effectiveness. During that period the 
Police Division operated three "models": 

Team Policing - District 1 was organized around six geographical sectors. 
Officers with investigative skills were assigned to each sector 
"team". Under District lIs COMSEC plan, all officers were to be 
encouraged to perform investigative functions. District I had 
responsibility for all crimes except Homicide. 

Decentralized District - Officers with investigative skills were assigned 
to District 5 and operated as a specialized unit within the district. 
The investigative function was organized by the nature of the crime -
investigators were assigned to deal with either crimes against property 
or crimes against persons. District investigators had responsibility 
for all crimes except Homicide. 

Centralized Investigation (C.I.S.) - The other four districts were 
supported by Cincinnatils Centralized Investigative Section. That 
section consisted of specialized sub-units (Drugs, Vice, Burglary, 
Homicide, Youth Aid, Robbery and Documents). The centralized unit 
was the "standard mode ll of investigation - the other two models 
were seen as lIexperiments". 

The findings presented in this report were derived from two sources. The 
DivisionIs COMSEC evaluation team collected and organized data from Division 
records to determine shifts in statistics which might reflect changes in 
investigative effectiveness. This data was taken from District keybooks 
for the entire year of 1973. 

The statistical findings were supplemented by interviews conducted by 
Urban Institute personnel in March and April of 1974. .At that time, 
portions of C.I.S. had been decentralized due to the January reorganization. 
Those officers interviewed in March showed markedly different attitudes 
from officers still assigned to C.I.S. Ceutral. Consequently, this evalua­
tion reports the attitudes of four groups of officers. In all, 47 officers 
were personally interviewed. They were chosen as being especially know­
ledgeable about the investigative function in their respective units of 
assignment. 

TABLE 1 

NUMBER OF INTERVIEWS FOR EACH MODEL 

District 1 District 5 C. I:' S. 
Centralized District 

N = 13 N = 8 N = 12 N = 14 
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Major Findings 

The District 1 Team policing model showed the best overall level of 
effectiveness during the experimental period. This is best seen in 
the clearance by arrest rate and in the overall clearance rate, both 
of which were highest for District 1. To a large extent, this success 
can be attributed to the District 1 patrol force. 

When only investigative functions are considered, however, it was the 
District 5 model which exhibited the best results. The major statistical 
finding was that ,the clearance rate for cases requiring investigative 
follow-up was highest in this model. This ranking was supported both 
by other statistical measurements and by the opinions of the officers 
interviewed. In situations where the respondents could not choose their 
own model, the great majority preferred'the District 5 model. 

The third major finding was that the ideal investigative model, as 
pictured by the investigators in'terviewed, would involve a district assign­
ment for most investigators. Other components of the model would be a 
team policing set-up for patrol functions and a central coordinating 
agency for handling specialized cases and for disseminating information. 

A Critique of the Experiment 

The three models are not completely comparable either in geography, popula­
tion served, or responsibility. To some extent, this can be adjusted for 
by comparing each model with its own baseline period two months prior to 
the start of the experiment. 

More crucial were some unique factors in District 1. First, Dist,rict 1 had 
responsibility for a broader range of crimes than District 5, making work­
load comparisons impossible. Second, and most important, the District 1 
model was never fully realized. Training for patrolmen in investigative 
skills was not available until June of 1973. Even then, the stress upon 
"quality performance" discouraged young patrolmen from following through 
with too many investigations on their own, so that investigations remained 
the responsibility. of a skilled few on most teams. The District 1 model 
was actually a further decentralization of skilled investigators to the 
team level. The "generalist" officer model was never tested. At present, 
it appears that the existing structure consists of "generalist teams" 
composed of officers with specific skills. 

Changes in Crime 

Many factors influence reported crime. Reported crime represents part of 
the workload of the police - a portion of which requires investigative 
follow-up. Dr. Clifford Marshall of the Urban Institute compared the 
first 6 months of the experiment with a comparable period in 1973 to 
determine what changes were larger than one would expect by chancel. 
These are reported in Table 2 (see following page). 

From Table 2 it is clear that no experimental district shows changes which 
out-strip other comparable areas. Similar positive changes appear in 
District 7 (which received C. I. S. support) and District 1. 

lWor.King Draft, "An elementary statistical analysis of pre and post COMSEC 
offense data", June 21, 1974. 
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Overall Effectiveness 

In Cincinnati, the preliminary investigation has traditionally been pe'rformed 
by a patrol officer. Moreover, patrol officers may make on-site apprehensions. 
Consequently, the effectiveness of any district in solving crimes is the result 
of the combined efforts of both the investigators and patrol officers. The 
district clearance by arrest rate is one measure of overall effectiveness2 (see 
Table 3). 

TABLE 3 

CLEARANCE BY ARREST RATE2 

o h t er 
District 1* District 5 Districts 

f-----

Baseline Period 18.7% 13.5% 16.6% 
(Jan-Feb) 

Experimental 24.4% 15.5% 16.2% 
Period 
(Mar-Dec) 

District l's team policing model shows the highest clearance by a:r:rest rate, 
and the highest net gain during the experimental period. Likewise, District 
l's total clearance rate is higher than that of the other areas. This higher 
level of effectiveness is apparent even after arrests made by store security 
guards are systematically excluded from consideration as in Table 3 above. 

As might be expected, most investigators felt their model was most effect~ve. 
The exception was C.LS. personnel now assigned in the district (see Table 4). 

TABLE 4 

OFFICER'S REPORTED EFFECTIVENSSS 

C.LS. C.LS. 
District 1 District 5 Centralized in District: 

who saw own 
model as 62% 100% 92% 21% 
most effective 

2 Clearance by arrest rate #Clearances by Arrest 
#Part I Crimes Reported 

* Arrests by store security guards are not included. 
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REPORTED CRIME BY TYPE AND DISTRICT 

Test Statistic Z 

Crime Type OU'l.:side Entire 
Dist 1 'Dist 1 City Dist 3 Dist 4 Dist 5 Dist 6 

Rape ~ J, 

Robbery W H *H it H ~ H oj 

Aggravated 
Assault 

Burglary .f H 1"- 1 H I~ H 'l' 

Larceny 
1\ 1- )~ (over $50) 1- H H I~ H :~ H 

Larceny 
(under $50) W H JI H -J- <¥ H 

Auto Theft .y H ~ H -.Jr ~I 

Total Index 
1 .v ..), /1\ 

Minor (othel ) tf,\ 
Assault l' H ". H /~ H ~ H H 

Total 2 
Part I 1\ H I~ H 

Total PartD 4 'f\ H ~ 
Grand Total f H 

1. Does not include Homicide 

2. Does not include Homicide or Negligent Manslaughter. 

LEGEND: 

Blank space indicates no significant change. J Indicates a decrease when the first 6 months are compared with a 
comparable period 1 year earlier (p .05, two-tailed test). 

Indicates a highly significant decrease (p <.01) . 
Indicates an increase (p < . 05) . 
Indicates a highly significant increase (P<:. 01). 
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Investigators also felt they were given little information about other units 
so that comparisons were difficult to make. 

To some extent the clearance rates for districts (again excluding clearances 
due to arrests by security guards) may be inflated. Clearance rates are re­
ported in Table 5. 

TABLE 5 

CLEARANCE FOR TOTAL PART I CRIMES 

District Clearance 
Rate - baseline 
(Jan-Feb) 

District Clearance 
Rate 
(Mar-Dec) 

District 1 District 5 

30.5% 34.7% 

48.7% 40.2% 

Districts 
with C. I.S. 

41.2% 

31. 3% 

Fifty-one percent of the investigators interviewed felt that the models were 
not accurately portrayed by the statistics. Another 13% were not sure. Table 
6 gives those reasons given by officers for their opinions. 

TABLE 6 

Why does the Divsion look better or worse on paper than is actually the 
case? 

REASON 

District 1 has more people, making a higher arrest 
rate easier 

District 1 gets credit for arrests by security 
guards 

The Division data is distorted by misuse of multi­
ple-closures (exceptional clearances). 

C.I.S. takes credit away from districts. 

C.l.S. has more difficult cases. 

All crimes are not reported to the police. 

District 1 can control what the figures show. 

District 5 gets credit for arrests mat at U.C. 

District 5 is blamed for crime at U.C. 

District 1 crime is more difficult. 

District 1 does not properly report youth problems 
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4 

4 

4 

2 

2 

2 

1 

1 

1 

1 

1 
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Effectiveness of Investigative Follow-up 

To a large extent, District lis high clearance by arrest rate is due to appre­
hensions and arrests made on the same day as the crime was reported. In this 
study, any apprehension made on the same date as the crime was reported was 
called a "Patrol Arrest". If the arrest was made later, it was termed an arrest 
which required investigative follow-up(see Table 7). 

TABLE '] 

CLEARANCE BY PATROL ARREST RATE FOR PART I CRIMES* 

District 1 District 
Jan - Feb 9.5% 

Harch - Dec 20.6% 

*Definition - # of Cases Closed by Patrol Arrest 
# of Part I Crimes 

5.8% 

8.0% 

Districts 
5 with C.LS. 

9.0% 

11. 3% 

Keeping in mind that the activities of a model's patrol force affects its 
investigator?, we can sharpen our focus to consider strictly investigative 
functions. We have chosen three indices of investigative effectiveness to 
illustrate differences among the three models. The first is to the clearance 
by arrest rate due to investigative follow-up. Examination of these figures 
(see Table 8 on the following page) shows that, while all three models exhibited 
a decline since the baseline period, District 5 out-performed its rivals in 
both periods. 

Jan - Feb 

TABLE 8 

% OF CASES CLEARED BY ARREST DUE TO 
INVESTIGATIVE FOLLON-UP* (PART I CRIMES) 

District 1 District 5 
5.2% 7.7% 

March - Dec 3.8% 7.5% 

* Definition - # of Cases Closed by Investigative Arrest 
# of Part I Crimes 

Districts 
with C.LS 

7.6% 

4.9% 

Another important measure of investigative effectiveness is proportion of 
investigative workload cleared by investigative arrest. Rather than the 
above-mentioned arrest rate which has as its base all Part I offenses, this 
measure considers only investigative workload. Investigative workload consists 
of all Part I crimes with the exception of those closed by patrol arrest. In 
a sense, the offenses represent these offenses which require follow-up investi­
gation. A glance at Table 9 shows that while the COMSEC and C.I.S. models 
showed some deterioration, District 5 held steady at 8.2%. 
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TABLE 9 

CLEARANCE BY INVESTIGATIVE ARREST 
AS A PROPORTION OF INVESTIGATIVE WORKLOAD* 

Districts 
District 1 District 5 with C.I.S. 

Jan - Feb 6.4% 8.2% 8.3% 

March - Dec 5.5% 8.2% 5.7% 

*Definition - # of Cases Closed by Investigative Arrest 
# Part I Crimes - # Clearance by Patrol Arrest Crimes 

The final measure of investigative effectiveness is the ratio of clearances 
to arrests for investigative follow-ups. Ideall~ eve~ closure made by an 
investigator would be by arrest. The closer to 1.0 that this ratio is, the 
better is the approximation to this ideal. By this standard, both District 
5 and the centralized model have done rather well (Table 10). 

TABLE 10 

CLEARANCES PER ARREST FOR INVESTIGATIVE FOLLOW-UP* 

District 1 District 5 

Jan - Feb 4.0% 3.7% 

March_ - Dec 7.4% 4.3% 

Districts 
with C.LS. 

