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CONSUL TORES TECNICOS ASOCIADOS 

November 14, 1977 

Ms. Flavia Alfaro de Quevedo, Esq. 
Executive Director 
Puerto Rico Crime Comlu:i.s sion 
G. P. O. Box 1256 
San Juan, Puerto Rico 00936 

Dear Ms. Alfaro: 

Enclosed please find our Executive Summary on the evaluation of 
San Juan's District Attorney's Office Investigation Unit. (7b-A ... 672-44). 
In the same we summarize the results of the interv-iews, file audits, and 
sta tistical evaluations undertaken to deterrr...lr;.~ the Unit's effectivenes s. 

We have concluded that, in general, the Unit has accomplished 
most of the specified objectives. For those areas w.nere the objectives 
were not accomplished, the reasow:; for the san1.e, as ''lell as recom
mendations for improvements are presented. 

Our tha.nks for the trust you have placed on our firm, 

NF/lam 
Enclosed 

Cordially, 

~~ECNICOS ASOCIADOS 

Nelson Famadas 
Partner 

PONCE OE LEON 2SS,P. O. SOX 1876. HAlO REY. PUERTO RICO 00S19. TEL. 75:3-1694 -75:3-8976-'753-0681- 76:3 -7176 
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1. INTRODUCTION 

During the last years; ciminal incidence, measured in terms 

of new cases, has presented notable increases, particularly with respect 

to the activity of San Juan's D. A's Office. The resources available to 

prosecute these cases did not increase accordingly. Because of the dis-

parity, there has been an increase on the amount of pending cases. 

In order to attempt a solution tb this problem~ an Investiga-

tion Unit was created in 1975 with an LEAA grant. This Unit provides 

technical and administrative assitance to the Assistant District Attorneys 

(ADA) by prescreening cases beforl,:l being submitted to the Courts. This 

would reduce the amount of routine work and caseloads assigned to the 

ADA's, improve the quality of investigations and reduce the amount of 

pending cases. In addition, the Unit would serve as a training center for 

potential ADA. 

The purpose of this report is to present a summary of the 

evaluation undertaken by the consultant to determine if the objectives have 

been met. 
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II. EV ALUA TION OF THE A DMINIS TRA TIVE ASPECTS OF THE 

PROJECT 

This section su:mmarizes the results of the analysis on indi-

cators (qualitative and quantitative) which '\vould allow the consultant to 

establish the Unitt s productivity and to compare the differences prior to 

the establishment of the project. 

1. Installation of Basic Elements 

C' 

1) 

Personnel 

Personnel turnover was determined to be .47 which 

is . extremely high. Replacement time was determined 

to be 451 days, or 54% of total days of the project, 

thus showing~· t personnel remain on the project 

for too short a period of time. 

Equipment 

The consultant inspected all purchase orders and 

cornpared the same with fund requests. Also a 

physical check was made of most of the purchases. 

Appar~ntly, all purchases made have been installed 

c,. 

at the San Juan DA I S facilities. There was a dis-

crepancy of only $4, 351.09 between the inspection 



I 
I 
I 
I 
I 
I 
I 
I 
I 
;1 

I 
I 
I 
I 
I 
I 
I 
I 
,I 

2. 

and the vou.cher s. 

Procedures 

It was found that formal procedures where not 

changed appreciably due to the introduction of the 

Unit. 

Productivity 

The cost per case (based on D. A. I s office payroll) 

increased from $30. S'7 in 1975 to $36. 97 in 1976. 

Although, in compal'ison with previous years, there 

is a marked reductio:!.. 

Training Programs Offered 

Basic training given was on the job" type. A clerical 

seminar was offered but was found to be inadequate by the consultant. Only 

one inve'stigator was sent to a seminar (in organized crime). 

3. Personnel Selection Criteria 

In gene:-:al terms, position requirements are adequate 

for the position description. In reality, the personnel have to perform 

jobs which require higher skills than \vhat they have. 
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4. Case Processing 

By mid 1976 due to state budgetary limitatiorls f the 

Unit! s lawyers were being required to undertake more and more func

tions as prosecutors, thus reducing the Vnit's investigative capability. 

5. Interpersonal Relations, Perception and Attitude 

The consultant interviewed all of the Unit's assigned 

personnel, including the Investigators, Clerical personnel, and lawyers 

(Special D. A.) to determine personal attitudes, and administrative, le

gal and investigative adequacy. The most relevant issues presented by 

the interviewers were: 

• resentment by U.t'l..it! s personnel due to low pay 

• lack of motivation due the temporary nature of the 

job positions 

• friction with supervisory personnel 

• low morale, as they £ee1 that the Unit's objectives 

are not being accomplished 

6. Adequacy of Services Offered to .Judges and A. D. A. 

Based on the interviews conducted with the judges, it 
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was found that they were not fully aware of the existance of the Unit. 

On the other hand, the ADA interviewed were pleased 

and Ejatisfied with the work being undertaken by the Unit. They felt that 

it had contributed to the improvement of cases, investigations and success

ful prol:lecutions. 

7. Interagency Services and Meetings 

There is only one documented meeting with Police of

ficials to coordinate the investigative work. 

8. Increase or Decrease in the Amount of Pending Cases 

Table 2-2 (numbering as pel' original report) present 

a number of indicators which help analyze the case movements between 

years. (Table 2-2-A discounts drunkenness cases). The indicators all 

tend to confirm that a reduction of the \vorkload has taken place. At 

the same time, however, they point towards possible problems for 1977. 
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1969 

Pending Acc?E!a.Hons 3,602 
o/~ ....... ~to! 

Accuse.tions Presented 4,869 
% --_ .... 

Transfers 55 

TO'l'AL 8,416 

Pendl.rg Accusations 1.43 
% 

C(lIlOa Solved 4,635 
Callut! Sulvcd/Tot!\l Pl'IHJ(\ntol\ .95 
Casell SoLved./Total .55 

0/0 
Filed Caser. \ ' 713 
FUed Cas6s/'Total Preaented .15 
Filed CasP.ss • OS 

0/0 ....... 
Pending Cases 3,"55 
So~ved CtiSGB !Pending 1,ZO 

% ............ -- -
• Up to July 1, 1977 • 

Source: Depa.rtment ot Justice, 

------------
TABLE 2-2 

PROPORTtONAL RELATmNSHIP 
PENDING' AND SOLVED CASES 
.DISTruCT ATTORNEY'S OFFlc'E 

SAN JUAN 

1970 1971 197Z 1973 

3,855 3,92.5 3,345 , 4,977 
7.02. 1. 82 10.70 14,55 

4,9Z3 5,385 5,690 6,2.15 
~l. 11 '9.38 5.66 9.'2.3 

21 37 37 93 

8,757 9,273 9. 99'S 10,099 

,44 .42 .43 ,49 
2.33 -4.55 2.38 13.95 

4,644 5,056 4,809 5,?95 
• lJ'l .9,1 • 65 .85 
.53 .55 • ,I» .52 

3.64 3.77 12.13 8.33 
913 9(,4 1,045 1,440 
.19 .Itl • It! .23 
.10 .10 ,10 ,14 

Z5.00 40.00 
3,<)2.5 . 4, 34~ '~' 977 5,<)74 

1.18 1.16 .97 .89 
1. 67 1.(,9 -16.38 • 8.M 

1974 1975 1976 1977 * 

5.914 6,303 6,2.14 5, 749 
18.13 6,58 - 1,41 - 7.48 
7,034 8.348 7,737 3,,433 
13.18 18.68 - 7.320 ...- ........ 

62 1.099 46 43 

12,886 13,552 13.095 9.139 

,46 .47 ,47 .63 
(",12 2..17 .00 '34.04 

6,716 8,374 8.156 3,8205 
.96 1,00 1. 05 loll 
.5Z , (,1. • ()? ,,12 

0.00 19.23 0.00 -32.26 
1,903 Z.~OO 2,076 1,026 

.27 ,27 .1.7 • sO 
,15 .17 • HI .11 

7.14 13.33 5,tlfl .31.?,5 
(,,303 (,,2.14 5.749 5,314 

1.07 " 1.35 1. 42 .7i 
200. zi ' 26.17 5.19 ;;'49,30 
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TABLE a.a .. A 

PROP OR TIONA L RELA TIONSJ:llP 
PENDING A ND SOL YED CASES 

(DOES NOT INCLUDE DRUNKENNESS CASES) 
DISTRICT ATTORNEY'S OFFICE 

SAN JUAN' 

1969 1970 1971 1912 1973 1974 1975 1976 1977 

Pending Accusations 4,095 4,32.9 4,568 5, 029 5,914 6,994 7,331 6,2.14 5,749 
0/0 s.n S.22 10.09 17.60 18. 2.6 4,82 -15.24 -7.48 