4.2% 

4.Q% 

* Definition - Closures by Investigative Arrest and Exceptional Clearances 
~~~~~~~~~~~~~~~~~~~~~~~~~~~ 

Closures by Investigative Arrest 

This statistical focus on investigative effectiveness was. supported by 
the interview findings. As noted above, when asked to pick the "best" 
model, most respondents chose their own model. If we look f~rther however, 
we can make some more tentative conclusions (Table 11). 
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TABLE 11 

Q: "Which investigative model do you feel was doing the best job 
considering the overall investigative effectiveness?" 

Model Doing 
"Best Job" 

District 1 
District 5 
C.LS. 
Other 

(don't know 
etc. ) 

TOTAL 

Model To ~'1hich Respondent Was Assigned 

District 1 District 5 CIS "Central" 

(N) % (N) % (N) % 

8 61.5 - - - -
2 15.4 8 100.0 1 8.3 
- - - - 11 91.6 
3 23.1 - - - -

-- -- --
13 8 12 

. 
Districts 
with CIS 

(N) % 

1 7.1 
9 57.1 
3 21.4 
1 7.1 

--14 

The first striking point is the near-unanimity of op~n~on among District 5 
and c.r.s. "Central" respondents. Both groups felt very strongly that 
their own model was "best", If the breakdown of C.I.S. respondents is 
any indication, previously centralized investigators quickly adopt a new 
viewpoint when exposed to a situation involving more decentralization. 
In fact, of the above four groups, only the decentralized C.I.S. respon­
dents chose a model other than their own. 

The other significant finding is that among those who did not choose their 
own model, District 5 was the most frequently mentioned. Of 17 interviewees 
who chose a model other than their ovm (or didn't know which was best) 71% 
(12) chose the District 5 model. Th~ reasons given for the various choices 
are listed below (Table 12) . 

TABLE 12 

Q: "What contributed to the superiority of the model that the respondent 
said was doing the best job?" 

Model Chosen As Doing Best Job 

Most Important 
Factor District 1 District 5 C.LS. other Total 

(N) % 

Training 4 3 2 1 10 21.3 
Experienced 

Officers 2 5 5 1 13 27.7 
Organizational 

Structure 3 7 6 -
I 

16 34.0 
supervisors - 5 1 2 8 17.0 
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-------- -- ------- -----

Part II Crimes 

The primary focus of this report has been on Part I crime. There are 
two reasons for this. First, Part I offenses are generally considered to 
be "more serious" than are Part II offenses. Second1.y, a Part II offense 
is only entered into the keybook when an arrest is made. Therefore, it is 
impossible to determine what level of investigation was necessary for closure. 
Table 13 shows the number of arrests in two Part II categories for the 
12-month periods prior to and immediately after the implementation of COMSEC 
in March, 1973. 

Drug Arrests 

Total Vice Arrests** 

TABLE 13 

PART II ARRESTS 

District 1 
Pre* Post 

251 376 

1047 913 

District 5 
Pre Post 

125 157 

310 388 

others 
Pre Post 

599 624 

1::'19 1405 

*Pre COMSEC period was 3/72 - 2/73; Post COMSEC period was 3/73 - 2/74 

**Total Vice Arrests include those for prostitution and commercialized 
vice, narcotic drug laws, gambling, and liquor law violations. 

Table 14 yields some insight into the relative effectiveness of handling 
specialized types of investigations. Respondents were asked to rank, on 
a 5-point scale, how their model did on these specialized cases. 

TABLE 14 

Q: "How did your model do, compared to other models with vice cases, drug 
cases, fraud and document cases, and youth aid cases?" 

Model Vice 

District 1 4.3 

District 5 2.9 

C.I.S. 3.5 

Scale 
(5) (4 ) 

Much Better 
Better Job 
Job 

Type of Case 

Drug 

4.2 

2.6 

4.0 

(3) 

Similar 
,Tob 
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Frauds Youth Aid 

3.2 3.1 

3.0 3.5 

4.3 3.3 

(2) (1) 

Worse Much 
Job Worse 
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The ideal Investigative Model 

The final questions of the interview dealt with the preferred investigative 
model. The repondents were asked to list the components of the "ideal" 
investigative model. The results are listed below in Table 15. 

TABLE 15 

Component 

1. Train patrolmen as investigators. 

2. Eliminate most specialized units. 

3. Give patrolmen responsibility for follow-up. 

4. Team policing. 

5. District assignment for investigators 
a. With separate investigative supervision. 
b. Responsible to District Commander. 

6. Drug cases as an exception. 

7. Homicides as an exception. 

8. Collators for coordination. 

9. C.I.S. as it was (good image). 

# of 
Responses 

3 

1 

3 

15 

29 
2 
2 

1 

8 

1 

6 

10. Mini-Tac Units for coordination. 2 

11. Different organizational structure for different areas. 2 

12. Document Squad centralized. 1 

13. COMSEC as it is. 2 
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ADVANTAGES AND DISADVANTAGES OF MODELS 

Officers critiqued their own models describing the strengths and weaknesses 
of each model. Table 14.1 contains the advantages mentioned by officers, 
grouped by the investigator's assignment. Table 14.2 lists weaknesses 
mentioned by investigators in describing their own models. The ideal 
investigative model follows naturally from these observations of current 
practice. 
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TABLE 14.1 

ADVANTAGES OF 
INVESTIGATIVE MODELS 

District 
One 

District C.l.S. 

Patrolman - Investigator 
Interactions 

1. Cooperation, rapport 

2. Continuing Exchange 
of information 

3. Credit to patrolman 
for case closures 

Pa.trolman - Performance of 
Investigative functions 

1. Partial performance of 
all functions 

2. Complete performance of 
some functions 

3. Comp'lete performance 
all functions 

4. Unspecified performance of 
functions 

Familiarity with area of 
Operations 

1. Georgraphic familiarity 
with area 

2. Familiarity with area 
residents 

3. Familiarity with specific 
criminals 

4. Familiarity with 
informants 

5. Familiarity with crime 
types, trends, etc. 

6. Community generated 
information, community 
meetings 

7. Police-Community 
relations 

196 

Five District 

3 5 1 

2 2 o 

1 2 o 

1 o o 

1 o o 

2 o o 

2 o o 

o o o 

2 1 o 

2 o o 

o o 1 

o o 1 

4 o o 
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C.I.S. 
Central 

1 

o 

o 

o 

o 

o 

o 

o 

o 

3 

3 

2 
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TABLE 14.1 

ADVANTAGES OF 
INVESTIGATIVE MODELS 

District District C.I.S. C.I.S. 
One Five District Central 

Familiarity with type of operation 
(Specialization and Expertise) 

l. Training - investigative 
techniques 2 1 0 1 

2. Training - specific crime 
types requiring investi-
gation '0 0 0 1 

3. Experience - investigative 
techniques (thorough case 
work) 2 0 2 4 

4. Experience - specific 
crime types 0 0 1 5 

Centralization (for handling 
multi-district crimes) 

l. Exchange and dissemination 
of information 0 0 2 4 

2. Direction and performance 
of investigations 0 0 0 4 

3. Coordination with 
outside agencies 0 0 0 5 

Characteristics of the Unit 

l. Flexibility of operations 
(excluding early 
closures) 1 0 0 3 

2. Early closures 1 2 0 0 

3. Effectiveness of command, 
supervisor 0 1 0 1 

4. Internal communications 1 1 0 2 

5. Equipment and time 0 0 0 3 

6. Faster response (time 
lag overcome) 2 0 0 0 

7. Responsibility for 
performance of investi-
gations 5 3 0 2 

8. Inter-Sector cooperation 
and assistance 2 0 0 0 

9. Team-work (pride in job) 2 0 0 2 

10. Relieves patrolman of all 
investigative duties 0 1 0 0 
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TABLE 14.1 

ADVANTAGES OF 
INVESTIGATIVE MODELS 

Familiarity with type of operation 
(Specialization and Expertise) 

1. Training - investigative 
techniques 

2. Training - specific crime 
types requiring investi­
gation 

3. Experience - investigative 
techniques (thorough case 
work) 

4. Experience - specific 
crime types 

Centralization (for handling 
multi-district crimes) 

1. Exchange and dissemination 
of information 

2. Direction and performance 
of investigations 

3. Coordination with 
outside agencies 

Characteristics of the Unit 

1. Flexibility of operations 
(excluding early 
closures) 

2. Early closures 

3. Effectiveness of command, 
supervisor 

4. Internal communications 

5. Equipment and time 

6. Faster response (time 
lag overcome) 

7. Responsibility for 
performance of investi­
gations 

8. Inter-Sector cooperation 
and assistance 

9. Team-work (pride in job) 

10. Relieves patrolman of all 
investigative duties 

District 
One 

2 

a 

2 

a 

a 

a 

a 

1 

1 

a 
1 

a 

2 

5 

2 

2 

a 
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District C.I.S. 
Five District 

1 

a 

a 

a 

a 

a 

a 

a 
2 

1 

1 

o 

a 

3 

a 
a 

1 

a 

a 

2 

1 

2 

a 

a 

a 
a 

a 
a 
a 

a 

a 

a 
a 

a 

C.I.S. 
Central 

1 

1 

4 

5 

4 

4 

5 

3 

a 

1 

2 

3 

a 

2 

a 
2 
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TABLE 14.2 

WEAKNESSES OF INVESTIGATIVE MODELS 

1. Communications Problem: 
Between sectors 
To and from C.I.S. 
Internal (general) 

2. Specialization Problems: 
Lack of 
Too much 

3. Supervisory Problems: 
Internal 
Lines of control (C.I.S. 
and District) 

4. Not Enough Familiarity with 
Neighborhood or Area 

5. Need for More Training 

6. Job Environment: 
Need for early closures 
Other problems 

7. Workload or Equipment 
Problems: 

Workload too heavy 
Lack of manpower 
Lack of equipment 

District 
One 
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3 
1 
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o 

2 

o 

o 
3 

o 
1 

1 
o 
1 

District C.l.S. C.I.S. 
Five District Central 

o 
2 
o 

2 
o 

o 

o 

o 
o 

o 
o 

1 
2 
2 

o 
7 
o 

o 
2 

1 

3 

2 

o 

2 
1 

o 
o 
o 

o 
6 
o 

o 
o 

o 

1 

2 

o 

o 
2 

2 
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SUMMARY 

1. District 1 - Team Policing - showed t:he best overall effectiveness 
during the experimental period. 

• District 1 clearance by arrest rate was higher than other 
districts (25%). 

• District 1 overall clearance rate was higher than other 
districts (50%). 

These results do not include arrests made by Department Store Security 
Guards which would make the District 1 rates even higher. 

2. District 5 showed the best results fOJ:: clearance by arrest for cases 
requiring investigative follow-up ("same-day" definition). 

Much of District lIs high clearance by arrest rate is due to appre­
hensions made the same day as the arrl:!st is reported. 

3. Investigators tended to prefer a Distlcict 5 model in situations where 
they could not choose their own model .. 

4. The "ideal investigative model" would have: 

• District assignment for most inves;tigators. 

• Team policing for patrol functions with partial investigations. 

• A central coordinating agency to provide: 

1. Analysis. 
2. Coordination with outside agenci~s. 
3. Consolidation and dissemination of information. 
4. Special, scarce skills. 
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Appendix A 

DATA SOURCES 

The great bulk of hard data used in this study was obtained from District 
keybooks rather than from regular Division sources. By using this keybook 
data a more accurate impression of investigative effectiveness could be 
obtained. The primary reason for this improved accuracy can be illustrated 
by considering the derivation of clearance rates. If we had used, for 
instance, the monthly offense and arrest reports produced by R.C.C., we 
would have had a problem of association. That is, while the offenses listed 
had occurred during the month in question, the arrests may have been for 
offenses which occurred during a prior month. In the keybooks, by contrast, 
the type of clearance is listed immediately to the right of the report 
of the offense. So, by using keybook data, we can obtain an accurate asso­
ciation of offenses and clearances. 
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Appendix B 

When, during the interviews, investigators were asked to list components 
of an ideal investigative system, many (oft~n conflicting) answers were 
received. One especially th?ughtful and coherent answer is the following: 

Q: Considering cost and overall levels of service, what would be the 
best way to organize the delivery of investigative services in 
Cincinnati; using the best ideas from any of the three models? 

District assigned units (should be) doing on-the-street investigations; 
(,their) closeness to patrolmen and district area allows them to be better 
aware of what is going on. Mini-tactical units also function as liaison 
between districts and centralized units. (They) can link up with R.E.N.U., 
Vice Control, Burglary Squad, etc., when needed. (We would) still need 
a central unit for continuity of effort, centralized information, (and the) 
expertise required for some crime types. 

Sector assignment, task oriented patrol functions like COMSEC are (an) 
excellent way to obtain very close, accurate information about problems 
and conditions in neighborhoods. This would link up well with a district 
level investigative unit. (The) environment provided by COMSEC is an 
improvement in the life of a patrolman. (He has) more opportunity to do 
investigations, select and pursue (his own) specialization. (This) can 
be done without censorship, since creativity and individual initiative 
are enr.ouraged. 
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INTRODUCTION 

No institution or organization is exempt from change. Today the 
student who returns to his alma mater ten years after graduation can 
expect to find changes, not only in personnel, but also in personnel 
policies and teaching practices. The executive returning to the firm 
where he once worked, the nurse going back to her old hospital, the 
social worker visiting his agency--all can expect to find sweeping 
changes. 

It is fairly easy to identi~y changes in institutional patterns 
after they have occurred. It is more difficul~ to analyze changes while 
they are going on and still more difficult to predict changes or to in­
fluence significantly the direction and the tempo of changes already 
underway. Yet, more and more, those who have managerial functions in 
organizations must analyze and predict impending changes and take de­
liberate action to shape change according to some criteria. of progress. 
The planning of change has become part of the responsibility of man­
agement in all contemporary institutions, whether the task of the in­
stitution is defined in terms of health, education, social welfard, in­
dustrial production, or religious indoctrination. 

Whatever other equipment managers require in analyzing potentiali­
ties for change and in planning and directing change in institutional 
settings, they need some conceptual schema for thinking about change. 
This need stems from the profusion and variety of behaviors that accom­
pany any process of change. 

FORCE FIELD ANALYSIS 

One usenul model for thinking about change has been proposed by 
Kurt Lewin, who saw behavior in an institutional setting, not as a static 
habit or pattern, but as a dynamic balance of forces working in opposite 
directions within the social-psychological space of the institution (1). 

Take, for example, the production level of a work team in a factory. 
This level fluctuates within narrow limits above and below a certain num­
ber of units of production per day. Why does this pattern persist? Be­
cause, Lewin says, the forces that tend to raise the level of production 
are equal to the forces that tend to depress it. Among the forces tend­
ing to raise the level of production might be: (a) the pressures 
of supervisors on the work team to produce more; (b) the desire of at 
least some team members to attract favorable attention from supervisors 
in ord~r to get ahead individually; (c) the desire of team members to 
earn more under the incentive plan of the plant. Such forces Lewin 
called "driving forces." Among the forces tending to lower the level of 
production miS"l'~: be: (a I) a group standard in the production team 
against "rate busting" or "eager beavering U by individual workers; (b l

) 

resistance of team members to accepting training and supervision from 
management; (c') feelings by workers that the product they are 
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producing is not important. Granted the goal of increased productivity, 
these forces are "restraining forces." The balance between the two sets 
of forces, which defines the established level of production, Lewin 
called a "quasi-stationary equilibrium." We may diagram this equilibrium 
as follows: 

Restraining a l b ' c' - I . .. n 
I I I 

, 
forces I , I I 

j I ~ • Present level + • + 
of production 

~ .& r .. 
Driving forces t I • • 4 : 

a b c .. .. n 

According to Lewin, this type of thinking about patterns of institu­
tionalized behavior applies not only to levels of production in industry 
but also to such patterns as levels of discrimination in communities; at­
mosphere of democracy or autocracy in social agencies; supervisor-teacher­
pupil relationships in school systems; and formal or informal working re­
lationships among levels of a hospital organization. 

According to this way of looking at patterned behavior, change takes 
place when an imbalance occurs between the sum of the restraining forces 
and the sum of the driving forces. Such imbalance unfreezes the pattern: 
the level then changes until the opposing forces are again brought into 
equilibrium. An imbalance may occur through a change in the magnitude of 
anyone force, through a change in the direction of a force, or through 
the addition of a new force. 

For examples of each of these ways of unfreezing a situtation, let 
us look again at our original illustration. Suppose that the members of 
the work team join a new union, which sets out to get pay raises. In 
pressing for shifts in over-all wage policy, the union increases the 
suspicion of workers toward the motives of all management, including sup­
ervisors. This change tends to increase the restraining force--let's 
say restraining force (b').As a result, the level of production moves 
down. As the level of production falls, supervisors increase their pres­
sure tqward greater production, and driving force (a) increases. This re­
lease of increased counterforce tends to bring the system into balance a­
gain at a level somewhere near the previous. level. But the increa~e of 
these opposed forces may also increase the tension under which people work. 
Under such conditions, even though the level of production does not go 
down very much, the situation becomes more psychologically explosive, 
tess stable, and less predictable. 
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A war that demands more and ~ore of the product that the work team 
is producing may convert the workers' feeling that they are not produc­
ing anything important (restraining force (c ' » to a feeling that their 
work is important and that they are not working hard enough. This res­
ponse will occur provided, of course, that the workers are committed to 
the war effort. As the direction of force (c l

) is reversed, the level 
of production will almost certainly rise to bring the behavior pattern 
into a state of equilibrium at a higher level of productivity. 

Suppose a new driving force is added in the shape of a supervisor 
who wins the trust and the respect of the work team. The new force 
results in a desire on the part of the work team to make the well­
liked supervisor lood good--or at least to keep him from looking bad-­
in relation to his colleagues and superiors. This force may operate 
to offset a generally unfavorable attitude toward management. 

These ex~~les suggest that in change there is an unfreezing of 
an existing equilibrium, a movement toward a new equilibrium, and the 
refreezing of the new equilibrium. Planned change must use situational 
forces to accomplish unfreezing, to influence the movement in generally 
desirable directions, and to rearrange the situation, not only to a­
void return to the old level, but to stabilize the change or in.,,)rove­
mente 

This discussion suggests three major strategies for achieving 
change in any given pattern of behavior: the driving forces may be in­
creased; the restraining forces may be decreased; these two strategies 
may be combined. In general, if the first strategy only is adopted, the 
tension in the system is likely to increase. More tension means more 
instability and more unpredictability and the likelihood of irrational 
rather than rational responses to attempts to induce change. 

It is a well-known fact that change in an organization is often 
followed by a reaction toward the old pattern, a reaction that sets in 
when pressure for change is relaxed. After a curriculum survey, one 
school system put into effect several recommendations for improvement 
suggested'by the survey. The action was taken under pressure from the 
board and the superintendent, but when they relaxed their'vigilance, the 
old pattern crept back in. 

This experience raises the problem of how to maintain a desirable 
change. Backsliding takes place for various reasons. Those affected 
by the changes may not have participated in the planning enough to in­
ternalize the changes that those in authority are seeking to induce; 
when the pressure of authority is relaxed, there is no pressure from 
those affected to maintain the change. Or, a change in one part of the 
social system may not have been accompanied by enough co-relative changes 
in overlapping parts and subsystems. 
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STRATEGIC PRINCIPLES 

On the basis of this model of analysis, several principles of stra­
tegy for effecting institutional change may be formulated. 

I To change a subsystem or any part of a subsystem, relevant as­
pects of the environment must also be changed. 

The manager of the central office of a large school syst,em wants to 
increa~e the efficiency of the secretarial forces by placing private sec­
retaries in a pool. It is the manager's hope that the new arrangement 
will make for better utilization of, the secretaries I time. In t,his si tu­
ation at least two driving forces are obvious: fewer secretaries can 
serve a larger number of subexecutives; a substantial saving can be ex­
pected in office space and equipment. Among the restraining forces are 
the secretaries' resistance to a surrender of theLr personal relationship 
with a status person, a relationship implicit in the role of private 
secretary; the possible loss of the prestige implicit in the one-to-one 
secretary-boss relationship; the prospective dehumanization, as the sec­
retaries see it, of their task; and a probable increase in work load. 
Acceptance of this change in role and realtionship would require accom­
panying changes in other parts of the subsystem. Further.more f before the 
private secretaries could whole-heartedly accept the change, their bosses 
as well as lower-status clerks and typists in the central office would 
have to accept the alteration in the secretarial role as one that did 
not necessarily imply an undesirable change in status. The secretaries' 
morale would surely be affected if secretaries in other parts of the 
school system--secretaries to principals in school buildings, for ex­
ample--were not also assigned to a pool. 

Thus to plan changes in one part of a subsystem, in this case in 
the central office of the school system, eventually involves consideration 
of changes in overlapping parts of the system--the clerical force, the 
people accustomed to private secretaries, and others as well. If these 
other changes are not effected, one can expect lowered morale, requests 
for transfers, and even resignation. Attempts to change any subsystem 
in a larger system must be preceded or accompanied by diagnosis of other 
subsystems that will be affected by the change. 

II To change behavior on anyone level of a hierarchical organiza­
tion, it is necessary to achieve complementary and reinforcing changes 
in organization levels above and below that level. 

Shortly after' World War II, commanders in the United States Army 
decided to attempt to change tile role of the sergeancy. The sergeant 
was not to be the traditionally tough, driving leader of men but a 
supportive, counseling squad leader. The traditional view of the ser­
geant's role was held by enlisted men, below the rank of sergeant, as 
well as by second lieutenants, above ~~e rank of sergeant. 

Among the driving forces for change were the need to transform the 
prewar career army into a new peacetime military establishlllent composed 
largely of conscripts; the perceived need to reduce the gap between 
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military life and civilian status; and the desire to avoid any excesses 
in the new army that might cause the electorate to urge a.return to the 
prewar volunteer military establishment. 

Among the immediate restraining forces were the traditional auth­
oritarian role behaviors of the sergeancy, forged by wartime needs and 
peacetime barracks service. These behaviors were in harmony with the 
needs of a military establishment that by its very nature is based on 
the notion of a clearly defined chain of command. Implicit in such a. 
heirarchy are orders, not persuasion; unquestioning obedience, not crit­
ical questioning of decisions. Also serving as a powerful restraining 
force was the need for social distance between ranks in order to restrict 
friendlY interaction between levels. 

When attempts were made to change the sergeant's role, it was dis­
covered that the second lieutenant's role, at the next higher level, 
also had to be altered. No longer could the second lieutenant use the 
authority of the chain-of··command system in pr'acisely the same way as 
before. Just as the sergeant could no longer operate on the principle 
of unquestioning obedience to his orders, so the second lieutenant could 
no longer depend on the sergeant to pass orders downward unquestioningly. 
It was soon seen that, if the changed role of the sergeant was to be 
stabilized, the second lieutenant's role would have to be revised. 

The role of the enlisted man also had to be altered significantly. 
Inculcated with the habit of responding unquestioningly to the commands 
of his superiors, especially the sergeant, the enlisted man found the 
new permissiveness somewhat disturbing. On the one hand, the enlisted 
man welcomed being treated more like a civilian and less like a soldier. 
On the other hand, he felt a need for an authcritativ~ s.pokesman who re­
presented the army unequivocally. The two needs created considerable 
conflict. An interesting side effect, which illustrates the need of the 
enlisted men for an authoritative spokesman for the army, was the devel­
opment of greater authority in the rank of corporal, the rank between 
private and sergeant. 

To recapitulate briefly, the attempts to change the role of the ser­
geancy led unavoidably to alterations in the roles of lieutenant, private, 
and corporal. Intelligent planning of change in the sergeancy would have 
required simultaneous planning for changes at the interrelated levels. 

III. The place to begin change is at those points in the system where 
some stress and strain exist. Stress may give rise to dissatisfaction 
with the status quo and thus become a motivating factor for change in the 
system. 

One school principal used the dissatisfaction expressed by teachers 
over noise in the corridors during passing periods to secure agreement 
to extra assignments to hall duty. But until the teachers felt this dis­
satisfaction, the principal could not secure their whole-hearted agreement 
to the assignments. 
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Likewise, hospitals have recently witnessed a significant shift 
of function& from nurses to nurse's aides. A shortage of nurses and 
consequent overwork led the nurses to demand more assistance. For pre­
cisely the same reasons, teachers in Michigan schools were induced to 
experiment with teacher's aides. 

The need for teachers to use the passing period as a r~st period, 
the desire of the nurses to keep exclusiv~ control over their profes­
sional relationships with the patient, and the resistance of teachers 
to sharing teaching functions with lay people--all these restraining 
forces sufficiently strong to overcome the restraining forces. Of 
course, the restraining forces do not disappear in the changed situa­
tion. They are still at work and will need to be handled as the chang­
ing arrangements become stabilized. 

In diagnosing the possibility of change in a given institution, it 
is always necessary to assess the degree of stress and strain at points 
where change is sought. One should ordinarily avoid beginning change at 
the point of greatest stress. 

Status relationships had become major concern of staff members in 
a ~ertain community agency. Because of lower morale in the professional 
staff, the lay board decided to revamp lay-professional relationships. 
The observable form of behavior that led to the action of the board was 
the striving for recognition from the lay policy-making body by indivi­
dual staff members. After a management survey, the channels· of communi­
cation between the lay beard and the professional staff were limited to 
communication between the staff head and the members of the lay board. 
The entire staff, except the chief executive, perceived this step as a 
personal rejection by the lay board and as a significant lowering of the 
status of staff members. The result was still lower morale. Because of 
faulty diagnosis the chang~ created more problems than it solved • . 

The problem of status-striving and its adulteration of lay-profes­
sional relationships could have been approached more wisely. Definition 
of roles--lay and professional--could have been undertaken jointly by 
the exe~~tive and the staff in an effort to develop a more common percep­
tion of the situation and a higher professional esprit de corps. Lack 
of effective recognition symbols within the staff itself might have been 
dealt with first, and the touchy prestige symbol of staff communication 
with the lay board put aside for the time being. 

IV. If thoroughgoing changes in a hierarchical structure are desir­
able or necessary, change should ordinarily start with the policy-making 
body. 

Desegregation has been facilitated in school systems where ~~e school 
board first agreed to the change. The board's statement of policy sup­
porting desegregation and its refusal to panic at the opposition have 
been crucial factors in acceptance of the ch~~ge tb~,ughout the school 
system and eventuaJ.ly throughout the commu.."l.i ty. In l.ocali ties where boards 
of education have not publicly agreed to the change, administrators' efforts 
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to deseg~egate have been overcautious and halfhearted, and the slightest 
sign of opposition in the institution or the community has led to a 
strengthening rather than a weakening of resistance to desegregation. 
Sanction by the ruling body lends legitimacy to any institutional change, 
though, of course, "illegitimate" resistance must still be faced and 
dealt with as a reality in the situation. 

V. Both the formal and the informal organization of an institution 
must be considered in planning any process of change. 

Besides a formal structure, every social system has a network of 
cliques and informal groupings. These informal groupings of tern exert 
such strong restraining influences on institutional changes initiated by 
formal authority that, unless their power can be harnessed in support of 
a change, no enduring chan<Je is likely to occur. The informal groupings 
in a factory often have a strong influence on the members' rate of work, 
a stronger influence than the pressure by the foreman. Any worker who 
violates the production norms established by his peer group invites os­
trac~sm, a consequence few workers dare to face. Schools, too, have 
their informal groupings, membership in which is often more important 
to teachers ~~an the approval of their supervisors. To involve these 
informal groups in the planning of changes requires ingenuity and sensi­
tivity as well as flexibility on the part of an administrator. 

VI. The effectiveness of a planned change is often directly related 
to the degree to which members of all levels of an institutional hier­
archy take part in the fact-finding and the diagnosing of needed changes 
and in the formulating and reality-testing of goals and programs of change. 

Once the workers in an institution have agreed to share in investiga­
ting their work probl~s and their relationship problems, a most signi­
ficant state in overcoming restraining forces has been reached. This 
agreement should be followed by shared fact-finding by the group, usually 
with technical assistance from resources outside the particular social 
system. Participation by ~~ose affected by the change in fact-finding 
and interpretation increases the likelihood that new insights will be 
formed and that goals of change will be accepted. More accurate diagnosis 
results if the people to be changed are trained in fact-finding and fact­
interpreting methods as part of the process of planning. 

CONCLUSION 

This article has been written from the standpoint that change in an 
institution or organizd.tion can be planned. Is this a reasonable view? 
Can change be deliberately planned in organizations and institutions as 
complex as school systems, hospitals, and armies? Do not many determinants 
of change operate without the awareness or knowldege of those involved? 
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It is true that most people are Wlaware of many factors that trigger 
processes of change in the si~uations in which they work. And most peo­
ple are unaware of many factors that influence the direction of change. 
Many factors, even when known, are outside the power of people in an or­
ganization to control or some forces that influence change in an organiz­
ation stem from the wider society: new knowledge, new social requirements, 
new public demands force the management of a school system to alter the 
content and the methods of its instructional program. Some factors cannot 
be fully known in advance. Even when they are anticipated, the school can­
not fully control them. 

Some forces that work for change or resistance to change in an organ­
ization stem from the personalities of the leaders and the members of the 
organization. 'Some of these factors are unknown to the persons themselves 
and to those around them. Some personality factors 1 even wheln they are 
knoWn, cannot be altered or reshaped, save perhaps by therapeutic processes 
beyond the resources of the personnel involved. 

All this is true. Yet members and leaders of organizations, especial­
ly those whose positions call for planning and directing change, cannot 
evade responsibility for attempting to extend their awareness and their 
knowledge of what determines change. Nor can they evade responsibility for 
involving others in planning change. All concerned must learn to adjust to 
factors that cannot be altered or controlled, and to adapt and to alter 
those that can be. For as long as the dynamic forces of science, technology, 
and intercultural mixing are at work in the world, change in organizations 
is unavoidable. Freedom, in the sense of the extension of uncoerced and ef­
fective human choice, depends on the extension of man's power to bring pro­
cesses of change, now often chaotic and unconsidered, under more planful 
and rational control (2). 
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Overview 

"The Criminal Investigation Process 
Volume I; Summary and Policy Implications" 
Rand Corporation 

In October 1975 the Rand Corporation submitted a report to the 
National Institute of Law Enforcement and Criminal Justice of the Law 
Enforcement Assistance Administration. It contained the results of 
a two-year study of the process of criminal investigation. The findings, 
proposals, and conclusions of the study have been sharply challenged 
by many police administrators. 

that: 
The most controversial observation contained in the report stated 

On their face, our study findings suggest that the 
effectiveness of criminal investigation would not 
be unduly lessened if roughly half of the investi­
gative effort were eliminated or shifted to more 
productive uses. The remaining investigative force 
should suffice to handle routine cases, which give 
rise to most of the clearances that now occur, and 
to perform the post arrest processing involved in a 
patrol arrest. These findings also indicate that 
significant increases in criminal apprehension rates 
are much more likely to be produced by more alert 
patrol units and improved citizen cooperation than 
by refinements in investigative work. 

In July of 1976 an article entitled "An Evaluation of the Rand 
Corporation's Analysis of the Criminal Investigation Process" appeared 
in the Police Chief magazine. The authors of the article raised a 
number of questions regarding the validity of the study and the use­
fulness of the findings and recommendations. 

While acknowledging the fact that the Rand research effort had 
developed some useful data, the authors described the purpose of their 
evaluation in the following way: . 

The present evaluation was not undertaken to support 
the investigative status quo. There is indeed a 
definite need for iITprovement in the investigative 
process, but there j.s also substantial cause for 
concern that police administrators may take at face 
value Rand's claimed research findings and implement 
changes which will prove harmful both to the police 
and the communities they serve. It is therefore 
imperative that ~e alert police administrators to 
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exercise great caution in considering the Rand 
study's purported findings and suggested reforms. 

In the Summary of the study, Rand researchers also cautioned police 
administrators to assure themselves of the relevance of the research work 
as it related to their particular agency needs. This caution was stated 
as follows: 

It would not be prudent for a department to materially 
reduce its level of investigative effort on the 
strength of our findings alone. For many inescapable 
reasons, a police chief would be sharply criticized 
by crime victims and others if he failed to respc~d 
with some degree of investigative effort on most cases· 
Rather, we recommend that a series of closely monitored 
experiments or demonstrations be conducted in different 
types of jurisdict~ons. These undertakings should 
provide for a carefully controlled reduction in follow­
up investigative efforts and for an increase in efforts 
to accomplish identifications and arrests by other means. 
These demonstrations should be aimed at testing the 
substantive findings of our study and at demonstrating 
practical alternatives for enhancing police capability 
to apprehend criminals. 

It is clear that each police agency must weigh the findings and proposed 
reforms offered by the Rand Corporation in the light of their own operations 
and agency responsiveness to criminal investigations. 

To assist you in considering the options offered, and in weighing the 
practicality of the findings, a reprint of the Summary from the Rand study 
follows for your examination and use. 

'Very often, one of the major benefits arising from research efforts is 
the awakening of a questioning attitude about existing practices and pro­
cedures. The re-examination may lead -to improvements in performance by 