A cCllsations Pre sented 5,604 5,583 6,195 6,406 7, no 8,183 9,03? 7,737 3,4~3 
% -0.37 10.96 3.41 14.27 11.79 10.38 -14.34 .... --

Transfers 55 2.1 37 37 93 6Z 1,099 46 43 

TOTAL I ~!644 9.891 10,762 11,398 13,141 15,11S 15,264 13,095 9, 139 

Pending Accusations .42 .44 .4a .44 .45 .46 .48 .47 .63 
~\ 4.76 .. 4.55 4.76 2.27 2..2? 4.35 .. 2.08 34.04 

Casco. ~~()l.ycd 5,315 5,323 5/697 5,487 6, t47 7,784 9.050 8,156 3,825 
Cnsca ~(,lvcd/Totnl Pl'cscmtod , ?5 .95 .92 • B6 .84 .95 1. 05 1. 05 1. 11 
Caso s Solved /Tota1 .55 .54 .53 .48 .47 .51 .59 .62 • -l2 

% -1.82 -1.85 -9.43 -2..08 8.51 15.(,9 5. 08 -32..2.6 
FHed Caecs 713 913 964 1,045 1,'440 1,903 2,300 2,076 1, 026 
Filed Cneos/Total Prcscnted .13 .16 .16 ,16 , 2.0 .20 .25 .27 .30 
Filed Cases .07 .09 .09 .09 .11 .13 .15 .16 • 1 f 

0/0 28.57 - ..... ~-!'I' 22.2.2 15.38 15.38 6.67 -;H.25 
Pending Casca 4,31.9 • 4,566 5, 029 5,914 6,994 7/ 331 6,214 5,749 5,314 
Solved Caees/Panding 1.23 1.17 1.13 .93 .88 1,06 1.46 1.42- .7'/. 

~ -4.88 -.342 -17.70 - -5.38 .20.45 9.43 -Z.74 .49.30 

... Up to July, 1977 • 
Source: Department ot Juatir.c. 
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I This chapter analyzes the: problems that were measured by 

I 
the consultant in terms of the attainment of the Unit's Objectives: 

I 
1. Changes Ide~!#ied 

0 

I" 
The time period which covers the Unit's implementa-

tion can be divided into two phases. The first phase covers up to ap-

I proximately March of 1976. The second phase would cover up to the 

I 
1st. of November, 1977. The project suffered major changes between 

the two periods. 

I 
Eventhough some problems arose during the project 

I startqp, such as the office's move to the new judicial center and slow-
'~~ 

"-,-:' • of-

I 
ness in recruiting, overall the Unit accomplishes the expected objectives. 

G 
During this first phase, a number of changes took place, such as: 

'I, (; 

• Rotating Shifts up to 2:00 A. M. (later reduced to 

I 12:00 P. M. ) 
-"~ .-
.. 

I • Better administrative coordination 

I 
() 

• A large number of p~nding ca~' ~s were evaluated 

I (by the Unit) for filing 

I • Errors in "querellas ll (complaints) were reduced 

I 0 

0 
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, } • Conviction rate was increa,:;!ed 

During the period comprised .by Phase II, the D. A. r s 

office started increasing the '\..1.5e of the Unit's lawyers as Prosecutors, 

thus considerably reducing the investigative capabilities of the same. 

2. Analysis of Objectives 

The grant request objectives were analyzed individual-

ly, with the following conclusions being reached: 

o The ADA workload was reduced, although more ef-

£ectively during Phase I 

• The consultant believes that pre-screening should 

be carried out by ADA, because of the delicate na ... 

ture of the decision 

tID No evidence was found that policemen had been 

form.ally advised on case preparation 

• Based on a se).ective investigation of cases, it was 

found that those cases in which the Unit had. partic-

ipated seemed to be more complete 

• The effectiveness of the investigators in the loca .... 

tion and citation (supremo) of witnesses could not be o ~ 
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• 

• 

• 

• 

measured, although the activity is undertaken by 

the Unit's Investigators 

Specialized legal research is being conducted by 

the ADA themselves 

Uniformity of cases was found to be higher after 

the Unit was installed 

The number of resolved cases are kept higher than 

the number of ne,v cases, except for 1977 

Continuity of case investigation is reduced for 

Phase II of the Project 

CJIS system is not being used effectively by the 

D. A. I s office 
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IV. STA TISTICAL SUMMARY 

The consultant could not establish that the following data was 

being collectedspecificaUy with regards to the Unit: 

• Number of cases found guilty ae a result of the Unit's 

participa ti6n 

• Characteristics of investigated cases 

• Reasons for not submitting cases to the Courts 

• Investigations not undertaken or incomplete 

• Numbel' of cases '\V'here there is no probable cause being 

filed before submitted. 