making basic changes in the system. Or, it may convince the police execu­
tive that the current approach is sufficient. 

Regardless of the outcome of the re-examination, a more efficient 
operation should be the end result of the examination/evaluation process. 

215 



THE CRIMINAllNVESTIGA nON PROCESS 
VOLUME I: SUMMARY AND POUCY IMPUCATIONS 

PREPARED UNDER A GRANT FROM THE NATIONAL INSTITUTE Of LAW 
ENFORCfMENT AND CItMINAL JUSTICE, UAA., DEPARTMENT OF JUSTICE 

PETER Wp GREENWOOD 
JOAN PETERSIUA 

R-l176-ooJ 
OCTOBER 1975 

Rand 
SANTA MONICA, CA. 90406 

216 

) 
\ 



PREFACE 

This report is the first in a series of volumes resulting from a two-year study of 
police criminal investigation practices and their impacts. The study, supported by 
a grant from the National Institute of Law Enforcemeht and Criminal Justice afthe 
Law Enforcement Assistance Administration, U.S. Department of Justice, had four 
objectives; 

.. To describe, on a national scale, current investigative organization and 
practices. 

.. To assess the contribution that police investigation makes to the achieve­
ment of criminal justice goals. 

.. To ascertain the effectiveness of new technology and systems being adoptad 
to enhance investigative performance. 

.. To reveal how investigative effectiveness' is related to differences in organi­
zational form, staffing, procedures, etc. 

The present volume, The Criminal Investigation Process: Summary and Policy 
Implications, summarizes and synthesizes the overall findings of the study and 

. draws policy-relevant conclusions and recommendations. This report should be of 
interest to police officials and to other criminal justice practitioners, such as prosecu­
tors and judges, whose work brings them in contact with criminal investigators. 

Volume II ofthe series (R-1777 -DOJ), The Criminal Investigation Process: Survey 
of Municipal and County Police Departments, reports on the responses of police 
departments with more than 150 employees to a national survey. Differences among 
departments with regard to policies, resources used, and. operational characteristics 
are identified and then related to standard gross performance statistics such as 
crime, clearance, and arrest rates. This report should be of interest to both police 
officials and the criminal justice research community. 

Volume In of the series (R-1778-DOJ), The Criminal Investigation Process: Ob­
servations and Analysis, presents a comprehensive description of the criminal inves­
tigation process (based on all data gathered iu the course of the study) and an 
analysis of those issues that can be illuminated by quantitative evidence. This report 
is directed primarily to researchers but may also be of interest to police officials who 
wish to examine the details of the analysis supporting the find.ings reported in ihis 
volume. 
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SUMMARY 

SCOPE AND OBJECTIVES 

This report, the first of a series of three volumes, is. the product of a two--year 
Rand study of police investigation funded by the National Institute of Law Enforce­
ment °and Criminal Justice of the Law Enforcement Assistance Administration, 
U.S~ Department of Justice. The objectives of the research were: 

e To describe, on a national scale, current investigative organization and 
practices. 

• To assess the contribution that police investigation makes to the achieve­
ment of criminal justice goals. 

• To ascertain the effectiveness of new technology and systems being adopted 
to enhance investigative performance. . 

.. To reveal how investigative effectiveness is related to differences in organj~ 
o zational form, staffing, procedures, etc. 

The scope ofthe Rand study was limited to police investigation of serious report­
ed crime: homicide, rape, assault, robbery, burglary, and theft. Our work did not 
address misdemeanor offenses or victimless and organized crimes whose invest.iga· 
tion is substantially different from the felony offenses that were our primary ocon­
cern. 

The present volume summarizes and synthesizes the overall findings of the 
study and draws policy-relevant conclusions. Throughout the report the collect.ive 

o "we" is used to describe the work of the entire project staff. 

SOURCF~ OF INFORMATION 

The information used in this study was obtained in several ways. First, we 
examined the literature on the investigative performance of poJice departments in 
American cities and used some of their findings as hypotheses to be explored in our 
work. 

We developed a comprehensive survey questionnaire which was distributed to 
all municipal or county law enforcement departments that had 150 or more full-time 
employees or that served a jurisdiction whose 1970' population exceeded 100,000. 
'ntis survey produced extensive information from 153 jurisdictions (of the 300 solicit­
ed) o1l'such topics as department characteristics, investigator deployment, investiga­
tor training and status, use of evidence technicians, nature of specialization, evalua­
tion criteria, prosecutorial interaction~ case assignment, use of coriipdter files, and 
crime, clearance, and arrest rates. 

On the basis of the survey responses, together with the consensus of our project 
advisory panel, l more than 25 police agencies were selected for more detailed study. 

I A panel of distinguished police personnel were selected to serve in an advisory capacity to the project.. 
The group consisted of Comelius (Neil) J. Behan (New York City Police Department!; ~ames Fisk (Mem· 
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Our project staff visited each of these departments, observing and participating in 
the operations of the investigative units and discussing their procedures with per­
sonnel at various departmental levels. In some cities we monitored individual inves­
tigators and their supervisors continuously over a period of several days to obtain 
realistic profiles of their activities. 

From some departments we obtained studies that they had made to evaluate 
novel investigative programs. Several departments cooperated closely with the 
Rand staff and provided us .access to samples of completed or suspended cases, whose 
folders enabled us to trace case progress and disposition as related to the specific 
investigative inputs. 

One very useful data source made available to us was the Kansas City Detective 
Case As~ignment File, which has been maintained in that department since 1971. 
On the basis of uaily information submitted by individual detectives, this computer 
file permitted us to determine, for lJach investigator and each investigative unit, a 
description of the time spent on various activities, the number of cases handled, and 
the number of arrests and clearances produced. This information source greatly 
facilitated our analyses of how detectives spend their time and to what purposes and 
effects. 

From the FBI we obtained a computer-readable file of 1972 Uniform Crime 
Report (UCR) data, by reporting departments; these data and information from the 
survey were used to develop inferences about the relationship between investigative 
activities and reported crime rates, arrest rates, and clearance rates. 

Finally, to provide a data source for a special study of information feedback to 
crime victims, a limited telephone survey was made of robbery and burglary victims 
in a single jurisdiction. 

MAJOR FINDINGS 

• On investigative effectiveness: Differences in investigative training, stalling, 
workload, and procedures appear to have no appreciable effect on crime, 
arrest, or clearance rates. 

As part of our analysis of the survey questionnaire, we attempted to correlate 
(by means of standard statistical tests) crime, arrest, and clearance rates with the 
wide differences in organization, staffing, and procedures by which those depart~ 
ments reported that they performed the investigation function. This analysis shows 
that variations in crime, arrest, and clearance rates among these communities were 
weakly, if at all; related to the disparities in investigation inputs. 

• The method by which police investigators are organized (i.e., team policing, 
specialists vs. gen.eralis ts, patrolmen-investigators) cannot be. rela.ted to 
variations in crime, arrest, and clearance rates. 

Detailed analysis of case samples, combined with FBI-UCH. and Rand survey 
data, shows that crimes are solved similarly across departments, regardless of how 
the investigators are organized. 

her ofthe Los Angeles Police Commission); Thomas Hastings (Rochester, New York Police Department); 
Jerry Wilson (Former Chief, Washington, D.C. Police Department); and Eugene Zoglio (Professor, Prince 
George's Community College). 
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e On the use of investigators' time: Substantially more than half of all serious 
reported crimes receive no more than superficial attention from investiga­
tors. 

From an analysis of a computer-readable case assignment fi1 e main tained by the 
Kansas City (Missouri) Police Department, and observations during site visits, we 
determined that although a large proportion of reported crimes are assigned to an 
investigator, many of these receive no more attention than the reading of the initial 
crime incident report; that is, many cases are suspended at once. The data show that 
homicide, rape, and suicide invariably resulted in investigative activity. Overall, 
however, less than half of the reported felonies could be said to be worked on by an 
investigator, and the great majority of cases that are actively investigated receive 
less than one dais attention. . 

• Our data consistently reveal that an investigator's time is largely consumed 
in reviewing reports, documenting files, and attempting to loco.i.e and inter­
view victims on cases that experien~e shows will not be solved. For cases that 
are solved (i.e., a suspect is identified), an investigator spends more time in 
post-clearance processing than he does in identifying the perpetrator. 

From our analyses of a variety of crime types, it was determined that, in more 
than half of the cleared cases, the identity of the perpetrator is known or readily 
determinable at the time the crime report is made. The investigator needs to devote 
little time to the solution of these cases, but post-arrest processing frequently re­
quires him to p~rform a number of administrative tasks, Difficult cases that are 
finally solved after a substantial application of investigative effort are relatively 
uncommon. Most of the work done by investigators on cases that are solved is a 
consequence of the fact that an arrest has already been made. Furthermore, much 
of the investigator's time is consumed by administrative duties, services ~.o the 
public, and other activities not immediately directed to assigned cases. 

• On how cases are solved: The single most important determinant of whether 
or not a case will be solved is the information the victim supplies to the 
imri'1.ediately respondin~ patrol officer. If information f.hat u.ni.quely iden.­
tifies the perpetrator is not presented at the time the crime is reported, the 
perpetrator, by and large, will not be subsequen.tly identified. 

In an analysis of a large sample of combined crime types, it was determined that 
the perpetrator's identity became immediately known in more than one-half of the 
cases that were eventually cleared, chiefly because (1) the offender was arrested at 
the scene; (2) the victim or other witness identified him by name and address even 
though he was not arrested at the scene; or (3) he' was identifiable by some unique 
evidence apparent at the crime scene, for example, a witness observed the license 
plate on the perpetrator's car or his employee badge number. 

• 
I 

On how cases a~ solved: Of those cases that are ultfrhqte'Ly c;:leared but in 
which the perpetrator is not identifiable at the time of ihe initial police 
incident report, almost all are cleared as a result of routine police proce­
dures. 
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A finding from our examination of the cleared cases in a sample drawn from six 
cities was that in nearly all cases where the perpetrator's identity was not apparent 
at the time ofthe offense, the clearances were produced by routine police procedures; 
that is, they required no imaginative exercise of investigative experience and skills. 
Typically, fingerprint search, random informant tips, mug shot showups, or stolen 
property recovery were instrumental in producing clearances. Investigative "special 
action" made a perceptible difference in only three types of crimes: commercial 
burglary, robbery, and homicide. In these crimes, we found that roughly 10 percent 
ofthe cases were solved "'8 the result of non routine initiatives taken by investigators. 

• On collecting physical evidence: Most police departments collect more physi­
cal evidence than can be productively processed. Our analysis shows that 
allocating more resources to increasing the processing capabilities of the 
department can lead to more identifications than. some other investigative 
actions. 

From our comparative analysis of the physical evidence collection and process­
ing activities of six police departments which employ different procedures, we found 
that a department can assure a relatively high recovery rate of latent prints from 
crime scenes by a sufficient investment in evidence technicians and by routinely 
dispatching technicians to the scene offelonies. The latent print recovery rate is also 
increased by processing the crime scene immediately foHowing the report of the 
incident. But, unless the department's print processing capability is commensurate­
ly improved, the rate of suspect identifications does not increase significantly. 

• On the use of physical evidence: Latent fingerprints rarely provide the only 
basis for identifying a suspect. 

Comparisons among fingerprint identification sections in four contrasting de­
partments showed that although 4 to 9 percent of a1l1atent prints. are eventually 
matched with a suspect's inked prints, they rarely provide the basis for initial 
identification. Although the use of "cold search" (no other evidence) and its success 
rate varied substantially among departments, fingerprint identifica.tion did not have 
a significant effect on overall arrest rates in any department. 

" On investigative thoroughness: In relatively few departments d.o investiga­
tors consistently and thoroughly document the key evidentiary facts that 
reasonably assure that the prosecutor can obtai.n a. cOliviction on the most 
serious applicable charges. 

This finding derives from a combination of observations of police departments 
made throughout the country and some of the results obtained in the study of 
post-arrest investigation practices. In the latter study our .analysis of robbery cases 

. aqowed that the department confronted by a stringent prosecutorial filing policy was 
significantly more thorough in performing and reporting post·~rrest investigative 
work than the department in which cases were more permissively filed. Yet, even 
the former department fell short of supplying the prosecutor with aU.ofthe informa­
tion he desired; the data show that each of 39 evidentiary questions considered by 
a prosecutor to be necessary for effective case presentation was on the average 
covered in only 45 percent ofthe cases, while 26 percent were addressed by the latter 
department. 
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.. On investigative thoroughness: Police failure to document a case i:nvesliga-, 
tion thoroughly may have contributed to a higher case dismissal rate and 
a weakening of the prosecutor's plea bargaining position. 

In relating case disposition to investigative thoroughness, our analysis showed 
significant differences between the two study jurisdictions that displayed differences 
in investigative thoroughness and prosecutorial screening practices. For example, 
none of the sampled cases were dismissed in the jurisdiction with more stringent 
case screening and greater investigative thoroughness; furthermore, 60 percent of 
the defendants pled guilty to the charges as filed. By comparison, in the second 
jurisdiction, about one-quarter of the sampled cases were dismissed after filing, and 
only one-third of the defendants pled guilty to the charges as filed. 

,. On relations between victims and police: Crime victi.ms in general strongly 
desire to be notified officially as to whether or not the police have "solved" 
their case, and what. progress has been made toward convicting the suspect 
after his arrest. 

The Rand telephone survey indicated a strong desire on the part of victims to 
receive official notification when a suspect had been arrested, and of the disposition 
of the case. Few victims, no matter how distressed by the information conveyed to 
them by the police (e.g., that investigation into their case had been suspended), 
would act to redress their grievances by making a formal complaint. 

1& On investigative organization and procedure: Investiga.tive strike (orces 
have a significant potential to increase arrest rates for a, few difficult target 
offenses, provided they remain concentrated on activities for which they are 
uniquely qualified; in practice, however, they are frequently diverted else­
where. 

Rand analyzed the performance of such units in general, and the Long Beach 
Suppression of Burglary (SOB) Unit and the Miami STOP Robbery Unit in particu­
lar. In these instances, the formation of an invest.igative strike force did tend to 
produce higher arrest rates for the targeted offense; yet, a significant proportion of 
the arrests in which these investigators participated did not result from the special 
efforts and skills exercised by them. 

PROPOSED REFORMS 

The above findings imply that traditional approaches to criminal investigation 
by police departments do not significantly affect the rate at which cases are solved. 
'It appears, rather, that most cases are solved by the application of routine adminis­
trative procedures. If these implications are valid, then several policy changes are 
suggested. We set forth a number of such ureforms" whose rat'iQn~le.is consistent 
with our findings. We do not expect a poPc:e department to adopt them uI}critically. 
Rather, it should first ~Ul'e itself of the relevance of our work to its situation and 
then introduce the changes on an experimental basis, together wjth a careful evalua­
tion program that enables their effects to be identified and a.;sessed. If these experi­
mental implementations have favorable outcomes in several departments, then the 
change(s) involved could be promoted for national adoption. 
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We believe that the recommended reforms should lead to a somewhat greater 
number of arrests, more successful prosecutions, and savings in resources. But they 
will not necessarily lead to a substantial improvement in apprehension rates, which 
our work indicates are more dependent on other factors, for example, victim and 
witness cooperation. 

On their face, our study findings suggest that the effectiveness of criminal inves~ 
tigation would not be unduly lessened if approximately half of the investigative 
effort were eliminated or shifted to more productive uses. The remaining investiga~ 
tive force should suffice to handle routine cases, which give rise to most of the 
clearances that now occur, and to perform the post-arrest processing invo1ved in a 
patrol arrest. These findings also indicate that significant increases in criminal 
apprehension rates are much more likely to be produced by more alert patrol units 
and improved citizen cooperation than by refinements in investigative work. 

1. Reduce follow-up investigation on all cases except tho.r;e involviitg the most 
serious offenses. 

Rationale: Our data consistently reveal that a regular investigator's time is 
preponderantly used in reviewing reports, documenting files, and attempting to 
locate and interview victims and witnesses on cases that experience shows will not 
be solved. Our data show, moreover, that most cases that are solved are solved by 
means of information spontaneously provided by a source other than those devel­
oped by the investigator. It follows that a significant reduction in follow-up inves­
tigative efforts would be appropriate for all but the most serious offenses for which 
public confidence demands some type of response. If a thorough preliminary investi~ 
gatio:q. fails to est'ablish a suspect's identity, then the victim should be notified that 
active investigation is being suspended until new leads appear, for example, as a 
result of an arrest in another matter. 

2. Assign generalist-investi.§ators (who would handle the· obvious leads in 
routine cases) to the local operations commander. 

Rationale: Under the investigation policy suggested above, the main duty of the 
generalist-investigator is to respond to information developed by t.he patrol units at 
the crime scene or volunteered by the public, rather than to develop new leads on 
his own initiative. This role emphasizes the public service function of the investiga~ 
tor, and the men performing it should be responsible to the local commander who 
is concerned with all aspects of police-community relations. 

Our research suggests that this type of investigative duty does not entail a 
requirement for specialized skills or centralized coordination. The officers perform­
ing it could readily shift betweeJ;l patrol arid investigative duties. In departments 
with team policing, such investigation of routine cases could be a duty rotated 
among team members. 

3. Establisli a Major Offenders Unit to investigate ,serious crimes. 

Rationale: Because of their importance to society, serious crimes (homicide, 
rape, assault with great bodily injury, robbery, or first-degree burglary) may war­
rant some special investigative efforts. These efforts can best be provided by a Major 
Offenders Unit, manned by investigators who are well trained and experienced in 
examining crime scenes, interpreting physical eyjdence, and interrogating hostile 
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suspects and fearful witnesses, and who are !:tided by modern information systems'. 
One reason to establish such a unit is to clearly identify the investigative positjons 
that require special skills and training and that demand knowledge of citywide 
crime patterns and developments. Our analysis of traditional investigation work­
loads suggests, by way of contrast, that with current staffing patterns, most inves­
tigators rarely see these highly serious cases. Therefore, when they_arise, the inves­
tigators are frequently ill equipped to cope with them and unduly distracted by the 
burden of paperwork on their routine cases. 

The Major Offenders Unit would concentrate efforts on a few unsolved serious 
felonies. The team would consist of a relatively small number of experienced inves­
tigators who would be closely supervised by a team commander. 

4. Assign serious-offense investigations to closely supervised teams, rather 
than to individual investigators. 

Rationale: The most serious impediment to high-quality investigative work 
appears to us to be the traditional method of case assignment and supervision. In 
nearly every department, cases are normally assigned to an individual investigator 
and become his sole responsibility whether he is a generalist, specialist, or engaged 
in team policing. Supervisors do not normally review the decisions he makes on how 
to pursue the pase investigation-decisions that are largely unrecorded in the case 
file. Consequently, the relative priority an investigator gives to the tasks on one case 
assigned to him results largely from the number and nature of his ot.her case 
assignments and from his personal predilections and biases. It may frequently turn 
out that caseload conflicts and personal predilections lead an investigator to unduly 
postpone or improperly perform important elements of a particular case assign-
ment. . 

Assigning cases to investigative teams rather than to individuals could elimi­
nate this impediment. For effective operations, this team should number approxi­
mately six men and be led by a senior investigator who is knowledgeable in the local 
crime situation, in criminal law, and in police m~agement. The leader's primary 
responsibility would be to keep informed of progress on the cases assigned to his 
team and make the broad tactical decisions on the team's expenditure of effort. Each 
day the subordinate investigators would perform indivi~ually assigned tasks. A 
clerk dslegated to the team would prepare progress reports to document the daily 
accomplishment en open cases and to assist the leader in making the allocation for 
the following day. These reports would also help the leader jdentify which of his men 
was most effective at which tasks. This approach should assure that significant steps 
in an investigation are objectively decided by a senior experienced investigator. This 
proposed reform is especially applicable to those cases handled by the Major Offend­
ers Unit, described in Reform 3, and by those investigators 8S!<igned to the prosecu­
-tor, ,described in Reform 8. 

5. Strengthen evidence-processing capabilities. 

Rationale: Many police departments collect far more evidence (primarily 
fingerprints) than they can productively process. Our work shows that cold searches 
oflatent fingerprints are far more effective in increasing the appf ;, }tension rate than 
are routine follow-up investigations. 

The fingerprint-processing capabilities should be strengthened as follows: First, 

224 



the reference print files should be organized by geographic area, with a fingerprint 
specialist assigned to each area, of no more than 4000 to 5000 sets of i'nked prints. 
Second, to assure a large number of "request searches/' which imply a cooperative 
effort between investigator and fingerprint specialist, some communication links 
should be devised to help motivate and facilitate the reciprocal exchange ofinforma­
tion between these two parties. And third, the persons performing this functio~ 
should be highly trained, highly motivated, and not overloaded with other tasks 
which detract from their primary function. 

6. Increase the use of information processing systems in lieu of investigators. 

Rationale: Much of the scanning and monitoring of the huge volume of infor­
mation concerning crime incidents and arrests could instead be done by means of 
an iilformation processing system that would involve clerks and routine procedures 
in small departments, and. electronic computers in large ones. Rand's nationwide 
survey indicates that computerized information systems are not nearly as" prevalent 
as would be jU3tified by their potential to save manpower in this area. 

7. Employ strike forces selectively and judiciously. 

Rationale: The few investigative strike force operations we examined support 
the view that strike forces can be relatively productive, particularly against bur­
glary and fencing offenses. But to achieve an advantage, these units must he manned 
by motivated and innovative personnel. The gain in employing them becomes illuso­
ry when mere quantity of arrests is emphasized, for then the efforts of this force tend 
to be diverted into making arrests that are not the result of its own unique capabili· 
ties. The operation of strike forces necessitates careful procedural and legal plan­
ning to protect the involved officers and to ensure that the defendants they identify 
can be successfully P:t:osecuted. They also require close monitoring by senior officials 
to ensure that they do not become overly aggressive and jnfring~ on individual 
privacy. 

In all likelihood, the relative advantage of strike force operations in a particular 
department will not persist; so the department must accustom itself to creating and 
then terminating strike forces, as circumstances may dictate. 

8. Place post-arrest (i.e., suspect in custody) investigations u.nder the authority 
of the prosecutor. 

Rationale: Our analyses of workload data reveal that most investigative effort 
on cleared cases is made after the arrest, and that most arrests are made by a 
responding patrol unit without prior investigator involvement. But many of these 
cases necessitate post-arrest investigation to strengthen the evidence to meet the 
cCbeyond a reasonable doubt" standard for conviction. Also, the investigator may be 

. ilQpelled to post-arrest efforts in an attempt to achieve clearances in other cases by 
the present arrest, or. to satisfY the documentation require~en~ of the department. 

Most prosecutors do not have investigators on their staff. If they do, these 
investigators are usually occupied with relatively complex Uwhite-c.ollar" offenses. 
Generally, then, the prosecutor relies on police investigators to provide the evidence 
needed to prosecute and convict the suspect. But this situation contains an inherent 
conflict between prosecutor and police. A police atTest is justified by probable cause­
i.e., an articulable reasonable heliefthat a crime was committed and that the arrest-
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ee was the offender. But generally, because of the pressure of new cases and the 
expectation that the case will be bargained rather than tried, the police are reluc­
tant to expend further investigative efforts to strengthen the evidence in the case. 
The pros€{;utor, on the other hand, may be reluctant to file the charges that the 
police prefer, or to file at all, if he believes the evidence would not suffice for a 
conviction, i.e., proof beyond a reasonable doubt. It is clear that many cases are 
affected by the conflicting incentives of police and prosecutor, as reflected in failures 
to file, lenient filing, early dismissals, or imbalanced bargaining. 

A promising remedy for this problem would be to place post-arrest investigations 
under the authority of the prosecutor's office, under assignment or as an integral 
part ofhis staff, depending on the local situation. They would be used to implement 
the policy that post-arrest investigation should seek to demonstrate the culpability 
of the suspect beyond a reasonable doubt. We feel this arrangement would be a more 
effective way of assuring that the evidentiary needs for a successful prosecution are 
met. 

9. Initiate progmms designed to impress on the citizen the crucial role he plays 
in crime solution. 

Rationale: All our data show that the most important factor in crime solution 
is the information provided by the victim to the responding police officer. Ifinforma­
tion that uniquely identifies the perpetrator is not presented at the time the crime 
is reported, the perpetrator, by and large, will not be subsequently identified. 

Police departments must initiate programs designed to increase the victim's 
desire to cooperate fully with the police. Resources allocated to such programs may 
serve to increase apprehension rates. Specifically, police departments should widely 
disseminate the findings uncovered by this study. -The realistic picture of how crimes 
are solved will help eliminate the public's distorted stereotype images of detectives 
and will impress on them the importance of their cooperation with police in order 
to solve crimes. 

CONCLUDING REMARKS 

Rand began this study prepared to find great variability in the criminal investi­
gation procedures employed by police departments acros..~ the country and in their 
effectiveness. We hoped to identify and describe those keY"''Jgram factors which led 
to improved effectiveness and to suggest how other police departments might modify 
their investigative practices to achieve the identified benefits. These hopes were not 
realized. 

Despite our finding apparently diverse investigation practices, organi7..ation, and 
offici~ procedures, we conclude that most detectives work, similarly everywhere. 
Special 'projects established to test new operating concepts in some communities 
usually seemed to us to be poorly designed to test the underlying cpil$!ept on which 
they were based, or to provide reliable proof of their eventual impact. 2 We found few 
departments seriously undertaking the use of electronic data processing equipment 

I Exceptions were the Long Beach SOB Unit, the New York City Anti-Fencing Unit, and Rochester's 
Team Policing experiment. 
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to help solve their cases; and in those departments where computing systems were 
used, few objective data were available to assess their contribution. 

In general, we ascertained that investigator activities have only a marginal 
impact on the overall level of identifications and arrests achieved by a major police 
department. Although investigators may sometimes concentrate sustained inves­
tigative efforts on particular cases, nearly all case solutions result from simple 
routine processing of information available at the time of the initial police report. 

It would not be prudent for a department to materially reduce its level of 
investigative effort on the strength of our findings alone. For many inescapable 
reasons, a police chief would be sharply criticized by crime victims and others if he 
failed to respond with some degree ofinvestigative effort on most cases. Rather, we 
recommend that a series of closely monitored experiments or demonstrations be 
conducted in different types of jurisdictions. These undertakings should provide for 
a carefully controlled reduction in follow-up investigative efforts and for an increase 
in efforts to accomplish identifications and arrests by other means. These demonstra­
tions should be aimed at testing the substantive findings of our study and at demon­
strating practical alternatives for enhancing police capability to apprehend crimi­
nals. 
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ANNOTATED BIBLIOGRAPHY 

American Bar Association Project on Standards for 
STANDARDS RELATING TO THE URBAN POLICE FUNCTION. 
Ne\lT York City. 1973, 303 pp. 

Criminal Justice . 
Approved Draft. ABA, 

This report is one of a series prepared by the AB~ on standards for the 
entire spectrum of criminal justice services and programs. It lists and 
discusses ten categories of sta.ndards related to law enforcement services, 
including objectives, authority, policy-making, control, police unions, 
resources, performance, public understanding, and evaluation. There is 
a commentary on each standard which explores and analyzes the" ABA is per­
spective on the urban police function in contemporary united States. The 
Appendix contains an extensive bibliography. 

• American Bar Association Project on Standards for Criminal Justice. 
STANDARDS RELATING TO THE PROSECUTION FUNCTION AND THE DEFENSE FUNCTION • 
. ~pproved Draft. ABA, New York City. 1971, 327 pp. 

This report is one of a series prepared by the ABA on standards for the 
entire spectrum of criminal justice services and programs. There are six 
general categories of standards related to the prosecution function, in­
cluding general standards, organization, investigation, plea discussions, 
the trial, and sentencing. There are eight categories of standards re­
lated to the defense function, including general standards, access to 
counsel, lawyer-client relationship, investigation and preparation, con­
trol and direction of litigation, disposition without trial, trial, and 
activitjes after conviction. The appendix includes a table of parallel 
sections on prosecution and defense standards and a selected bibliog­
raphy. Commentaries on each of the standards are presented, explicating 
ABA concerns and philosophies. 

• Bard, Morton; Braunstein, Stacy; Curtis, Naomi; Hirsh, Eloise; McIver, 
Bruce; McLeod, Donald K., and Zacker, Joseph W. THE FUNCTION OF THE 
POLICE IN CRISIS INTERVENTION AND CONFLICT MANAGEMENT: A T~INING GUIDE. 
LEAA, Washington, D.C. 1975, 160 pp. plus Appendices. 

This report, prepared by Criminal Justice Associates, details organiza­
tional concerns associated with the development of a training program 
in crisis intervention and conflict management for line police officers. 
The report describes procedures police can use to avoid serious assaults 
on their person and on others who may be involved in a serious dispute. 
Chapters in the report discuss how to avoid making arrests--if possible, 
training techniques, and the role of law enforcement in the helping 
system. 

$ Bloch, Peter B. and Bell, Sames. MANAGING INVESTIGATIONS,: THE ROCHESTER 
SYSTEM. Urban Institute and Police Foundation. Washington, D.C. 1976, 
85 pp. 

This is a detailed report on experimentation with and evaluation of organiza­
tional changes made for the purpose of improving the results of the 
investigative process in Rochester, N.Y. 
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• Bloch, Peter B. and Specht, David. NEIGHBORHOOD TEAM POLICING. LEAA, 
Washington, D.C. 1973, 153 pp. 

This "prescriptive package" provides a review of the efforts of eleven 
departments that developed team pOlicing systems. In addition, the 
full range of issues and procedures for implementing this important 
technique is explained. 

• Bloch, Peter B. and Weidman, Donald R. MANAGING CRIMINAL INVESTIGATIONS, 
LEAA. Washington, D.C. 1975, 145 pp. 

This "prescrj,ptive package" describes the procedu,res .of six departmenn's. 
that have developed innovative uses of investigative resources. The 
first four chapters provide an excellent discussion of the issues re­
lating to the management of criminal investigations. This work is an 
important document for the police manager concerned with developing 
better management of the investigative function. 

• Bl~chf. P.B. and Weidman, Donald R. MANAGING CRIMINAL INVESTIGATIONS, 
LEAA. Washington, D.C. 1975, p. 253. 

There are a number of new methods police managers can adopt to improve 
investigative success. Management issuss addressed in this work include 
budgeting and allocating resources; improving relationships with the 
prosecutor; interacting with the public, especia.lly victims and witnesses; 
improving relationships between investigators an.d patrol officers; de­
cehtralizing detective assignments, particularly in neighborhood team 
policing approaches; using civilian employees fc,r investigative taskS'.; 
assigning personnel; supervising and training investigative personnel; 
improving investigative procedures; and conducting investigative 
activities not related to specific cases. 

The suggestions are based on an examination of the investigative practices 
of six selected police departments, a review of the relevant literature 
and recent experiments in other departments, and the observations and 
conclusions of a panel of experienced police officials. It is especially 
interesting to note that many of the ideas require few or no addit.ional 
resources. This report is written primarily for police chiefs and heads 
of detective units, but should also be of interE!st to other police 
officials and to local government officials such as city managers. 

• Bloch, Peter B. POLICEWOMEN ON PATROL: FINAL REPORT, Police Foundation, 
1974, 65 pp. 

Federal law and guidelines are clear. Since 1972, every police depart­
ment in the United States has been in the position of having to hire and 
assign women on an equal basis with men or demonstrate that there was a 
bona fide occupational qualification for not doing so. 

In 1972, a survey conducted by Catherine Milton, an Assistant Police 
Foundation Director, disclosed that little objective information. was 