Other relevant indicators were compiled and analyzed by the 

consultant. Most of them show structural differences between pre-1975 

and past 1975. Care must be taken in attributing this change strictly to 

. the Unitt s interventionl as other activities also took place during that 

period, to wit: 

• T.A.S.C. 

• Ammendments to the Tra.)")sit Law 

• Moving to the New Judicial Center. 
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Overall, the data still points to the fact that the Unit has 

contributed to the improvement of the D. A. r s office operations. 

To conclude the above, the following indicators were studied: 

1. Guilty Pleas 

2. Accumulated Cases 

3. Characteristics of Solved Cases 

4. Cases Ageing 

5. Cases Filed before Indictment 

6. Drunkenness Cases 

7. Preliminary Hearings 

8. Cost Productivity of the Unit 
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V. CONCLUSIONS AND RECOMMENDATIONS 

In general, and taking into consideration the fact that the 

objectives presented in the grant request are quite ample (and mainly 

non quantifiable), it can be concluded that the Unit has accom.plished 

its objectives. 

In particular, the following is concluded: 

1. The Unit has provided an adequate training ground £01' 

potential A. D. A. 

2.. The Unit has helped reduce the amount of pending ca-

ses, although the total effect cannot be measured p:re-

cis ely. 

3. Finally, the routine workload of the A. D.A. has been 

reduced, although as before~ the effect attributable 

strictly to the Unit cannot be measured precisely. 

It can be anticipated, based on statistics up to July, 1977. 

that, if state resources for the D. A. office are not increased by 1978, 

its operational efficiency will revert' to the pre - 75 situation. 

Based on the evaluation~ the following recommendations can 

be considered: 
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1. 

z. 

3, 

4. 

Establish mechanisms to improve employee mobility 

so that eventual transfers to state funded positions 

may be possible. 

Augment state budgetary resources for the D. A. 's 

office. 

Prepare a formal training progr<;Lm which would in

clude areas such as: 

• case preparation 

• administrative procedures 

.. supervision and public relations 

• cns use 

.. productivity measurement 

• use of firearms 

Improve the data collection procedures at the D. A. IS 

office so as to be able to clearly separate the Unit's 

activities. A Data Worksheet is submitted by the Con

sultant for consideration. 
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ESTADO LIBRE ASOCIADO 
DEPAR TAMENTO DE JUSTICIA 
UNIDAD DE INVESTIGACIO~ES 

INFORME SEMANAL 

TIPO Do;' DELITO -
1 M.E~OS GRAVE GRAVES 

Denuncias A tendida s 

Investigaciones Iniciadas ! 

Investigaciones Conclurdas 

Casos Archivados antes de someter 

Ordenes de Arresto 

Querellas A1.endidas 

Vistas Preliminares 

Vistas Celebradas I 

Casos en que el Acusado renunci6 

Resoluciones: I 
Seencontr6 C. P. 

Exonerado 

Trasla.dos 
, 

Archivado 

Referidos a Juez Superior 

se sostuvo criterio 

se determin6 causa 

Acusaciones Radicadas durante el mes 

Nuevas 

Traslados 

Reabiertos 

Casos Resueltos 

Por Jurado 

Por Tribunal de Derecho 

Ar<:lhivados 

Traslados 

Acusaciones Pendientcs de .semana anterior 

I 

TaTAL 

. 
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5. ,Reevaluate calse assignment procedures particularly 

with regards to investigative work, so as to better 

coordinate the Unit's work. 

6. Establish an interagency coordinating program with the 

Police so as to improve the. joint investigative work of 

both units. 

7. Create the position of Unit Director. An Assistant Dis

trict Attorney with experience should be appointed to 

this position. 

8. Submitt legislation to provide the Unit's investigators 

with the power to arrest. 

9. Assign additional personnel to the D. A. 's office so 

that GJIS may become operational. 

Finally, in the preparation of future grant requests, care 

must be taken to establish specific and quantifiable objectives which 

would help in monitoring the proj ect. 
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