available on the subject of: po 1 iceWbmEln on patrol. (The findings of 
Ms. Milton's survey are available in Women in Policing, a Foundation 
publication. ) 

232 



Because patrol operations take up the majority of the average police 
agency's resources and are considered the most important of all police 
work, the Police Foundation decided to sponsor an evaluation of the 
performance of women on patrol. The purpose was to provide police and 
public administrators with as much scientific information as possible 
on the subject. Although the evaluation, conducted by the Urban Institute 
was done in Washington, the findings will be useful for police agencies 
across the country. A decision of Chief Jerry V. Wilson of the Metropo­
litan Police of the District of Columbia to assign a large number of 
women to patrol provided the first significant opportunity for such an 
evaluation. 

e Boydstun, John E. SAN DIEGO FIELD INTERROGATION: FINAL REPORT, Police 
Foundation, 1975, 67 pp. 

The San Diego Police Department Field Interrogation Experiment breaks 
further ground in the effort to replace the hunch and surmise in police 
practices with empirically derived knowledge. In leading his department 
to concrete;, measured -tests of what works in policing, Chief Raymond L. 
Hoobler has demonstrated the major contributions that can be made by those 
police departments whose chiefs have the openness of mind to approach 
critically what they are doing, the resolve to face the hard tasks of 
scientific experimentation, and the determination to apply the results 
of experimentation. 

The Police Foundation hopes that publi~:ation of this report will encourage 
others to replicate the field interrogation experiment in different 
kinds of cities. The lessons recorded ~ere from the pioneering San Diego 
design can help others to plan and implement experiments, perhaps on a 
larger scale, involving larger numbers of beats and pOlice officers, than 
was feasible in this first field interrogation experiment. The first step 
points the way. 

8 Bridge, P. A. COMMUNICATION BARRIERS WITHIN THE CRIMINAL JUSTICE SYSTEM, 
Police Chief, Vol. 39, No.4, 1972K p. 2. International Association of 
Chiefs of Police. 

System dysfunction caused by ineffective communications is portrayed as 
a ba~rier to the administration of justice. The criminal Justice Center 
has accordingly been established to supply basic; specialized and inter­
disciplinary training to police, court officials, probation and parole 
personnel. 

8 California Crime Technological Research Foundation. TRAINING WORKBOOK ON 
THE CRIME ANALYSIS PROCESS. Law Enforcement Assistance Administration, 
Washington, D.C. 1975, 50 pp. 

This workbook is the basis for a course taught under the auspices of the 
California Crime Technological Research Foundation. It describes extra­
polation techniques, statistics, and probability theory as they apply to 
crime solving. Practice exercises include taxicab hits, purse snatchings, 
gas station holdups, and information enrichment. These exercises are 
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if. 

constructed with times of occurrences and locations pertaining to a map 
of a fictitious town named Centerville. Evaluation techniques are de­
fined for use in judging the effectiveness of a police crime analysis 
unit. 

o Crabtree, C. T. INVESTIGATION-APPREHENSION CONTROL AND MANAGEMENT SYSTEM. 
Department of Public Safety, Sunnyvale, California. 1973, 115 pp. 

This report describes the Investigation-Apprehension Control and Manage­
ment System (ICAM) and its current operation in the Department of Public 
Safety, Sunnyvale, California--the city where the technique was developed 
and tested. The rationale and the derivation of ICAM is illustrated 
through the presentation of a conceptual model of the apprehension system, 
the series of activities which produce information leading to arrest. The 
system is viewed as an information processing media that acquires, stores, 
processes, or transmits information that contributes to the system's per­
formance. The flow of apprehension system activities is described, and 
sys·tem performance measures and their use are defined and demonstrated. 

The author describes how the data to operate ICAM is produced from activi·ty 
reports which are completed by police field personnel. Detailed instruc­
tions and coding forms are appended. The rCAM basic performance module, 
which produces several basic types of management reports, is presented, 
and the uses of the reports are explained. Deficiencies which commonly 
exist in police reporting systems and which rCAM is designed to overcome 
are outlined. The ICAM model is demonstrated using 30 sample criminal 
cases. The report concludes with examples which show how ICAM is used to 
support the typical management sequence of planning, goal setting, the 
development and selection of alternatives, organizing, controlling and 
evaluating. 

• Chaiken, Jan M. THE CRIMINAL INVESTIGATION PROCESS-Three Volumes. The 
Rand Corporation. Santa Monica, California. 1975. 

This is an LEAA-funded research report of a comprehensive analysi"s of 
investigative organizations, procedures, and results on a nationwide basis. 
This work provides an excellent overview of the national profile of police 
investigative processes. The mana.ger seeking to assess his own operation 
would do well to evaluate his agency in the light of the data provided in 
this report. 

.. Diggles, W. J. POLICE PLANNING AND ANALYSIS OFFICE. Springfield, Illinol,s. 
1973, 48 pp. 

Diggles describes the structure, functions, and resource requirements of 
a planning and analysis unit for a local police department. 
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• Feeney, F., and weir, A. PREVENTION AND CONTROL OF ROBBERY, V4 - THE 
RESPONSE OF THE POLICE AND OTHER AGENCIES TO ROBBERY. NILECJ, Washington, 
D.C. 1973, 185 pp. 

Studies are presented that describe the operation of the various components 
of the criminal justice system with respect to robbery and purse snatching 
cases. The first three articles deal with the police component of the 
criminal justice system. Dispatching and reporting procedures are dis­
cussed, along with robbery investigation techniques. The different stages 
of the prosecution process and the factors affecting decisions at each 
stage are described. The final report is an examination of the policies 
and procedures followed by a Bay Area county, California, probation depart­
ment in the handling of youths arrested for robbery and purse snatching. 

• Finn, Peter and Roffman, Alan R. PROSECUTION OF ECONOMIC CRIME. LEAA, 
Washington, D.C. 1976, 161 pp. 

This is a summary of Exemplary Projects in San Diego and Seattle Fraud 
Divisions concerned with white-collar crime and its prosecution. An 
estimated $40 billion is lost each year as a result of economic--or "white 
collar"--crime, according to the U.S. Chamber of Commerce. Much of this 
loss is borne by the low- and moderate-income person victimized by such 
consumer frauds as false advertising or fraudulent auto repair. Some 
of the loss falls on businesses, the target of security frauds, insurance 
swindles, or embezzlement. 

In addition to the enormous financial impact, we are all affected, in a 
more general way, by the cynicism and lack of confidence spawned by in­
effective prosecution of white-collar criminals. Recently, several juris­
dictions have focused their resources on inves,tigating and prosecuting 
these crimes. The Fraud Divisions established in the District Attorney's 
offices of San Diego, California, and Seattle (King County), Washington, 
are excellent examples of the aggressive efforts being launched against 
economic crime. The work of these two projec"ts has resulted in fines 
and incarceration for the offenders and restitution for the victims. 

The San Diego and Seattle Fraud projects have been given sufficient re­
sources to pursue the twin goals of prosecuting and preventing economic 
crime. In both jurisdictions, the District Attorney has given priority 
to strong efforts against economic crime. This combination of resources 
and status within the Prosecutor's Office has made these projects dis­
tinctive and successful. 

• Gourley, G. D. EFFECTIVE POLICE ORGANIZATION AND MANAGEMENT - V5, THE 
INVESTIGATIVE, CUSTODIAL AND CRIME PREVENTION FUNCTIONS. National Tech­
nical Information Service, Springfield, Va. 1966, 250 pp. 

This document contains reviews of investigative, cus"todial, and crime 
preventive duties of police. The specialization of investigative duties 
and the investigative function are described. Methods and degrees of 
specialization are presented with factors affecting specialization, 
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advantages and disadvantages, and select~on of investigators. Information 
from a national survey on methods of selecting detectiv'es is listed with 
a chart showing cities surveyed and other criteria used. The custody 
function, procedures used, responsibilities of police, personnel, facili­
ties, and prisoners' rights are covered. Oakland Police Department security 
system is examined in detail with recommendations that every law enforce­
ment agency institute similar activities. Appendices describe British 
police principles and information on the St. Louis Police-Community Re­
lations Council. 

• Greenberg, B. ENHANCEMENT OF THE INVESTIGATIVE FUNCTION, VOL. l--ANALYSIS 
AND CONCLUSIONS--FINAL REPORT--PHASE 1. 1972, p. 236. National Technical 
Information Service, Springfield, VA. 

This is part of a report on a project to develop guidelines to aid in­
vestigators in initial and follow-up investigations and to develop an 
evaluation methodology for use in selecting cases for follow-up. 

The report concentrates on the crime of burglary. Successful investi­
gations encompass a broad process and utilize many police department 
resources. Therefore, 'the au'thor emphasizes that the investigative 
function must reflect a total system approach. Six Alameda County, CA, 
law enforcement agencies were sampled for the study and their investi­
gative operations were analyzed individually. This volume of the report 
covers the research objectives, methodology analysis, and conclusions. 

• Greenberg, B. and Lang, K. ENHANCEMENT OF THE INVESTIGATIVE FUNCTION, 
VOL. 4--BURGLARY INVESTIGATIVE CHECKLIST AND HANDBOOK--FINAL REPORT 
ADDENDUM. 1973, p. 37. Stanford Research Institute, Menlo Park, CA. 

This is the report of a project conducted to develop guidelines to aid 
investigators in initial and follow-up investigations and to develop an 
evaluation methodology for selecting cases for follow-up. This volume 
discusses the results of field testing the experimental burglary investi­
gative checklist and the case follow-up decision aid that were developed 
during the initial two phases of the project. The investigative check­
list was designed to aid in the initial crime scene investigation. The 
case follow-up decision model was designed to aid the reviewing officer 
in determining whether a given case should be followed up or suspended, 
based upon the probability of the case's being cleared. 

e Halper, Andrew and Ku, Richard. NEW YORK CITY POLICE DEPARTMENT STREET 
CRIME UNIT. LEAA, Washington, D.C. 1975, 165 pp. 

This is a report of an Exemplary Project, a Street Crime Unit (SCU) , which 
was conducted in New York City. As a result of the sharp increase in 
violent street crime, many city dwellers are forced to live and work in the 
shadow of fear. The New York City Police Department Street Crime Unit (SCU) works 
to ease problsns related to city dwellers' fears. 
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o Kelling, George L., et ala THE KANSAS CITY PREVENTIVE PATROL EXPERIMENT. 
Final Report, Police Foundat.ion. 1974, 50 pp. 

Police patrol strategies have always been based on two unproven but widely 
accep·ted hypotheses: first, that visible police presence prevents crime 
by deterring potential offenders; second, that the public's fear of crime 
is diminished by such police presence. Thus, routine preventive police 
patrol was thought both to prevent crime and reassure the public. 

The Kansas City, l'1issouri, Police Department conducted an experiment in 
1972 and 1973 that was designed to measure the impact of routine patrol 
on the incidence of crime and the public's fear of crime. This experi­
ment, made possible by Police Foundation funding, employed a methodology 
which accurately determined that traditional routine preventive patrol 
had no significant impact either on the level of crime or the public's 
feeling of security. 

Three controlled levels of routine preventive patrol were used in the 
experimental areas. One area, termed "reactive," received no preventive 
patrol. Officers entered the area only in response to citizen calls for 
assistance. This, in effect, substantially reduced police visibility in 
that area. In the second area, called "proactive," police visibility was 
increased two to three times its usual level. In the third area, termed 
"control," the normal level of patrol was maintained. Analysis of the 
data gathered revealed that the three areas experienced no significant 
differences in the level of crime, citizens' attitudes toward police 
services, citizens' fear of crime, police response time, or citizens' 
satisfaction with police response time. 

• Kansas City, Missouri, Police Department, Kansas City, Missouri. ALERT II 
(AUTOMATED LAW ENFORCEMENT RESPONSE TEAM)--ACCIDENT. NCJRS, Washington, 
D.C. 1973, 74 pp. (Systems documentation and programs for the traffic 
accident reporting subsystem of Alert II.) 

One of a set of 17 modularized Alert II systems operating manuals, this 
volume refers to the traffic accident reporting subsystem, a vehicular 
accident system containing statistical and historical da·ta about traffic 
accidents. The system documentation section contains a system overview 
and a system flowchart. System record layouts and the source document, 
the Missouri uniform accident report, also appear in this section. The 
system program section contains program narratives, detailed descriptions, 
program-specific system flowcharts, and each program's EDP (electronic 
data processing) record layout. Some of the programs are illustrated with 
printouts. Examples of programs include year-to-date traffic accident 
tapes and accident reports by hour and day and by beat of occurrence. For 
other subsystems documents, refer to NCJ-1289/, 12898, 12904-12910, and 
13123. For documentation applicable to all subsystems, refer to NCJ-12894-
12896, 13118, and 13119. 
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• LEAA. CITIZEN DISPUTE SETTLEMENT: THE NIGHT PROSECUTOR PROGRAM OF COLUMBUS, 
OHIO. LEAA, Washington, D.C. 1974, 61 pp. 

This is a report of an Exemplary Project concerned with citizen dispute 
settlement. The Columbus Citizen Dispute Settlement Program offers a 
constructive answer to a troubling problem: how to provide better service 
to the public without further burdening an already overloaded system. 

In Columbus, minor criminal cases arising from neighborhood and family 
disputes are screened by the local prosecutor's office and referred to 
trained hearing officers for mediation. For the convenience of the dis­
putants, he~rings are scheduled for evenings and weekends, normally within 
one week after the complaint is 'n'led. 

During the project's first year, criminal affidavits were filed in only 
2 percent of the cases handled, and the average cos~ of diverting each 
case was approximately $20. When compared to the time and expense in­
volved in normal criminal processing of such cases, the economy of the 
Columbus approach is obvious. Equally important, persons involved in 
minor criminal conduct are spared the stigma of an arrest record. 

• Los Fillgeles Police Department. THE POLICE CHIEF EXECUTIVE REPORT: A 
Report of the Police Chief Executive Committee of the International 
Association of Chiefs of Police. IACP, Washington, D.C. 1976, 147 pp. 
plus Appendices. 

This is a special report concerned with an exploration of selection and 
retention of chiefs of police in the United States. This report proposes 
an orderly method of selecting a police chief executive who is qualified 
for a particular job. It proposes a systematic way of retaining a quali­
fied police chief executive after selection. And it sets out procedures, 
grounded on American constitutional notions of fairness and due process, 
for removing an unqualified police chief executive from office. 

• U . S. Department of Justice: LEAA. PROGRAM PLANNING TECHNIQUES. Pea t , 
Marwick and Mitchell Co., 1972. 

This is a specially prepared planning aid for professional personnel in 
the Law Enforcenlent Assistance Administration. It provides a framework 
for the development of comprehensive planning and a methodology for 
carrying out LEAA programs related to the reduction of crinle in parti­
cular. It is concerned with the techniques of developing a firm planning 
base and management organization for major new and ongoing programs of the 
size and scope of the High Impact Anticrime Program and the Law Enforce­
ment Education Program. The methodology outlined includes problem de­
lineation and analysis, program definition, program planning, program 
execution, and program evaluation. Exemplary charts, graphs, and flow and 
critical path diagrams to assist planning analysis functions are provided. 
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Q U.S. Department of Justice; LEAA. PROGRAM MANAGEMENT GUIDELINES. Peat, 
Marwick and Mitchell Co., 1972. 

These guidelines are designed to aid in establishing procedures and 
standard methodologies for the planning, implementation, and evaluation 
of major law enforcement programs. Topics covered include basic con­
cepts, problem definition and analysis, program definition, program 
planning, program execution, and evaluation . 

• U.S. Department of Justice: LEAA. CRIMINAL JUSTICE SYSTEM. REPORT OF THE 
NATIONAL ADVISORY COMMISSION ON CRIMINAL JUSTICE STANDARDS AND GOALS. 
National Advisory Commission on Criminal Justice Standards and Goals, 1973. 

This volume is one of six reports of the National Advisory Commission on 
Criminal Justice Standards and Goals. Major recommendations call for: 
1) development by states of a general system of multi-year criminal 
justice planning, 2) establishment of criminal justice coordinating 
councils by all major cities and counties, 3) creation by each State of 
an organizational structure for coordinating the development of criminal 
justice information. 

o Leahy, Fran~ Jr.; Busseman, Ann; Fennessy, Edmund F., Jr.; Goldstein, 
Benjamin; Leibowitz, Peter; and Pinsky, Paul. A LITERATURE REVIEW OF POLICE 
PLANNING AND RESEARCH. (Interim Report, the Connecticut Research Com­
mission.) Hartford, Connecticut. Travelers Research Center, Inc., 
October, 1968, p. 197, plus Appendices. 

This is a 1968 review of material of interest to police administrative and 
planning officials. It contains an overview of police planning and re­
search, 17 essays on the collected material, and a bibliography . 

• U.S. Department of Justice: LEAA. POLICE--REPORT OF THE NATIONAL ADVISORY 
COMMISSION ON CRIMINAL JUSTICE STANDARDS AND GOALS. National Advisory 
Commission on Criminal Justice Standards and Goals, 1973. 

This volume is one of six reports of the National Advisory Commission on 
Criminal Justice Standards and Goals. The Commission's recommendations 
are directed toward increasing the effectiveness of the police in re­
ducing crime. The recommendations and standards recognize the patrolman 
as the primary force in 'reducing crime and preventinry crime. They seek 
to enhance his role. Major recommendations call for: 1) active crimo 

prevention efforts by the police working wi,th the community, 2) diversion 
of juveniles, alcoholics, and mental patients from the criminal justice 
system, 3) use of the patrolman as the primar}T investigator ior crimes 
which come to his attention, 4) consolidation or eliminatiou of police 
departments with fewer than 10 full-time police officers, 5) increased use 
of civilians, 6) college education entrance requirements for employment 
of police officers, 7) legislation authorizing police officers to obtain 
search warrants by telephone, 8) continuing analysis of crime trends 
and deployment of special units to react to developing crime trends, 9) 
establishment of different classifications and pay levels within the basic 
patrolman category, and 10) development of units within police departments 
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to work with prosecutors, courts, and corrections officials and to 
follow specific cases and individuals through the criminal justice system. 

• U.S. Department of Justice, LEAA. INTRODUCTORY READING MATERIALS ON 
PLANNING AND RESEARCH UNITS IN POLICE DEPARTMENTS. (Selected Readings), 
1967, 31 p. 

These are background readings for the LEAA special grant program for 
establishing planning and research units in medium-sized state, county, 
and municipal police departments. 

• MacDonald, J. M. and Brannan, D., INVESTIGATION OF ROBBERY, POLICE CHIEF, 
VOL. 41, NO. I, 1974, pp. 68-75. 1974, p. 8. International Association 
of Chiefs of Police. Gaithersburg, MD. 

This is a discussion of police responses to a robbery report, including 
area searches, arrests, preliminary investigations, and evidence pre­
servation. Comments are made on police response to such varied situations 
as a robbery in a crowded area or a robbery which is still in progress when 
the officers arrive. The discussion then proceeds to area searches and 
deals with identification of getaway cars, questioning witnesses, and 
following offenders who flee on foot. The duthors focus on the use of 
search plans, commenting on the organization of roadblocks and suspect 
deten"ion, arrest, and preliminary investigation. Highlights of the 
investigation process cover such areas as evidence preservation and 
making reports. 

• Macsas, C. J. 'BOSTON--POLICE DEPARTMENT--CRIME ANALYSIS UNIT CAPABILITY 
DEVELOPMENT--POLICE TECHNICAL ASSISTANCE REPORT. Westinghouse Justice 
Institute, Arlington, VA· 1975, 81 pp. 

This is a report on the crime analysis unit capability development for the 
Boston Police Department which serves an area of 47 square miles with a 
strength of 2,877 (2,498 sworn). Recommendations are made for establishing 
a crime analysis unit whose chief function is the analysis of crime data 
to identify crime patterns and trends which can be combatted by deploy­
ment of regular patrol forces, tactical units, and crime prevention teams. 
Topics addressed in this report include data gathering, data analysis, 
information dissemination, and systems and functional evaluation. The 
appendix contains a lengthy report on crime analysis operations and appli­
cations. The work is based on the author's experience with the Dallas Crime 
Analysis Unit. 

o Martensen, K. R. CRIME ANALYSIS~A WAY TO TURN DATA INTO INFORMATION. 
(From Project Search - In'ternational Symposium on Crime Just Info and 
Stat Systems, 2D - Proceedings, by ~. Cresswell) Search Group, Inc., 
Sacramento, CA. 1974, 16 pp. 

This paper discusses the ways that data that are already being maintained 
by police departments can be used to analyze ~ime patterns. The basic 
elements of crime analysis are described, along with the need for an 
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internal crime analysis unit. Geographical analysis, crime trend and 
projection analysis, threshold analysis, property loss analysis and 
modus operandi comparative analysis are all explained as functions of 
the crime analysis unit. Dissemination and utilization techniques 
of crime analysis information, the crime analysis data base, data 
analysis techniques and built-in evaluative components of crime analysis 
units are described. 

• McCreedy, Kr .R.. THEORY AND METHODS olf PGLICE PATROL. Delmar publishers ,. 
Albany, N.Y. 1974, 255 pp. 

Techniques for the beginning patrolman in dealing with the duties and 
responsibilities of police)patrol are discussed. The discusslon covers' the 
sate and effective handling of actual and potential criminal suspects 
in situations involving the control of pedestrians and people in vehicles 
and the transportation of prisoners. Also presented are methods of inter-
acting with victims, witnesses, and the publici performing preliminary 
investigations; evaluating criminal and noncriminal incidents, and managing 
crime scenes until investigative specialists arrive. Report writing and 
controlling large crowds are also examined. Photographs and detailed 
diagrams are provided. 

• McIntyre, D. M. IMPEDIMENTS TO EFFECTIVE ~OL~~~~~ROSECUTOR RELATIONSHIPS. 
American Criminal Law Review, V13, N2, American Bar Association, Chicago, 
Ill. 1975, 31 pp. 

The major impediments to effective relationships between police and pro­
secutors are conflicting goals and poor information flow. One effective 
solution is to set up a felony review unit that necessitates interagency 
cooperation in screening cases prior to charging. 

Questionnaires were admiDistered to 247 police and prosecutors attending 
a conference on police-prosecutor relations. The first section of this 
article examines the data on whether prosecutors and police transmit advice 
to each other on joint agency problems. The inquiry reveals that the two 
agencies coopera·te to a greater or lesser degree, largely depending on the 
specific problem involved. The second section covers the transactions 
in which police and prosecutors inevitably make contact. It describes 
the likely sources of tension and friction between the two agencies in 
settings such as case screening, police training, and trial preparation. 
The third section discusses reasons underlying the conflict and describes 
Chicago'$ felony review unit as the panacea for many of the impediments 
to effective interagency cooperation. 

• Milton, Catherine. WOMEN IN POLICING, Police Foundation, 1972, 95 pp. 

With the Commission's recommendations and findings in mind, the Police 
Foundation began in 1971 to study women in pOlicing. The Foundation hoped 
to find out why there are so few women in policing, why most of the women 
who are in policing are given such limited roles, and whether women could 
be given a wider variety of jobs in policing. The research effort for the 
study concentrated on gathering all the general information available on 
how police departments are using women and assessing firsthand in a 
limited number of departments the performance of policewomen in a wide 
range of tasks. 
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To assist the Police Foundation staff'in understanding the issues involved, 
the Foundation sponsored a meeting of policewomen from six cities on July 30, 
1971, in Washington, D.C. Afterwards, Police Foundation representatives inter­
viewed a large number of police personnel in the united States and abroad, by 
telephone, by mail, and in person. In addition, letters of application were 
sent to the 60 largest U.S. police departments. Seven police departments were 
chosen for in-depth s·tudy by representatives of the Foundation: Dallas, 
Indianapolis, Miami, New York City, Peoria, Philadelphia, and Washington. 
These departments were selected to give as wide a range as possible in terms 
qf geography, size and receptivity to new ideas. On their visits to each 
depart~ent, the Police Foundation representatives interviewed top commanders, 
policemen and policewomen. 

The results of the Foundation's study are summarized in six chapters. Chap­
ter II explores the different kinds of jobs now performed by policewomen in 
the united States and other countries; Chapter III discusses some of the 
reasons the role of policewomen has traditionally been limited; Q1apter IV 
addresses the issue of violence and women; Chapter V gives evidence that 
women want more opportunities in policing; and Chapters VI and VII are the 
author's conclusions and recommendations. The Appendices contain a dis­
cussion of the emerging body of law related to the employmen-t rights of women 
and the case studies of the seven departments. 

• Milton, Catherine. WOMEN IN POLICING, Police Foundation, 1974, 60 pp. 

One of the objectives of the Police Foundation is to sponsor research 
which will assist police departments in improving the quality of their 
personnel. The Foundation believes that a police department's services 
are only as good as the people providing them. In 1972, the Foundation 
sponsored a survey on the use of women in policing to determine whether 
a new, untapped resource would, in fact, help improve the quality of 
policing. Since that time, the Foundation has been actively in the fore­
front of research on the subject of women in policing. The most extensive 
and conclusive research was an evaluation of the performance of women on 
patrol in Washington r D.C. The Foundation published results of the evaluation 
in Policewomen on Patrol: Final Report. 

To disseminate information from this important experiment, the Foundation 
in the spring of 1974 sponsored a national Symposium about Women in Policing. 
This manual was originally prepared for participants at the symposium. 

Besides dissemination r the symposium had several other purposes--to draw 
attention to critical legal, policy, administrative and operational issues 
and to elucidate the problems and benefits that result from the expansion 
of the role of women in policing. The conference served as a forum for 
active discussion of recent experimental findings and as a means of gather­
ing new information and insights from participants. 
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Attending the symposium were more than 100 persons, including researchers 
with experience in the subject of women in policing, female officers and 
their male partners, chiefs of police and other police administrators, mayors, 
city managers, municipal personnel and budget directors, and representatives 
from federal, state and local public and private interest organizations. The 
symposium thus benefitted from the wide range of experience of participants 
with various ranks and points of view. 

• Munro, J. L. ADMINISTRATIVE BEHAVIOR AND POLICE FUNCTION. Anderson Co. 
1970, 202 pp. 

Various aspects of crime and its control are subsumed under the title, 
"The criminal justice system." It is unfortunate that the title does not 
aptly describe the processes of social control through the media of the 
police, courts and the correctional processes. The idea of a "system" 
(in terms of systems theory) is hardly reflected in the criminal justice 
processes. Yet the concept of a system in regard to the problems of social 
control is an important one. Some people argue that unless the criminal 
justice processes can become a "system," there is every chance that they 
will break down in the near future. 

Jim L. Munro takes a "system theoretic" approach to his subject, raising 
in his first chapter the problem of purpose, objectives, or goals of police 
work. The idea of "policing" in a democracy is not an easy one to develop, 
and Mr. Munro talks of the "Police Dilemma." The ideas put forward in this 
chapter deserve debate in more than police training circles: the problem of 
how the "controllers" may be controlled is a fairly general one. The theo­
retical approach of the first chapter is counterbalanced with some "down-to­
earth" examples of action in the day-to-day work of the police in the first 
part of the second chapter. The author next turns to the relationship between 
the scientific study of behavior and police work in terms of "Levels of 
analysis." 

o Murray, Charles A., and Krug, Robert E. THE NATIONAL EVALUATION OF THE 
PILOT CITIES PROGRAM: A Team Approach to Improving Local Criminal Justice 
Systems. LEAA, Washington, D.C. 1975, 194 pp.plus Appendices. 

This is a report of a 20-month evaluation of eight cities in the pilot Cities 
Program to demonstrate and evaluate selected ideas and technologies. The 
evaluators conclude that the process of change is not wholly dependent on 
personalities or special circumstances. Strategies, such as the Pilot Team 
Approach, can be developed and transferred to other localities even though 
circumstances and personalities may differ. The analysis illustrates the 
differences between "innovation" and "improvement," for the two are not 
necessarily reinforcing. They may even compete with each other. The report 
discusses the study's design, rationale, site selection procedures, the 
clients served, and the accomplishments of the various programs, especially 
their impact on law enforcement agencies and operations. 
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• Police Foundation. NATIONAL SYMPOSIUM ON POLICE LABOR RELATIONS. 1974, 
77 pp. 

The International Association of Chiefs of Police, the Police Foundation, 
and the Labor-Management Relations Service sponsored the National Symposium 
to develop guidelines that would enable labor and management officials to 
accommodate fundamental changes in the c~ncept of police labor relations. 
Four key issues were discussed: (1) The role of labor and management in the 
labor relations process; (2) Professionalization and unionism in law enforce­
ment; (3) productivity in law enforcement; and (4) Key issues in police 
unionism--national unions, strikes, discipline and corruption. 

Objectives of the Symposium were to provide a relaxed and private atmosphere 
in which the participants could exchange ideas on these issues and develop 
labor relations policy guidelines with respect to the issues. 

Fou~discussion sections corresponding to the issues were selected. Each 
section was composed of three subgroups: (1) mayors/city managers/county 
executives, (2) police chiefs and (3) police union officials. Each dis­
cussion section benefitted from the interchange of views, attitudes, and 
experiences among participants who fulfill different roles in the labor 
relations process. Since the goal of the symposium was to develop policy 
guidelines, all viewpoints received consideration. 

The labor relations guidelines contained in the first part of this 
report represent the consensus of the plenary session on the 
recommendations developed by the discussion groups. 

The second section of this report contains the concept papers prepared by 
seven knowledgeable prabtitioners in th!= fiel'd;o£: police labor relations. 
These papers were used as a guide for the discussions that took place at 
the symposium. 

• New York City Police Department. NEW YORK CITY-POLICE DEPARTMENT-DETECTIVE 
BUREAU-WORKLOAD ANALYSIS-INTERIM REPORT. 1973, 108 pp. 

This is a study of the amount of time detec·tives spend investigating different 
kinds of cases. It was conducted to determine optimum manpower allocations 
for each squad, district, borough and the whole detective bureau of New York 
City. 

Through a statistical analysis of investigation times and current allocation 
policies, the Detective Bureau was able to eliminate the Fugitive Squad, de-
vise a more equitable performance measurement scale geared not solely to the 
number of arrests but also to the difficulty of the case and the elimination of 
certain types of in:vestig.ations from the jurisdiction of the Detective Bureau. The 
eliminated investigations include noncriminal motor vehicle homicides, leaving 
the scene of an accident, and missing persons cases. 

• National District Attorneys Association (NDAA). PHILOSOPHICAL, PROCEDURAL 
AND LEGAL ISSUES INHERENT IN PROSECUTOR DIVERSIONARY PROGRAMS. NDAA, Chicago, 
1974, 21 pp. 
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Several issues relating to standardiza-tion of diversion procedures, legal 
and constitutional issues, the basis for diversion programs, and suggestions 
on diversion procedures are discussed. 

It is argued that a traditional "no-charge" decision by a prosecutor does 
not operate to divert offenders out of the criminal justice system, since 
it offers no program to affect behavior and recidivism. Similarly, police 
diversion programs are viewed as unsatisfactory, since they are often sub­
jective and unstandardized. The author states that prosecutory diversion 
is not a usurpation of a legislative or judicial function, but is another 
form of the prosecutor's traditional discretionary powers. Guidelines 
dealing with standards on accepting pleas of defendants, the kinds of 
defendants to accept for diversion, and factors -to consider when deciding 
to divert are discussed. Suggestions on uniform application of diversion 
programs and written reports on diversion programs are provided. Legal 
issues such as the right to sue a prosecutor for exercising his discre­
tionary powers are also discussed. 

• National Commission on Productivity. REPORT OF THE ADVISORY GROUP ON 
PRODUCTIVITY IN LAW ENFORCEMENT ON OPPORTUNITIES FOR IMPROVING PRODUC­
TIVI'l'Y IN POLICE SERVICES. NCP, Washington, D. C . 1973 f 76 pp. 

This is a report of a program designed to analyze productivity in various 
segments of occupational activity in the United States. In all reports, 
the Commission was concerned with developing tools--concepts, measures, 
means for improvement, and strategies for change--to improve productivity. 
The chapters discuss the concept of productivity as applied to policing; 
measuring police activity; productivity as applied to three SUbstantive 
areas, including patrol, crime prevention, and human resources management; 
and barriers to productivity improvement. 

RecogniZing both the diversity of local situations and the complexity of 
police productivity, the Advisory Group decided to focus this initial effort 
on limited areas of police work. Three areas were selected because they 
were believed to be both of great importance to most police departments and 
subject to significant productivity improvements through existing techniques 
or knowledge. The areas treated are: (1) Patrol--direct services to the 
public in both crime and noncrime situations; (2) Crime Prevention--specific 
programs designed to anticipate and prevent crime; (3) Human Resources--
the management of people, including recruitment, selection, assignment, 
training, and organization development, to maximize their potential in meet­
ing department goals while increasing the satisfaction they get from their 
work. 

In each area, issues relating to productivity are identified, the potential 
for developing more precise measures is explored, and some illustrative 
examples of actually improving productivity are suggested. 

• Nelson, J. G. PRELIMINARY INVESTIGATION AND POLICE REPORTING - A COMPLETE 
GUIDE TO POLICE WRITTEN COMMUNICATION. Glencoe Press, Beverly Hills, Cali­
fornia. 1970, 513 pp. 
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• 

Preliminary investigation procedures are described in conjunction with the 
basic elements of effective police reporting. Criminal investigations and· 
the reports which document them are inseparable. 1\ perfect investigation 
is virtually worthless to all except the investigator unless there is a 
written record of what was learned from his endeavors. Preliminary Inves­
tigation and Police Reporting combines both of these topics in a detailed, 
step-by-step procedural test designed for use by students, teachers, super­
visors, and patrolmen, as either a course guide or reference work. writing 
techniques are covered. A section entitled "The Lawman's English Guide" 
provides information on grammar, sentence structure, punctuation, and 
spelling. The types of arrests and the procedt;re for completing an arrest 
report are delineated. The various techniques of inve:3tigation and reporting 
which are appropriate for homicide, assault, burglary, robbery, theft, auto­
mobile accidents, and property crimes are explained. The appended material 
includes a list of definitions for medical, legal, and slang terms that law 
enforcement officers will frequently encounter or find occasion to use in 
the preparation of their reports. 

Pate, Tony, Bowers, Robert A, 
APPREHENSION IN KANSAS CITY: 
123 pp. 

and Parks, Ron. THREE APPROACHES TO CRIMINAL 
AN EVALUATION REPORT. Police Foundation. 1976, 

This report describes the results of an evaluation of three approaches to 
criminal apprehension tested by the Kansas City Police Department witn the 
assistance of the Police Foundation. The report sh01..,s that regularly pro­
viding data on known serious offenders to patrol ul.its through a Crime 
Information Center (CIC) clearly produced increased arrests among those 
offenders. This seems a clear gain and the department has institution­
alized the CIC approach. 

The other two approaches were Location-Oriented Patrol (LOP), surveillance 
of areas with notably high crime rates, and Perpetrator-Oriented Patrol 
(POP), surveillance of selected groups of potential criminal perpetrators. 
The report shows that, although Location-Oriented Patrol by the department's 
tactical unit appeared to be somewhat more effective than Perpetrator­
Oriented Patrol, neither (as tried in Kansas City) represented a substan­
tial improvement over the more usual mlX of tactical unit activities. Since 
the experimentation with the three approaches was completed, tactical unit 
resources have been decentralized to district patrol stations. 

This report contains substantial information about the problems encountered 
in attempting experiments in apprehension methods and prescriptions for 
avoiding these problems to the extent that circumstances may allow. A major 
purpose for publishing this report is to share the lessons learned in 
Kansas City with all who want to test whether what ·they do improves policing • 

• Newton, F. A. 3rd, and Francini, J. F. CRIME ANALYSIS PROGRAM (CAPER) -
EVALUATION FOR POLICE PATROL PRODUCTIVITY APPLICATION .. POLICE TECHNICAL 
ASSISTANCE REPORT. Westinghouse Justice Institute, Arlington, Virginia. 
1975, 11 pp. 
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This report assesses the utility and applicability of the CAPER system -to 
the planned patrol productivity progr~ and its possible uses in improving 
crime analysis-crime prevention capabilities. 

The Police Section of the Office of Regional Operations, LEAA, Washington, 
is dt=veloping a multiyear $2.2 million program directed at improving the 
productivity, effectiveness, and deployment of patrol units through the 
effective use of departmental crime analysis units, crime prevention units, 
and 1:heir analysis support to patrol operations. The Crime Analysis -
Project Evaluation - Research System (CAPER) was developed to provide 
medium-sized cities and counties with a relatively simple crime analysis, 
project evaluation, and research capability. This system mechanism is 
being used by target groups participating in the planned police produc­
tivity program. 

A review of the CAPER system revealed that the system is not online, and 
produces information to most of its users on a quarterly basis. Two of 
its users get the information every month. Because of the information 
lag, it was concluded that CAPER would not be supportive of a patrol pro­
ductivity program. Another shortcoming of the system is that CAPER does 
not edit cleared crimes from the population, and does not interface with 
any information system of known offenders. However, it was found that 
the GADS system (Geo-data Analysis and Display System) is effective and 
can be easily transferred to other law enforcement applications. The 
technique employed can be applied to any application where there is a 
need to assign. 

• Peterson, Joseph L. THE UTILIZATION OF CRIMINALISTICS SERVICES BY THE 
POLICE: An Analysis of the Physical\EVidence Recovery Process. LEAA, 
Washington, D.C. 1974, 46pp. 

This is a. monograph prepared for LEAA which discusses the forensics science 
laboratory and how police agencies can effectively utilize such a resource. 
Within the past decade, the forensic science laboratory has assumed a prom­
inent position in the investigation and adjudication of criminal offenses. 
It has been demonstrated that scientific examination of physical evidence 
by the forensic scientist can develop objective ~nformation not obtainable 
through other investigative channels. 

This monograph explores one aspect of the scientific evidence process which 
has been rarely examined or discussed in the literature: investigation pro­
cedures. 'I'hese include the search for, recognition, and collection of evi­
dence from crime scenes which precede actual laboratory analysis of the 
physical evidence. Because much physical evidence associated with crimes 
is never recovered and thus never even reaches the laboratory, this report 
focuses on the behavior of the investigator who in large part determines 
if forensic science techniques will be used at all. 

Crime commission reports have called for greater use of scientific evidence 
to improve arrest levels; and court decisions restricting forms of crliuinal 
investisration have increased the importance of unbiased analytical evidence. 
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This report, therefore, offers insight into an area important to the overall 
administration of justice. 

• President's Commission on Law Enforcement and Administration of Justice. 
TASK FORCE REPORT: POLICE. Washington, D.C.: U.S. Government Printing Office. 
1967. 

This volume deals with the role and function of police in modern society 
from a very comprehensive perspective including separate discussions on 
the police role, police organization, management and operations, coordination 
and consolidation, personnel, police and the community, police integrity, 
police standards and the community's role in law enforcement. 

• Public Administration Service. COORDINATION AND CONSOLIDATION OF POLICE 
SERVICE. Public Administration Service, Chicago. 1966, 300 pp. 

This is an analysis of -the problems of local police administration and the 
potential for coordination or consolidation of services as an aid to repres­
sion of crime. 

Topics covered are: Legal political, social and economic obstacles to coor­
dination and consolidation of staff services; recruitment; training; and 
planning; coordination and consolidation of auxiliary services; records, 
communications, detention facilities, and :aboratory services. Also dis­
cussed are coordination and consolidation of selected field services, 
criminal investigation, control of delinquency, vice control, and special 
task force operations. 

• Public Safety Research Institute, Inc. FULL-SERVICE NEIGHBORHOOD TEAM 
POLICING: PLANNING FOR IMPLEMENTATION. PSRI, St. Petersburg, Florida, 
1975, III pp. plus Appendices. 

This is a report prepared under a National Institute of Law Enforcement and 
Criminal Justice contract to explore a form of team policing that involves 
the concept of a full-service operation. Full-service policing r~cognizes 
the variety of skills and roles demanded of the police officer in the enforce­
ment of the law and as the government's initial representative in helping 
citizens in trouble. The report explores the ways in which an officer gets to 
know the neighborhood he polices well and establishes rapport with the resi­
dents. Full-Service Team Policing requires careful planning and extensive 
management, as well as operation training. The report, which is a manual, 
provides comprehensive information in planning and implementation of the 
concept. Three experiments and an extensive bibliography on the subject 
are provided in the Appendices. 

• Robert, P. "Operational Research in the System of Criminal Justice." 
Collected Studies in Criminological Research 8 (1971) :51-135. 

This is a review of various methods of systems analysis with a consideration 
of the possible value of applying them to the criminal justice system. Pre­
liminary considerations on the place of operational research in the system 
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of criminal justice are examined. The various types of operational analysis 
are defined and discussed, and their roles in criminology delineated. The 
second part of the report focuses on the uses of operational analysis when 
applied to the criminal justice system. These uses include forecasting 
for the purpose of planning, cost evaluation for the optimization of choices, 
and definition of the image-making process to set the guidelines for reform. 

• Search Group Inc. POLICE CRIME ANALYSIS UNIT HANDBOOK--A PRESCRIPTIVE 
PACKAGE. 1973, p. 200. NCJRS, Washington, D.C. 

This is a report on functions, methodologies, capabilities, and limitations 
of a unit designed to collect, analyze, and disseminate data on reported 
crimes and offenders. Crime analysis is an essential tool for converting 
regularly collected information on reported crimes and criminal offenders 
into effective crime prevention and offender apprehension actions. Crime 
analysis can support police operations through strategy planning, manpower 
deployment, and investigative assistance. This document, one of the series 
of Prescriptive Packages sponsored by the National Institute of Law Enforce­
ment and Criminal Justice, provides both background information and opera­
tional guidelines for police administrators interested in developing crime 
analysis units. The areas discussed are a definition of goals and objectives, 
crime data input, analysis of crime data, crime information disseminated 
as output, and feedback and evaluation. In addition, the fundamental pre­
requisites for the operation of a crime analysis unit are'considered. These 
include formal administrative support, organizational placement, staffing, 
and a method of guaranteeing the integrity of input crime and offender 
information. The concluding chapter presents three model crime analysis 
systems--manual, semiautomated, and fully automated--for small, medium, and 
large agencies, respectively. The appendix contains the grant proposals 
for these three systems, a glossary of crime-related terms, crime analysis 
unit staff job descriptions, and a discussion of the role of regional and 
statewide crime analysis systems. 

• Sherman, Lawrence W., Milton, Catherine H., and Kelly, Thomas V. TEAM 
POLICING: SEVEN CASE STUDIES. Police Foundation, Washington, D.C. 1973. 
108 pp. 

This report documents the ac·tivities of seven police agencies in their 
att.empts to implement elements of team policing in their jurisdict,ions. 
The cities involved included Dayton, Detroit, New York City, Syracuse, 
Holyoke, Los Angeles, and Richmond. The report discusses elements of 
team policing, preparations needed for implementation (including goals, 
plans, and training). The report covers how team pOlicing is to be con­
ducted on the streets, obstacles faced, and an extensive evaluation of 
the programs. 

• Slott, I., and Sprecher, W. M. COST EFFECTIVENESS AND CRIMINAL JUSTICE. 
New York City: American Society of Mechanical Engineers, 1972, 7 pp. 

This is an examination of the systems analysis approach to the crime 
problem and its relationship to existing technology and expertise. Speci­
fically, police decisions about burglary outlays, manpower allocation, 
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and the adoption of new techniques can be planned by using quantitative 
studies of objectives, measures of performance, and cost and output trade­
offs. 

• Ward, R. H. and Ward, T. J. POLICE ROBBERY CONTROL MANUAL--PERSCRIPTIVE 
PACKAGE. 1975, p. 81. LEAA, Washington, D.C. 

This manual contains an overview of research and state-of-the-art of police 
robbery control projects in the united States and guidelines to both police 
administrators and line personnel in implementing and assessing projects. 

This Prescr~ptive Package is designed to provide an overview of the research 
and state-of-the-art of police robbery control projects in the United States 
and practical guidelines to both police administrators and line personnel in 
the planning, implementation, and assessment of robbery control projects. 
The authors sent a questionnaire to police departments across the country 
and visited departments in over 20 cities. 'The robbery control projects of 
five cities are highlighted~ Miami, New York, Denver, Kansas city, and 
Minneapolis. This manual draws together both current research and data 
relative to robbery and descriptive data relative to robbery control pro­
jects underway throughout the United States. It provides crime-specific 
information which can be used for comparative purposes by planning or crime 
analysis units and a descriptive analysis of current projects, which should 
aid in selecting suitable projects for particular cities or geographic areas. 

The lnanual is designed primarily to assist law enforcement agencies in the 
development or improvement of a robbery control project. An attempt has 
been made to develop model projects which are based upon the finaings"cif 
this study. In order to facilitate communication, appendix A outlines 
various robbery control projects now in exis·tence and persons who can be 
contacted for further information. Information on particular robbery types 
and likely offenders is also presented in order to assist in the planning 
effort. 

• Ward, R. H. INTRODUCTION TO CRIMINAL INVESTIGATION. Addison-Wesley 
Publishing Company, Inc. ~eading, MA. 1975, pp. 285. 

This textbook is designed to provide the student or new practitioner with 
the foundation necessary to be an effective investigator and to familiarize 
the reader with the problems facing the criminal investigator. 

Its primary focus is on the solution of crime by investigation. Some of 
the basic concepts discussed include the history of criminal investigation 
in the united States, general aspects of the investigative function, pre­
liminary investigation and the crime scene, photographing and sketching 
the crime scene, and scientific evidence and criminal investigation. The 
different aspects of the investigative function examined are as follows: 
interviewing and interrogation, informants and information, information 
analysis and theory building, and crimes and their patterns. 

Emphasis is also placed on familiarizing the investigator with some of the 
major Supreme Court decisions affecting the investigative process. Among 
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areas of interest discussed are cases involving admissions and confessions, 
wiretapping and evesdropping, searches and seizures, informants and infor­
mation, search warrants, and lineups. The special investigative techniques 
and problems considered include undercover and surveillance operations, 
narcotics and dangerous drugs, ghetto or inner-city investigations, organized 
crime, and relations with other agencies and organizations. Individual chap­
ters are followed by discussion questions and exercises designed to develop 
the student's awareness of the chapter's important elements. A six-page 
bibliography and an alphabetical index are provided. 

• Wampler, D. ENFORCEMENT AND PROSECUTION--A JOINT ENDEAVOR. 1972, pp. 4. 
Federal Bureau of Investigation, Washington, D.C. 

This is a discussion of police performance requirements, stressing the 
need for communication and coordinated effort between police and prosecutor. 

• Weston, P. B. and Wells, K. M. CRIMINAL INVESTIGATION--BASIC PERSPECTIVES. 
1970, pp. 291. Prentice-Hall, Englewood Cliffs, NJ. 

The police criminal investigation function--from the preliminary investigation 
to the preparation of the case for prosecutorial review--is described. The 
legal significance of evidence is stressed. Crime scene searches, the collec­
tion of physical evidence, and techniques for interviewing witnesses are 
covered as basic concepts of criminal investigation. Various ways for 
developing investigative leads to discover a suspect's identity are dis­
cussed. Eyewitnesses and the corroborating circumstances of motive, oppor­
tunity, and modus operandi are treated in detail. Laboratory services, 
other scientific aids, surveillance, sources of information, police intelli­
gence, and interrogation are presented as ,essential aids to the criminal 
investigator. 

After a general overview of the science of inquiry, the special skills 
necessary for investigating crimes of violence, crimes against property, 
and organized crime are outlined. Discussion questions, a library assign­
ment, and a workbook project are included at the end of each chapter. 
The text, written primarily for use in college law enforcement courses, 
can be of value to police officers, investigators, and others interested 
in criminal investiga·tion. 

• Weston, P. B. and Wells, K. M. CRIMINAL INVESTIGATION--BASIC PERSPECTIVES. 
2D ED. 1974, pp. 476. Prentice-Hall, Englewood Cliffs, N.J. 

This contemporary look at police procedure stresses the fundamental impor­
tance and legal significance of physical evidence. SearLhing for and 
collecting physical evidence at crime scenes and interviewing witnesses are 
examined as basic aspects of criminal investigation. Basic investigative 
leads are presented in detail to develop a system of criminal investigation 
in which the crime and its circumstances are the key events. Eyewitnesses 
and the corroborating circumstances of motive, opportunity, and modus 
operandi are discussed in detail. Laboratory services, other scientific 
aids, surveillance, sources of information, police intelligence, and 
interrogation are presented as procedures in law and science. All aspects 
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of the criminal investigation function of police are fully covered from the 
preliminary investigation to the preparation of the case for review by the 
prosecutor. The police apprehension process, the continuing investigation, 
and the focusing of the case are handled as major segments of this function. 
Chapters cover investigative report writing, investigating illegal drugs 
and narcotics cases, search warrants as a technique of investigation, the 
investigation of robbery, the investigation of arson, the investigation of 
burglary, and the investigation of homicide and assaults . 

• White, Thomas W.i Regan, Katryna J.i Waller, John D.i and Wholley, Joseph S. 
POLICE BURGLARY PREVENTION PROGRAMS. LEAA, Washington, D.C. 1975. 
66 pp. 

This is a Prescriptive Package which discusses Crime Watch Operation 
Identification programs currently popular in many communities, and conducted 
by local police agencies. 

Controlling and reducing burglary poses a particularly difficult problem 
for law enforcement agencies. The huge volume of burglary cases strains 
the investigative resources of police. Because it is a crime of stealth 
and opportunity, burglars often go undetected. Typically, clearance rates 
are quite low and stolen property is seldom recovered. 

With the rapid increase in burglary rates, both police and citizens have 
recognized the need for cooperative action to prevent and reduce burglaries. 
Many communities have initiated a variety of preventive programs. In gen­
eral, these efforts involve fairly simple measures: making facilities 
physically more secure; marking property with identification numbers that 
can be traced; tailoring police patrol to burglary patterns; and increasing 
the vigilance and responsiveness of citizens in protecting their homes and 
property. 

While each of these steps offers some benefit, good results are not automatic. 
The key to success lies in selecting the right combination of specific measures 
and the appropriate overall approach to implementing a comprehensive program. 
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